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. -PURPOSES AND DESIGN OF THE RUPS WORKSHOP*

The initials RUPS stand for Research Utilizing Ptoblem Solving process.

Them are two purposes to the RUPS workshop. One is to try out the steps

of the RUPS process as a way of working toward improvements in the classroom.

The second is to try out some ways of. increasing teamwork skills.

You are asked to t tart out by pretending that you have,complaed the

workshop and hive just arrived back at your own school district. Mrs. Jones

is a principal in your district. She heard that you have just returned from a"

workshop 9n school problem solving. She believes she has a problem with her

?acuity this year! She is going to ask you to help her work toward improvement

z. her school problem situation,

The design cif the workshop gives you a chance to try out the Research

Utilizing Problem Solving (lar) process by going through it step by step

o

as you "help Mrs. Jones" with her problem. Some of the time duringthe

workshop you will be working on skills needed to carry out the RUPS process.

At other times, you will be working on your. actual teamwork skills as you

relate to each other in the workshop. At still other times you will find

.
the purposes are combined as you are asked to look at teamwork skills while

working on problem solving steps.

yw

18



ti

H2.

HANDOUT 2

RU PS WORKSHOR AGENDA

.

The RUPS Workshop is divided into 16 different timeblocks; or subsets.'
The titles of the subsets are listed beloW. Blank spaces are provided-for
you to write in the date and hours planed -to complete the subset in this
workshop.

Date

.

Hours Subset

1. Orientation
.114

2. Identifying the pfoblem

3. Using Research About the Organization and
Community

4. Diagnosis Using the Force Field Technique
. .

5. Diagnosing Teamwork Relationships

6. Data Gathering Skills

I
7. Selecting Tools for Data Collection -

8. Spotting Major Results in Data -

9. "Group Member Ratings

10. The Feedback Cbncept

11. Deriving Implications and 6c.tion Alternatives
tfr6m.tiae Reseaich Finding's

.

12. Planning for Action

13. Small Group' Dynamics

14. Planning Your Back Home RUPS Project

15. Follow Through Session 1
11.1110,

I 1'6. Follow Through Session 2

1 0 .

20



Purpose:

H3
A

HANDOUT 3

AGENDA FOR SUBSET I: ORIENTATION

To assure that participants have a correct expectation
concerning the dual purpose of the workshpp; the nature of

the simulation in which they are to "help Mrs. Jones;" and
to 4orm the has/16 work units of trios and sextets.

ObjectiVes: GiVen the opportunity to discuss and ask questions regarding
Handouts H1 and H2 and NewsOint Sheet N1, each participant

."? will be able to correctly identify the dual purpose of the'workshop
and the idea of trying out the problem solving process in a
simulation 'of "helping Mrs. Jones." Permanent work units
of trios and sextets will be established. Dates and hours of

/ this particular workshop will be established.

Steps: 111. Intioduction to the two purposes of the workshop
2. Review of the ,time schedule for the workshop
3. Introduction to Subset I agenda
4. Meet "Mrs. Jones"

/ 5. Divide into trios
6. Trios firm sextets
7. Hear Mis. Jones again and some of the teachers in her

building
8. Assessment-

a

0

11
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.. HANDOUT 4

.

ASSESSMENT OF SUBSET I: ORIENTATION

,

, 1. This workshop has a dual purpose. It focuses on: (check two)

Research on utilizing problem solving by administrators in
a variety of settings

Trying out some .ways of increasing teamwork skills
V

Developing teams of administrators that can function aseffective

. units in their school settings,
,

*

, .
, Solving educational problems identified by national research

%.

.4.

o

)

Trying out a research utilizing problem solving process

Understanding skills needed by a building team

i

1

)

2

C

'N.

I

.,.....

A.,
...", 1

,

1,4,,4,
. *

,
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Answers:

, 1: This workshop has a dual purpose. It focuses on:

( wrdng) Research on utilizing problem solving by administrators-in a
Variety of lettings . -

(This workshop does not focus on research- concerning the
ways that admitstrators generally solve problems. )

(rightY Trying out some ways of increasing teamwork skills
(You will experience several exercises Ifiatlarovide an
opportdnity to increase certain explicit teamwork behaviors. )

(wrong) ife'Veloping teams of administrators that can function as effective
units in their school setting

(This is not a primary focus of this workshop. This workshop
might aid a team from a particular school building toward
such a purjpse if they went through the training together.
But, the target of this workshop is to provide you with skills
as an individual rather than to train teams as such.)

O.

gir

lwrong) Solving educational problems identified by national research
(The purpose is to give the individual a process for 'olving
problems in his own setting rather than solving pr lems
identified by research nationally. )

(right) Trying out a research utilizing problem solving process
(You will try it out by "helping the principal, Mrs. Jones,
work on a problem she has in her school building."

.(wrong) Understanding skills needed by a building team
(As alreat npfed, the purpose is for you to have an

ti 7 opportuni increase your skillb as an individual.
Understanding skills needed by a team in a school building
is not.a primary purpose, although you might get some'
insights about this.).

a

11
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AGENDA FOR.SUBSET II: IDENTIFYING THE PR
. _..

EM

t

Purpose: To develop skills of writing a problem statement and of
active lea/rning.

-
, . 1 ..-

H5

ObjeCtives: GiVen four guidelines for writing a prOblem statement, each
,pa'rticipant will write a problem stitement responsive to the
four guidelines.

Given a definition of paraphkeing.and an exercise in its use,
"participants will use pAiaPhrasing when appropriate as they
critique eachother's prdblem statements according to the four

.guidelines.1 Tr s alsoecf-aque communicatfon. behaviors
used by the grog while critiquing the problem statements in
accordance witlt he okisevation in ru,ctions provided.

Ste0: 1. _Introduction to Subset II agenda

2. guidelines for writing a problem statement

Write, a problem statement for Mrs. Jones

a

0
se a .

6

araphrase exericse in trios

4. Trio round robin exercise on clarifying' problem statements .

e

6. AsSessment

0

/
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HANDOUT 6

,FOUR GUIDELINES, FOR WRITING A PROBLEM STATEMENT

Suppose that I said to you, "We have a communication prdblem among our
faculty. What would you suggest we do about it?" 'YOu would undoubtedly
want'toask many questions before hazarding an action 'suggestion. 'What
is it that is not being communicated?Who feels the need for such
communication? Why isn't this communication taking place? Specifically; who
would need to be communicating what to whom to improve the problem situation?

,A godd problem katement includes answers to siiCh questions. It is a
-brief, specific statement about a pioblem situation. A' problem situation
exists when thTre is'a difference between the way things are and the way
someone would' like them to be. The word, problem tends to suggest a negative
meaning.to most of us. The definition used here dan be applied to.situations
which we feel negative about. It also applies to situations that are not thought
of as negative ones. The situation might be generally good now and an
-accomplihment of a new objective could make it even better. You might have
a station sagon that satisfies your family's basic needs and feel that having a
sp9rts car\too would make thing; even better:

. \
Using the de nition of a problem situation as one where there is discrepancy
between thew y things are now and the way someone.would like them to be
implies that.th e are almost always "problems" that could be worked on.
There are almo t always improvement goals in education that we would like

'to be working to aid.
a

One of the greatest barriers to working constructively toward achieving
improvement goals is lack of specificity in stating the problem. Compare
the two following eifort'S to state a problem.

"We have. a communication problem among our faculty."

"We use team teaching in our building. Virtually all of us
involved in teams a e concerned that we-haven't given adequate
attention to creating ways to share innovative ideas across
teams. We need was of sharing that don't take up the time of

, those to whom a particular idea is not relevant, Liut which
share enough detail sd that those who are 'interested will know
how to try it out in their own setting."

,

\
The latter statement covers 'four points that are suggested as guidelines
for writing a good problem stO.tement. It answers each of these guideline
questionp: '

.

.,

1.; Who is affected? Members of the teaching teams are affected.
"Virtually all of us involved ini,eams are concerned...."

15
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2. Who is causing it? The members of the teaching teams seem
to see theMselves as mainly responsible. "...we haven't
'given adequate attention.... '!

3. What kind of a problem is it? Note that the reason for the
pioblem is a lack of adequate means for doing something.
"We need ways of sharing...."

4.. What is the goal for improvement? Specifically, how will things
look when the goal has been achieved? In this"-Case, it has. been
made Clear that the goal `is not simply increased communications.
The goal is creation of "... ways of sharing that don't take.up
time of those to whom a particular idea is not relevaht, but which
share enough detail so that those who are interested will know how
to try it out--in their own setting."

The most important guideline or writing/a gOod problem statement is inclusion
of a specific goal for improv ent. Two, kinds of confusion cart arise when

.you are attempting to describ the goal for improvement in your Statement.
One relates to the fact that there may be many possible nrjor and minor
goals in the problem situation. It might require rtianY, mazy pages of writing
to describe the entire problem situation. Describing the problem situation is
not the same as writing a problem statement., A .problem statement answers
the four guideline questions in focusing on one, specific improvement goal
within the problem situation.

The second kind of confusion arises from needing to be specific in writing
the problem statement, while at the same time being ready to change the
statement any time new understandings of the problem situation indicate that
you should do so. In the early stages of working on a problem, I may have
quite erroneous ideas about what kind of problem it is or what the improvement
goal should be. By stating specifically what I think is the case, Pll know
what to explore. I will be clear about what to ohinge in the statement any time
new information shows my initial idea's were wrong: The problem\ statement
should be as 'specificas possible, but always open to change in the light of new
understanding.

Following are some considerations that can help you to be specific as you
respond to the four guideline questions while writing a problem statement:

1: Who is affected? Consider these possibilities before deciding A
what you want to say about this. Is it you? Is it one other
person?' Is It a small group of people? Is it an entire
organization? Is it the community or society at large?

16
34
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2. Who is causing it? We frequently speak of problems as though
they were caused by circumstances that didn't relate directly
to people. This is almost never the case. There is almost
always some person or persons who could influence things being

° different. Consider the same possibilities as above. Ts it
YCILI? Is it one other person? Is it a, small, group of people.?
Is it an entire organization? Is it the community or society
at large?

3. What kind of a problem is it? 4Thereare many ways to classify
kinds of problems. The following considerationA`may p ve

helpful:,

- There is lack of clarity or disagreement about goald'.
- There i lack of clarity or disagreement about the means

of achieving goals.
- There is a lack of skill needed to carry out a parti,cular means.
- There is a lack of material resources.
- There is inaccurate communication.
- There Is too little or too much communication.

People have a different understanding of the sani :thing.
There is insufficient time'or schedules don't co cide.

Sic

- Roles are lacking or inappropriate.
- Norms are restrictive, unclear os misinterpneted.

There are conflicts of ideology.
There is a lack of clarity or a confliCt about decision making,
e.g. , power struggles.

- Expression of feelings is inappropriate or idiidequate.
There is conflict related to individual differences.

4. What is the goal for improvement? Ideally,t this should be stated
so clearly that anyone reading your statemen1.would know how to
determine when the goal had been reached.. It would tell exactly
who Would be doing what, whe're,' how and to what extent. Until
you knOw where you are going, it's very difficult to make and
carry out plans to get there. The more clear, you are about your
intended tiget at any given time, the more likely you will be to
recogniz,e when it is ,an,inaorrect target, should this prove to be the
case.

17. 35



HANDOUT 7 f,

INSTRUCTIONS FOR PARAPHRASING EXERCISE

Your trio is to have a 5-minute discussion about the four guidelines for writing
a problem statement. You sholld adhere to the following special instructions.,

1. Each time you wish to speak, you must first paraphrase what was
said by the person who just spoke.

2. Once you have paraphrased the previous'speaker's statement, you
must secure his confirmation that your paraphrase reflected a
correct understanding of what he said.

3. If he says that your paraphrase was not correct, you must try again
until you get his okay. You may ask hini to repeat his statement a
the try again to paraphrase him.

't
4. , Onl *hen you are told by the previous speaker that you have

par hrased him correctly can you make your statement.

5. The next person who wishes td speak must paraphrase you correctly,
and receive your okay before he can say what .he wants, etc.

Paraphrasing is stating in your own way what a speaker's remark conveys to
you so that he can begin to determine whether his message is coming throligh
as he intended. ewording what you heard is not enough. Instead, paraphrasing
should be an exte :21 of the speaker's statement. This, may be done by making
a general statement more specific, a specific one more general or giving an
example it suggests to you. Even if your paraphrase turns out to be quite
different from what was intended, you may gain important additional information

- when the speaker clarifies his own understanding of his point.
. .

This exercise of71,11ecking every statement through paraphrasing dramatizes
we typically lose track of what the other person is saying as our own thoughts

' Nomove ahead. It indicates the extent'of our failure to work at understanding
others. _This exercise also shows that trying to paraphrase every'. statement-
is impractical, The most useful approach is to be continuously concerned
about how accurately you are understanding and to use paraphrasing when you
have reason for doube.,

I
18 36
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HANDOUT 8

INSTRUCTIONS FOR TRIO ROUND ROBIN EXERCISE

The Task: Help each other clarify and improve your problem statements.

The Procedure: Round Robin of l, ree rounds.

1. In each round

One person will ask for help to clarify and
improve his statement. He is the HELPEE.

One person will assist the helpee with his task.
He is the HELPER.

One person 11 watch the interaction between the
helper and t e helpee. He is the OBSERVER.

2. In each round, you will be interrupted twice.

Time will be Called after 6 to 7 minutes. You
will be told what the (*server wa,s looking for.
The observer will give his report and all three
members will have a chance to discuss it.

- Time will,be called again 7 to 8 minutes later.
At this time "the roles of helper, helpee and
observer will be taken by different persons in
the trio and the above procedure will be repeated.
The procedure will be-rweated a third time to
complete the round robin. Each of you will have
had a turn in each role cif helper, helpee 'and
observer.

a
V.
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The program diagramed:

ROUND I: 15 Minutes

AV Helpee

(6 to 7
minutes)

C: Observer
(7- to 8-minute
Ieport and
discussion)

a

. B: Helper

9

H8
.Page 2

ROUND II: 15 Minutes

A; Observer
(7- to 87minute
,report and

discussion)

C: Helper...*- (6 to 7
minutes)

ROUND III: 15 Minutes

(6 to 7
minutes)

'A:. Helper

C: Helpee

5

B: Observer
(7- to 8,-minute
report and
discussion)

The trainer will call time after each step.

. 20'
38
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'a A SSESSME NT OF SUBSET II: IDENTIFYING THE PROBLEM

H12

HANDOUT 12

J. The four guidelines for writing a Koblem statement are to,answer four of
the following questions. (check four)

What is the problem situation? What kind of a problem is it?

'Who is affected? Who should solve it?

Exactly what Is wrong? How can it be solved?

emmallp.myway

How did it become a problem?. How-many goals are there?

How did you discover it? What is the goal for
improvement?

Who is causing it?
..1.or How will you measure change?

2. Paraphrasing is: (check one)

Quoting as nearly as possible the person who just, spoke

Interpreting the meaning of the person who just spoke

Repeating in your own words the person who just spoke

3. The_reason for paraphrasing is to: (check one)

Share your interpretation of wh'at the other persqn°meant

Be sure you understand what the other person meant
.

Show that you are listening to the other person

21

a
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Answers:

1. The four guidelines for writing a problem statement are to answer four of the.
following questions.

(wrong) What is the problem situation?
(A problem statement is'wriften about one of a number.of
possible goals in a problem situation.)

(right) Who is affected?

(wrong) Exactly what is wrong?
(This will emerge from continuous diagno0s.)

(wrong) How did it become a problem?
(This question mayor may not be relevant.)

(wrong) How did you discover it?
4. (This question may or may not be relevant.)

(right) Who is causing it?
et

(right) What kind of a problem is W.'

(wrong) Who should solve it?
(This issue must wait for diagnostic.'work to be done.)

(*rong) How can it be solved? _

(Questions about solutions come much later.)

. (wrong) 'How many goals are there?:
(AiorOblem statement zeros In on. one goal.)

(right) What is the goal for improvement?

(wrong) HQw will you measure change?

r

2. Paraphrasing is:

(wrong) Quoting as nearly as possible,the'person who just spo0.-
(Quotingavord for word may. riot invite an exploration of
meaning. )

(This should emerge from diagnostic work.)

a

(wrong) Interpreting the meaning of the person who just spoke.
IParaphrasing is an attempt to repeat rather, that interpret.)

(right) . . - Repeating in your own words the personvho just spoke.
s

46
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Answer: (continued)

3. The reason for paraphrasing is to:

(wrong) Share your interpretation of-what the other person meant.
(You should be seeking his meaning rather than your
interpretation .of it when you are paraphrasing. )

(right) Be sure you understand what the other person meant.

(wrong) Show that you are listening to the other person.
(Showing that you are listening is not the same as
checking to be sure that you understand what you are,
hearing as the speaker intends it. )

....
ha.

O
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H13

AGENDA FOR SUBSET III: USING RESEARCH ABOUT ORGANIZATIONAL
AND COMMUNITY CONDITIONS

Purpose:

...1-_,

Obi ectivee:

. . .
To enable the ,participants to uAderstand the use of research
as a basis for problem definition andtclarifteation.

7
Given a set of research findings on organizational and
Community conditions and supportive trio relationShipss,
participants will rewrite problem statements incorpOrattng

Steps:

)
/

8. Assessment

added insights-gained from the research. Trios will ,
critique,Validity of these insights. They will also critique
use of helper and helpbe behaviors in accordance with
observation guidelines provided for this purpose.

N 1. Introduction to Subset III agenda
. .

- 2. Listen to tape orMrS. Jones and teachers
,..

3. Read research concerning classroom conditions
i -'

.4. Listen to tape of Mrs. Jones and teachers again

5. Rewrite problem statements

6. Instructions for fishbowl trio round robin exercise
.

7. Trio round robin exercise
I

t

Ilk

-OP

24 54
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HANDOUT 14

ORGANIZATIONAL AND COMMUNITY CONDITIONS WHICH
INFLUENCE THE LEARNING EXPERIENCES OF CHILDREN

Those Who Influence the DirectWorkers

What actions of the principal facilitate or inhibit innovativeness of

'teachers? Chesler and Barakat reported:. - is

;teachers who,seectheir principal as exerting substantial
upwards influence with the superintendent.and minimal
dowthards influence on the local staff are most likely to .

.innovate. Some guarantee of professional autonomy in
the form of mediation of external, pressures and freedom
froniiteternal pressures may be at work here.

Principal -staff congruence on professional matters seems to
be ralevant for staff innovation and sharing ....

tlip principal may be more facilitative of professional_
growth by his indirect efforts at encouraging a supportive
peer networkthan.by direct efforts at stimulating teacher
change.'

How criies the position of the teacher in the informal pattern of faculty
P

relationships influence innovativeness in her classroom? Chesler and Barakat

H14

I

also reported:

... teachers who [perceived] themselves in the center of
staff clusters appear to innovate and share more often
than ..others, while teachers who place themselvv1 on the
periphery of such clusters are "feast likely to innovate and
share practices. 2 ,

Those VAholinfluenbe the School System as an Organization

In surveying a nurser of ease studies of change in education, Mgckenzie3.
noted influence sometimes'aTMes from superintendents, boards of education,

55
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I
reported:

ste

'citizens, state legislaThres, state departments of education and state and

federal courts.

How much influence in the orfanizational structure shOuld the teacher
4

have on the curviculum in.order to share innovations? Lippitt and colleagues

ri

if*teachers`believe that they have influence, they are
likely to feel it is worthwhile sharinginformation'with
their colleagues. However, if they do not beliele. they
have influence, or. if they are alienated from thee social
system of the school,. then they are likely to feel there
is really no point in sharing because no one will listen.- a

This observation is supported by data that reveal thal
teachers who are seen by their colleagues as influential,
competent and enthusiastic about teaching innovate and
share more than teachers who are not perceived in this
way.

s.

The objective structure of the school seems to have a
different effect on Adoption than on inuovaion. In those
schools where the communication structure was more
hie'rarchial (sic), teachers adopted morepften than in
schools with a diffuse structure.

On the other hand:

In those schools where the communication structure was more
spread or diffuse, and where almost everyone was linked to
someone, teachers innovated and shared more than in schools
wi,th hierarchial (sic) or nondiffused structure.4

Are pupils' perceptions of parental attitudes toward school important?

Fox, Lippitt anti Schmuck found:

Indices for parental support of school, self-esteem, and
attitudes toward school show that pupils who view- their
3arents as supporting school have higher self-esteem and
more positive attitudes toward school than pupils whoiview
less parentarsupport of schoo1.5

26. 56
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Do all the various important reference persons in a: child's life have

influence on hig school behavior? Jung reported the perceived "messages"
, .

from others about how tobehave at school combine to relate significantly to
e.,

observations of the socioemotionally handicapped child's positiveness in

relating with teachers and peers in the classroom.

Are there different reference groups within a community which influence

the socialization of youth? In 1962, Logan conducted a study in a middle-sized

city in which key influencers of youth piograms were identified and interviewed.

He reported:
7

... agreements of division of labor, perceptions of goal
similarity, and reports of communication patterns indicate
a meaningful.structuring,of the youth development community
iiito four subparts. These include organizations and individuals
whose youth development tasks. are:

1. Therapeutic Services, Law Enforcement and Social COritrol

2. Formal Education
3. Economic Integration
4. Religious Development, Recreation, Leisure Time

Activities?
. ,

Logandfound: "Beliefs about best ways of working with children and

.,

youth differ According to which youth development areaone beleals to." He

found further::

Some youth behaviors, are poditively vatted and viewed as
worthy of support; others are' disliked and ones We Would
like to change? There is alair amount of,agreement in the
'youth development comintinity that work achievement
behavior (ambitious, gobd workers, striving to do better)

along well th others, respecting others) are the .most
and social r g.behavior (being getting

debired behaviors.. Ther4 is stronger agreement that
the most disliked behavior, or behavior that most needs
'changing is social relationships.bebavior (disrespect for.

57



others, disresp t for authority, misbehaving legally, ,
being poor citizens). The different subparts have
different views about this. There is a general agreement
in the community that the family is a primary source of
the development of positive youth behavior. There is
much stronger agreement that the family is the source
of negative youth development. 8

H14.
Page 4'

How adequate is the training generally available to tliOse whop work with

youth? Morse, Dunn and Bloom9 found that teachers' responses concerning

Their Orientations toward working with youth wee not significantly related)
to reports of their pupils, or reports Of trained observers, as to how they

-actually were working with youth. Jung10 found no significant relationship

between teachers' awareness of "good classroom group dynamics" principles.

and the extent to which they practiced these principles in their classrooms.

Knowing and believing is-not the'same as doing!
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HANDOUT 15

FISHBOWL TRIO ROUND ROBIN INSTRUCTIONS

One trio works in:the center while the other trio forms an outer circle

.. to obServe them for the first 15 minutes. Each member of the center

trio has 5 minutes to get help from his other two trio members on improving

hisproblem statement. Members of the outer trio observe accorcAn to the

instructions on Handout 16: TRI8 OBSERVER GUIDES.

At the end of the first 15 minutes, the workshop leader will call time.
o

The outer trio will report their observations of the center trio; all six will

discuss the reports for 15 minutes. The workshop leader will call time again

at the end of this second 15-minute period.

The trio that has been ojserving and reporting will move into the center

for the second round.' The ofiginal center trio will move to fornan outer

rcle as they become the observers. With the trios having reversed their

roles, srocedure.of the first 30 minutes is now repeated.

Before beginn all six should tOce a minute to look at the behaviors

listed on Handout16. Thes e the behaviors which.observers will be

- -

watching for and reporting on.
1 It

30

t>

60



There are three observation guides below.
so that each will use allifferent guide each

Observation Guide 1

HANDOUT 16

TRIO GUIDES

Use a different one every 5 minutes.
5 minutes.

Observation Guide ,2

Coordinate with the other trio' members

Observation Guide 3

Observe the Helper Observe the Helpee Observe Interaction

Note exactly what he does and
what he says.

Is he paraphrasing to
check if he understands
the helpeets meaning?

Is he asking for clarification
and illustrations?

Is he askiiig the helpee to be
more specific?

Is he directing and
redirecting analysis by the
helpee rather than doing the
job for him?

Is he being supportive not
just being itnice!"?'

.31
.44

0

Note exactly whit he does and
What he says.

Is he indicating how he
wants to be helped?
(e.g. , argue with me,
ask me questions, tell
me what you have heard)

Is he being clear?

'Is he letting the helper
know what he wants in
the way of help?

Is he letting the helper
know when he has been
helped? When he has not
been helped? In what
ways he has been helped?

Note exactly what they do and what
they say.

Note when eithet the helpee
or helper does or says things
that cause the other to become
more active and involved.

Dote things that cause either
,person to'become leas active
or withdrawn.

Notice verbal and nonverbal
clues for helping or hindering...

Are they following and building.
on each °tildes comments or
are they jumping from' one topic
to another?

321
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(The last alternative is the best answer to each of these two questions.) 
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HANDOUT 18

AGENDA FOR SUBSET IV: DIAGNOSIS USING THE FORCE FIELD TECHNIQUE

Purposes: too prok7.ide an opportunity to study and practice the principles
and techniques of the force field method of diagnosis.

Objectives:

To make an initial presentation of the RUPS model.

Given Han4ut 19, "The Force Field Diagnostic Technique,"
the participants will produce a force field for Mrs. Jones'
problem and compare Mrs. Jones' force field with theirs.

Given a model of the Research Utilizing Problem Solving
(RUPS) process, and a case study in which it is utilized,
participants will review how they are applying the model in
"helping Mrs. Jones."

Steps: 1. Introduction to Subset IV agenda

. - 2. Learn the force field diagnostic technique

3. Write a force field for'Mrs. Jones' problem

4. DiscuQs Mrs. Jones' forcettld

5. Study the Research Utilizing Problem Solving model

6. Read a case study of the problem solving process

7. Assessment

34
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11ANIX)I1T 19

THE FORCE DIAGNOSTIC TECHNIQUE

:A problem situation exists when there is a difference between the way

things are and the way someone wants them to be. 'Kurt Lewin borrowed a .
.14

technique from the physical sciences and offered it as a way to understand ,

social science problem situations. It is called the force'field diagnostic technique.

The idea is that any-social/psychological situation is the way tit is at any given

moanient because sets of counterbalancing forces :are keeping it that way.

For example, let's look at the amount Of I am at to earn next week.

Let's say it is apt to be about.$200. 00. - There are factors, or forces, in my

life that Might cause me to earn shore than that. I have some debts that I'd

like to pay off. My wife wants a new dress. I have some skills for making:

extra money as an entertainer and as a consultant on teacher education. Ott

the other knd, there are forces against my earning mow than $200.03 next
-!

week. Tiff have little time or energy next week beyond the 50 hours demanded

by my job and the time I promised to spend with my kids. There, is also a

possibility that forces might cause me to earn lessThan $200. 00 a week. My

extra work might cause me to. become seriously ill and have to miss my

regular job, thus reducing my income.

In the force field diagnostic technique, you start by writing a 'problem.,

statement at the top of a page and drawing ;fine down the middle of the page.

The line down the middle represents the way things are now. Draw a dotted .

line down the right hand side of the page which represents how you would like

71
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things to be. For example, if I wanted to earn $250.00 next week instead of

my usual $200.00, I would begin to write out my(force field diagram as follows.

Problem Statement:

Opposite
of

Goal

t :4

I

2 1
a)

a)

>4 I

a)
,

O

vl

o

.

I am causing myself a problembecatise I want to change
e.

my earning goal for next week from $200.00 to $250.00.

Now

Forces For My.Goal-----. ..E,e-r-Forces Against My Goal

a)
a)
3

a)

0O
CN1

f9t

1

Next I would write down all bf the imp9rtant forces I can think of that could

help push me toward achieving ruy goal. I write these on the left side of the

diagram with an arrow frail") each pointing in the direction of my goal. I white

down forces pushing against movement toward my goal ou the right side of the

center line. .

of
Goal

,.
.. ..

Now 'Goal

Opposite 1

Forces For My Goal-.----11 ...*---Forces Against My Goal
i I

t I
. .

I1

..,

.7 .. -31
a) I I'd like to pay off some debts --,.. a) .... 50 hours demanded by my job-
a)

CY &) I
+> 0 ..

11 My wife wan ts a new dress 11.- V ast Time Promised to my kids
1351

a)
O 1 o

g 1
alb-1 I have skills for making extra oo

,-4 `"
14 I"

CO') money . 09

9

.38
4.
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Now you try an example. Suppose you accept a goal of. losing five pounds

during the next two weeks. Write out a farce field for this goal below. Write

out a problem statement, the forces for and the forces against. Then go to

the next page of this handout.

Problem Statement:

Opposite
of

Goal,

j,
Y 1

1

1

1

1

1

1

1

1

1

1

1

1

1

1

1

1

Forces For

k Sow

Forces Against

Goal

37

ti
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Your force field on losing five pounds during' the next weeks should ,

look something,tike the following illustration.

Problem Statement: You set a goal forme to lose fivepolinds during the-next

two weeks.

Opposite
of

Goal

. Forces For
o I

s I-
I

I

2
46,62,

0al

3
I-.
I

L--,4

\f' Of course,

Now

I-tend tp be a light -ow
-water

I want to save some
money

We are visiting my
mother-in-law this
weekend and I don't
like her cooking

Forces Against

-4-I'm presently about three
pounds underweight

I don't want to accept
this goal

-No-My mother-in-law will
be unhappy if I don't eat
well while visiting her

the forces you wrote down are

ilfustration.4 The important

some guidelines to help'make the fOrce field diagnostic techni e a powerful one.

4

apt to differ from the ones in this

thing is that liou understand the te hnique. Here are

- 1. Be as specific as possible in the way you write each force.

Don't write things like, "poor communication." Write, "Sally-

and Martha don't tell each other their reasons fozising different

,instructional materials." Forces are stated most helpfully when

they are written so that someone else reading,them would know

74
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who to go to and what to ask in order to get a firller understanding

of what is involved, in each force. O

2. Try to state discrete forces rather than global ones.' A force often

can be broken down into further subparts. For example, a force

such as "I find it hard to lose weight," might break down to three

more discrete forces as follows:

"I get a_headactie when I skip a meal" n

"My.wife often serves rich desserts"

"Televisi64 ads get me thinking about eating
in the evening'"'

Sometimes, you can think of ways to break down a force into

more discrete subparts by considering the forces for and

against changing a force that you are considering!

3. Thinking about categories of.forces can help you ,think of ones

.

you might otherwise overlook. Consider categories of forces

in each of the following:

Yourself: "I get a headache when I skip a meal"

Other Individuals: "My wife often-serves rich desserts''

Groups: "We often share material9n our department"

Organizations: "The district gives salary credit for this training"

Society "TelevisiOn ads get me thinking about eating"

c.

t
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HANDOUT 21

4' RESEARCH UTILIZING PROBLEM SOLVING MODEL'

4.,
SCIENTIFIC..- - --may draiv on- - - - - -711E PROCESS.- - - - may draw on - - ...KNOWLEDGE
KNOWLEDGE

----__ OF THE
.EbUCATIQNAL
SETTING

Theory

Rcsear5h
Findings

Methodology's.-

.

44

s

43.

8

2
0z
5
43

43g

r

IIdentification of a Concern'

i

......,,....,,,..1 Diagnosis of the Situation] /

1 I

1

Formulating Action Alternatives at

Feasibility Testing of Selected
Alternatives, Including Training

and Evaluation

Adoption and Diffusion of Good
Alternatives

May Resdkin New
Scientific Knowledge

/
1

-11-'
t.:43

. =
S

z0
Z.1

PO gr0
M -.priority

of Needs

PI
Z 0
.4

-II
- ...Resources

21 Q
O 0

g
.....ErLiosvatintgions

t3

#7 ...._

tl
.....01

A-____.
/ ------

%.
May ResulYin,New
:-.Knowledge of the

Setting

/

.fe

L

.

*lung, Charles' and Ronald Lippitt. "The Study of Change a,s a Concept--in Research .
Utilization. Theory Into Practice. 5:25-29; February 1966.
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HANDOUT 22

A CASE STUDY OF THE RESEARCH UTILIZING PROBLEM SOLVING PROCESS

Suppose that a teacher came to you and said, "The group of children ,that
,

I'm working with this year is very `difficult. There Is one child in particular

who seems to cause the trouble. Do you think I should remove that child from
. . _

the group? Do you believe this might sore my problem?" You would need to ask
D. 1 .

many questions of this teacher in order to be helpful. This situation can be
-

compared to a patient who comes to a doctor and say's, ,"I have a terrible

headache. Do you think t should undergo brain surgery ?" The dOctor

naturally would conduct a careful diagnostic examination. before even considering .

what action to take.

In bath of theseproblem situations, someone has jumped direptly,fro

problem to considering a plan of actioti. The real problem in bath cases is

that several important steps In the problem solving process have been omitted.

This paper will review those steps and give particular attention to the,force

field technique of diagnosing _a Problem.

Action-ResearCh Steps of Problenlving

1. Identifying the Problem: Who is causing it and who is affected.

oat

by it? 'What specific goals would be needed to resolve it? What

kind of a problem is,it? For example:

SELF: Conflidt of va lues and attitudes; my.lack of
skills; my inability to express feelings;

different perception

41
. 79
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Lack of understandineor skills;
unwillingness to use his'resources;
conflict abOut values and attitudes

ORGANIZATIONS: Lack of communic ation channels,
=scheduled time and resources;
lack of clarity; about membership
roles, and norms; power conflicts ,in
decision making; lack of supportior
innovation

'SOCIETY: Conflict between community and
school values; lack of:clarity about
goals; other stru tures iii conflict
with school strut res

What sources from research information woul be needed to define

more clearly the type of problem and the validity \of goal solution?

2: Dia nosin the blem Situation: Once the proble has been clearly

stated in terms o goals to be attained, one should identify the forces
;'*/

operating in the, situation which tend to push toward or against a

particula goal. As the true forces are identified, it often becomes

clear th at the goals which were first thought to represent a solution

are incorrect or inadequate. New goals must be stated and new forces

identified repeatedly as one works toward 'resolving the problem.

-Diainosis is a cOntinuous part of problem solving.

3. ConSidering,Action Alternatives: .As diagnostic work piOgresses, a

range of action alternatives should emerge. Each should<be

considered in relation to, knowledge of he forces operating,in the
,.

i

problem situation. If one or some combination of the alternatives is
s:

N , H
tried, what will happen to the forces pAsbing toward or away from a

,. ,

particular. goal? How will the forces operate to influence the success
I '

i .

or failure of.a trial of a.particular action alternative?
80
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4. Trying Out an Action Plan: At some poi4t, one or a combination of the

/

action alternatives will be attempted. As the attempt is made,

information will be needed to assess whether there is movement

toward the goals. This includes discovery of the forces that are

changing to understand what ig accounting for movement, or the lack

of it. Such assessment provides both an evaluation of progress and

a new diagnostic picture. It clarifies the next action steps which

need to be taken.. It also may identify additional skills which may be

needed in order to move ahead. This latter type of information should

be the basis of inservice training closely related to any action program.

5. Diffusion and Adaptation: Information gained from action experience

in dealing with a problems-should be shared with others who face

similar problems. Information to be diffused should include: clear,
o

specifit problem statement; the forces involved in the problem

situation; a description of action taken to change the forces; 'results

of action including failures as well as successes; special problems

that were encountered; and'special skills that were needed to'carry out

particular' actions. These kinds of information make it-possible for

persons in another setting to adapt elements of what was tired to'their,

0
own diagnosis of their particular problem situations.

Continuous attention to diagnosis is the cornerstone of the, action-research /

steps of problem solving. 'Without, complete, accurate diagnosis, problems in -

youth work tend to multiply. Fads are accepted which don't really fit the local

/
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situations where they are applied. Potentially good solutions are abandoned

without realizing the slight changes that would rn4ke them work. Decisions are

mad% on the basis of peoples' ability to argue, or on the status of their

positions, rather than on the true facts of the situation. Helpful innovations in

youth work are rediscoVered and die repeatedly without being effectively shared

_ because people ddret knini what to tell or what to ask.

There are probably several reasons why good diagnostic work is not

carried out very actively bylpeople who work with youth. One is that it is

--

comparatively difficult to identify clear goals in helping youth to grow. An

engineer can make accurate estimates of the kinds and quantities of materials
co

he needs to build a power dath to produce a given amount of electricity in a

'certain setting. It is vastly more complicated for a youth worker to estimate

the kind of experience that will help a grottp of children develop a trait, such

as interdependence, appropriate to their innate abilities and the probable

opportunities of their life setting.

It is often difficult to get accurate information even when goals can be

stated clearly in work With youth. The medical doctor listens with his

stethoscope, views'witli his x-ray machine and analyzes with his chemical

and electronic equipment. Youth workers are only beginning to be provided

with'tools developed by social scientists to gather relevant diagnostic data.

These include sensitivitj to feelings, inner values 'and attitudes; Ways to

learn of the perpeptions people have of each other; and the norms which operate

in groups to influence the behavior of the individuals in them.

4
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An especially important barrier to becoming involved in good diagnostic

work is simply the lack of awareness of the importance and satisfaction of such

an effort.' Spending time gathering information, thinking about it and planning on

the basis of it is not a traditional part of the youth worker's role. There is little

support or reward for time which is not spent in carrying out action or for

.. time spent in working directly with youth or in carrying out administrative

.

Force Field Tea ique for Diagnosing a Problem.
op

.

To use this technique, one must first state a problem in terms of a clear

used to illustrate the technique. Mr. Smith. is a.

youth worker who states hi- problem as follows:

goal. An exanTie\will

As an adult worki a with \group of youth, I'm concerned about
developing interdep ncience ,between us. I don't want the youth
in Our group to do t gs just\because I suggest them. On the

' 4 other hand, I don't wan them i reject ideas just.because they
come from the adult. I ve a al for the group of becOming more
open and active in critizf wha they see as helpful and
nonhelpful lit my suggestions and o seeking my reactions to
theirs.

Mr. Smith now is ready to write out his\first force field. He takes a
_ . ..-

, blank sheet of paper and writes the general natu e of the problem at the top.
.

He then dr3.ws a horizontal line acro the top.
1

11
,

V'

. ,writes the words "farces. for interdependence."

,

I

On the left side of the line he
.,,,.

On the right side he writes

"forces against interdependefice." In the right margin of'the paper he writes

the goal which he has specified for his problem, "open and active criticism of

ideas between the group and me." In the left margin of the paper he writes

the opposite of his goal, "no criticism of ideas between the group and me."

4 .. )

45

83



H22
Page 6

.Now he draws a vertical line down the middle of the page. This line

represents the way th.ings' are at the moment with regard to open and active

criticism between him and the group. Things are the way they are at the

moment because there is a set of forces pushing from the left toward open
sa

and active criticism and an equal set of forces pushing from the right against

openness and activeness. It the forces on the left become stronger while those

ion the right stay the same or get weaker, the line will move toward the

right -- toward more openness and activeness. Mr. Smith now must write out

what he believes to be the important fOrces operating in this situation.

Diagram I presenls his first effort at writing out the force field.

DIAGRAM I

Force Field No. r- Interdependence Between the Group and Me

Opposite
of Goal

No Criti-
6ism of
Ideas
B tween

,

forces FOR
interdependence

forcepA GAINS T
interdependence

youth want- to try;
their ideas

ars

youth ideas
froth adults

46

adults wanryouth to
question and criticize

0 4
ti

7.

..iyouth afraid their ideas
will look poor to others

youth used to letting adults
0aot

tell them what'to do

...youth afraid to criticize
adult openly .

...adult frequently judgmental
in his criticisms

Goal

Open and
Active
Criticism
of Ideas
Between
Us

4e0-
N--""

4b
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'Mr. Smith wasn't very satisfied with his first, effort to draw the force

field. He suspected there were additional forces other till the one he had

thought of. During his next meeting with the youth, he rai ed the question of .

how people felt about discussing each other's ideas. He asked specifically for

their reactions to some of the ideas he had recently suggested. He especially

asked them to share their reactions. However, &Key seemed reserved about

giving them. Later, one of them told him privately, "We just don't talk'

about that with adiilts. I would have said some things, but the other kids would

have thought I was being an apple polisher."

Mr. Smith believed he had learned'two things from the discussion. One was
IP

that an additional "force for" was to actively ask the youth for their reactions.

Another was that there was some kind of norm among the youth about not

talking to adults in a way that would be seen as "apple polishinkvt This norm

appeared to be an important "force against." He thdught maybe the peer

leadership of the group was an important "force against" which was affecting

the way this n9irm operated in the group.

In iagram II, on page 86, Mr. Smith has added these three forces to the

force field.

After adding these forces he began to do three more things with his force

field. First, he ranked all of ,the forces in terms of how important he thought

they yere in trying toeekange the situation. He put a number 1 by that force

field e believed would yield'the most movement toward the goal if it

could.be changed. He Out a 2 by the force that he thought would result in the

second greatest amount of movement if changed, and so forth. Second, he

85
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DIAGRAM
4

Force Field No. 2 - Interdependence Between the Group and Me

Opposite
of Goal

No Criti-
cism of
Ideas
Between
Us

forces FOR
interdependence

forces AGAINST e'
interdependence

youth want to try
their ideas

youth Want good ideas
from adultsadults

adult wants youth to
Now-

question and criticize

adult actively asks
for youth reactions

311-

`youth afraid their ideas
will look poor to others

Goal

dog
yiltrth used to,leging adults
tell them what tti do

!youth afraid to criticize
adult openly

alt frequently judgmental
in his criticisms

`youth have norm of not
talking with adults

1
Open and
A ctive
Criticism
of Ideas
Between
Us

peer leaders support norm
of not talking with adults

rated each force in terms. of how easy he thought it would be for him to

bring abotit some change in it. He gave each force a rating of hard, medium

or easy. Third, he again_ rated each force, this time in terms of how clear he

was about whether it really was a force. Was he just imagining it to be a force,

Pr was it really operating? He labeled each force as clear, partly clear, unclear.

,48
86



Diagram III presents Mr. Smith's force field as he ranked and rated
7

the forces he discovered.

DIAGRAM IU

010

H22
Page 9

", Force Field No. 3 - Interdependence Between the Group and Me

Opposite
of Goal

No Criti-
cism of
Ideas
Between
Us

fpgces FOR
interdependence

forces AGAINST
interdependence

(clear) (3) (easy)
youth want to try
their ideas

No-

(partly clear) (6) (medium)
youtkwant good ideas so-
from adults

(partly clear) (7) (easy)
adult wants youth to
question and, criticize

(partly clear) (4) (medium)
adult actively asks
for youth reactions

(medium) (10) (unclear)
youth afraid their ideas
will look poor to others

(easy) (9) (clear)
youth used to letting adults
tell them what to do

(medium) (8) (partly clear)
youth afraid to criticize+it
adult openly

(hard) (5) (partly clear)

wag
adult frequently judgmental
in his criticism

(hard) (1) (partly clear)
,Youth have norm of not

Fr. talking with adUlts

(medium) (2) (unclear),
peer leaders support norm
of not talking with adults

Goal

Open and
Aptive
Criticism
of Ideas
Between"
Us
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Now,. Mr. Smith had a picture of what he thought was_going on in his

problem situation. The most important thing that stood out to him was that he

was not very clear about some of!..the forces which he guessed to. be important.

He went back to the youth to get more information about forces that were not

clear. He got information both through discussions and by *using questionnaires.

The.force which he had ranked as most important seemed so complex to him

that he wrote out a force field diagram about it!

This helped him identify further forces and questions he needed to discuss

with the youth. Mr. Smith also began to cbnsider ways he could alter some

,of. the forces." He put some of these alternatives into action. His efforts to

get information 'from the youth to determine the force Ileldg turned out to be

a . 0 , a

an action plan in ifself,hicy iiroyed helpfill.. Mr. Smith found the group changing
,.:,

. in 4tedirettion of hiS -koal'. ?' ,

,4:4 At theiend of several weeks,. Mr.''Smi,th found-it helpful to look back over
~

his.efforts., He could Tote alp ch.finges which had occurred in his force'field

t-
oyer time. He kneW that his cur`rent force field diagram was much more accurate

'than his first attempts hoed been.. It was b ed on careful data gathering. He had

gathered some kinds of data several times so that he could, see evalAtively how

some of the forces had changed 141 response to the action efforts that he and the
r )

lt
youth had worked out. Most exciting to Mr.'ZSmith was his discovery that he

t,
could share the force field technique with the iouth.. Now they were working

together on diagnosing goal situations; planning action for the group (nd

evaluating the reasons for success and failure.

88
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Summary

A person applying the force field technique in diagnosing a problem and/or

deriving the most appropriate solution will have. completed the following process

steps:
4

1. Identified a problem/goal

2. Stated a problem applying all criteria

3.- Listed.forces for and against in proper, form

'\,4.Ranked forces in numerical scales as importance

5. Rated forces as to resistance ,to change and clarity of evidence
o

6. Gathered data about problem

7. Evaluated data And derived other forces, etc.

8. Derived and stated appropriate solution strategy

9. Evaluated solution effectiyeness

Summary for Criteria of Ranking and Rating

Ranking:
k

A. Importance is defined as significance. How important or'significant is
a force in yielding the most movement toward the goals?

Rating:

A. Strength refers to resistance to change. How easy or hard would it be
to change that force'? Is it hard, medium or easy?

46.
B. Clarity refers to evidence. What evidence is there that it is 0. force?

Hoy clear is it to me that it is a force?

O

A

51
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HANDOUT 23

H23

ASSESSMENT OF SUBSET IV: DIAGNOSIS USING THE FORCE FIELD TECHNIQUE

1. When writing a force field, the line down the center of the page
represents: (check one)

The way things are now

A way to keep your lists of forces separated

The goal that you wish to achieve

2. Forces are stated most helpfully when: (check one)

They make specific who to go to and 'what to ask if you want
to gain a fuller understanding

They indicate the actions which need to be taken in order to
change the situation

11.
They clearly evaluate all of the factors involved in the situation

0'
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Answers:

1. When writing a force field, the line down the center of the page
represents: (check one)

(right) The way.things are now

(wrong) A way to keep your lists of forces separated
(It's not just a divider for two lists of opposing forces.
It represents an identifiable condition that you wish to
change such a?, "I weigh 243 pounds now.")

(wrong) goal that you wish to Achieve
(Your goal is represented by the dotted line down the right
side of the page. )

2. Fordes are stated most helpfully when: (check one)

(right) They make specific who to go to and what to ask. if
you wank to gain a fuller understariding

(wrong) They indicate the actions which need to be taken in
order to change the situation

(Consideration of actions, to take ,in order to change the
situation comes much later. It will depend on diagnostic
work using the force field technique, but statement of the
forces. doesn't indicate how to change them!)

(wrong)_ They clearly evaluate all of the fadtors involved
the situation

(Evaluation comes later. Stating a force clearly can be
,a step prior to determining ways to measure the force.
pepeatel measurement of forces over time can become
the evaluation of a change prOject. )

91
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HANDOUT 24 '

'AdENDA FOR SUBSET V: DIAGNOSING TEAMWORK RELATIONSHIPS

Purposes: To apply the force field diagnostic technique, listening
and saying skills, and helper-helpee behaviors to the
exploration of teamwork relations.

To gather data from selves relevant to improving these
relations.

Objectives: 'Given prior
and

of the force field techniques,
listening and saying helfiviors, and helper-helpee
behaviors, each participant will produce a force field
analysis, identifying forces for-and,against effective .

teamwork relations.

Steps:

0

ov"

1. Introduction to Subset V agenda

2. Diagnosing teamwork relations

3. Instructions for trio work

4. Trio exercise on,getting more data from self

5. Assessment

r.

o 11,'
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HANDOUT 25

DIAGNOSING TEAMWORK RELATIONSHIPS

During the next 15 minutes work alone. Write a force field on your.

teamwork relationships. Use data f our teamwork in the workshop up.'

to this time.

.As you see it now, what forces are for and what forces are against

gettting the most from your trio teamwork relations during the workshop'?

My Goal: Enhance My Teamwork Relationships

Fprces For --ON- Forces Against

You Will Share This Force Field In x Trio.

L

97
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HANDOUT 26

INSTRUCTIONS FOR TRIO WORK

Preparation for Trio Work

H26

1. People usually have more good data in themseives than they are
aware of. In this exercise, trio'members will attempt to help
each member get more data from himself.

In order to get ready for trio-sharing, select one or more forces
from yOur force field that youyiant to share in your trio to let
the otheY two members help you "interview yourself." Take a few
minutes to do this task.

4

Trio Sharing

2. 'You will each have 20 minutes to sharp yOur forces and get the
other two persons to help you talk about them and get ,mo're data
from yourself. \

3. When it's your turnfto "interview yourself for mote data," the
other two members function as helpersparaphrasing, asking for
clarification, asking questions, cheaking'to see if helpee understands,
asking helpee to paraphrase.

The workshop leader will monitor tinie for you.

5

4

9

' r
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HANDOUT 27

ASSESSMENT OF SUBSET V: DIAGNOSING TEAMWORK RELATIONSHIPS

1127

C)

1. One major force that can aid or blockbur trio's teamwork relationships ,

is: (write your answer belowl

1

I

^

4,

9

(apaoj ao(-etu si .31 aamaiim 'Os n 'pun aoaqj r,Ff'31 aaglaqm
s-e uonoraa aTaip 3a2 oa saaquiaut ojal mica gum awam no& aamsur aua aarqs)
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Purposes:
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HANDOUT 28 ,

AGENDA FOR SUBSET VI:
FORCE FIELD ANALYSIS AND DATA GATHERING

.,../

To give an opportunity to study and practice principles and
techniques of force field analysis.

. .
To give an opportunity to study and'praetice principles and
techniques of data gathering.

H28

Objectives: Given Handout 29, "The Force Field Analysis," the parti ipants
will produce a force field analysis for Mrs. Jones by ra king
and rating her forces.

Steps:

..

Y

. .

Given Handout 31, "Ideas for Gathering Data," and Handout 32,
"Creatj.ng a Data-Gathering Technique," participants will
write data-gathering instruments, role play their use and
critique each other's efforts.

%.

1. Introduction to Subset VI agenda
v

,2. Analyze a force field
.

3. Analyze Mrs. Jones' forceifield

4. Discuss Mrs. Jones' force field analysis

5. Ideas for gathering data
. .

6. Create a data-gathering technique

7. Practice data gathering

8. Assessment

, re.
,..

a

..

.

.

.1

8
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HANDOUT 29

e
THE FORCE FIELD ANALYSIS

In the early stages of problem solving, primary concern should be for

gaining a clear diagnostic understanding of the §ituation Which exists "now."

. The force field technique provides a diagrammatic picture of the forces that

are maintaining a situation at a given moment. When you write a force field

on a piece of paper, it probably indicates only a few of the actual complex

sets' of forces operating in the situation you are concerned with. You might

feel very sure that the forces you have listed are important one, but have

little data to support your belief or give you a usable understanding of just

how these forces are operating. Your force field can be analyzed to consider

which forces might profitably be investigated in more objective detail. This

diagnostic analysis involves three steps. ^at

First; rank order all of the forces "for" and "against" in order of their'

importance. Importance is defined in terms of the degree to which change of a

particular force would cause the situation to move most toward the goal. You

woad first rank that force which you believe, if changed, would result in most

movement toward the desired goal. Force Number Two would be'that force which

you believe, if changed, would yield the second most movement toward the goal.

Continue in this manner until' you,have rank ordered all of the forces for and

against movement toward the goal.

Second, rate each force in terms of clarity. Look at your statement of a

force. How clear areyou that it really is a force in terms of being able to

show objective, data about its importance, who is involved in it and exactly how

59
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and why it, is operating? Clarity is not a matter of being positive in your own

belief. 'Sometimes, being "positive" is being wrong in a loud voice: Clarity
. 2

is defined here as having objeetive data with which you could stand up in'court

and prove your case beyond a shadow of a doubt. Rate each force as to whether

you are clear,, partly clear or unclear about it in these terms.
C

Third, look at the combination of ranking and rating which you have done.

Forces which you have given high ranking of importance, but are unclear

about, are obvious candidates for further exploration. Your ranking and rating

analysis tells you where more data is eded for diagnosing. the mblem situation.

You might wish to refer back to Handout 22 (A Case Study of the Research

Utilizing Problem Solving Process)to see an illustration of this analysis process

applied to diagnostic work. ilote,that the case study includes' rating forces as

hard, medium or easy foi resistance to change. This step-comes in the

problem solving stage ofmnalyzing action alternatives, which has not yet been
/10

presented to you.

b.

a

N

4

9
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HANDOUT 31

IDEAS FOR GATHERING.DATA

There are many ways of gathering data. In one sense, we are gathering

data all the time by being aware of what is happening around us. Most of the

things we are aware of are not really news to us. They are things we fully

expected. The force field diagnostic technique can help us pick out things we

want to check on more carefully. Suppose we want to know how people feel
.

about a particular activity or about being helpers to each other. There are

a variety of ways to gather such data. Some of these will be suggested below.such
--;.,%.

., .- e -

Before you select one of them for any particular occasion, there are a few

important questions to consider.

These are the kinds of questio s that social scientists are concerned about
A o

when they gather data. You wi2Ybe increasing your own.data-gathering skills

each time you work through these questions as part of a data-gathering effort.

What will be the respondents' reaction to being asked this
question in this way?

, .
2. How will I know this question has the same meaning to the

respondent that it has to me?

Will the respondents 'feel free to give their own reactions, or
will they be more apt to give answers that they think schnebody
wants to hear?

4. Is this question clear enough so a respondent will answer it
the sarrie way each time it is asked, barring some major
change in the situation? 6 .

61
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Here are some ways to gather data:

A. Written Questionnaire

1. Open-Ended Answers:

2. ,Multiple Choice:

3. Preferred Choice:

4. Scaled Response:

I
H31
Page 2

Anything from finishing a sentence
to writing an essay ,

Forced choice where you must
pick only one, or free choice where
you select as many as are correct
for you

A form of forced choice where you
select the things you like best or
least as compared with other
things (Would you rather be a
helper in reading or arithnietic?)

'Cln a 5-point scale where 1 is "not
at all" and 5 cs "very much," check
how You, liked the way we worked on
social studies-, today. For youdger
children: Check the face that shows
how you feel about our new workbooks

B. Interview: May be open and free4lowing, or highly structured with the
questions figured out in advance and closely adhered to.

1. Total Group:

2. Small Group:

3. Key Informant:

4. Each Individual:

62

Discussion where qUestions are
raised to see how they are
responded to in the total group

A certain combination of people who
are relevant are brought together
for discussion

Data, is githered from one or more.
individuals whom-you have'reason to
believe can give accurate views on
what the others would say

An interview where each individual
answers the questions by himself



C. Observation: ,May be openended, e.g., subjective observa
without use of instruments or. specific focus,
structured, e.g. , noting,interaction patterns
some form of sociogram.

1. Individual: ObserVes himself

2. Other:

H31
Page 3

tions
or highly
through

Individual gives observation
instructions to someone else

When selecting tools for data collection, two factors should be kept in
mind:

1. The selection Of one force to seekdata about should be based
on its probable importance. This, is determined by' an
examination of the ranking and rating of all the forces.

2. The method by which data is gathered should be determined_
by considering the kind of information needed against a
consideration of the possible effects a trying to get that
information in a particular way.

)

The selection of the inquiry tool should reflect the best possi e match
between these two factOrs.

4

L
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HANDOUT 32.,

CREATING A DATA,TGATARING TECHNIQUE

INSTRUCTIONS:

1. Review Mrs. Jones' t orceYield Analysis (H30) and select a,
force about which more data would be helpful.

2. Decide where And from whom you would get the vinformAtion.

3. Write the force and source of information below.

yorce altut which data i needed:

Source of information:

4. Write below two ways to .secure the necessary information.
' (Refer to H31, A, t andsC. )

6

64
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5. Identify two specific questions you believe, will be answered by the

information you receive through the two ways you have just chosen.
(These are hot the questions you might ask your source of
information. ) Write these ituestions below. You will be trying out
the gathering of data with your trio.

e

Question 1

. .

r

P l

Question 2
0

)

. e o

65
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HA NDOUT, 33

INSTRUCTIONS FOR TRYOUT OF GATHERING DATA

Each member of the trio will have 15 minutes to try out his data-gathering

techniques and critique them with the other two trio members.

-1

'When it's your turn for a tryout:

1. the other two trio members the kind of group from whom you
are seeking data. (For example, Mrs. Jones, the teachers on
Mrs. Jones' staff, parents of the children, the teacher they had
last year.) 4

2. Tell them the two data-gathering techniques you are using. '
(For example, "Pm asking the teachers to write an open-ended
response to the question, 'Do you....'" or "Pm observing
Mrs. Jones for 30 minutes-as she and the teachers. :.. ")

3. The other two members of your trio are then to tell you what the
information was that you collected. (For example, "The range of
answers you got to that question can be .summed up as follows:
About half of the girls in the class said...." or -"During that half
hour, you -observed-that the response of the teachers to Mrs. Jones
when she....") In other words, the other two members will invent
these answers for the purpose of this exercise. These answers are
to apply only to this exercise and are not to be referred to again in
later subsets of the workshop.

. .
4. Once you have your "data," you and your MT° trio membeglie

to critique its<pefulness and to consider whether there might be
'Vetter ways to seek the-information you wanted.

When-you are helping one of the other trio tiiembers try out his data-gathering

techniques:

1. Invent the "data he received" as quickly as you can.

2. Question him critically about the value of "his data." Does his data
really answer -the questions he wanted answered? Now that he. hatd ,
that'data, what does he think he knows ? Why does he think the dEtta
means what he is interpreting, it to mean? Why is knowing that
helpful? What can he do differently now that he knows that?

66
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3. Also, tell hiin how you think the people from whom he got the data
feel about his having discovered it by' the technique, he used. Digs, they
fgel good about it? Did it create any.ne,6.tive side effects? Did it
raise any expectations in them about what might happen neat or how
this data might be used?

4. Discuss ways that this data-gathering effort might be improved.

The workshop leader will call time every 15 minutes.

...
...............

41.
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HANDOUT 34

ASSESSMENT OF SUBSET VI:
FORCE FIELD ANALYSIS AND DA TA GATHERING

1. When rank ordering forces in a force field for importance,
"importance" means: (check,one)

H34

How. difficult it would be to change the force

How much movement there would be toward the goal if the force
was changed

The degree of concern you feel toward the force in terms of.
bringing about change, .

2. When rating a force for clarity, "clarity" means: (check one)

How positive you feel about the way this force is working

How much objective data you have about the way this forde is a,
working'

4

How specific you have been in describing how you believe this
forge is working

/ 118
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Answers:,

When rank ordering.forces in a force field for importance, "importance"
means: .

(wrong) How difficult it would be to change the force
(This is an additional kind of rating you do later when
considering your action-taking strategy.)

,How much moyement,there would be toward the goal if the
force were changed

The degree-of concern you feel toward the force in terms of
bringing about change

(Coneerifyou feel is a kind of importance for ,you, but nott the importance of the force as it influences change in
the situation. Some forces may greatly concern you,
but not influence movement toward the goal.

...

(right)

(wrong)

2. Whei-i 'rating a2force for.clarity, "clarity" means:

119

(wrong) How positive you feel about the way this force is working
(You'may feel positive, yet be completely wrong!)

(right) HoiP much objdative data you have about the way this force
.is working ,

(wrong) How specific.yOu have been-in describing how you believe this
foite is workilig

(The force should'be described specifically, But,
clarity is defined here as having objective data
showing that the force you have described specifically is

'what.you described it to' be.)

. .
...I
e

4
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HANDOUT 35

AGENDA FOR SUBSEVVH:
SELECTING INSTRUMENTS FOR DATA COLLECTION

.1 .

I135

r

.1

Purposes: To introduce the booklet of data-gathering instruments

To practice the skill of selecting instruments relative to
forces in a force field ,

Objectives: Given the force ?field analysis produced by Mrs. Jones and
a total of nine data - gathering tools in Chapters 2-6 of
the booklet, Diagnosing Professional Climates of Schools,
participants will be able to select six instruments relevant
to data-gathering requireinents to Mrs. Jone,s' force field
analysis.

1. JnOoduction to Subset VII agenda

2. Instructions for individual and trio work in selecting
six instruments

3. Share in sextets the trios selection of six instruments.

4. Mrs. Jones' selection o instruments for data gathering

)5. eview problem solving model g

6. Write a problem statement applicable to own school

7. Meeting of-sextets to discuss how things are going

8. Total workshop group clIecussion

9. Assessment-

!Oa

1

71).
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HANDOUT 36

INSTRUCTIONS FOR iiIDIVIDUAL AND TRIO
WORK IN SELECTING SIX INSTRUMENTS

1. Receive booklet: Diagnosing Professional Climates of Schools. -

2. . Take 5 minutes to skim Chapter 1, The School as a Social System.

3. Mrs. Ames selected six of the instruments in Chapters 2-6 to use
1?,rith her facility. Your ,trio is to decide which, six instruments would
give the. best information for clarifying Mrs.1 Jones' force field.
Refer back to H2O an(1130.

.4t . I - . . .

'4. In your trio, *assign Chapters 2 through 6 to be read.

5.* Take 20 to 30 minutes to read your chapters and be ready to Share .1

their Content- in your trio so that six of the nine instruments an be
selectell.. .7----,'

1
6. As a trio; take 30 113 40 minutes to: 4 ,

41.

a. -- Review Handouts 20 and 30 concerning Mrs. Jones'
problem and her for,ce field analysis. These are

.

basic to the next step.

b. Share the content of the five chapters.
v . ,

c. Given the force field analysis Mrs. Jones produced,
select the six instruments you would use to gather
data.

Staff will monitor time.

1

-1 .

71

-ft

4
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HANDOUT 38

ASSESSMENT OF SUBSET VII:
SELECTING INSTRUMENTS FOR DATA COLLECTION

H38

1. The main reason fol. selecting six of the ,instrument's for data collection
(heck one)

To solve Mrs. Jones' problem:

To begin what shouldbecome,intensive study and use of
the booklet, Diagnosing Professional Climates of Schools.

Because, only six are correct.

O

r

(
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Page 2.

. Answer:

1. The main reason for selecting six of the instruments for data collection.
is: (check one)

t.

. '130

(wrong) To solve Mrs. Jones' problem
.

(Work on Mrt. Jones' problem is only a means to the
end of experiencing and developing skills in the RUPS
process.)

I

(right) To begin what should become intensive study and use of the
booklet, Diagnosing Professional Climates of Schools..

. ;

(wrong) Because only six are correct.
(A_ cafe cam be made for using each of the instruments.
Selecting.six was required in the exercise as a way of
focusing attention onthe instruments and the kinds of
considerations one must make in selecting instruments. )

ca,

73 .11k
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AGENDA FOR SUBSET VIII:
SPOTTING THE .MAJOR RESULTS IN DA TA

Purpose: Togain skills in analyzing data.

Objectives:

H39

Given a summary of the teachers' responseeto six instruments
used by Mrs. Jones and provided the oppottunity to apply the
behaviors of helper and helpee in the trio, participants will
be able to derive and report the major results in the data.

Given the major results Mrs. Jones identified in the data,
participants will accept their application in revising her
force field.

Stepsl 1. Introduction to Subset VIH,agenda

2. Summary of teachers' responses to six tools

3. Tricss work at identifying major results

4. Sextets share major results spotted by trios

5. Major results of Mrs. Jones' data

6. Revision of forte field in light of data

7. Mrs. Jdnes' revision of her force field

8. Assessment
N
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SUMMARY OF TEACHERS' RESPONSES TO SIX INSTRUMENTS USV BY THE PRINCIPAL

INSTRUMENT 1: SELF-CONCEPTION OF OWN ROLE PERFORMANCE

Mrs. Jones took all of the responses to this instrument and attempted to put them into
categories. The ten kinds of things mentioned most often are listed below with designatiOn
of the number of teachers who mentioned it. There is also indication of how positive or
negative each was rated.

1. Working directly with the children (instruction) + + 47

2. Preparing (lesson plans, materials, etc.) - + 47

3.

4.

Evaluating ( children's work)

Handling problems (children's behavior) .

+ 44

ti- 41

5. Record keeping - 41

6. Keeping up with new ideas (about subjects and teaching) + + 36

7. Attending faculty meetings 34

8. Working with individual children (instruction) + 29

9. Working with faculty (administrative issues) 26

10. Helping children (issues other than instruction) 19

INSTRUMENT 9:' THE PRINCIPAL OF THIS SCHOOL vs'

Never Almost Occasionally Frequently Almost Always I Do Not
NeVer Always Know

1. Gives the teachers 0 4 16 21' 6 0 0

the feeling that
trek.v.ork is an r"Imporiant
activity"

2. Gives teachers the .0 8 22 13. 4 0 0

feeling that they can
make significant *

.. .

contributions to
improving the
classroom
performance of
their students

.138
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Never Almost Occasionally Frequently Almost Always I Do Not .

Never Always ° Know

3. Takes a strong 6

interest in my
professional
development

4. Makes teachers' 17
xteetings a
valuable
educational activity

5. Helps to eliminate 0

weaknesses in his
school

6. Treats teachers as,
professional workers

7. Helps teacher's to
understand the
sources of important
lifoblems they are
facing

0

6

8. Displays astrong 0

interest in improving .
the.quality of the

educational program

9. Brinks to the 12
teachers' attention
educational literature
that is of value to
them in their jobs

10: Has constructive 0

suggestions to offer
teachers in dealing
with their major
problems

11; Gets teachers to 7

upgrade their
performance
standards in their

. classrooms

12. Maximizes the 13

differe4t skills
found in the
faculty.

13. Makes It teacher's 34
life difficult beCause
of this administrative
ineptitude

11 18

19 9

' 7

1

, 20

0

10 14

4. Jr

2 10

9

7 16,

f

12 24

D 17

6 4

76

12

2

18

12.

12

7

2

4

0

0 15 o

s,

0 0 0

1 1 . 0

31 ' 12 0
4

6

3 0 2

14 1

7

2 % a 3

6 1 2

S.

0
0 0 2

1 o 2

'13° 3'

1 149
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14. Runs conferences
and meetings in a
disorganized
fashion

15. Has the relevant
facts before
making,
important
decisions

16. Displays ,

inconsistency
in his decisions

17. Procrastinates
in his decisiofi
making.

18. Requires teachers
to engage in
unnecessary
paper work

19. Displays integrity
in his behavior

20. Puts you at ease
when you talk
with him

21. Makes those wlio
work with him

, feel inferior
to him

22.: Develops a real
. interest in your

welfare:

23. Develops a "we
*feeling" in working
with others

24. Rubs people the
wrong way

z ,

H40
Page 3

Never Almost Occasionally Frequently Almost Always I Do Not
Never . Always Know

37 7

1 2

3 16

3 26

1 fi 12

0 0

0 0

31 14

3* 7

6 7

19 21

3

16

-19

13

27,

1

0

1

i4

)
26

3

0 0 0 0

14 12 I 1

../

6 0 _ 0 3

0 0 3

3 4 0 0

4 . 23 19' 0

, 18 20, 0 , 9

0 0, ,0 1

18 5 0 0

8 0 0 0

1 0 3

INSTRUMENT 15: DO'S AND DON'TS

Mrs. 'Jones figured out the average percentage fos each-response. She noted the number
who indicad each response as their personal choice in"parentheses.

11.,
4. ti

44.

77 140
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I
Percentage who Percentage who, Percentage who
would feel that would feel that have no feeling
you SHOULD you SHOULD NOT one way or the

other *.

.
1. AO others who seem upset to 23.4 +

express their feelings directly . (11)

2. Tell colleagues what you really 38.3
think of their work (18)

3. Look for ulterior motives 'in 0

other people's behavior ( 0)

4. Always ask "Why?" when you 38.3
don't know (18)

5. Avoid disagreement and confl(ict 29.8
whene er possible (14)

* .

6. Consult wit people under you'in 87.2
making decisions that (41)

affect them - -even minor ones

7. Question well-established ways 46.8
of doing things (22)

8. Be concerned about other 44.7
people's problems (21)

9! Only make a decision after 89.4
everyone's ideas have been (42) r)

fully heard
.

10. Disagree with your superior. 61.7
if you happen to, know more about (29)

+ *

72.3 +

+

4.3 =

='

(34)

59.6

(2)

2.1
. (28) (1)

+ 100 0 =

( 47) (0)

+ 48.9 + 12.8 =

(23)
,...

(6)

+ 65.9 % + 4; 3 =

(31) (2)

+ 8.5 - + 4.3 =

(4), Jo (2)

+ .51.1 + 2.1 =

(24) (1)

+ 53.2 + 24 =

(25) (1)

+ 10.6 + 0 ---.--

(5) (0)

.

+ 34.0 + 4.3#
(16) (2)

the issue than he does`
N__

11. Withhold pers 1 feelings and 65,9 °
stick torthe 1 cal merits of the (31)

case in any discussion

12. Push for new ideas, even if 34,.0

they, are vague or,unusuil (16)

t"'
'Ask -shat

....... they really think of your work . (19)
13. others to tell you 40.4

14. Keep your real thoughts and 51.1
. 14(

.

+ 27.7 + ° 6.4
(13)

,
(3)'

+ 66. 0 , + .0
(31) (0)

.
+ 57.4

(27)
+ i

+ 46.8 + 2.1
(22) (1)

. .

+ 8.5 + 2.1

reactions to yourself, by , (24)

and large lit It_
.

, /
15. Trust others not to take adVantage , 89.4

of you (42) (4) . 41)
,

4..

100%

100%

100%

100%

100%

.
100%

100%

100%

= 100%

.. 100%-

,..

1,0%

A*

= 100%

v
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16. Be skeptical about things,
as a rule ' t

17. Point out other ppople's
mistakes, to irrffirove
working effectiveness

18. 'Listen to others' ideas, but
reserve the decision to yourself

19. Try out new ways of doing things,
even if it's uncertain how they

, will work out

20. Stay "cool,".keep your distance
from others

21. Use formal voting as a way of
making decisions in small
groups

, 22. Set up committees which bypasi,
or cut across usual channels
or lines of authority

.

23. Spend time in meetings on
emotional tnatters which are
not strictly germane to the
task

24. Be skeptical about accepting
unusual or "way out" ideas

25. Tell other people what they
want to hear rather than what
you really think

26. k with familiar ways of
-things in one's work

27." Wt others to be helpful
when you admit you have
problems

H4*
Page 5

Percentage who
would feel that
you SHOULD

Percentage who Percentage who
would feel that haye no feeling
you SHOULD NOT one way or the

other

= 100t8.5 85.1 6.4
(4) (40) (3)

38.3 + 59.6 + 2.1 = 100%
(18) (28) (1)

72.3 23.4 4.3 = 100%
(34) (11) .(2)

65.9 + 25.5 + 8.5 = 100%
(31) (12) (4)

12.8 87.2 0 = 100%
(6) (41) (0)

57.4 40.4 2.1 = 10086
(27, (19) (1)

31.9 + 61.7 .4- 6.4 = 100%
(15) (29) 'N (3)

36.2 + 61.7 + 2.1 = 100%
(17) (29) (1),

61.7 36.2 2.1 = 100%
(29) (17) (1)

14.9 80.9 4.3 = 100%

(7) (38) (2)

44.7 + t. 53.2 ' + 2.1 = 100%
(21) (25) (1)

68'.1 + 21..3 + 10.6 = 100%
- (32) (10) (5)

A

142

.



INSTRUMENT (N TYPICAL BEHAVIOR

1. Suppose a teacher (let's call him Teacher X) disagrees with something
Mr. B says at a staff meeting. If teachers you know in your school ?ere
in Teacher X's place, what would most of them be likely to do?

H40
Page 6

Would most of the teachers you know seek out Mr. B to discuss the
disagreement?

-(12) Yes, I think most would do this.
(13) , Maybe about half would do this.
(18) No, most would not.
( 4) I don't know. \..)

Would they keep it to themselves and say nothing about it?

(11) Yes, I think most would do this.
(11) Maybe andut half would do this..
(.21) No, most would not.
( 4) I.don't know.

2. Suppose a teacher (let's call him Teacher X) feels hurt and put down by
something another teacher has said to him. In Teacher X's place, would
most of the teachers you knoW in your building be likely to. 2. '

...avoid the teacher?

(37)
( 2)
( 4)
( 4)

Yes, I think most would.
Maybe about half would.
No, most would not.
Iiton't know. `

.. tell the other teacher that they felt hurt and put down?.

( 4) Yei., I thinkmose would.
( 4) Maybe about half would.
(35) No, most would not.
( 4) .1 don't know.

... tell their friends that the other teacher is hard to get along with?

(18) Yes, I think most would.
(11) Maybe about half would.

_(12) No, most would_not.
( 6) I don't- know.

80

s

A

O
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Suppose you are in a committee meeting with Teacher X nd the other
_members begin to describe their personal feelings about what gpes on in
the school. Teacher X quickly suggests that the co ittee get hack to
the topic and keep the discussion obj etive and imp: sonal. How would
you feel toward Teacher X?

(18) I would approve strongly.
(10) I would approveoinildly or some.
( 1) I wouldn't care one way or the other.
(12) I would disapprove mildly or some.
( 6) would disapprove strongly.

4. Suppose you are in a committee meeting with Teacher X and the other
members begin to describe their personal feelings about what goes on
in the school. Teacher X listens to them and tells thein hid own feelings.
How would you feel toward Teacher X?

( 8) I would approve likrongly.
,(12)' I would approve mildly or some. ,
( 4) I wouldn't care one way or the other.
(11) I would disapprove mildly. or some.
(12) I would disapprove strongly. ,.

5. Suppose Teacher,,X-want'S to 'improve his classroom effectiveness. "In
Teacher Ws place, would most of the teachers in'your building...

...ask another teacher to observe his teaching and then
have a conference afterward?

(.7).. Yes, I think most would dd this.
8.) Maybe about half would do this.:

(24) No, 'most would not.
( 8) I don't kiiow.

r
...ask other teachers to let him (Teacher X) observe how the other
teachers teach, to get ideas how 4o improve his own teaching?

O

1,

most , .

( 4) Yes, I think most would' do this. ,..

.,.

(1-1) Maybe-about half would do this.
(29) 'No, most would not.
( 3) I don't know. . ,

...have a free and open disbussion with his-students about his teaching?
4.

(7)
( 7)
(27)
( 6)

Yes, I think most would do this.
.Maybe about half would do this.
No, most would net.
I don't know.

I 81 144
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...ask the principal' to observe his teaching and then have a
conference afterward?

( 4)
( 9)
(30)
( 4)

Yes, I think most would do this.
Maybe about half would do this.
No, most would not.
I don't know.

.4

to

H40
Page 8

.v.

.

6. Suppose Teacher X disagrees with, a procedure-that the principal has
outlined for all to follow. If, Teacher X were to go. and talk with the
principal about his disagreement, how would-you feel about it? , .

( 6) I would approve strongly.
(21) I would approve mildly6or some.
( 7) wouldn't care one way or the other.

4-1 (10) .I would disappiove mildly or some.
( 3) I would disapproVe strongly. -

1

7. Suppose Teacher X,disagrees with aftprocedure that the priacipal has
outlined for all to follow. If Teacher X. were to saynothing'but ignorthe
principal's directive, how would,you feel about it?

ti ( 7) I would approve strongly. .

(18) I would approve thildly or some.
(11) I wouldn't care one way or the other.
( 7) I would disapprove mildly or some.
(`4) I would disapprove strongly.

8. SuppoSe Teacher X ,develops a particularly useful and effective method
for teaching something. If Teacher X were to describe the method briefly
at a faculty meeting and offer to meet further with any who wanted to know
more, 'hovr/ would you feel about it?

(14) I. would approve strongly.
(22) I would approve mildly or so
(6) .1 wouldn'tcare one way or the r.
( 3) I would disapprove mildly or some.
(, 2) I would disapprove strongly.

,

INSTRUMENT 19: CLASSROOM INNOVATIONS

1., Please think of the various innovations which you have tried out in your
own classroom during the past year. (Please check one.)

(37) - I have fried some.
(10) I have tried, none.

(If so, please skip to Question 8)

, 4

82
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Page 9
We would-like you to consider the uew ,classroom practice Which you tegard
as the most significant or interesting. Please describe. it briefly: ViThat.spe.cifically
did you do% A

(Answeii concerned: curriculum materials--11; grouping--6;
group projects-74;,student participation-4; pooling staff resources--4; othet--3)

The classroom practice you just described can be "original with you"
(i. e. , you invented it), or you "got it from somewhere else." Please
check below the position thatibest describes your practice.

3 Original with meito the beSt of my knowledge)

.
21 got it somewhere else and made major chsiges

0
7 Got-it somewhere else and made minor changes

6 Got it somewhere else without. Making"Changes

I

3. If not totally original, where did you get it? (Check as many as apply.)-
.

. -
.

4 _ Teacher in this school- i
3 My principal . ,

4 Magazine or. jourpal -

2 Workshcfp, conference or institute
ier_

2 My department head

2 Book

P
.1 Student

7 .

3

2

a

3

0

1

. 1: , .4* ' 4

A

Local, curriculum materials

"Teacher in another school
,1 -1 i

'-Outside consultaits,
1 I

, 1

Universit olass
, i r.

supervisor, coordinator, chrt:icul im worker
)

A parent

Guidanbe or'p
.

Other

choloecal service worker ,

e,1)

Please specify)

: .83
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4. How did,you hear about it? (Check as many as apply.)

4 Formal4xplanatfOn

7 Informal conversation

3 Observed it in-use

2 . Special denionstration

(-6 Audiovisual .(film, TV, slides, tape, etc.)

12 Written account

8 Other -

(Please specify)

v .

.
s

-H40
Page 10

5. As far as you know, to what extent is the practice you described being
used by other teachers?- (Please check one.)

1 To. a, great extent

2 . Nite a bit

16 To some extent

11 A little

.7 , Not at all

6. How o ten in the, past ySar have you Wild other teachers about this
AK,

partic lar classrooms practice?

.11 .Never

. - 'Once or twice

Sev ral time
_AI .

:Oh n
,

. .

it

C

84 ."
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7. To what extent are-you likely to use this practice again which you have

jus described?

12

9

7

5

0 4 $(7,

v.

To a great extent

Quite a bit

To'Some

A little

Not at all
, ,

-8. To what extent do you feel you know what new practices' other teachers
are using to imprpve pupiljeirning iu their classrooms? ,

.

2 To a great extent

Quite a bit

TO some extent

A little

Not at all
=

.4

6

8

'14 .

'17 .

Looking at yOurself as a teachtr; how. much tiple:and,energY cid you put
in,or4-lastoom innovationoones you have invented or 'discovered?

. .

3

)

11

22

8

Alot

Quite a bit ,
al

*Some

A little

,
.. 3 None ...

. . ..k.
t N

11
1

a .1 0 s During th s tia,St year, about how,rnany.classrboin innovations would
you, say ybu have tried out? ., # , .

Jo;. 4

15 0-1.`timeto, .. -' s.'-' )
,_

28 I tites

4 ' 5-8 times

0 95-12 itrats

0 qr -13 or over'1 85

\

par

148'
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, INSTMENf 22: PERCEPTIONS OF THE 'CLASSROOM .INNOVATIONS OF ,OTHERS

. What sorts of new things do you know that others in4this building are doing
in curriculum? 7

(19 answered)
I

H40
Page 12

Whatisotts of new things do you know that others in_this building are doing in

group processes?

(3 answer

What sorts of new things do you knbwothey are ang.with audiovisual aids?

(2 answered) . r
.

Would you like'to have discussions with any of these pers6ns? If so, which
one's

(17 said yes)

130
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HANDOUT 41

1
MAJOR *RESULTS OF MRS. JONES' DATA

Following are major results which Mrs. Jones picked out of the -collected
data summaries.

.
1. Most teachers don't see sharing ideas and helping each other try out

innovations as a major part of their "own role 'performance." .(This
element was not one o top ten items mentioned ob. Instrument-1. )

c' .
2. Keeping up with flew ideas is een as important by most.

/,

3. Faculty meetings are seen.ns for adminis 'trative functions and are
valued negatively-. , '.

4. Most teachers are primarily concerned with their pupils.

5. The principal is seen as only mildly concerned with teachers' professional
growth, classroom imprOvement and helping teachers deal with problems.

6. The principal is not seen as very active in supporting new ideas,

7. The principal is seen'by teachers as having integrity, 'respect for
teachers and is easy to talk to, but perhaps overly concerned with
administrative concerns Ad paperwork.

,
8. Most faculty members exitct others ,to hold back on expressing feelings,

while quite a few would like more open expression.

9. It is belielteditillat most think conflict should be avoided. Privately,
most think conflict should not be avoided..

v!

.10. There is greater interest in being helpful to eaoh other and trying new
methodd than is a sumed.

4 11. Most teachers d / oybee e other teachers as ee help from each
other or the pri c pal to improve their classro m ectivenesid.

'There is some resistance to 'openly seeking ialt rbvement otprocedure

15.

There is a readin ss fOr increased sharingof aching ideas.'
.

While there is co eidegabld classroom innovati eness, little of itcomes .
from sharing the faCulty.--

.
t

A great deal =Ire irmovativepeed is owuring in cIa9rooms,,than host
teachers are aware of.

0 i0,,
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HANDOUT 42

MRS. JONES' REVISION OF HER FORCE FIELD

Mrs. Jones looked at her force 'field (1120) again and decided, to revise it in
light of the major results she had identified.

-
Improvement Goal:_ To increase communication and support for

j sharing teaching ideas in our faculty.
, . .

Forces :For" Forces Agairst

Mrs. Jones "wants to
. increase communication
and sharing of ideas with
faculty

Most teachers want new
ideas

Faculty meetings could be
. used to support sharing

Mrs. Jones seen as
positive and approachable
by teachers

Most teachers desire more
. openness

Many teachers have ideas
they could shar).

There is high interest in
being more helpfuf.to
each other.

.4Teachers don't see sharing
ideas as a major part of
their role

Teachers don't see Mrs. Jones
as concerned about this

Most see faculty meeting time
. as only for administrative matters

...:6.. Most teachers expect others
not to be 'open

-.a- It is assumed that interest is low
in being h6lpful to each 'other

A very few feel time sharing ideas
is less.productive than time spent
working independently,

..:Few a e Bean as seek help
from ers

..4-There
openly
proce 11 I

88

s- some resist
seeking impro

es

17,

a
ce to,
ment of

151
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HANDOUT 43

,..

.

. ASSESSMENT OF SUESET VIII:
SPOTTING THE MAJN RESULTS IN DATA

-,)

1. When you find major results in data collected on the basis of a force
field analysis,pyou should: (chetik 4ne)

...

1

-II--

..,

I

ls

,

Reiise the force field according to the results
.fit

Make a new force field using only the results;

14

H43.

4. Leave the force field approach and turn planning a Lion

. 4.

4

t

,11

.. s

4

1
s

e

/........

o

,..

so.

Ale

4

..4

162
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A nswe.rs:

v

1 i.

.
1. When youjindin ialoi results n data collecteebn'the basis'of a force field

" t.

e

'II

.
et >.

'1 ,

/

e

,34.

°I' *
-*-S e

analysts, ;ou should: (check one)

- right) , Revise the.fora field according to the results
Y .

(wrong) Make a new force field using only the results
(You should probablfke-cei many of tfie forces about
which you did n'erfeel th'e need to gather data as well
as make additions and modifications b. d on your
findings.)

. (wrong) Leave the force field approach and to to planning action
(First, incorporate findings in imp = your force
field. When it is time to plan action, you will use your
validated force field to help you plan. )

153
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HANDOUT 44

-AGENDA FOR SUBSET IX:
6.111. ERING DATA ON TEAM-BUILDING RELATIONSHIPS

r
es 0

.. 4.,

. . Purposes: -. To give participants an opportunity to practice helpe -,
,-- helpee skills in team -building relationships

H44

To 1z). vide criteria for objective assessment of personal
behavior in groups

it

Objectives: Given a set of instructions, the participants will produce a
forte field analysis of a problem experienced personally
curing the workshop.

Steps:

Given Handout 46: Guide for Group Member Ratings,
4:Handout 47: _Group Member Rating Scale, and a set of

thstructions, participants will rate self and others in their
trios and ,discuss their ratings to identify individuals' ways

; of operationalizing these scales.

Introduction to Subset Magenda
e ..

40

2. Write 'a problem statement on workshop team-building
J

"6 . processes

3: Discuss problem statements
.

Write a forceield analysis of problem statement
.

5. DIS4uss fiirce field analys'is

.
M beY6.:4:3eview' "Guide for. Group, emr ,Ratings"

7. Rate self.pn'Group Member Rating Scale.'
A

8. Disctiss group member rat' jn s
a

9. Assessment .-

SO
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HANDOUT 45

GUIDELINES FOR DISCUSSING TEAM-BUILDING
FORCE FIELD ANALYSES .

Iri'your tribe
1.

1. HOp*ach other by suggesting possible additional forceg.''

2: Check the. way you perceive each other by ranking and rating
each other's force field.

V

' 3. Discuss similarities and differences tic the kinds of forties, x9u
tend to see working on yourselves.

ti

,v,--

.. . ,.

4. Keep inm
a

ind that in this subet the emphasis is on practicing ,

getting inforntion about yourself from yourself, as well as
from others M your trio. ,a

5. Resist being caught in the trap of defending whether- or not the
information you share is right or wron&.° Instead.;° concentrate,
on what the others in the trio tell you about what they think is

o

important and clear about yourc.problem statement. You can then
put this information with your own view of yourself -and come to
your own conclusions. . 4 4.

a.

/

a

V

4f
, .4

I

t

6

Is. .., .

1

...

tt

"
0

0
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HANDOUT 46
,

GUIDE FOR GROUP MEMBER RATINGS* .

9 t

a

H46

Here- is a list of categories of behaviors which are important Tor gooc coup
member-ship: As' you read them, keep the following suggestions in min

.i
A. How much do 'Lao If( each of these categories in'this workshop?

.
.134! What do-I do that, for me, is a sign ofmy behavior ieeach

category? (For example, eyes closed may be a sign of "trust, trr
not boredom; asking probing questions maybe a sign of "problem
solving effectiveness, not hostility.) No that rmich of what
people_ actually do is a matter of personal tyle. The focus of
this exercise is to identify the specific beha ors that are your
style for each category.

441% Listening Skills: Works at understanding what others are saying. Ass
others to repeat. Asks others to clarify. Tells others' what he has heard.
Seems to- have understood correctly what others have said:

2. Saying Skills: Says things clearly, using words .others can understand.
Speaks in a way that is direct and to the point. Asks what others have
heard and offers to clarify. Others-seem to understand correctly what
he has said.

3. Openness: Shares feelings and ideas spontaneously. Willing to discuss
own strengths and weaknesses. Shows emotions clearly, and appropriately
(joy, boredom, anger, "-now, etc.),

'4. Trust: Willing to listen to and try out others' ideas. Seeks, and aceepts
help from others. Shows that he expects others to be sincere and honest
with him.

5. Feedback: Mks for others' impressions of him. Shares his views of
others with them.. Seems aware of whether or not others are ready
receive his views; presents views in a, way that is helpful. Lets oth
know'w en they have been helpful to him.

A

*Adapted by permission from the Guide for Anchored Trainer Rati ,* \

developed by Matthew B. -Miles, Teachers Colleie, Columbia. Uni rsity in\ _connection with the Cooperative Project for Educational Development, 1967,
. - -

- ,
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6.,\Awareness of Own,Behavior: Shows he is aware of how Others-are
reacting to hi's behavior. Shows he is aware of how he is eacting to
the behavior of others. Shows he is considering the.implications to'hinself.
Uses this awareness in considering whether or not his own behavior.is.
what he wants. it to be.

G

7. Experimenting With Own Behaiior: Shows flexibility ii taking different
roles in the group at different times (leader,. clarifier, etc.) Shows
increasing variety of ways to relate to specific members of the group.
Shipws he is thinking about the meaning to himself as he tries these.
different behaviors.

8. Contribution to Group's .Awareness of Itself: Helps members to be aware
of what is happening as a group: Raises questions about what the group
is doing, - eeling, heading toward. Offers own views_onwhat the group_
is doing, eeling, etc.

9. Problem Solving Effectiveness: Helps the group to make realistic progress
in problem solving efforts. Is*effectively oriented toward work. Aids
group productivity..

10. Helping Group Maintenance: Works well with own and others' feelings.
Helps develop and maintain good relationships in the group.

X. Group Diagnostic Ability: Able to understand why things happened as they
did in group. Can explain group difficuItieS as a basis for corrective or
supportiv.e action.

12. Overall Effectiveness as a Group Member: All things considered, makes
effective contribution to own and others' learning and work.

Please keep this handout 'near for reference as.you do the next step, "group
Member Rating Scale."

0 "

I
a
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HANDOUT 47

GROUP.MEMBER RATING SCA

Instructions:

H47

Rate yourself on the scale below, referring to Handout 46: Guide for
Group Member Ratings, for definitions. The ratings are for how
much you have shown your style of behaviors for each category while
working in your trio during this workshop. You will be asked to share
these ratings in your trios.

Rating Scale

1.

2.

3.

4.

5.

/ A

6.

7.

8.

9.

Listening Skills:,

Saying Skills:

Openness:

Trust:

Feedback:

Awarenessof Own
Behavior:

Experimenting With -
Own Behavior:

Contribution'to Group's
Awareness of Itself:

Problem Solving
gffectiveness:

'(little) (much)
1 2 3 4 5 6 7 8 9

1 2 3 4 5 6 7 8 9

1 3. 3 4 5 6 7 8 9

1 2 3 4 5 6 7 a 9

1 2;4 5 6 7 8 9

1 2 3 4 5 6 7 8 9

1 2 3 4 5 6 7. 8 9

164
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10". Helping,proup
)-"Maintenance:

1 2 3 4 5 6 7 8 9

11. Group Diagnostic
Ability:

1 2 3 4 5 6 7 8 9
A

12. Overall Effectiveness
as a Group Member:

1,2 3 4'5 6 7 8 9

441

,

'
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'Procedures:

4

A.

k

. 1148 .

HANDOUT 48

GUIDELINES FOR DISCUSSION IN A FISHBOWL
TRIO ROUND ROBIN

Sextets will use a ',fishbowl', procedure for the disctission.
Trio A will conduct a round robin discussion for about 30 minutes
while Trio B dbserves?' Trio B will take 15 minutes to report
observations. Trios will then switch positions and repeat the
procedure.

B. The round robin discussion willl proceed as foows:

1. Each trio member will first rate the other two on
item one.

2. Each person in the trio will then share his self-rating on
item one, followed by a report of ratings by the other two
members on item one. Note similarities aid differences in
the ratings. Discuss what specific behaviors you ;use that

to rate yourself as you did on the scale as well as.
.

behav rs you saw that caused you to rate the others where
you did. 1

3. When each person has share his ratings and received
reactions from the others, proceed to the next item on the
list. Repeat this process througli the whole list. NOTE:

.You may prefer to take clusters of items on the'list (e.g. ,
numbers 1.:a.ncl 2; ntitbers 3, 4 and 5; numbers 6,7 and 10;
numbers b and 11;urnber 12). In any case, use the
same procedure.

C. Members of the observing trio-should decide which person in the
othir trio to observe so that each has one observer.. Observe for
behaviors that represent the categories on H46.. .

. .

41'

.
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HANDOUT 49

i ASSESSMENT OF SUBSET IX: GATHERING DATA

t .
ON TEAM-BUILDING RELATIONSHIPS

r
, e

1. Waling yourself and others on nine-poiht scales for such categories
of behavior as "listening skills" or "openness" is most valuable
for: (check one) .

H49

Determining who is best at each of these categories of behavior

Clarifying that thpre is a-specific set of behaviors that
all should use for. each of these categories

Identifying to each other the specific behaviors each
C..1 individual uses, to represent each category in his personal

style

1

it 6
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H49
Page Z

Answers:

1. Rating yourself and others on nine-point scales for such categories of
behavior as "listening skills" and "openness" js most valuable for:
(check one)

(virong) Determining who is best at each of these categories of behavior
(The issue is not who is "best. " The issue is for
each to become more clear about the behaviors he
uses so that, within his personal style, he can work
at improving with the help of,his trio partners.)

(wrong) Clarifying that there is a. specific set of behaviors that all
shoulct se for each.of these categories

(The many specific behaviors that can represent
each category. There is not, however, a specific "set"
that all should use. .There will be individual differences
accordind to style. What counts is to know' that in and
individual's "style," closed eyes usually means boredom
while for another it usually means he is concentrating
on hearing.)

c

(right) Identifying to each other the specific behaviors each
individual uses to represent each category in his personal
style

'168
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HA NINOU T 50

AGENDA FOR SUBSET X: THE CONCEPT.OF FEEDBACK

Purposes: To learn the concept and gain skills of giving and receiving
leedbackin the context of a teamwork relationship.

To increase skills of identifying interpersonal data affecting
teamwork relations, asking for'and sharing reactions -
appropriately.

Objective: Given a.communication analysis matrix (Joe-Harry window),
a worksheet for each individual to identify reactions about
others in the trio and about self, and given observation guides
specifying guidelines for giving and receiving feedback,,
participants will.carry out a trio round robin feedback
exercise and the functions of giver, receiver and observer.

Steps: 1. Introduction to Subset X agenda

. 2. Study concept of feedback

3. Give and receive feedback in trios

.4. Review RUPS model

5. Assessment

100
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HANDOUT 51

THE JOE -HARRY WINDOW AND THE CONCEPT OF FEEDBACK

As you develop a helping relationship with apother person--a relationship where
e' each of you helps the other to grow--there are some things you know about

yourself and some you don't' know and there areme things that others know'
about you and some they don't know. For you and any Other specific person
this can represented by the following diagram known as the Joe-Harry
Window.

Things
'about myself
that the other:

Knows

Does
Not
Know

Things about myself that I:

Know . Don't Know

Common
knowledge

My blind spots that
even my best friends
haven't told the about

My secrets and
thinks I haven't
had a chance to
tell yet

My hidden potential 1.

of things I never
dreamed I could do
or be

The °blind spots" and "secret" areas become smaller as more information about
each other becomes common knowledge. It is not meant to be implied here that
a person should be completely or indiscriminately open. There are many things
that are, not relevant to the helping relationship. As relevant things are shared
and found to be helpful, trusedevelops, which -allows.exploration and discovery -

of new abilities in the area of hidden potential.

Giving and receiving feedback is one of the most importaht processes in
developing effective teamwork relationships. Feedback, the sharing of your
reactions to another's behaviors with that other person, is not simply beings

critical. Positive feedback is just as important as are reactions that seem
negative. The intention is what counts if the feedback is to help developa
growth relationship. Feedback can clarify perceptions. It can help an individual ;

see him;elf as others see him. It helps him know the particular ways (that
different indiviAals react to his behaviors. He can then better match,his
behaviors with his intentions. He canore accurately match his verbal and
nonverbal' behaviord. Y

*Adapted from "The Johari Window" as developed by J. Luft and H. Ingham
in Group Processes, by Joseph Luft. Palo Alto, California: The National
Press, 1963, pp. 10-15.

1 01 174
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Our behavi
for constantly sends messages to others.

You

(Messages)

H51

Page 2

Other

When the other shares his reaction to- our behavior that is called feedback.

You (Message of Your Behavior;

(Other Shares- Reaction to
Your Behavior)

Other

There are barriers in the other which bilow him to share some of his reactions,
but cause him to hold back oil others.

Other

These barriers include such things as his-values and ideologies, his assumptions
about how you might react to his feedback, his openness, trust and willingness
to take risks.

There are barriers in each of us which allow us to receive some of this feedback,
but which screen some of it out.

You Other

_ -

These barriers include such things as your values and ideologies, the image
you hold of yburself and the strength of your need to maintain it, your
assumptions about his intentions in sharing, your openness, trust and

.willingness to take.risks..

eb 102
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. -
There may be bairiers in the way ydur organizations operate that make it hard
for some kinds of feed4ck to take place.

4

.You

Organization

I

I

1 .

These barriers include such things as highly for.Eal procedures, lack of time
to build growth relationships, isolation of ro1es,Ituilding layout, or norms
that' don't support helpful kinds of sharing.

There also may bp things in. you, in the other and in way your organization
operates that facilitate constructive exchanges of feedback. A major helping
factor can be awareness and use of the guidelines for" giving and for receiving
feedback. Note that these are only guidelines, not hard and fast rubs. There
are undoubtedly situations for each guideline that call for exceptions. The:idea
is to be aware of these guidelines and apply them unless you already believe
an exceptiOn is called for:

Guidelines fox GIVING Feedback

1. Allows for receiver Has the receiver'indicated he is ready to
readiness listen and'accept the feedback as it is intended?

There is little point to giving feedback that

. 2. Is descriptivP1
not interpretive,

3. Covers recent
happenings

won't be heard or wilVbe misunderstood.

Feedback is a description of your perceptions
and reactions. interpreting meanings of
another's behavior is (Men a -guesSing,game
which the other resents. Let Min shafe his
own meanings if he's so inclined. If you want
'to'olieck yotitsperceptiOn of his meaning, be
very clear that is what you are doing,.

Generally, the closer the feedbaces to the
time the behavior occurred, the more helpful
it is& When feedback is given immediately,

.everyonelacows exactly what it refers to,and
feelings about the situation are most valid.

103 176 .
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4. Comes at Don!tt for example, share negative reactions
apiaropritte when there are others present who would not
times understand the-c-onstrUctive intent of your

remarks.

5. Ipcludes things Consider whether the reactions you are sharing
that are new arb new information to the other. If they are so

obvious that he is'already aware of them, they
won't help much. ,Telling another what you
saw him doing is often not news. Often, what

t neyrs is the sharing of how you reacted to
#.. what you saw. .

r.

6. Is on The value of feedback to the other is.in being
changeable able to modify his behaviorif he wantpo.
things Reactions to things that can't be changed are

not wsually helpful. lit..
#0"'"

7. Does not Feedback is sharing reactions. It's up to .the
demand a receiver if he wishes 'to make a change in his
change - behavior based on the feedback. If you want to

ask the person to change, say so, but don't
consider such a request as feedback.

8. .Is not an If you give another too much feedback or too
overload many things all at once it may be more than hp

can deal with. He may lose track of all you
are saying.

9. Is given Contsider your own_ motivation in sharing the
.... to be ,, reactions. Are you really trying to help the

helpful other person gain a useful view of himself?
If you are simply angry at Ehe other and wish
to express it, say so, but don't present such
feelings as feedback.

..

1

, 10. Shares
something
of ,the
giver

,.

11. Is specific,
not general

II'

,

Giving feedback can create a sense of imbalance
in the relationship. It generally' helps the
receiver to feel more comfortable and be more
active if tfie giver can share some of his own
feelings and,concerns as he gives his'reactions
to the other.

,

- Be specific by quoting :id giving examples of
what you are referring to.

,

177



vH51
Page 5

Guidelines for RECEIVING Feedback

1. Checks Use such behavior as paraphrasing to be
understanding sure you understand the meaning of the other's

reactions. Watch out for becoming argu-
,.

mentative or taking a lot of time giving the
rationale for your behavior, rather than
working to.understand the other's feedback
to you.

2. Asks for feedback You can help the giver provide useful reactions
about specific by asking for feedback about- specific things.
things his indicates your areas of readiness to

receive feedback and helps him be specific
rather than general.

3. Shares Sharing your reactions to the feedback you
reactions to have received can help the giver improve his
feedback . skills at giving useful feedback. It also lets

him know where he stands -with you on a
feeling basis so that the relationship can'
continue to grow. If he goes off uncertain
about your reactions to his feedback, he may
feel less inclined to risk sharing them with
you in the future.

You 'have been practicing feedback thMugh reporting of observations..
(See Handout 9, Guidefor'Observing Helper Communication Skills;
Handout 10, Guide for Observing Helpee Communication Skills; and
Handout 11, Guide for Observing the Interaction of Communication Skills.)
During your sharing of observations, you have been paraphrasing,
describing what you saw and heard and attempting to build mutual

understanding.

At this point you will add to these skills the sharing of your reactions
to what you.have seen and heard duting your trio work. This is the

interaction called "Giving and ReceivingFeddback.t
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HANDOUT 52

PREPARATiON FOR GIVING AND RECEIVING FEEDBACK '

,
. I

Write thing's you "know," but have not shared about yourself. Next, write things
You "know," but have not shared about the others in your trio. .

.
. -

H52

\ . 4

Receiving Feedback: Things about myself on which I would like to receive feedback

I

Things I have done
(descriptibn of
behaviors)

ReactiCns to myself
(to behaviors
described above)

---

.

I feel good about

I have some concern' about,
i.e. , am in douIt, unclear
or wonder about

1

Giving Feedback: -Things I have seen and reactions I have had but have not shared

First trio member's namet
I

Tiungs I have seen
(description of
behaviors)

i Reactions I have had
(to behaviors
described above)

c

. I feel good about

I have some concern about,
i.e. , am in doubt, unclear

... or wonder about

-.

.

Second \trio member's name

- Things I have seen
4 '(description of

behaviors)

. Reactions.' have had
(to behaviors
described above)

I

I feel good Aout

I have some concern abotit,
i.e. , am in doubt, unclear
or wonder about

1

4.7,
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H53

. GUIDELINES F,OR GIVING AND RECEIVING FEEDBACK IN A
. TRIO ROUND ItOBIN

1. In each of the three 20-minute segments:

4E1

.."

Within Our trio, deride who siwuld be the receiver, gWer and
observer for the first round. _.

_r 1

The receiver 'and giver exchange information from 115tfor
15 minutes. ...The receiver begins the round by asking for - feedback..
During the 15- minute exchange, the-giver and receiver should trade

°roles when appropriate.

The observer uses H54 as a guideline for observing the 15- minute
interaction between tlie giver and receiver. He will then have
5 minutes to share his reactions and discuss hin(abseevations with.
the others.

2. The entire three rounds 'last 60 minutes'. In each 20-minVe round a
different person should be the observer while the others exchange the 4
information they have written on1152. ,

,
... )

li I
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4
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HANDOUT 54

OBSERVATION GUIDE FOR GIVING AND REJEIVING FEEDBACK

H54

.. Write key words to remind you of what you hear and see while two trio
. .

members give and, receive feedback. Try to see and hear %much as you can.,t; !.' ,
Your jo as observer is to be as much as possibl4 like a candid camera.

In reporting your observations, use descriptive language; recall and,

report what you actually heard or paw. The form on the next page is to help

record your observations. Put the names of the two people you are observing

at the top of the page where indicated. The column under each name gives

space to note the thing's each person says and does in relation to any of the

guidelines listed on the left'when he is giving and receiving feedback.

I

/

108

44.

183



- I

I

b,

OBSERVATION RECOid

Name.

o

isTame

1154
.

. Page 2

Guidelines When giviiig and receiving When giving and receiving

1. Allows for
receiver
readiaess

2. ,Is descriptive
not
interpretive

3. Covers
recent
happenings

4. Comes at
appropriate
times

5. Includes
things that,
are new

6. Is on
changeable
things

.
1. Does not

demand a
change

, 8. Is not an
overload

9. Is given to
be helphil

p

of

4'

. '
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Guidelines When giving and receiving When giving and receiving,

10. Shares
something
of the giver .

11. Is specific
not general

12. Checks,
understanding

13. Asks for
specific
feedback

14. Shires

reactions
teifeedback

.

40.
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HANDOUT 55 A

ASSESSMENT OF SUBSET X: THE CONCEPT.OF FEEDBACK
A

- <

1. Feedback in interpersonal communications is defined as occurring when
one person: (check one)

Describes the behavior of another

Interprets the meaning-of the other's behavioito him.
.

Shares his reaction to the behavior of another

2: Ten guidelines are suggested for giving feedback. *Three,of these .

guidelines are. included among the following list. Check the three which
are correct guidelines:

Allowg for the readiness of the other to receive

%Describes giver's feelings about the other

,Seel,change sn the other

Is about things that can be changed

Suminarizes past behavior

Is given at an appropriate time

Demands a response

. Doesn't concern the giver

3. Three guidelines are suggested for receiving feedback. One of these is
included in the following list: (check one)

Check the understanding of the giver

Share your reaction to the feedback

Tell the giver what.you intend to do about what he has told you <-

111
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Ans*ers:

1. Feedback in interpersonal communications is defined. as occurring when

one perion: (check one)

(wrong) Describes the behavior of another

.
Interprets the .meaning of the other's behavior to him

(right) Shares his reaction to the behavior of another

2. Ten guidelines are suggested for giving feedback. Three of these guidelines
are included among the following list. Check the three which are correct
guidelines:

(tight) Allows for the readiness of the other to receive

(wrong) Describes giver's feelingS about the other,

(wrong) Seeks change in'the other

(right) Is about" things that can be changed

(wrong) .Summarizes past behavior

(right) Is given at an appropriate time

(wrong) Demands a responge

(wrong) Doesn't concern the giver

3. Three guidelines are suggested for receiving feedback. One of these is
included in the following list: (check one)

(wrong). Check the understanding of the ,giver

(right) Share your reaction to the feedback

(wrong) Tell the giver wh3iyou intend to do about what he has told you

If you missediany of the above, a review of Handout 51 should be informative.

187
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HANDOUT 56

AGENDA FOR SUBSET XI: DERIVING IMPLICATIONS AND
ACTION ALTERNATIVES FROM RESEARCH FINDINGS

Purpose:

1156

,
To gain skills in 'deriving implications from research findings,
brainstorming and 'dialyzing action alternatives.

. Objectives: Given definitions for deriving implications from research
findings, brainstorming and analyzing action alternatives,
participants will correctly derive a list of possible implications
from the findings of Mrs. Jones' data and Will brainstorm a
list of related action alternatives.

Steps: 1. Introduce Subset XI agenda

2. Review major results of Mrs. Jones' data

3. Derive Implications and action alternatives

4. Fishbowl trio on_ deriving implications

5. Sextet discussion of implicatidhs

. Brainstorming action alternatives

7. Review RUPS model

8. Analyze action alternatives

a 9. Assessment .

113.
I
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ti HANDOUT 57

DERIVING IMPLICATIONS AND ACTION ALTERNATIVES

H57

Research findings seldom have direct application to action. Two steps

are generally needed in order to develop action guifiWines front a research

finding. First, one must decide what he believes to be the implications of that

finding for his particular action situations These implications have a ,,,what"

quality. They are not "what ought to be done" but rather "what the objectives

should be" given i4ie things that have been learned from the research. Usually,
t

'several diffeient ds of implications can be derived from any one research

finding. The appropriateness of each implication usually is determined in

relatiOn to other facts about the situation and the kinds `of attitudes, values and. , ,..
..- . ' t

ideologies which exist. The "what" relates to goals to be achieved. t

The second step toward .coming up with4action guidelines is to consider

action alternatives for, achieving the objectives you select from among possible

implications. This consideration of action alternatives has a "how" quality.

Given a clear objective, how Can it beachieved?. Again, there usually are

several different ways that an objective might be achieved. In this second step,

one tries to think up as many different "how we mighicachieve It" ideas as

possible before selecting those that seem best for an action trial. The "how"

implications relate to methods and processes to be employed.

.4,
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Below is an illustration don generalized finding from research. It is

followed by Ao possible implications derived from this finding. Listed next

are three possible action alternatives foi each.

Finding:.

Delinquent teenage boys tend to choose young adults who are negatively
oriented as role models as compared to matched, nondelinquent teenage
boys who choose-their fathers or persons such as teachers or coaches.

IMPLICATIONS:

WHAT THE OBJECTIVE SHOULD BE

Possible Implication No. 1

Delinquent teenage boys should
be kept away from negatively
oriented young adults so they
won't be adversely influenced
by them.

_ Possible Implication No. 2

Negatively oriented young adults should
be involved as,helpers to delinquent -
teenage boys in thinking through. the
implications of theil behavior: goals
and the means of their goals.

`"HOW TO AJHIEVE IT" ALTERNATIVES

Action Alternatives for
Implic ;tioi No. 1

1. -Set up a series of leares
for teenage delinquent boys

*about the pitfalls of evil
companions.

2. Pass a law against teenagers
with delinquent records
associating with youtg adults
with delinquent records.

3. Conduct a campaign of excluding
negatively oriented adults
from all organized teenage
functions.

Action Alternatives for
Implication No. 2

1. Start a training program for young
adults who wish to be helpers to
delinquent teenage boys and ,enlist
a 50-50 ratio of negatively and
positively oriented young adults.

2. Start a program of training older,
professional youth workerriras part
of a team with young adults in
operating programs which seek to
include delinquent teenage boys.

3. Start a program of training delinqiient
teenage boys to be helpers in operating
activity clubs-foryounger boys.
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HANDOUT 58

WORK SHEET FOR DERIVING IMPLICATIONS AND
ACTION ALTERNATIVES

H58

An implication is derived after looking at the -major results gleaned from the,
data collected. From these results,ja "what" implication can be developed.
Thal is, -"what the objective(s) should be--what goal we desire to achieve."

The action alternatives are developed later.

A fine Hue is always present between the implication and the action alternative.
It is necessary to be sure the two do not get confused. Make sure when lookihg
at ttie WHAT (implication) that discussion dobs not shift to the HOW (action
alternative).

5

"Whdt" Implication '"How" Alternative

Major Result Data What the objective should be
What goal we wishito achieve

How we might achieve it
Action Alternatives
Action Steps
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HANDOUT 59

GUIDELINES FOR A FISHBOWL TRIO EXERCISE

I. Trio A works And Trio B observes for 10 minutes. Trio B shares
observations for 5 minutes.

Trio A works in the center ring at deriving "what'," ,

implieations from 1141. Trio A uses H58as a work
_sheet and applies criteria in H57 in deriving
implications.

Trio"B observes procedure of Trio A and uses H57 and
1158 as giidelines for observing brio A application of
criteria for deriving implications Trio B keeps notes
and prepares to report.

When time is called, Trio B shares observations with
Trio A.

2. Trio B works. and Trio A observes for artriiinutes. Trio A shares
observations for 5 minutes.

Repeat the same procedure as above.

117
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HANDOUT 61

GUIDELINES FOR 'CONDUCTING A BRAINSTORMING 49

SESSION ON ACTION ALTERNATIVES

Ground rules for brainstorming:

1. Set a time limit (10 minutes)

2. Produce ideas at a rapid-fire pace'

3. No discussion or'evaluation is permitted

4. The emphasis is on quantity, Snot quality

5. Suspend judgment for 10 minutes

6. Encourage the practice of hitchhildng'9n others', ideas

7. Have a scribe write all action alternatives and ideas

Procedure:

0

1. In sextet conduct a warm -up exercise for 3 minutes.
Brainstorm: "How many things can you do with a brick ?"

2.' In the sextet, take 10 minutes to brainstorm as many a.ction
alternatives as you can on one or all of the "what' implications
derived by Mrs. Jones. (See Handout 6Q.') As two persOns in
each sextet to use newsprint and write the-action alternatives.
Each person writes on a different sheet of 'newsprint, alternating
in order to capture all ideas produced at, a, rapid pace.

3. Take 10 minutes to review sextets' results andlii-inove around
room to look at results from other sextets,.

111
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HANDOUT 62

THE ALTERNATIVES IN MRS. JONES' ACTION PLAN

Mrs. Jones did conside'rably more work than the handout materials show at
this stage in her RUPS project. She developed a long list of action alternatives,
from her list of implications. She gave special attention to possible actions
that could reinforce each other and/or serve several needs at once. She
created new force field diagrams for several of her major goals. She rated
forces for ease or difficulty of change. She also ldoked for forces that showed
up in more than one force field.

The analysis that Mrs. Jones did earlier in her RUPS project was diagnostic.
It was to help spot where she needed more data. This later analysis of forces
in several force fields, with ratings of how,easy or difficult it might be to
change forces, was to 'Man an action strategy. In a real RUPS improvement
project, you will know of many factors beyond those included in this practice
simulation of "helping Mrs. Jones." The thing to be aware of is that there
are two kinds of analysis you can do with a force field. One is(a diagnostic
analysis to consider what is known and what needs to be checked into further.
The second is a strategy analysis to plan which forces you will try to change
and the actions you will take 'to phange them.

A great deal more can be learned about planning action than is included in
these RUPS materials. Once you have perfected your skills ih using the
RUPkprocesses, it is recommended that you considek going on% master the
skills of System Technology as applied to managing learning environments.
A package of materials to support this training has been jointly developed
by the Northwest Regional Educational Laboratory and R. E. Corrigan Associates.
It is entitled, "System Approach For Education (SAFE) for-Classroom
Managers."

On the basis of her strategy analysis and her own feelings of comfort relayed to
each of the action possibilities, Mrs. Jones selected a few of them to try out.
Her action plan included the following:

1. Mrs. Jones started a practice of interviewing her teachers and
reporting one classroom innovatigLeach week in a one-page
bulletin.. After carrying this effort-herself forseveral weeks, she
found the faculty willing to take it over on,a committee basis.

'2. Part of each faculty meeting was scheduled for sharing and
exploration of classroom practices. Some sessions focused on
the skills of interviewing each other and of documenting one's
own innovations.
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HANDOUT 63
k

-ASSESSMENT OF SUBSET XI: DERIVING IMPLICATIONS AND
S ACTION ALTERNATIVES FROM RESEARCH FINDINGS

. I.

ft

.

IMPlications from research findings ire: (check one)
.

What ought to be done, given the data

What the objectives should be; given the data

. Statements, otspecific results from the data

2. Action-alternatives give you: (check OW

A set of ideas about what heeds to be. done

Many different ideas of how to achieve objectives
. ,

, An analysis of the action strategy needed

...

i

i

. 12 0

,

1/
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Answers:

1. Implications from research findings are:

(wrong) What ought to be done, given the data
(Implfcations frdm findings are gals about which you next
Consider what ought to be done.) ,

(right) What the objectives should be,. given the eta
N

(wrong) Statements of specific results fro the data
(Statements of specific results fro da,,,ta are research
findings!' Implications are the goals or objectives
derived from these: )

2. Action alternatives giVe you:

° 204

(wrong) A tet of ideas abouMwhat needs to be done
. (Action alternatives are statements of how to achieve objectives.)

(right) Many different ides of how to achieve objectives a

(wrong) An analysis of the action strategy needed
(A strategy analysis to plan action considers action alternatives
as well as other factors.)

a
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HANDOUT 64

AGENDA FOR SUBSET XII: PLANNING FOR ACTION +

Purpose: To gain skills in considering planning resources when
,deciding on a strategy for/implementing action alternatives.,

Objectives: After receiving papeis on'I'Five Resources in Planning and
Taking Action" and "Organizational and Community Conditions
Which Influence the Learning Experiences of Child-ren," work
sheets and directions for trio work, participants will identify
and write_ questions for.getting information in two categories.
(supportive resources and management considerations). They
will then perform a force field analysis on the first action step
in Mrs.,Jones' action plan.

Steps: 1. Introduce Subset XII agenda

2. Five resources in planning and taking action

.

tit

3. Consideration of organizatiOnal and community conditions

4. Trio exercise in discovering supportive resources

5. Mrs. Jones' notes from interviews with principal and
several teachers

6. Trio survey of management considerations

7.. Force field analysis of first action step

8. Trio discussion of force field analysis

9. Assessinent

3

-to

122 211

t,



OW'

4

H65

HANDOUT 65

FIVE RESOURCES IN PLANNING AND TAKING ACTION '.

.

1. Force Field Analysis' 4

Two kinds of analyses cante done on a force field - -the &gnostic

a_

analysis and the strategy analysis. During the diagnostic phase of

problem solving, forces can be ranked for importance and rated for

clarity. The force field is then analyzed to consider The need for collecting
1

data to further'clarify the probldm situation., Duiing the later phase of

planning for action, the forces can be rated for changeability.- That is, how

easy or diff *ult would it be to change each force? Force fields may be

written for each of the forces concerning their cliangeability. These are,

analyzed to plan a strategy of action., One generally trims to, change

those forCes that appear both high in importance and most changeable.

The following factors are considered in using the force field to plan
.

a strategy ofaction. There are four ways to cause the situation to Change

from what it is now.

, gaid a lorce

Eliminate a fOrce-
.
a '

Strengthen a .force

Weaken a force

Usually, we t to bring about change: by adding forces, The result is

that.we don't get closbr tote goal, butonlywind up with greater forces on

both sides and mote-tension in the situation. If is often helpful o take

an approach of seeking to reduce some of. the restraining forces, the

123 4.
212
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forces pushing against movemint toward the goal. Sometimes it even

helps to start by reducing a farce pushing toward the goal to reduce

,,tension in the situation. The force field diagram can help you select the

,forces that might bdst be used to bring about a constructive change.

2. Management Considerations

It will be very important to ivork through the following management

considerations carefully as you tarry out'your action plan for improvement.
)

It is not intended that these questions imply- a general right, or wrong way

of doing' things. Every situation is unique. It is suggested that, hi any

given situation, the way you work out the answers to these questions of

4 management will strongly influence how your action effort turns out and

if

the kinds of side effects it may have! The Overall question that applies to

each of the following is: What is the most constructive way to do'-it,-,this time?

Questions

4

A. Is therean awareness among those who will be affected by the
proposed change of a need for change?

B. What are your own motives; why do you you desire to see this
change come about?

C. What are the motives, present or potential, among those who
will be affected for desiring to sec this change come about?

D.. What is the mature Of your relationship with those who will be
affectedby this change? (For example, are you the "helper"
and they the "helpees"? Is it the other way around? Are you
seen as art authority figure and/or an expert? Did you mutually
establish the relationship or is it simply one see up by'your
roles as with a: teacher-pupil, etc. ?)

E. Are those who will be affected by the changeworking with you on
clarifying what the nature of the situation is

1 2 4 213
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F. Are those who will be affected by the change involved in considerinz
alternative ways for bringing it about?

G. If you and the others have arrived at a point of having some clear
intentions for change, what has to happen to move from the stage of
having good intentions to the stage of making actual change efforts?

H. Are those whp, will be affected by the, change the ones carrying out
the plan to bring about the change?
e .4

I. How will you know if the change has really happened, and if so, why
it happened,' or why it didn't happen?

J. If the change has happened, what support will be necessary in
order for it to continue in the new way?

K. Are those who were involved in this effort now more able to carry
out other change efforts in the future?

3. Helping Relationships

Research indicates 'most of us benefit from having support from others

when we try to do something new or different. In fact, many action efforts

lever really get started because of lack of active support. In undertaking

an improvement effort, whom can you turn to for encouragement, for fresh

1* ideas and ways of looking at the situation, to argue with you to help bring

out the things you haven't thought of, etc. ? Whom can you seek Out to

' build these kinds of helping relationships for yourself?

4. Scientific Knowledge

Implications for action can be derived from research findings. First,
s

one must retrieve research that fits a particular action question. Research

-isavailable not only on Classroom conditions which, influence children, but

f4 o on organizational and community conditions which affect the learning

43=er-fence of children by influencing the teacher4and the ways things

- happen in a school system.
I

125
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5. Self-Initiation Skills

The most-important resource may well be your own willingness to

take initiative. The whole process of problem solving/action taking involves

many steps. There are many points along the way where you might get bogged

down. It often can be helpful to-ask yourself, "Where am I in the process

right now and what are the next steps I need to take?" Sometimes it ie.hard

.0
to stir up your initiative to really take a next step. When you get bogged

down this way, it can help to take a few minutes to work out a force field on

yourself. What are the forces for and against your getting activein moving

on to the next step? Once you've spotted these forces, you can work out a

plan to support your own initiative.

If ti e permits, trios can glink of and consider the first step which

Mrs. Jones 'Olt take hi starting her action program. Refer to Handout 62,

"A =lives in Mrs. Jones' Action Plan." You are not to decide on one

action ste but only tO,ttiink of possibilities and discuss them.

a)
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HANDOUT 66
It

ORGANIZATIONAL AND COMMUNITY CONDITIONS WHICH

INFLUENCE THE LEARNING EXPERIENCES OF CHILDREN

4 C
Those Who Influence the Direct Workers g

lik

What actions of the principal facilitate or inhibit innovativeness of

a

v

-1"

t

teachers? Chesler and Barakat reported:

.

... teachers who see their principal as exerting substantial
Upwards influence with the superintendent and minimal
downwards influence gn the local staff are most likely to

innovate. Some guarantee of professional autonomy in ,,,

the farm of mediation of external pressures and freedom
from internal pressures may be at work here.

Principal-staff congruence on professional matters seems to
be relevant for staff innovation and sharing .. : .

... the principal may be more facilitative of professional
growth by. his indirect efforts at encouraging a supportive,

peer network than by direct efforts at stimulating teacher
change. 1

How does the Tosition of the teacher in the informal pattern of faculty

relationships influence innovativeness in her classroom? Chesler and Barakat

also reported:

... teachers who[perceivedj themselves in the center of
*

staff clusters appear to innovate and share more often
than °tilers, while teachers who place themselves on the
Reriphery of such clusters are least likely to innovate and
share practices. 2

e

'Aose Who Influence the School System as an,Organization

In surveying a number of case studies of change in eduCation, Mackenzie3

naked influence sometimes comes from superintendents, boards of education,

12 7
,
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.eiti ns, state le. slatures, state departments of education and state and

federal cour

How much influence in the organizational structure should the teacher

have on the curriculum in order to share innovations? Lippitt and colleagues

reported:

... if tea hers. belidve that. they have influence, they are
likely to el it is worthwhile sharing information with
their colleagues. However, if they do not believe they
have influence, or if they are alienated from the social
system of the school, then they are likely to feel there
is really no point in sharing because no one will listen.
This observation is supported by data that reveal that
teachers who are seen by their colleagues as influential,
competent land enthusiastic about teaching. innovate and
share more than teachers who are not perceived in this
way.

The objective structure of the school seems to have a
different effect on adoption than on innovation. In those
schools where the communication structure was more
hierarchial (sic), teachers adopted more often than in
schools with a diffuse structure.

On the other hand:

In those schools where the communication structure was more
spread or diffuse, and where almost everyone waS linked to
Someone; teachers innovated and shared more than in solicit:as
with hierarchial (sic) or nondiffused structure.4

Are pupils' perceptions of parentalattitudes toward school i ortant?

Fox, Lippitt and Schmuck found:

Indices for parental support of school, self- esteem, and
attitudes toward school shot that pupils who view their
parents as supporting school have higher self- esteem and
more positive attitudes toward schOol thanupils who view
less parental support of school. 5 :
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Do all the various important reference persons ill a child's life have

influence on his school behavior?' Jung reported the perceived "messages".
et

from others about how to behave at school combine to relate significantly to'

'observations of the socioemotionally handicapped child's positiveness in

relating with teachers and peers'in the Olassroom. 6

Are there different reference groups within a community which influence

the socialization of youth? In 1962, Logan conducted a study in a middle -sized

city in which key influencers of youth programs were identified and interviewed.

... agreements of division of labor, perceptions of goal
similarity, and reports of communication patterns indicate
a meaningful structuring of the youth development community
pinto four subparts. These include organizations and individuals
whose youth development tasks are:

1. Therapeutic Services, Law Enforcement and Social Control
2. Formal Education

, 3. Economic Integration
4. Religious Development, Recreation, Leisure Time

Activities?

Logan found: "Beliefs about best ways of working with children and

youth difftr. according to which youth development area one.belongs to." He

found further:

Some youth behaviors are positively valued and viewed as
worthy of support; others are disliked and ones we would
like to change. There is a fair amount of agreement in the
youth development community that work achievement
behavior (ambitious, good workers, striving to do better)
and social relations behavior (being cooperative, getting
along well with others, respecting others) are The most
desired behaviors. There is stronger agreement that
the most disliked behavior, or behavior that most needs
changing is social relationships behavior (disrespect for

129 .
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others, disrespect for authority, misbehaving legally,
being poor citizens}. The different subparts have
different views about this. There is a general agreement
in the community that the family is a primary source of
the development ckpositive youth behavior. There is
much stronger agreement that the family is the source
of negative youth development. 8

H66
Page 4

How adequate is the training generally available to those who work with

youth? Morse, Dunn and Bloomy found that teachers' responses concerning

their Orientations toward working with youth were not significantly' related

to reports of their pupils, or reports of trained observers, as to how they

actually were working with youth. Jung10 found no significant relationship

between teachers' awareness of "good classroom group dynamics" principles

and the extent to which they practiced these principles in their classrooms.

Knowing and believing is not the same as doing!

4s
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HANDOUT 67

TRIO EXERCISE ON DISCOVERING-SUPPOIVIVE RESOURCES

.

H67

As her first action step, Mrs. Jones decided to investigate the supportive

resources she could count on at school in order to supplement her force field

analysis of her first action step:.

Construct a'questionnaire to use in interviewing several teachers:

1. To ascertain the kind of support in the school Mrs. Jones
can expect 0

2: To identify persods with whom helping relationships can be
explored and built for :trying out new ideas . I

Defer to Handouts 65 and 66 for ideas.
.

O

1

m
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HANDOUT 69

TRIO SURVEY OF MANAGEMENT CONSIDERATIONS

Taking into consideration all information on Handouts 65, 66, 67 and 68,
and the alternatives in Mrs. Jones' action plan from Handout 62, work as a
trio to produce appropriate responses to each one of the management
consideration questions listed below from Handout 65.

1. Is there awareness among
those who will be affected
by the proposed change
of a need for change?

2. What are your (Mrs. Jones)
own motives for desiring
the change ?

3. What are the motives
of those who will be
affected?

4. What is the nature of
your (Mrs. Jones)
relationship with those
who willbe affected?

5. Are those who will be
affected working on
clarifying the situation?

6. Are those affected
involved in considering
how to bring about change?

7. What has to happen to
move from intentions to
making actual change
effoits?

8. Are those affected the
ones carrying out the
plan?

H69

Answer How Things Answer How You Think
Seem to Be Now Things Should Be
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9. How will you (Mrs. Jones)
know if the change has

happened?.

10. 71f change happens,
what suppoit will be
necessary to continue
in the new way?

11. Are those .involved in
the effort more able
to carry but other
change efforts in the

future?

H69
Page 2

Ansirer How Things Answ How You Think
Seem to Be Now Things hould Be

.
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HANDOUT 70

WORK SHEET FOR FORCE FIELD ANALYSIS OF
FIRST ACTION STEP IN MRS. JONES' ACTION PLAN

N

1. Mrs. Jones started a practice of interviewing her teachers and reporting
one classroom innovation each week in,a one-page bulletin. After carrying
this effort herself for several weeks, she found the faculty willing to take
it over on a committee basis.

O

Step 1: Do a for

Step 2: Rate the changeabi ty of each force as "hard,"
"medium" or "easy" to change

Goal: -Involve thd- faculty in establishing a committee
for sharing classroom innovations
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HANDOUT 71

ASSESSMENT OF SUBSET XII: PLANNING FOR ACTION

1. When doing a strategy analysis on a force field to plan action,
yoit: (check orie)

Rank order the importance of the forces

Rate each force for clarity
)01

Rate each force for changeability

qfr H71

2. In any future RUPS improvement project you undertake, the correct
answers to the following management questions will be:

a. Are those who will he affected by the change working with you
on clarifying the nature of the situation?

Yes No Maybe

b. Are those who will be affected by the change involved in considering
alternative ways for briOng it about'?

Yes, No Maybe

a. Are those who will be affected by the change the ones carrying
out the plan to bring about the change?

Yes No Maybe

,
.1`)k.s6
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Answers: '
16

ge

1. When doing a strategy analysis on a force 'field to plan action, you

Twrong) Rank ordqr the importance of the forces
(This is part of diagnostic analysis)

. (wrong) Rate each force for clarity
(This is part of diagnostic' analysis)

. (right) Rate eachforce for changeability
..

2. In any future RUPS improvement project you undertakes the correct
answers- to;the following management questions will be: 4ai

Are those who will be affected by the change working with you
oil clarifying the.nature of the situation?

Yes (wrong) No (wrong) Maybe (right

b. Are those :who.will be affected by the change involved in considering
alternative ways for bringine it about?

.

Yes .(wrong) (wrong) Maybe (light)

c. Are those who will be affected by the change the ones carrying
out the plan to bring about the change?

Yed (wrong)
,

No (wrong) Maybe (right)

(Every situation will be tntque. In an actual propct, the, answers_ to these
estions sometimes may be Es and at.othei times,, no. When answering

the above questions about any future project, t@e correct-answer has to be
maybe. )

227

ti

ow.

.4

13.7

0



1

:-

Purposes:

HANDOUT 72
.

AGENDA FOR SUBSET XIII: SMALL GROUP. DYNAMICS

, To become familiar with additional data-gathering tools:
.

To apply knowledge and skills acquired to a small group
plsiiming task and objectively' analyze the small group's
dynamics.

To produce &plan for use when explaining the RUPS
process in ow6 school.

Objectives: Given, a set orprocedures, participants will scan.and
.)^ share ideas found in the remaining chapters of

o

Given an assignment, the sextets will produce a plan to explain
the research utilizing problem solving piocess to a specific
back home group.

Given a planning meeting and Handout 75, "Five Dimensions
of Group Growth," participants will rate their -small group
dynamics and analyze and interpret their ratings.

Steps:. 1.

2.

3.

1 4.

.
5.

7.

8.

. 9.

Introduce Subset XIII agenda

Review RUPS model

Read remaining chapters in Diagnosing Professional
Climates of Schools

Plan a session to explain the RUPS,process

Read "Five Diinensions of Group Growth"

Evaluate the planning session

COmposite rating of group

Discussion ofWhat happened during the-group planning
/session

Assessnient

138
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H73

HANDOUT 73.

INSTRUCTIONS FOR READING IN'
DIAGNOSING PROFESSIONAL CLINfATES OF SCHOOLS e

- Rapid scanning of remaining chapter in sextets.

Procedure: 1. Each person in the sextet scans the remaining chapter
in the book. Read it id' a rapid, skimming manner.
Note any major tools for evaluation to share during
the sextet discussion.

2. In the sextet, share and discuss, major data-gathering
tools in the seven chapters. Focus on helping each other
identify and clarify the major evaluating tools. Pay
particular attention to the fact that evaluation is viewed
as an ongoing procesa, closely related to other planning
and-action taking proCesses.

1
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HANDOUT 74

PLANNING ASSIGNMEN 4

a,

e

Task: To_design a one-hour session that any of you could conduct
fora faculty of thirty to give them an understanding of the
RUPS prode.ss.

at.

QUR PLAN FOR A ONE-HOUR SESSION

1.40,,

1,
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HANDOUT 75

FIVE DIMENSIONS OF GROUP GROWTH
p

En

There are five dimensions along which groups typically develop and grow.

They have to do.with clarity about membership, influence, feelings, individual

differences and productivity.' People in new groups tend to concern themselves

with these dimensions in the order just givqn.

Membership

When you become part of a new group, tiletfirsp thing yoVe apt to care

about is what it will mean to be a member. How will others expect you to act?

When should you speak and how do you go about it? If you say something as a

joke, will others, laugh or will they think you were being serious? Is it all

right to come late, to leave early, to smolFe, to dress informally? Will

members in this group hold your same values and attitudes? Will membership

in this group facilitate or conflict with other rOles you have in life?" Will

membership in this group be stimulating, boring, exciting, threatening,

rewarding, incon,sequenti;.1?

Influence

As the meaning of membership becomes clearer, attention generally turns

to questions of influence. Who is the leader of this group?, is there a chairman?

Will the "real leader" please stand up? How do decisions get made? In what

ways do people try to influence each other? Are individuals open to letting

others influence them? What opportunities are there for you to influence or

fulfill leadership functions? Are there individuals in the group who care more

about the power of being leaders than';tney do about the goals and issues of the group?

'5 el

1 41.
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Feelings
ft;

As norms of membership and influence become clear, the expression of

feelings becomes increasingly impoEtant. When others like an idea or action,

do they say so? When there is boredom, frustration or anger, is this shared

openly so that it can be worked out constructively? Can you express ydur

feelr y,sfreeliaS they occur so you don't have to contain them and let- them

build up to a point where they burst through inAppzorriately? Do people wait

until they "get out the door" to tell. one or two colleagues how they "really felt

about the meeting"? Is the expression of negative feelings seen as honest

feedback that can help, rather than as a destructive attack? Again, is

expression of positive feelingrseen as honest feedback, rather than simply -
m

trying to influence or "gild the lily"?

Individual Differences
S

(

Each member of a group represents certain unique experiences knowledge

w

and skills. Few groups seem to reach a point where they take maximum

advantage of these individtql differences. It's rather common for members.of
a

a group to reach a level of sharing feelings where each sees the otherk as
IP

likable because they aze pretty much the spne as he is. This is sometimes

referred to as the "honeymoon stage." If enough trust develops, the members

may begin to be able to both recognize and value the individual differences that

each possesses. A new sbt of qiinstions then takes on meaning. Do the members

take the time and effort to learn about the experiences,, attitudes, knowledge,

,
,values, skills and ideologies of each other? Does each work at sharing his own

ideas in order to get others' reactions and different ways of looking at issues?

142 238.
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Do they let each other know they appreciate these differences even when they

don't necessarily agree with them?

Productivity

Most groups exist for a purpose that involves some kind of product. It
0

might simply be to have fun together. It might be to build better mouse traps

or to implrove the/learning experiences of children. The product of many

groups tends toward a "lowest common denominator" of that potentia which

the individuals in the group are capable. Depending upon how nor of

membership, influence, feelings and individual differences get worked out, a
t,

group can reach a level of creative productivity. Ideas of diffeient individuals

can be combined into better new ideas which no one person alone would have

thought of. These questions become important. How much energy goes into

arguing about which ideas are "better" or "right" as compared to energy spent

on developing new ideas from combining old ones? Is effort spent on

diagnosing situations to bring but underlying issues? When problems are

raised, is there a v(a.lue for working them through thoroughly-as opposed to

moving quickly toward action? Do members take the time to seek your

reactions and ideas? Do the norms of the group's organization support time

and ways for you, to give your reactions and ideas?

Results

There are two kinds onesults from.the ways a new group works out these

five dimensions.of its growth. One concerns task accomplishment. Tasks

may be accomplished effie4ntly or inefficiently, thoroughly or only partially,

with high quality or in a shoddy manlier. The other kind of iesult has to do

.
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with maintenance of the ,group. There may be high esprit de corps where

individuals are plased and excited to be members. Or, there may be

confusion and frustration where individuals readily leave the group.

144
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RATING OF GROUP PLANNING METING

Instructions: Circle the number on each scale which comes closest to being
your assessment of the PAA.nning4meeting just completed.

1. How clear were you about your membership role in the sextet?

/ 1 / 2 / 3 / 4 / 5 / 6 / 7,d/ 8 / 9 / 10 / 11 / 12/
Completely Clear on some things, CoMpletely
confused confused about others clear

- 2. How completely did you share your ideas in the meeting?

/ 1 / 2/ 3 / 4 / 5 [ 6 / 7 /.'8 / 9 / 10 / 11 / 12 /
I did not share
any of my ideas

I shared about half
of my ideas

I completely shared
every idea that--
occurred- to me

3. To what extent were your efforts to influence the meeting successful?

/ 1 / 2 / .3 /- 4- / 5 /:_. 6 / 7 / 8 1 9 / 10 / 11 / 42 /
4

Nothilig I did hid .. About half of my -I strongly influenced
7 any influence on attempts influenced the group every °

the group the group time I tried

3
4. How clearly did you; communicate your positiire and, negative feelings when

you were aware of them?

1 / 2 / 3 / 4 / 5 / 6 / 7 8' / 9 / 10 / 11 / 12 /
Not at all -- I communicated to'
no one lows 'them,clearly half
howl was feeling of the time

TT
Yt

145

CoMpletely clear
to everyone
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5. How clear were you about how others were feeling in the sextet?

/ 27,37 4 / 5 / 6 / 7 / 8 / 9 / 10,/ 11 / 12 /
I had no idea about I was dear about
how anyone felt half of the group

e,

I knew exactly low
everyone felt

6. To what extent did the team benefit from the unique contribution of each
person in it? (By virtue of his role in the system, training, experience, etc.)

/ 1 / 2 / 3 / 4 / 5, / 641 7
Not at all - -no
real benefit
from anyone I

About 5'0-50

/ 8 / 9 / 1Op / / 12 /
.

Comiiletelybenefited
from everyone in the
group as much as
possible

. 7. To what extent dill the team work at discovering
and role Could contribute .to what was going'on?

/ 1 7, 2 / /
ey didn:t

out anything about
..nirfhat would have

helped

how your unique background

/ 7 / 8 /
,°

'"::'14bel got about half
oflhe*Sntripution

,4` I couldhave made;
.

. /
How productive was the Work of the sextet ?'

/ .1 / 2 3 / 4 *5 / 6 / 7',/4 /

/ 10 / 11, / .12 /

They found out
everything about me
that,could be of any
help

10 ./ 11 / 12. /

ompletely
oductive:-

nothing worthwhile

About half as
productiye as 'we
could ha.ve been .)

9. How creative was the ,plan-produced?
building on each other's ideas.)

1 7 2 / 3 / 4 / 5 / 6 /

a
Very productive--as
much as possibly
could have been done

?,

(For example, actively testing and

7 / 8 / ,0 / 10 / 11 /1.2 /

Not creative at all-- About 50-5
the plan came out of the
lowest common denominator
of ideas, from the group

0 Extreinely creative
plan - -is better than
anyone could have'
come up'with alone
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COMPOSITE RATING OF GROUP PLANNING MEETING

.

* Instructions: 1. Record the ratings on this chart as each individual
reports his ratings for each item.

2. -4 Circle the point on each scale where the largest number
of ratings occur. For example, if two consecutive numbers
each have three ratings, circle-both numbers.

3. Connect the circles with a line, producing a profile of
your group work during the planning session.

1.

2.

3.

4

5.

st

7.

8.

8.

/ /
4

/ / / / / / / / / / /

/
1 2

/
3

/ /
4

/
5

/
6 7

/ /
8

/
9 10

/
11

/
12

/

/
1 2

/
3-

/ /
4

/
5

/
6 7--...

/ /
8

/
9

/
10 .

/
11

t
12

/

/
1 2

/
3

/ /
4

/
5

/
6 7

/
8

/,
9

/
10

/
11

/
12

/
1 2

/
3

/ /
4

/
5

/
6 7

/
8

1

9,

/
10 11

/
12'

/

/
1 - 2

/
3

/ 1

4

/
5 6 7

/
-8

/
9 10

/
11 12

/
1 2

/
Y 3

/ /
4

-1

5

/
6 7

/ . /
8

/
9

/
;10

I.

11

/
12

/

/
1 2

/
3

/ /
5

/
6 407

/ /
8

/
9

/
10

/
11

/
12

/

/
1 2

/
3

/ /
4

/
5

/
6 7

/ /
8

/
9

/
10 11 12

/ / /
1: 2 3 4 5 6 7: 8 9 10 11 12
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HANDOUT 78

ASSESSMENT OF SUBSET XIII: SMALL GROUP DYNAMICS

1. Thee five dimensions of group growth are: (check five)

Consensus Feelings

Membership Structure

Task Accomplishment Individual Differences

Influence Productivity

Reward System Maintenance.

1 8.

a

H78
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Answers:

1. The five dimensions of group growth are: (check five)

(wrong) Consensus (right). Feelings

(right) Membership (wrong) Structure

(wrong) Task Accomplishment (right) Individual Differences
o

ri Influence )right) Productivity

(wrong) Maintenance. (wrong) Reward System

245
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, Purposes:

Objectives:

H79

HANDOUT 79

AGENDA FOR SUBSET N1V: PLANNING YOUR
BACK HOME RUPS PROJECT

To begin work on identifying a real problem and plan for a back _
home RUPS improvement project

To review and reinforce the RUPS model and' other major
cognitive learnin. gs of the workshop

S. 6

Given instructions and support materials, each participant will
write problem statements and a force field analysis for a back
home RUPS project. With references to guidelines and criteria
giyen.in earlier subsets, these statements will be critiqued in
sextets.

Given instructions, each participant will do a force field on
following through on a back.home/RUPS project to share in
sextets. Two follow through, meetings will be specified. With
reference to the assessment handouts from all subsets,
participants will review all major cognitive learnings to insure
mastery.

Steps: 1.

2.

3.

4.

5.
. ,

6.

7.

d.

8.

9.

Introduce Subset XIV agenda

Discuss possible back hc;Me problems for a RUPS project

Write a back home pFobIem statement and force field
analysis

Critique lach other's problem statements and force field
-analyses

Overview of back home RUPS project guidance materials

Write an indivitual force field on carrying out back hoine
. RUPS project i
Share individual force fields in sextet

Announce plate for followup -sebs ions

Review assessment
9
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HANDOUT-80

BACK HOME PROBLEM STATEMENT AND FORCE FIELD ANALYSIS

Statement of a problem I think I want to work on:

.2. Force field analysis'of My improvement goal:

Goal:
. *r - Forces For

I.
Forces Against

Take the last five minutes of this period to copy your problem statement and
force field .on newsprint for others -to citiqUe..

*

Instructions: 1. Write Your problem statement and forte field analysis on
a large piece of newsprint

2. Post yoUr newsprint with another piece of newsprint next,
to it for written critiques from others



3

_ .
H80
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Page 2
-.. .

This space is for *notes you may wish to copy, from the critique statements
others wrote on ydur newsprint. . 4

Critique of problem statement:

I

CritiqUe of force field analysis:

7.

"tt

\
451
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HANDOUT 81
.

PLANS FOR A RUPS PROJECT

A

This folder contains a number of blank form'P to use as an aid in carrying out
areal RIPS project back homes 'It is suggested you use these and keep them
fildd in chronological order to `refers to as a way of keeping track of your
progress.

Form 1 is for keeping track of when you are working oxidifferent
parts of-the RUPS .model .

Form.2 is for writing statements of your problem

Form 3 is for writing kirce fields
.

Form 4 isfor making data-gathering plans

Form 5 is for stating results from data, deriving implications
and listing possible action alternatives

Form 6

Form 7

is for stating action plans

is for recording major changes and goals -achieved

There may not be enough,blant forms for your project. If you need additional
copies of any form, pimply write them out for yourself on blank sheets of
paper. .

,
4

,

ltg
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FORM 1 /

PROGRESS RECORD OF A RUPS PROJECT

This RUPS project is concerned with:

rt

Approximate dates that I worked on different phases of the RUPS project are
recorded below.

Date Phase

1. The phases of the RUPS
2. 'model are listed below as
3. 5 a reminder. 3You may
4. repeat some of these
5. plans several times in
6. carrying.out a project.
7;
8. c identify concern
9.

10. Diagnose situation
11.
12. Consider action
13. alternatives
14.
15. Test selcted

" 16. alternatives
17. . ,

,
Adopt and diffuse

19.
20. Retrieve kilov4edge
21. Of setting

:Derive implication
from knowledge of
setting

15.3

r'

Retrieve scientific
knowledge

Derive implications
from scientific
knowledge
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FORM 2

`PROBLEM STATEMENT NO..

I

de

154
.e

Date:

1181

Page 3
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Goal:

1

Forces For

FORM 3

FORCE FIELD NO.

z s

Date:

H81
Page 4

Forces Against

ms.

6 A

0 ,

155

1,4
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Date:

FORM 4

DATA-GATHERING PLAN NO.

Forces about which data is to be gathered:

.."
0

From whom (or where) data is to be gathered:

H81
Page 5

L.

Way inchich data is to be gathered (tools, observation plan, questions to
be asked, etc.):

156 /260
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Date:

FORM 5

1.81
Page 6

RESULTS, IMPLICATIONS AND ACTION ALTERNATIVES

A major result from the data is:

One implication 'that can be derived frOm this result isi

Some action alternatives that might deal with this implication axe:

Another implication that can be derived from this result is:

,
:Some action alternatives that might deal with this implication are:

Another implication that can be derhied from this result is:

Some action alternatives that might deal with this implication are:

157 261
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FORM 6

STATING ACTION PLANS

The major parts of,the action plan include:

L

Date:

1181
Page 7

Resources I have considered in carrying out the action plan include (e. g. ,
management considerations, helping relationShips, own initiative, etc. ):

ti

158.

IF
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`Date:

'FORM 7

MAJOR CHANGES AND GOAL PREPARED

A major change in the forces of the problemithat has taken,place:

`' Concrete evidence that this change has taken place .in the forces:

A major gOail that has been achieved:

Concrete evidence that this goal has been achieved:

159 263
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FORCE FIELD ON MYSELF

Instructions: Identify the forces for and against your moving ahead to carry
out a RUPS improvement project back home.

FORCES WHICH. WILL AFFECT THE PROBABILITY
OF MY.DOING A RUPS PROJECT

(

vp

Forces For

4,

o

Forces Against

. 60

6

264



HANDOUT 83

PLANS FOR FOLLOWUP SESSIONS I AND U "

Followup Session I will be held on
(date)

at V o' clock. We will meet at
(time) '(place)

The,meeting will end at o'clock.
(time).

Followup Session II will be held on

(time)

The meeting will end at

(date)

o'clock. We will meet at

(time)

(place)

o'clock.

1183

The purOose of the two follo'wup sessions is to help each other analyze progress
and plans i6 your back home RUPS projects., YCu will meet and work in your
original workshop trios. You are to bring all of the materials from the Work-
shop to these sessions so that you will have them to refer to if needed. You
are to bring any materials you have developed as part of yaaur actual back home
RUPS-project. You will help each other consider where you are and what
steps-are needed next in relation to the RUPS model. You will critique problem
statements, force fields;data-gathering plans and results, action plans and
outcomes.

161
265
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ASSESSMENT OF SUBSET XIV: PLANNING YOUR BACK HOME RUPS PROJECT

1. Fill in the missing labels in the empty boxes of the Research Utilizing Problem Solving Model below.

Cta

-THE PROCESS
KNOWLEDGE

a...KNOWLEDGE
OF YOUR
SETTING

162 0. .

266
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a \
1. Fill in ihe missing labels in_the empty boxes of the Research Utilizing Problem Soli:ring Model below.

SCIENTIFIC THE PROCESS }KNOWLEDGE_KNOWLEDGr' OF YOUR
SETTING .

Identify a Concern

Research

Consider Action Alternatives

4Needs

.41

ResNrces

Innovations
,44

Test Selected Alternatives

267
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AGENDA FOR SUBSET XV: FOLLOWUP SESSION I

,
Purpose: ,,Top.rovide support for carrying out back home RUPS projects

and 'further practice in applying RUPS skills.

. Objective: Given reference to previous RUPS workshop handouts,
paiticipants will-apply criteria_to analyzing each other's
progress in implepenting skIllswhile carrying out:a real
.RUPS project. Each participant *ill further explicate plans
ifor support and the' ext steps of his project. I,

Steps: 1.

c

2.

4 3.

.
4.

5,

6.

(

b.

Introduce Subset XV agenda

Discuss rewards' and frustrations of RUPS projects
dEty

Analyze piogress of RUPS projects
ob

Consider support needed

Plan the next steps

Share plans
7,

7, State time of next session

. ,

r e
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ANALYZING PROGRESS OF A RUPS 'PROJECT

R86

It is suggested that you use the-following ideas to help other trio members consider the progress being
made on their RUPS projects.

First: Help the person consider where 119 is on the RUPS diacram. Which phases of the RUPS process
has he covered? Has he cycled back to repeat some phases tlf light of new information gained? What
evidence can be show.of the phases he hasebeen through? What phase is he in right now? Is he clear
about this? Are his current efforts appropriate or Toes it appear that he should be in a different phase
right now? Use the diagram of the RUPS model belowto, work- out the answers to these questions with him.

_ __may draw on__ _ _ _THE PROCESS_ L _ __may draw on_ _.KNOWLEDGE

KNOWLEDGE. OF THE
EDUCATIONAL
SETTING

Theory

Research
Findings

Methcidologya.

'ak

z

z

Identification of a Concern'

ri'"

/<aPrl Dign°.
sis of the Situation

Formulating Action Alterintivesi -se

Feasibility Tetting of Selected
Alternatives, Including Training

and Evaluation

Adoption and .Diffusion of Good
Alternatives

;3

165
/40

.m4

-mPriority
lot' Needs

_Resources

-*Existing.
Innovations
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Second: Critique the quality of the work done so far. Were the four guideline
questions clearly answered in writing the- problem statement(s)? Are the
forces in the force field stated specifically enough to know who to go to and
what to ask in order to clarify a force? Are force fields rank ordered for
importance and rated for clarity? Was data collected in order to clarify forces
in the force field? Were results from'data written out and implications derived
from them prior to considering action alternatives? Was action planned "using
force fields to consider ways to strengthen and/or weaken specific forces? Is

.

thers any objective data to show that any forces have been changed or that
measurable objectives have been reached? Some, or all, of these questiqns
Should be answerable depending on how far the RUPS project has proceeded.

11,

14

r I"

a

1 $.6.

4

4,

sf
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HANDOUT' 87

DEVpLOPING BACK HOME SUPPORT TO CARRY OUT A
RUPS PROJECT '

There are two important ways to think about developing back home support to
carry out a RUPS project. One has to do with support for yourself as you
work on the project. The other has to do with the involvement and commitment
of others who can contribute to success of the project: -

Support for Yourself

Most of us benefit a great deal from the kinds of relationships and activities
shared by the trios in the RUPS workshop training. Your fellow trio members
may be from your home school setting. If so, consider whether there are
additional per*sons in your school setting with whom you could work at building
these kinds of helper-helpee relationships, If not, how can you start.from
scratch to build such relationships? Your ability to use the RU PS process and
skills gives you one kind of suppOrt: The help you can get from colleagues who
are also skilled in RUPS often adds critical perspective to your efforts. Working
with the help of' others in your school setting can have added advantages of
their gaining from knowledge of your work. It also can build norms among a .

school staff of sharing innovations, helping.each other's professional growth,
using an expirimental approach to deal openly with problems and forming
trust.

Support for the Project , I
The success of your RUPS project depends on the kind of involvement and
commitment that you elicit from °the. This in turn largely depends on how
you answer the management questions. Many successful RUPS projects have
been especially creative in ways of involving pupils. In some situations, pupils
halie been involved in using the for'ce field techniques, data gathering and
analysis.. As noted earlier, there is no advance prescription. You must
diagnose what makes the most sense in your situation. Here again are .the
management questions for you to consider.

Is there awareness among those'who will be affected by the proposed
change that a change is needed?

2. What are your own motives- -why do you desire to see this change come
about?

/
3. What are the motives, present or potentl, among those who will be

affected for desiring to see this change come about?

4.. What is the nature of your relationship with those who will be affected by
this change? / 275
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5. Are those who will be affected by the change working with you on
clarifying what the nature of the situation is?

H87
Page 2

6. Are those who will be affected by the change involved in considering
alternative ways for bringing it about?

7. °If you and others have arrived at a point of having some clear intentions
for change', what has to happen in order to move from the stage of having
good intentions to the stage of making actual change efforts?

8. Are those who will be affected by the change the ones who are carrying
out the. plan to bring about-the change?

9. How will you know if the change has really happened, and if so, why it
happened or didn't happen?

10. If the change has happened, what support will be necessary in order for
it to continue in the new way?

11. Are those who were involved in this effort now more able to carry out
other change efforts in the future?

168
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HANDOUT 88

NEXT STEPS OF MY RUPS PROJECT

Outline briefly below the next steps you plan to takd in carrying out your RUM
project. This will be for sharing and criticizing in your trio. Be clear about
how these steps fit into the RUPS model diagram.' Be ready to discuss how
your present data and analyses lead logically to these next steps.. Be ready to
discuss how the way you plan to carry out these steps speaks to your needs for
back home support and to answering possible management questions.

My next steps will be . . .

169
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HANDOUT 89 :

AGENDA FOR SUBSET XVI: FOLLOWUP SESSION II

Purpose: To provide support for' carrying outback home RUPS projects
and further practice in applying RUPS skills.

Objective: GiVen reference to previous RUPS workshop handouts,
participants will apply criteria to analyzing each other's
prdgress in implementing skills while carrying out a real .

RUPS project. Each participant will further explicate plans
to.support desired changes and share his RUPS project
experience.

Steps: 1., Introduce Subset XVI agenda

2. Discuss what should have been different

3. Analyze progress of RUPS projects

4. Consider support for change

5. Plan further sharing

6. Consider other RUPS pAjects

a

170 -k-=-
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ANALYZING PROGRESS OF A RUPS 'ROJECT

It is suggested that you use the following ideas to help other trio members consider the progress being
made on their RUPS projects.

First: Help the person consider where he is on the RUPS diagram. Which phases of the RUPS process
has he covered? Has he cycled back to repeat some phases in light of new information gained? What'
evidence can he show of the phases he has been through? What phase is he in-right now? Is he cleat'

about this? Are his current efforts appropriate or does it appear that he should be in a different phase

right now? Use the diagram of the RUPS model below to workout the answers to these questions with him.

SCIENTIFIC] _ _.may draw on_ _ _ _ - THE PROCESS- - -- -may draw on _ _ - -1,...KNOWLiDGE

KNOWLEDGE .
OF THE
EDUCATIONAL

SETTING

8
TheorST

Research 0
Findings

Methodology..

411.101i.

4

Identification of a Inceril

of the Situation

Am,

Formulating Action Alternatives

1

Feasibility Testing of Selected
Alternatives, Including Training

and Evaluation

11=1111,

Adoption and Diffusion of Good
Alternatives

D

r
171

.4g
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.41

.

O

0

priority
of Needs

..,Resotirces

-.Exiktyg
Innovations
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Second: Critique the quality of the, work done so far. Were the four guideline
questions clearly answered in writing the problem statement(s)? Are the forces
in force fields stated specifically enough to know who to go to and what to ask in
order to clarify a force? Are force fields rank ordered for importance and.
rated for clarity? Was data collected in order to clarify forces in the force
field? Were results from data written out and implications derived from them
prior to consideringaction alternatives? Was action planned using force fields
to consider ways to strengthen and/or weaken specific forces? Is there any
objective data, to show that any forces hSve changed or that measurable
objectives have been reached? Some, or all, of these questions_should be
answerable depending on how far the RiIPS project has proceeded.

F

%

.-, r_,
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1
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DEVELOPING BACK HOME SUPPORT TO MAINTAIN
°.A DESIRED CHANGE 0

At the-beginning of the RUPS workshop, a problem was defined as existing

when there is a difference between the way things are now and the way someone

would like them to be. The force field technique describes things as being the

way they are at any given time because of the balance of forces that could pueh

them toward and away from agoal. The goal is a specific statement of hbw you

would like things to be. You "kove toward the goal by changing the current"

balance of forces. But, in many change projects, things dontkAtay changed.

A goal may be reached for a short period of time. Then old forces begin to

operate again. Things slide back toward their. original pattern. Not enough
. .

attention was given to ways to maintain the forcesneeded to carry on the ,

desired change.

Up to now, you may have used RUPS s lls primarily to consider ways to

..bring about a desired' change. 'Important ad itional actions may occur to you by

using these techniques to consider what will needed to maintain a desired '
o

change. What woId a force field of forces for and against maintaining the, goal,

once reached, look like? It might be samewhat different than the ones you've
.10

used in considering how to move toward the goal! How would you a er the

management questions in terms of maintaining the change? You mi s er

some of them differently than whenyou were working to bring the change about.
ir

You might also needto consider' some different kinds.of support for yo rself in

maintaining thechange.

173
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HANDOUT 92

4110 MY PLANS FOR FURTHER SHARING

(4,

Things' you have learned from the successes and failures of your RUPS
projects can help others. Understanding of the RUPS process and its skills'
can also be shared. There arermany forces for and against effective sharing
in the field of education. Your RIPS training probably makes you more
sophisticated than most educators in thinking about this problem. If you were
to accept the challenge of sharing knowledge of your RUPS project and the RUPS
process with others in your back hoMe setting, how would you go about it?
Make some notes of the steps you would take. You will be asked to share these
ideas in your trio.

so,

J.

p

se
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APPENDIX A

FACULTY MEETING TYPESCRIPT

We need more communication and support for sharing teaching ideas in our
faculty. I know several individuals who are doing exciting things that I believe
most of the others are-not aware of. We seem to lack time and ways to share
effectively. We've made some major changes in curriculum and organization
ihthe past few years which have created d great deal of pressure. What can I
do to create more effective support and sharing without my efforts simply
adding up to more demands on the teachers?

Teaching these days is much more demanding than it id the past. There
are so many new approaches and the' children themselves are different.

I found an exciting new way to involve my kids in individual project work, but
others don'' really want to hear' about it. Everyone has to discover their own
way of doing things.

I'd like to know more about how some of the others do things in their classrooms
butirfere really isn't time.

Mrs. Jones seems interested in some of my ideas when I talk to her'alone,, but
in faculty meetings we 'Spend all of our time on administrative problems.

_Alice Conway and I try out our ideas on each other. We don't mind sharing when
a ihings don't work out. I'd feel foolishrif I had to share my mistakes with most
-of our faculty.

,

With some of the' changes we've been making, there is a greater need than ever'
for sharing among the faculty, but it has got to be done-in-a way that gets down'
to the-real issues.

a Tilereld t6o much that I can get done done to spend time in gripe sessions.

The 'Major goal of any faculty meeting ought to be to get it over as quickly aS
possible. Most of what we do in faculty meetings could be handled by memos
anyway.

ma' 175
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HANDOUT 9

GUIDE FOR OBSERVING HELPER COMMUNICATION SKILLS

Observe only the helper. You will be asked to report what you see hi; doing
and saying concerning the following questikns. Take notes so that you can be
as specific as possible in accordane with the guidelines suggested at the
bottom of this page.

Is he listening?

What verbal, as well as'nonverbal, clues do you observe?

Is, he asking the helpee to give illustrations?

Is he asking the helpee to clarify?

Is he paraphrasing to check if he understands the helpee's Meaning?

In.what ways is he showing that he understands?

Guidelines For You as an Observer 0
.

Your job as an observer is to be as much like a candid camera as possible.
Make notes of_gxactly what is said and done that illustrates the things you
are ,Observing for, Use quotes when you report your observation. Don't
evaluate in giving your report with comments 'such-as, "It was.good when....
Don't interpret why things happened or what they might have meant with' .

comments such as, "You confused him when..-. , ",ox,. "The reason you said
that was.. :, " 8r, "You got- mad when.... ", It is up to your observe-es
evaluate and interpret if they wish to. You are to report only the facts such
as, "When she said, 'That's a silly idea,' you turned your chair around and
stamped your foot."

. 176
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HANDOUT 10

GUIDE FOR OBSERVING HELPEE COMMUNICATION SKILLS

4
Obser:ve only the helpee. You will be asked to report what you see him doing
and saying concerning the following questions. 'Rake, notes so that you can be
as spedific a possible in accordance with the guidelines suggested at the
bottom of this page.

400

Does he appear to be working at,being clear?

What verbal, as well as nonverbal, clues do you observe?

Is he giving illustrations?

Is he' using words and terms that seem to be understood?

Is he being direct and to the point? -.40

.
Is he paphrasing to be sure he understands the helper's meanings?

Is he asking the helper what he is hearing?

Guidelines For You as an Observer

Your job as an observer is to b as much like a candid camera as possible.
Nfake notes of exactly what is s id and done that illustrates 'the things you
are observing for. Use quote when you report your observations. Don't
evaluate in giving your report with comments such as, "It was good

-don't interpret why thingrhappened or what they might have meant with
comulents such as, "You conftted him when... ," or, "The reason you said
that was... ," or, "You got wad when...." It is up to your observees to
evaluate and interpret if they wish to. You are to report only the facts such
as, "When she said, 'That's a silly, idea,' you turned your chair aroundand
.stamped your foot."

1 42
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HANDOUT 11

GUIDE. FOB NBSERVING THE INTERACTION OF COMMUNICATION SKILLS

ObseKve- the interactidnbetvieen the helper and the helpee. You wil be asked
to report what you spe them doing and saying about the folio .estions.
Take notes so that 3;oti can be as spedific as possible in accordance with the
guidelines suggested at the bottom of this' page.

,

Are they checking periodically 'to be sure they areogetting the
job done of clarifying the problem statement as they were asked.?

Are they following each other rather than switching the subject and
jtimping around to ideas. in unconnected ways?

I

Are they paraphrasifig to be sure they understind each other's' meanings?

t
Guidelines For You,as an Observer

You' job as an olaseiver is, to be as m c like a candid c mera as pps
Make notes of exactly lyhat is said and d ne that illustrates the things
observing NI*. Use quotes when you rep rt yolk- observatioias. Don't
in giving you report with comments,suc as; "It was good whert.... "
interpret why things thapbened or What th might have meant with com
such as, "You confubed him when...," o , "The reason you said that
or, "You got mad when.:.. ", It is up to y

.

ur obseniees toeValuate and interpret
it they wish to. rou 0.re to repprt only the facts such as; 't'When she said, 'That's
a silly'idea,' you turned your chair around and stamped y.ur foot.

,.

,

ible.
ou are
valuate
Don't
exits,

11

. 1
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H11

GUIDE FOR OBSERVING TiiPINTERACTION OF COMMUNICATION SKILLS

Observe the interaction betiveen the helper and the helpee. You will be asked
to report what you see them doing and saying about the following questions.
Take notes so that you can be as",specific as possible in accordance with the
guidelines suggested at the bottom of this page.

Are tCey- checking periodically to be sure they are getting the
job done of clarifying the problem statement as they were asked?

" Are they following each other rather than switching the subject and
jumping around to ideas in unconnected ways?

Are they paraphrasing to be sure they understarid -each other's meanings?

,
.

o" .

Guidelines ror You as an Observer
,

I

4.

ti

sl,*yqui..job as an otserver is to be as much like'a candid camera as po
,Make note of exactly what is` said and done that illustrates the thing
observing fbr. Use quotes when you report your observations. Don
in giving your repoTt.with'coniments such'as, "It was good when....
interpret why thing4ippened or what they might have meant with co
such as, "You confused him' when. :. ," or, "The reason you said tha
or, "You got mad. when.,-..," It yolir observees to evaluate
if they wish to. You are to report billy then gets such a4, "When she
a silly idea,' you turned your chair around'and-stainpedyour foot."

.
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GUIDE FOR OBSERVING TILE INTERACTION OF COMMUNICATION SKILLS

Observe the interactionspeCwesii the helper and the helpee. You will be asked
to report what you see 'them doing and saying about the following questions.
Take notes so that yOu can be- as specific as possible in accordance with the
guidelines suggested at the bottom of this age.

Are ,they checking periodically to be sure they are getting the ,

'done of clarifying the problem statement as theY,werd asked?

Are they following each other rather than switching the- subject and
jumping around to ideas in unconnected ways?

,Are they paraphrasing to-be sure they underi3tand each other's meanings ?
l ,

.4 .

Guideline's For You as an Observer .

Youi job as an o server is to be as much like a candid camera as possible.
Make'notesof ex ctl What is Ei a i 4 and done that illustra, tes the things you are
obseriing for.. se quotes when You ti,eportsyour obsenvations. Don't evaluate
in giving your r ort with comments such as, "It was good when.... u .Don't
interpret why th s,41appeneVir what' they might have Meant with comments
such 'as, "You confused him when... ," on, n'T)erason'you said that Was... "0
or, "You got mad when...." It is pp totiour obseryees tweValuate and'intefpret
if they wish to. YoU are to report only the facts such as, "When shesaid, 'Ths.t!..8

a silly idea,! you turned your chair around and stamped y.oul foot',".

0

4.

***
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HANDOUT 11

GUIDE FOR OBSERVING THE INTERACTION OF COMMUNICATION SKILLS

Observe the interaction between the helper and the helpee. You will be asked
to report what you sec themdoing and'saying about the following questions.
Take notes so that you can be as specific as possible in accordance with the

- 'guidelines sugge ted at the bottom of this page.

Are they the periodically to be sure they are `getting
job done of clarify g the problem statement as they were asked?

Ate they following each other rather' than switching the subject and
jumping around to Ideas in unconnected ways?

Are they paraphrasing to be sure they understand each otherAs eanings?

ts

tr.

Guidelines For You as anObserver `4

/ -4' . l'' / al
Youi job as an observer is by as much like a candid cameraas possible.
Make. note of exactly *hat s said and done that illustrates the, things-you-are
observing or. Use quotes eta you report youi,observations. Don't evaluate'

(
Insiving your report with comments such as, "It was good' when...." Don't
interpret why things happened sa what they might have meant with comments

/- such as, "You confused him when'... ," or, "The reason you said that was.li: .0 "

or, "You gti.Dimad when.... '' It IS up to your ob;ervees' to evaluate.and'intierp'r
if they 1,)ish tO ou ire to .epcirt only the facts such as, "When she said, 'Tha
a silly idea,' you turned your chair around and stamped your.foot."

, 4.
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1
THE GOAL STATEMENT AND FORCE FIELD THAT MRS. JONES WROTE

Mrs. Jones, principal of a faculty group of 47, has asked,for your help. She said:

We -need more communication and support for sharing teaching ideas in
our faculty. I know several individuals who are doing exciting things that
I believe most of the others are not- aware of. We seem to lack time and
ways to share effectively. We've made some major changes in curriculum
and organization in the t few years 'hich have created a great deal of
pressure. What can I do tto eate more effective support and sharing`
without my effor6 simply ad up to more demands on the teachers?

According,to this statement he principal has the problem. .She is the one

'feeling the pain" of inadequate support for sharing. It seems to have been
caused by those responsible for initiating changes ,"in the past few years"
without allowing time to work on norms and mechanisms for sharing. The way
she states if, it sounds like there is a lack of means and/or conflict of priority-
fora goal of increased sharing. Her goal is to increase such means in ways
that are valued by the teachers.

More information and greater specificity are needed,- so you started by getting

Mrs. Jones to Write out a force field.,-,Here is the goal and force field' she wrote:

Goal: To increase communication and support for sharing teaching ideas in our
faculty.

Forces For Forces Against

Mrs. Jones wants to increase
communication and sharing of
ideas with faculty .

Some teachers have exciting
ideas they could share

Some achers want to know
.more bout others' efforts

1 f

Some teachers feelichanges
cause need for moksharing

Increasing derands to be
'more effective

I

. 182

f__ Some see faculty meeting time as
only for administrative matters

.44

Fear of sharing mistakes

Some feel individlial work is
most productive

..Concern that time pent haring
ideas will be wasted

I .(g
-.11---Fear of insufficien time meet

current demands

-.1-- Mrs. Jones doesn't want
impose more detnands on
teachers

AN.

76
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HANDOUT 30

MRS. JONES' FORCE FIELD ANALYSIS

Goal: TO Increase Commmiication and
Stipport for Sharing Teaching
Ideas in our Faculty

6 a. Mrs. Jones wants to increase
communication and sharing of
ideas with faculty

1 b. Some teachers have exciting
ideas they could share

3 c. Some teachers want to know
more about others' efforts

7' d. Some teachers feel changes
cause need for more sharing

9 e: Increasing,demands to be
more effective

10 f. Some see faculty meeting time
as only for administrative
matters

g. .Fearof sharing mistakes

11 h. Some feel individual work is
most productive

2 L Conceilb that time spent sharing,
ideas will be wasted

4 Fe of insuffibient time to meet
cu ent demands

8 k., M Jones doesn't want to
im e more demands on

ers

Rate: Clarity

Clear
'Partly

Clear Unclear

X

X

X

X

il9
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HANDOUT 37

INSTRUMENTS SELECTED FOR DA TA GATHERING

Instruments Page*

4. Self-Conception Of Own Role Performance t 39,

9. The Principal of This School
ott

46

15., Do's and,DoWts 67

17. Our Typical Biehavior 70

19. Classroom Innovations 87

22. Perceptions of the Classroom Innovations of Others 92

NEXT STEP

Mrs. Jodes tabulated the teachers' responses and proceeded to analyze the
results. She decided not to plan-action steps until she felt clear about the'
meaning of this data. Mire first deoided to pick what seemed` to be the major
results.,

. / . ,,
In Subset VIII yOur next step will be to look over the data and select the majoi
results. ,

,

0
I ,

a

*Robert S. Fox, Charles Jung, Miriam Rity0, Richard Schmuck Nand
Elmer Vann gmond. Diagnosing Professional Climates of Schools.
Washington, . b.: Learning hesourges,. 1973.

128
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NIA3011-RESCILTS MitS. JONES' DATA

Following are,majOr-regults 'eh Mrs. 'Jones- picked out of the collected
data Summaries. w 7

°

1. Most teachers don't see sharing i and helping each other try out
innovation's as a major part oft*eir, "o role performance." (This
element was not one of top ten items mentioned on Instrumental.)

2. Keeping u0 with new ideas is seen as impbrtant by most.

3. Faculty meetings are seen as for administrative functions and are
valued negatively.

4. Most teachers are primarily concerned with their pupils.

5. The principal is seen as only mildly concerned with teachers' professional
growth; classroom improvement and helping teachers deal with problems.

6. The principal is not seen as very active in Supporting new ideas.

7. The principal is -seen by teachers as having integrity, respect for
se, teachers and is easy to talk to, but perhaps overly concerned with

ad ibistrative concerns and paperwork.

8. -*Most faculty menib rs expect others to hold back on expressing feelings,
while-quite a fewwOuld like more open expression.

, °

v

9.

.10.

H.

12.

13.

14.

15.
'

It is believed that most think conflict should
most- think-conflict should not tie avoided.

5'

There is greater interest in being helpful
methods than is assumed.

,

Most teachers do not see the other teachers
other or the principal to improve thei

There is some resistance to openly. s

There is a readiness for increased sharing

While
0.

While ther'e is considerable classroom
fromsharing within the faculty.
...--INN.
A great deal more Innovativeness is oecuring

-teachers are aware of. .

cftzjew

be avoided. Privately,

to each other and trying new

as seeking help fro each
classroom effectiveness.

ki g improvement of,' procedures.

of teaching idea .

innovativeness, littl of it comes

in classrooms than most
.

...

. 18:5
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.
JONES' REVISION OF HER FORCE FIELD

4

H42

/11Irs, Jones lAted,at her force field (H20) again and decided to revise it in
light of the-major results she had identified.

Improvement Goal:

Forces. ior

To increase communication and support for
sharing teaching ideas in our faculty'.

Forces Against

Mrs. JOnes-wants to
communicationcommunication

and sharink'Of ideas. with
faculty

Most teacheTs want new
ideas 3 -*

I 0

Faculty me4titigs could be
used to Enaptiort.sharing

4.44. ce

Mrs. Jolibi3 seen pas. a
positive and approachable
by teachers °

Most teachers ttViii more
openness 1,

.

0

Many teachers We ideas
they could share

There is high interest in
being more helpful to
each other

e.

186
so

.6-Teachers don't see sharing
ideas as a major part of
their role

4.

Teachers don't see Mrs. Jones
as concerned about this

ti

Most see faculty meeting time
as only for administrative matters

-.14- Most teachers expect others
not to be open

..6.*It is assumed that interest'is low
in being helpful to each other

A very few feel time sharing ideal
is less productive than time spent
working4ndependeiitly

4Fewiare seen as seeking help
from others

, .
There is' some resistance to
ope seeking improvement Of
procedures ef,

?. ,

f . e

e
,,e. .61`rk0

t
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IMPLICATIONS DERIVED FROM MRS.. JONESI-DATA RESULTS

Thq iniplie.2.1ions that Mrs. Jones derived were 'as follows:

1.- Efforts'spept skaring ideas and trying innovations needs to be le&itimized

as part of a teacher's "role performance."

2. Faculty meetings should include idea sharing and inservice experiences.

3. The principal needs to show much greater con9ern and support for
professional growth, classroom improvement,{ helping teachers -with
prOblems and new ideas; .

4. The desire for more- open expression of feelingil-needs to be clarified '
and supported. . -

a

5. The desire for more open dealing with conflict needs to be clarified,
and supported. II

: *o '
4 '

6.

"z b

Norms 'and mechanisms for teachers to share ideas and prOvide help to
4e , .. ,. . .

each other need to be created.
,

-

P. 'Any new procedures need to be flexible to provide alternatives for those
,.
resistant to working more collaboratiVely. -..

-1,4 . . a,

.
.

.,
.

8. Teachers.n9ed to become aware of the high degree of innovativeness
occurring in each other's classrOoms. . ,,t

. d

..'
. .., .. .

i

I ' '
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HAiNTDOU'i 62 ; \C.

THE. ALTERNATIVES IN MRS. JONES' ACTION PLAN

H62

Mrs. Jones did considerably more work than the handout materials show:at
this stage- j.n,heRI.J.PS protect. She developed a long list of action altern4ves
from he?'Hitoffnplicationsi he gave.special attention to possible actions.
that coed reinforce each othe,r and/or serve several' needs akonce. She
created new force field diagrams for several' of her major goals. She rated
forces tor ease or difficulty of ch,4nge: She also looked for forces that showtfib
up in more than one force field. Srir

, .

The analysis that Mrs. Jones did earlier in. her RUPS p oject was diagnostic.
It was to help spot where-she needed more data. This 1 ter analysis-of-forces
in several force fields, with ratings of how easy or diffi It it might be
change forces, was to plan an action strategy. In a real RUPS improver rent

oject, you will know of many factors beyond those included in this practice
saulation of "helping Mrs. Jones." The thing to be aware of is that-there .

are two kinds of analysis you can do with a force field. One is a diagnostic
analysis to consider what is known and what needs to-be checked into further.
The second is a strategy analysis to plan which forces you will try to change

-and- the actions you will take to change them.

*A great-deal more can be learned about piing action than is included in
these RUPS materials. Once you have,perfected yourskills in using the
RUPS processes; it is recommended that you consider going on to master the .
skills of System Technology as applied to managing learning environments.
A package of materials to support this training has been jointly developed -

eir

by the Northwest Regional Educyibnal ,Laboratory and R.E. CorTigan Associates.
Tit is entitled, "System Approach For Education (SAFE) for Classroom
Managers."

On the basis of her strategy analysis and her own feelings of'comfort related to
each of the action pposibilities, Mrs. Jones selected a few of them to try out.
Her action plan included the following;

/ . .

1. Mrs. Jokes started a iara.ctice of intervig ng her teacher's and
SF reporting one classroom'innovation each week in a one-page

bulletin. After carrying this effort herself for several weeks, she
found the faculty willing to take it over on a committee basis,

2. Part of each faculty meeting was scheduled for sharing and
exploration of classroom practices. Some sessions focused on
the skills-of interviewing each other and of documenting ones

'own innovations. '

201
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page 2

3. Mrs. Jones.reported her data results at a special meeting after first
discussing them with most of.thb teachers 'individually: She invited
the faculty tO,ebnsider developing a plan, for further exploration of G.
'the meaning of these results. This led to the formation of joint
teacher-adittinistrator council to repeatedly assess theschool'climate.

4. The new, committee on classroom innovations arid-the council on
school climate worked out a rotation plan for several times a yea.r.
During these times, each teacher had the opportunity to observe in.
tither classrooms.of her choice and to be observed by other teachers
of her choice. The major strategy for freeing individual teachers
in this plan involved doubling up class groups for such functions as
viewing films.

4

v.,
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/

NOTES FROM INTERVIEWS MRS. JON CONDUCTED
WITH SEVERAL TEA RS

411rMrs. Kelso, Miss Alberts and Mr. Ream were enthusiastic about her deas.
They offered to help and to discuss them with other teachers. ,

Mrs. Warren suggested -that the ideas be tried out one at a time to get a
ctearer picture of ,what w'as working.

Mr. Tucker warned that it would not be good if teachers felt she was imposing
extra effort upon them. At the same time, teachers needed to be responsible
for carrying out the ideas if they thought they were good.

Mrs. Billings and Mrs. Jordap thpught there was no need of these ideas.,
'They both felt the teachers would reject them because they were already
overworked.

Seven other teachers expressed positive interest in exploring the ideas
further.

Three otherit q.chers did not seem interested.
411-

190
222


