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Session 1
Making Meetings Matter:
How to Be Time Eﬀective and
Time Eﬃcient
This session expands personal facilitation skills for conducting more productive meetings and work
sessions with adult groups. It will demonstrate how to eﬀectively apply processes to balance task
focus and enhance relationships among group members, supporting problem-solving, planning
and decision-making.
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Making Meetings Matter
+RZWREH7LPH(IIHFWLYHDQG7LPH(IÀFLHQW

Bruce Wellman Co-Director
MiraVia LLC
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Bruce Wellman is co-director of MiraVia, LLC. He consults with school systems, professional groups
and agencies throughout the United States and Canada, presenting workshops and courses for teachers
and administrators on learning-focused classrooms, learning-focused supervision, presentation skills and
facilitating collaborative groups. Mr. Wellman has served as a classroom teacher, curriculum coordinator
and staff developer in the Oberlin, Ohio and Concord, Massachusetts public schools. He holds a B.A.
degree from Antioch College and an M.Ed. from Lesley College.
He is author and co-author of numerous publications related to organizational and professional development,
learning-focused schools and classrooms and group development. His publications include: Learning-focused
Supervision: Developing Professional Expertise in Standards-Driven Systems (with Laura Lipton, MiraVia
LLC), Got Data? Now What?: Creating and Leading Cultures of Inquiry (with Laura Lipton); Groups at
Work: Strategies and Structures for Professional Learning (with Laura Lipton); Data-driven Dialogue: A
Facilitator’s Guide to Collaborative Inquiry (with Laura Lipton); The Adaptive School: A Sourcebook for
Developing Collaborative Groups (with Robert Garmston); ; and Mentoring Matters: A Practical Guide
to Learning-focused Relationships and Pathways to Understanding: Patterns & Practices in the LearningFocused Classroom, (both with Laura Lipton).
Bruce can be contacted at:
229 Colyer Rd. • Guilford, VT • 05301 USA
P. 802-257-4892 • F. 802-257-2403 • e-mail: bwellman@miravia.com • http://twitter.com/
brucewellman

$OOPDWHULDOVLQWKLVKDQGERRNQRWVSHFLÀFDOO\LGHQWLÀHGDVEHLQJUHSULQWHGIURPDQRWKHU
source are copyright ©2015 by MiraVia, LLC. and or the Center for Adaptive Schools.
You may not distribute, copy, or otherwise reproduce any portion of these materials for
sale or for commercial use without written permission from the authors.
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Predictable Dynamics in Groups

W

HILE NO group is exactly the same as another, or even as itself from one meeting to
the next, there are patterns we can anticipate, that inform meeting design and that inÀXHQFHLQWHUDFWLRQ7KHVHSDWWHUQVRUWHQVLRQVDUHSULPDU\FDXVHVIRULQGLYLGXDODQG
collective comfort and discomfort related to completing tasks, making decisions, and engaging
LQFRQÀLFW8QGHUVWDQGLQJWKHVHG\QDPLFVSURYLGHVNH\LQIRUPDWLRQWRJURXSOHDGHUV7KRXJK
patterns vary, some useful generalizations can help in diagnosing, planning for and supporting
JURXSGHYHORSPHQW
Our preferences are sources of judgment; consciously or unconsciously, we tend to be drawn to
WKRVHZKRWKLQNOLNHXV)RXUWHQVLRQVDUHFODVVLFLQDOOJURXSVWKHWHQVLRQVEHWZHHQWKRVHZKR
focus on task and those who have a high value for relationship; the tensions between varying
needs for certainty at any point in a group process and those more at ease with ambiguity; the
tensions between working style preferences, including the need to have rich detail, contrasted
with the ability to operate with a wide and long term view; and the tensions for individuals who
operate with high degrees of autonomy when they are working in settings that require collaboraWLRQ7KHVHRSHUDWLQJSUHIHUHQFHVSURGXFHGLVFRPIRUWRUFRPIRUWIRUERWKJURXSPHPEHUVDQG
JURXSOHDGHUV
7KHIROORZLQJGHVFULSWLRQVKLJKOLJKWWKHDUFKHW\SLFDOHQGVRIDFRQWLQXXPRISUHIHUHQFHDQG
FRPIRUWOHYHO1RYDOXHLVSODFHGRQDQ\SRVLWLRQRQWKHVHVFDOHVXQGHUVWDQGLQJDQGDQWLFLSDWLQJ
WKHGLIIHUHQFHVIRUJURXSPHPEHUVSURYLGHVNH\LQIRUPDWLRQIRUJURXSOHDGHUV
Task – Relationship: Group members’ work style preferences range from a strong focus on task
FRPSOHWLRQWRDVWURQJGHVLUHIRULQFOXVLRQDQGFROOHDJXHVKLS7KHSUHVVWREDODQFHHI¿FLHQF\
ZLWKWKHQHHGWRLQFOXGHDOOYRLFHVSURGXFHVWHQVLRQLQJURXSV&RQÀLFWLQJYDOXHVIRUDWWHQWLRQWR
task and patience with process cause friction, limit productivity and reduce the group’s ability to
IXQFWLRQDVDJURXS:HVWUXJJOHZLWKWKLVGLFKRWRP\SDUWLFXODUO\ZKHQWLPHLVWLJKW<HWZLWKRXWDXQL¿HGYRLFHDQGVKDUHGGHFLVLRQVVFKRROLPSURYHPHQWSURFHVVHVERJGRZQLQLPSOHPHQWDWLRQ
Certainty – Ambiguity,QGLYLGXDOJURXSPHPEHUVYDU\GUDPDWLFDOO\LQWKHLUQHHGIRUVXUHW\
EHIRUHPRYLQJIRUZDUGZLWKSODQVRIDFWLRQ)RUVRPHDODFNRIFOHDUDQGSUHFLVHGH¿QLWLRQV
UXOHVDQGVWHSVLQDSURFHVVKDOWVSURJUHVV+RZHYHULQERWKSODQQLQJDQGLPSOHPHQWDWLRQ
FRPIRUWZLWKVRPHGHJUHHRIDPELJXLW\LVHVVHQWLDOIRULQLWLDWLYHVWRPRYHIRUZDUG:KHQWKLV
WHQVLRQLVSRODUL]HGJURXSVJHWVWXFNDQGORVHPRPHQWXP

4
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Detail – Big Picture$IRFXVRQWKHVSHFL¿FVRISURMHFWVDQGSODQVLVDVRXUFHRIFRPIRUWIRU
VRPHJURXSPHPEHUVZKLOHIRURWKHUVDZLGHUDQGORQJHUWHUPYLHZHQHUJL]HVWKHLUZRUN:LGH
UDQJHVH[LVWLQWKLVGLPHQVLRQRIZRUNVW\OHSUHIHUHQFH:KLOHHDFKRIWKHVHSHUVSHFWLYHVDGGV
YDOXHWRJURXSZRUNWHQVLRQVHPHUJHZKHQZRUNLQJVW\OHVFRQÀLFW:KLOHWKHELJSLFWXUHSUHIHUHQFHFDQFDXVHLPSDWLHQFHZLWKWKHQHHGIRUVSHFL¿FVLWLVWKHVHVSHFL¿FVWKDWDUHWKHVWHSSLQJ
VWRQHVLQD¿QDOSODQ7KRVHZKRSUHIHUGHWDLOVFDQIHHOORVWLQQDYLJDWLQJWKHELJSLFWXUH\HWD
YLVLRQRIODUJHUYLHZLVQHFHVVDU\WRLQVSLUHPRYHPHQWDQGWRODXQFKGLUHFWLRQ

Autonomy – Collaboration7UDGLWLRQDOO\VFKRROVDUHVWUXFWXUHGIRUDXWRQRP\6FKHGXOHVUHZDUGV\VWHPVDQGHYHQWKHSK\VLFDOSODQWFXUWDLORSSRUWXQLWLHVIRUVKDUHGSURIHVVLRQDOH[FKDQJH
We have a limited history and limited skills with collaborative examination of teaching and
OHDUQLQJSUDFWLFHV7KHGHVLUHIRUDQGKDELWVRILQGLYLGXDOLVPUHGXFHVWKHSRWHQWLDOIRUFROODERUDWLRQ,QGLYLGXDOSUDFWLWLRQHUVZKRDUHWHUULWRULDODERXWWKHLUFXUULFXOXPDQGLQVWUXFWLRQDOSUDFWLFHVDQGRWKHUDUHDVRIH[SHUWLVHPD\KDYHGLI¿FXOW\DOLJQLQJWKHLUWKLQNLQJWRHQJDJHLQVKDUHG
GHFLVLRQVDQGLQDOLJQLQJWKHLUZRUNWRSURGXFHWKHJDLQVRIFXPXODWLYHHIIHFW
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Self-Assessment as a Group Member:
Four Dynamical Tensions
8QGHUVWUHVVZHWHQGWRUHYHUWWRRXUXQGHUO\LQJSUHIHUHQFHV)DWLJXHRYHUORDGSURMHFWDQGGHFLVLRQGHDGOLQHVLQWHUQDO
and external social and political pressures, and controversial topics are some of the possible sources of tension that we might
H[SHULHQFHGXULQJJURXSZRUN,PDJLQH\RXUVHOILQVXFKDVHWWLQJDV\RXZRUNLQDJURXSRIZKLFK\RXDUHDPHPEHU3ODFHD
FKHFNPDUNRQ\RXUOLNHO\GHIDXOWSRVLWLRQVLQVXFKDVLWXDWLRQ

Task

I

I

I

I

I

I

I

I

I

I

I

I

I

I

I

I

_________ _________ _________ _________ _________ Relationship

Certainty _________ _________ _________ _________ _________ Ambiguity

Detail

_________ _________ _________ _________ _________ Big Picture

Autonomy _________ _________ _________ _________ _________ Collaboration

7KHOHDUQLQJMRXUQH\LVDOZD\VDTXHVWIRULQFUHDVLQJÀH[LELOLW\WRSURGXFHPRUHRSWLRQVIRURXUVHOYHVDQGRXUJURXSV5HÀHFW
RQWKHIROORZLQJTXHVWLRQVDQGUHFRUG\RXUWKRXJKWVEHORZ
What are some patterns of discomfort to monitor in yourself as a group member?

:KDWDUHVRPHKRWEXWWRQWRSLFVFRPLQJXSLQ\RXUJURXS V WKDWZLOOUHTXLUHSHUVRQDOÀH[LELOLW\IRU\RXWREHDPRUH
LQÀXHQWLDOJURXSPHPEHU"

6
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Self-Assessment as a Group Leader:
Four Dynamical Tensions
+RZZHEHKDYHDVDJURXSOHDGHULVQRWDOZD\VWKHVDPHDVKRZZHEHKDYHDVDJURXSPHPEHU8QGHUVWUHVVZHWHQGWRUHYHUW
WRRXUXQGHUO\LQJSUHIHUHQFHV)DWLJXHRYHUORDGSURMHFWDQGGHFLVLRQGHDGOLQHVLQWHUQDODQGH[WHUQDOVRFLDODQGSROLWLFDO
SUHVVXUHVDQGFRQWURYHUVLDOWRSLFVDUHVRPHRIWKHSRVVLEOHVRXUFHVRIWHQVLRQWKDWZHPLJKWH[SHULHQFHGXULQJJURXSZRUN
,PDJLQH\RXUVHOILQVXFKDVHWWLQJDV\RXZRUNZLWKDJURXSRIZKLFK\RXDUHWKHOHDGHU3ODFHDFKHFNPDUNRQ\RXUOLNHO\
GHIDXOWSRVLWLRQVLQVXFKDVLWXDWLRQ

Task

I

I

I

I

I

I

I

I

I

I

I

I

I

I

I

I

_________ _________ _________ _________ _________ Relationship

Certainty _________ _________ _________ _________ _________ Ambiguity

Detail

_________ _________ _________ _________ _________ Big Picture

Autonomy _________ _________ _________ _________ _________ Collaboration

7KHOHDUQLQJMRXUQH\LVDOZD\VDTXHVWIRULQFUHDVLQJÀH[LELOLW\WRSURGXFHPRUHRSWLRQVIRURXUVHOYHVDQGRXUJURXSV5HÀHFW
RQWKHIROORZLQJTXHVWLRQVDQGUHFRUG\RXUWKRXJKWVEHORZ
What are some patterns of discomfort to monitor in yourself as a group leader?

:KDWDUHVRPHKRWEXWWRQWRSLFVFRPLQJXSLQJURXSV\RXOHDGWKDWZLOOUHTXLUHSHUVRQDOÀH[LELOLW\IRU\RXDVDOHDGHU"
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Assessing Your Group: Four Dynamical Tensions
8QGHUVWUHVVJURXSPHPEHUVWHQGWRUHYHUWWRWKHLUXQGHUO\LQJSUHIHUHQFHV*URXSVXOWLPDWHO\GHYHORSZRUNLQJVW\OHVEDVHG
RQWKHSHUVRQDOLWLHVRILQGLYLGXDOPHPEHUVPHOGLQJLQWRDVRFLDOFRQWUDFWWKDWGH¿QHVWDFLWDJUHHPHQWVDERXWKRZWKHJURXS
VKRXOGRSHUDWHHVSHFLDOO\XQGHUGXUHVV)DWLJXHRYHUORDGSURMHFWDQGGHFLVLRQGHDGOLQHVLQWHUQDODQGH[WHUQDOVRFLDODQGSROLWLFDOSUHVVXUHVDQGFRQWURYHUVLDOWRSLFVDUHVRPHRIWKHSRVVLEOHVRXUFHVRIWHQVLRQWKDWJURXSVPLJKWEHH[SHULHQFLQJ7KLQN
DERXWDJURXS\RXDUHSUHVHQWO\OHDGLQJFRQVLGHUKRZWKLVJURXSW\SLFDOO\UHDFWVXQGHUVWUHVV3ODFHDFKHFNPDUNRQWKHOLNHO\
GHIDXOWSRVLWLRQVLQWKHVHVLWXDWLRQV

Task

I

I

I

I

I

I

I

I

I

I

I

I

I

I

I

I

_________ _________ _________ _________ _________ Relationship

Certainty _________ _________ _________ _________ _________ Ambiguity

Detail

_________ _________ _________ _________ _________ Big Picture

Autonomy _________ _________ _________ _________ _________ Collaboration

)RUJURXSOHDGHUVGHWHFWLQJSDWWHUQVDQGDQWLFLSDWLQJJURXSG\QDPLFVDUHLPSRUWDQWGHVLJQDQGGHOLYHU\VNLOOV$V\RXSODQ
IRUXSFRPLQJVHVVLRQVZLWKWKLVJURXS
What are some patterns you anticipate that will inform your design and delivery choices?

What structures and strategies might you apply to manage the discomforts that may arise as group members engage with
their tasks?

8
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Organizing Principles
0HHWLQJVXFFHVVLVLQÁXHQFHGPRUHE\WKHFROODERUDWLYHQRUPVRI
the group than by the knowledge and skills of the group's facilitator.
2. The power of the group to produce results is rooted in the quality
of the relationships among the participants.
,QKLJKSHUIRUPLQJJURXSVWKHÀYHHQHUJ\VRXUFHVDUHWKHVHOI
organizing values for every group and every meeting.

Meeting Success Structures
1. Decide who decides.
'HÀQHWKHVDQGER[
3. Develop standards.
4. Design the surround.
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Decision Making

How will the
decision-making

Who decides?

process be
communicated?

Who are we in the
decision- making process?

-- before

Who is affected by this decision?

-- during

Informing, Recommending, Deciding

How will the decision
be communicated?
Concretely and
Symbolically

-- and after
the decision

What decisionmaking process
will be used?

(and to whom)

10
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Decide

Decide Who Decides

Who D

ecides

'HÀQH

WKH6D

QGER[

'HYHOR

S6WDQG

'HVLJ

DUGV

QWKH6

XUURXQG

Clarity
Clarity about decision making is one of the most critical functions related to meeting success. Often group members
are not clear about who is making the final decision and what decision-making process will be used. It is important that
people trust the process. Decision-making processes will often include these elements:
1.
2.
3.
4.

Who decides?
Who are we in the decision-making process? (informing, recommending, deciding)
What decision-making process will be used?
When and how will the decision be communicated to those involved?

Level of Authority
Determining who is making any final decision helps group members know how to proceed. They need to determine who
to influence internally and who to influence externally. The following are some possible decision locators:
•
•
•
•
•
•
•
•
•
•
•
•

an individual or group above you
an administrator unilaterally
an administrator with input
an administrator and staff by consensus
a staff with input from administrators
a staff by consensus
a staff by a vote
a subgroup of a staff with input from others
a subgroup of a staff unilaterally
individual staff members, selecting from a menu of options
parents and community members
students

Clarify and Communicate the Decision and Implementation Process
•
•
•
•
•
•
•
•

Identify and periodically examine the full impact and consequences of the decision. Communicate these to all
parties involved.
Involve all parties whose working conditions will be affected by the decision.
Clarify the time line for deciding and implementing the decision.
Decide. Then make an explicit statement of the decision or recommendations, summarizing all key points.
Determine how and when the decision-making group will revisit the decision at a later date to evaluate or revise
it if necessary. Commit to a reasonable time period for the decision to work.
Close the loop. Communicate the reasons for the decision fully and clearly to all affected parties after the decision is made, including how people's input influenced the outcome.
Plan how to monitor and support the day-to-day implementation of the decision and communicate these plans
to everyone involved.
Evaluate the decision and critique the process.

Saphier, J., Bigda-Peyton, T., & Pierson, G. (1989). How to make decisions that stay made. Alexandria, VA: Association for Supervision and Curriculum
Development.
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'HFLG

H:KR'

'HÀQHWKH6DQGER[

HFLGHV

• 'HÀQ

HWKH6

DQGER[

'HYHOR

S6WDQG

'HVLJ

DUGV

QWKH6

XUURXQG

Every group needs to be clear about which issues are within its sphere of responsibility and which
lie outside its decision-making authority. Groups conserve precious energy by focusing resources
where they have direct influence.
All groups have interests that intersect with other groups' decision-making authority. Collegial and
political considerations must honor these overlapping areas of concern.
Individual and collective vigilance in this area is an essential ingredient of group success. Here are
some examples of groups for which this structure is important:
•
•
•
•
•
•

Departments
Curriculum task forces
Ad hoc study or advisory groups
Grade level teams
Site councils
Faculties
+HUHLVDQH[DPSOHRIDVFKRROVLWHFRXQFLOGHÀQLQJLWVVDQGER[
• Develop site plan
• Develop budgets
• Consult with bilingual advisory committee
• Consult with Title I parents
• Review student progress
• Review other data such as parent involvement survey
• Recommend the number of staff development days
• Review (annually) school discipline policy

12
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Consensus as the Holy Grail
Consensus is one form of decision making but not the only form. Some groups get stuck
trying to use consensus processes without a consciousness of the differences between
dialogue and discussion.
There are two types of consensus: (a) opening consensus, which develops through
dialogue, and (b) focusing consensus, which develops through discussion (Senge, 1990).
Opening consensus means the consideration of perspectives and possibilities. Focusing
consensus means winnowing choices by clarifying criteria and applying these criteria
WRWKHFKRLFHV)RFXVLQJFRQVHQVXVIRUFRPSOH[LVVXHVGHSHQGVXSRQHIIHFWLYHRSHQLQJ
consensus.
Ultimately, consensus is a value and belief system more than a decision-making process.
Unless groups and group members are willing to hang out with the process for as long as
it takes, they are not usually ready for full consensus decision making.
:RUNDW7KH&HQWHUIRU&RQÁLFW5HVROXWLRQSRLQWVWRWKHIROORZLQJQHFHVVDU\FRQGLWLRQV
for effective consensus decision making (Avery, Auvine, Streibel & Weiss, 1981).
1. Unity of purpose. There should be basic core agreements on what the group is about
and how it operates.
2. Equal access to power. Consensus cannot work in formal hierarchies. Informal power
also needs to be equally distributed.
$XWRQRP\RIWKHJURXSIRUH[WHUQDOKLHUDUFKLFDOVWUXFWXUHV,WLVYHU\GLIÀFXOWIRU
groups to use consensus processes if they are part of a larger organization that does not
honor this way of making decisions.
4. Time. Consensus takes time and patience. Participants have to believe in the
usefulness of this method enough to follow it and not the clock or calendar.
$WWHQGLQJWRSURFHVV*URXSPHPEHUVPXVWEHZLOOLQJWRVSHQGJURXSWLPHUHÁHFWLQJ
on process and modifying it as needed.
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$WWHQGLQJWRDWWLWXGHV*URXSPHPEHUVPXVWEHZLOOLQJWRH[DPLQHWKHLURZQDWWLWXGHV
and be open to change. The key ingredients are trust and cooperation.
7. Willingness to learn and practice skills. Communication, meeting participation, and
IDFLOLWDWLRQVNLOOVPXVWEHFRQWLQXDOO\KRQHGDQGUHÀQHGWRPDNHFRQVHQVXVSURFHVVHV
work.
6XIÀFLHQW&RQVHQVXV
*URXSVZLWKZKRPZHZRUNDUHXVXDOO\EHWWHUVHUYHGE\VXIÀFLHQWFRQVHQVXV7KLV
generally means that at least 80% of the group is willing to commit and to act. It also
means that the others agree not to block or sabotage.
6XIÀFLHQWFRQVHQVXVUHOLHVRQERWKGLDORJXHDQGGLVFXVVLRQIRULWVHIIHFWLYHQHVV7KH
norm of balancing advocacy and inquiry is essential. Any dissenting voices must be able
WRLQÁXHQFHDQGSHUVXDGHRIWKHJURXSWRFDUU\WKHGD\7KLVDOVRPHDQVWKDWRWKHU
group members can paraphrase and draw matters to a close if only a few voices line up
on one side of an issue.

14
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Develop Standards

SESSION 1

'HFLG

H:KR'

HFLGHV

'HÀQH

WKH6D

QGER[

• Develo

p Stan

'HVLJ

dards

QWKH6

• One Process

XUURXQG

• One Topic
• Balance Participation
(QJDJH&RJQLWLYH&RQÁLFW
• Understand and Agree on Roles

© 2015 Hawker Brownlow Education. All rights reserved. BRIBW02
Proceedings of the Hawker Brownlow 12th Annual Thinking and Learning Institute, May 2015

15

BRUCE WELLMAN

DAY TWO - SUNDAY 31 MAY 2015

SESSION 1

)RXU3RVVLEOH0HHWLQJ5ROHV
• Engaged Participant
• Facilitator
• Recorder
• Person With Role or Knowledge Authority

16
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Engaged Participant
•

Uses seven norms of collaboration

•

Monitors own and others' adherence to meeting standards

•

Sets and tests working agreements

•

Seeks and provides data



&ODULÀHVGHFLVLRQPDNLQJSURFHVVHVDQGOHYHOVRIDXWKRULW\

•

Opens the door for others to speak

•

Tests consensus

•

Listens to own listening

•

Is conscious of own assumptions and knowledge and how these
interfere with own listening

© 2015 Hawker Brownlow Education. All rights reserved. BRIBW02
Proceedings of the Hawker Brownlow 12th Annual Thinking and Learning Institute, May 2015

17

BRUCE WELLMAN

DAY TWO - SUNDAY 31 MAY 2015

SESSION 1

Facilitator
•

Remains neutral to content



&ODULÀHVUROHZLWKJURXS

•

Focuses group energy

•

Keeps group on task

•

Directs processes

•

Encourages everyone to participate

•

Protects participants and ideas from attack

•

Contributes to agenda planning

•

Elicits clarity regarding meeting follow-up

18
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5HFRUGHU
•

Remains neutral to content

•

Supports facilitator

•

Records basic ideas as the facilitator paraphrases them

•

Keeps eyes on charts and not on group members

•

Writes legibly using upper and lower case printing

•

Uses alternating colors to separate ideas

•

Uses icons and simple graphics

•

Keeps all charts visible to support "group memory"

© 2015 Hawker Brownlow Education. All rights reserved. BRIBW02
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SESSION 1

3HUVRQ:LWK5ROH$XWKRULW\
Before and After the Meeting
•
•
•
•
•

Coordinates agenda design
Develops group-member leadership
Coordinates the activities of subcommittees
Sees that meeting follow-through occurs
Provides for evaluation

3HUVRQ:LWK5ROHRU.QRZOHGJH
Authority
During the Meeting
•
•
•
•

20

Informs group about constraints and resources
Advocates for own ideas
Inquires about the ideas of others
Actively participates
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Design the Surround

SESSION 1

'HFLG

H:KR'

HFLGHV

'HÀQH

WKH6D

QGER[

'HYHOR

S6WDQG

• Desig

n the S

DUGV

urroun

d

In his book, Smart Schools (1992), David Perkins describes "the surround" as the
features around learners which by their very presence mediate thinking and behavior.
Psychological, emotional, cognitive and physical elements contribute to the surround.
Meeting designers and group developers give careful consideration to the following
elements:

• Physical space and room arrangement. 6SHFLÀFWDVNVUHTXLUHFRQVFLRXV
room arrangement and materials provisioning. The room arrangement both
communicates and structures the desired interaction.

• Task, norms and standards charts. As reminders of task focus and
working agreements, high-performing groups position charts stating
outcomes for their tasks and charts reminding participants of collaborative
norms, meeting standards and group-member capabilities.

• Charting materials. Group memory and graphic processes support
learning and retention. Charting materials such as markers, tape, pads and
easels need to be readily available. Wall space also needs to be considered.
Blank walls without other art work are best for meeting rooms. This lets
each group craft the space to its own needs.

• Emotional space. People do not come to meetings as blank slates. They
FDUU\XQÀQLVKHGEXVLQHVVIURPRWKHUDVSHFWVRIWKHLUGD\DQGIURPSUHYLRXV
meetings. Inclusion activities such as a grounding support people in
becoming fully present both physically and emotionally. Group-member
consciousness about the emotional surround is also enhanced through
processing questions that address both thoughts and feelings.
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Principles for Designing the Surround

1.

All participants and the facilitator should be able to see and hear each other.



7KHVHDWLQJDUUDQJHPHQWVVKRXOGHQDEOHPHPEHUVWRIRFXVRQWKHÁLSFKDUW RU
other writing devices) and the facilitator.

3.

Seating arrangements should distinguish participants from non-participants.

4.

Seating arrangements should accommodate movement, sub-grouping with
different partners and personal ownership of the entire room in contrast with
identifying with a single chair or table.

5.

Memory displays and public recording should support sound thinking about
meeting content and processes.

22
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5RRP$UUDQJHPHQW

Tips:

Key:

1. Face meeting away from doors.
2. Focus on easels, not each other.
3. Keep chairs close to avoid "energy leaks."

R
F
KA
RA

Recorder
Facilitator
Knowledge Authority
Role Authority

Alternatives:

F

5

F

5
<

<
5$

.$
Semi Circle

5

F

Sunburst

F

5

<
.$

<

U Shape

5$
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%HQHÀWVRI3XEOLF5HFRUGLQJ
• Helps the group focus on a task
• Supports visual learners
• Depersonalizes ideas and problem-bearing data
• Enhances memory of participants during and after the meeting
• Guards against data overload. but holds on to all ideas; frees participants from taking
notes
• Develops shared ownership
• Serves as a psychic release for participants
• Prevents repetititon and wheel spinning
• Encourages participation by respecting individual ideas and reducing status differentials
(QDEOHVHDFKPHPEHUWRFRQÀUPWKDWKLVRUKHULGHDVDUHEHLQJUHFRUGHGDFFXUDWHO\
• Increases the group's sense of accomplishment
• Makes sophisticated problem-solving methods possible by holding on to information
GHYHORSHGRQRQHSKDVHIRUXVHLQWKHQH[W
• Makes is easier for latecomers to catch up without interrupting the meeting
• Increases accountability by a public display noting who will do what by when

24
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7LSVIRU3XEOLF5HFRUGLQJ
•


Materials
 &KDUWSDSHUZLWKJULG [
• Sturdy easels
• Only water color pens (Sanford: Mr. Sketch, chisel point

•


Colors (2 or 3 only!)
  (DUWKFRORUVIRUWH[WDQGEODFNIRURUJDQL]HUV ER[HVDUURZVHWF
• Yellow or orange for highlighting
• Red only for titles

•

Lettering
• At least 2" high
• Print upper and lower case
• Consistent alphabet

•

Organizers
• Bullets in front of phrases
• Lines between key lines
  %R[LQSDUWVRIWH[W


•

Graphic Assists
• Shaded Borders
• Simple pictographs
• Number the recording pages

•

Visual Thinking Maps
• List
• Cluster
  0DWUL[



List

0DWUL[

Cluster

Sequence of Ideas

Grouping w/o Structure

Formal Relationships

Implies order/priority

Stimulates thinking to make connections

Forces thought about and analysis of how things
ÀWWRJHWKHURUFRPSDUH

• ______________

• ____________
• ____________
• ____________
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Meeting Inventory
Decide Who Decides
• We were clear about who we are in the decision making process.

1-2-3-4-5

• We were clear about the decision making processes being used.

1-2-3-4-5

'HÀQHWKH6DQGER[
:HZHUHFOHDUDERXWZKLFKSDUWVRIWKHLVVXH V ZHH[SORUHGOLYH
LQRXUVDQGER[












Develop Standards
• We adhered to one process at a time.

1-2-3-4-5

• We adhered to one topic at a time.

1-2-3-4-5

• We balanced participation.

1-2-3-4-5

• The degree to which I felt listened to.

1-2-3-4-5

• The degree to which I listened to others.

1-2-3-4-5

:HHQJDJHGLQSURGXFWLYHFRJQLWLYHFRQÁLFW





• We were clear about meeting roles .






1-2-3-4-5

Design the Surround
• We managed the environment to support our work.

26

1-2-3-4-5

_______________

_______________

_______________

Topic(s)

Date

Group
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Naive Questions
1. How much detail do we need to move this item?
2. Who is making this decision?
3. What is the process for making this decision?
:KDWSDUWVRIWKLVLVVXHOLYHLQRXUVDQGER["
5. Who will do what by when?
6. I'm trying to understand, is this a matter of principle or a matter of
preference?
7. What conditions might cause us not to follow through on these
agreements?
8. How will we know when we are successful?
9. Is there something we're not talking about that is keeping us stuck?
10. What questions would be useful to ask ourselves?
11. What are our assumptions about this?
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&ORVH0HHWLQJVZLWK7KHVH4XHVWLRQV
1. Who will do what by when?
2. Who will communicate informally and formally to whom?
3. What will be communicated regarding decisions at today's meeting?
:KDWDUHWKHQH[WVWHSV"
5. Under what conditions would you be tempted to deviate from these
communication agreements that we just made?

28
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If… Then…
If I remember to . . .

Then I’ll be able to . . .
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Learning Partners
Make an appointment with 3 different people—one for each image. Be sure you each record the appointment on
your page. Only make the appointment if there is an open slot at that spot on each of your forms.

30
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Session 2
The Adaptive School
– Developing Strong,
Collaborative Culture
Adaptive Schools is a practical set of ideas and tools used to turn collaborative groups into eﬀective,
complex-problem solvers who enhance student learning. Participants will learn about research
findings on professional communities in schools and the why, what and how of becoming adaptive.
Understand how to apply structures and processes for collaborative conversations.
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The Adaptive School
Developing and Facilitating
Collaborative Groups

Developed by
Robert Garmston
Bruce Wellman
Center for Adaptive Schools
www.adaptiveschools.com
The Adaptive School: Developing and Facilitating Collaborative Groups, Center for Adaptive Schools
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SESSION 2

The Adaptive School
Developing and Facilitating
Collaborative Groups

Developed
by
Robert Garmston
Bruce Wellman

Selected illustrations by Michael Buckley

$OOPDWHULDOVLQWKLVV\OODEXVQRWVSHFLÀFDOO\LGHQWLÀHGDVEHLQJUHSULQWHGIURPDQRWKHU
VRXUFHDUHFRS\ULJKWE\7KH&HQWHUIRU$GDSWLYH6FKRROV<RXKDYHSHUPLVVLRQ
WRPDNHFRSLHVIRU\RXURZQVFKRRODQGFODVVURRPXVH<RXPD\QRWGLVWULEXWHFRS\
RURWKHUZLVHUHSURGXFHDQ\SRUWLRQRIWKHVHPDWHULDOVIRUVDOHRUIRUFRPPHUFLDOXVH
ZLWKRXWZULWWHQSHUPLVVLRQIURPWKHDXWKRUV
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Adaptive Schools
5HTXLUHDVLPXOWDQHRXVIRFXVRQ
Developing
Organizational
Capacities

Developing
Professional
Capacities

Twin Goals

:KLFKGHYHORSWKURXJK

(IÀFDF\

Interdependence

Five Energy Sources
Flexibilty

Craftsmanship

To know one's
intentions and choose
congruent behaviors

Consciousness

To set aside
unproductive
patterns of listening,
responding and
inquiring

:KLFKGULYH

To know when to selfassert and when to
integrate

Four Group Member
Capabilities

Consulting
Presenting

Which require

Maps and
Lenses

Meeting Success
Structures

Four Hats of Shared
Leadership

Facilitating

To know and support
the group's purposes,
processes and
development

Ways of Talking

Coaching

Seven Norms of
Collaboration

Strategies and
Moves

Six Domains of Group
Development

DQGSURGXFH

Collective Responsibility for Student Learning
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Adaptive Schools and Professional Community
Adaptive Schools
• Adaptive: changing form, clarifying identity
• Dynamical principles:
- More data do not lead to better predictions
(YHU\WKLQJLQÁXHQFHVHYHU\WKLQJHOVH
7LQ\HYHQWVSURGXFHPDMRUGLVWXUEDQFHV
<RXGRQ·WKDYHWRWRXFKHYHU\RQHWRPDNHDGLIIHUHQFH
- Both things and energy matter
• Focusing questions
- Who are we?
- Why are we doing this?
- Why are we doing this, this way?

Increased
Student
Learning

Professional Community
• Compelling purpose; shared standards; academic focus
&ROOHFWLYHHIÀFDF\VKDUHGUHVSRQVLELOLW\IRUVWXGHQWOHDUQLQJ
• Collaborative culture
• Communal application of effective teaching practices; deprivatized practice
• Relational trust in each other, students and parents
• Individual and group learning based on on-going assessment and feedback
The Adaptive School: Developing and Facilitating Collaborative Groups , Center for Adaptive Schools
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Elements of Professional Community
7KHHPHUJLQJUHVHDUFKEDVHVXSSRUWVWKHLPSRUWDQFHRIWKHIROORZLQJV\QWKHVLVRIWKHHVVHQWLDOHOHPHQWVRISURIHVVLRQDOFRPPXQLW\:HDUHGUDZLQJKHUHIURPWKUHHDUHQDV D 5HVHDUFKRQWKHHIIHFWVDQGRXWFRPHVRIWKHDGXOW
FXOWXUHRQVWXGHQWOHDUQLQJ E 5HVHDUFKRQLPSDFWVRIWHDFKHUFROOHFWLYHHIÀFDF\RQVWXGHQWOHDUQLQJDQG F 7KH
UHODWHGUHVHDUFKRQWKHHIIHFWVRIWHDFKHUV·DFDGHPLFRSWLPLVPRQVWXGHQWOHDUQLQJ

1. Compelling purpose; shared standards; academic focus
&RPPXQLWLHVFRPHLQWRH[LVWHQFHDQGWKULYHEHFDXVHRIDFRPPRQSXUSRVHIRUZRUNLQJWRJHWKHU$JURXS·V
FRPSHOOLQJSXUSRVHHVWDEOLVKHVUHFLSURFDOH[SHFWDWLRQVIRUFRPPXQLW\PHPEHUV/RXLV0DUNVDQG.UDXV  
DVVHUWWKDWWHDFKHUV·SURIHVVLRQDOFRPPXQLWLHVRSHUDWHZLWKDVHQVHRIPRUDODXWKRULW\DQGPRUDOUHVSRQVLELOLW\
IRUPDNLQJDGLIIHUHQFHLQWKHOLYHVRIVWXGHQWV6XFKSXUSRVHPXVWEHJURXQGHGLQFOHDUO\DUWLFXODWHGVWDQGDUGV
IRUERWKVWXGHQWDQGWHDFKHUSHUIRUPDQFH'HÀQLQJDQGUHÀQLQJWKHPHDQLQJRIGRLQJJRRGZRUNLVWKHZRUNRID
SURIHVVLRQDOOHDUQLQJFRPPXQLW\8QGHUVWDQGDEOHSHUIRUPDQFHDQGSURGXFWVWDQGDUGVDUHDQLPSRUWDQWFDWDO\VWIRU
FRQYHUVDWLRQVDPRQJFROOHDJXHVDQGIRUIRFXVLQJFRQYHUVDWLRQVZLWKVWXGHQWVDQGSDUHQWV
7KHZRUNRQDFDGHPLFRSWLPLVPE\+R\7DUWHU :RROIRON+R\  HPSKDVL]HVWKHVLJQLÀFDQFHRI
HVWDEOLVKLQJDQGPDLQWDLQLQJDVWURQJDFDGHPLFIRFXVLQWKHVFKRRODQGLVDWWKHFHQWHURIWKHZRUNRIDQ\
SURIHVVLRQDOFRPPXQLW\:LWKRXWVXFKDIRFXVJURXSVVSHQGWKHLUWLPHWDONLQJDERXWDQGDURXQGSHULSKHUDOLVVXHV
LQVWHDGRIZRUNLQJRQWKHZRUNRIOHDUQLQJDQGWHDFKLQJ

&ROOHFWLYHHIÀFDF\VKDUHGUHVSRQVLELOLW\IRUVWXGHQWOHDUQLQJ
7KHSHUVRQDOHIÀFDF\RILQGLYLGXDOWHDFKHUVLVDZHOOVWXGLHGSKHQRPHQRQ 7VFKDQQHQ0RUDQ:RROIRON+R\ 
+R\ +LJKO\HIÀFDFLRXVWHDFKHUVEHOLHYHWKDWWKHLUWHDFKLQJNQRZOHGJHDQGVNLOOVFDQRYHUFRPHH[WHUQDO
IDFWRUVWRPDNHLPSRUWDQWGLIIHUHQFHIRUWKHLUVWXGHQWV7HDFKHUVZLWKVWURQJHUSHUVRQDOHIÀFDF\EHOLHIVFRQVLVWHQWO\RXWSHUIRUPWHDFKHUVLQWKHVDPHVHWWLQJVZLWKZHDNHUEHOLHIV
7KHVHDSSOLFDWLRQVLQHGXFDWLRQDUHEDVHGRQWKHFRQFHSWVRIVHOIHIÀFDF\WKDW$OEHUW%DQGXUD  LQWURGXFHG
RYHUDTXDUWHUFHQWXU\DJR6HOIHIÀFDF\LVWKHEHOLHILQRXUFDSDFLW\WRRUJDQL]HDQGFDUU\RXWDSODQRIDFWLRQWR
SURGXFHVRPHJRDO
0RUHUHFHQWZRUN *RGGDUG+R\ :RROIRON+R\ H[WHQGVWKHVHFRQFHSWVLQWRWKHFROOHFWLYHUHDOPRI
WHDFKLQJ7RKDYHDKLJKGHJUHHRIFROOHFWLYHHIÀFDF\PHDQVWKDWJURXSPHPEHUVEHOLHYHWKDWWKH\DQGRWKHUV
LQGLYLGXDOO\DQGLQFRQFHUWDUHFDSDEOHRISURGXFLQJLQFUHDVHGVWXGHQWVXFFHVVDQGRYHUFRPLQJREVWDFOHVWRWKDW
JRDO7KHVHFROOHFWLYHH[SHFWDWLRQVDUHDSRZHUIXOHOHPHQWLQVFKRRODQGLQDWHDP·VZRUNLQJFXOWXUHLQÁXHQFLQJ
WKHEHKDYLRUVDQGFKRLFHVRIERWKLQGLYLGXDOVDQGWKHJURXSDVDZKROH
*RGGDUG+R\DQG:RRNIRON+R\UHSRUWWKDWEHLQJDEOHWRLQÁXHQFHLQVWUXFWLRQDOO\UHOHYDQWVFKRROGHFLVLRQVLV
WKHPRVWLPSRUWDQWIDFWRULQGHYHORSLQJDUREXVWVHQVHRIFROOHFWLYHHIÀFDF\3DUWLFLSDWLQJLQGHFLVLRQPDNLQJ
FRQWULEXWHVVWURQJO\WRWHDFKHUV·EHOLHIVLQWKHFDSDELOLWLHVRIWKHLUSHHUVIRVWHUVFRPPLWPHQWWRVFKRROJRDOVDQG
SURPRWHVJDLQVLQVWXGHQWDFKLHYHPHQW
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3. Collaborative Culture
:KRWHDFKHUVDUHWRRQHDQRWKHULVDVLPSRUWDQWDVZKRWKH\DUHWRWKHLUVWXGHQWV,QKLJKSHUIRUPLQJ
DQGLPSURYLQJVFKRROVLQQXPHURXVVWXGLHVFROODERUDWLRQLVWKHQRUP /LWWOH1HZPDQ 
$VVRFLDWHV :HDUHQRWWDONLQJKHUHDERXWSURMHFWEDVHGFROODERUDWLRQRUWKH´FRQWULYHG
FROOHJLDOLW\µGHVFULEHGE\+DUJUHDYHVDQG'DZH  LQZKLFKDGPLQLVWUDWRUVFUHDWHWDVNVDQG
DJHQGDVWRRFFXS\WHDFKHUV·FROOHFWLYHHQHUJLHV5DWKHUZHDUHUHIHUULQJWRVKDULQJH[SHUWLVHDQG
SHUVSHFWLYHVRQWHDFKLQJDQGOHDUQLQJSURFHVVHVH[DPLQLQJGDWDDERXWVWXGHQWVDQGGHYHORSLQJDVHQVH
RIPXWXDOVXSSRUWDQGVKDUHGUHVSRQVLELOLW\IRUHIIHFWLYHLQVWUXFWLRQ
&ROODERUDWLRQDQGFROOHJLDOLW\LQWKLVZD\LVSDUWRIRQH·VSURIHVVLRQDOLGHQWLW\,WGRHVQRWKDSSHQE\
FKDQFHLWQHHGVWREHWDXJKWSUDFWLFHGDQGOHDUQHG'HYHORSLQJFROODERUDWLYHFXOWXUHVLVWKHZRUNRI
OHDGHUVZKRUHDOL]HWKDWDFROOHFWLRQRIVXSHUVWDUWHDFKHUVZRUNLQJLQLVRODWLRQFDQQRWSURGXFHWKHVDPH
UHVXOWVDVLQWHUGHSHQGHQWFROOHDJXHVZKRVKDUHDQGGHYHORSSURIHVVLRQDOSUDFWLFHVWRJHWKHU)URPVXFK
LQWHUDFWLRQVFRPHJURZWKDQGOHDUQLQJIRUWHDFKHUVWHDPVDQGVFKRROVDVDGDSWLYHRUJDQL]DWLRQV

4. Communal application of effective teaching practices; deprivatized practice
7KHQRUPVRISULYDF\KDYHGHHSURRWVLQ´UHDOVFKRROVµ2QFHWKHFODVVURRPGRRULVFORVHGWKHWHDFKHU
LV*RG,QWKLVVSKHUHRIDXWRQRP\OLHVERWKJUHDWQHVVDQGVRUURZ:LWKLQWKH]RQHRILVRODWLRQVRPH
WHDFKHUVVWLOOÀQGZD\VWRGHYHORSFUDIWNQRZOHGJHFRQWHQWNQRZOHGJHDQGFRPSDVVLRQIRUWKHLU
VWXGHQWV7KHVHH[WUDRUGLQDU\LQGLYLGXDOVPDQDJHWRVWLPXODWHWKHLUWHDFKLQJDQGFRQWLQXDOO\UHQHZ
WKHLUSDVVLRQIRUGDLO\LQWHUDFWLRQVZLWK\RXQJPLQGV$OOWRRRIWHQWKRXJKWKLVVDPHLVRODWLRQEXIIHUV
PHGLRFULW\DQGKLGHVKLJKSHUIRUPHUVIURPWKRVHZKRPLJKWOHDUQIURPWKHLUPRGHOLQJFRQVXOWDWLRQDQG
FRDFKLQJ
:KHQSUDFWLFHLVGHSULYDWL]HGWHDFKHUVYLVLWRQHDQRWKHU·VFODVVURRPVWRREVHUYHPDVWHUWHDFKLQJ
WRFRDFKHDFKRWKHUWRPHQWRUDQGWRVROYHSUREOHPVLQWKHOLYLQJODERUDWRU\RILQVWUXFWLRQDOVSDFH
6WXGHQWVDUHWKHEHQHÀFLDULHVRIVKDUHGWHDFKLQJUHSHUWRLUHV:KLOHPDQ\VFKRROVDQGGLVWULFWVKDYH
VSHQWPXFKWLPHDQGHQHUJ\GHYHORSLQJFRKHUHQWFXUULFXOXPPDSVVKDUHGLQVWUXFWLRQDOPDSVDUH
HTXDOO\LPSRUWDQW:KHQVWXGHQWVJHWWRWKHQH[WJUDGHRUQH[WVXEMHFWLQDVHFRQGDU\VFKRROKDYLQJ
DSUHGLFWDEOHOHDUQLQJUHSHUWRLUHVXFKDVDQXQGHUVWDQGLQJRIDSDOHWWHRIJUDSKLFRUJDQL]HUVHQHUJL]HV
OHDUQLQJDQGLQFUHDVHVVXFFHVVHVSHFLDOO\IRUWKHOHDVWVXFFHVVIXOOHDUQHUV
%\GHYHORSLQJFRPPXQLWLHVRISUDFWLFHWHDFKHUVHVWDEOLVKDZRUNLQJ]RQHEHWZHHQWKHPDFURZRUOGRI
GLVWULFWLQLWLDWLYHVDQGUHVRXUFHVDQGWKHPLFURZRUOGRIWKHLUFODVVURRPV 0F/DXJKOLQ 7DOEHUW 
,QWKLVZD\WKH\GHYHORSPRUHFRKHUHQWLQVWUXFWLRQDODSSURDFKHVWKDWUHSUHVHQWVKDUHGXQGHUVWDQGLQJVRI
WKHLUXQLTXHVHWWLQJ

5. Relational trust in each other, students and parents.
,QWKHLUZRUNRQWKHHIIHFWVRIDFDGHPLFRSWLPLVPRQVWXGHQWDFKLHYHPHQW+R\7DUWHU :RROIRON
+R\  SRLQWRXWWKDWFROOHFWLYHHIÀFDF\LVWKHFRJQLWLYHVLGHRIWKHHTXDWLRQDFDGHPLFHPSKDVLVLV
WKHEHKDYLRUDOVLGHDQGIDFXOW\WUXVWLQHDFKRWKHUVWXGHQWVDQGSDUHQWVLVWKHDIIHFWLYHVLGH*LYHQWKH
SRZHUIXOELRFKHPLFDOFRQQHFWLRQVEHWZHHQWKLQNLQJDQGIHHOLQJLQRXUERGLHVDQGEUDLQVLWLVGLIÀFXOWWR
VHSDUDWHWKHVHIXQFWLRQVLQSUDFWLFH
7UXVWLVWKHJOXHWKDWELQGVFRPPXQLWLHVWRHDFKRWKHU7KLVLVHTXDOO\WUXHIRUWHDFKHUFRPPXQLWLHV
FODVVURRPFRPPXQLWLHVDQGSDUHQWFRPPXQLWLHV:KHQDOOWKUHHSDUWLHVVKDUHPXWXDOH[SHFWDWLRQV
IRUWKHLUUHODWLRQVKLSVDQGWKHVHH[SHFWDWLRQVDUHJURXQGHGLQVKDUHGJRDOVDQGYDOXHVWUXVWLVWKHQD
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SRZHUIXOUHVRXUFHIRUOHDUQLQJ
$QWKRQ\%U\NDQG%DUEDUD6FKQHLGHU  LQWKHLUVHPLQDOZRUNLQWKH&KLFDJRVFKRROVQDPHIRXU
HOHPHQWVRIUHODWLRQDOWUXVWUHVSHFWFRPSHWHQFHSHUVRQDOUHJDUGIRUHDFKRWKHUDQGLQWHJULW\5HVSHFW
FRPHVLQWKHIRUPRIEDVLFFLYLOLW\DQGDZLOOLQJQHVVWROLVWHQGHHSO\WRZKDWHDFKSHUVRQKDVWRVD\
3DUHQWVVWXGHQWVDQGWHDFKHUVQHHGRSSRUWXQLWLHVWRWDONZLWKDQGLQÁXHQFHHDFKRWKHUDQGIHHOWKDWWKH\
FDQSRVLWLYHO\DIIHFWHGXFDWLRQDORXWFRPHV&RPSHWHQFHLVWKHVHQVHWKDWHDFKSDUW\KDVWKHDELOLW\WR
FDUU\RXWWKHLUDSSURSULDWHUROHVDQGSURGXFHGHVLUHGRXWFRPHV7KLVDSSOLHVWRERWKDFDGHPLFUHVXOWV
DQGWHDFKHUVWXGHQWUHODWLRQVKLSV:KHQJURVVLQFRPSHWHQFHJRHVXQFKHFNHGLWHURGHVWUXVWDQG
XQGHUPLQHVVKDUHGHIIRUWVWRZDUGVLPSURYLQJOHDUQLQJ3HUVRQDOUHJDUGIRURWKHUVGHHSHQVUHODWLRQDO
WUXVW:HDUHDVRFLDOVSHFLHVZLUHGIRUUHODWLRQVKLSVDQGUHFLSURFLW\0XWXDOVXSSRUWDQGPXWXDO
FDULQJIXHOWKHVHDVVRFLDWLRQV([WHQGLQJRXUVHOYHVWRDQGIRURWKHUVLVOLNHPDNLQJDGHSRVLWLQWKH
WUXVWDFFRXQW7KHLQWHUHVWLQWKHVHDFFRXQWVFRPSRXQGVZLWKHDFKGHSRVLW,QWHJULW\LVWKHFRQJUXHQFH
EHWZHHQVD\LQJDQGGRLQJ:LWKLQWUXVWLQJUHODWLRQVKLSVWKLVPHDQVZHEHOLHYHWKDWDVHQVHRIPRUDOLW\
DQGHWKLFVLVRSHUDWLQJZLWKLQRWKHUVDQGZLWKLQWKHZD\VZHDUHUHODWLQJ)ROORZLQJWKURXJKZLWK
DJUHHPHQWVDQGFRPPLWPHQWVLVDNH\DVSHFWRILQWHJULW\

6. Individual and group learning based on on-going assessment and feedback
´/HDUQLQJLVDEDVLFDGDSWLYHIXQFWLRQRIKXPDQV0RUHWKDQDQ\RWKHUVSHFLHVSHRSOHDUHGHVLJQHG
WREHÁH[LEOHOHDUQHUVDQGDFWLYHDJHQWVLQDFTXLULQJNQRZOHGJHDQGVNLOOVµ %UDQVIRUG%URZQ
&RFNLQJ &RJQLWLYHVFLHQFHWHOOVXVWKDWOHDUQLQJLVVRFLDOO\FRQVWUXFWHGDQGLQGLYLGXDOO\
LQWHJUDWHGWKXVOHDUQLQJUHTXLUHVHQJDJLQJZLWKRWKHUOHDUQHUVDQGLVDQDFWLYHSURFHVVIRUDOOLQYROYHG
,QGLYLGXDODQGFROOHFWLYHOHDUQLQJLVRQHRIWKHNH\FKDUDFWHULVWLFVRIHIIHFWLYHSURIHVVLRQDOOHDUQLQJ
FRPPXQLWLHV %RODPHWDO 
)RUDGXOWJURXSVWKLVOHDUQLQJKRZWROHDUQWRJHWKHUUHTXLUHVFRQVFLRXVDWWHQWLRQSXUSRVHIXOVWUXFWXUHV
DQGPHDQLQJIXOIHHGEDFN2QHIRUPRIIHHGEDFNDULVHVZKHQWHDFKHUVORRNDWVWXGHQWZRUNWRJHWKHUWR
H[SORUHZKDWLVZRUNLQJDQGZKDWPLJKWQHHGPRGLI\LQJLQWKHLUFXUULFXODUDQGLQVWUXFWLRQDODSSURDFKHV
*URXSVDSSO\DQRWKHUIRUPRIIHHGEDFNZKHQWKH\WDNHWLPHWRUHÁHFWRQWKHLURZQSURFHVVHVDQG
RXWFRPHVWRFRQVLGHUZKLFKSUDFWLFHVWRFRQWLQXHZKLFKWRDEDQGRQZKLFKPLJKWQHHGPRGLÀFDWLRQ
)URPWLPHWRWLPHDJURXSRUWHDPZLOOVKDUHZLWKXVWKDWWKH\KDYHVRPHJUHDWQXPEHURI\HDUVRI
FRPELQHGWHDFKLQJH[SHULHQFH7KHLUDVVXPSWLRQLVWKDWOHDUQLQJLVDGGLWLYHZKHQLQIDFWWKH\KDYHEHHQ
LQYROYHGLQVLGHE\VLGHSURFHVVHV(QJDJLQJLQSDUDOOHOSOD\ZLWKRXWIHHGEDFNDQGUHÁHFWLRQLVXVXDOO\
DSRRUWHDFKHU
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Ways of Talking
“In order to have a conversation with someone you must reveal yourself.”
--- James Baldwin
3URIHVVLRQDOFRPPXQLWLHVDUHERUQDQGQXUWXUHGLQZHEVRIFRQYHUVDWLRQ:KDWZHWDONDERXWLQRXU
VFKRROVDQGKRZZHWDONDERXWWKRVHWKLQJVVD\VPXFKDERXWZKRZHDUHZKRZHWKLQNZHDUHDQG
ZKRZHZLVKWREHERWKLQWKHPRPHQWDQGLQWKHFROOHFWLYHIXWXUHWKDWZHDUHFUHDWLQJIRURXUVHOYHVDV
FROOHDJXHVDQGIRUWKHVWXGHQWVZHVHUYH
7RGHYHORSVKDUHGXQGHUVWDQGLQJDQGEHUHDG\WRWDNHFROOHFWLYHDFWLRQZRUNLQJJURXSVQHHGNQRZOHGJH
DQGVNLOOLQWZRZD\VRIWDONLQJ2QHZD\RIWDONLQJGLDORJXHOHDGVWRFROOHFWLYHPHDQLQJPDNLQJDQG
WKHGHYHORSPHQWRIVKDUHGXQGHUVWDQGLQJ7KHRWKHUZD\RIWDONLQJGLVFXVVLRQOHDGVWRGHFLVLRQVWKDW
VWD\PDGH
'LDORJXHKRQRUVWKHVRFLDOHPRWLRQDOEUDLQEXLOGLQJDVHQVHRIFRQQHFWLRQEHORQJLQJDQGVDIHW\$VD
VKDSHIRUFRQYHUVDWLRQVLWFRQQHFWVXVWRRXUXQGHUO\LQJPRWLYDWLRQVDQGPHQWDOPRGHOV7KLVZD\RI
WDONLQJIRUPVDIRXQGDWLRQIRUFRKHUHQWVXVWDLQHGHIIRUWDQGFRPPXQLW\EXLOGLQJ,QGLDORJXHZHKHDU
SKDVHVOLNH´$QDVVXPSWLRQ,KDYHLV«µDQG´,·GEHFXULRXVWRKHDUZKDWRWKHUSHRSOHDUHWKLQNLQJ
DERXWWKLVLVVXHµ
'LVFXVVLRQLQLWVPRUHVNLOOIXOIRUPUHTXLUHVFRQYHUVDWLRQVLQIXVHGZLWKVXVWDLQHGFULWLFDOWKLQNLQJ
FDUHIXOFRQVLGHUDWLRQRIRSWLRQVDQGUHVSHFWIRUFRQÁLFWLQJSRLQWVRIYLHZ7KLVZD\RIWDONLQJOHDGVWR
GHFLVLRQPDNLQJWKDWVHUYHVWKHJURXS·VDQGVFKRRO·VYLVLRQYDOXHVDQGJRDOV,QDGLVFXVVLRQZHKHDU
SKUDVHVOLNH´:HQHHGWRGHÀQHWKHSUREOHPZHDUHVROYLQJEHIRUHMXPSLQJWRVROXWLRQVµDQG´,·GOLNH
WRVHHWKHGDWDWKDWWKHVHDVVXPSWLRQVDUHEDVHRQEHIRUHZHJRPXFKIXUWKHUµ
Conversation and Deliberation
:KHQJURXSVFRPHWRJHWKHUWKH\´FRQYHUJHµDQG´FRQYHUVHµ'UDZLQJIURPWKHVHZRUGV·UHVSHFWLYH
/DWLQURRWVPHDQVWKDWJURXSPHPEHUV´WXUQWRJHWKHUµDQG´DVVRFLDWHZLWKRQHDQRWKHUµ&RQYHUVDWLRQ
LVLQIRUPDOWDONLQJLQZKLFKSDUWLFLSDQWVVKDUHLQIRUPDWLRQDQHFGRWHVDQGRSLQLRQVWROHDUQIURPRQH
DQRWKHURUVLPSO\HQMR\HDFKRWKHU·VFRPSDQ\:KHQWKHFRQYHUVDWLRQWDNHVRQDQRUJDQL]HGSXUSRVH
WRHLWKHUGHHSHQXQGHUVWDQGLQJRUPDNHDGHFLVLRQDJURXSWKDWXQGHUVWDQGVWKDWWKHUHDUHWZRZD\VRI
WDONLQJDFNQRZOHGJHVWKLVSRLQWRIGHOLEHUDWLRQDQGFRQVFLRXVO\FKRRVHVWRHQJDJHLQHLWKHUGLDORJXHRU
GLVFXVVLRQ'HOLEHUDWLRQLQLWV/DWLQURRWdeliberarePHDQVWRZHLJKDVLQHYDOXDWHDVVHVVRUSRQGHU
*URXSPHPEHUVRQO\KDYHWKLVFKRLFHSRLQWDYDLODEOHWRWKHPZKHQWKH\KDYHURDGPDSVIRUZD\V
RIWDONLQJDQGFRQVFLRXVQHVVDERXWJURXSSURFHVVHVDQGJURXSSXUSRVHV$VLJQLÀFDQWSDUWRIWKLV
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DZDUHQHVVLVUHFRJQL]LQJWKDWFXOWXUDOO\HPEHGGHGSDWWHUQVVKDSHEHKDYLRUV²SDWWHUQVIURPWKHJUHDWHU
VXUURXQGLQJFXOWXUHDQGSDWWHUQVIURPRUJDQL]DWLRQDODQGJURXSFXOWXUH0DQ\JURXSVGHIDXOWLQWRWKH
ZHVWHUQFXOWXUDOKDELWRISRODUL]HGGLVFXVVLRQDQGGHEDWH2XUPHGLDVDWXUDWHGZRUOGERPEDUGVXV
ZLWKDUJXPHQWVIUDPHGE\FRPPHQWDWRUVDVSRLQWFRXQWHUSRLQWSURDQGFRQOHIWYHUVXVULJKWDQGRWKHU
SRODULWLHV7KHVHPRGHOVWUDQVIHUWRFRQYHUVDWLRQVLQZRUNLQJJURXSVWKH\WKHQIUDPHKRZSDUWLFLSDQWV
OLVWHQWRRWKHUVDQGKRZDQGZKHQSDUWLFLSDQWVVSHDN,IJURXSPHPEHUVDUHQRWFDUHIXOWKH\OLVWHQQRW
WRXQGHUVWDQGEXWLQRUGHUWRKHDUJDSVLQWKHORJLFRIRWKHUVSHDNHUVRUWKH\LQWHUUXSWWRPDNHDSRLQW
ZKHWKHURUQRWWKHFXUUHQWVSHDNHULVÀQLVKHG&RQYHUVDWLRQVWKHQEUHDNGRZQLQWRYHUEDOFRPEDWZLWK
ZLQQHUVDQGORVHUV
$OOWRRRIWHQYDOXHGFROOHDJXHVEHFRPHFRQVFLHQWLRXVREMHFWRUVFKRRVLQJQRWWRSDUWLFLSDWHLQWKHIUD\
7KHJURXSWKHQORVHVSHUVSHFWLYHDQGSRWHQWLDODOWHUQDWLYHYLHZSRLQWV7KHORXGHVWDQGPRVWSHUVLVWHQW
YRLFHVEHFRPHWKHSROLF\PDNHUVDQGLQWKHZRUVWFDVHVWKHSURFHVVVRZVWKHVHHGVRISDVVLYH
QRQFRPSOLDQFHRUVDERWDJHLQWKRVHZKRIHHOH[FOXGHGRUGHYDOXHG
:KHQJURXSVXQGHUVWDQGWKDWWKH\KDYHPRUHWKDQRQHZD\RIWDONLQJDYDLODEOHWRWKHPWKH\FDQ
WKHQFRQVFLRXVO\FKRVHZKHWKHUWRSXUVXHWKHSDWKRIGLDORJXHRUIROORZWKHSDWKRIGLVFXVVLRQ0RVW
LPSRUWDQWLVVXHVUHTXLUHH[SORUDWLRQVDORQJERWKSDWKZD\V0DQ\VHQVLWLYHLVVXHVHVSHFLDOO\WKRVH
ZLWKKLJKVWDNHVDWWDFKHGIRUWKHSDUWLFLSDQWVPD\FDOOIRUVHSDUDWHVHVVLRQVLQZKLFKWKHGLDORJXHDQG
GLVFXVVLRQDUHVHSDUDWHGLQWLPHDQGVRPHWLPHVVSDFH2QHXVHIXOIDFLOLWDWLRQWHFKQLTXHLVWRH[SOLFLWO\
PDUNDJHQGDLWHPVDVHLWKHUGLDORJXHRUGLVFXVVLRQDQGRIIHUODQJXDJHPRGHOVWRIXUWKHUPDUNWKH
GLVWLQFWLRQVEHWZHHQWKHWZRIRUPVRIGLVFRXUVH
$VJURXSPHPEHUVEHFRPHPRUHVRSKLVWLFDWHGZLWKWKHZD\VRIWDONLQJWKHSDWKZD\VEHFRPHPRUH
PDOOHDEOH)RUH[DPSOHGXULQJDGLDORJXHDJURXSPHPEHUVHQVHVDQHPHUJLQJFRQVHQVXVRQDQLVVXH
+HRUVKHWKHQLQTXLUHVLIWKLVLVVRDQGIUDPHVDSURSRVDOWRPRYHWKHLWHPWRDGHFLVLRQ,QDQRWKHU
FDVHGXULQJDGLVFXVVLRQHPRWLRQVULVHDQGWKHGHWDLOVEHFRPHPXGGOHG6RPHRQHWKHQSURSRVHVWKDW
WKHJURXSVZLWFKWRDGLDORJXHIRUPDWIRUDVHWSHULRGRIWLPHWRH[SORUHWKHIHHOLQJVDQGXQGHUO\LQJ
LVVXHVWKDWDUHSUHVHQW

The Path of Dialogue
'LDORJXHLVDUHÁHFWLYHOHDUQLQJSURFHVVLQZKLFKJURXSPHPEHUVVHHNWRXQGHUVWDQGHDFKRWKHU·V
YLHZSRLQWVDQGGHHSO\KHOGDVVXPSWLRQV7KHZRUNGLDORJXHFRPHVIURPWKH*UHHNdialogosDia
PHDQV´WKURXJKµDQGlogosPHDQV´WKHZRUGµ,QWKLV´PHDQLQJPDNLQJWKURXJKZRUGVµJURXS
PHPEHUVLQTXLUHLQWRWKHLURZQDQGRWKHUV·EHOLHIVYDOXHVDQGPHQWDOPRGHOVWREHWWHUXQGHUVWDQG
KRZWKLQJVZRUNLQWKHLUZRUOG,QGLDORJXHOLVWHQLQJLVDVLPSRUWDQWDVVSHDNLQJ)RUVNLOOHGJURXS
PHPEHUVPXFKRIWKHZRUNLVGRQHLQWHUQDOO\
3K\VLFLVWDQGSKLORVRSKHU'DYLG%RKPGHVFULEHGGLDORJXHDVSURFHVVRIVXUIDFLQJDQGDOWHULQJWKH´WDFLW
LQIUDVWUXFWXUHRIWKRXJKWµ$VDTXDQWXPSK\VLFLVW%RKPGUDZVDQDQDORJ\EHWZHHQGLDORJXHDQG
VXSHUFRQGXFWLYLW\(OHFWURQVFRROHGWRH[WUHPHO\ORZWHPSHUDWXUHVGUDPDWLFDOO\FKDQJHWKHLUEHKDYLRU
RSHUDWLQJPRUHDVDFRKHUHQWZKROHDQGOHVVDVVHSDUDWHSDUWV,QVXSHUFRROHQYLURQPHQWVHOHFWURQV
ÁRZDURXQGEDUULHUVDQGHDFKRWKHUZLWKRXWUHVLVWDQFHFUHDWLQJYHU\KLJKHQHUJ\7KHVDPHHOHFWURQV
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UDGLFDOO\FKDQJHEHKDYLRULQDQHZHQYLURQPHQW$WKLJKHUWHPSHUDWXUHVWKH\RSHUDWHDVVHSDUDWH
HQWLWLHVZLWKUDQGRPPRYHPHQWDQGORVVRIPRPHQWXP
'LDORJXHFUHDWHVDQHPRWLRQDODQGFRJQLWLYHVDIHW\]RQHLQZKLFKLGHDVÁRZIRUH[DPLQDWLRQZLWKRXW
MXGJPHQW:KLOHPDQ\RIWKHFDSDELOLWLHVDQGWRROVRIGLDORJXHDQGVNLOOHGGLVFXVVLRQDUHWKHVDPH
WKHLUFRUHLQWHQWLRQVDUHTXLWHGLIIHUHQWDQGUHTXLUHGLIIHUHQWSHUVRQDODQGFROOHFWLYHPRQLWRULQJ
SURFHVVHV
Monitoring Dialogue
0LQGIXOJURXSPHPEHUVSD\DWWHQWLRQWRWKUHHHVVHQWLDOHOHPHQWVGXULQJSURGXFWLYHGLDORJXH7KH\
PRQLWRUWKHPVHOYHVÀGHOLW\WRWKHSURFHVVRIGLDORJXHDQGPDLQWDLQDZDUHQHVVRIWKHQHZZKROHWKDWLV
HPHUJLQJIURPDQGZLWKLQWKHJURXS
Self
'LDORJXHLVÀUVWDQGIRUHPRVWDOLVWHQLQJSUDFWLFH:KHQZH´OLVWHQWRRXUOLVWHQLQJµZHQRWLFHZKHWKHU
RUQRWZHDUHLQWHUQDOO\GHEDWLQJZLWKWKHVSHDNHUUHYLHZLQJRXUPHQWDOFDWDORJXHRIUHODWHGLQIRUPDWLRQ
DQGSHUVRQDODQHFGRWHVRUFRPSRVLQJDUHVSRQVH1RWLFLQJWKHVHFRPPRQLQWHUQDOSURFHVVHVDOORZVXV
WRVZLWFKWKHPRIIVRWKDWZHFDQKHDURWKHUVZLWKRXWMXGJLQJ
'LDORJXHUHTXLUHVFKRLFHPDNLQJ7\SLFDOFKRLFHVLQFOXGHKRZDQGZKHQWRWDON'RZHSDUDSKUDVH
SULRUFRPPHQWVDVDFKHFNIRUXQGHUVWDQGLQJDQGRUV\QWKHVLV"'RZHLQTXLUHLQWRWKHLGHDVDQG
DVVXPSWLRQVRIRWKHUV"2UGRZHSXWDQHZLGHDRUSHUVSHFWLYHRQWKHWDEOHWRZLGHQWKHIUDPH"
6XVSHQVLRQLVDQHVVHQWLDOLQWHUQDOVNLOOLQGLDORJXH7RVXVSHQGMXGJPHQWJURXSPHPEHUVVHWDVLGHIRU
DWLPHWKHLUSHUFHSWLRQVIHHOLQJVLPSXOVHVDQGFDUHIXOO\PRQLWRUWKHLULQWHUQDOH[SHULHQFH3RLQWVRI
SHUVRQDOFRQÁLFWFDQHDVLO\HPHUJHZKHQZHIHHOWKDWRWKHUVDUHQRWKHDULQJXVRUWKDWWKH\DUHGLVWRUWLQJ
RXUSRLQWRIYLHZ3RLQWVRIFRQÁLFWDOVRVXUIDFHZKHQRXURZQYDOXHVFRQÁLFWZLWKWKRVHRIDVSHDNHU
7KHVHDUHDVRIGLVFRPIRUWLQÁXHQFHRXUOLVWHQLQJDQGRXUUHVSRQVHVZKLFKLQWXUQLQÁXHQFHWKHWKRXJKWV
DQGEHKDYLRUVRIRWKHUJURXSPHPEHUV
3HWHU6HQJHQRWHVWKDWVXVSHQVLRQDOVRLQYROYHVGHYHORSLQJDZDUHQHVVRIRXURZQDVVXPSWLRQVDQG
SXUSRVHO\KDQJLQJWKHPIURPWKHFHLOLQJ²VXVSHQGLQJWKHPLQIURQWRIWKHJURXSVRWKDWDOOFDQH[DPLQH
WKHP7KHVHDVVXPSWLRQVDUHEHOLHIV²RIWHQXQH[DPLQHG³RIZK\ZHWKLQNWKLQJVZRUNDVWKH\GR
2XUDVVXPSWLRQVGULYHRXUSHUFHSWLRQVVLPXOWDQHRXVO\RSHQLQJDQGEOLQGLQJXVWRSRVVLELOLWLHVLQWKH
ZRUOGDURXQGXV
Process
'LDORJXHDVDSURFHVVUHTXLUHVIRFXVLQJRQWKHJRDORIGHYHORSLQJVKDUHGXQGHUVWDQGLQJ,QRXUDFWLRQ
RULHQWHGZRUNHQYLURQPHQWVWKLVLVRIWHQFRXQWHUFXOWXUDO<HWLQHYHU\JURXSZLWKZKLFKZH·YHZRUNHG
SDUWLFLSDQWVFDQDOOUHFLWHH[DPSOHVRIGHFLVLRQVWKDWZHUHSRRUO\FRQFHLYHGSRRUO\FRPPXQLFDWHG
VLPSO\LJQRUHGRULQWKHZRUVWFDVHVYLRODWHGE\PDQ\RUJDQL]DWLRQDOPHPEHUVZLWKRXWFRQVHTXHQFH
$WWKHURRWRIDOORIWKHVHVWRULHVZHUHJURXSSURFHVVHVWKDWZHUHQRWWKRXJKWRXWRIWHQKXUULHGDQG
LQDSSURSULDWHO\IDFLOLWDWHG7KHUXVKWRDFWLRQSXVKHGXQFOHDUGHFLVLRQPDNLQJSURFHVVHVDQGWLPHOLQHV
RQWRWKHJURXSZLWKRXWVXIÀFLHQWDWWHQWLRQWRGHYHORSLQJVKDUHGXQGHUVWDQGLQJVRIERWKSUREOHPVDQG
VROXWLRQV
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%\JRLQJVORZDQGKRQRULQJWKHÁRZRIGLDORJXHJURXSVFDQRIWHQJRIDVWZKHQWKH\JHWWRWKHFKRLFH
SRLQWVZLWKLQGHFLVLRQPDNLQJ:KHQWKHDVVXPSWLRQVDQGWKHLPSOLFDWLRQVRIWKRVHDVVXPSWLRQV
KDYHEHHQH[SORUHGGXULQJGLDORJXHJURXSPHPEHUVGRQ·WVHFRQGJXHVVWKHPRWLYHVRIRWKHUVGXULQJ
GLVFXVVLRQV
0HHWLQJVVKRXOGEHVDIHEXWQRWQHFHVVDULO\FRPIRUWDEOH:KHQDJURXSFRQIXVHVVDIHW\ZLWKFRPIRUWLW
VDFULÀFHVSURGXFWLYHWHQVLRQIRUWKHHDVHRIFRQYLYLDOLW\+XPRUDQGEDQWHUFDQEHDYRLGDQFHVWUDWHJLHV
DVPXFKDVWKH\FDQEHVRFLDOOXEULFDQWV$ODFNRIFRPIRUWZLWKGLVFRPIRUWZHDNHQVGLDORJXHDQG
XQGHUPLQHVWKHOHDUQLQJSRVVLELOLWLHVLQWKDWPRPHQW
Whole
7KRXJKWLVERWKDSHUVRQDODQGFROOHFWLYHSURFHVV:HLQÁXHQFHDQGDUHLQÁXHQFHGLQWXUQE\RWKHUV
'XULQJGLDORJXHWKHOLQHEHWZHHQVHOIDQGRWKHUVEOXUVZKHQZHRSHQRXUVHOYHVWRWKHSRVVLELOLWLHV
ZLWKLQWKHFRPPXQDOWKRXJKWVSDFH7KLVFUHDWHGZKROHLVLQLWVHOIDJRDORIGLDORJXH&RPPXQLWLHV
PRYHIRUZDUGWRJHWKHU&ROOHFWLYHXQGHUVWDQGLQJOHDGVWRVKDUHGJRDOVDQGVKDUHGSUDFWLFHVWKDWWDSWKH
SRZHURIFXPXODWLYHHIIHFWIRUVWXGHQWOHDUQLQJDQGIRUWKHDGXOWOHDUQLQJFRPPXQLW\
7KHZKROHLVDOZD\VJUHDWHUWKDQWKHVXPRIWKHLQGLYLGXDOSDUWV,QPDQ\ZD\VLWLVERWKSURFHVVDQG
SURGXFWVLPXOWDQHRXVO\%\OHDUQLQJWRREVHUYHWKHSURFHVVHVSDWWHUQVDQGUHVXOWVWKDWHPHUJHIURPRXU
GLDORJXHVZHFDQPRUHFRQVFLRXVO\SDUWLFLSDWHDQGPRUHFRQVFLRXVO\FRQWULEXWHWRWKHZKROHRIZKLFK
ZHDUHDSDUW
Understanding as the Outcome
:HOOFUDIWHGGLDORJXHOHDGVWRXQGHUVWDQGLQJ7KLVLVWKHIRXQGDWLRQIRUFRQÁLFWUHVROXWLRQFRQVHQVXV
DQGSURIHVVLRQDOFRPPXQLW\'HFLVLRQVWKDWGRQ·WVWD\PDGHDUHRIWHQWKHUHVXOWRIJURXSPHPEHUV
IHHOLQJOHIWRXWDQGRUKDYLQJWKHLULGHDVGLVFRXQWHGE\WKHJURXS'LDORJXHJLYHVYRLFHWRDOOSDUWLHVDQG
DOOYLHZSRLQWV
0LVXQGHUVWDQGLQJOLHVEHQHDWKPRVWLQWUDDQGLQWHUJURXSFRQÁLFW'LDORJXHLOOXPLQDWHVDQGFODULÀHV
PLVXQGHUVWDQGLQJVZKHQWKHXQGHUO\LQJYDOXHVDQGEHOLHIVVXUIDFHIRUH[DPLQDWLRQ2IWHQWKHUHLV
DOLJQPHQWDWWKLVOHYHO,WLVDWWKHVROXWLRQOHYHOWKDWRSLQLRQVGLIIHU:RUNLQJIURPDIRXQGDWLRQRI
VKDUHGXQGHUVWDQGLQJJURXSPHPEHUVFDQPRUHHDVLO\DQGUDWLRQDOO\UHVROYHGLIIHUHQFHVJHQHUDWH
RSWLRQVDQGPDNHZLVHFKRLFHVZKHQWKH\PRYHWRWKHGLVFXVVLRQVLGHRIWKHMRXUQH\

The Path of Discussion
'LVFXVVLRQLQLWV/DWLQURRWGLVFXWHUHPHDQVWRVKDNHDSDUW,WIRFXVHVRQWKHSDUWVDQGWKHLUUHODWLRQVKLSV
WRRQHDQRWKHU²WKHFDXVHVWKHHIIHFWVDQGWKHULSSOHHIIHFWVRISURSRVHGDFWLRQVDQGVROXWLRQV,QLWV
PRVWLQHIIHFWLYHIRUPVGLVFXVVLRQWDNHVWKHIRUPRIVHULDOVKDULQJDQGVHULDODGYRFDF\ZLWKRXWPXFK
JURXSPHPEHULQTXLU\LQWRWKHWKLQNLQJDQGSURSRVDOVRIRWKHUV3DUWLFLSDQWVDWWHPSWWRUHDFKGHFLVLRQV
WKURXJKDYDULHW\RIYRWLQJDQGFRQVHQVXVWHFKQLTXHV:KHQGLVFXVVLRQLVXQVNLOOHGDQGGLDORJXHLV
DEVHQWGHFLVLRQVDUHRIWHQORZTXDOLW\UHSUHVHQWWKHRSLQLRQVRIWKHPRVWYRFDOPHPEHUVRUOHDGHUODFN
JURXSFRPPLWPHQWDQGGRQRWVWD\PDGH
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7KUHHHOHPHQWVVKDSHVNLOOHGGLVFXVVLRQV D FODULW\DERXWGHFLVLRQPDNLQJSURFHVVHVDQGDXWKRULW\
E NQRZOHGJHRIWKHERXQGDULHVVXUURXQGLQJWKHWRSLFVRSHQWRWKHJURXS·VGHFLVLRQPDNLQJDXWKRULW\
DQG F VWDQGDUGVIRURUGHUO\GHFLVLRQPDNLQJPHHWLQJV 6HH6HFWLRQIRUGHWDLOV 0RVWPHHWLQJVDUH
LQIDFWVWUXFWXUHGGLVFXVVLRQV
Monitoring Discussion
0LQGIXOJURXSPHPEHUVSD\DWWHQWLRQWRWKUHHHVVHQWLDOHOHPHQWVGXULQJSURGXFWLYHGLVFXVVLRQ7KH\
PRQLWRUWKHPVHOYHVÀGHOLW\WRWKHSURFHVVHVRIVNLOOHGGLVFXVVLRQDQGWKHGHWDLOVRIWKHSUREOHP
VROYLQJSODQQLQJDQGGHFLVLRQPDNLQJSURFHVVHVZLWKZKLFKWKH\DUHHQJDJHG
Self
3URGXFWLYHGLVFXVVLRQVUHTXLUHJURXSPHPEHUVZLWKHPRWLRQDODQGPHQWDOÁH[LELOLW\:KHQRXU
RXWFRPHLVWRLQÁXHQFHWKHWKLQNLQJRIRWKHUVDQGZHJLYHXSPRGHOVRI´ZLQQLQJDQGORVLQJµZHDUH
PRUHDEOHWRQRWLFHRXUWKRXJKWVDQGDFWLRQVDQGWKHDIIHFWVRIWKRVHWKRXJKWVDQGDFWLRQVRQRWKHUV
0HQWDOO\WKLVUHTXLUHVWDNLQJDEDOFRQ\YLHZ7KLVSHUFHSWXDOSRVLWLRQLVQHLWKHUegocentric ,DP
LQWHQVHO\DZDUHRIP\WKRXJKWVIHHOLQJVDQGLQWHQWLRQVDQGNQRZP\RZQERXQGDULHV QRUallocentric
,DPDZDUHRIKRZVRPHWKLQJORRNVIHHOVDQGVRXQGVIURPWKHSRLQWRIYLHZRIDQRWKHU 7KH
EDOFRQ\YLHZLVDWKLUGSHUFHSWXDOSRVLWLRQDmacrocentricSHUVSHFWLYHLQZKLFKZLWKFRPSDVVLRQDQG
GHWDFKPHQWZHWU\WRXQGHUVWDQGWKHQDWXUHRIWKHVLWXDWLRQWKHJURXSLVLQDWWKHPRPHQW,WLVZLWK
WKLVYLHZORRNLQJGRZQXSRQWKHJURXSWKDWZHJDLQWKHPRVWNQRZOHGJHDERXWRXUJURXSWKHJURXS·V
LQWHUDFWLRQVDQGRXUVHOYHV
)URPWKHEDOFRQ\ZHFDQPDNHWKHPRVWVWUDWHJLFFKRLFHVDERXWKRZDQGZKHQWRSDUWLFLSDWH6KRXOG
,DGYRFDWHRUVKRXOG,LQTXLUH"$WZKDWSRLQWVVKRXOG,SUHVV":KHQVKRXOG,SUREHIRUGHWDLORUOHW
JR"+RZPLJKW,SKUDVHDQLGHDIRUJUHDWHVWLQÁXHQFH"7KHVHDUHWKHVDPHLQWHUQDOVNLOOVWKDWWHDFKHUV
HPSOR\ZKHQWKH\´PRQLWRUDQGDGMXVWµLQWKHLUFODVVURRPV
Process
6NLOOHGGLVFXVVLRQDVDSURFHVVUHTXLUHVPLQGIXOQHVVDERXWIRFXVLQJRQRQHWRSLFDQGDSSO\LQJRQH
SURFHVVWRRODWDWLPH:KHQWRSLFVDQGSURFHVVHVEOXUJURXSPHPEHUVORVHIRFXV7RPDLQWDLQ
IRFXVUHTXLUHVFOHDUVWUXFWXUHSXUSRVHIXOIDFLOLWDWLRQLPSXOVHFRQWURORQWKHSDUWRILQGLYLGXDOJURXS
PHPEHUVDQGUHFRYHU\VWUDWHJLHVLIWKHJURXSVWUD\VRIIFRXUVH
(IIHFWLYHJURXSPHPEHUVVKDUHUHVSRQVLELOLW\ZLWKWKHIDFLOLWDWRUIRUPDLQWDLQLQJWKHÁRZRIWKH
GLVFXVVLRQIRUHQFRXUDJLQJRWKHUJURXSPHPEHUVWRVKDUHNQRZOHGJHDQGLGHDVDQGOLVWHQLQJIRUDQG
VXUIDFLQJSRLQWVRIFRQIXVLRQRUPXUNLQHVV
:KHQZRUNLQJJURXSVVWUD\IURPVNLOOHGGLVFXVVLRQWKH\PD\PRYHWRDQXQVNLOOHGIRUPRIGHEDWH
7KLVRFFXUVZKHQJURXSPHPEHUVRYHUVKRRWXVHIXODGYRFDF\RILGHDVDQGSURSRVDOVDQGVWDUWOLVWHQLQJ
IRUDQGFKDOOHQJLQJWKHIDOODFLHVLQWKHDUJXPHQWVRIRWKHUV7KH/DWLQRULJLQVRIWKHZRUGGHEDWH
EDWWXHUHPHDQVWRÀJKWRUEHDWGRZQ:KHQPHHWLQJVGHVFHQGWRWKHOHYHORIVWUHHWGHEDWHQRW
DFDGHPLFGHEDWHZHIRFXVRQEHDWLQJGRZQWKHLGHDVRIRWKHUV6FRULQJSRLQWVEHFRPHVWKHJRDODQG
ZLQQLQJFRPHVIURPLQWLPLGDWLRQDQGLQWRQDWLRQDVPXFKRUPRUHWKDQIURPORJLFRUUHDVRQ
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Details
:KLOHVXFFHVVIXOGLDORJXHUHTXLUHVDWWHQWLRQWRWKHZKROHVXFFHVVIXOGLVFXVVLRQIRFXVHVRQWKHGHWDLOV
ERWKLQLVRODWLRQDQGLQWKHLULQWHUDFWLRQV7KHSDWKRIGLVFXVVLRQLVDOVRWKHSDWKRIGHFLVLRQ$VVXFK
JURXSVQHHGWRLGHQWLI\DQ\FRQVWUDLQWVXQGHUZKLFKWKH\PLJKWEHZRUNLQJVXFKDVWLPHOLQHVGHDGOLQHV
EXGJHWVSURGXFWVWDQGDUGVWKHQHJRWLDEOHLWHPVWKHQRQQHJRWLDEOHLWHPWDVNDVVLJQPHQWVDQGPRVW
LPSRUWDQWO\ZKRWKH\DUHLQWKHGHFLVLRQPDNLQJSURFHVV
*URXSVVNLOOHGLQGLVFXVVLRQHPSOR\PDQ\LQWHQWLRQDOFRJQLWLYHVNLOOV7KHUHLVQRVHWVHTXHQFHIRU
WKHVHHIIRUWV7KHWDVNEHIRUHWKHJURXSGHWHUPLQHVWKHQHFHVVDU\LQWHOOHFWXDOWRRONLW
*URXSVQHHGWRROVIRU
*HQHUDWLQJLGHDVLQFOXGLQJDUHSHUWRLUHRIEUDLQVWRUPLQJDQGFUHDWLYHWKLQNLQJVWUDWHJLHVDQGSURWRFROV
2UJDQL]LQJLGHDVLQFOXGLQJERWKFRQFHSWXDODQGJUDSKLFWRROV
$QDO\]LQJLGHDVLQFOXGLQJDYDULHW\RIWRROVIRUVXUIDFLQJDVVXPSWLRQVDQGFODULI\LQJSDUWLFXODUV
'HFLGLQJDPRQJDOWHUQDWLYHVLQFOXGLQJFODULÀFDWLRQRIGHFLVLRQPDNLQJUROHVDQGSURFHVVHV

Decision as the Outcome
'HFLVLRQLQLWV/DWLQURRWdeciderePHDQVWRFXWRIIRUGHWHUPLQH,QSUDFWLFHWKLVPHDQVWRFXWRIIVRPH
FKRLFHV7KHSXUSRVHRIGLVFXVVLRQLVWRHOLPLQDWHVRPHLGHDVIURPDÀHOGRISRVVLELOLWLHVDQGKDYH
WKHVWURQJHULGHDVSUHYDLO*URXSVPXVWOHDUQWRVHSDUDWHSHRSOHIURPLGHDVLQRUGHUIRUWKLVWRZRUN
HIIHFWLYHO\,ILGHDVDUH´RZQHGµE\LQGLYLGXDOVWKHQWRFXWWKHLGHDDZD\LVWKHVDPHDVFXWWLQJWKH
SHUVRQDZD\,GHDVRQFHVWDWHGVKRXOGEHORQJWRWKHJURXSQRWWRLQGLYLGXDOV,QWKLVZD\WKH\FDQEH
VKDSHGPRGLÀHGDQGGLVFDUGHGWRVHUYHWKHJURXS·VJUHDWHUSXUSRVHV

Professional Community
3URIHVVLRQDOFRPPXQLW\LVERWKDFDXVHDQGDQHIIHFWRIWKHWZRZD\VRIWDONLQJ$VDFDXVHEHLQJLQ
FRPPXQLW\SURYLGHVWKHPRWLYDWLRQDQGYLVLRQRIZD\VRILQWHUDFWLQJDQGZRUNLQJWRJHWKHU$VDQ
HIIHFWVWURQJSURIHVVLRQDOFRPPXQLW\UHVXOWVIURPERWKZKDWLVWDONHGDERXWDQGKRZSHRSOHWDON6XFK
WDONUHTXLUHVFRXUDJHFRQÀGHQFHLQVHOIDQGRWKHUVDQGVNLOOIXOQHVVLQDSSO\LQJWKHPDSVDQGWRROVIRU
GHYHORSLQJVKDUHGXQGHUVWDQGLQJDQGVWUDWHJLFGHFLVLRQPDNLQJSUDFWLFHV
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The Seven Norms of Collaborative Work
Pausing:3DXVLQJEHIRUHUHVSRQGLQJRUDVNLQJDTXHVWLRQDOORZVWLPHIRUWKLQNLQJDQG
HQKDQFHVGLDORJXHGLVFXVVLRQDQGGHFLVLRQPDNLQJ
Paraphrasing: 8VLQJDSDUDSKUDVHVWDUWHUWKDWLVFRPIRUWDEOHIRU\RX´6RµRU´$V\RX
DUHµRU´<RX·UHWKLQNLQJµDQGIROORZLQJWKHVWDUWHUZLWKDSDUDSKUDVHDVVLVWVPHPEHUV
RIWKHJURXSWRKHDUDQGXQGHUVWDQGHDFKRWKHUDVWKH\IRUPXODWHGHFLVLRQV
Posing questions:7KHLQWHQWLRQVRISRVLQJTXVWLRQVDUHWRH[SORUHDQGVSHFLI\WKLQNLQJ
4XHVWLRQVPD\EHSRVHGWRH[SORUHSHUFHSWLRQVDVVXPSWLRQVDQGLQWHUSUHDWLRQVDQG
WRLQYLWHRWKHUVWRLQTXLUHLQWRWKHLURZQWKLQNLQJ)RUHFDPSOH:KDWPLJKWEH
VRPHRXWFRPHVZHDUHHQYLVLRQLQJ"8VHIRFXVLQJTXVWLRQVVXFKDV:KLFKVWXGHQWV
VSHFLÀFDOO\" RU:KDWPLJKWEHDQH[DPSOHRIWKDW"WRLQFUHDVHWKHFODULW\DQGSUHFLVLRQ
RIJURXSPHPEHUV WKLQNLQJ,QTXLUHLQWRWKHLGHDVRIRWKHUVEHIRUHDGYRFDWLQJIRURQH V
RZQLGHD
Putting ideas on the table:,GHDVDUHWKHKHDUWRIDPHDQLQJIXOGLDORJXH/DEHOWKH
LQWHQWLRQRI\RXUFRPPHQWV)RUH[DPSOH\RXPLJKWVD\´+HUHLVRQHLGHDµRU´2QH
WKRXJKW,KDYHLVµRU´+HUHLVDSRVVLEOHDSSURDFKµ
Providing data:3URYLGLQJGDWDERWKTXDOLWDWLYHDQGTXDQWLWDWLYHLQDYDULHW\RIIRUPV
VXSSSRUWVJURXSPHPEHUVLQFRQVWUXFWLQJVKDUHGXQGHUVWDQGLQJIURPWKHLUZRUN'DWD
KDYHQRPHDQLQJEH\RQGWKDWZKLFKZHPDNHRIWKHPVKDUHGPHDQLQJGHYHORSVIURP
FROODERUDWLYHO\H[SORULQJDQDO\]LQJDQGLQWHUSUHWLQJGDWD
Paying attention to self and others:0HDQLQJIXOGLDORJXHLVIDFLOLWDWHGZKHQHDFKJURXS
PHPEHULVFRQVFLRXVRIVHOIDQGRIRWKHUVDQGLVDZDUHRIQRWRQO\ZKDWVKHKHLVVD\LQJ
EXWDOVRKRZLWLVVDLGDQGKRZRWKHUVDUHUHVSRQGLQJ7KLVLQFOXGHVSD\LQJDWWHQWLRQ
WROHDUQLQJVW\OHZKHQSODQQLQJIRUIDFLOLWDWLQJDQGSDUWLFLSDWLQJLQJURXSPHHWLQJV
5HVSRQGLQJWRRWKHUVLQWKHLURZQODQJXDJHIRUPVLVRQHPDQLIHVWDWLRQRIWKLVQRUP
Presuming positive intentions:$VVXPLQJWKDWRWKHUV·LQWHQWLRQVDUHSRVLWLYHSURPRWHV
DQGIDFLOLWDWHVPHDQLQJIXOGLDORJXHDQGHOLPLQDWHVXQLQWHQWLRQDOSXWGRZQV8VLQJ
SRVLWLYHLQWHQWLRQVLQ\RXUVSHHFKLVRQHPDQLIHVWDWLRQRIWKLVQRUP
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Norms Inventory
5DWLQJWKH&RQVLVWHQF\RI0\3HUVRQDO%HKDYLRU,QD6SHFLÀF*URXSRI:KLFK,DPD0HPEHU
3ODFHDPDUNRQHDFKVFDOHWRUHÁHFW\RXUSHUFHSWLRQRI\RXUSHUVRQDOEHKDYLRULQDJURXSRIZKLFK\RXDUHD
PHPEHU

1.

Pausing

$

,SDXVHDIWHUDVNLQJTXHVWLRQV

/RZ
%

,SDXVHDIWHURWKHUVVSHDNWRUHÁHFWEHIRUHUHVSRQGLQJ

/RZ
&

2.

Paraphrasing

$

,OLVWHQDQGSDUDSKUDVHWRDFNQRZOHGJHDQGFODULI\

/RZ

3.

Posing Questions

$

,SRVHTXHVWLRQVWRH[SORUHSHUFHSWLRQVDVVXPSWLRQVDQGLQWHUSUHWDWLRQV

/RZ

+LJK

+LJK

+LJK

,LQTXLUHEHIRUHSXWWLQJP\LGHDVRQWKHWDEOHRUEHIRUH,DGYRFDWH

/RZ
&

+LJK

,OLVWHQDQGSDUDSKUDVHWRVKLIWOHYHOVRIDEVWUDFWLRQ

/RZ

%

+LJK

,OLVWHQDQGSDUDSKUDVHWRVXPPDUL]HDQGRUJDQL]H

/RZ
&

+LJK

,SDXVHEHIRUHDVNLQJTXHVWLRQVWRSHUPLWWKRXJKWIXOFRQVWUXFWLRQ

/RZ

%

+LJK

+LJK

,VHHNVSHFLÀFLW\RIGDWDDVVXPSWLRQVJHQHUDOL]DWLRQVDQGWKHPHDQLQJRIZRUGV

/RZ
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Putting Ideas on the Table and Pulling Them Off

$

,VWDWHWKHLQWHQWLRQVRIP\FRPPXQLFDWLRQV

/RZ
%

+LJK

,SURYLGHUHOHYDQWIDFWVLGHDVRSLQLRQVDQGLQIHUHQFHV

/RZ
&

+LJK

,UHWUDFWRUDQQRXQFHPRGLÀFDWLRQRISUHYLRXVO\RIIHUHGLGHDVRSLQLRQVDQGSRLQWVRIYLHZ

/RZ

+LJK

5.

Providing Data to Structure Conversations

$

,SUHVHQWVSHFLÀFPHDVXUDEOHDQGREVHUYDEOHGDWD

/RZ
%

SESSION 2

+LJK

,SUHVHQWGDWDZLWKRXWMXGJPHQWVRSLQLRQVRULQIHUHQFHV

/RZ
&
,H[SORUHWKHLPSOLFDWLRQVDQGFRQVHTXHQFHVRISURSRVDOVDQGSODQV

+LJK

/RZ

+LJK

6.

Paying Attention to Self and Others

$

,EDODQFHSDUWLFLSDWLRQDQGRSHQRSSRUWXQLWLHVIRURWKHUVWRFRQWULEXWHDQGUHVSRQG

/RZ
+LJK
%
,UHVWUDLQP\LPSXOVHVWRUHVSRQGUHDFWRUUHEXWDWLQDSSURSULDWHWLPHV LQLQHIIHFWLYHZD\V
/RZ
&
,PDLQWDLQDZDUHQHVVRIWKHJURXS·VWDVNSURFHVVHVDQGGHYHORSPHQW

+LJK

/RZ

+LJK

7.

Presuming Positive Intentions

$

,FRPPXQLFDWHUHVSHFWIXOO\ZKHWKHU,DJUHHRUGLVDJUHH

/RZ
%

+LJK

,HPEHGSRVLWLYHSUHVXSSRVLWLRQVLQP\SDUDSKUDVHVFRPPHQWVDQGVXPPDULHV

/RZ
&

,HPEHGSRVLWLYHSUHVXSSRVLWLRQVZKHQ,LQTXLUHRUSUREHIRUVSHFLÀFLW\

/RZ
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Norms Inventory
Rating Our Perceptions of Our Group

3ODFHDPDUNRQHDFKVFDOHWRUHÁHFW\RXUSHUFHSWLRQRI\RXUSHUVRQDOEHKDYLRULQDJURXSRIZKLFK\RXDUHDPHPEHU

1.

Pausing

$

:HSDXVHDIWHUDVNLQJTXHVWLRQV

/RZ
%

:HSDXVHDIWHURWKHUVVSHDNWRUHÁHFWEHIRUHUHVSRQGLQJ

/RZ
&

2.

Paraphrasing

$

:HOLVWHQDQGSDUDSKUDVHWRDFNQRZOHGJHDQGFODULI\

/RZ

3.

Posing Questions

$

:HSRVHTXHVWLRQVWRH[SORUHSHUFHSWLRQVDVVXPSWLRQVDQGLQWHUSUHWDWLRQV

/RZ

+LJK

+LJK

+LJK

:HLQTXLUHEHIRUHSXWWLQJP\LGHDVRQWKHWDEOHRUEHIRUHZHDGYRFDWH

/RZ
&

+LJK

:HOLVWHQDQGSDUDSKUDVHWRVKLIWOHYHOVRIDEVWUDFWLRQ

/RZ

%

+LJK

:HOLVWHQDQGSDUDSKUDVHWRVXPPDUL]HDQGRUJDQL]H

/RZ
&

+LJK

:HSDXVHEHIRUHDVNLQJTXHVWLRQVWRSHUPLWWKRXJKWIXOFRQVWUXFWLRQ

/RZ

%

+LJK

+LJK

:HVHHNVSHFLÀFLW\RIGDWDDVVXPSWLRQVJHQHUDOL]DWLRQVDQGWKHPHDQLQJRIZRUGV

/RZ
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Putting Ideas on the Table and Pulling Them Off

$

:HVWDWHWKHLQWHQWLRQVRIP\FRPPXQLFDWLRQV

/RZ
%

+LJK

:HSURYLGHUHOHYDQWIDFWVLGHDVRSLQLRQVDQGLQIHUHQFHV

/RZ
&

+LJK

:HUHWUDFWRUDQQRXQFHPRGLÀFDWLRQRISUHYLRXVO\RIIHUHGLGHDVRSLQLRQVDQGSRLQWVRIYLHZ

/RZ

+LJK

5.

Providing Data to Structure Conversations

$

:HSUHVHQWVSHFLÀFPHDVXUDEOHDQGREVHUYDEOHGDWD

/RZ
%

+LJK

:HSUHVHQWGDWDZLWKRXWMXGJPHQWVRSLQLRQVRULQIHUHQFHV

/RZ
&

SESSION 2

+LJK

:HH[SORUHWKHLPSOLFDWLRQVDQGFRQVHTXHQFHVRISURSRVDOVDQGSODQV

/RZ

+LJK

6.

Paying Attention to Self and Others

$

:HEDODQFHSDUWLFLSDWLRQDQGRSHQRSSRUWXQLWLHVIRURWKHUVWRFRQWULEXWHDQGUHVSRQG

/RZ
%

+LJK

:HUHVWUDLQP\LPSXOVHVWRUHVSRQGUHDFWRUUHEXWDWLQDSSURSULDWHWLPHV LQLQHIIHFWLYHZD\V

/RZ
&

+LJK

:HPDLQWDLQDZDUHQHVVRIWKHJURXS·VWDVNSURFHVVHVDQGGHYHORSPHQW

/RZ

+LJK

7.

Presuming Positive Intentions

$

:HFRPPXQLFDWHUHVSHFWIXOO\ZKHWKHUZHDJUHHRUGLVDJUHH
+LJK

/RZ
%

:HHPEHGSRVLWLYHSUHVXSSRVLWLRQVLQP\SDUDSKUDVHVFRPPHQWVDQGVXPPDULHV

/RZ
&
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Personal Seven Norms Assessment
1. Pausing to allow time for thought
/RZ

+LJK

2. Paraphrasing within a pattern of pause - paraphrase - inquire
/RZ

+LJK

3. Posing questions to reveal and extend thinking
/RZ

+LJK

4. Putting ideas on the table
/RZ

+LJK

5. Providing data to structure conversations
/RZ

+LJK

6. Paying attention to self and to monitor our ways of working
/RZ

+LJK

7. Presuming positive intentions to support nonjudgmental atmosphere
/RZ
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Group Seven Norms Assessment
1. Pausing to allow time for thought
/RZ

+LJK

2. Paraphrasing within a pattern of pause - paraphrase - inquire
/RZ

+LJK

3. Posing questions to reveal and extend thinking
/RZ

+LJK

4. Putting ideas on the table
/RZ

+LJK

5. Providing data to structure conversations
/RZ

+LJK

6. Paying attention to self and to monitor our ways of working
/RZ

+LJK

7. Presuming positive intentions to support nonjudgmental atmosphere
/RZ
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Session 3
Got Data, Now What?
This interactive session explores and applies a three-phase Collaborative Learning Cycle that
guides productive collective inquiry. Participants investigate strategies and structures that reduce
defensiveness and create shared responsibility for student learning. Learn how to apply a variety
of interactive structures to help individuals and groups construct meaning as they interact with
data and each other. Develop strategies for interpreting, analysing and applying data to the work
of school improvement.
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Three Common Dilemmas
• Committee without community
• Time without tools
• Data without deliberation

Data-based Collaborative Inquiry
Requires and produces
• Psychological safety
• Cognitive resourcefulness
• Relational resilience

Five Assumptions
. Assessment and feedback drive group growth.
. Group development and task accomplisment intertwine.
. When groups change the way they talk, they change the way they work.
. Comfort with discomfort is necessary for collaborative learning.
. Patterns become habits, habits become norms, and norms shape behavior.
2
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;OL*VSSHIVYH[P]L3LHYUPUN*`JSL
:[Y\J[\YPUN+PHSVN\LMVY*VUULJ[PVU4HRPUN

(J[P]H[PUNHUK,UNHNPUN
6XUIDFLQJH[SHULHQFHVDQGH[SHFWDWLRQV

6YNHUPaPUNHUK0U[LNYH[PUN

:LWKZKDWDVVXPSWLRQVDUHZHHQWHULQJ"
:KDWDUHVRPHSUHGLFWLRQVZHDUHPDNLQJ
:KDWDUHVRPHTXHVWLRQVZHDUHDVNLQJ"
:KDWDUHVRPHSRVVLELOLWLHVIRUOHDUQLQJWKDW
WKLVH[SHULHQFHSUHVHQWVWRXV"

*HQHUDWLQJWKHRU\
:KDWLQIHUHQFHVH[SODQDWLRQVFRQFOXVLRQV
 PLJKWZHGUDZ" FDXVDWLRQ
:KDWDGGLWLRQDOGDWDVRXUFHVPLJKWZHH[SORUH
 WRYHULI\RXUH[SODQDWLRQV" FRQ¿UPDWLRQ
BBBBBBBBBBBBBBBBBBBBBBBBBBBB
:KDWDUHVRPHVROXWLRQVZHPLJKWH[SORUH
 DVDUHVXOWRIRXUFRQFOXVLRQV" DFWLRQ
:KDWGDWDZLOOZHQHHGWRFROOHFWWRJXLGH 
 LPSOHPHQWDWLRQ" FDOLEUDWLRQ 



0DQDJLQJ


0RGHOLQJ

0HGLDWLQJ
0RQLWRULQJ

,_WSVYPUNHUK+PZJV]LYPUN
$QDO\]LQJWKHGDWD
:KDWLPSRUWDQWSRLQWVVHHPWR³SRSRXW´"
:KDWDUHVRPHSDWWHUQVFDWHJRULHVRUWUHQGV
WKDWDUHHPHUJLQJ"
:KDWVHHPVWREHVXUSULVLQJRUXQH[SHFWHG"
:KDWDUHVRPHZD\VZHKDYHQRW\HWH[SORUHG
WKHVHGDWD"
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The Collaborative Learning Cycle
Productive discourse requires shape and structure. Thoughtfully designed processes increase focus,
minimize distractions, and deepen exploration and analysis of data. Without such processes, group work
disintegrates into excessive storytelling, over-certain and over-sold solutions, and premature rush to action
spearheaded by just a few members of the group.
The collaborative learning cycle is a framework that establishes a learning forum for group exploration of
data. Structured engagement with information and fellow learners ignites the processes of collaborative
PUX\PY`HUKWYVISLTZVS]PUN;OPZPUX\PY`KYP]LUHWWYVHJOWYVTV[LZZWLJPÄJJVNUP[P]LWYVJLZZLZHUK
group member interaction in three phases.
Phase 1: Activating and Engaging
7V^LYM\SKH[HIHZLKL_WSVYH[PVUZZ[HY[I`J\S[P]H[PUNJVUZJPV\ZJ\YPVZP[`;OPZÄYZ[WOHZLLZ[HISPZOLZNYV\W
work conventions and shapes expectations for how the data exploration will occur. Focusing attention
for collaborative work is a perennial challenge for busy educators. Readiness to explore data requires the
full physical, cognitive, and emotional energy of all group members. The activating and engaging phase
prepares group members for this work by eliciting assumptions about learners and learning, as those
assumptions relate to the data the group is about to explore.
Groups begin with predictions and anticipations about what the data might look like prior to actually
seeing any data. These predictions illuminate areas of expectation and create anticipation and curiosity.
-VYL_HTWSLHNYV\WWYLWHYPUN[VSVVRH[HTH[OLTH[PJZHZZLZZTLU[TPNO[ÄYZ[Z[HY[^P[OISHURJVWPLZVM
the graphs that it will be examining. During the predicting phase, members would sketch in the bars or
lines of the performance bands as they envision their predictions about the actual displays. Simultaneously,
members would explore and record the assumptions on which those predictions are based.
By articulating their predictions and assumptions, individuals surface their frames of reference. For group
members, this interaction increases understanding of the mental models that are guiding instructional
decisions and teaching practices – their own and their colleagues’. It also establishes a foundation for
viewing the data in the next phase, with an advance organizer that includes the features of the math
assessment that seem important in shaping the data. Distinguishing between assumptions and predictions
is essential for developing shared understandings and seeing new possibilities. Stating assumptions permits
them to become the foundation for a productive dialogue about what appears in the data and the reasons
that this may underlie them.

Tips for Success
• Distinguish between predictions and assumptions. What distinguishes predictions from assumptions is that predictions will be
visible in the data
• Develop predictions and related assumptions concurrently. The group member who shares an assumption, should then
generate a concrete prediction for how that assumption might appear in the data.
• Record predictions and their related assumptions. Use separate recording sheets or charts for this purpose.
9LJVYKWYLKPJ[PVUZVUHMHJZPTPSLVM[OLKH[HKPZWSH`>OLUWVZZPISL\ZLHNYHWOVYJOHY[[OH[YLÅLJ[Z[OLHJ[\HSMVYTH[VM[OL
data display. This recording sheet serves as an advanced organizer for viewing the data at the next phase.
• If group members do not agree on their predictions or assumptions, record more than one set of predictions and their related
assumptions. The key function of dialogue at this stage is to seek to understand not to persuade. Group work bogs down when
members struggle unnecessarily for consensus or engage in an assumptions debate.

4
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Phase 2: Exploring and Discovering
Observing data skillfully requires thoughtful process, emotional control, and mental focus. Working with
data should be a learning experience. To align with that intention, it is important to attend to careful
structuring of the exploring and discovering phase. Purposeful uncertainty is the guiding mindset of
this phase, which is the heart of collaborative inquiry. To embrace a spirit of exploration and discovery,
groups must avoid jumping to premature conclusion and closure. To remain open to possibilities and
fresh viewpoints, group members must stay with the data to explore multiple storylines. This is the phase
of observing, noticing, distinguishing, sorting, comparing, and contrasting.
>OH[L]LYHNYV\W»ZZPaLL_WSVYPUNHUKKPZJV]LYPUNYLX\PYLKH[H[LHTZVMMV\YVYÄ]LTLTILYZLHJO
team working with shared, visually clear data displays. Larger working groups and too much data at one
time lead to overload, generalization, and disengagement. During this phase, both data enthusiasts and
data shy have their own challenges. For inclusive collaborative inquiry, the data enthusiasts need to act
as resources, refraining from dominating their groups and interpreting data for other members. The data
ZO`ULLK[OLJVUÄKLUJL[VHZR^OH[[OL`MLHYTPNO[ILVI]PV\ZX\LZ[PVUZHIV\[[OLKH[HVY[OLKPZWSH`Z

Tips for Success
• Provide time to orient to the data displays before talking. Two to three minutes of silence equalizes the opportunity
for each group member to prepare for exploring the data. This pause honors the different pacing and processing needs of
individuals and produces more balanced engagement.
• Develop a sequence for exploration and designate a starting point. When multiple data sets or complex displays are on
view, agreement on initial talking points saves time and energy and maximizes momentum and focus.
• Apply structures and protocols to balance participation. Deliberately structuring group work increases engagement, focus
HUK[PTLLMÄJPLUJ`-VYL_HTWSLHZZPNUPUNYVSLZZ\JOHZYLJVYKLYWYVJLZZJOLJRLYTH[LYPHSZTHUHNLYHUK[PTLRLLWLYVY
providing individual thinking and writing time before talking ensures access to information and opportunity to contribute for
each group member.
• Establish a public recording protocol. Create common charts or recording space for observations. Keep a separate chart for
questions or comments that are ‘outside the phase’. For example, should conclusions or explanations surface, it is sometimes
expedient to record them, rather than debate them. This process is also effective for questions that are not directly relevant to
the data.
*OHY[VIZLY]H[PVUZPUSHUN\HNL[OH[PZJVUJPZLHUKZWLJPÄJ,HJOVIZLY]H[PVUZ[H[LTLU[ZOV\SKJVTT\UPJH[LHZPUNSLPKLH
clearly and concisely. These statements should focus only on observable facts contained in the data without interpretation
or inference. Relevant data terminology, such as mean, median, mode, range and distribution increases the precision of the
observation.

Got Data? Now What? • Copyright 2015 • Bruce Wellman & Laura Lipton, MiraVia LLC • All rights reserved

62

5

© 2015 Hawker Brownlow Education. All rights reserved. BRIBW02
Proceedings of the Hawker Brownlow 12th Annual Thinking and Learning Institute, May 2015

BRUCE WELLMAN

DAY TWO - SUNDAY 31 MAY 2015

SESSION 3

Phase 3: Organizing and Integrating
Moving from observing to understanding and then to action planning requires skillful process in the
organizing and integrating phase. This third phase of the collaborative learning cycle guides the
[YHUZP[PVU[VMVYTHSWYVISLTÄUKPUNHUKZVS]PUNHZP[I\PSKZHMV\UKH[PVUMVY[OV\NO[M\SHUKKL[HPSLK
planning processes. This phase takes place in two stages: causation and action. Group members need to
be open to multiple interpretations as to why the data look the way they do, before developing any follow
up plans. Most data sets do not tell a whole story. For any explanation of causal factors to be credible,
the analysis must be thoughtful and based on multiple, rich sources of information. Therefore, this phase
includes collecting and considering additional data that may be indicated by the theories of causation
[OH[LTLYNL*VUÄYTH[PVUI\PSKZJVUÄKLUJLHUKJVTTP[TLU[[V\S[PTH[LPTWSLTLU[H[PVUWSHUZ
Multiple voices and perspectives serve the work in each stage of organizing and integrating.

Stage One: Causation. In this stage, groups generate potential theories of causation. “Why did we get
these results? What caused these outcomes?” Often a group member’s theory of causation is based on
personal experience. For example, staff developers may tend to suggest teacher knowledge and skill
as contributing factors, and workshops as a solution. Curriculum experts tend to suggest that the prime
MHJ[VYPZSHJRVMÄKLSP[`[V[OLJ\YYPJ\S\TKLZPNU[OH[JVU[YPI\[LZ[VKPZHWWVPU[PUNYLZ\S[Z(ZNYV\WZ
L_[LUK[OLKPHSVN\LZ\YMHJPUNH]HYPL[`VMJH\ZHS[OLVYPLZHUKJVUÄYTPUN[OLT^P[OHKKP[PVUHSKH[H[OL
deeper factors or root causes of the data emerge.
*VUÄKLUJLPUHU`ZLSLJ[LK[OLVY`VMJH\ZH[PVUPUJYLHZLZ^OLUHKKP[PVUHSKH[HZV\YJLZJVUÄYTHUK
elaborate the nuances of the theory. For example, a sixth grade team working with an expository writing
HZZLZZTLU[[OH[YLÅLJ[ZSV^Z[\KLU[WLYMVYTHUJLTPNO[KLJPKLVUZL]LYHSJH\ZHS[OLVYPLZ[VL_WSVYL!
[OL^YP[PUNPUZ[Y\J[PVUPZUV[HWWYVWYPH[LS`IHSHUJLKIL[^LLUUHYYH[P]LHUKL_WVZP[VY`^YP[PUN[OL
YLHKPUNPUZ[Y\J[PVUPZUV[HWWYVWYPH[LS`IHSHUJLKIL[^LLUÄJ[PVUHUKUVUÄJ[PVUNLUYLZ[OLZWLJPÄJ
ZRPSSZVM]VJHI\SHY`HUK^VYKJOVPJLHYL\UKLYKL]LSVWLKHUK[LHJOLYZSHJRPUZ[Y\J[PVUHSYLWLY[VPYL
for teaching expository writing. A subset of teachers from the team could then gather further data to
JSHYPM`VYJVUÄYTLHJOVM[OLZL[OLVYPLZ[VYLÄULHUKLUYPJO[OL[OLVY`VMJH\ZH[PVU[OH[^PSSKYP]L[OL
team’s action planning.
:[HNL;^V!(J[PVU6UJLHUHUHS`ZPZVMT\S[PWSLKH[HZV\YJLZJVUÄYTZHWV[LU[PHS[OLVY`VMJH\ZH[PVU
[OL[LHTKL]LSVWZHUHJ[PVUWSHU[VHKKYLZZ[OLJH\ZLZ-VYL_HTWSL¸5V^[OH[^L»YLWYL[[`Z\YLP[»Z
a balance between narrative and expository focus in reading and writing, let’s develop some outcomes,
instructional scaffolds, and resources that will represent a more suitable balance.”
Effective plans call for clear outcomes, measureable criteria for progress and success, necessary action
steps, data-driven monitoring arrangements for determining progress and goal achievement, assignment
of responsibilities, and projected timelines.
Effectively implementing the Organizing and Integrating phase of the learning cycle builds ownership
of challenges and shared commitment to actions. It increases motivation for change in practice and
program. Collective responsibility for student learning is a hallmark of improving schools.

6
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Tips for Success
:[\K`Z\JJLZZ:LSLJ[HUVIZLY]H[PVUMYVT[OLWYL]PV\ZWOHZL[OH[YLÅLJ[ZZ\JJLZZM\SWLYMVYTHUJLZ\JOHZHUPTWYV]LTLU[
trend, a high-level skill that stands out on a rubric or benchmark assessment, or a spike on a bar graph for a particular group of
students. Develop causal theories for what might have produced that success.
.LULYH[LT\S[PWSL[OLVYPLZVMJH\ZH[PVU<ZL[OLÄ]LJH\ZHSHYLUHZHZJH[LNVYPLZMVYZ[YL[JOPUN[OPURPUNPUNLULYH[PUNKP]LYZL
explanations for observable results. Groups should intentionally develop theories in more than one area.

Causal Categories:
• Curriculum
• Instructional methods, materials and resources
• Teacher knowledge, skills and dispositions
:[\KLU[YLHKPULZZRUV^SLKNLZRPSSZHUKKPZWVZP[PVUZ
0UMYHZ[Y\J[\YL[PTLZWHJLZ[\KLU[NYV\WPUNL[J
:LLRJHSPIYH[PUNKH[H[OH[HYLPUL_PZ[PUNHYJOP]LZ.P]LU[PTLHUKLULYN`JVUZ[YHPU[ZP[PZ\ZLM\S[VSVVRÄYZ[[VHYJOP]HSKH[H
[VJVUÄYTJVYYLJ[VYJSHYPM`JH\ZHS[OLVYPLZ
• Generate multiple theories of solution. There are no simple answers for complex problems. Successful
improvement plans require multiple intervention points and interrelated approaches.
• Make sure goals are clear and measureable. It is useful to provide guidelines and criteria for goal setting to ensure that
everyone understands and is ready to engage in a shared pursuit of excellence. One effective model is based on SMART goals
6»5LPSS *VUaLTP\Z:THY[NVHSZHYL:WLJPÄJ4LHZ\YLHISL([[HPUHISL9LZ\S[ZVYPLU[LKHUK;PTLIV\UK
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Grade 8: Math: Data Analysis and Probability: Question 2
Each Friday, Julie’s track club runs two miles. The graph show the amount of time
that it takes Julie to run the 2 miles each week over a period of 20 weeks.

Predict and record which percentage of grade 8 students selected each answer and record the
assumptions that inform your predictions on the following page.
Which answer describes the relationship between the number of weeks Julie practices and her
running time?
A. Julie is running at a slower rate each week.
B. Julie decreases her time by about 20 seconds each week.
C. Julie decreases her time by about a minute each week.
D. Julie is likely to run the 2 miles in 12 minutes during the 21st. week.

8
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Predictions & Assumptions
Your own

The group's
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Theories of Causation
Observation:

Use this space to record three possible theories of causation related to your observation:
1.

2.

3.

Circle one theory to test. In the space below, record at least three sources of data that
\RXFRXOGXVHWRFRQÀUPWKLVWKHRU\

10

Got Data? Now What? • Copyright 2015 • Bruce Wellman & Laura Lipton, MiraVia LLC • All rights reserved

© 2015 Hawker Brownlow Education. All rights reserved. BRIBW02
Proceedings of the Hawker Brownlow 12th Annual Thinking and Learning Institute, May 2015

67

BRUCE WELLMAN

DAY TWO - SUNDAY 31 MAY 2015

SESSION 3

Pursuing Worthy Problems
Given all the possibilities for a group's attention and energy, the following criteria can support the decision of
what issues might be work pursuing.
• An issue recurs with frequency, year, after year.
• An issue is pervasive across multiple grade levels, student groups, or school settings.
• An issue consumes high levels of energy, time, and resources.
(YHQDIWHUDQLPSURYHPHQWEXPSSHUIRPDQFHSODWHDXVDQGVXEVHTXHQWGDWDÁDWOLQH
Consider these examples:
1. For the last four years, a high school’s algebra results have consistently been 35-45% lower than the
language arts scores for the same students on the annual statewide assessment. Each year, members of the
math team suggest various solutions for improving the results, among them: after-school homework support
programs, test preparation classes, different grouping strategies, and alterations in the instructional sequence.
1RZDIWHUIRXU\HDUVQRVLJQLÀFDQWLPSURYHPHQWVKDYHRFFXUUHG
2. Across a district, there is a strong improvement trend in elementary reading scores in the primary grades.
Intense professional development activities, skillful literacy coaches and innovative student grouping patterns
DUHDOOFUHGLWHGZLWKFRQWULEXWLQJWRWKLVVXFFHVV8QIRUWXQDWHO\LQJUDGHIRXUDQGÀYHVFRUHVDUHVWDJQDWLQJ
showing little growth from year to year for the same period. Committees are searching for new teaching
materials, student skills assessments are under development and longer language arts teaching blocks have
been proposed.
3. English language learners are showing positive results in the primary grade mathematics. In fact, math
and language arts scores are showing steady improvement gains and the achievement gap with native
speakers steadily shrinking. From grades four to eight these math gains disappear with scores showing yearWR\HDUGHFOLQHVDVVWXGHQWVJHWROGHU7KHUHDUHPDQ\FRQÁLFWLQJWKHRULHVDERXWWKHVRXUFHVIRUWKHIDOORII
in performance. Some think that the causes are essentially language based, some think that it is a matter of
student motivation, while others argue for expanding instructional approaches.
Each of these examples has the potential to consume considerable time, energy and resources. When the
XQGHUO\LQJFDXVDOIDFWRUVDUHQRWFOHDUJURXSPHPEHUVRIWHQODFNFRQÀGHQFHDQGFRPPLWPHQWWRSURSRVHG
solutions. The “extra” time required to search for and clarify the root causes of problems is time well spent.
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Choosing Which Data to Collect
1. Identify something in your own work setting that you are interested in knowing more about.
$FXUULFXOXPJDSDQLQVWUXFWLRQDOJDSVWXGHQWVNLOOGHÀFLWVWXGHQWEHKDYLRUDOSDWWHUQHWF
ex: High school student skills with reading informational text

Your Issue:

2. To explore this issue craft examples of each of the following:
• A problem statement:

The problem is…..

ex: The problem is that students do not apply effective reading strategies to understand informational text.

• An hypothesis:

If…..

Then…..

ex: If students are presented with multiple opportunities for guided reading of informational texts then students will be more
successful in transferring these skills to independent practice.

• A question:
How are we doing with….?
What are some differences between….. and….?
Why do/does….?
What are the most productive….?
ex: What are the essential differences between students who are skillful readers of informational text and those who are not?

page 1 of 2
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3. Determine which framing structure might be the most productive to explore (problem statement,
hypothesis, or question).

4. Identify at least three data sources you might tap to gather additional information about your issue.

ex: 1. State/Provinicial and local reading assessment data. 2. Interview skillful teachers to determine which reading skills
they deem to be the most essential. 3. Samples of students' written responses to informational text.

•

•

•
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Sources of Data
DATA
Student
Performance
Data

Program Data

QUANTITATIVE
$VVHVVPHQWUHVXOWVSURÀFLHQF\WHVWV
standardized tests, exams, classroombased tests

QUALITATIVE
Student portfolios and work products
Videos of student work and
performances

Number of students receiving special
services

Exhibitions

Report card grades

Student surveys

Graduation rates

Student journals and learning logs

Attendance rates, mobility rates,
expulsion rates, or dropout rates

Observational records, anecdotal
records, running records, checklists

Percentage of retentions or
advancements

Student interviews

Teacher-student ratios

Videos of special events, classrooms
and hallways.

Number of students enrolled in various
programs

Meeting agendas, nimuts and memos

Teacher and administrator education
statistics
Teacher participation in professional
development
Budget and resource allocations

Teacher a administrator portfolios
Artifacts like awards, and photos of
bulletin boards
Staff interviews
Workshop and training program agendas
and evaluations
Bulletins and newsletters

Community Data

Data on family demographics: average
income, percentage of single-parent
families, percentage of two-income
households
Number of school and business and
industry partnerships

Focus-group data
Opinion surveys
Interviews with parents and community
members

Employment rate; employment sectors
in the area

14
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Structuring Decisions

S

Crafting the Container
• Starting the conversation
• Structuring the conversation
• Sustaining thinking in the conversation

tructuring choices greatly affect the outcomes of collaborative
group work. These basic design elements set the stage
for focusing energy on the task at hand, balancing the
participation of group members and most importantly for
producing a psychologically safe forum for participants to contribute
ideas and to question the contributions of others. Effective design
choices increase a group’s capacity to address hard-to-talk about
topics and shape thoughtful dialogue and productive discussion.

Purposeful structures maximize the efficient use of time and increase the quality of interactions and results. Novice groups
require formal structures to scaffold success. More expert groups know when to select formal structures to match the emotional
and cognitive demands of their work. Higher performing groups are not harmed by structure. Groups and group members that
need it will be greatly aided by tighter designs. It is always wise to remember that not every participant in a high performing group
may be personally skilled in group processes. The following two broad categories describe considerations for group leaders.

Group Size, Composition and Length of Time as a Working Group
Working group size is an often-overlooked variable that affects group task success. Using pairs, trios and quartets
increases active participation and establishes a safer working climate. Many groups, both large and small, err in
attempting to do the bulk of their work as a committee of the whole. Partners or trios can be pre-assigned, or determined
during the work session using pre-recorded grouping sheets such as seasonal partners. With this method, participants
mingle and use recording sheets with seasonal icons, exchanging names and creating partnerships in the space allotted.
Count-offs or physical repositioning, such as turn to a neighbor or stand and find a colleague are other time efficient ways
to subdivide and energize groups.
Group composition is another factor to consider. Criteria for grouping, such as roles, years of experience, work style
preference or degree of expertise creates small groups that are specialized or diversified, as is appropriate to the task. This
intentional design choice spreads the talent within the larger group and breaks down factions that might exist Purposely
structured pairs, trios or quartets increases success with many tasks. At appropriate points, pairs can join other pairs to
widen the conversation.
Length of time as a working group should vary according to task requirements. Small groups are effective for
text-based activities, idea generation and data exploration. By varying the length of time that groups work together and
regrouping periodically, individuals within a larger group develop deeper working relationships and greater knowledge
of one another. Switching partners also provides a period of purposeful movement for energy and brief social interaction.
One pattern for intact groups is to establish base groups that meet regularly and employ informal partnering for
designated tasks.

Interaction Patterns, Materials and Space
Structuring the patterns of interaction increases productivity and engagement. As indicated above, most groups are
not harmed by structure. By developing a shared repertoire of strategies, protocols and grouping patterns, working
groups enhance success and satisfaction. Fundamental structuring moves include: the use of active public recording
on chart paper so that all can see ideas and information; providing individual writing time and space to think before
a conversation or data exploration starts; using a round-robin pattern for sharing ideas; using a public timer to guide
processes; and assigning roles such as that of a facilitator, recorder, and a materials manager. Having supplies such as
index cards, sticky notes, pens, pads, markers and chart paper available saves time and allows for flexibility in meeting
designs.
One last consideration is the arrangement of the physical space within which the group is working. Group members
need to be able to see and hear one another and have a clear view of charts on the walls and on chart stands during active
public recording. Table and chair arrangements need to be adjusted in some cases to facilitate interaction. Too many
and too few tables and chairs are equally problematic. Visual clutter in the room is an additional distraction. Key charts
noting a projects purpose, outcomes and logistics should be posted prominently where all participants can see them.
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Meeting Partners
Make an appointment with 4 different people - one for each image.
Be sure you each record the appointment on your page, by writing your partner’s name in the appropriate space.
Only make the appointment if there is an open slot at that spot on each of your forms.
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Bruce WELLMAN Resources

Adaptive Schools Foundation Seminar Learning Guide, Second Revised Edition
Robert Garmston • 9781760015053

This Learning Guide is intended as a resource to be used in the Adaptive Schools Foundation Seminar, and in follow up sessions. The
Learning Guide is organised generally in the chronological sequence of a seminar. The Guide is based upon the previous ﬁve editions
of the Adaptive Schools Syllabus, created by Robert Garmston and Bruce Wellman. The Learning Guide is grounded in the text The
Adaptive School: A Sourcebook for Developing Collaborative Groups, and cross-references to the Sourcebook are made throughout
this Guide
CFAS5053 • $44.95

How Teachers Can Turn Data into Action

Got Data? Now What?

Daniel Venables • 9781760012748

Bruce Wellman, Laura Lipton • 9781743303344

Reviewing data can be time-consuming, and the work of
translating data into real change can seem overwhelming.
Tapping more than 30 years’ experience as an awardwinning teacher and a trainer of PLC coaches, Daniel
R. Venables, soothes the trepidation of even the biggest
“dataphobes” in this essential resource. Field-tested and
ﬁne-tuned with professional learning communities, the Data-Action Model
is a teacher-friendly, systematic process for reviewing and responding
to data in cycles of two to nine weeks. With easy-to-use templates and
protocols to focus and deepen data conversations, this indispensable guide
delineates exactly what should be accomplished in each team meeting to
translate data into practice. In the modern sea of data, this book is your
life preserver.
114007 • $27.95

Data can elicit powerful conversations about practice,
but only if they are the right data and used strategically.
Got Data? Now What? offers the strategies and tools
necessary to identify what’s relevant and transform
struggling groups into powerful communities of learners.
With this resource, group leaders can guide their teams
in data-driven problem solving and decision making to improve student
learning. Authors Laura Lipton and Bruce Wellman provide: a guided tour
of data terms and practices, relevant anecdotes that illustrate healthy
data use and collaboration and end-of-chapter exercises for individual
and group reﬂection.
SOT3344 • $25.95

The Data Coach’s Guide to Improving
Learning for All Students
Putting FACES on the Data:

Nanacy Love, Katherine Stiles, Susan Mundry, Kathryn DiRanna •
9781743307007

Lyn Sharratt, Michael Fullan • 9781743301180

Students are people not data. Assessment data can bury
you or give you focused information on how to reach
every student. Putting FACES on the Data shows
how to develop a common language for sharing all
students progress with all teachers and leaders and how
to use ongoing assessment to inform instruction. This
reader-friendly guide helps you set goals, adjust lessons, identify students’
strengths and weaknesses and implement interventions. Included is a selfassessment framework for implementing improvement at region and state
levels. By focusing on connecting all the dots between students and data,
you can accomplish the ultimate goal of helping them learn.
CO1180 • $27.95

How can data coaches create a collaborative culture
in which data is used continuously and effectively to
improve teaching and learning? The Data Coach’s
Guide to Improving Learning for All Students
provides detailed guidance for helping schools move away from
unproductive data practices and toward examining data as a catalyst
for systematic and continuous improvement in instruction and student
learning. This culturally responsive resource beneﬁts staff developers,
teachers and administrators interested in creating change through
effective data practices, and includes a CD-ROM keyed to the book, with
templates, handouts, PowerPoint slides, resources, and sample goals
and agendas.
CO7007 • $55.00
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Bruce WELLMAN
Bruce (M Ed) is a prominent consultant who has served as a classroom teacher, curriculum coordinator and
staﬀ developer in Oberlin, Ohio and Concord, Massachusetts public schools. He consults with school systems
and professional groups and organisations throughout North America, presenting workshops and courses for
teachers and administrators on the patterns and practices of learning-focused classrooms, learning-focused
conversations for supervisors and mentors, presentation skills and facilitating and developing collaborative
groups. He has been honoured by the Education Writers Association and National Staﬀ Development Council
and has written for numerous publications on organisation and professional development.
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