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A message from Hawker Brownlow Education
We hope that you have found these conference papers and the accompanying 
sessions useful. Please be aware that the contents of these papers are the 
intellectual property of the speaker and no reproduction for any purpose is 
authorised. We urge you to take care of this booklet. Replacement copies will 
not be made available either during or after this conference.
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Making Meetings Matter: 
How to Be Time Eff ective and 
Time Effi  cient
This session expands personal facilitation skills for conducting more productive meetings and work 
sessions with adult groups. It will demonstrate how to eff ectively apply processes to balance task 
focus and enhance relationships among group members, supporting problem-solving, planning 
and decision-making.

Session 1
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1

Making Meetings Matter

 Bruce Wellman Co-Director
MiraVia LLC



3

SESSION 1BRUCE WELLMAN DAY TWO - SUNDAY 31 MAY 2015

© 2015 Hawker Brownlow Education. All rights reserved. BRIBW02

Proceedings of the Hawker Brownlow 12th Annual Thinking and Learning Institute, May 2015

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 Learning-
Focused 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

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

WHILE 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 in-

collective comfort and discomfort related to completing tasks, making decisions, and engaging 

patterns vary, some useful generalizations can help in diagnosing, planning for and supporting 

Our preferences are sources of judgment; consciously or unconsciously, we tend to be drawn to 

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 collabora-

Task – Relationship: Group members’ work style preferences range from a strong focus on task 

task and patience with process cause friction, limit productivity and reduce the group’s ability to 
-
-

Certainty – Ambiguity
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Detail – Big Picture

-

Autonomy – Collaboration -

We have a limited history and limited skills with collaborative examination of teaching and 
-

-
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Self-Assessment as a Group Member: 
Four Dynamical Tensions 

and external social and political pressures, and controversial topics are some of the possible sources of tension that we might 

Task         _________I_________I_________I_________I_________ Relationship

Certainty  _________I_________I_________I_________I_________ Ambiguity

Detail        _________I_________I_________I_________I_________ Big Picture

Autonomy _________I_________I_________I_________I_________ Collaboration

What are some patterns of discomfort to monitor in yourself as a group member? 
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Self-Assessment as a Group Leader: 
Four Dynamical Tensions 

Task         _________I_________I_________I_________I_________ Relationship

Certainty  _________I_________I_________I_________I_________ Ambiguity

Detail        _________I_________I_________I_________I_________ Big Picture

Autonomy _________I_________I_________I_________I_________ Collaboration

What are some patterns of discomfort to monitor in yourself as a group leader? 



8

SESSION 1BRUCE WELLMAN DAY TWO - SUNDAY 31 MAY 2015

© 2015 Hawker Brownlow Education. All rights reserved. BRIBW02

Proceedings of the Hawker Brownlow 12th Annual Thinking and Learning Institute, May 2015

Assessing Your Group: Four Dynamical Tensions 

-

 Task         _________I_________I_________I_________I_________ Relationship

Certainty  _________I_________I_________I_________I_________ Ambiguity

Detail        _________I_________I_________I_________I_________ Big Picture

Autonomy _________I_________I_________I_________I_________ Collaboration

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?
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1. Decide who decides.

3. Develop standards.

4. Design the surround.

Meeting Success Structures

Organizing Principles

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.

organizing values for every group and every meeting.
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Decision Making

Who are we in the 
decision- making process?

Who is affected by this decision? 

Informing, Recommending, Deciding

Who decides?

How will the 

decision-making

process be

communicated?

-- before

-- during

-- and after

the decision

(and to whom)

What decision-
making process

will be used?

How will the decision
be communicated?

Concretely and
Symbolically
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Decide Who Decides

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. Who decides?

 2. Who are we in the decision-making process? (informing, recommending, deciding)

 3. What decision-making process will be used?

 4. 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 deci-

sion 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.

  Decide Who Decides
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• 

• 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

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
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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 

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.

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.

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.

on process and modifying it as needed.
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and be open to change.  The key ingredients are trust and cooperation.

7.  Willingness to learn and practice skills.  Communication, meeting participation, and 

work.

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.

norm of balancing advocacy and inquiry is essential.  Any dissenting voices must be able 

group members can paraphrase and draw matters to a close if only a few voices line up 
on one side of an issue.
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• Develop Standards

Develop Standards

• One Process

• One Topic

• Balance Participation

• Understand and Agree on Roles
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• Engaged Participant

• Facilitator

• Recorder

• Person With Role or Knowledge Authority
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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

• 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
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Facilitator

• Remains neutral to content
 

• 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
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• 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"
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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

Authority

During the Meeting

• 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

 
    
 
 
 
 
  
 

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. 
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 

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.

• Design the Surround
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Principles for Designing the Surround

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

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.
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Semi Circle Sunburst

U Shape Oval

F

F F

<

<

<

<

Tips:

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

Alternatives:

Key:

R     Recorder
F      Facilitator
KA  Knowledge Authority
RA    Role Authority

F



24

SESSION 1BRUCE WELLMAN DAY TWO - SUNDAY 31 MAY 2015

© 2015 Hawker Brownlow Education. All rights reserved. BRIBW02

Proceedings of the Hawker Brownlow 12th Annual Thinking and Learning Institute, May 2015

• 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

• Increases the group's sense of accomplishment

• Makes sophisticated problem-solving methods possible by holding on to information   

• 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
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• Materials

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

• Colors (2 or 3 only!)

  • 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

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

• Visual Thinking Maps
  • List
  • Cluster

Formal Relationships
Forces thought about and analysis of how things 

Cluster

Grouping w/o Structure
Stimulates thinking to make connections

List

Sequence of Ideas
Implies order/priority

• ______________

• ____________
• ____________
• ____________

A

B

C
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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

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

• We were clear about meeting roles .       1 - 2 - 3 - 4 - 5

Design the Surround

• We managed the environment to support our work.     1 - 2 - 3 - 4 - 5

     _______________                            _______________                 _______________
     
  Topic(s)                                               Date                        Group
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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?

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?

Naive Questions
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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?

5. Under what conditions would you be tempted to deviate from these 
communication agreements that we just made?
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If I remember to . . . 

Then I’ll be able to . . . 

If…   Then…



30

SESSION 1BRUCE WELLMAN DAY TWO - SUNDAY 31 MAY 2015

© 2015 Hawker Brownlow Education. All rights reserved. BRIBW02

Proceedings of the Hawker Brownlow 12th Annual Thinking and Learning Institute, May 2015

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.

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

Session 2
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The Adaptive School: Developing and Facilitating Collaborative Groups, Center for Adaptive Schools

The Adaptive School

Developing and Facilitating

Collaborative Groups

Developed by

Robert Garmston
Bruce Wellman

Center for Adaptive Schools
www.adaptiveschools.com
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The Adaptive School

Developing and Facilitating

Collaborative Groups

Developed
 by

Robert Garmston

Bruce Wellman

Selected illustrations by Michael Buckley
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Adaptive Schools

Twin Goals
Developing 
Professional
Capacities

Developing 
Organizational

Capacities

Five Energy Sources

Flexibilty

Consciousness

Craftsmanship

Interdependence

Four Group Member 
Capabilities

Four Hats of Shared 
Leadership

Coaching

Consulting

Presenting

Facilitating

To know one's 
intentions and choose 
congruent behaviors

To set aside 
unproductive 
patterns of listening, 
responding and 
inquiring

To know when to self-
assert and when to 
integrate

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

Which require

Seven Norms of 
Collaboration

Strategies and
Moves

Maps and
Lenses

Ways of Talking

Meeting Success 
Structures

Six Domains of Group 
Development

Collective Responsibility for Student Learning
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The Adaptive School: Developing and Facilitating Collaborative Groups , Center for Adaptive Schools

Professional Community
• Compelling purpose; shared standards; academic focus

• 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

Adaptive Schools

• Adaptive: changing form, clarifying identity

• Dynamical principles: 
- More data do not lead to better predictions

- 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

Adaptive Schools and Professional Community
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-

1. Compelling purpose; shared standards; academic focus

-

Elements of Professional Community
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3. Collaborative Culture

4. Communal application of effective teaching practices; deprivatized practice

  

5. Relational trust in each other, students and parents.
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6. Individual and group learning based on on-going assessment and feedback
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Ways of Talking

Conversation

Deliberation

Dialogue Discussion

• -------
• -------

Monitoring

process

Outcome

Monitoring

process

Outcome

Behaviors

Professional Community
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Ways of Talking 

                     “In order to have a conversation with someone you must reveal yourself.”

                                                                                        --- James Baldwin
  

Conversation and Deliberation

deliberare
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The Path of Dialogue

dialogos Dia 
logos
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Monitoring Dialogue

Self

Process



45

SESSION 2BRUCE WELLMAN DAY TWO - SUNDAY 31 MAY 2015

© 2015 Hawker Brownlow Education. All rights reserved. BRIBW02

Proceedings of the Hawker Brownlow 12th Annual Thinking and Learning Institute, May 2015

Whole

Understanding as the Outcome

The Path of Discussion
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Monitoring Discussion

Self

egocentric
allocentric 

macrocentric

Process
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Details

Decision as the Outcome
decidere

Professional Community
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The Seven Norms of Collaborative Work

Pausing:

Paraphrasing: 

Posing questions:

Putting ideas on the table:

Providing data:

Paying attention to self and others:

Presuming positive intentions:
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Norms Inventory

1. Pausing

 

                                                                                

 

 

2. Paraphrasing

 

 

 

3. Posing Questions
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. Putting Ideas on the Table and Pulling Them Off

 

 

 

5. Providing Data to Structure Conversations

 

 

 

6. Paying Attention to Self and Others

 

 

               

7. Presuming Positive Intentions
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Norms Inventory
Rating Our Perceptions of Our Group

1. Pausing

 

                                                                                

 

 

2. Paraphrasing

 

 

 

3. Posing Questions
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. Putting Ideas on the Table and Pulling Them Off

 

 

 

5. Providing Data to Structure Conversations

 

 

 

6. Paying Attention to Self and Others

 

 

                

7. Presuming Positive Intentions
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Personal Seven Norms Assessment 
1. Pausing to allow time for thought

 

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

 

3. Posing questions to reveal and extend thinking

 

4. Putting ideas on the table

 

5. Providing data to structure conversations

 

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

 

7. Presuming positive intentions to support nonjudgmental atmosphere
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Group Seven Norms Assessment 

1. Pausing to allow time for thought

 

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

 

3. Posing questions to reveal and extend thinking

 

4. Putting ideas on the table

 

5. Providing data to structure conversations

 

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

 

7. Presuming positive intentions to support nonjudgmental atmosphere
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Learning Partners
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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. 

Session 3
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Got Data? 
Now What?

Laura Lipton
236 Lucy's Lane
Charlotte, VT 05445 USA
802-425-6483 Voice
802-329-2341Fax
Lelipton@miravia.com

Bruce Wellman
229 Colyer Road
Guilford, VT 05301 USA
802-257-4892 Voice
802-257-2403 Fax
Bwellman@miravia.com
http://twitter.com/brucewellman

Developed by
Laura Lipton and Bruce Wellman

Co-Directors, MiraVa, LLC

Creating and Leading Cultures of Inquiry
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2 Got Data? Now What? • Copyright  2015  • Bruce Wellman & Laura Lipton, MiraVia LLC  •  All rights reserved

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.

Three Common Dilemmas

• Committee without community

• Time without tools

• Data without deliberation 
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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 

group member interaction in three phases.

Phase 1: Activating and Engaging

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.  

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.

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.
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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.

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 

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 

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.

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. 
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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 

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 

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 

deeper factors or root causes of the data emerge.

elaborate the nuances of the theory.  For example, a sixth grade team working with an expository writing 

for teaching expository writing.  A subset of teachers from the team could then gather further data to 

team’s action planning.

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.
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Tips for Success

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. 

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

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

Your own

The group's
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Theories of Causation

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

Observation:

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

1. 

2. 

3.

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

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. 

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 

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 year-

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 

solutions.  The “extra” time required to search for and clarify the root causes of problems is time well spent.
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1. Identify something in your own work setting that you are interested in knowing more about.  
           

 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?

Choosing Which Data to Collect

Got Data? Now What? ©2012 Solution Tree Press • solution-tree.com
Visit go.solution-tree.com/teams to download this page

page 1 of 2



70

SESSION 3BRUCE WELLMAN DAY TWO - SUNDAY 31 MAY 2015

© 2015 Hawker Brownlow Education. All rights reserved. BRIBW02

Proceedings of the Hawker Brownlow 12th Annual Thinking and Learning Institute, May 2015

 Got Data? Now What? • Copyright  2015  • Bruce Wellman & Laura Lipton, MiraVia LLC  •  All rights reserved 13

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.

 

  •

 

   •

  •
 

Got Data? Now What? ©2012 Solution Tree Press • solution-tree.com
Visit go.solution-tree.com/teams to download this page
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Sources of Data 

Student 
Performance   
Data      

  DATA

Program Data

  

Community Data

  QUANTITATIVE   QUALITATIVE

standardized tests, exams, classroom-
based tests

Number of students receiving special 
services

Report card grades

Graduation rates

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

Percentage of retentions or 
advancements

Student portfolios and work products

Videos of student work and 
performances

Exhibitions

Student surveys

Student journals and learning logs

Observational records, anecdotal 
records, running records, checklists

Student interviews

Teacher-student ratios

Number of students enrolled in various 
programs

Teacher and administrator education 
statistics

Teacher participation in professional 
development

Budget and resource allocations

Data on family demographics: average 
income, percentage of single-parent 
families, percentage of two-income 
households

Number of school and business and 
industry partnerships

Employment rate; employment sectors 
in the area

Videos of special events, classrooms 
and hallways.

Meeting agendas, nimuts and memos

Teacher a administrator portfolios

Artifacts like awards, and photos of 
bulletin boards

Staff interviews

Workshop and training program agendas 
and evaluations

Bulletins and newsletters

Focus-group data

Opinion surveys

Interviews with parents and community 
members

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

Structuring Decisions

• Starting the conversation

• Structuring the conversation

• Sustaining thinking in the conversation

 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.

S
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.

Crafting the Container
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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.

Got Data? Now What? • Copyright  2015  • Bruce Wellman & Laura Lipton, MiraVia LLC  •  All rights reserved
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How Teachers Can Turn Data into Action
Daniel Venables • 9781760012748

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 award-

winning 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 

fi ne-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 • $27.95114007 • $27.95

Got Data? Now What?
Bruce Wellman, Laura Lipton • 9781743303344

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 refl ection. 

SOT3344 • $25.95SOT3344 • $25.95

Putting FACES on the Data:
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 self-

assessment 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 • $27.95CO1180 • $27.95

The Data Coach’s Guide to Improving 
Learning for All Students
Nanacy Love, Katherine Stiles, Susan Mundry, Kathryn DiRanna • 

9781743307007

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 benefi ts 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 • $55.00CO7007 • $55.00

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 fi ve 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 • $44.95CFAS5053 • $44.95



Do you want to know all about the latest professional development events in your area? Be the fi rst to fi nd out about new releases from world-renowned 

and local authors with the HBE e-newsletter! Upcoming titles will feature authentic assessment and digital media, along with a strong focus on success 

in mathematics and literacy. Sign up to our FREE e-newsletter at www.hbe.com.au.

To place an order, request a catalogue or fi nd out more about our resources:
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1800 334 603

(03) 8558 2444
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1800 150 445

(03) 8558 2400
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www.hbe.com.au
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Hawker Brownlow Education
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Online ‘On Account’ ordering now available!

If you have a pre-existing account with Hawker Brownlow Education, you can now order online and pay using that account.

Yes, I would like to receive emails from Hawker Brownlow Education about 
future workshops, conferences and the latest publications.

Attention ...................................................... Order Number ..................
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Country  ................................................................................................
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• Prices are quoted in Australian dollars ($AUD) and include GST

• All prices are subject to change without notice.

•  For New Zealand customers, at the time of invoice, we will convert the amount into New Zealand dollars ($NZD) so 

that you can pay by cheque or credit card in New Zealand dollars ($NZD).

• Full money-back guarantee.

•  We do realise it is diffi cult to order sight unseen. To assist you in your selection, please visit our website <www.

hbe.com.au>. Go to ‘Browse Books’ and most titles will give you the option to view the fi rst few pages of the book. 

Click ‘View Contents’ on your selected book page.

•  We will supply our books on approval, and if they do not suit your requirements we will accept undamaged returns 

for full credit or refund.  Posters are for fi rm sale only and will not be sent on approval.  Please be aware that 

delivery and return postage is the responsibility of the customer.

•  Freight costs are determined at Australia Post rates, with a minimum delivery charge of $9.50 within Australia and 

$15.00 for New Zealand for each order.

• Please provide your street address for delivery purposes.

Qty Code Title Price

CFAS5053 Adaptive Schools Foundation Seminar Learning Guide $44.95

114007 How Teachers Can Turn Data into Action $27.95

SOT3344 Got Data? Now What? $25.95

CO1180 Putting FACES on the Data $27.95

CO7007 The Data Coach’s Guide to Improving Learning for All Students $55.00

Total (plus freight) $

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.

 


