O

ERIC

Aruitoxt provided by Eic:

ED 448 501

TITLE
INSTITUTION

SPONS AGENCY

PUB DATE

NOTE

CONTRACT
AVAILABLE FROM

PUB TYPE
EDRS PRICE
DESCRIPTORS

ABSTRACT

DOCUMENT RESUME

EA 030 760

School Matters: Images for Reflecting and Planning.
Northeast and Islands Regional Educational Lab. at Brown
Univ., Providence, RI.; RMC Research Corp., Portsmouth, NH.
Office of Educational Research and Improvement (ED),
Washington, DC.

2000-00-00

13p.

RJ96006401

LAB at Brown University, The Education Alliance, 222
Richmond Street, Suite 300, Providence, RI 02903-4226. Tel:
800-521-9550 (Toll Free).

Guides - Non-Classroom (055)

MF01/PC0O01 Plus Postage.

Educational Assessment; *Educational Planning; Elementary
Secondary Education; *Long Range Planning; Strategic
Planning

This document describes ways to facilitate reflection and

planning in challenging areas of school reform. It outlines a process,

"image-making, " that is based on research conducted with high-poverty schools

that made substantial reforms over time. Image-making helps initiate
thoughtful dialogue among adults in the school community by using metaphors
and visual images to bring to the forefront and make visible those

experiences,

feelings, beliefs, and attitudes that often have no forum for

expression and dialogue. Such reflection can help group members understand

how different members of the school community perceive important aspects of a

school and can provide the language for talking about sensitive issues that
people might not feel free to discuss. The guidelines include questions to
help a community determine whether it is ready for such reflection and to
offer detailed tips on preparing for small-group discussion. A seven-step

imaging process is described that includes an overview,
rules, posing the question and creating the individual images,

laying the ground

within the small group, creating the group images, wrapping up group image

discussion, and identifying impacts on the school. An appendix
examples of how creating a group image can unfold.
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SCHOOL MATTERS

ED 448 501

'IMAGES FOR REFLECTING AND PLANNING

— , ]

The image- rhaking process is designed to facilitate refle'ctions and
plannmg about especnally challenging areas of school reform
Through the process, partucupants generate images and metaphors and apply them
to difficult issues in their own school situations. The process is based on research -

_ conducted by the LAB with high- poverty schools that had made substantial reforms .
over t|me The research identified ten capacities that are important for.initiating

- and sustammg meaningful changes (see What it Takes Ten Capacities for Initiating -
and Sustaining School Improvement for. more information about the ten capacities).

The |mage-makmg process is a startmg place for. creatmg a thoughtful
. dialogue among adults in the school community who may hold dlverse '
. _perspectlves about three of those capacities:

1 Buuldmg consensus about the school’s evo|V|ng cu|ture

2 Strengthenlng posutuve attltudes and expectations about the school s
students and their parents; and :

2 Increasing-the qualnty and energy of interactions among members of the
. .. school communuty : . - Ce
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Because the three capacities relate directly to the beliefs and attitudes'of members-
of the.school communlty, they can be difficult for a diverse group to talk about and
- further develop. The image- maklng process is a way to both encourage reflection
about the ways in which different people are currently making sense of the school
environment, and also enable a group to discuss changes they would like to see
develop in these sensitive:- areas.

The process employs both metaphors and vnsual |mages to bring to the

forefront and make visible those experiences, feelings, bellefs, and
attitudes that often have no forum for expression and dialogue.

Thei |mage maklng process is especially useful for discussing topics around WhICh

~ feelings are likely to be quite powerful and opinions are varied. An example mlght '
be the differences of opinion between teachers who are actively engaged with
parents and those who are not comfortable with parent involvement; another
could be the differences between those _parents and teachers who are strong

" advocates of retaining students until certain standards are met and those who
fear that retention is harmful to students '

Reflection and action planning using image-making can’

* help group members understand how different members of the school
: communlty currently perceive |mportant aspects of a school '

# provide the language for talking about sensntlve issues that people might .
not have felt free to talk about;

& uncover information about the types of strategles that have both fostered
and |nh|b|ted the development of a strong school culture and

¢ provide some ideas about how to reconceptualize.issues, build consensus,
and identify ways to move forward

w




Image -making is a multl-step process. Images are created and d|scussed by
individuals and in small groups. Following thls ‘the group analyzes the meaning

" and |mpI|cat|ons ‘of the |n5|ghts that have been offered and makes decisions about
potentlal next steps to preserve modlfy, or rede5|gn current schooI cond|t|ons

LIf you are wonder|ng whether this wouId be a good pIann|ng technlque for your
" school, consider the’ Ilst of questions below. If the answer is "yes” to any of the '_
questlons your schooI team mlght benefit from use of the |mage maklng process:

1.0s the school on the verge of major changes and ready to move forward? '
2 Is the achool in the middle of major changes and needs to take stock?
3 Do teachers taIk about being burned out7

a.If you asked people to describe the mission of your school wouId you get
ten different answers7 ;

5 Do you feel that you have been work|ng hard on reforms but not seelng
' progress7 -

@ Aré there obvious camps among faculty or am'ong'barents,? R

Some examples of how you might deveIop a focus from responses to the
questions: -

If the answer to quest/ons 1 or2is "yes,” v
you might use the process to focus on understandlng different perspectlves _
about the school s past patterns of change

" If the answer to ouestions 3ordis “yes,” .
= c’onsider a focus on the interactions among adults in the school community.

If the answer to quest/ons 5 or 6 is yes, :
th|nk about a focus on how faculty view the students and communlty

Participants rnay include representatives from the full school community, including
teachers, administrators,-parents, support staff, students; and community members
who are closely involved with the operations of the school.




PREPARATION

'Pa_rticipants

5-25 Part:c:pants Involve a variety of people with perspectlves on the school An
alternatlve is to conduct several image-making sessions with different groups over
time in order to. mclude more perspectives. For part of the process, participants will
“work in ‘small groups that can be divided in different ways, typically begmnmg wnth
groups in which people are I|ker to hold somewhat common perspectives.
Decisions about groups depend on the context.of the school, but might suggest
.grouplngs by ‘grade, experience, phllosophy of mstructlon etc.

1 Facilitator. The facilitator could either be an- ind'ividuél from outside the school
community or an internal staff member. The facilitator will need to be able to
encourage multiple viewpoints, handle d|sagreements and strong points of view, -
and be willing to probe beneath sur_face~responses to uncover attitudes and beliefs.

- Materials Needed for Image-Making Process
Large pape.r (several sheets for each participant and each smail group)
Colofed, markérs and colored pencils o |
Masking. tape 6r clips to display paper fsr di'scussior'\

Flip-chart for note-taking

Room Set-up

Ideally, pa'rfcicipants would be at tables with ample drawing space. Alternatively,
they might sit in groups at small tables but have other tables in the room that
allow for drawing. Extra flip-chart stands can also be helpful for dréwing. The
tables where participants sit should accommodate each person’s participation in
drawing tasks.. ‘




.THE IMAGE PROCESS

‘The Image Procéss has seven stéps in which participants create images of their "
-__schooI’s culture, processes or structure that act as metaphors for discu‘ssing' the '

. school’s current reality. The seven steps provide the fac|I|tator instructions on how
. to set up, Iead and wrap up the i |mage process '

. C x - N } ?

Step 1: Overvjew of Image Process (10 minutes)

w

i :Introduce the purpose of the |mage process, generat|ng |mages from the
‘variety of perspect|ves in the school community, |ncIud|ng internal school- person- :
nel and externaI ‘community members asa method for d|scuss|ng the school.

" 'D‘ist_rib?ute ;drawing materi__a‘vls to"each 'participant (fo’rvuse,.' in Step 4).

C = .

Step 2: Laying the Ground Rules_ (5 minutes) e L

. Establlsh rules for the process that will faculltate maximum dlscusslon and o
'creatlve thmkmg Ask each person to listén fully to others and not interrupt. - ‘
“Remind part|c|pants that each person’s.views are important and that the purpose of

. thei |mage process is to gather a full range of perspectives about the school. Make

sure that everyone part|c|pates and is heard. Encourage multiple perspectives and

ideas. Have’ part|c|pants ask each other cIar|fy|ng questlons as necessary as they

- work through Steps 4 and’ 5 but remind them not to chaIIenge or argue with-

., another person s |mage or epranatlon of that image.

~ Step 3: Posmg the Question and Creating the. Induvudual Images '
' (15 minutes to create |nd|V|duaI |mage) o . o

Pose a question"that' asks participants to create an i'rnage“A'generic‘ structu re

'for the question could be’ "How do you see X?" For instance, if you want to discuss”

* your school’s culture, you could pose the quiestions, “How would you descr|be the

~essence of what the schooI does for its students? What is special about the cuIture
of the schooI compared to other schools in the d|str|ct7"




- -Ask each partlapant to create a plcture or |mage based on his orher -
experiences W|th the school or orgamzatlon Remind part|C|pants that the

o purpose |s to get an image on paper notto create a “work of art.” Some -

partrcrpants WI|| choose to draw an |mage in detarl for others, some general form .

of representatron |s flne

One method for facrlltatlng the |mage creatlon is to suggest to part|C|pants a o
" -category of.images, such as.animals, transportatlon nature, or cooklng and food
_'from which to deslgn the|r image. * : '

[ Exarhples:

Category: Animals Image created: picture of “holding tiger by the tail” |

Category: Transportation  Image created: picture of “high-speed train”
Category: Nature Image created: picture of “floral garden”

-_Step a: Sharmg Images-within Smali Group
(No more than 20 minutes for presentatlon of |mages in smaII group)

‘-_'Ask parhcupants to break mto small groups of approxlmately four to six '

people The smaII groups can be sorted by -

'0 roIe in the schooI (adm|n|strators, teachers students support staff etc)
N _0 grade or subject area;

- Iength of time assoaated with the schooI (Iess than two years two to flve
years flve to ten years etc. ) or .-

. & by team or group structures currently operatlng |n the schooI (Ieadershlp
teams task forces, commlttees etc)

: Or-partrcrpants can self—select |nto'sr_naII group_'s'of a reasonable size. -

Have each participant pfeSent his or her image to 'hi‘s or her smaI'I' group. .
'W|th a brief explanatlon of what the i image srgmﬂes to-him or her about
the school or ‘organization. Each person should take-no more than two to three
m|nutes to present his or her i |mage keep the presentatlons focused and flowmg

.-




A =

e _Step- 6: Wrapping.Up :Groupvlrna:ge~'l‘),i'scussion © (30 minutesi- a

[

: Step 5 Creatlng the Group Images :
Tt (20 minutes to create |mage, no more than 30 40 m|nutes for presentatlon
’ of |mages to. Iarge group) ' RIS T .

- Lo R R

g ;Ask partlclpants in the small groups to explore the commonalltles and
: dlfferences of the lndlwdual images that they created Remlnd them to -
" look for commonalltles among themes |ssues events, and charactenstlcs of the : :_
_school or organlzatlon that are represented by their’ |nd|VIduaI |mages as weII as
',i'thedn"ferences e e Ce LR e :

1.

: Next ask each small group to create a "group rmage" that captures the "

..commonalltles among thelr |nd|wdua| |mages if the group decides that a
N slngle image is not- posslble have them dévelop a comblnatlon ofi |mages that -

e fuIIy represents thelr answer to the’ questlon posed in Step 3.

*

. Note The group |mage may be a completely dn"ferent |mage from that of any

Jv of the |nd|V|duaI partrcrpants The group |mage should draw on thelr coIIectlve

'|ns|ghts PR AP - L e o . 4.
: Have‘_each group" choose-a 's'lpokesperson'to_ p_résent their"group ima_ge'.

) Flnally, have each small group present therr "group lmage" to all’

partlclpants Ask all partncnpants to take notes about the group |mages especually

; "notlng the commonalltles and dn"ferences among themes, issues, events, or -
characteristics of the school represented in the group |mages AIIow approxrmately

five m|nutes for each group to’ present thelr |mage See |IIustrat|ve examples of -

" -group |mages in the Appendlx on pages 10 through 12 :

i

. ' ‘Conclude the dlscusslon of the group |mages by posrng the questlon, _
"_"What have we- Iearned about X For mstance if you have dlscussed your

school’s culture, you could pose the questlon "What have Iearned about our el

- -.lschool based on the images created today"" ‘

R RN SN
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‘ Ask each partncnpant usmg h|s or her notes from Step 5 to share any -
msnghts that he or she has gained from the dlscussmn Questlons to pose to
’ gunde the dlscu55|on inciude ‘
R 4 What are the organizational themes behind the |mages metaphors and
- words used to describe them?

" & Whatis the range of experlences and. understandlng conveyed7 Are there _'
‘wide variations in perspective or is there a relatively common perspectlve
: among the partlclpants7 What seems to account for th|s7

.® What do.we see as our strengths7 What is mlssmg, or what are our. .
' weaknesses7 : »

* that common adjectlves or metaphors would best descrlbe us as a school
or organlzatlon7 ) . : ,

. Overall,_ what have we learned about ourselves?
. & Do we n'_eed to do 'anythingfwith what we have Iearned?
‘Ask participants for thernes they OBserVe from the comments. Identify
- themes upon which all participants agree. Pay special attention to the words, -
phrases, and metaphors participants use and record these on chartpaper. '

At the end of Step 6 partrcrpants should have an enhanced understandlng of how
- different members of the school communlty currently perceive important aspects of
their school. If there are time constralnts the facilitator may choose to split the.
image- maklng process into two sessions. Concludlng Sessnon 1 wnth Step 6.is the
best option. ' : : :

Step 7 is desngned to help partlclpants uncover |nformat|on about factors affectlng
the school s culture, and build common understandings about how'to move

" forward as.a school. Th|s step can |mmed|ately follow Step 6 or it can be used in a
subsequent d|scu55|on sessnon Depending on the stage of development of reform

~ some groups may need to d|g more deeply into the background of current act|ons,
' 5'poI|c|es, and behavnors - '

g
)
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Step 7: _Iden"tifying Impacts on the School‘_ (90 minutes)

Introduce the purpose of Step 7 as an activity that erI |dent|fy and. explore |nternaI
and external factors affectlng the school, and provrde ideas about ways to re- -
conceptualize issues faclng the schooI build common understand|ng, and move
forward. ' ’

Select a theme generated during the Step 6 activity that participants consider
the most significant to them, or about which there is-most curiosity. This selection ,
' may"be achieved by consensus, voting, or some other selection technique. ‘

'Ask parthpants to work in small groups of approxrmately flve to elght
people to identify the activities, practlces policies, organizations, persons, and
influences within the school and external to the'school that contribute to the
theme. These factors may have a positive or negative |mpact on the schooI Allow

20 minutes for- group discussion and 10 m|nutes for reportrng out. Record responses _ -
on chart paper ' :

Ask each group to review the factors that strongly irnpact the school
and that influence the i image or theme and report out a few exampIes Allow -
15 m|nutes for reportlng out and discussion. ‘ '

-

While remaining in their small groups, ask participants to respond'to_'t‘he
following questions,'with each small group recording their responses on flip- -
chart p'aper.lAIIoW 30 minutes for small group discussion and 15 minutes for

- reporting oUt. Record group repo,rti'ng out respon"ses on chart paper. '

* What behavrors activities, and practlces that we Just |dent|f|ed 'do we wrsh
_to keep and support because they- respect who we are at our best?

& What behaviors, act|V|t|es and practlces shouId we stop dorng because they '
' detract from who we are at our best?

- .

0 What behavrors actrvrtles ‘and practlces shouId we start doing because they
would enhance our image of who we are at our best?




'Using th’e group notes, create a brief composite list. Note that bre\)ity of the

list is important, particularly the lists of what should be stopped and started. A long "
list will be unlikely to be followed and will also be impossible to monitor.

Use the list to inform your school’s blanning committee(s) action ptaris,
either for the school as a whole, or for individuals to whom it applies It is best to
develop a custom- desngned plan that uses the data as an initial dlagn05|s to set the

“stage for |dent|fy|ng what is hmdenng a compellmg “picture” of the school from

emergmg and the school communlty from respondmg accordmgly

o Remember that if these are the first.conversations that the school' community has

had about these issues, it will take: t|me and perhaps multlple sessions to work
together effectlvely . S

- APPENDIX: ILLUSTRATIVE EXAMPLES OF STEP 5

. —

E Example 1: Different sub-groups within an orgamzatlon may have similar -
experlences of the organlzatlon and hold consistent lmages of lts culture.

Participants in Group. A-——school staff and parents—developed individual images

of their school using-the category of transportation. The resulting i images of the -
school were a luxury car at a crossroads; an airplane flying.over an airport with a
sign that says “closed”; a hlgh speed train loaded with people, snttmg inthe -

_station; and a high-tech mountain bike speeding out of control down a hill.
When the group reviewed the i images, they found common themes- -across the

images: movement that does not seem to lead in posntlve d|rect|ons or lack of

-movement; high-quality, high-tech vehicles; and unclear destmatlor_\s for the
" vehicles. In contrasting.the images, the participants saw differences in the level of
speed or sophistication of the modes of transportation and in the number of

people involved or able to be transported by the vehicleé.

The group discussed that they all saw their school as being reasonably “equipped”
- to serve its students. The school has well-maintained facilities and equipment, and

a stable, committed staff. Many projects are being implemented ét_the s‘chobl and -
most staff are involved in staff development, but the school lacks common goals

. and a clear sense of direction for its future. 'Based_‘o'n these common themes, Group

A developed a group image of a race car with a pit crew, but no finish line on the

RO ¥




. _circular track. The group is'_now looking at ways to enhance school planning,
_implementation, and evaluation so that all staff understand the school’s goals and*
work towards these-goals; making the most of the expertise and.commitment of staff.

1

" Example 2: Different sub-groups within an organization may have very different
experiences of the organization and consequently hold very different images. For
example, parents may ha ve different feelings from staff, students may have
different feelings from teachers, and Staff with seniority may have different

'

" feelings from those who are more recently hired. This exercrse is an excellent one

for rdentrfymg and exploring those drfferences ina posrtrve manner.

Group B of teachers and parents partlapated in the image- makmg actnvnty ina

' ‘'school in which there was no well- establlshed parent group despite efforts on the

- part of school staff to encourage or create such a group. Small groups were formed

.so that parents and teachers first met separately. A series of drfferent images-

emerged from the small groups. The facilitator noticed a dlfference in tone

' between those coming from parents and those from teachers, and so listed themes

" from the two sub-groups on different sheets. Those from teachers’ included the

following: businéss-like, academic, 'open—do'or, lively, and high expectations. The

~ facilitator helped the ’su_b-group to identify an animal that represented these
characteristics and the t'ea'cheré settled on a badger' Parents, on the other hand,

offered a list that included elevated, coId pressure uncomfortable judgmental

eenergetic, demanding, and business-like. They seIected a tlger as the image that

characterlzed the school cuIture : '

- The group a's a_'wholewas able t6 understand that sub-groups" experiences of the

organization were very different. Using the images and themes,'they then

identified and explored specific behai/iors that contributed to these experiences.

" Together they were able to |dent|fy some steps to tame the.tiger and to give the .

" badger some more weIcomlng qualltles 1e] that parents couId also |dent|fy with and

'support the school culture and practlce : : .

11 -



Example 3: Different sub-groups of an organization may have very different
experlences of the organrzatron but through drscussron they can develop a group

4 lmage that reflects these experiences.

_'Partlclpants in Group C——school staff and parents—developed individual i images of
" their school using the category ‘of vegetables and food. The resultmg images of the

school were a vegetable garden untended and overgrown with weeds; a wide

- variety of fresh lettuces in a basket; fancy plates with different vegetable

combinations on each; and-a family dinner in which the: adults are eating
vegetables and the chlldren having refused vegetables are eating marshmallows
When the group reviewed the i images they found common themes across the.

‘images, |nclud|ng that there is "abundance” of resources and that ”potentlal" '
exists.in each. visual i |mage Different themes across the i |mages |ncluded the varlety

of "nourishment” for the’ school and dlfferent levels of attentlon paid to -
nurturlng" the school

‘The group discussed the different points of view represented in the images and
could see that some people focused on the variety, flexibility, and individuality

afforded the teachers in the school. Others focused on the lack of tending or .

" - nurturing and.the problems that could ensye as a. result. There i is a lot of freedom

in the school which some view as too chaotic. It is not clear that there is a common
“meal” planned that would meet everyone 's needs well. They developed a common

-group image of a Thanksglvmg dinner with many people many foods, and many

things going on. Some of the peopIe at the dlnner are very happy and some are -
upset.

Th/s publication is based on work sponsored by the Office of Educational Research and /mprovement

~ (OERY), U.5. Department of Education, under Contract Number R/96006401. Any opinions, findings,

and conclusions or recommendations expressed in this material are those of the authors and do not

- necessarily reflect the views of OERI, the U.S. Department of Education, or any other agency of the

U.S. Government
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