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FORWARD

The limits to our ability to nisi.- student pertOrmance in the schools as they ace cur-

rently structured were unintentionally set almost one hundred years ago. The founders

of public education believed the intelligence and ability of each child Was fixed by

nature. In an age of muse!: and machines, sorting out the most gifted, the top ten per-

cent. for high school graduation worked. We have learned a lot since then and to say

the world has changed would be an understatement.

To break through those limits we must design Championship Schools: schools that

prepare all children to flourish in the information age. We must systematically and per-

sistently apply the correct tools to install a world class curriculum, diversify instruction-

al practices. and create more (-fleetly(' assessment systems. To accomplish this it is neces-

sary to build community support for the vision and transform the relationships among

students, parents, teachers and administrators. All this can be done, but the scale of the

task has often been misjudged and the wrong tools have been used.

This paper Was written by practitioners and is therefore more than a description of a

Championship School. It reflects a practitioneCs point of view and special needs.

Educational leaders work in a rough and rumble world tilled with legal mandate.,

volatile community members, special interest groups, professionals who often feel dis-

honored 1w criticism, and a deeply entrenched culture that defies the logic of instruc-

tional planners.

It is our purpose here to introduce some of the conceptual and practical tools need-
ed by educational leaders to take the massive, focused, congruent actions necessary to

build Championship Schools. We have placed the focus upon redesigning the organiza-
tional structure of the schools, building community support and helping insiders
through the transition.

We believe instructional technology is a wild card in the process of educational

change and promises to make a dramatic dill-eft-nee in student performance. We have
chosen to Likens', that role at another time.

Franklin Cordell and 'Human- Waters
(1reelev. Colorado, October, 1993
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EXECUTIVE SUMMARY
If we are to improve and modernize the performance of public school graduates. we

must realign policies. practices and procedures with new principles and purposes so that

teachers are empowered to [each more effectively and students are empowered to learn

new skills at a higher rate. But policies, practices and procedures are embedded in cultural,

organizational and legal structures that resist change in a number of interesting ways.

The solution to this problem is to help leaders conceptualize the needed change in
terms of new organizational purposes and principles: to translate these into new policies.
practices and procedures: then provide the practical tools needed to change large organiza-
tions with dwindling resources in the public arena.

The authors first conceptually frame school restructuring and then break the project

into seven design tasks. They then provide an analysis of and envision the conditions as

the".vmdd be upon successful completion of each task. The authors then describe the

tools and strategies needed by leadership to effect the change. Finally, they develop an

example of structured communication processes used to assist people through the

transition.

7
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PART 1 INTRODUCTION
After doing an analysis of the research on student performance, 13enjamin Bloom

and his team of researchers noted that students being tutored perform two standard

deviations higher than the same or similar students being taught in a classroom using

traditional group instruction. Two standard deviations higher IlleallS that the average

tutored student pc:riorinc..d at the ninety-seventh percentile of students being taught

using group instruction. Since we cannot tutor all students lie asked, how might we

make group instruction tutorial-like? 13y reviewing the research, Bloom and his col-

leagues found Six possible combinations of educational innovations that might be solu-

tions to the problem.

13ut practitioners find a disparity between the possibilities of research and realities of

practice. limastery teaching yields a whole standard deviation of improvement in an

experimental situation. it yields far less in practice. One of the most compelling expla-

nations for the disparity is that our system was designed to educate the most talented

students and was not designed to educate Al students to succeed Hi .1 complex 1111.01-111.1-

tioll society. The current matrix of policies. practices and processes frustrates the full

implementation of any instructional innovation.

The frustration practitioners experience in the implementation of instructional

innovations exemplifies an important distension of the problem. Both educators and

students in the traditional system have inherited policies and practices built around the

expectation that a fairly large percentage of students will fail. This is rationalized statis-

tically by the concept of normal distribution and entrenched in standardized tests. The

grading, reporting and promotion of students based upon ranking further solidifies the

system. The prophesy of failure is often fulfilled through its own destructive chemistry.

and each year students are passed on to the next level without the cognitive preparation

they need for success. Failure breeds further 111111.11-e and students become discouraged,

frustrated and angry with themselves or with the schools.

This results in perhaps the single most destructive chain of events in the whole sys-

tem. Each year three million teachers across North American start the year with an

enormous disadvantage. They face , diversity in student readiness that is unmanageable

in group instruction. They also face :t massive reservoir of student frustration and defeat

that makes teaching and lei,rning extremely difficult. leachers waste massive amounts of

time reviewing, managing discipline ploblems, counseling, and trying to motivate the

successful student who is bored by the Imo: of instruction. They try to build student

confidence and self-concept while the system breeds frustration and self contempt by

sorting and ranking them. -Irvin,: to implement an instructional innovation is very dif-

ficult in this situation.

The Cause orall thls111d the rs ntrdv, is 0111 of the hands of iidividual teachers and

beyond their reach because it is a ti'l/IN problem. The system must be restructured to

eliminate the policies and practices that hunt student motivation and cause defeat. .1 he
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controls needed to change the sVSteill, .111C1 the tools to work them, are broadly dispersed
throughout the system. Leaders have to complete seven design tasks to recreate the system
and solve the problem.

Because the educational establishment is stratified and departmentalized, attempts to

find solutions often fracture into many small efforts. Each group approaches their part of
the beast with energy and intelligence, but their attempts have limited success. It is like
replacing all the parts of a car with new parts: you get a "new car, but even if the parts
are redesigned and upgraded. the overall design and limitations remain the same. So we
have to restructure the system.

TWO APPROACHES TO RESTRUCTURING
Studies of the approaches of improving schools in North America reveal two grand

strategies. The first is the "new school" strategy. This approach creates a special opportu-
nity zone, designs a new school within a larger system and invites parent:: to volunteer to
send their children. Designers using this approach bypass many of the barriers that plague
organizational change: barriers such as the frustrating matrix of regulations and mandates.

the lock step compensation and work rules entrenched in negotiated master agreements
and the conflicting expectaticns of diverse interest groups. Laboratory schools, charter
schools, magnet schools and most recently the Edison Project schools all exemplify this
approach to change. This strategy has two major phases. The first is the creation of the
opportunity zone and the design of the school. The second phase involves the dissemina-

tion of the lessons learned back to the s ,eni as a whole.

The second grand strategy is to transform a complete system by implanting new poli-

cies. practices and procedures based upon a new purpose and set of principles.

Infusing new curriculum and instructional practices. adopting efl-ective schools processes,

hiring new teaching talent. selecting new management styles, decentralizing decision
making, infusing accountability processes, and adopting outcomes-based principles and
practices all exemplify the second grand strategy. Building Championship Schools is

comprehensive systems approach to transformation. No special opportunity zone is creat-

ed in this approach. The great advantage is that no dissemination is needed since the

changes are district-wide from the beginning.

It is a mistake to use one or the other of 6.:se grand strategies to the exclusion of the
other. There arc advantages and disadvantages to both approaches and both are useful. The
new schools strategy will design, test and demonstrate new policies, practices and proce-

dures. That is very valuable. To achieve the results sought, however, those successes must

be infused back into the syStelll as a whole. Thin is tantamount to the use of the second
grand strategy, that of transtbrmation and transition. Ultimately all schools need to be
redesigned to become Championship Schools.

9
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IMAGINE THE BENEFITS OF THE
CHAMPIONSHIP SCHOOL

The benefits of the Championship School are best realized in the lives of its students
and graduates. They become happy, healthy and productive adults because they enjoy
high levels of competence in their personal, creative and working lives.

Students are constantly challenged and supported in their learning. The instructional
team of several teachers provides a diverse instructional program aimed at their unique
needs and learning styles. The team provides expanded learning opportunities as a safe-
ty net to keep students from falling discouragingly behind. And while they experience
discouragement trout time to time, because their majority experience is success in
school, they never experience the devastation of continuing defeat. They see them-
selves connected to others in positive and challenging ways because they learn the
complex skills needed to be a productive team player. Because they work in a nurturing
and challenging environment and are appropriately coached, they develop an optimistic
explanatory style that causes them to be happy, healthy and productive.

Graduates are competitive, resilient and versatile in the world of work because they
have mastered a broad range of academic skills plus thee know how to manage and
apply information to complex decision making and problem solving. They have mas-
tered all of the ream skills needed in the modern workplace since they learn to work
collaboratively in the classroom as team members and team leaders. They develop high
levels of personal responsibility because they learn in a challenging environment. They
become comfortable with the technology of the information age because it is used as a
productivitT tool in the instructional program.

Students participate in creative and expressive activities through music, the arts and
physical education and sports. Underlying all of these activities is the belief that the
schools should develop the creative capacities of all students by engaging them in the

great works of mankind. The instructional staff understands that self discipline, confi-
dence and responsibility are best developed in the arena of artistic and physical
performance.

In a secondary way the Championship School benefits its teachers, administrators,
parents and community members. The Championship School is a community in its
most positive incarnation where people build long term relationships and can trust one
another.

Because the staff is committed to success for all, the anger and frustration that nor-
mally attends learning in a traditional school simply does not exist. Because they are

supported through the creative use of time. students achieve minimum competencies in
each unit of instruction before moving on. Students come to class ready and able to
learn and and challenged at a manageable level to experience success.

The best schools in the world are Championship Schools. This paper is about trans-

forming public schools into Championship Schools.

I0
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BUILDING LEADERSHIP AT MANY LEVELS
In a Championship School. leadership is broadly shared among board members, central

office staff, building level leaders and teachers. Leadership skill in the Championship

School is constantly developed through training, coaching and teaming.

We are a society at risk, and millions of students fall beneath their potential to become
happy, healthy and productive adults. But the current system with all its problems is

entrenched in an educational culture with the ways, belief systems and specialized lan-
guage of any other culture. And like any culture, people within it Feel secure in a matrix
of ways and beliefs and find it difficult to envision things being different or more effective.

While We have had a "wake up call,- a demand for better results, it will be difficult for
most of us to Cully envision the new system. so we must place a continuing effort upon

designing a system that realizes human potential.

Most educational leaders were trained in an academic discipline and in curriculum and

instructional practices but not in organizational development. To build the will and capac-
ity needed to persist in this difficult effort, leaders need to understand the processes that
transform organizations. Leaders must feel that they have the tools to redesign the schools
and to manage the people problems that attend the transformation of the organization.

Empowerment flows from ownership. Experience in many districts demonstrates that
teachers, administrators and students are Far more productive when they feel successful and

when they believe that their success is a product of their caring, creativity and effort. In

Championship Schools. everyone feels a high level of ownership in their work.

WHERE TO BEGIN

This paper will describe steps to be taken to redesign schools to become increasingly
creative and productive organizations. The reader would be well advised, however, to
remember that the process of redesigning and then transforming a school or school system
is not a linear and sequential one. While the concepts, strategies and processes are present-
ed in a sequential manner, the process of actually transtbrming a system, be it a school or

an entire school district, is a lot like trying to swallow an elephant. The elephant can only
be swallowed One bite at a time. There are many places one can start and many different
strategies that can be used. One must start somewhere, however, and having an under-
standing of what one must know, be able to do and be like in order to finish the job
should be helpful. What is important is to start. This paper is ()tiered as a way to help
those start who have yet to and to help those finish who have discovered the true size of

the beast.

INCREMENTAL OR FUNDAMENTAL CH NGE?
Any initiatke directed toward substantially increasing the productivity and Creativity of

a school or school district must start by answering questions about the current system. Is
the system one that can be adjusted or "timed up" to the point where it is as productive as

THE CENTER FOR PEAK PERFORMIN . b CHOOLS
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it needs to be? is it a system that is fundamentally clear regarding its purpose, organized
around sound principles that are consistent with its purpose, supporting processes that
are an extension of those principles, developing policies that create practice to support
programs and procedures? If the answer to these questions is yes, then it is likely that

efforts can he directed to developing new or modified programs and procedures. It

would be appropriate to adopt an incremental change strategy.

The incremental strategy is one that addresses only the fringes or outer layers of the
system. An incremental strategy is appropriate when a system is sound and healthy and
needs only tine tuning. When one or two ideas at a time will create the kind of incre-
mental improvement necessary to keep it as productive and creative as it needs to be to

prosper. If, on the other hand, a judgment is made that there is not clarity on the pur-
pose of the system, or, more importantly it is concluded that the purpose needs to
change. then a fundamental change strategy is required. It is a fundamental change
%Olen the purpose or mission of the system changes. A Fundamental change requires

that every level of the system be addressed simultaneously if the change effort is to
succeed.

A fundamental change strategy requires that as purpose is redefined. so must the
principles upon which the system is organized be redefined. New principles will only
serve a new purpose if the appropriate processes are introduced into and nurtured in
the system. New processes will require the development of new policies. New policies
will drive new practices which have the potential to make new programs and proce-

dures maximally effective.

Why is this important? 13ecause significant, substantial, sustainable improvement will

only occur in American public education when a fundamental change strategy directed

toward system change is designed and implemented.

COMPLEX SYSTEMS

All systems are designed with a purpose. They resist attempts to change them. In
tact, the system will push back just as hard against attempts to change it as there is pres-
sure applied in a change effort. The fundamental change strategy addresses every level

or dimension of the system simultaneously so that efforts applied in one area or at one
level support and enhance the efforts being made at all other levels.

The assumption that underlies this paper is that the American system of public edu-
cation was developed %yid] a purpose. The purpose was to educate sonic (maybe even

most) of the children well for multiple choices at the time of high school graduation.

The purpose was not to educate all children well for multiple choices at the point of
high school graduation. In fact it was not designed so all would graduate. much less
have multiple choices available to them as graduates. Its purpose was to sort out those

who were easiest to teach given the limitations of the system and prepare them to have
and exercise their options at the time of graduation, such as gonq:, on to college, into

the military or into the work force.

12
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For a decade. the nation has been engaged in a debate over of school reform. There has
been an assumption underlying that debate that the purpose of the system should he to

effectively educate all of America's children. The sy:.tem's purpose should be to prepare all
of them for productive lives in the rapidly changing, highly technical, challenging world
of the 2Ist century. The demographics of the nation are clear that to do less would rele-
gate the United Stares to something akin to third world status by sometime early in the
2 I st century.

If one holds the view that the system is bz:sicall sound and only needs tine tuning,
then incremental change strategies should be selected and the rest of this paper should be
disregarded. If the view is one that sees the purpose of the system as needing to change or
if a decision has already been made to adopt a new mission that redefines the constituency
to educate all children well, then designing and implementing a fundamental change strat-
egy is required. The decision to do so makes becoming clear on the importance of orga-
nizing principles essential.

TRADITIONAL ORGANIZING PRINCIPLES

The American system of public education was developed with ,1 purpose. The system

also has organizing principles that are consistent with the purpose or educating some of the
children. The principles upon which the system was established were:

Teaching and Teacher Centered

Rugged Individualism

Natural Selection

Mass Production; and as a result of court action in the I 95D's

Equal Opportunity

These should be of no surprise when one considers the time in American history when
the system was initially developed. They are. in many ways, the same principles upon
which other American institutions, especially the manufacturing and other industrial age
systems. were established. They arc the same principles upon which much of American
society was established. They are principles that have largely been taken for granted and

remained unexamined in terms of their influence on the processes, policies and practices
present in school systems and other systems.

These principles created processes of organizational design. management. supervision.

training, resource allocation, scheduling, planning, measuring and communicating that are
seen in schools and school systems everywhere today. These principles and processes man-

ifest themselves as hierarchical organizations that create isolation, loneliness. unhealthy

forms of competition, failure. command and control systems, short term thinking and
normative and comparative measurement and evaluation.

They have driven the development of an edu,ational s:stem more focused on the needs
of adults than children. They have driven a system more focused on teaching than learn-

13
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ing, on compliance than thinking. on control than performance and production, on
going through prescribed motions and remediatiop than quality process, on giving
everyone the Name chance than assuring that there he high levels of achievement for all
children, on creating hurdles than eliminating hurdles, on setting standards and only

expecting 70'!16 of the children to exceed than setting standards and expecting that all

children meet the standard.

The principles and practices created in the traditional school produce a performance

profile reflected in the bell shaped or -normal" curve. Further, the technical, organiza-
tional and human or personal dimensions of the system take on the characteristics
shown in figure I.

14
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Instruction is content centered and
derstrunentali7ed
Perf(Prmance and content
01 Iteetille's are not articulated

Standards .ere high, Nat expecta-
tions are lov:
Assessment, are ,tandardized and
use rankings
Assessments do not inform
instruction
1 )ata is not delivered in real time
Students are not self-directing
Quality and equity level, arc
stagnant

Student performance is "normally"
distributed
1 tine is a constant

Chronically discouraged student,
always present
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Productuln
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PERSONAL

Staff is anxious about change
New policies and practice-; are not
yet implemented
Ownership and involvement are
low
Stift. is activity and role oriented
Morale and energy are lose
Policies and practices are
disempowering
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Policies, practice, and
procedures are aligned to sorting
and ranking
I ii ,h departmemali7ation and
compartmentalization
Heavy reliance on remediatiou
Improvement effort. ,tratitied
Individuals design practices and
procedures in relative iNcLition
Eftbrts are product-focused
Fitunan services are li-agmented
Service providers role is defined by
the prole,sion
No on-going redesign efforts exist
Strategic direction changes when
lead:rship changes

lee opinion leaders are not part Of
planning
Well planned and integrated com-
munication strategy Is absent
Community alternately demand
then resist change
No strategic communications
briefings are offered for key
opinion leader.
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NEW ORGANIZING PRINCIPLES

There is a new set of powerful organizing principles upon which the system must be
based if there is to be any chance of successtially aligning processes. policies and prac-

tices with the purpose of effectively educating all children well in Championship

Schools. The new principles arc:

Learner Centered

Learning Centered

Quality with Equity

High Standards with High Expectation.

Mass personalization

Each of these principles require explanation.

LEARNER CENTERED

Unlike a (actory, the raw material of schools plays a conscious role in the success of
the enterprise. Students control the conditions of learning. When students are chal-
lenged and successtbily meet the challenge, they feel good. Success breeds success.
V.'hen a student's experience is do/Hi/tared by failbre, not just the daily setbacks that

everyone must learn to live with, he/she often feels discouraged and defeated. The
defeated student creates special challenges to teachers and counselors. Championship

schools challenge and nurture students as needed and provide the time and learning
conditions students need to succeed.

The principle of Learner Centered schools and school systems creates focus on

learners (primarily children) and their needs rather than teaching, teachers and the
needs of the adults who run the system. There are twelve Learner-centered psychologi-
cal principles that take into consideration the learning process and the psychological
factors that are internal to the learner. These principles are endorsed and supported by
the American Psychological Association and the Mid-continent Regional Educational
Laboratory. They are described in the nublication "Learner-Centered psychological

principles: Guidelines for school redesign and relorm- available from McREl..
Learner-Centered schools use these psychological principles in designing curriculum,
delivering instruction, assessment and in decisions about grading and advancement.

LEARNING CENTERED

The second principle required to drive new processes, policies and practices in the

Championship School is that of Learning-Centered schools are
extraordinarily clear about what is to be learned by the time students leave the system
and how that learning is benchmarked down through the system. They have agreed
upon formally adopted skills, abilities and concepts that students must master 1w the

THE CENTER FOR PEAK SCHOOLS
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time they leave school. Standards have been established for those results with quality

assessment strategies and instruments developed and used to assure that standards have

been met.

Assessment in the Championship School is aligned with the learning, results adopted,
provides real-time information For teachers and is consistent with the Learner Centered

principles. The assessment process captures the best work of students and creates success

experiences. It engages students in the assessment of their own learning and performance.
Championship Schools, implementing practices consistent with the principle of Learning-
Centered. avoid the overuse, misuse and abuse of norm referenced assessments and assess-

ment data.

Championship schools are less concerned about activities and assignments as a measure

of learning than about what students know and are able to do as evidence that the ends of
the system are being achieved. They are tightly coupled on results and loosely coupled on

the means for achieving them so long as the means are consistent with the Learner-
Centered principles.

The work that students are asked to do in the Championship School and the learning
that results from it is meaningfid and relevant. Neither students nor teachers are asked or
expected to engage in meaningless or irrelevant work or tasks.

Learning-Centered school systems not only identify the skills and competencies to be
demonstrated by the time students leave the system but they identify the expected approx-
imations of those skills or competencies for students and teachers by the time they leave
the primary level, intermediate level, middle level and secondary level of the system. They

-benchmark" the skills or competencies with appropriate and relevant standards so that

students, parents and teachers all know that a quality process is leading to early and consis-
tent learning.

QUALITY AND EQUITY
Championship Schools are committed to Quality with Equity. They measure quality

through the levels of achievement demonstrated by their students. Equity is measured by
the degree to which quality learning is demonstrated by all members of the student popu-
lation. Equity is measured through the disaggregation of student achievement and other

data to reveal the effect that the school is having on all members of the student popula-

tion.

The principle of Quality with Equity will result in practices that differentiate or expand
opportunities based on the needs of the learner. This differentiation will start early with
quality preschool options and direct the use of compensatory and other resources to assure
that young children master those requisite skills and competencies that will be essential to

successful life long learning.

17
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HIGH STANDARDS WITH HIGH EXPECTATIONS

The fourth principle of the Championship school is High Standards \vith High
Expectations. This simply means that regardless of how high standards are set, the

school and those \\IR) teach and learn in it expect that all the students in the school
%%All meet or exceed the standards that are set.

The principle of High Standards \vith High Expectations will result in schools that

are characterized by work and assignments for students that arc interesting, relevant Iam.

meaningful. Teachers arc thoughtful about the kind of work students are asked to do.
When students have questions about why they are being asked to do it there are always
answers that link the \vork and learning, to xvhat is meaningful and relevant to their
lives. Teachers provide feedback to students on their work as they would if they were

coaches. In Championship Schools teachers see themselves as the coaches of learners
and facilitators of the learning process. Students are part of the process of assessing their
own work and learning so, like the athlete. they can be actively invoked in judging the
quality of their own performance.

Schools committed to the principle of High Standards with High Expectations set
clear criteria for assessing, and evaluating student work. Students are responsible for

evaluating their work against this criteria with the knowledge that if it isn't quality it
isn't finished. Grades are not awarded until quality performance is demonstrated.

Quality performance or work receives high marks or good grades.

MASS PERSONALIZATION

The fifth principle, the one that results in the processes required to support the first
four principles and the practices they create, is Mass Personalization. It is the personal-

izing of schools and school systems On economies of scale.

Schools have historically been places where both children and adults work in relative

isolation. They have often times been lonely, fragmented places. In Championship
Schools this is not true. Championship Schools build inclusive and supportive environ-

ments in which All children and adults feel a sense of belonging. In Championship

Schools both adults and children work in teams. Supervision of both children and
adults is based on a commitment to coaching for success and mastery. Relationships Are

based on confidence and commitment rather than traditional command and control.

These principles create practices that produce a very different performance profile
than the bell shaped curve. They produce a performance profile more reflective of the

"S- or curve and the characteristics seen in figure 2.

18
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Instruction is both learner and learning
centered
Expectations are high for all
students
Significant perfirmance and content
outC0incs are identified and in place
Standards are well articulated and
aligned with curriculum
PortOrmance assessment system is being
used
Assessments align \vith
curriculum and instruction
A:sc.:mem: yield usefill instructional
data in real time
Students perflirm at or ahoy e st.111dArd,
at transition points
Students are becommr self-direeted
Quality and equity are increasing
Student motivation o running high
Many instructional innovations are
being used

THE

STUDENT

Figure 2

PERFORMANCE

Championship School

Learner Cenicred
earning ( :entered

Quality and Equity
High Standards %vitli High Expei

Pcrsonabation

-7

C
I'll Z SONAL

Stalfbas come through the
transition to empowerment
New policies and practices are
hemg used with success
Ownership and involvement arc
111,..11

Results orientation is high
Grieving process is complete
Participation in quality
processes is high
Policies align with
empinverment processes

CENTER FOR PEAK

Policies. practices, and procedures are
alirned to the surer:. -tor -all
purpose
Qualit process - get it right the first
time is in place
Teacher and .idininistrators TCCeiye

data they need to verily quality
process
Continuous inirrOvement process is
in place
Cm:: functional teams are designing
new practices and procedure;
Efforts are customer-focused
Flunian services are aligned
Service provider: are members of cross
functional teams
There is on-going redesign through
strategic planning and monitoring
The strategic direction is well defined
and institutionalized

Key opinion leaders are identified
Key opinion leaders have
relationship with leaders
Key opinion leaders support the
need for change. and :cc the
benefit;
Communication strategy is in place
Community involvement and sup-
port are high
Periodic strategic briefings are held
for key opinion leaders
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CONTRASTING PRINCIPLES
The contrast between the organizing principles of the traditional s.tem and the

Championship system are seen in figure 3.

Figure 3

TRADITIONAL SCHOOLS CHAMPIONSHIP SCHOOLS

Mass Production as the Mass Personalization as the
Organizational Model Organizational Model

1X'ork is broken into simple tasks for Work is .11 complex process
untrained workers for professional workers

.training is limited to need to kno\\ Training is continuous in learning
organization

1 licrarchical structure of expertise
and authority

Flattened organization with shared
expertise and authority

Behavioral assessment of-workers k Selrassessment, coaching and team
expert supervisor work

\Vorker are alienated by meaningless Workers rind meaning in work. see it as
tasks, ind have little pride and ownership flowing from their skill and creativity
m their work

Instruction for the Rugged Instruction Learner Centered
Individualist

Tice strong survive and thrive through
competition

People 'can, complex survival skills

I he learner is strengthened by chalk:IT,: 1 he learner is strengthened by learning
and adversity self-monitoring skills. optimistic

eplanatory style and learning skills

.1 he learner is motivated by the urge
to triumph over others

l he learner is motivated by vision and
the natural joy of learning

Students ane most otter isolated from Learners often engage in cooperative
one another learning activities
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Natural Selection through P.' High Standards with High
Competition Expectations

Ability is a fixed quality in each individual Ability is variable and learnable

High standards with low expectations Self-esteem, social development and
acceptance contribute to motivation

Grading and reporting based on A, 13. C, Grading, learning and performance are
F ranking criteria based

instruction seen as delivery olinformation instruction seen as idiosyncratic
construction of knowledge

Teaching Centered Classrooms Learning Centered Classrooms

Mastery of information and basic skills
is the goal of instruction

Curriculum is organized Amu nd the
structure of disciplines

Information, hence knowledge, is best
organized by discipline

Assessment is for ranking students more
than for providing information on learning

Students advance when teaching is done

Teachinng is done when time runs out

Graduate's ability to become happy,
healthy and productive in today's world
is the goal

Curriculum is organized around
meaningful outcomes and enabler, that
are bench marked at levels within the
systein

Knowledge is created by the knower
out of experiences and past knowledge

Performance assessments inform
instruction

Students advance when they have
mastered minimum competencies tOr
future success

Time varies depending on learning rate

When content is covered, teaching is done When competencies are learned,
teaching is done

The focus is upon teacher behavior and
activities

The focus is upon learning and the
behavior of students
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Equal Opportunity for All

Assumes rugged individualism

Requires equal treatment of all students

Equal time given for each student/lesson

Opportunities are the same and results
vary xvidelv

Focus is upon mean or average
achievement of the whole population

Quality and Equity

Recognizes the need and possibility of
a better world through educational
success for all

Differential treatment based upon
learning needs
Expanded learning opportunities
provided up to 111111111111111 competencies

Compensatory efforts reduce variance
in achievement

Achievement data is disaggregate to
ensure that all meet standards

THE TRANSFORMATION AND THE TRANSITION IT CREATES

With the leadership of the exodus from Egypt, Moses created a metaphor for all
transition managers. The Hebrews were in bondage, laboring as Egyptian slaves. After

considerable urging by Moses and several highly motivating plagues, Pharaoh granted
permission for Moses and the Hebrews to leave. Moses, therefore, faced two tacks.

First, Moses had to organize the technical side of the trip through an unknown desert.
Secondly, he had to deal with the fears and anxieties of the people as they wandered in

the desert.

Everyone knows the story. The Hebrew people had to say goodbye to their old lives
in Egypt, wander in unknown territory for years, and finally make a new beginning in
the Promised Land. While in the desert they no longer had to suffer under taskmasters
to make bricks, they did have to invent ways to become a new nation. While wander-
ing in the desert, some people lost faith and wanted to go back to the old ways. Some
organized resistance, spread rumors, or followed dissident leaders. Many people had
unwanted responsibilities thrust upon them. Some lost the status they had enjoyed in
the old life. In one way or another. everybody traded some losses today for gains in the

future.

As schools change their policies, practices and procedures, parents, teachers and stu-
dents are fiwced to say goodbye to old was of doing business and spend considerable
time inventing new was of getting the job done. Teachers Inas- have to give up old
units of instruction, their insulation from other teachers, the use of the threat of poor
grades to manage student behavior and many other old and relatively comfortable rou-

tines. Parents have to give up their reliance on the way things used to be. Main' stu-

dents have to give up the leisurely pace and the gentleman's "C." People hold on to the

THE CENTER FOR PEAK PERF22MING SCHOOLS
2 I



IMPROVING STUDENT PERFORMANCE

old ways and give them up only after grieving their loss. Community members will not
enter the desert without good reason and without a process that will help them iiel sale.
Unfortunately. schools often do not budget the time and resources needed to nwent new
way,. The complexities: of the changes are often daunting so this period is often filled with

anxiety. anger and frustration. The anger. frustration and resistance are secondary problems
that. \Ohm serious enough.. block the whole change process. So.. like Moses, leaders have

to address the transition of people as well as the trallst-OrIllati011 of the old Sstelll. PleaCe

see ligure 4.

figure 4

Dimensions of the Change Process

(iirneult1111 and insaruition innovation.
Nueli a, cooperative !canting and mastery

an»ng .ir applied to A
OliF. principieN .ire more bioadl
applied to A B

A

(.1tainpionship
School

ne\\ ways:

,d 's

raditional
School

old \sass

lh l&S( )N Al

(hainpion.lup Schools prim-irks
are applied to A. B. C and 1 .

\iN

c`"
5\`` \\

Processes used to lacilitate the
transtimnation of A and B. and
the transition 01C.

I he traditional srhnol n trati,,roritted to beLoine the (11.11n-
rion,hip school hs ovum; the traii.Intniational
fart of the taNIs is helping people tlitough the tralpotion.
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TRANSFORMATIONAL PROCESSES

The replacement of the traditional principles with the Championship principles is

part ofa fundamental change strategy and requires the introduction of new processes
into the system. The system will not easily accept the nest' principles and the practices
they create. It is necessary to introduce and use Transformational Processes if the
Championship principles are to avoid rejection by the system.

The replacement of traditional principles with Championship principles in the sys-
tem is the equivalent of transplanting one vital organ with another in the human body.
The normal reaction to the transplant is rejection. The body, winch would accept a dis-
eased organ that would eventually be responsible fOr death, will reject a new organ that
could be responsible tOr lire and health. The transplant will only work if the body is
inoculated with the kind of anti-rejection drug required to hold off the 11,11L11'.11

immune system long enough IOr the transplanted organ to begin functioning and be
accepted by the living system.

The transplanting of new organizing principles is the systems equivalent of organ

replace:uent. The system will accept the presence of principles, once vital to its sur-
vival, that now will lead to its collapse just as the bode will do %Null a diseased organ.

The system will also reject the introduction of new and inure vital principle, that will
lead to its health and longevity. .1 his is the nature of complex systems.

What is needed in order lOr the transplant to he successfully accomplished is use of

tilt.. system's equivalent °Ian anti-rejection inoculation. The TransfOrmational Processes

represent this inoculation. They are essential for holding of} the natural immune sys-
tem. which is a subsystem in every complex system. long enough for the transplant to
succeed.

-I-here are eight TranstOrmational Processes. They address both the organizational
and personal dimensions of the system that will he atrected by the organizing principles

of a Championship School. The processes are:

Organizational Conditioning

Clarifying Values

Strategic Planning

Measuring

Communicating

Coaching

'I'eain Building

( "(mummify Building
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CONDITIONING

Organizational conditioning ultimately raises student performance levels by organizing
staff members into support teams and by building individual and organizational optimistic
explanatory style. (:onditioning starts earl' in the transtOrmation and continues through-
out the process. Teaming empowers people by breaking down psychological isolation;
allowing each individual to contribute according to his or her unique interests and special
talents; and providing instant access to information. skills and solutions other team mem-

bers possess. Optimistic explanatory style not only makes coming to work a pleasure but

also dramatically increases everyone's productivity. Everyone beCOIIICS 111011., Mb list and

healtii y. learned helpkssness disappears and students master many of the -soft- instruction-
al outcomes so critical to long term success.

Organizations, like living organisms, need to be conditioned to endure the rigors of a
fundamental change. The stress placed on an organization embarking on a fundamental
change is not unlikL that created in a human body being prepared for a 1113Ni11111111 physical

effort. Conditioning the organization is as important as conditioning the body.

Creating fundamental change in a SVStelll as entrenched as the American educational

system will require the effective use of leverage. When describing the concept of leverage,
creating maximum movement with Illilli11111111 etrort. Archimedes said that with 3 large

enough fulcrum and a long enough lever he could lift the world.

This concept applies to creating fundamental change in an organization. Substantial,
significant, sustainable increase..; in productivity in the educational system will occur only

when tho,e designing and leading the change effort understand how to "leverage- move-
ment within the system.

Opportunities for the effective use of leverage will come as a result of creating two

conditions in the schools. The first condition is responsiveness and flexibility. Traditional

schools are notoriously slow to respond to 3 rapidly changing environment. 'The lethargy
of the Slctem is a natural consequence of the isolation of individuals. an entrenched set of
job descriptions and the lack of strategic planning. This lethargy will only be overcome

when the system can be organized into teams of people with the knowledge and authority
to act in response to the environment in which they are working.

The current etTorts at site-based management are attempts to create responsiveness and

I3ut Many of these efforts are frustrated by asking people to make decisions or

deal with issues for which they are unprepared and in which they have little interest. As
the system adopts Championship principles and people are empowered, they become

inure capable. The Championship school holds tightly to the goals but is flexible in
Championship principles; tightly coupled on ends and loosely coupled on choosing the
means for achieving them.

The second condition to be created is individual and organiiational optimism. A long

term effort can be maintained only when each in and the organization possess a

style for explainin!.!, good and bad events Mien they occur. The concept of -explanatory

style- has been developed by Martin Seligman in his book Learned ()ptinnsw.
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The ability to explain negative events as isolated, temporary and the exception rather
than the rule is a necessary organizational condition For enduring the rigors of funda-

mental eh mge strategy. Leaders hoping to adopt Championship principle. will need to

acquire .1 highly optimistic explanatory style and assist the leadership team to acquiring

One also.

CLARIFYING VALUES

Chi-dying key values among students. parents, teachers, administrator. and commu-

nity members reduce; contusion and conflict down the road and provide. a basis for the
community to pull together as the schools are restructured to improve student perfor-
mance. It is especially important to agree upon those values upon which significant
educational decisions rest. Some important values are all students can learn given prop-
er time and learning condition.: success in school is critical to success in lift and all

students should be challenged and inn turgid to become happy, healthy and productive

adults. The fact that at one level of analysis school people, parents and business owners
all want the same thing must be established early and become an important part or the
message to he repeatedly communicated to the public.

Transplanting .1 new vital organ into the human body shocks the whole system. It is
no less diffi( nit to trailylant new orgaili/ing principle. into a system as complex as

American education. 'I he survival of both the human body and the educational system
Collow:ng the transplant may depend on the skill and determination of the transplant
team.

fhc member. of the transplant team must agree .1111011g themselves and with the

patient. Similarly, clarity of and agreement on the Values upon which the system should
be based is necessary to create the will and unified action required to transform the sys-

tem. The transformation can only occur as a result °fa consciously designed change
strategy. Willpower and competent action sustain commitment to fundamental change.

Paigaging policy makers. leaders of all types, business owners, parents and student. in
a discussion of important questions early in the process is critically important. Beliefs

about learning-, children, the purpose and responsibilities of the system and the flitlire
must be publicly discussed and adopted. If beliefs are developed through a public con-

sensus process and are consistent with the purpose and principle. of a Championship
school, then the chance for creating and sustaining the will required to -aiccessfully

implement a fundamental change strateg. is greatly enhanced.

STRATEGIC PLANNING

Strategic planning plays a special role in designing and implementing Championship

principles, it sets tip a management plan that makes project management possible.

Without strategic planning the transformation cannot move fOrward. It is important m

se\ eral ways, first the process provide. an opportunity for leadeiship to in(thiliie key
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opinion leaders in the community and involve them in creating an agreement on both the
ends and means of creating Championship Schools. The plan itself becomes the starting
point and reference for a shared vision among community members. It helps leaders plan

and then keep track of progress on the six other design tasks and provides a stable direc-
tion when board members and key personnel in the schools change.

Strategic planning is a community-based and on-going process of imagining a preferred
future and then developing the strategic and operational actions required to make that
future a reality. The leader of strategic planning asks the question: "What future do we
want?". When some agreement is reached, a plan is made that works backwards from that
future to the present, charting the strategic and operational priorities that must be set and
accomplished to produce the preferred future.

One of the shared leadership functions in the Championship school is the alignment of
instruction with curriculum and assessment instruments. Less prevalent but equally as
important is the allgnment of values (a product of clarifying values) with vision, mission,
strategies, operations and resources. The consolidation of energy and resources to support
practices consistent with the Championship principles is essential if the principles and

practices are to "take hold,- and he accepted in the system.

Aligning value, vision, mission, strategies and operations with resources is only possible

when there is a clear understanding of what the mission, strategies and operations of the
system are. Those who must understand are those who both work in and are served by the
system. There is little of this understanding in most systems. When this is the case, the
alignment necessary to successfully implement the fundamental change strategy is simply
not possible.

MEASURING

Measuring creates the precise and realistic data leaders need, first to make key decisions.

and then to build support for them in the public arena. Measuring keeps leaders out of
hot water by helping them show- results early in the change process. Only through mea-
suring ran leaders create the benefit statements so important in the communication strate-
gy. Without measuring, leaders are condemned to making decisions on an intuitive basis.
decisions that cannot stand the rigors of public debate. Determining student performance
and &livering useful data to those who need it in real time is the most obvious use of
measuring, but not the only use. Leadership needs to know what instructional innovations
make the most difference in student performance, how long it takes to implement them,
what implementation strategics work the best with different populations, md which inno-
vations cost the least. Measuring is then a critical aspect of the planning and implementa-
tion process.

III evers system there are certain things worth measuring and monitoring. The system
measures things about which it cares the most. In the Championship school, important
learniiT is measured for the purpose of providing meaningful information to teachers, St1.1-
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dents and parents so that they can make the best possible decisions about instruction

and learning.

In the Championship school, data is collected and delivered on a "real time'' basis so

that teachers and students know whether the processes are being used by teachers. Real

time data also informs all of the participants whether the process and learning is

improving from day to day, week to week, month to month. This collection and use of

real time data creates the basis for continuous improvement of the instructional process.

The data collected are disaggregated using variables typically associated with

achievement in school. Gender, ethnicity ;mu socio-economic status are those that are

most useful in this disaggregation. The purpose is to determine if all sub-groups within

the student population e.g. boys, girls, ethnic or racial minorities, children of poverty,

are being effectively educated. In the Championship school, all members of the student

population achieve at high levels without significant differences in achievement existing

among or between the sub-groups in the population.

The assessment of learning is accomplished through the use of authentic, valid and

reliable instruments or activities so that the process itself contributes to learning. Since

the assessment is primarily to inform teachers and students about studmt progress, it is

designed to catch students performing at their best and will provide students with more

than a single opportunity to succeed. In the Championship school, assessment is a

process rather than an event that occurs during one or two weeks during the year.

COMMUNICATING

Educational leaders throughout the United States and Canada who have not devel-

oped an effective communication strategy have felt the sting of public criticism once

they introduced the change process. Leaders who have an effective strategy find broad

based support for school improvement. Without an effective communication strategy,

the public debate often becomes so bitter it polarizes the community and makes further

change impossible. Even when improvements in student performance conk early in the

process. the public will still reject the attempted changes unless they clearly see the ben-

efits for themselves and their children. Communicating is the process of helping staff

and community members clearly see the specific benefits the change will bring them.

In the Championship school, communication is defined as the sharing of vision and

meaning through productive relationships. The purpose of is to build

support for the learners and those who are working with them. Effective communica-

tion is also essential to the transition process that teachers, students, parents, support

personnel and administrators experience as they go through the transformation from

traditional to Championship school.

This purpose is accomplished through creating and maintaining relationships with

those in the community who are most likely to influence the opinion of others. These

relationships are developed at the local or school level. The Championship school
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develops an effective communication and community relationship team. This team

assumes the responsibility to identify' the key opinion leaders in the community and to be
certain that they know and understand what is going on in the school. Specifically, they
must know the benefits the children and community will enjoy as a result of what the
school is doing.

There are several ways that key opinion leaders can be kept informed about school
events. The relationship ieani can conduct periodic strategic briefings for groups of opin-
ion leaders. meet with opinion leaders individually, or conduct informational mailings
specifically for opinion leaders. Most importantly, they create the understanding of what is
going on in the school_ who the opinion leader can contact if lie has questions, and they
provide access to accurate, timely information when the opinion leader wants or needs it.

Making the transformation from a traditional to a Championship school will require an

etrective communication (defined as relationship building) effort on the part of the school.
The story of the benefits that will accrue to the student and the community must be told
"from the inside out:' That is. the school must assume this responsibility and not expect
that it will be handled by the communication department of the school district or the
local newspaper.

The transformation of the system from one that Nuns and selects to one of high perfor-
mance front traditional to Championship is an enormous undertaking. It will create
fear and anxiety in many who work in the system as well as the community at large. The
degree to which the transformation is successlially accomplished may ultimately be a mea-

sure of how effectively each school fulfills its responsibility to build positive relationships

and its ability to explain the changes taking place in the school to the community.

COACHING

Coaching is critical to team building and team playing at all levels and solves a number

of otherwise intractable problems. By replacing supervision in the traditional sense it
removes one of the key reasons for teacher alienation and resistance to change. That gen-
erates a number of benefits. Coaching helps teachers become true professionals engaged in
creating a dynamic and productive learning environment. It increases their ownership in

and responsibility Cor higher levels of student performance. It empowers them as indivi,lu-
als and team members by helping them focus upon key goals, align resources to reach
those goals, select appropriate instructional strategies and sharpen their skills. When done

well, coaching contributes to continuous improvement and builds motivation and opti-
mism across the whole organization.

'There are seldom champions without effective coaches. Regardless of the endeavor.

from athletics to chess to forensics to playing bridge or a musical instrument, individuals

who develop into champions nearly always arc the product of efrective coaching.

0 a
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In the Championship school and school system, the role of coach is extended to

everyone involved. The traditional role of supervisor, be it adults supervising children

or adults supervising other adults, is expanded to include that of-coach.

Traditional organizations historically rely on systems of command and control as the

approach to supervision. The Championship system, committed to everyone success-

fully meeting rigorous standards, recognizes the need tbr coaching everyone who needs

it so that the standards will be met by all and exceeded by most.

Good coaches do certain things to ensure that those with whom they work consis-

tently perform at optimum levels. Successful coaches:

teach the skills essential to success to their charges so that all master the skills before

they are asked to use them in "real" situations.

are able to make the complex simple.

match assignments and responsibilities to the talents or strengths of their charges.

consistently build on strengths as they also work to overcome weaknesses.

are caretial to turn less than optimum performance into a learning experience

rather than a failure experience.

do not give their charges too much to work on at the same time.

always have a game plan.

learn to anticipate and teach their charges to anticipate what is going to happen

next and how to respond before it happens.

are not interested in averaging new performance with old perfOrmance but in the

continual improvement of all performance.

periodically call a time out to adjust to changing conditions or provide the support

that individuals need in order to enhance performance and assure success.

model the kind of commitment and performance they expect of their charges.

understand the importance of perspiration as they are motivated by inspiration.

In Championship schools principals, teachers, support staff; parents and students all

understand and assume the role of coach for those who need it. They are dedicated to

the development of talent rather than the mere identification of it. They schedule time

to meet in coaching conferences with those they are coaching for peak performance.

They are inspired by the vision of a school in which all are well prepared for productive

lives and arc willing to "pay the price" necessary to assure that their vision becomes a

reality.
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TEAM BUILDING

Great individuals don't win championships, great teams do. That is a statement attrib-
uted to a successful coach. Though it sounds clich."!, it is true in nearly every human
endeavor, especially in the development of the Championship school. As with successful

coaches, there is fairly clear criteria for w:hat makes a successful team. Successful teams:

are clear on their mission and purpose.

capitalize on the strengths of each team member.

are willing to subordinate personal interests in favor of team interests and success.

arc able to communicate effectively with one another.

generally like one another and create ways to build relationships so that when they
disagree. which they often do, they can do so agreeably.

can count on one another because team members are dependable.

are smarter, quicker, stronger. more creative, more persistent and more resilient as a
group than they are as individuals.

are more concerned with the success of the group than about who gets credit.

will do whatever is necessary to be successfid.

The task of transforming and then maintaining a Championship school or school sys-
tem can be overwhelming. As was referenced earlier, it is like swallowing an elephant. It

can't be done all at once. There is no one best place to start. It is a job that must be done,
however, and it is a job that is made much more feasible if there is a successful team

involved working together to swallow the beast.

The challenges of organizing around new principles and having those principles drive
new practices, of developing and using new processes, of personalizing the system for all

of the children and adults involved in it. may be too much tbr individuals, working alone.
to handle. The magnitude and scope of the vork, the new skills that must be acquired and
refined. the new concepts that must be learned, the new technologies that must be it

can only be successfully approached through the collective efforts of high perfor-
mance teams.

In Championship schools, teachers. administrators and support personnel work togeth-
er in CMSS-f1.1110-1011,11 teams. That is. across grade levels (if students continue to be

grouped by grade levels). across interests and areas of preparation. across job descriptions

to assure that the efforts and expertise of adults are organized around the needs of

Additionally, as is the case with all successful teams. it is important to capitalize on

the strengths ()leach team member.

Working in schools, either as an adult or as a child, has traditionally been a lonely and
sometimes isolated experience. In the Championship school, the loneliness and isolation
are overcome and the strengths and expertise are enhanced through the development and
support of high performance teams. In the Championship school. everyone is part of
learning, instructional and/or support teams to achieve the mission of all children being

well prepared for happy. healthy and productive lives.
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COMMUNITY BUILDING

Schools must have the support and good \\ll of parents and community members in
the best of times. The need for support is even greater in times of criticism and change.
Community building creates consensus, resolves conflict and expands shared vision.

Schools carry the burden of parental hopes and tears tbr the success of their children as
well as the community hopes and tears for a better society. so the relationships between
schools and community are often emotional and value laden. Community building
brings forth the best of everyone and creates a shared visio a.

From a school's perspective, a supportive community is an organized constituency
that share a common vision and work together to realize that vision. Community
members then:

work together to create a positive picture of the future and act to realize it.

find and resolve issues before thee become divisive and unmanageable.

create relationships among members that respect and honor individual.differences.

have communication processes and relationships that build optimism and trust.

Community building is the name applied to all the efforts schools make to create

and maintain communi..v support. It is obvious that each of the other transformational
processes plays a role in community building. The unique part of community building

is the use of structured communication processes. The example at the end of the paper
unfolds the process in practical detail.
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DESIGNING AND THE SEVEN DESIGN TASKS
A major challenge facing all who provide leadership in systems or organizations going

through some kind of fundamental change is that of design. The educational system

inherited by today's teachers and administrators was designed by people of another age.
They designed a system for a world that has radically changed. The system they designed
served well the purposes of sorting and selecting those students who were easiest to teach

and most compliant for post secondary education and for employers.

With a new purpose, a new system must be designed. The architects who will design
the new system must be aware of the mental models they have of and about schooling and
be willing to examine theirs and others in the design process. They must he able to see
the whole system and its individual parts simultaneously. They must be systems thinkers

who analyze the unanticipated consequences of the design and implementation decisions
they make and what problems those decisions will create and how they will he addressed
when they appear.

School board members, superintendents, principals and teachers all must approach the
introduction and successful implementation of practices that are an extension of

Championship Principles as a design challenge. Included in this challenge is the identifica-
tion of tasks that must be organized, functions that must be developed and the relation-
ships that must be created among tasks, lianctions and the people who are responsible to
see that they are carried out. It is the identification and development of these relationships
to serve the purpose of educating all children well that is the responsibility of the archi-

tects of the Championship school.

To successfully redesign the traditional school to meet the "specifications- of the
Championship School there are seven big design tasks that must be undertaken. The seven

design tasks are:

TASK 1 . PROVIDE THE ASSISTANCE PEOPLE NEED TO MOVE
THROUGH THE TRANSITION AND ON TO EMPOWERMENT.

Ac the policies, practices and procedures of the system change, people take on a new
vision, build new relationships and act in more productive ways. The transition isn't always

easy. It stresses everyone. This leads to grieving, anxiety, anger and frustration before the

new system is fully in place.

There are three phases in the transition. First, people have to leave the comfort of the
old ways behind them. The purposes, routines and relationships are familiar and pre-
dictable so people resist leaving them behind. Often there is a period of grieving after the

old ways are abandoned.

The second phase of the transition involves entry into a period of indeterminate dura-
tion and heightened activity as teachers invent, test and perfect new curricula, instruction-
al practices, assessment procedures and uses of time. At the same time, they have to work

in new relationships with other teachers, students and parents. I )uring this phase, leaders
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learn to abandon the old supervisory practices, coach people in teams and build new

relationships with parents. Board members learn to share power and take some risks.

This period in the desert (remember Moses?) is marked by personal growth. toughen-

ing. increased creativity and breakthro. ,s of many kinds. It is also marked by anxiety,

frustration and rebellion.

In the third phase, people settle down with the new ways. Much of the stress of

inventing, testing, and perfecting new ways and developing new relationships will be

behind them. They will share an energetic vision of success, know their role in it, and

feel like competent professionals. Many of them will be l'ar more successful, conse-

quently their students will also be more successful. Other staff members will feel suc-

cessful and know that their success flows from their own caring, energy and creativity.

They will feel an ownership and responsibility for the success of everyone on their team

and in their care.

Leaders know the task is nearing completion when they observe the following

elements.

The grieving process is complete. The tone of the conversations change from talk-

ing about the good old days to the excitement of the challenge in the future.

New curriculum is in place, more diverse instructional strategies arc being used,

and a richer blend of assessments is yielding useful data in real time.

The sense of ownership by people throughout the school has increased. People

come to work because they like it and look forward to it.

Vision driven teams are in place. Everyone shares the vision because they know it

can he realized, and they know their role in realizing it.

People throughout the organization have had enough input through the consensus

process to know that their ideas have been considered and may be part of the new,

well-aligned organizational practices.

People throughout the organization parents. teachers, students and staff have

increased will to work, capacity to be effective and ownership in the total operation

of the schools.

TOOLS AND STRATEGIES

Community building is used to give all stakeholders opportunities to contribute to

important design decisions and to provide a context within which their words are

honored and in which they are not intimidated and dominated by others.

Coaching is used to assist individuals and teams to envision the new ways of doing

things and find specific ways of realizing that vision.

Team Building is used to provide support through the transition. Team members

work to their strengths. learn from one another and respond to student needs more

effectively.
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TASK 2. BUILD PUBLIC SUPPORT THROUGH RELATIONSHIPS WITH
KEY OPINION LEADERS AND AN EFFECTIVE COMMUNICATION
STRATEGY.

Leaders of school systellIS are often unaccustomed to selling idea,.. Yet it schools are to
be restructured leaders 1111.1St create all on-going communication system that helps com-

munity and staff members:

understand in sonic detail and accept the urgency of need for change.

envision the goal of the change process in detail by creating a multisensory picture of
%dim the schools will be like at the end of the process.

become invested in the benefits of the change, for themselves. for children anti for
society

understand the challenges of the transformation and be willing to participate in them.

build some level of trust among themselves and with leadership.

The strategy is twofold. First. leadership must identity' and build relationships with key

opinion leaders in the community. These are the communicators in many sectors oldie
community vlm influence the opinions of people in their groups. The leaders will hold
periodic strategic briefings with these people so they can control rumors and promote the
process. Second. leadership 1111.1q create a simple and credible message about the benefits

of the change process and repeat the message over fairly long periods of time through var-

ious communication channels.
Leaders know the task is nearing completion when they observe the following

elements:

key opinion leaders will have been identified and the schools will have created a posi-

tive. long-term relationship with them.

key opinion leaders swill understand the urgency of die changes being made. generally

understand the strategic direction of the district and most importantly, the benefits to
be derived from the changes.

key opinion leaders will provide direct assistance in mobilizing support at critical

di school or system swill have a simple. clear and credible message about the benefits

of the change that will be systematically repeated.

the school or system well have access to multiple channels of delivery through which
the message is repeated.

key communicator networks will be established and operational.

periodic trategic briefings for key opinion leaders will be held.
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TOOLS AND STRATEGIES

Community building in the form of community forums is used to build consensus
about ends and means.

Team building is used to create high impact communication teams in which .every

one in the system is a communicator.

Communicating is used to build relationships with key opinion leader:, create a
clear and credible message about the benefits of the change and to create periodic
strategic briefings for key opinion leaders.

TASK 3. REDEFINE STANDARDS, RAISE LEARNING AND ACHIEVE-
MENT EXPECTATIONS FOR ALL STUDENTS, AND CREATE A NEW
ASSESSMENT SYSTEM.

Standards are redefined by articulating the desired outcomes of instruction. Standards
can be about content, as most academic standards are today, or about performance. as
most business leaders would prefer.

Learning and achievement expectations are relatively low in North America. We set
relatively high standards but expect a normal distribution of-success in achieving them.

An assessment system must be comprehensive. diagnostic, aligned with instructional

goals, valid, reliable and yields useful instructional data in real time.

Leaders know the task is nearing completion when they observe the Following

significant performance and content outcomes will have been identified and agreed

upon by a public consensus process.

both exit criteria and pertbrinance standards will have been clearly articulated and
aligned with curriculum and instruction.

both transitional criteria and pertbrmance standards will have been clearly articulat-

ed and aligned with curriculum and instruction.

a richly diverse \ystem of assessments that will provide instructional data tbr teach-

ers and students in real time will be in place.

high expectations for all students will be reflected in the development of
instructional practices, grading and reporting practices, advancement and crc-

dentialing procedures.

TOOLS AND STRATEGIES

Measuring is used as the primary tool in establishing new standards and assessments.

ILst data must be disaggregated to provide useful data about how the system is

serving various populations. It is critical that the assessments used align with cm-

nculum and instructional practices. specifically that they reflect on organization of
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learning outcomes that highlight the enabling outcomes that contribute to the acqui-
sition of a higher order skill or understanding.

clarifying values is used to establish the agreement to use new standards and expecta-

tions.

the assessment system must link with the high performance management task by
delivering the right kind of intiarmation to the right people in the proper time frame.

community building is used to assist staff with both the technical tasks of aligning
instruction and assessment and with the transitional task in the change.

TASK 4. PROVIDE ALIGNED INSTRUCTION THAT WILL BRING ALL STU-
DENTS UP TO MEET THE STANDARDS.

As new ,tandards and expectations are set, the instructional program has to be updated.
The goal is to create an instructional program that:

challenges all students to do their best and continually strive for excellence.

nurtures students and creates continuity in their experience by keeping them with a
teaching team for multiple years.

uses instructional teams to create rich and varied experiences for teachers and stu-
dents.

achieves the level of excellence attained by tutorial instruction without the costs of
one-on-one by allowing learners the time they need to master the essential content
and skills and vet does not label and track students.

uses well validated instructional innovations such as cooperative learning in a richly

diverse pattern of instruction

strives for continuous improvement in student performance.

involves parents in the motivation and progress of their children.

Leaders know the task is nearing completion when they observe the following

elements:

a preschool program is in place for all children.

the curriculum will be well organized with clear outcomes at each level, with a well-
defined structure of enabling outcomes that allows for diagnostic assessments to be

made regularly.

because students are brought up to minimum competencies before each transition.

teacher frustration and student discouragement are at low levels while energy,
empowerment and optimism are high.

a very high percentage of students will be performing at or above the redefined
standards.
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groups of students stay \vial teacher teams for two or more years.

higher numbers of students are successful, feel good about their performance, have

higher self:esteem and demonstrate optimistic cognitive processes.

assessments align with, and provide useful real time information for instruction.

flexible, vision-driven instructional teams have taken the place of individual teach-
ers in self contained classrooms.

students are not tracked, but are flexibly regrouped to make best use of time and

provide expanded learning opportunities.

TOOLS AND STRATEGIES

Clarifying values is used to establish a basis for communication and defining the

goals to be achieved.

Community building is used to optimize the creative efforts of the people design-
ing the new instructional program, to honor the input of teachers, to build consen-
sus, to build shared vision and manage the transition.

Team building is used to create instructional teams that can flexibly group students

to Optimize learning.

Coaching is used to develop the instructional teams.

TASK 5. CREATE AND INSTALL A HIGH PERFORMANCE MANAGE-
MENT SYSTEM.

Quality process is the heart of a high performance system. The vision of a function-
ing high performance management system is when teachers. students and support staff
know that they have developed and are using a quality instructional process. A quality
process is one in which people "get it right- the first nine. Teachers do not move a stu-
dent on to a new learning task that requires mastery of prerequisite knowledge without
knowing that the prerequisite has been met.

Instead of getting it right the first time, the American school system has relied on
remediation of students who have failed to learn the essential prerequisites for success in

the present and the future. When a quality process is being used value is added. learn-
ing is occurring with every student every day. When using a quality process, teachers

continually confer with one another and involve students in assessing whether the
instructional processes being used are as effective as they should be.

The diagnostic assessment of student learning (rather than ranking) on a regular basis
tells teachers whether or not learning is occurring for everyone. Frequent formative
assessment designed and implemented in such a way that teachers get real-time data on

student progress allows teachers to make informed decisions about the process they are

using. Neither teachers nor students are served well by assessment systems or programs

that do not provide data on student icrfomance soon after instruction has occurred.
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High perthrmance management systems are those that attend to and produce continu-
ous improvement. Teachers, students and administrators know they need to improve the
performance of the day before. Quality is seldom achieved by occasional large improve-

ments but is a product of consistent improvement from day to day. week to week and
month to month. Teachers know they are continually improving their process and that
students are continually improving in their learning and performance when they are
receiving consistent real-time data on student performance.

High performance management systems use cross functional teams made up of people

interested in the same quality result but have different responsibilities for producing it.
Because of the variety of talent and the store of wisdom in a team, it can accomplish tasks
that individuals cannot, so teaming in itself is important. The cross functional aspect of the
team adds a richness of perspective and ability to respond to student needs. Team mem-

bers can work to their strengths and flexibly group students to make their experience
more tutorial-like.

Teachers bring quality to the instructional process when they have diagnost:c perfor-
mance data and conduct an ongoing discussion of how they are doing and how they can
improve. Teachers align instruction and improve cognitive readiness of the students they

pass on when they see teachers at the next level as customers with specific requirements
for the "product" and at the same time see the teachers from whom they are receiving
their students as their supplier.

Leaders know the task is nearing completion when they observe the following
elements:

the quality process is in place.

teachers and administrators receive data they need to verity quality process.

continuous improvement process is in place.

cross functional teams are operating.

effbrts are customer focused.

TOOLS AND STRATEGIES

Team Building :s used to build relationships by providing common experiences, build

shared visionffita provide a process for decision-making and conflict resolution as a

part of the team building process.

Coaching is used to help team members know. exactly what is expected of them.

develop a well defined criteria for success, model quality performance. and get imme-

diate feedback on the quality of their initial performance.

Measuring is used to create or select assessment systems (1) flexible enough to test

student performance when the student is ready. (2) diagnostic enough to tell teachers
wha t the student needs to learn to be proficient and (3) scored quickly enough to

provide instructional data in real time.
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Strategic: Planning is used to clarify the criteria for quality process across the entire

system. It also defines the norms for a culture of quality and for high systems per-
formance.

Conditioning is used to develop an optimistic explanatory style in the daily interac-

tions between teachers and students. As teachers coach students on their pertiv-
mance they help students practice the cognitive processes necessary to consolidate

and capitalize on their successes and keep their poor performances in perspective.

TASK 6. INTEGRATE HUMAN SERVICES DELIVERY SYSTEMS FOR ALL
CHILDREN.

Leaders know the task nearikg. completion when they observe the following
elements.

human services are and integrated through an inter-agency strategic plan.

services are family i and available in the schools.

service providers are exo a--iging data and working as members of cross functional

teams.

the quality process applic . to all services.

TOOLS AND STRATEGWS
Conditioning is used to (..::ate the initial conditions necessary consensus among

various human services o.ganizations.

Strategic planning is used:10 identify priorities and build inter-agency action plans.
Team building is used to ente cross functional service delivery teams.

TASK 7. INTEGRATE TH SOLUTION PROCESS FOR ALL TASKS
THROUGH AN 01\1-GTINC- STRATEGIC PLANNING PROCESS.

Strategic planning is nor on one of the transformational processes but is also the

capstone among the design rash

Leaders know the t. :sk t< ilea ing completion when they observe the following

elements:

a well organized. broa.il re, recent itive strategic planning process is in place and is
aligning and iiitegrating all c 'the design tasks.

there exists throughout the cminnunity a high level of consensus on the strategic

direction of the system.

community members are of the benefits of moving in the strategic direction.
the school board formally rec. gnizes and has adopted the strategic plan.

an action plan with periodic a.essnu"its and provisions for course corrections is in
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TOOLS AND STRATEGIES

Conditioning is used to set the stage tbr planning processes.

Communicating is used to get to the bottom of the planning process.

Strategic planning is used to define problems, articulate priorities, educate and build
action plans. Systemic change involves an interlocking matrix of purposes, principles,
policies, practice, and procedures.

41
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PART 2

TRANSITION MANAGEMENT THROUGH COMMUNITY BUILDING

This overview of the application of trawformational processes to each of the design
tasks may be To take the process one step further the following section demon-
;mites the application of one process, community building, to the task of transition

management. This particular application has been chosen because transition manage-
ment is a critically important task and is neglected by man: consultants and educational

theorists.

The structured communication process is especially flexible and powerful in dealing

with the anxieties of people in transition and is a primary tool used in completing sev-
eral of the design tasks. The involvement of staff and community members increase the
ownership in the final configuration of the district.

This part includes three sections:

notes about transition management and a description of the general purposes.
assumptions and practices of community building.

a five-page overview of how one session might be designed.

mini lectures to be used to introduce each activity.

42
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SECTION 1 : A CHECK SHEET FOR TRANSITION
MANAGERS

While parents and students are very important, teachers are the central figures in
the transition process. They are the ones who have to change their daily routines
and they are the ones who can make the restructuring effort succeed or fail.

Teachers work in a highly complex and dynamic environment. Their first few
years as a teacher are tilled with a struggle to balance the many demands of the
classroom. They not only have to build their instructional units and content, but
they have to develop and become comfortable with their own unique instructional
style. They have to learn how to assess student progress: motivate, challenge and
nurtur: each student as an individual; manage discipline problems without going
to war with all of the students; and master hundreds of classroom processes and
routines. Eventually the teacher creates a style, a way of maintaining a dynamic
equilibrium, balancing all of the elements at the same time. At the same time
every teacher knows that their style is not perfect, it is made up of many compro-
mises and trade offs. But they take heart in the fact that they are getting the job
done for most kids and holding of the many "disasters'' that can happen in the
classroom. It is no wonder that teachers have a deep investment in their style once
it has solidified.

Saving goodbye to the old ways, inventing new ways and making new begin-
nin,L.,rs are always emotional events. Because of their investment in the old ways and
the difficulty of articulating new ways, the change can be especially emotional for
teachers. Because every teacher knows their style is not perfect they tend to be
very sensitive to direct criticism or the indirect criticism that comes with demands
for change. Because any change in routine disrupts the hard won equilibrium most
teachers "over react- when asked to change any aspect of their style. Use the fol-
lowing check sheet as vou assist with the transition.

Use the structured communication process to make sure everyone is heard and
their feelings are processed as they say goodbye to the old policies, practices and
procedures. To do this, you:

create an explicit picture of what practices must end and create a symbolic
time and event to mark their ending

use the structured communication process to examine the losses each person
will take and build group support for their grieving

provide support teams and coaching as people say goodbye to the old ways

coach all teachers so they know what practices they can abandon

help everyone build a vision of the new school and understand the gains they
will make because of it, e.g., reduced diversity in student readiness, reduced
student anger and frustration, increased opportunities to learn from one anoth-
er, the ability to work from one's strengths in teams, and increased autonomy
and empowerment.
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Create an environment that supports the invention, testing and adoption of
new ways while people are in the desert:' Further, von must:

organize teams and do team building.
change the daily and weekly schedule to provide team planning, time.
make sure that everyone understands the goals and benefits of the changes.
make care that everyone knows what is negotiable and what is not.
provide a communication process that keeps the benefits of the new ways in
people's minds.
celebrate the breakthroughs no matter how small.
provide easily accessible training at many levels.

NOTES ON A STRUCTURED
COMMUNICATION PROCESS

Structured communication processes are used for a number of purposes when
restructuring a school system. Resolving existing conflict; solving problems with the
widest possible involvement: healing old wounds and softening the hardened positions

of opposing factions: bringing the community to a real consensus on a series of issues:
managing the transition: and ultimately building shared vision among community and

staff members are just a fe\V of the uses leaders find for the process. The processes are

used in the completion of every one of the major design tasks.

THE PREMISES UNDERLYING THE PROCESS

Early in the application of this structured communication process. parents and edu-
cators conic to understand that they share a common purpose based in common values
to help all children grow up and be happy, healthy and productive adults. It is then a
relatively simple step to come to agreement on the instructional outcomes they want
the system to emphasize. Agreeing upon the means for creating a system that best pro-
motes those outcomes for all children is, however, filled with fears, posturing and con-
flict. Agreement upon the values and outcomes provides hope and motivation to stay
with the process until agreement on means can be achieved.

Exclusion from the decision process while in transition reinforces helplessness and

leads to alienation and passionate negativism. inclusion in the decision process rein-
forces optimism and leads to empowerment and peak performance. The process gives

us a chance to transcend the blaming that often mires us in heated and counter-produc-
tive arguing. Most people can be productive if they are included in the structured

process.

PURPOSES AND USES OF THE PROCESS

Teachers, administrators and parents recognize that some aspects of the change

process will infringe upon their interests so they resist them. The resistance is often
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mobilized early in the process. As the change process develops momentum, resistance
changes in character and other communication needs emerge. The process is very flexible

and can be applied for a number of purposes. Some of the more important uses follow:

Building consensus about future plans and courses of action with the widest possible
participation

More than anything else, empowerment flows from people throughout the organiza-
tion having a sense of ownership of their work and evidence that they are being effective.
This means everyone must be involved in the decision process as it influences the selection
of outcomes and the development of strategies. The empowered community attends and
listens to everyone.

Containing the influence of passionately negative people

Even passionately negative people need to be included in the decision process, so lead-
ers must shift them into a productive mood, and gez them to participate in a constructive
way. The process gives the leader a tool for hearing them and causing them to hear others
without excluding them from the process.

Resolving existing and sometimes deeply entrenched conflict and healing old wounds

Change is always initiated in the middle of things. Like an underground coal fire, old
conflicts simmer in the background of every large organization. People dance around to
avoid the hot spots and in doing so never get the change process moving. The community
building process gives the leader tools for bringing the conflict to light and resolving it in
a rational adult way.

As PURPOSES, POLICIES AND PRACTICES CHANGE, PEOPLE MOVE
INTO A PERIOD OF TRANSITION

Parents of children in the system, students and teachers have an investment in the old

familiar ways of doing things. Continuity of practice makes the world predictable and
people feel secure when they know how to get the job done. As policies, standards,
expectations, and practices change, people have to leave behind familiar ways of doing

business and invent new and unfamiliar ways. This generates a continuing stress on com-
munity members. Effective leaders then must provide a process for managing the feelings

and behaviors of the transition. The structured communication process provides a power-

ful tool to manage the transition.

STEPS IN THE PROCESS

The community building process can be configured in a number of ways as determined
by the topic of the meeting, the time available to process the topic, and the goal of the
process. There are seven to twelve steps in the process. The steps listed here are only one
configuration of the process.
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STEP 1 : DEFINE THE TOPIC AND INVITE THE APPROPRIATE
PARTICIPANTS.

The topic of a particular meeting might be an issue currently creating conflict, or be
preparing people for change. it might be part of the strategic planning process, or be
part of fostering shared vision. Sessions should be scheduled for three or more hours.

Three hours is a short session. When people are being introduced to the process at least
one full day should be scheduled. When used in a community forum, three to four
hours should be scheduled. Participants should be told in advance that they will be
asked to stay for the full session.

ideally, everyone directly atTected by the problem or the decision should be invited

to participate.

STEP 2: WARM EVERYONE UP AND ENGAGE THEM IN
COMMUNICATION EARLY.

The purposes of the warm up are: to acknowledge that feelings and logic are both
part of the process, and to give each person a chance to be heard for the first time in
the session.

To initiate the warm up, ask each person to introduce himself, to explain how he
feels about being at the session, and tell what he hopes can be achiewel by the session.

STEP 3: ASSIGN PEOPLE TO WORKING GROUPS AND ESTABLISH
WORKING PROCEDU RES.

The large group has to be broken into groups of five to seven participants, At the
beginning of the process people are given the procedures in the form of live rules:

1. One and only one person speaks at a time.

2. When a person is speaking, other people must attend and listen.

3. No one speaks a second time until everyone has had a chance to speak.

4. People speak when they are recognized by the Facilitator of the Working Group.

5. The speaker\ exact words are written down on a flip-chart by the Recorder.

STEP 4: LIST AND DEFINE THE ISSUES SURROUNDING THE TOPIC.

People see the topic from their perspective and in light of their interests. The Group
Leader gives group members two to tour minutes to write what they believe t be the
salient issues on a 3 x 5 card. The Facilitator then calls upon each participant to tell the
group what he believes the issues to he while the Recorder writes the essentials on a
flip chart. The small groups combine the statements of issues into a logical and coher-

ent statement. They 1113y then report back to the group-as-a-whole.
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STEP 5: LIST AND EXPLORE THE WORST FEARS.

The Group Leader explains the next task: nth's/these issues go unresolved. what might
happen? Specifically, what is the svorst future that might result? After being given two to
I-our minutes to think about it, each group participant is recognized in turn by the facilita-

tor. the Recorder records the words, an analysis and summary of all the statements is made
and reported back to the group-as-a-whole.

STEP 6: BUILD STRATEGIES TO GUARD AGAINST REALIZING THE
WORST FEARS.

The Group Leader explains the next task: What things can we do, \vim strategies can
we use to avoid realizing the svorst future': After being given two to tour minutes to think

about it. each group participant is recognized in turn by the facilitator, the Recorder
records the words, an analysis and cutinnary of all the statements is made and reported
back to the group-as-a-whole.

STEP 7: LIST AND EXPLORE PARTICIPANTS' HIGHEST HOPES

The Group Leader explains the next task: If issues are resolved. what might

happen?. Specifically, what is the hest future that might result: Alter being given time to
think about it, each group participant is recognized in turn by the facilitator, the
Recorder records the svords, an analysis and summary of all the statements is made and
reported back to the group-as-a-whole.

STEP 8: BUILD A LIST OF STRATEGIES THAT WILL PROMOTE
REALIZATION OF THE HIGHEST HOPES.

The Group Leader explains the next task: What things can we do, what strategies can

we use to realize the best future? After being given two to four minutes to think about it,
each group participant is recognized in turn by the facilitator. the Recorder records the
words, an analysis and summary of all the statements is made and reported ck to the
group-as-a-whole.

STEP 9: BUILD SHARED VISION. (OPTIONAL)

It the purpose of the session is to build shared vision. the group must explore the :kills

available amoiig group members, list the highest hopes of the group, formulate a shared
vision statement for the group. and align each per:on.: personal vision \Yid' the shared

vision of the group.

STEP 10: BUILD AN ACTION PLAN BASED UPON THOSE STRATEGIES.

Building an action plan is the responsibility of professional staff in most districts, bit

it is important to let participants know how the recom4"dations will be translated into
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action. Check the proposed strategies against the mission statement and complete a cost

estimate, both in terms of dollars and stall- hours or days. Look at when you might
expect results from application of the strategies selected.

STEP 1 1 : DECIDE WHAT WOULD BE ACCEPTABLE AS EVIDENCE
THAT THE PLAN IS WORKING.
How will you know it is working? When can the group expect a report on progress?
What further work will have to be done to complete this phase of the project? These
are all questions that should be answered before the task is complete.

MATERIALS YOU WILL NEED: These exercises need a minimum of materials.
Each subgroup will need a chartpack tablet or some butcher paper and marking pens.
Each participant should be given a few three by five cards upon which they will write
their ideas betore speaking.

ROOM ARRANGEMENT: Choose.10C)Se a room without tables. You will use two room

arrangements. Create a large circle of chairs for warrnup exercises and discussions by

the whole group. Participants will be able to pull their chairs into their subgroup
arrangements as needed.

DIRECTIONS TO ASSISTANTS: You will use two kinds of assistants, a facilitator

and a recorder. Using the rules, the facilitator will recognize people to speak in turn.

Tell the facilitator to vary the starting point tbr the various exercises so that a different
person starts the process each time.

The recorder should write the exact words of the speaker as he she speaks. They do
not need to write the prelactory words people often speak before they make their
point. The recorder needs to pass the marking pen to someone else and sit down when
they niztke their statement,
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SECTION 2: DESIGN FOR A COMMUNITY BUILDING SESSION
This particular example is designed to provide the leader an overview of the process

and includes many important aspects of the community building process. If your district
has a strategic plan the introduction and the first cession will be somewhat different from

the one described. The participants should review the plan in the first exercise and then
move on to describing worst fears and highest hopes.

WHAT THE LEADER WHAT THE PARTICIPANTS
IS DOING ARE DOING

Before starting the leader selects small group
facilitators and recorders and gives them
instructions.

Once ready to start, the leader invites
people to sit in a large circle.

MINI LECTURE ONE:
THE STRUCTURED PROCESS AND
WARMUP

I. Purposes of the structured process
A. Everyone gets their voice in the room
B. Nobody dominates the discussion
C. We hear everyone several times
D. We stay focused on important

problems

II. Purposes of the warm up exercise
A. Opportunity to get voice in room
B. Establish purpose of meeting
C. See others as serious participants
I ). Think about what we need to

accomplish
E. Get both sides of the brain working

III. Assignment
A. Introduce self while in the circl'.
B. Say what you would like to ac :omplish
C. Say how you feel about participating

Participants are assembling.

Participants find a chair in the large circle.

During the Mini Lecture the participants
sit and listen. These sessions should be
limited to ten minutes or so.

IN LARGE CIRCLE
While in the circle each person
introduces hinicehersell and answers
the questions.
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WHAT THE LEADER WHAT THE PARTICIPANTS
IS DOING ARE DOING

MINI LECTURE TWO:
BIG CHANGES WILL
EFFECT US ALL
I. We must really hear each other to find a

solution that satisfies a majority

II. We hear each other by following some
simple procedural rules
A. Groups of six are established.
B. Each group has a facilitator and recorder.
C. One person speaks at a time.
D. People speak in order and no one

speaks a second time until everyone
has spoken.

E. When a person is speaking, others
attend and listen.

F. The facilitator sees that people speak
in order.

F. The recorder writes the words of the
speaker.

Ill. Directions
A. Groups of six with

chartpack are established.
B. Please take a minute or two to write

what you believe will be the most
significant changes our school or
school district will have to face to
improve student performance.

C. The facilitator will recognize you
in order.

DEBRIEFING

I. Note that everyone has had two chances
to he heard already in the process

11. Directions for debriefing
A. Collected statements include the

exact words of speakers.
B. The recorder of each group will read

the list of concerns.

During, the Mini Lecture participants sit
and listen

GROUP PROCESSING

Each subgroup processes the question.

SUBGROUPS DEBRIEF WITH
GROUP AS A WHOLE
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WHAT THE LEADER
IS DOING

WHAT THE PARTICIPANTS
ARE DOING

FINDING MOST IMPORTANT
CHANGES

1. I)irections for most compelling changes
A. Collected statements include the

exact vords of speakers.
13. In subgroups rank the top three

changes.
SUBGROUPS RANK TOP THREE
MOST COMPELLING CHANGES

MINI LECTURE THREE:
IDENTIFYING WORST FEARS

I. The three most compelling changes are:
(List them)

11. Peolle act from emotion conditioned by
their points of view
A. Sometimes they work from their

worst fears.
I. anxiety. tear. frustration and anger

are common tears.
2. working From worst fears creates

distrust, fractures the group and
hardens positions.

U. Sometimes people work from their
optimism and highest hopes.

ill. Please take two minutes and write your
two worst fears about these changes on
the card provided and share them in
your subgroup

Participants listen to Mini Lecture

SUBGROUPS PROCESS THE
QUESTION
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WHAT THE LEADER WHAT THE PARTICIPANTS
IS DOING ARE DOING

DEBRIEFING
Leader organizes the debriefing session
as before

SUBGROUPS DEBRIEF WITH
GROUP AS A WHOLE

MINI LECTURE FOUR:
ACTING OF HIGHEST HOPES

L Worst kars must be acknowledged and

processed, but .vhen people act on them

they are Often realized.

II. There is a deep well of energy and
persistence in the optimism of highest
hopes of people.

III. Please take two minutes and write
your highest hopes for change in our
district and process this in
your subgroups.

DEBRIEFING

Leader organizes the debriefing session
as before

PARTICIPANTS LISTEN TO
MINI LECTURE

SUBGROUPS PROCESS THE
QUESTION

SUBGROUPS DEBRIEF WITH
GROUP AS A WHOLE

MINI LECTURE FIVE:
FORESTALLING WORST FEARS

I. Worst fear, must be acknowledged

A. f hey often drive us. rob us of joy

B. They separate us and make us war
(.. Worst fears harden group position.

PARTICIPANTS LISTEN TO
MINI LECTURE
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WHAT THE LEADER
IS DOING

WHAT THE PARTICIPANTS
ARE DOING

II. In your Subgroups, take two minutes
to think about and then write the two
things we can do to avoid realizing
our worst tears

DEBRIEFING
Leader organizes the debriefing session
as betbre

SUBGROUPS PROCESS THE
QUESTION

SUBGROUPS DEBRIEF WITH
GROUP AS A WHOLE

MINI LECTURE SIX:
REALIZING OUR HIGHEST HOPES

I. Our highest hopes carry us through

hard times

A. They create a reservoir olgood
feelings.

B. They motivate us individually and
collectively.

C. They allow us to trust others.

II. Please take too minutes and write the
two most important things sve could do to
help realize our highest hopes.

DEBRIEFING

Leader organizes the debriefing session
as before

PARTICIPAR7S LISTEN TO
MINI LECTURE

SUBGROUPS PROCESS THE
QUESTION

SUBGROUPS DEBRIEF WITH
GROUP AS A WHOLE
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WHAT THE LEADER WHAT THE PARTICIPANTS
IS DOING ARE DOING

MINI LECTURE SEVEN:
SELECTING A COURSE OF ACTION

I. Evaluating possible courses of action

A. Potentially most effective

13. Least expensive in dollars
C. Most effective use ofresources

11. Voting on our recommendations
A. Ten points for most effective
13. Ten points for least expensive
C. Ten points Cor most effective use

of resources

III. Working in your subgroups please
vote on each of the possible actionci4
vve could take.

,;

DEBRIEFING

Leader organizes the debriefing session
as before

PARTICIPANTS LISTEN TO
MINI LECTURE

SUBGROUPS SELECT TOP
CHOICES

SUBGROUPS DEBRIEF WITH
GROUP AS A WHOLE
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SECTION 3: ACTIVITIES AND MINI LECTURES

MINI LECTURE ONE:

USES OF THE STRUCTURED COMMUNICATION ACTIVITIES

NOTES TO THE LEADER: School districts are its nulically diffornt places n'lative to the

processes of restructuring and transition management. these s mini lecnwes were writtenliv a district

in the initial phase of transition management but Call he used by districts /nether down stream.

may tailor each mini lecture to circumstances of your district. It will he best however to use the

processes as described. Please use this mini lecture as you see fit.

I would like to extend greetings to everyone here today. I am delighted that you could

be here and look ffirward to a great day. Our purpose for coining together is to explore

some aspects of school change. These are processes that will deeply effect each of us in

many ways over the next few months and years. I am convinced that collectively we have

the intelligence and good will to build better schools.

One of the famous uses of structured communication processes is in the peace process.

After signing the Camp David Accords, Jimmy Carter said that the principles and process-

es for achieving peaceful resolution in disputes are well known and relatively simple. The

difficulty is getting people to talk and keeping them focused until an agreement is

reached. Structured communication processes are used by many schools. companies and

agencies when a serious need for consensus about important matters exists, to manage

conflict, or to insure that all of the people affected by a decision have a chance to provide

their perspective before the decision is made. We are going to use a structured communi-

cation process to work cm some of the important aspects of change.

We structure the process to insure that:

everyone gets their voice in the room early and repeatedly.

the group stays fficused upon the task until it is complete.

we move through it set of logical steps toward agreement.

one or two people don't dominate the discussion.

The purposes or the warniup exercise is to give everyone a chance to get their voice in

the room early in the process. We know that in unstructured communication, the person

who speaks first tends to dominate the communication. and we don't want that to hap-

pen. Secondly, we want to set the tone for the meeting and make sure that we understand

each other's purposes and feelings. We want everybody to think about what we want to

accomplish today. Finally, we want to get both sides of the brain %yorking.

-16 get started, 1 would like to go around the circle and have each person introduce

hinisk..1f/herself by telling us your name and your relationship to the school (or district)

and tell us two important things. First, tell us what you would like to see us accomplish

today. Secondly, tell us how you tecl about being here today. This will take a little time,

but it is critically important to getting off to a good start.
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MINI LECTURE TWO:

BIG CHANGES WILL AFFECT US ALL
It is hard to be heard today. We are all busy and work in structured environments

that allow us to communicate with one another only for brief moments. We are often
not really listening to others, but rather thinking about what we want to say next.
Worse yet, we cut other people oft-before they completely express their thoughts. Our
impatience conveys the impression that we are not listening. That makes the other per-
son tel that he/she is not being heard. When we speak but are not heard, we feel frus-
tration and may withdraw from the communication. At a time when we are over-com-
municated. we need to think about the effects we have on one another.

People want to be heard. They want others to see their point of view, to know what
they fear and what their highest hopes are. The structured communication process
makes sure that each of us believes that he/she is being heard by honoring his or her
words. We honor a person's words by:

attending while the person is speaking.

writing their words exactly as they are spoken. not by "translating" them.

by speaking their words as they were spoken.

In large organizations everyone cannot expect their words to become policy but they

can expect to be heard. When people feel heard they are more willing to express their
real thoughts, to be serious problem solvers. and to attend to and listen to others.

We then will use some simple rules in the process tbr each of the activities today. We

will break down into subgroups of six or seven people for each activity. Each subgroup

will have a facilitator and a recorder. The facilitator will keep order and balance in the
process by de,ignating who is to speak first and enforce the rules. The Recorder will

record the words of each speaker. The rules arc as follows:

one person speaks at a time when called upon by the facilitator.

people speak in order and no one speaks a second time until everyone has spoken

once.

when one person speaks. the other group members attend and listen.

the recorder records the actual words of the speaker.

when it is time for the recorder to speak, he/she will hand the pen to someone else
and sit to speak.

I would like you to assemble into groups of six or seven members, each with a large

tablet. (Use any method of dividing the group you like. Count oft. Mix people by posi-
tion. It may be best to not let people self select.) Once you have tbund your place.
please take the three-by-five card and write the two things you believe will be the most
significant changes our school or school district will have to face to improve student

perftmance (the leader may want to point to elements of the strategic plan if one
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exists.) Your facilitator will recognize each of you in turn. When everyone has had a
chance to be heard, the recorder vill report back to the group as a whole

MINI LECTURE THREE:

IDENTIFYING WORST FEARS

NOTES TO THE LEADER: This exercise creates a basis for the whole process. If i often hide

our worst.frars from others, but still act on them and those actions are part of the problem. The pur-

pose of this exercise is to brief the worst fears into the lisht, recogniz-e that we often share worst jears

with others and acknowledee them. The controlled processes provides the pediyt owironment to dis-

close the womfears. It is better to have them in the light and process them than to hide them from

one another and still act on them.

When people act from worst fears they are frustrated, angry and difficult. They are not

free to explore new ideas and their risk tolerance is low. People acting from their worst
fears find it very difficult to trust anyone, especially leaders. They interpret the actions of
others in the worst possible light.

As the school district implements restructuring plans, each of us will be affected in
some way. We know that as any organization goes through significant change people have

to move through a period of transition that has three phases. First, they have to say good-
bye to the old familiar ways of doing things. This sometimes provokes a grieving process
made up of the steps:

denial

negotiation

anger

resolution

It takes some time to move through the grieving process.

The second stage is like the period the Hebrews wandered in the desert. They had left
Egypt behind and had not yet reached the promised land. During the desert stage every-
one will feel some anxiety and some will want to return to the old ways. But the desert is
also an important time of growth when we are inventing the new ways that will work so
much better.

The third stage is the new beginnings. We will have developed new ideas, tried them
out, abandoned sonic. and built confidence in others. In the new beginnings we will all

finally feel more comfortable and be inspired by the new results we get with children.
In your subgroups I would like you to first take two minutes and write the two worst fears
you have about the transition you will be going through. We will then process them and
report back to the group as a whole.
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MINI LECTURE FOUR:

IDENTIFYING HIGHEST HOPES

NOTES TO THE LEADER: If you are.jollowing the plan you have heard the worst _fears of

Megrim). Now is the time to build upon the empathy that sharing worst fears provokes. Vott

should more the group to the next session without spending too ninth time on the moist fears.

Everyone has had a chance to be heard by others several times already today. You

have seen and felt your words being honored by others as they have been written and
spoken by others. You will have several other opportunities to be heard today, and I
know that will be very gratifying. When we listen. truly listen to others, we learn new
was of seeing things and feel more like them than dislike them. Once we know what
other people think about important matters, we can have some empathy with them.
We see them less as an adversary and more like a colleague.

We have created quite a list of worst fears. Everyone can see by now that we share

something very important, the fears that our lives will he changed is sonic significant
ways. Worst fears have a very significant impact on the way people feel and the way
they act, and we all act on our worst fears at times. People entertaining their worst fears
often feel anxiety, frustration and anger. They often distrust others motives, find it hard
to believe others, join with others to fight the enemy, and harden their position.
Nations acting from worst fears often go to war.

Worst fears should not be suppressed or ignored. They must be brought into the
light and be acknowledged by everyone. Acknowledging worst fears is quite different
from acting on them.

Our reason for bringing them up is to acknowledge, and later to build an action plan
that will forestall the realization of our worst fears.

But people don't always act from their worst fears. Sometimes they act from their

highest hopes and that makes a world of difference. When people are entertaining their
highest hopes they feel optimistic and energized. They tend to trust more easily and
compromise more effectively. They are more creative and generate better ideas. They

will stay engaged for longer periods, so groups function better when people are enter-
taining highest hopes.

Plea, take two minutes and write on your card your highest hopes for the best
results from the changes proposed and process them in your group.
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MINI LECTURE FIVE:

ACTING TO FORESTALL REALIZATION OF WORST FEARS

We have looked at worst fears and then highest hopes. The contrast between them is

dramatic. When people act from worst tears communities split up into factions. The rela-
tionships among the faction are those of fear and distrust. When we act from highest
hopes the opposite happens. We can work together with some trust, at least we will see

that we share our interests. As we build a common vision of the future we feel good and
are energized to find ways that make it happen.

The highest hopes are what we would really like to accomplish. Worst fears rob us of

the joy we should get from our work, they separate us from one another and harden the
adversarial position groups sometimes take.

In this exercise we want to find ways of forestalling the realization of our worst fears.

For the next activity please write the two things we can do to forestall the realization of
our worst fears. Then process them in your subgroup.

MINI LECTURE SIX:

ACTING TO REALIZE HIGHEST HOPES

We are moving toward the end of the session. We are all tired, but we share sonic good
feelings about what we have learned from one another. We are setting the basis for mutual
trust by honoring the words of our colleagues.

Our highest hopes are critically important to us. They carry us through difficult times
and create a reservoir of good feelings. They help us realize that at a very fundamental

level we all hope that our children can be challenged and nurtured in ways that make

them happy, healthy and productive. We all wish for these things very deeply. But, wishing
will not make it happen. We have to plan our strategy and work hard to see that they are
effective.

For the next group exercise, please write the two things we can do to best realize our
highest hopes. Once we have processed these strategies, we will meet as a whole and
develop an action plan.

MINI LECTURE SEVEN:

SELECTING A COURSE OF ACTION
We have completed a huge amount of work and I know that it has been exhausting.

We have talked about issues that are important to each of us in ways that might have been
impossible in other circumstances. Each of us has had multiple chances to speak and be

heard by our colleagues. We are beginning to learn that we can trust one another, or at
least understand their point of view. We should congratulate ourselves.
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We have talked about the big changes taking place in the district and examined our

worst fears and highest hopes relative to those changes. Finally, we have generated some
solutions we believe will be important in making the transition. We cannot implement
all of the recommendations for a number of reasons. There are some legal constraints.
Sonic things we simply cannot do because they violate a law or regulation. Some things

are impossible because they would he unsafe, or would put people at risk. Other things
simply cannot work because they would be far too expensive in relation to the benefits
to be derived.

So we need to process the suggestions in the same open and respectful way that we
have addressed the other tasks. We will do one more activity. As we choose a course of
action we need to ask three questions: 1. Which of the suggestions is likely to cause the
greatest impact? 2. Which of these will create results in the shortest amount of time?
and 3. Which of these possibilities will cost the least number of dollars?

Please think about the list of possibilities and rank them for yourself. You have thirty
points to "spend- on the list, ten points for greatest impact, ten points for least time
required, and ten points for least cost. Once you have ranked them for yourself, we will

total up the points in each subgroup. Please make a statement as to why you allocated
our points as you did.

The recorder will total the points in the subgroups and then we will total them as a
whole. Once we have the possible actions ranked, they will be used by the strategic
planning groups to (create) modify the strategic plan. (The leader can discuss in more
detail how the recommendations will be used.)
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