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' SKILL LABORATORY II

‘Many of the difficulties that surrpund the solution,pf problemé
éegter arbund the inability of educators ﬁé adaquately“defihe the |
proﬁlem. Too often we seem Lo jump right tn solutlons before we
even knbw what the Solutxop will solve. The purpose of thxs skill
iaboratb:y is t _prbvi&q'techniqégg‘%?r problem defznltzon and seek |
‘alternaﬁivéfmethodg to gaiher.theﬁggitinent'daﬁa that surrounds a
giVennsituation. The follow1ng are paragraph ‘definitions of each of -

'the skllls to be dlscu‘sed.

I Kaufman's’trl-level needs assessment model.

Problem solving must atart wmth an assessment of needs; A?Bepd'
is deflned as. "a measurable dxscrepancy between what isg" and'"what
. should be.“ Needs have to be viewed from manv persgectxves. It is
for this reason there are three dxmensions to be surveyed as we
_ ;;9qk at’ educat:onal peeds: '\a) the'needs of thaAstgdent,-jb) needs
of thé edgcator; (c) needs of society. If one of.thes; diﬁensions
is missiﬁg ﬁhe result is a.biased-Viéw.,-Needé assassnment bélps
prevqnt us from jumping from uﬁwarranted'assumptions to for egone-con-
clusioﬁs. After an adequate problem definition based on ne&ds is
detetﬁined, then algernatzve solutions can be_sought. In oxder for
' a‘1inka§e to be made b;tween problemfidentifidationlénd prohiem
jresoluticn, we must have a éystematic way to'prdceed. The definition

of"sYstem? is “thé\sum'total'of'separate parts working indmwumdentiy
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and togethgr'to achieve a required outcome,” There are two. parts

to ‘the system model. Blocks 1 and 2 are system ana1y519.or Qroblem e

1dent1ficatlon.g.These report what is to be done, Blocks_3 thxough_

5report §ystem syntbesig.or problem-resolution. This reports how
'_to'gét,hhe mwhat's" done, Experience has shown that too many of our
1nnovatmons start off at step 4 and,- therefore, usually become

fanother passing fancy becausa they never solve an actual problem,

. 8ix Step System Problem Solving Model

- System Analysis ; T ' . - System syntheais

Revise as Required

1e0 . 2.0 . 3.'0 " 4000 5.0 {
{ 1dentify Determine | select . |'|Implement]| |Determine | .
" Problem {1 Solution - | | Solution ' Performancel
(from | Requirements & Strategies L Effective~ |
neads). | |Alternatives : ] ' ness
Problem Identification . - Problem Resolution o

3

System analysis. is. a techn1que that gives us the r;dht to

faxl but the oblxgatxon to succeed.

+ b




Intexgroup Buxld‘ng

‘Background

P Sied

, Intergroup building is a useful técﬁnique by which two groups .
expéfien&ing SOmé'diffiéultieS in'cbmmuﬁiéation or ;orking‘relation? 
_shlps ‘bring out: problems and 1n1tiata procedures by whlch they maj
' be resolved. _It_co;slsts:of two parts: (1) 5roblem 1dent1f1ca§10n
f.'gﬁd (2) problem'reSOIQtibn._ It is a fact of life in otéanizéﬁioﬂs
.-thaﬁ_everyone’is.part of the prob;em.‘ There is a ﬁéndency,tqr
peog}e,to want to_piace thé.ﬁlame fofltheir problems §h the othe; |
pér; . the-ambiguous."they?., Intergroup building makes both groups

 realize that all are part of the problem.

‘ Whét to do with the Data'“

- Problem idéﬁti%;gétioq
ﬁaﬁches -

A,Qmagch" is whgfe poéh groups haVe idénﬁified the same._.
problems iﬁ‘;elatively‘the‘sﬁme intensity, and have placed them:in'

-»

nearly the same ordexr of importance,

. Mis-matches
"Gaps" rafer to t}(e phenmuenon ﬁhat ye':capti.onu of tho e
groups are not: congruent over all /the agenda item&, that is. ‘one

—~

| group is oblivious to-the concerpjs of ‘the other." This means that
. [

one group does not even regogni e the prdblem of the other. The

presence of a large number of fgaps“ may. in itsé??;be'the cause of

] - # : ) :
misunderstanding, - j | : .




" "Intensity Differentials"

Whlle both _groups may envision the same prob]em ox manifess~'

- ~ation of a problem, one- group may feal consxderably more acltated

- about it than the other, One group may be deeply dxsturbed, the
oth merely Maware", - Both groups need te understand haw the-intensity

differs over the agenda items, L - e

Mistakimq Symptoms for Causes -

3

A mls-match may also occur ‘when people are, not fully aware of
“the dlmenSLOns of a problem.- They may 1dent1fy its symptoms and |
ltalk all around 1t, earnestly 'seeking a way to identify it. ‘The best
'way to ascertaln if the agenda atems are‘eauses or symptoms is to\\;\\\ ‘

 examine each one to determlne if "like" responses occurred elsewhere

K}

and if the responses were somehow amelxorated (removed), whether

there would be no more problems. .If the answer is‘"yesﬂ (the'

9

" problem wouldn t go away) only the symptoms have "been dealt wlth and

A

- the cause re@%xne.'

EXAMPLE: A staff complalns of "fatlgue and “pressure“-
the "cause" of the fatigue may not be a ' -
longer working day, or extra duties, but anxiety
due to lack of clarity of some roles which
places a straln on existing role relationships, «
Anxiety may manifest itself in many ways.’ '
Dealing with only the symptoms means that it
will surface again in another form. :

"~Be\mary ofwjumpihg on symptoms too sooun., Search for deeper

‘meanings and clues.,




STEPS TO USE IN ANALYZING THE DATA _

STEP 13 Identxfy the Matches - ;- - . .

The groups shculd proceed over the two agendas identifying the

items which beth agree upon. These should thej[be prlurit;zed.;

o

STEP 2: Identiﬁy.thefeees )
| incongreity of the two. lists should be«idehtified.-‘Where'don't |

they overla'pé .caps" shoula be 'fi'lle‘d iri, in face;to-face .ini:ere'henge

.'so that the one group may receive a first hand accountxng of the |

feelxngs of the other.

STEP 3: Identify Inten51§y leferentlals | ‘ | I "n,. "
The groups should 1dent1fy where they think the other group |
does- not realxze the deep and pervasmve feel;ngs of the other. Thie'
.too sheeld be communléated in face-~to-face sett;ngs. Meetxnge_sheulé,
"_cont%nue until the one side feels it has reached a point where it
ﬁndersteeds intui@iyely end bmotioeallyfﬁhat the oeher side is sayinb.e

STEP 4: Draw up a Composite List of Problems

"A;consensus should be reached regarding which pfoblems are
_ most important and which are'the~ieast. This is“prioriﬁizing;

) _ . s ' : .
_STEP 5: Symptom/Cause Analysis K e

Each agenda item'sﬁouid now beusebjected-te scrd%iny.' beeperf

- questione should be-asked. Is that réally the problem? 1If it is

‘solved w1ll we be happler? W111 the underlyzng bad feelxngs go

. e )

away° zf not, have we 1den;1£1ed the problem?

' STEP 6: Coﬁsideration of Problem Solving Strategies

Problem identif@cation is'one'thing;:problem solving ahother.
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Merely xdentlfylng problems does not mean that they w111 be solved at'_

@

ﬂ mxdnight by the Good Falry._ PeoPle must sit down and seek solutlons.
.) Ueually, éroblems are complex and must be solved by the comblnatlon
'._;// of.eeveralisoldtions. Sometiﬁescombinatioﬁs'ma§.beddifferent.

Ik/c. Before leapihg to the'problem snlvihg scage,zall strategies_available, -

v . . -

should be conSLderedy,'

STEP 7. Selectxng a Problem Solving Strateqx

3 Various strategles shpuld be selected. ‘When they are selected, '
" the.etrategy should'be specific,

EXAMPLE: ‘Problem.; ﬁack'of involvement o N
o S Solutlons - Joe Doaks w111 form a list by Tuesday
' ' - : of those wishing to be involved in
. curriculum development to be presented _
. on Thursday, to the faculty meetlng. ot

Strategles must eontaln WHO, WHAT,‘yHé/’and WHERE to be acceptable,

otherw15e problem are only xdentl 1ed, not solved.

STEP 8: The Actlon Agenda

o
¢

The fznal step is the r\eparatlen of an action: agenda. This
'agenda contazns the spec;flc steps, people, and work requlrements
to solve the identxfzed problems.

STEP 9- ggaluatlon

Did the_problems"become ameliorated? ‘If so, you were
-successful, If not, what went wrong? Was it incorxrect diagnosis?
Were enough solution straﬁegies.consideied? Was the problem

' ' ) . ' ¢ . : '
identified correctly but a bum soiution picked? Are new problems

-arising? - - : o % o




Crrr. o . R
_'Oxaanxzatlonal Slice L _ ' -

E)

e

B Thls method samples personnel in an organrzatlon from top to

bottom._ Thls sectlon comprrzes a vertlcal slice of the organlzatlon'ﬂ

; v \

s

as v1ewed from the pOultlon of a przncrpal, tenure teacher, new )
;.'teacher, seeretary, custodlan,»student, parent.' The data is usoal‘v;
collected by 1nterv1ew and complled 1nto a ‘format that can be’ dlS~ ;-
lcussed by~the group. At thls point the group belng sampled begins
 to seek a clear deflnltlon of the problem and separates symptoms

from causes. seeksbalternatlve solutron strategles and develops C
| an actlon agenda. This technlque allows for goodv“hot data" to be
..fed back to- the main body to get a better feel for the psychologlcal

'cllmate and perceptlon of problems held by personnel.

'IV Force Freld Aﬁal?Si | S , ' | : ' e

o

The force fleld 1s 111ustrated in Dlagram.ﬁl. The force fleld
'1s comprlzed of DRIVING FORCES, or those forces or factors whlch
~are ”pushzng" 1n a partlcular dlrectlon. The others are RESTRAINxNG

..\‘ -
FORCES, whlch may be seen as walls or barrierss’ Theyvprevent or

retard movement.toward them.
‘ o Diagram #1
s | N L
Present -

7
.,'Condition . 4‘ - | | - :ll//
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The arrows polntlng downward represent the restramnlng foroes.

-'The af}ows porntrng upwerd represeﬁt restrelnlng forces.' The 1ength

3 Lo

of eaﬂh arrow represents the ﬂelatzve strength of the force at

Fl
F‘ ]

. &

fthat partlcular p01ntw~the 1onger'the,arrow themstronger'the force; ~f

As you ascertaln, the force fléld 1s'made up of several forces or

]

varyrng;strengths wh;ch Oppose each_Other. The strength of. a’par- ”

< . . PR

ticuiaréforce may itself;vary'at'different 1evels._ AR
.. - The preseﬁt conditionsfet that level yhere the. .sum of all the |

Tdownward forceshand the sum of all the'upwerd fordes-are'equal; It
‘ ’ | ¥ AP o . : : . . . T . _." "
is represented-by the line.near|the,center. B T ‘

’

. . . ST .‘. ’ . . . .". . . o .
¥ Change occuxs -only as the forces are modified so that the level

where the forces are eqdal is change.- S _ - ' N ~— .

'Q_Foroes canvbe‘changéd in the‘follow&ng;ways: E ‘i o J" SR

<

_.1. reduce ox remove.forces,
2. strengthen or - add forces, B W T

3. change ‘the- dlreetlon of the forces. S o

©

. ; . 1
- The criteria upon which to decrde to alter the force field .
T are euggested as follows: _ _. . - S - :
' . . . " . N /"-w . ',‘ ' .
1. determlne what forces, if any, must be dealt wlth before , . p
"a change can occur, L , o

2. which_opposing forces can be reduced-W@th the-least effort?
A . —
3. whlch auggentmng or upward forces can:be 1ncreased? '

Flnally, after a change has been brought about b%\alterlng the

force fleld, the new condltlon must be stabllxzed, since there is

: a

\'.' ) ) _ l .
' fr » - TN .
f




A A

- always the. danger of reyerting to the status quo;.“- o
R P ‘ .
. AR .. . . ,.._ . ‘ ' ) i B . . ..: . '

G*oup Aﬂt;yltg

L) ' .
\- . e ) . o

Slmulate a- force fleld analysms of movmng your school to an
S - .

Internal Performance Contractlng delS\by September, 1972. . S

I3

Iz . _., . ' L *° -
X ) I § ' , i : . : ® . . * .
V. Brainstormigg < ' ' 3 '
' Bralnstormlng ls<an often dlscussed simple techn;que of gener~
satlng 1deas for pxoblem resolut;on. All too regularly ideas are h'..-'
not alloweo to flow because th. group . lS always crltlcleng and -
. d s DI ‘ .V"
sajlng "why it can't be done. This technique must be done in'a~
'posftive psycpologioel,climate. N L f , }"3f° e ,‘;le ,,,,
) . . . : R . | . S | E ‘-A . "- . _,‘//.. T.. _"
The purpose ‘of brainstorming is to generate a great number of .
: ideas'in a short time. The fo¥lowing suggestions will facilitate. . L
' A S - _ - . S P
‘this operation: = o e ) B . A
. 1, Let your imagination run wild. R
2. Think up as many idéas as possxble. G S T
.© . 3. Build on ideas of others., . - ”“\“\%k B oy R
’ 4. Do not evaluate or judge any 1deas. Co e e Tt
-~ 5. DO not.elaborate on .any ideas. [ e
\, 6. Be specific and, to the point. IR ' - z
7. Record every idea that:.s suggested. ] I
Evaluatlon y o R . a T
E The purpose of evaluatlon is to conszder ideas. in terms of I o
. ) . v T -, ”
=§ract1cal aotlon.. Evaluatlon may 1nc1ude cons;deratlon of the ) T
following qoestions: I (';4f N , .Q-' .
\ _ R _ . _ .
1. can the idea be used as 1t 157 ' | ” 'ff s
%._Cad the idea be used if. adagted in any way? I
3. Is the idea pxactxcal in terms of -time? T ;
4, Is the main idea feasible 'in terms of cost? _
5. Is.the 1dea ‘acceptable to all parties concerned? s
. ' ’ . 9 o . '
no . ' , 4 [




i

6, Which ideas cannot be put-into practice here and now?
7. Which ideasc will best achieve the‘gurpose set ‘forth by
the gOal? i . : .
8. In what order are the ideas most & olzcable?
9. HOW many of the ideas can reallstxoally be put lnto actlon?

L S = o IR o ewdj .
VI. Pxoblem Deflnltlon T . o | N B
» . . . ’. s X 4

Many problems are not solved because they fail to be deflhed
.'in sooh\a_mepner as’to,indleate w%en the?ﬁabe solved, Theretore; en
okéerito.provide mo%i‘concrete insigbts ibt\xthe'statement of the
problem a technique caxled "problem deflnxtlon"-ls utlllzed. It i'
_1nd1cates dlfflcultzes, then e;aborates on the oohdmtlons ptesent[
'that make«the szthqtlon a problem.' After the orcblem condltlons have f.
'.‘been deflned the statements must be made as to what cond:tlons would |
‘-be present lr the problem hae/been s%&ved. From ‘these flrst two

J \ . 0

steps a. chanqe strategy must be foxmulated in order to seek a solutlon'

.to the orlglnal problem.. - P Lo L e

Sequ&ntlal stegs o » | 'Q .

: What is the Problem°

_elﬁbAdmmoxstrator sijtes problem and problem indicators, .

. _ . ’ “ T . e &
2. Assessment of peﬁsonnel involved is taken and individual,
“team, of school, profiles are noted.'
, How:will we_know when_the problem 4s.solved7 | B o
. / G . . o
1. A list of conditions are made whlch would state ‘that when.
‘this situation was present the problems would be solved.,

2.4 fgrmallzed change strategy ls;bullt thh specmflc assmgn~ .
~ ments mﬁde. . >




A
. .

pata for Problem.#& . | - . f | o ‘

»

+ -1, Problem: Principal observes, "Our teaching teams are not
' - working well, " .
a. The teaching teams are not planning well enough, :
b. There is a lack of complete trust and openness between
o™ members- of. teams, .. . ., - ,
¢. There is not close enough correxation thhln tgﬁyteams'; J
- on sudp items as student grouplng,
~d. The teams have not,adequately assessed pupxl needs,
© e, If the teams have assessed pupil needs, there is not .
" muck evidence of a change in teacher behavior,
f. "here is still a very uneven level cf total staff
' commxtment towards the school,
g. In some cases we have self-contained classrooms: functxon—
‘ing within® the "open space" coicept whxch is an
" enachronism, and '
h. The students are manlfeetmng staff frustratlon w;th the
above problem. J

.- .' o . . ., Lo /.@)

Problem Indxcator I: The'teaching~téams are not’planniﬁg well

’

"enough. characterxstlcs or conditxons which would lndlcate that
good team plannlng was gozng on or that thls manlfestatlon of the

problem was solved' e m;_”;ygg_ww
1. Teachers would know' what/%ach’of_the/ﬁembers were doingvin
large group, small grxoup,/ tutorial,/etc. There would be .
no surprises from day to day as for example one teacher
being’ surprlsed that  the other wag showing a f;lm when he
¢ ‘ had planned to use mhe‘samo rooq/for another adtlvity. .
. : /“ s J o
2. There would be ;ptal team 1np§ﬁ/in contrast éo the dom-
| ination of the ‘input by one-o¥ two teachers’on a team.
/ ' Teachers would not complaxnzyﬁat their feelings were not

accepted or that they were reluctant to cupress. themselveo
.durxng plannxkg when respon ibilities were divided up.

3. There would be greater awareness by. teaohers of the need
for more teacher/teacher and teacher/pupil dialogue. .°
There would be more meaningful verbal 1nteractlon at
both levels than is now occurrxng. ‘

1l




P

: sufficientfopenneés'and trust between team membets:":”

&

~ 4., There would be more staff cohesiveness within the discipline."
teams, By cohesiveness I mean a more articulated curriculum
for chlldren in the- area involved. ‘

‘Problem Indicator II: There is a lack of trust between team members.

Characteristics or conditions which would indieateﬁthat there was

&
¢

1, Team members would openly display a feellng of confxdence in
the ability of the team and everybody's: ideas would really
be consxdereduln'the team decision-makinyg process. There = ..
would be no "hidden" agendas and a diminishing amount’ of '
non-verbal behavior in meetings whlch indicated a lack of
}commltment, dlSlnterest or nostlllty towards each other.

2. There would ‘not be feedback by teachers to one. another of : /
 unhappiness over assignments, lack of credentials and
. quallflcatlons in accepting ass;gnments, or that. their real
feellngs were not -expressed oxr not accepted bv others.

3, Teachers would’not be unduly suspiciods*of pupil motives and

~ behavior which acts as a ‘reinforcer for bad pupil behavior
- because teachers don't essentially trust each other.

Problem Indicatof III: There is not'close ehough correlation within

the teams on such 1teme as student grouplng. Characterlstlcs or

condmt;ons whlch would Lndlcate that there was good 1ntra—team

.
’

correlation as it relates to student grouping:

1. Pupils who have been grouped on some criteria into like
groups would still be functioning under an overall, - = .
drticulated curriculum umbrella. Thus, there would not be’
the problem of. pupils or teachers with low groups feeling
,1solated from the rest of the puplls and teachers.,

o

12 , 15

(4]




'TPrebleQ Indicatoi?;V: The teams have not adequatel&-asseésed pupil
! f : ' :
' neéds. Characteristics or conditions which would indicate that there
0 : ’ / . ' .

”'had beeﬁ'an.adequate assessment?of pupil needs:

-

‘1. The 1nstructlonal program in a discipline area would not be '
" designed priox to assessxng pupil needs; the program would
fit the student and not the other way around;

. .

2, A lack of artmfzcmal routine on ' the. part of the ‘way teachers
design and 1mplement an instructional prodram; . that 1s, too

much emphasis on following a logical presentatlon via text- '

book chapters or topics, rather than in assessing pupll

‘needs’” and conetructmng learning experiences based upon -those

.nieeds, not using pupil needs as the central "focus for -l

determlnlng instructional sequenclng and- pacxng. . 2 )

O

?

Problem Indicator V: If the teams have assessed pupil.needs, ﬁhere

o
'

'._lS not much.ev1dence of a change 1n teacher behav;or. bharaeter-

istick or condltlons which would Lndlvate that there had been a

change in teacher behavxor as a result of needs assessment,-
1}'The program would follow the.assessment and there would be

& design for systematically sampling pupil attitudes and uclng
it as a major lnput in determ;nmng teaching.

2. A varxety of lnstructlonal modes would be present and obv;od;:_w*_
3. Groups would not be of a permanent nature; they would be
continually grouped and re~grouped on the basis of reach
achmevement. :
"4. Pupils would have a direct say in much of what theyplearhed.

5. More pupil diversity of response and participation would
be encouraged.,

6. There would be more utilization of varlous types of
lnstructlonal resources. ' . _ ¢

7. There would be more chances provided for students to exploit
learning resources, including the teacher as a resource.

13




. 8,.Pupil success would be emphasxzed more on a regular, planned
s basis. Teaching would begin where' students actually were,
‘ and not where they were presumed to be. . ' :
9. Teacher béhavior would not be so mubh aimed at producing
convergent thinking as dlvergence and creatlve .responses on oo
the part of students, - _ : _ , ‘ : T

- : 10, Assessment of pupil grSth in all areas would océur regulape
) . -ly and periodically on ‘a planned basis by the team. This
/ ' ~ then forms-thg. -data base for the next unit plannxng. '

" ' . . -“.
Problem'Indicator VI: There "is a-Very uneven level Of total staff

t

commltment towards the school. Characterlstxcs or condltlons whxch RS

would xndlcate that the staff was tbtally committed. e

1. Placlng the “good of the school and its belxefs, 1deas, and

. _dlrectlons above personal agenda 1tems.

2, A majorlty of the staff can agree and move as a total body
on most thlngs.v . .

3. There is not a lot of faculty clxques. p%}nter groups, or
1solates. | '

!

4. Thereis 'good eVidence of faculty espr‘it de corps.

¢

5._There is a lack of . petty complalnts regardlng each other.f

6. There is exhlblted a good ablllty to share and cooperate
' with each other and between teams and departments when
limited resources. are lnvolved.

7. There is the presentation of a “unified front" when the
- school as a totality is involved-in activities.

8. There is a high degree of teacher sharlng and lntra-staff e
feedback.

V“

9. There is an "even load" commitment within teams, a few don't
always get stuck with most of the work most of the time.




Problem Indicator VII:" There is open space but self-contained class-~

rooms, are functioning within it, Characteristics or conditions which -
would indicate that there was good utilization of the open space.

~

Lo There would be no permanent 51ngle-teacher~per~clasa organ~
ization on a permanen+ basms over an extended period of time
within the open space.

. 2.'There would be group flexibility and teacher ass;gnment
_flexibility within the open space, - \ '
y 3.'There wbuld be stress by teachers on group fluidity with
R ’ Apurpose, many varied experiences for - stud nts.
. 4. The role of the teacher is that of facilitator and guide. Lo
v _rather than full~time director or- 1ectuxer. :

<

5. The role of pupils in open Space is active, involved and
direct. The role of teacher is that of guide\and shaper of
 activities and resourcee towards pupil needs.

.
‘0

Problem Indicator VIII: Students .are, mirroring staff frustration v
. : L . . C—— . .o . _

_with the aforementioned indicators. Characteristics or conditions/

‘which would indicate that school’s students were product:LVe an

" learning: - .~

1. Students exhibit a high degree of motivation for lea ning.

2. staff/studeht'conflict'rates are’very low.

3. There is a low degree of pupil vandalism and dieresp ct -
for staff. .

4. There is a low degree of pupil intolerance towards eidch other.
5. There is a high degree of‘students' perception'of self—worth,.“

6, There is generally a low amount of pupil absenteeism and
class=cutting. \ . \ .




7. There is.a low amouﬁt of non-productive student hehavior.

8. Generaily, pupxls express the feeling that teachers are not
"up tlght" ard are falrrln dealing wzth thenm,

"

(:_, B + A POSSIBLE MODLL FOR TEAMWORK | \ -
' ' ' THE TEAM TUTORIAL APPROACH . : N

[

Situational GiVene" . -ﬂ' : .' o S . '.; S \\\g

4

1, It 1s assumed that "team" means a coriectxon of 1nd1v1duals
: ~who work together; work flqed as planning, lmplementmng, '
2 and evaluatxng together. / .

e

2. The team tutorial approach is ultlmately almed at individual
- -~ students, through tpe resources -of. the team.

3. The team has complete confldence in each other and in the ,
collectxve ability of the team to carry off their
responsxbllltles. . g , | NS

" 4, An open cllmate where trust between people is marked by an

honest and frank interchange of ideas, where personalltles
and the emotional feeling are not burled, but recognlzed

and dealt with above the table.

Operational Procedures .

l. A leader is elected, appo;nted, selected or emerges.

’ i @« <@

2. The. 1eader sets_out the reepon51b111t1es of the _group.

3. The leader delmneates the objectives of the group and
secures consensus on the dbjectx es.» - & .

4, The leader develops objectlves for meetlngs Which are aimed
at making closure on the major activities necessary for the
group to reallze its total objectlves. '

5. A division of responsxbmlltv is established whereby each
member can participate to his maximum potential ‘and charged
with completing a number of activities, Responsibilities *© ,
are fixed on a definite time table., L -




6, The group meets daily to check progress and share problem5°'
once a week the meetlng is extendeo. '
7. The team utilizes many modes of evaluatlon to assess their
. effectiveness; regular meetings scrutinize their successes"
- and/or failures, Every effort is made to provide for the | .
. most immediate type of feedback possible. For example student -
g .evaluative data, administrative evaluation, parent feedback, _ -
- _peers, etc.’” Each mode is considered legitimate, though
. dffefed ffom varying points of view.and background.

é"

-2

s 8..Students are +he ends of the team, not a means to an end,
- The team begxnc with students where they are and reinforces.
S positive student behavior, however small or seemingly’
- insignificant. Success rather than failure is reinforced.
9, Constant and genuine cOncern'for'pupil‘progress.which is
~ wvisible to pupils, not .as anxiety, but as caring behavior
on the part of the teachers lnvolved - the CQ (caring
STl quotlent). B LA . '




ANALYZING YOUR TEAM'S EFFECTIVENESS ”
INDIVIDUAL PROFILE OF .TEAM

. Qﬁ? TEAM

¢

., DIRECTIONS: On'each of the criteria below, rate your team as to its

3.

. other and in their

. open_and frank

5.

‘Phe "team" works

~ program, o

'.Th; efforts of the

.An open climate pre-

nized by others on
the team,

current effectivenéss., Make one mark for each

- characteristic,
- AREA "u_, S o B RATING
’ ~ STRONG. ABOVE  AVG ° BELOW  WEAK

—

AVG - - AVG

together in all
phases of planning,” -
implementing and:
evaluating theip

"team" can be,seeh
in pupil growth -
and motivation.

The team has complete»
confidence in each

collective ability "
to carry off their
work assignments,

vails marked by an

dialogue, there is
a lack of "hidden"
agendas, " '

The team has>a\s§§ong
leader who is recog-




6.

- 7.

.-lo.

i13.

11 o..'

12,

‘The leader sets out

~ clearly the respon-
~sibilitie$ of the

group.

The leader secures

. .consensus of the

‘group on their
objéctives,

The feam_leadef
develops meeting
~objectives which

‘are clearly under-

stood by all
“members,

A clea:'division'af'
responsibility has B

been established
.where duties are
fixed on a time
tablec

The group meets .
‘daily to check on
progress. S

The team utilizes
many modes to
evaluate their
effectiveness,

- All data sources
are utilized.

The team reinforces
positive gtudent
behavior.

Teacher caring for
pupils is géenuine

.-'andwwisible. |

~ TOTALS

ABOVE

19

STRONG
AVG

-
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SKILL PRACTICE - o
EXERCISE = . ,

Related issues,skills, = -

¢ .

VI, N > - '~ processes.

Title: RESOLVING CONFLICT

Function: Given an opinionnaire, a document of. critexia, a-role play
) . situation, observational guides and'criteria, delegates .
will be able to Ldeptlfy and evaluate leader skills -
needed for confllct resolutlon.

¥

Approxmmate h i s

Time: 2 hours( : '

Resources - '

Needed: Sufflclent copies of a11 1nstruments and documents for

each delegate.

o S |
l. Introduce the-exercise, including function and overview of the_
' sequence.- ‘ ° o ‘ : : a

INSTRUCTIONAL STRATEGY

' 2..Dbistribute "Checklist for the Conflxct Resolver" (SPE 28 lay‘
- and ask delegates to follow the prlnted 1nstructlons.

. 3, As quickly as they finish the checklist tell delegates to go to
'~ newsprint scoresheet you have prepared in advance and posted .gﬁ

(See SPE-28.1b) and record their answers., Tell them -to do this by - |

placlng a tally in the square which corresponds to thelr answer.
DEMONSTRATE : S | - . -

K - 45 ; 0 R _ -5

i g i 7/

1
2
3

- /
17 _ | R YY),

4, Identify the statéments in the checklist which are checked
45 to +3 ‘the most times, Place a check mark beside each one. .
.. Do the same process with statements checked -5 to -3 most -
frequently and place. an X next to these.  Read the checked
statements, then read the X'd statements, '

5, Announce the role play. Forxm groups. of eight. -and ask thgg to role
play, the other to observe. Tell them .that each group will have .
a chance to do both activities.

o

ca e




Announce’ o the group that the statements'just read may.be viewed
as the present positive and negative attitude of the group toward
a list of oplnlons about confllct resolutmon. °

Y

Dlstrlbute copi”s of the " Sltuetxon" (SPE-ZB 2) to everyone. Ask_
them to read it., = . N e

<*“. . o 7' o ' lu f
Give one of the brleflng sheets (SPE 28 3) to ‘each of the four R
~ role players. Teil them to read their briefing and thlnk about '
'-howpghey are goxng to function in the meetrng. ~\

Dlstrlbute Observers Sheets (SPE~28 4) to. the observers, Tell
them to prepare to observe, keeping.the orientation’ checklist in .
‘mind and watchlngwfor clues as to what skxlls the leader uses..
Start the role play and 1et it contlnue until a solutlon is -
~“reached, but not longer than flfteen mlnutes. .

Stop the rgle play. Tell the ‘observers to make thelr 'report.,

o Announce theywwlll haye five mlnutes for this. . ' -

, Dlstrlbute "Crlterla for Confllct Resolutlon" (Document SPE—ZB 5)
~and. ask the ~groups of eight to de the followmng. g S

a. Scan the document and underllne key words and phrases.7
b. Discuss what just happened duripg the role play in the
llght of the pornt of view of the document o 2

Tell the groups of erght to sw1tch functlons. Dlstrlbute the f'
briefing sheats-5PE-28.3 to the new role players and sheets h )

SPE~28.4 to the new observers. . . : . . |

Start the lole play and 1et¢1t cont;nue to’ a solutlon but no

longer than 15 mlnutes. o : _
. .o AU

Stop the role- play ana glve the observers frve mrnutes to make

thelr report.'- - : '

Ask the members of the group to survey their own observer's sheet

and check skills’ and behaviors observers reported as used by the = ¢
leaders during both rounds. Tell them to try to identify and write
down the most - effective conflict resolution skill in both sessions,
using the criteria document as reference. Tell them to be ready

to share thelr llsts.~

VCOnduct a general session . during which skllls needed by a leader 1n .
_ order to assist in conflict resolution are 1rsted on newsprxnt..

1 -

Close the session wrth any remarks you see as being approprmate.
! .‘ -, f . . . P4
.;\‘ ) . » ‘ . . 22 . . . . R - . . g ‘ .\

~—




Insénugéions*

Place ‘a check - after eac ite 1nd1cat1ng the extent to whlch you agree*
.or disagree thh the statemeT€.° Please answer each item. . Remember
there are no right or ‘wrong answers. The checﬁllst ‘is 1ntended to
bring out differences in the assumptlons and polnte of view brought by’
_ dlfferent 1nd1v1duals and groups to 1nterpersona1 and 1ntergr6up -

- confllcts. : o : : Coo AR

‘n .
t

H

R

The only. genulne ba31s for the resolutlon

ot

. '.},

Q\/a conflmot is the' (/%
restoratlon of trust between those ;nvolve . :

@, ﬂ".. .

.'r'

Strongly agree

o

Completely Undeqided'
A o -

b

Stronqu stag«ee .
°r5 :

The roots of such social confllcts as race and rellglon basxcally "
‘are economic 1n nature. ) |

Lo !
S

- . ‘ . ° ', .

a8 . [

e w

)

+5

-Strongly*ag;ee :

Completely Undec;dea\\~8tsongly Dlsagree

0

-5

3.

S
- I‘ )

1 ;'_1" ';l“

PR
A" ™
%

A ma,or tool of the’ confllct resolver is his- abzlmty to brang '
rational arquments to bear when feelzngs run hlgh.

wl

e 1 l»-'_;

. 4q

Strongly agree v

-0

completely Undecided

.fStronglytbisag;ee
o -5
g | 1' .L ,

<

3 IR A B

Any confllct can be resolved glven adequate ﬁfme and 1ntereenq y e

) .

+5
L

Stngngly agree -

COmpletely Undecided

-

Strongly D;sagree

5.

| { I I |

1

The loyalty oneofeels to One's own groap usually predlsposes one°:
'to conflicts wmth certain other groups. - -

-5 : -
.
’ » T4
. v .
Y .

A

Stfongly agree
+5

| P

‘cOmpletely:Undecided}

0

I s

i

Y

Strongly ﬁhsagree

-5,
L |

?

A

*\




‘ .

‘6. A conflict resalver has to be ready to bang heads together when

_ necessary. A “
 Strongly agree _ COmpletely Undec1ded Strongly dabagxee
45 0 : , -5
RIS { N S N R { A

(..

»

'7{ Creative leadership in organlzatlons or «ommunxtles should try to

"_encourage confl;ct to ensure lndlvxdualq' 1nvolvement in problem"

.. 8olving. -
Strong;yeagree Completely,Undecided Strongly dlsagreeff
A 0 | -5
SRS SN FOU DU BRSNS R [ R

8.. A major barrler to lnteqratlon ig oeopleﬁs tendoncles to clmng to'4

groups of fheir own kind,
. ' .

.‘,..."

+5

Strongly agree‘

~-I ‘.o.

'..COmpletely.Undecided

0

Strongly disagree
-5
[

B [ -

’/o

~,_-‘9.4The success of an 1ndLV1dua1 in an organxzatzon to a sxgnfzcant

degree depends on the ablllty to 1gnore conflzcts and concentrate""

: on gettlng the jdb done.

‘Strongly .agree
+5

. )
- - “::"‘ el
e r‘ )

oy

Completely'Undecided..

o ' . 0 T
L. 1 L {

Strongly dlsagree I
.-5 . .

T

10. It is 1mposs1ble to be a confllct resolver when one is personally'

:.nvolved %s a party to the confllct

Scrongly agree Completely Undec;ded Strongly disagree ‘
+5 2 .0 . , -5 7
1 L | A— L YIS A B

v

Iilg‘Mosi confllcts cannot be resolved unless one 5163 or the other Q |

is prepared to agbept defeat.
i -
L ,“Strongly ag;ee CQmpletely Undecided - Strongly dlsagree
4 e +5 : ) N 0 _ ’ T "'5 N




b
12. In the resolution of conflict it is important for the conflict
~ resolver to bring out and help those involved face up to the
| issues and feelings.. B

" Strongly agree

Complétely

0

Undecided Strbngly disagree

M N 2
¢ : .

/

-5

13. Conflict.ispthe splce of life. Everyone néedsgit.'

5

| }Strongly agree .3

Completely

o .

[

Undecided St?dngly disagree | .

: 14, Invmajbr interracial cqnfliéts the mdst effective range solution
) is complete assimilation by intermarriage and other means.

k)

5

Strongly agrez _

Compleiely

o

Undecided mStronglyAdisagree
. v N ‘.5 . ‘

1S.VThé sucéesé'éf;an7individua1 in almost any undertaking will depend
£o0 a significant degree on his ability to avoid conflict. '

[ strongly agree

Completely Undecided Strongly disagree |
"+ 16, To be effective a conflicé'resolﬁég‘should not ‘take sides in a
“conflict. ) . o K
Strongly agree Completely Undecided - Strongly disagree
%5 L 0 . =5 ‘

s _ personal conflicts ég to smooth them overﬂwhenever;possible. _

""';;%&Q¢l7. The best way for a conflict fesolver to deal with moét inter-

“ Strongly agree i
+5 o

.429’ N ¢ . . vt . )

18. The seeds Of most conflicts are found in the extent £ which

people see themselves or are seen as different from others. .

Completely Undecided _Strongly'disagree‘
' o 0 ﬁ j -5 N

f

 stfong1y disagree

Strongly agéée Completely Undecided
: ' -5

45 0

A

.

19, Basic ingredients of the effective conflict_resolver are good
will and determination to be helpful. : )

disagree

Strongly
] -5

St?pngly agree Completely Undecided
+5 : 0 -

ohe

conflict arises when we ascribe to -other people characteristics

20, ‘
' of ourselves that are unacceptable to us.

Strongly disagree

Str&pgly ggrée
. v : ] “5 ..

Compictely Undecided
+5 . |

O - o
» v ..: gz&;

25
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THE SITUATION

“&ou are all members of a PTA, The High School prlncipal has)
reported the followxng at the .last meetlng.;

f\\\§\< a. The school personnel responsible for runnlng ‘school
' 7. social activities has informed him that attendance
| is falling off, and that they are finding it

Vo dxffxcult to- fxnance bands, etc, at these events.

b. The schocl oounselor has. pxcked up from an 1ncreasxng
|~ number of students that they feel regected about
\. - being left out of home parties,
c. Some parents ave complalned about'the pobr :
. chapergnage which exists at .one home wh:ch is a '
\ popular party pla ce. ‘ :

. After ser discussion at the PTA meetinbo'thé pgesident'éppointed:a _
" committee|of four to recommend policy on this problem to the PTA and
the school administration,’ Two Of the_ﬁersbns_on the commitiee'are
-~ known tozé\in favof'¢f3strengthening the'school_party\sYStem. . One ',

of the 1a-tér is chéirman of the committee.

l .
\ Y | - 20




BRIEFING SHEETS

{to be cut apart)

'Briefihq Sheet for Role Player 1l o - '_' ' -

~You have been app01nted chairman, |

- .=You “tend personaliy to favor. the greater freedom of the home party

- idea, but you are very anxious to be a good chairian by getting

. everybody's thinking into the recommendatxons of the committee.,
-As chairman you start the meetlng by sayxng, “Our pres:dent asked
me to chalr this committee.

Briefing sheet ‘for Role Piayer 2

~You are the parent of a 16-year-old girl who has some feelings of -
inferiority about her looks. You feel she needs your'support in

" trying-to win friends.,

~You feel quite. strongly that- the school should not lnterfere w:th -
‘home parties for the high school set. o

-You are certain the children prefer this to 1arge school partles -
small partles are really more fun, bestter social experience. o

~Ch11dren have right to chcose own friends to be with, (You feel '
‘there's too much regimentation of individuals nowadays anyway,)

-As a parent.you feel that it's your responsibility to Be concerned
‘about whom yoeur child mixes with., (You'‘re particularly concerned
about a certain rowdy element which comes to school parties.)

-In addition, school facilities are so drab and inadequate for
parties as compared'wlth the facilities of nice homes.

Briéfi’ﬁg Shéet £or Role Player 3

~You are the parent of a 17-year-old girl who is extremely popular and
contlnually being invited to parties at various houses.

-You feel an increasing pressure among families for bigger and better
partles. It is & real economic burden for you.

' ~This is also leading to more frequent parties, which concerns you
because of 1ower1ng lnterest in scholarship and more sexlous aspects

.~ of ‘school life. . ,
. =You are concerned about the problems being created by lax standards
of chaperonage .and time of getting home. Your daughter is caught
between the looser standards of some of hex friends and your own
feelings alout what is best for her,

~You believe that this ‘could be taken care of by the common standards
set by professionally trained educators at school parties.

28




. . : ¥
' ) ) . ] . -

~You are the parent of ‘a 16-year-old boy who is being 1eft out’ of
the very active social life of his age mates, '

- ~You feal that this is because of the snobbisghness of the home party
system with its lnequallty of opportunlty for children from ;amllleS'

" of lesser means, ' Sy

~-You feel he is being . left out because of the lack £ physxcal
facilities at your home for parties.

-School parties would do away with this 1nequa11ty.

~you believe the children would prefer to-mix on the basis of equallty
and non-discrimination. It is the parents, however, who are encourag--'
ing them to become snobs.

.-J
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T . OBSERVATION GUIDE

Observation of Skills in Resolving conflict .
Skiilg used by leader in EValuation of - success: Why succgssful'
trying to resolvg'confligt (see Criteria or unsuccessful
' ' ' Document) (Your own
S : - opinion)
< .”g
a 4
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&N
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' CRITERIA FOR CONFLICT RESOLUTION

Alternate Modes of Behavior for Strategizing Qonflict Regolution

5

Let us identify two familiaxr, but opposite modés of behavior, whlch
we may designate Approach A and Approach B, '

1.
2.

3

. APPROACH A

Behavzor is purposeful in SRR I
pu:auing own goals :

Secreoy "v L 2,

o

Accurate personal understanding 3.
.of own needs, but publicly dis-
guised or misrepresented =~
"don't let them know what you
.really want most so that they

won't know how much you are.

. really willing to" nge up

to get 1t

Unpredxctable, ‘mixed strateg*es 4,
utilizing the. element of

.- surprise.

Threats and bluffs _— -

‘Search behavior is devoted to . 6.

findings ways of appearing to
become committed to a pos~
ition; logical, non-rational

and irrational arguments’

7.

~hostility.
. strengthen in-group loyalty = -
- and convince others that you _

alfke may serve this purpose

Success is often enhanced - 7.
{(where teams, committees, or '
organizations are involved on
each side) by forming bad
stereotype of the other, by
ignoring the othexr's logic,
by increasing the level of
These tend to

mean business.

Q

APPR"éAca B

Behavior is purposeful in pur~"

suing goals held in. common

Openness,

Acnurate personal understanding
of own needs; and accurate’

 representation of them.. . WL

predictable; while flexible
behavior is appropriate,. it
is not designed to take other

jparty by surprise.

Threots or blnffs are ﬁot used

Searoh behavior is devoted to

. finding solutions to problems,
~utilizing logical and innov-

ative processes

Succéss demands that stereo=
types be dropped, that ideas

~ be given connideratxon on their
‘merit regardless of sources '
- and that hostility not be -

induced deliberately. 1In "
fact, positive feelings about
others are both a cause and

an effect of other aspects of.

- Approach B,

a4
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- 8, Pathological extreme is when . 8. Pathological extreme'ié\yhen

. _one assumés that everything = - one will assume that whatever
‘that prevents other from is good for others and group.
reaching other's goal also '~ is necessarily good for self,
must facilitate one's own Cannot distinguish own
movement toward his goal; == . ‘identity from group or other
Thus, one would state his person's identity. Will not
.own goals, as being to’ ' take responsibility for own
negate goal achievement of . self, - ”
~others. ' : '

P B n e, L = Aary > e o pr =5 o




What forms ‘do, strategles for deng;ng and/or ellmlnatlng conflxct from
_human sxtuations take? Most, of these have already been suggested.
Perhaps renaming them herxe wxll be useful

. 4.!

a},Segregatlcn of conflictlnq elements in a sztuatxon-‘\Segregatlon
' seldom works well because of the actual 1nterdependence w;thxn
lthe system whmch it thwarts.

v

A

b. Melodramatic externalizatlon of the conflict- The conflict is
. all out there between the evil its .and ‘the holy I's, The conflict
~is actually within the I and wlthxn the Thou as well as between o
| the I and Thou, Externalxzatxon thus beclouds reallty.

e, Making a vxrtue of subm;ssxon to establ:shed power relatlons- “To

' maintaln an existing order against all internal attack is to
assume that whatever is is right, and since in, human affalrs thls-'
19 never true, reality is falslfxed again,

_d}“Myth that we _are all alxke essentlallyf Thzs is false as well as
suicidal - I am I and. Thou art Thou. But even if it were accepted -
as true, it would not. elxmlnate conflicts which grow ont of: -
' similar needs: and values in the presence of scarce and
' “undlstrlbutable goods. \

oy

e. Undermining "partlal” 1dent1f1cations in. the name of devotxon to
. the~whole world. I am responsible not alone to maintain the whole
- of whatever systems I belong to but also to change xhem'where I
‘pelieve. they need changing. ‘My "partial® i dentlficatxons within
" the whole are my leverage for changzng the whole over time. ' To’
deprive ne of/these 1evers 1s.,1n effect, to crush’me Lnto
passzvxty._ :

f. Legalistic unlshment 'of agyressive acts without consideration of\
- the merits of the context in which aqgression and ¢ counter~aggression

occur: We frequently assess thé merits of the parties to a. conflict .
by trying to answer the questxon\"who started it," rather than b
‘mwhat are the rights in the. situaéions?" This lS to substl e
chronology for ethics and theplogy:\\ . _ Y
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- And what of the condxtxons and strategles for  facing and creatlvely

. and rationally resolvzng confllcts 1n human affalrs? T

¥

\

"Facing and| accegtlng the complexity of the motivations cf'mySelf

and of my cwn party and of those in opposition within the conflict

gstuatlon-i To oversxmpllfy a complex situation is to falsify it,

however- flatteringly to the ego, and out of falslflcatlon further o
falsxflcatlons grov.. -

Humanizing.and rehumanizing my party and the opposition party in

. the conflict situation: This is related to the previous point,
_but human;zatlon involves more than a fair assessment of faults

and v1rtues. It involves acceptance of the dignity. and poten- .'

'7;t1a11ty for growth and learning of self and of others, It is to.

see the drama of human confllct as essentlally tragic rather than i
melodramatlc.

)




£,

Internalizatxon of the

\éenfllct- 0b3ect1v1ty"toward a conflict

- situation can be achieved only if tha claims of my opponents .upon

the 51tuat10n can be internalized and entertained along with my

own. What is at stake in the conflict is felt as well as
cognized, : ' - ~

Env151on1ng values 1nherent in the 51tuat10n as changed. Conflmcts

generated in situations as they now are cannot be resolved without

- alterinhg the 51tuat10n, 1nclud1ng the partles within it.

Rejuggling the situation as now perceived and enacted can lead

only to compromise resolutlons. Creative rasolutions require
‘changes all around. - ' '
Acceptance of confllct as 1nherent in human life: This does not
mean passive drift in the presence of conflict or jcyous exultation
in the destruction of values which is wlways potential in conflict
situations, It means rather an attitude of not being so threatened

b& conflict as to resort consxstently to strategles of evas:mnér
.or denial,

PR

Malntalnlnq and bulldlng in each person and other human systems

a. methodelogical character tuned, to devising and enacting growth—
releasing reso&utlons of conflicts whenever they may appears:
To-rely on commonly acceptable methodologies to carry us through
situations where our-own values are under challenge and review _
is not to forsake, It is rather to accept the premise of contin-
‘wing .création of new values through conflicts jointly, imagin-
"atively and xationally faced and resolved. It is to remember-
John Dewey's wisdom - "He who would think of ends serlously
must think of means reverently."_
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