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Team Building Stages and Tools
Purpose for Forming Teams
The purpose for creating teams is to provide a framework that will increase the ability of employees
to participate in planning, problem solving and decision making to better serve stakeholders.
Increased participation promotes:





better understanding of decisions,
more support for and participation in implementation plans,
increased contribution to problem solving and decision making, and
more ownership of decisions, processes, and changes.

In order for teams to fulfill their intended role of improving organizational effectiveness, it is critical
that teams develop into productive teams, focused on their goal, mission, or reason for existing. They
do this by effectively progressing through the stages of team development.

Stage 4: Performing

The team has consciously or unconsciously
formed working relationships that are
enabling progress on the team’s objectives.
Members agree to certain group norms and
they are becoming functional at working
together.

Stage 3: Norming

Stage 2: Storming

Stage 1: Forming

Relationships, team processes, and the
team’s effectiveness in working on its
objectives are synching to bring about a
successfully functioning team. The real
work of the team is happening. Team is
flexible, trusting and interdependent.

Interpersonal conflict arises, with
arguments about roles and responsibilities
or differing views or standards
Disagreements about mission, vision, and
approaches to problems or tasks. Starting
to understand each other as team members.

A group of people come together to accomplish
a shared purpose. Their initial success will
depend on their familiarity with each other's
work style, their experience on prior teams, and
the clarity of their assigned mission
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Stage
Stage 1: Forming
Why are we here?

Stage 2: Storming
Can we work
together?

.

Stage 3: Norming
How will we work
together?
.

Stage 4:
Performing
How can we work
smarter?

Tasks

Tools

 Begin with processes to build relationships and
ground the members in terms of the team's
mission and goals,
 Establish team expectations about both the team's
task and the team's process.
 Develop roles and responsibilities and clear
objectives.
 Establish clear objectives, both for the team as a
whole and for individual team members
 Lead activities that make members feel included
and opinions respected
 Create clear structure, goals, direction and roles
so that members begin to build trust.

Vision
Visioning
Mission
Compass Points (N-E-S-W)
Icebreakers
Learning Commitments

 Refocus on goals, perhaps breaking larger
goals down into smaller, achievable steps.
 Develop both task-related skills and group
process and conflict management skills.
 Redefine the team's goals, roles and tasks to
lessen possible frustration or confusion
 Use problem solving and consensus building
strategies to build trust
 Encourage active listening

Active Listening
I Messages
Questions- Clarifying and
Probing
Problem solving process
Summarizing
Paraphrasing
6 Thinking Hats
Switching Hats

 Shift energy to team goals and task analysis
 Aim for high productivity, in both individual
and collective work.
 Encourage explore of differences in
perspectives, options and approaches
 Self- assess team processes and productivity

Visioning
6 Thinking Hats
Force Field Analysis
5 Whys
Fishbone
Switching Hats
PNI
4 Corners

 Use the team’s commitment to the mission to
accomplish goals
 Utilize the competence of team members to
address challenges and difficult problems
 Continue to deepen knowledge and skills,
including working to continuously improving
team development.
 Measure accomplishments in team process and
progress
 Celebrate achievements.

Jones Window
6-Step Problem Solving
4 Ws and 1 H
Interrelationships
Force Field Analysis
Paper Airplanes
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Icebreakers or Energizers

Purpose:
Icebreakers (also known as Warm-ups, Energizers and Openers) are activities that help people feel more
comfortable and get to know each other. Listed below are activities submitted and improved by users around
the world.
Icebreakers are most commonly used during the first stages of team development (e.g., at the introductory
class) or preceding a group process (e.g., to start off each team meeting). They can also be helpful whenever
group energy is low and people need re-energizing, or when members join the group.
Icebreakers work best when they are fun and engaging and they draw out information or qualities of the
participants that may not be obvious (e.g. talents, attitudes, or previous experiences). Learning more about
each other while laughing can help people relax and get a sense of their commonalities or appreciate their
differences.

Resource link:
Teampedia available at http://www.teampedia.net/wiki/index.php?title=Category:Icebreakers/Warmups

Tool
Orchestra

Position in
the Family

Directions
Pin or take colored photos of insturments on the walls (drum, clarinet, violin, flute, trumpet-vary to show representation of strings, woodwinds, brass) . Ask group members to stand
by the insturment that most represents them.
Ask groups to share within their goup (1) the characteristics of people tho are most like the
instrucment; 2) the strengths they bring to the orchestra; 3) the liabilities of people who are
like this instrument. For example, what might cause them to go flat or be out of tune with
the rest of the orchetra
Divide the group into four corners of the room according to their birth order:
a) oldest in the family
b) youngest in the family
c) in the middle of the family
d) an only child
6

Tool
Stretch
Expert
Symbolic
Name Tag

Two Truths
and a Lie

What I
Bring to the
Table

Who am I?

Sit Down If
....

Year of the
Coin

Birthday
Game

Directions
Blow up several ballooms and have the group try to keep all of them in the air. To be more
competivities, form tow teams and volley the ballloons back and forth for points
As people enter the room, provide a name tag and ask them to draw 3 pictures symbolizing
something about thmselves in one of three areas: professional, personal dream or a major
goal. Pair members with someone they do not know well. Ask them to spend 5-10 minutes
sharing their sympoblic piectures. Ask each pari to take turns sharing their partner with the
group
Each person writes on a small sheet of paper, two truths and a lie about themselves. In groups of
ten, each person reads their three statements. The group is asked to identify the lie. If you have a
very large group, break the group down into smaller intentional groups. Examples: You might
begin by doing the activity within a department or grade level. Randomly assign people to groups
and have each groups do the activity.
Give each person a paper plate. Ask each person to write the following on their plate:
a) 3 adjectives that describe you as a team player
b) 2 work-related experiences that support you into your current position
c) 1 strength or talent you have that would support the work of the larger team
Pair team members that do not usually work together . Ask them to share what they bring to the
table of the larger team. Ask partners to share what they have learned about their partner and how
the knowledge, skills and talents of their partner adds to the success of the larger team
On a sheet of paper, write 3 to 5 questions about a person’s interests and experiences. Have each
group member complete the questions. Papers are collected and randomly redistributed among the
team members. The first person reads the answers on the sheet they received. The group guesses
the name of the mystery team member. After they make guesses, the mystery team member reads
his/her paper. All papers are read. If you have a very large group, break the group down into
smaller intentional groups. Examples: You might begin by doing the activity within a department
or grade level. You might want people to meet folks they never work with. Randomly assign people
to groups and have each groups do the activity.
Get everyone to stand up, then read through the following list. The last person standing is the
winner!
 Sit down if you have eaten chocolate today
 Sit down if you are wearing purple
 Sit down if you were born in September
 Sit down if you have blue eyes
 Sit down if you are the youngest child
 Sit down if you have broken a bone
 Sit down if you have gone for two weeks without a shower
 Sit down if you can speak more than two languages
A quick simple get-to-know-you game. This game works for groups of between 4-10 people. Start
with a handful of coins and hand out one coin to each person.
Each person looks at the year their coin was made and tell the rest of the group what they were
doing in that year- significant or very insignificant - the whole aim is to learn something about each
other.
Have the group stand and line up in a straight line. •After they are in line, tell them to re-arrange the
line so that they are in line by their birthday. January 1 on one end and December 31 at the other
end. The catch is that they must do all this without talking or writing anything down.
7

Tool

Directions

Map Game

Hang a large map of the world. Give everyone a pushpin. As they enter, they pin the location of
their birth on the map.

Paper
Airplane
Game

Everyone makes a paper airplane and writes their name, something they like and dislike on it (You
may also want to add additional questions). On cue, everyone throws their airplane around the room.
If you find an airplane, pick it and keep throwing it for 1-2 minutes. At the end of that time,
everyone must have one paper airplane. This is the person they must find and introduce to the group.

True
Confessions

Give each person 10 toothpicks or counters. Ask the fist person to talk about something they have
never done, such as “jay walking.” Anyone in the group who has jaywalked forfeits a toothpick to
the kitty in the center of the table. The next person in, repeats the process. The disclosure ends
when someone has lost all their toothpicks
This game works best with smaller groups - around 8-12 people, so if you have a big group, it's best
to split up and play multiple games.
Each person should write down the names of 10 people - either famous people or people everyone in
the group knows. Get people to cut their pieces of paper up so there's one name per piece of
paper. Collect names in a basket or hat. Split into 2 or 3 teams (each team having around three or
four members).

Guess the
Name

Round One
Pick a team to start - one member of that team gets the basket of names, picks out a name, and has to
try and describe that person to the other members of his team. Once they guess correctly, pull out
another name from the hat and so on. The team has one minute to go through as many names as
they can. If they get stuck on a name, they can pass and move onto the next name. Names that are
guessed successfully, put in a separate pile, those that are 'passed' put back in the basket. When the
minute is up, add up the total number of names guessed, and add that to the team's score. Move
onto the next team who do the same as above. This continues until all the names have been used up
or 'guessed'.
Round Two
Similar to Round 1 but you can only use one word to describe the person to your group. The group
will be aware of all the names in the basket (from round 1) so it is easier than it sounds. Score a
point per name guessed as above.
Round Three
Same as previous rounds but this time, you have to 'act' out the person without speaking.
Add up the scores at the end to see who wins!
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Particpation
Purpose:
Highly effective teams recognize the worth and contributions of all members. When all members of
the group or team contribute to the work, all members are held equally responsible for success of
decisions and actions made by the group.
Tool
Beach
Ball

Directions
Form a circle. The ball is passed to an individual who begins the discussion. As
members wish to contribute, they nonverbally attract the attention of the person with the
ball and the ball is passed to the new speaker.

Buzz
Groups

Buzz groups are valuable when important decisions need to be and there is hesitation to
express opposing views.
1. Form small groups
2. Explain to the groups what thery are to cover, the results expected and the amount of
time they have to complete their taks
Each group selects a recorder.
After the time limit expires, the total group conventes.
A reporter from each group shares out discussions, ideas and/or issues.

Pass the
Chip

To encourage more succinct contributions, pass a chip and/or timer from hand to hand to
give the right to speak only to the timer.

Fishbowl

Select a few individual from the larger group to form an inner circle.
The reminder of the group is to fgorm a outer circile so they can see and hear the inner
group clearly
The individual in the fishbowl dicuss the issue while the others listen and observe.
Provide an empty chair in the center group so that the encircling group members can
temporarily join the discussion when they have somehing to say.

Toothpick Give all group members toothpicks or chips. Each speaking turn requires paymeny of a
s or Chips toothpick, or chip, thus limiting contributions of any single individual
1. Give everyone in the group three pennies or have them take three coins of small objects
Spend a
from their own pockets/purses.
Penny
2. Place pennies in from of each person, so they are visible to all. Each time a person says
something, it costs a penny.
3. The spent coins are placed into the middle of the table.
4. When an individual has spent all coins, the individual remains silent until all others
have spent all coins.
Time
Tokens

Equally divide poer chips among group members. One chips is tossed into a pot or cup
when a member makes a statement. Those who use up their tokens may say nothering
more unless ogher members are willing to give some of their own.

Traveling
Chair

The person talking is responsible for calling on the next speaker. That speaker, then, calls
on someone elst to contibuute.
9

Communication

Purpose: Good interpersonal communication skills enable us to work more effectively in groups
and teams.
Tool
Active
Listening

Description
Active listening better ensures that you hear the other person, and that the other
person knows you are hearing what they have to say. The strategy requires the
listener to:
1. Pay Attention. Give the speaker your undivided attention, and acknowledge the
message. Listen without disrupting
2. Use Body Language. Use your own body language and gestures to convey your
attention. Note your posture and make sure it is open and inviting.
3. Provide Feedback. Paraphrase speaker’s response. "What I'm hearing is," and
"Sounds like you are saying," etc. Ask questions to clarify. "What do you mean
when you say. . . ?" "Is this what you mean?"
4. Defer Judgment. Allow the speaker to finish each point before asking questions.
Listen to the entire message before interjecting with your own comments

Paraphrasing

Paraphrasing involves a restatement of the information given by the speaker in your
own words. It demonstrates to the speaker both that you are listening to them and
actually understanding what they are saying. Paraphrasing also enables you to
ensure that your interpretation and/or understanding of the ideas is correct and
enables other people to check that they have also understood the ideas presented.
Examples of paraphrasing statements:
 What I hear you saying is . . . .
 If I’m hearing you correctly...
 Let me see if I understand what you were saying. . .
 Then, the problem as you see it . . . .
 So, as you see it...
 The thing you feel is most important is...
10

Tool
I-Messages

Description
I-message or I-statement are used to explain the feelings, beliefs, values etc. of the
person speaking. “I” statements can help foster positive communication and help
encourage sharing of feelings and thoughts in an honest and open way

Non-Verbal
Cues

We make sense out of what others are saying by attending to voice intonation,
inflections and non-verbal cues, such as facial expressions, head movements, body
movement, hand gestures and posture. Open vs closed hand and body movements
signal to the speaker and to the listerner the other’s willingness to share and receive
information and positively interact.

Questioning

Questioning helps the speaker and listener (A) clarify and check understanding
or (B) probe analyze and deepen understanding.


•
•
•
•
•
•
•
•

Summarizing

A. Clarifying Questions
What does that mean?
Can you be more specific?
Why do you think that?
How did you reach that conclusion?
Can you share some examples?
To what extent, does that apply here?
What do you really mean?
Can you clarify that for me?
How does that statement apply to….?
Can you expand on that?

B. Probing Questions
 Why do you think this is the case?
 What would have to change in order for…?
• What’s another way you might…?
• What would it look like if…?
• What do you think would happen if…?
• How was…different from…?
• What impact do you think…?
• What criteria did you use to…?
• When have you experienced this before?
• How did you decide/determine/conclude…?

Summarizing helps keep a group’s focus and keeps issues in perspective. It can help
move a meeting toward successful conclusion, problem to solution and agreement to
consensus. Basically, summarizing is important to:





Check each person's understanding of what has been said to that point
Note any special and important points Bring the discussion to a close
Restate any contracts or agreements made
Refresh everyone’s memory of what has been discussed

Summarizing statements may begin with:
 “If I could summarize. . . . “
 “What I hear use saying is . . . .”
Elements of effective summaries include:
 Important FACTS obtained from the other person
 Important INFORMATION given to the other person
 Any CONTRACTS or AGREEMENTS made with the other person
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Compass Points (North-South-East-West)
Purpose: Understand how individual behaviors support and influence group work and helps to
create an appreciation for diversity.
Procedure:
1. Divide the room into four sections. Label room sections North, South, East, and West.
2. Ask individuals to read descriptors below associated with each compass points. Then, move to the
area of the room that most closely describes their working style.
North
“Let’s do it.” Likes to
act, try things, plunge in

West

East

Likes to know the who,
what, when, where and
how before acting

Likes to look at the
big picture and
possibilities before
acting

South
Likes to know that
everyone’s feelings have
been taken into
consideration and that
their voices have been
heard before acting
3. Each group discusses and posts responses to the following on chart paper.






List three strengths of your style.
List three limitations of your style.
Which style do you find most difficult to work with and why?
What do people from other styles need to know so you can work together effectively?
What do you value about each of the other three styles?

4. Ask each Compass Point group to share responses with the larger group.
12

Learning Commitments

Guidelines for Creating Learning Commitments
Concept designed by R. Elmore, M. Foreman, and L. Stoich*

1.

Create a sheet of paper with the following questions:



What conditions best support your professional learning?
What conditions hinder your professional learning?

2.

Ask each person to take 3 – 5 minutes to reflect on the conditions that impact their
professional learning. Participants write their responses on the paper provided.

3.

If you are facilitating a large group divide the larger group into table groups of 6 to 10.

4.

Small Group sharing: Conditions that Support Our Learning





5.

Each small group will appoint a facilitator and a recorder.
The facilitator will ask each group member to share out two conditions that support
their professional learning.
The recorder will record responses on chart paper.
After all members have had the opportunity to share two ideas, the facilitator invite
any and all members to share one or two more ideas that are not yet on the chart paper.
The facilitator should encourage all members to respond.

Small Group sharing: Conditions that Hinder Our Learning




The group will select new people to serve as the facilitator and recorder.
The facilitator will ask each group member to share out two conditions that hinder
their professional learning.
The recorder will record responses on chart paper.
13



6.

Creating an unduplicated list of learning conditions.





7.

After all members have had the opportunity to share two ideas, the facilitator invite
any and all members to share one or two more ideas that are not yet on the chart paper.
The facilitator should encourage all members to respond.

Two new group members will serve as the facilitator and recorder.
The facilitator will guide the group through the following steps. Ask group members
to identify duplicates or opposite/negative sentences. Word craft ideas into clear
statements.
Allow group members to advocate to add, delete or amend statements.
Next step: Facilitator can either ask for a “fist of five agreement” or use a multi-vote
technique to generate the final list of learning commitments.

Establishing Learning Conditions for small groups (15 or less).
If you are working with a small group, the process is complete and the team now has a let of
Learning Commitments.

8.

Establishing Learning Conditions for larger groups (15 or more).
For larger groups, use the small group process to gather data across the faculty. Take the
faculty through a refining process facilitated by a teacher leader (or 2). Have the faculty
eliminate duplicates. Permit edits. Allow individuals to advocate for or against statements.
Make a decision using a multi-vote process.

9.

Reflective Questions




How are Learning Commitments like norms?
How are Learning Commitments NOT like norms?
How can Learning Commitments support the important work at out school site?

14

Attributes of a Psychologically Safe School

Related to teaching and learning, . . .
1. People in our school are eager to share information about what does and does not work.
2. Making mistakes is considered part of the learning process in our school.
3. If we make a mistake at our school, it will not be held against us.
4. In our school, teachers feel comfortable experimenting with untried teaching approaches, even if
they may not work.
5. In our school, it is easy to speak up about what is on our mind.
6. People in our school are usually comfortable talking about problems and disagreements.

Consensogram
In the Context of Teaching and Learning, Where Do We Stand ?
Step 1: Individually, make X or use dots to individually complete the Consensogram

None of the
statements are
accurate – they
do not describe
our school.

A few
statements are
accurate and
describe our

school

Some
statements
are accurate
and describe
our school

15

Most of the
statements
are accurate
and describe

All the
statements
are accurate
and describe

our school

our school.

Step 2. Based on Team data, identify the top two attributes that if improved/strengthened
would have high positive impact on teaching and learning at our school.

Attribute:
Current State (Evidence in Practice)

Desired State (Evidence in Practice)
What would this attribute look like and sound like
in practice?

Attribute:
Current State (Evidence in Practice)

Desired State (Evidence in Practice)
What would this attribute look like and sound like
in practice?
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6-Step Problem Solving Process

There are many problem-solving methods, and the six-step method is just one of them. The Six-Step ProblemSolving Process is an easy approach to dealing with issues and problems that you face. It is a systematic way
to approach a problem with clearly defined steps so that an individual or team doesn’t get bogged down in,
“WHAT DO WE DO NEXT?”

Step 1: Identify The Problem


Select the problem to be analyzed



Clearly define the problem and establish a precise problem statement



Set a measurable goal for the problem solving effort



Establish a process for coordinating with and gaining approval of leadership

Step 2: Analyze the Problem


Identify the processes that impact the problem and select one



List the steps in the process as it currently exists



Map the Process



Validate the map of the process



Identify potential cause of the problem



Collect and analyze data related to the problem



Verify or revise the original problem statement



Identify root causes of the problem



Collect additional data if needed to verify root causes

Step 3: Develop The Solutions


Establish criteria for selecting a solution



Generate potential solutions that will address the root causes of the problem



Select a solution



Gain approval and supporter the chosen solution



Plan the solution
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Step 4: Implement A Solution


Implement the chosen solution on a trial or pilot basis



If the Problem Solving Process is being used in conjunction with the Continuous Improvement
Process, return to Step 6 of the Continuous Improvement Process



If the Problem Solving Process is being used as a standalone, continue to Step 5

Step 5: Evaluate The Results


Gather data on the solution



Analyze the data on the solution



Achieve the desired results?
o

If YES, go to Step 6.

o

If NO, go back to Step 1.

Step 6: Standardize the Solution (and Capitalize on New Opportunities)


Identify systemic changes and training needs for full implementation



Adopt the solution



Plan ongoing monitoring of the solution



Continue to look for incremental improvements to refine the solution



Look for another improvement opportunity
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Consensus Building Process

Purpose:
Consensus is based on general group and is not voting. It is often identified as a way to hear all
voices and to “live with” a final the decision. The process encourages a win-win solution,
encourages stakeholder invovlement in problem solving and decision making and provides greater
ownership to stakeholders in development of ideas, process and action. It is important that all
members have the oportunity to voice opinions and everyone is able to paraphrase the decision before
the decision is finalized.
Consensus is reached when all members of the team (group) are willing to accept a decision as the
best of choices presented. It does not mean that eveyone totally agrees or that the decision is
everyone’s first choice.
It does mean that all group members agree they can live with the decision and not sabatoge
implementation of the idea and final decision.

IMPORTANT: If a decision must be reached and a consensus cannot be reached. it is important
than a back-up process be identified prior to beginning the consensus process.

Processes to use when consensus cannot be reached:
(a) Vote. A simple majority, or 2/3 majority is usual.
(b) Leaders make decision noting that vluable input was provided

19

Consensus Building Process
Step
1. Define Purpose

2. Generate Ideas

3. Categorize

4. Narrow options

Details

Tools

This is the very initial stage where a problem is
identified and a decision to consider trying consensus
building as a resolution process is made. This decision
may be made by one or more of the stake holders, or by
a third party who believes that consensus would be a
good way to bring disputants together.

 Fishbone

Brainstorming is an idea-generation tool designed
to produce a large number of ideas through the
interaction of a group of people. Produce as many
high-leverage ideas as possible to ensure all options
are explored and all members have a voice in the
process. Out-of-the-box thinking encourages
innotative solutions. Many times, the “wildest”
ideas turn out to be the best options
Grouping allows participants to organize their ideas
and identify common themes. Allow time for
discussion to clarify and create understanding.

 Brainstorming
(variations)
 Nominal Group
Process
 6 Thinking Hats
 Fishbowl

Multi-voting is a structured series of votes by a
team, in order to narrow down a broad set of
options to a few.



5 Whys

 Affinity Grouping
 Interrelationships

Winnow and Narrow:
 Spend-a-Dot
 Divide by Three
 Cast Five Votes
 Multi-Voting
Prioritize Options:
 Stack the Deck
 10-5-2-1
 Advantages/Disadvan
tages

5. Finalize
agreement

Assess the remaining choices to ensure options
align with priorities, are doable and high-leverage.
Once choices have been “fail safed,” call for a
consensus.
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Taking Temperature:
 6 Thinking Hats
 Survey by Number
Decision Making:
 Fist of Five

Brainstorming

Purpose:
Brainstorming works by focusing on a problem, and then deliberately coming up with as many
solutions as possible and by pushing the ideas as far as possible. One of the reasons it is so effective
is that the brainstormers not only come up with new ideas in a session, but also spark off from
associations with other people's ideas by developing and refining them.
There are four basic rules in brainstorming intended to reduce social inhibitions among team
members, stimulate idea generation, and increase overall creativity:







No criticism: Criticism of ideas are withheld during the brainstorming session as the purpose
is on generating varied and unusual ideals and extending or adding to these ideas. Criticism is
reserved for the evaluation stage of the process. This allows the members to feel comfortable
with the idea of generating unusual ideas.
Welcome unusual ideas: Unusual ideas are welcomed as it is normally easier to "tame down"
than to "tame up" as new ways of thinking and looking at the world may provide better
solutions.
Quantity Wanted: The greater the number of ideas generated, the greater the chance of
producing a radical and effective solution.
Combine and improve ideas: Not only are a variety of ideals wanted, but also ways to
combine ideas in order to make them better.

Brainstorming Steps:






Gather the participants from as wide a range of disciplines with as broad a range of
experience as possible. This brings many more creative ideas to the session.
Write down a brief description of the problem - the leader should take control of the session,
initially defining the problem to be solved with any criteria that must be met, and then
keeping the session on course.
Use the description to clarify thinking and keep the group focused.
Encourage an enthusiastic, uncritical attitude among brainstormers and encourage
participation by all members of the team. Encourage them to have fun!
21








Write down all the solutions that come to mind . Do NOT interpret the idea, however you may
rework the wording for clarity's sake.
Do NOT evaluate ideas until the session moves to the evaluation phase. Once the
brainstorming session has been completed, the results of the session can be analyzed and the
best solutions can be explored either using further brainstorming or more conventional
solutions.
Do NOT censor any solution, no matter how silly it sounds. The silly ones will often lead to
creative ones - the idea is to open up as many possibilities as possible, and break down
preconceptions about the limits of the problem.
The leader should keep the brainstorming on subject, and should try to steer it towards the
development of some practical solutions.

Brainstorming Variations








One approach is to seed the session with a word pulled randomly from a dictionary. Use this
word as a starting point in the process of generating ideas.
When the participants say they "can't think of any more ideas,” give them 15 more minutes as
the best ideas sometimes come towards the end of a longer thought process.
Brainstorming can either be carried out by individuals or groups. When done individually,
brainstorming tends to produce a wider range of ideas than group brainstorming as individuals
are free to explore ideas in their own time without any fear of criticism. On the other hand,
groups tend to develop the ideas more effectively due to the wider range of diversity.
Keep all the generated ideas visible. As a flip chart page becomes full, remove it from the pad
and tape it to a wall as that it is visible. This "combined recollection" is helpful for creating
new ideals.
If the brainstormers have difficulty in coming up with solutions, you may have to restate the
problem in a different context, such as using metaphors or linking it to own knowledge.

The following brainstorming processes encourage richer brainstorming sessions when teams
lack trust and/or collaboration and inclusion are limited (Stage 1 and 2 of team building)




Brainstorming Cards. Each member individually, writes ideas on index cards- one idea per
card. Collect and shuffle the cards. Read and record one idea at a time. Until all ideas are
recorded. Ask members to verbally add to the list of ideas or suggestions once all written
responses are acknowledge and recorded.
Brainstorming Rounds. Give each member 3-5 chips, or pennies. Identify a recorder to
write down all ideas/suggestions on large paper. In Round One, each member places one chip
in the center of the table and, then verbalizes a single idea or suggestion. Members may
“pass” without contributing an idea/suggestion by placing chip in the center of the table. The
round is complete when all members have had the opportunity to contribute one idea or
suggestion. Repeat the process during remaining Round until all chips are spent. Then, open
the floor to any additional ideas of suggestions.
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Determining Root Cause

Root Cause—the deepest underlying cause, or causes, of positive or negative symptoms
within any process that, if dissolved, would result in elimination, or substantial reduction,
of the symptom.
Purpose: Root cause analysis is a structured team process that assists in identifying underlying factors or
causes of an event, such as an adverse event or near –miss. Understanding the contributing factors or causes of
a system failure can help develop actions that sustain corrections. Used in the analyze phase of problem
solving, the protocols help determine important antecedents (causes) of an identified problem that negatively
impacts progress.

5 Whys
Overview:
The Five Whys is a simple problem-solving technique that helps to get to the root of a problem quickly. The
Five Whys strategy involves looking at any problem and drilling down by asking: "Why?" or "What caused
this problem?"
While you want clear and concise answers, you want to avoid answers that are too simple and overlook
important details. Typically, the answer to the first "why" should prompt another "why" and the answer to the
second "why" will prompt another and so on; hence the name Five Whys.
This technique can help you to quickly determine the root cause of a problem. It's simple, and easy to learn and
apply.

Directions:
 Develop the problem statement. Be clear and specific.
 The team facilitator asks why the problem happened and records the team response. To determine if
the response is the root cause of the problem, the facilitator asks the team to consider “If the most
recent response were corrected, is it likely the problem would recur?” If the answer is yes, it is likely
this is a contributing factor, not a root cause.
 If the answer provided is a contributing factor to the problem, the team keeps asking “Why?” until
there is agreement from the team that the root cause has been identified.
 It often takes three to five whys, but it can take more than five! So keep going until the team agrees the
root cause has been identified.
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Tips:





Include people with personal knowledge of the processes and systems involved in the problem being
discussed.
Note that the Five Whys technique may not always help you to identify the root cause. Another
technique you might consider is the fishbone diagram
The fishbone diagram forces you to think broadly across various categories that could be causing or
contributing to the problem

5 Whys Template
Problem Statement:
Problem Solving

One sentence description of event or problem

Why ?
Why ?
Why ?
Why ?
Why ?
Root Cause (s)

1.
2.
3.
To validate root cause, ask, “If we removed the root cause,
would this event or problem have occurred?”

Example:
Problem Statement: My car had a flat tire on my way to work.

Problem Solving
Why did I get a flat tire?

I had a flat tire on my car
You ran over nails in the garage

Why were nails on the
garage floor?

The box of nails on the shelf was wet; the
box fell apart and nails fell from the box onto
the floor
There was a leak in the roof and it rained
hard last night.

Why was the box of nails wet?

Why ?
Why ?
Root Cause (s)

Not needed- root cause identified
1. Leak in the roof
2.
3.
To validate root cause, ask, “If we removed
the root cause, would this event or problem
have occurred?”
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Fishbone, or Ishikawa, Diagram
A fishbone diagram is useful in brainstorming sessions to focus conversation. The design of the diagram looks
much like a skeleton of a fish. Fishbone diagrams are typically worked right to left, with each large "bone" of
the fish branching out to include smaller bones containing more detail.

Directions:
Create a head, which lists the problem or issue to be studied.
Create a backbone for the fish (straight line which leads to the head).
Identify at least four “causes” that contribute to the problem. Connect these four causes with arrows to
the spine. These will create the first bones of the fish.
4. Brainstorm around each “cause” to document those things that contributed to the cause. Use the 5
Whys to keep the conversation focused.
5. Continue breaking down each cause until the root causes have been identified.
6. After the group has brainstormed all the possible causes for a problem, the facilitator helps the group
to rate the potential causes according to their level of importance
1.
2.
3.

Fishbone Template

Type category here

Type category here

Type cause here

Type cause here
Type cause here

Type cause here

Type cause here
Type cause here

Type cause here

Type cause here

Type cause here

Type cause here
Type cause here

Type cause here

Type challenge
statement here
Type cause here
Type cause here

Type cause here
Type cause here

Type cause here

Type cause here
Type cause here

Type cause here
Type cause here

Type cause here
Type cause here

Type cause here

Type cause here
Type cause here

Type cause here
Type cause here

Type category here

Type category here
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Type cause here
Type cause here

Type category here

Interrelationship Diagraph

Purpose: Examine complex relationships as a first step in problem solving. The protocol explores
the causal relationship among groups of ideas. The tool is most useful when more than one cause
exists for one or more outcomes.
Problem: There is too much litter on the school grounds!
Step 1. Identify and list the potential causes on sticky notes. One idea per note.

Lack of respect for
others
2 in; 1 out

Catalyst

Lack of awareness
of impact
1 in; 2 out

Bottleneck

No follow thru
4 in; 1 out

1 in; 2 out
No consequences
Driver

Not enough places
to put garbage
2 in; 1 out

2 in; 4 out

Bottleneck

Step 2. Relate each pair of ideas. Ask, “Is there a relationship?” If the answer is yes, ask,
“Which comes first?” Draw arrow showing direction.
Step 3: Count the arrows. For every idea, count how many arrows point to it and how many
arrows come out from it.
Step 4: Label the results. Use the table below to label the results
Driver
Outcome
Bottleneck
Catalyst

Largest number of outgoing arrows
Largest number of incoming arrows
More incoming than outgoing arrows
More outgoing than incoming arrows; or an equal number

Step 5. Interpret the results
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Outcome

Affinity Diagram

Purpose: Affinity diagraming helps arrange ideas into useful categories and develop common
understandings. The diagram can hel break complex ideas into easy-to understand groupings
Materials: sticky notes, chart paper, markers
Procedures:
1.
2.
3.
4.
5.

State the issue, main idea or problem.
Individually, members generate ideas about the statement, writing one thought per sticky note.
Members place sticky notes on chart and to arrange the sticky notes by like-ideas.
Work with the members to create short titles for each categorized group.
If a decision needs to be made regarding the categorized groups or information generated, use
a consensogram to vote.

3 W’s and 1 H
Purpose: 3 W’s and 1 H stands for Who, What, When and How. The protocols is designed to
clarify planning details.
Materials: flip chart, markers, and sticky notes
Procedure:
1. Draw 4 large columns and label them Who, What, When, How
2. Begin by asking group members to brainstorm the exact steps necessary to complete the task.
Record tasks on separate sticky notes and post them in the What column
3. Ask the group to sequence the items in the What column
4. Ask the group to work together to complete the corresponding three columns for each What. (Who
will do the task, when will the task be completed and how it will be done)
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4 Corners
Purpose: Provides members with an opportunity to state their values and beliefs about important
issues relative to the topic. It forces participation to agree or disagree with statements.

Procedures:
1.
2.
3.
4.

Label four corners of a room: Agree, Strongly Agree, Disagree, Strongly Disagree
Make a statement.
Ask participants to physically move to a corner and together develop a position statement
Ask each group to present their point of view, trying to persuade others to join their corner
based on what they hear.
5. People can change their minds and move to a different corner at any time.

Fishbowl

Purpose: Used to gather information regarding processes, planning, problem identification, goal
setting, reflection of processes, etc.
Procedures:
1. Place chairs in circle.
2. Ask selected members of the group to join the circle. Leave one chair open for a member of the
others to briefly join the circle to interject an idea or question in the conversation
3. Request the rest of the group to sit around the outside to listen and observe.
4. Begin the conversation by posing a question related to the discussion topic.
5. After a period of time, ask the observers to exchange places with members sitting in the circle.
6. Ask the observers to use examples from the conversation to share their insights
7. As a entire team, reflect on the observations and understandings.
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The Jones Window
Purpose: The protocol is used to identify actions and behaviors that support and inhibit positive
interactions, planning actions and problem solving.
Materials: Chart paper and sticky notes
Create the following large chart:
Start Doing

Do More

Keep Doing

Do Less

Stop Doing
Do Less

Procedure:
1. State the problem or topic for discussion and analysis
2. Individually, have team members identify and write actions/behaviors that positively and
negatively impact progress- one thought per sticky note.
3. Ask each member to individual place responses in the panes.
4. Discuss findings and next steps.
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PNI (Positive, Negative and Interesting)
Purpose: Encourage team members to view a situation from varying perspectives as a step in
consensus building and decision making,
Materials: 9 large charts, markers
Create 3 charts, titled Pros, Cons and Neutrals
Procedures:
1. Identify an idea for exploration or analysis.
2. Set up 3 large charts.
2. Divide the group into 3 teams (pro, con and neutral).
3. Ask each team to brainstorm ideas or thoughts based on the assigned perspective: Pros
brainstorm positive ideas; Cons list negative ideas; Neutrals list interesting ideas.
4. Rotate teams to the next chart. Pros list interesting ideas; Cons list positive ideas; Neutrals list
negative ideas
6. Rotate teams to the third chart. Pros list negative ideas; Cons list interesting ideas; Neutral list
positive ideas.
7. Display the charts and discuss responses to each of the charts
8. Have team members to review the responses.
9. Ask:
(a) What is positive about it?
Why should it be adopted?

How is it better? What is improved? What are the advantages?

(b) What is negative about it? How is it worse? What’s wrong with it? Where is it broken?
How does it fail to do? Why should we reject it?
(c) What’s interesting about it? How is it different? How does it intrigue you? What could be
done with it? How is it unusual? In what ways is it appealing? What if this were reality? What
does it remind you of? What if it came later earlier/later? What if it were more . . . ? What if it
were less . . . ? What are the possibilities? What’s unusual or odd about it? What strange thing is
this like?
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Switching Hats
Purpose: Help opposing sides to appreciate perspectives and view a problem or idea from different
perspectives.
Procedure:
1. State the problem or idea. (i.e. We are thinking about moving to open work spaces)\
2. Ask team members to go to an area in the room corresponding to their individual perception
of the problem or idea.
3. Each group prepares a clear, definitive statement of their position and selects a spokesperson
to represent the point of view
4. Have the spokesperson physically change groups and champion the opposite side’s position.
5. Lead the entire team in a discussion about what, if anything, has been added to their
understanding of the problem or idea.

Consensogram
Purpose: To gather perceptions of a group around a particular issue or question.
Often used to:




Assess views of the group.
Surface issues in a non-threatening way.
Measure change in a group over time.

Materials: Chart, sticky dots
Procedures:
1. Determine a question for the group that focuses them on the topic at hand. Write out the
question at the top of a piece of flip chart paper. Some examples:
o To what extent do you believe we are effectively integrating iPads in our classrooms?
o To what level do you believe we understand the Common Core Standards?
2. At the bottom of the chart, create likert scale (all the time to none of the time.OR highly
effective to highly not effective, use or percentages, 100%, 80%, 60%, 40%, 20%, 0%)
3. Ask participants to individually place dots above the measurement that most aligns with their
perception.
4. As a group, discuss findings and evidence that supports findings.
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Force Field Analysis

Purpose: Force Field helps groups analyze in advance the forces that may support an objective or
solution and what forces create barriers, impede or resist it.
Procedure:
1. Identify and state an objective or solution to be analyzed.
2. Create a large T-Chart on a chart paper. (See below)

Driving Forces

Restraining Forces

3. Brainstorm with the group the forces that promote or encourage the achievement of the objective
or solution and record them on the left side of the T
4. Brainstorm the forces that may hinder or restrain achievement of the objective or solution and
record them on the right side of the T
5. Help the group identify ways to strengthen the driving forces and ways to reduce the negative
forces. It is more important to limit the restraining forces tan to increase the driving forces.
6. Brainstorm with the group the forces that promote the objective or solution and record them on the
left side
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Edward de Bono’s 6 Thinking Hats
Purpose:
 Examine a problem or opportunity from a variety of perspectives.
 Show appreciation for diversity
Directions:
 Using the Blue Hat, explain the process.
 Review the focus of each Thinking Hat.
 Guide the team through a series of questions around the topic, idea or problem, beginning
with the White Hat.
The White Hat calls for information known or needed. "The facts,
just the facts."
Ask: What are the facts?
The Yellow Hat symbolizes brightness and optimism. Under this hat
you explore the positives and probe for value and benefit.
Ask: What are the benefits?
The Black Hat is judgment - the devil's advocate or why something
may not work. Spot the difficulties and dangers; where things might
go wrong. Probably the most powerful and useful of the Hats but a
problem if overused.
Ask: What are the challenges? What could possibly go wrong?
The Red Hat signifies feelings, hunches and intuition. When using
this hat you can express emotions and feelings and share fears, likes,
dislikes, loves, and hates.
Ask: How does this make you feel?
The Green Hat focuses on creativity; the possibilities, alternatives,
and new ideas. It's an opportunity to express new concepts and new
perceptions.
Ask: What other ideas or possibilities to you see?
The Blue Hat is used to manage the thinking process. It's the control
mechanism that ensures the 6 Thinking Hats guidelines are observed.
Ask: Do we understand our goal when using this process? What
is the next Thinking Hat question to explore?
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Winnowing and Narrowing Options
Purpose: Identify the most important options following a brainstorming. The process consists of
three strategies: (1) Winnowing the list to a manageable number; (2) Narrowing to the top choices;
(3) Prioritizing and selection the top one or two from the narrowed list.
Tools
Fist of Five

Spend-a-Dot

Divide by Three

Secret Ballot

Spend-a-Buck

Cast Five Votes

Stack the Deck

10-5-2-1

Advantages and
Disadvantages
Chart

Procedure
Ask members to hold up hand with extended fingers indicating degree of
consent. Fist means no consent (I do not agree and cannot give consent). Five
fingers mean total consent. Ask those with fist what, if any, change could be
made to move to 1-5 degrees of consent.

After brainstorming, give everyone colored dots to “spend” The number of
dots should represent approximately 20-30% of the total ideas posted- but
not more than 10 dots. Individually, place dots by top ideas. Discuss
findings. Circle those with highest counts.
After brainstorming, divide the number of items on the list by three. Each
person receives that number of choices and may distribute them in any way
desired. The items chosen most often represent the group’s priority list.
After brainstorming, number each of the items on the list. Participants
indicate their choices by writing their chosen numbers privately on paper.
The results are tabulated by two or more people, This technique is useful if
some members are intimidated by others or if there are some domineering
members.
After brainstorming, give each member one dollar to be spent across
several different choices. Members may distribute is any they wish, from
allocating the full dollar to one item, or 10 cents to each of 10 items.
After brainstorming, members are given 5 votes that can be distributed any
way they wish- all votes for one idea, one vote per each of five ideas, or a
variety of other options. Once the voting is completed, remove items that
receive 0-1 votes and repeat the process. Repeat the process until 1-2 ideas
surface.
Give all participants ten 3 x 5 index cards and ask them they write their 10
most important selections from a list of brainstormed ideas- only one
choice per card. Lay the cards on the table. Then, have everyone stack
their deck-placing the most important card on top, followed by the next
important, followed by the 3rd, etc. Each person shares out his/her top two
or three cards. Record and discuss.
Give group members ten 3 x 5 index cards and ask them to select from a
brainstormed list their 10 top choices. Write them on the cards. Then,
have each members go through the ten cards and select the 5 cards they
most prefer. Then, have each member select his/her top two of the five and
then the top choice. Go around the group and ask each member to share
out the his/her top one or two ideas or choices. Write on a large chart.
Used to evaluate and reduce the top ideas/options under consideration.
Create a large T-Chart for each top idea/option. Label the sides
“Advantages” and “Disadvantages.” Record group members identified
advantages and disadvantages associate with each option. Attempt to gain
consensus on a single idea/option.
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Multi-Voting

Multi-voting is a structured series of votes by a team, in order to narrow down a broad set of options
to a few.
1. Generate a list of items (see directions for Brainstorming).
2. Combine similar items into groups that everyone agrees on (see directions for Affinity Grouping).
3. Number each item.
4. Each person chooses one-third of the items. This voting can be done in a number of ways:
a) Private Vote. Each person submits their votes privately to the facilitator to tally
b) Public Vote. Each person shares their votes publicly and facilitator tallies the votes
c) Spend-a- Dot.

Each person places a colored dot next to displayed choices of

5. Tally votes.
6. Eliminate items with few votes. The table below will help you determine how to eliminate the
number of items to eliminate.

Group size
(number of people)
3 to 5
6 to 10
10 to 15
15 or more

Eliminate choices with
votes fewer than
2
3
4
5
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Survey by Number

\
Purpose: To measure the degree of consent among members.
Procedure:
State a proposal for consideration
Members vote on an issue according to the following scale:
3 = Whole hearted support
2 = Support with reservations
1 = Support for specific parts
0 = No support for any part
If a vote of 2 occurs:
Ask the individual(s) to state the reservations
Identify any points, ideas, actions, etc. that he/she cannot support
If a vote of 1 occurs:
Ask the individual(s) to identify the points, ideas, actions, etc he/she can support
Ask participants who identify concerns with the proposal that he/she cannot accept to state the
proposal in terms that he/she can accept.
Repeat voting, if needed
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Grand or World Café Group Activity

Outcomes:






Create meaningful and cooperative dialogue around problems of practice and leadership
actions
Enhance capacity for reflective and collaborative thought
Build a common understanding about the opportunities and challenges unique to rural districts
Strengthen networks and open new opportunities for collaboration and sharing of ideas.
Share knowledge, experiences, new ideas and creative, innovative solutions

Preparation:
Identify 1-2 guiding questions per table to engage participants in conversation. Write the questions at
the top of the large poster paper.
4 large poster paper (1 per table)
4 Large colored markers ( 1 color per group)
Example Guiding Questions:
1. What are your greatest instructional leadership learnings this year?
2. In what areas did teachers experience the greatest success this year? What challenged
teachers the most, or what did teachers struggle with the most this year?
3. In what areas did your students experience the greatest success this year? What
challenged students the most, or what did students struggle with the most this year?
4. What are your greatest leadership learnings about structure, organization and culture
this year?
Introduce activity (5 minutes)
World Café (35 minutes)
Divide into color-coded groups.
As a group, visit four (4) assigned discussion tables. At each table, engage in conversation
about the guiding question. Discuss and record responses to the guiding questions at the top
of each sheet.
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Place a red dot to the left of any recorded responses made prior to your table visit that you
believe are important to note.
Time per table:
Table 1:
Table 2-4:

10 minutes
6 minutes each table

Facilitators, when all four (4) groups have completed responses, collect and display the posters at
the area of the room corresponding to the number on the posters
Gallery Walk (12 minutes)
To begin the gallery walk, report to the area of the room corresponding to the number on
your card. (i.e, If you started at poster 1, you will begin your Gallery Walk at area 1).
Individually, quickly review the posters and respond to questions on your note card. Repeat
the process at each area, 1-4. (Approximately 3 minutes per area)
Reflection (10 minutes).
Return to your original table to reflect and discuss the following questions. Facilitators, lead
discussion and record responses.
1. What responses have implication as a possible area of focus for the rural network?
2. What one question and responses did you find most compelling?
a. When reflecting on that question, what similarities and differences do you see
between the 2 sets of responses?
b. When reflecting on that question, what responses have implication for discussion,
reflection and/or action in your district?
Whip Around (5 minutes)
As a group, identify:
1. One key learning
2. One possible focus for rural network
Select a table spokesperson and be ready to share out.
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The Barbell Factory

Purpose:
The Barbell Factory Activity demonstrates the importance of:
 a clearly defined and shared vision
 empowered workers
 the continuous improvement cycle
 looking at the process as the problem and not blaming other issues.
Personnel: 1 person to act as manager, 1 inspector and 8 assembly line workers.
Materials: One large can of Fiddlestix ©, minute timer, 8 bags, chart stand, paper, markers, manila
folder with the script for the inspector and a picture of the finished product stapled inside, and
another folder with the script for the manager.
Pre-Activity Set-Up:
 Prepare eight bags of Fiddlestix © with assorted parts. Verify that no person has all of the
pieces required to meet production specifications (first two bags should not have any green
rods or round ends).
 Arrange 9 chairs in a circle, backs to the center. The Manager is in the center.
 The Inspector is seated in one of the chairs with a large empty box for any finished products
that meet
 specifications.
 Workers sit in the chairs in the circle, each with a bag of supplies.
Ask for volunteers from the audience to come forward and accept the factory positions below:

Manager: Person who oversees all aspects of the production.
The only dialogue that can be used by this person is:
“Work Harder”
“Work Faster”
“Make Barbells”
“Make More Barbells” (This is the script for the manger’s folder.)
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Inspector: Person is in charge of quality control. Co-trainer takes the inspector aside to train. He/She
is asked to look discretely at the product specification card and select those barbells that meet the
specifications exactly. Clarify that only barbells of this description will meet specifications. Inferior
products are rerouted into the system for rework and the inspector is to yell “Rework!” each time that
occurs. The inspector must stick to the script and cannot reveal specifications. The Manager doesn’t
like rework; it costs money.
Workers: Eight workers perform the tasks that it takes to produce a barbell. As workers take their
seats, remind them of the workers job description.
Job Description: To build barbells using assembly line procedures.

Spoken Instructions to Workers
“Do you all know what barbells look like?” Once all workers have confirmed that they are familiar
with barbells ask them to take a seat.
“Place the bag of supplies on your lap, but do not open it. The first person to the inspector’s left
will begin the process. He or she will take a part from their supply bag and pass it to the person
on his/her left. Each worker in the line may;
o Add one part,
o Delete one part, or
o Pass the product on down the line? “
When the product reaches the end of the line, the last workers will had it to the Inspector. The
Inspector will decide if the product meets specifications. If not, it will be sent back down the
line for rework. The production quota is 3 products in 3 minutes. Remember, we are in the
barbell business to make money. The Manager is responsible for ensuring that you work fast
and efficiently. No talking or fooling around on the assembly line, just add, delete or pass the
product down the line.”
Other participants are process observers. Their role is to watch, listen and be ready to report out
at the end of the process.
Round One-System One
Ask someone to time 3 minutes. Begin production of barbells. (It is highly unlikely that the workers
will be able to make 3 products that meet specifications in 3 minutes. Any that do meet specifications
should be put into the box beside the Inspector.)
Round One Debrief
Question the participants and process observers. Co-trainer will record responses on chart
paper.
“Workers, how did you feel?”
“Process Observers, What did you see?…hear?”
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Have participants draw an analogy of their responses and to that of the system at all levels:
classroom, school and district.
Basic Questions:
“What were the problems in this process that made it difficult (or impossible to
produce 3 barbells in 3 minutes?”
"What could be changed that would enable the group to make the allotted
number of barbells in the set time limit?”
Specific Questions
Leadership:
What was the role of the manager in the process?
What was the role of the inspector in the process?
Did the manager or the inspector help the workers be more successful in
barbells?
Whose fault was the failure of the system to produce the quota?

creating

Customer Focus:
Who are the internal customers of the process?
Did the workers understand or know what the other workers were doing in the system?
Process Improvement:
What was wrong with the system?
Next Phase: IMPROVING THE PROCESS
Workers will now be placed in System Two where the previous regulations no longer exist. The
production quota is still to produce 3 products (barbells) in 3 minutes, but they can also exceed
expectations.
Only instructions:
Workers must be ethical at all times.
Workers must use two minutes to plan before they begin to make 3 barbells in three minutes.
Round Two-System Two
Ask someone to stop timing when the workers have produced 3 barbells. Begin.
Round Two Debrief
Basic Questions:
“Workers, how did you feel?”
“Process Observers, What did you see?…hear?”
Specific Questions
Leadership:
Did the leader’s role change in the new system? How?
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Process Improvement:
What changes were made in the process?
What might we do with the extra time we saved with the new system?
What other activities might the workers be involved in?
Key Questions to Debunk Education Myths
“Would offering incentives like merit pay, employee of the month, a $5.00 per hour raise and
other forms of ‘bribery’ have helped the workers successfully make barbells in round one?”
No, the process was the problem. Money or rewards would not fix it.
“If the physical plant were enlarged, could the workers have been more productive?”
No, the process was the problem.
“If the leaders had been kinder/meaner could you have produced more barbells?”
No, the process was the problem. The leader was just working in a dysfunctional system.
“If I had fired all the workers and hired new ones with better attitudes, could they have been
productive in round one?”
No, the process was the problem.
“If extra workers had been hired, could you have produced barbells?”
No, the process was the problem; more people would not fix the system.
“If I had extended the work day (school year) in round one, could you have produced barbells
to specifications?”
No, the process was the problem.
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Creating a Shared Vision

What is a Vision Statement?
A vision statement is an aspirational description of the preferred future a team/organization seeks to
create. It answers the question, “What do we really want?” Visioning generates a common direction,
hope, and encouragement; offers possibility for fundamental change; and generates creative thinking
and passion. A clear vision serves as the foundation for a mission statement, goal setting, and action.
A Vision Statement Should:
 Be created based on the “future” state


Motivate and inspire



Encompass fundamental beliefs and values



Lead to distinctiveness



Be succinct, clear, and unambiguous



Be supported by the mission, goals, and organizational culture

Options for Creating a Vision Statement:
You can begin creating a vision with your team by imagining the ideal future state for the team or
organization. Identify what you really want to accomplish and what would inspire people and make
them feel proud.

Option 1 – Creative Exercise
Step 1 – Individual Expression:
Have each team member capture their vision, utilizing a creative method that is comfortable for them.
Examples include: drawing, poetry, storytelling, etc. This may be a stretch for some, but it is
important because visioning is born from the creative process.
Step 2 - Identify Themes:
Come together as a team to share individual contributions from the creative exercise. Use flip chart
paper to list patterns and themes that emerge, looking for common words and images. As a team,
discuss how these themes might fit together to create a unified vision.
Step 3 – Write Vision Statement
As a team, write a vision statement, based on the patterns and themes that emerged.
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Option 2 – Large Group Brainstorm
Step 1 – Individual Preparation
As an individual exercise, ask team members to complete a worksheet including at least the following
four questions. Individuals may list any words, phrases, or ideas that come to mind. This exercise can
be done as pre-work or at the beginning of your visioning meeting.





How will the team/organization look?
How will the team/organization feel?
How will the team/organization operate?
How will the team/organization act?

Step 2 – Flip Chart Capture
For each question on the worksheet, use at least one sheet of flip chart paper and have team members
call out ideas that relate to that question from their individual preparation. Do not edit at this point.
Suggestions should be noted and recorded until the energy level in the room begins to drop or as time
permits.
Step 3 – Identify Themes
Post large sheets of captured items around the room and give everyone the opportunity to look at each
sheet. As a team, identify patterns and themes that emerge, looking for common words and repetition.
Discuss how these themes might fit together to form a unified vision.
– Write Vision Statement
As a team, write a vision statement, based on the patterns and themes that emerged.
Vision Statement Examples:
 To make a contribution to the world by making tools for the mind that advance humankind. Apple
 To be the gold-standard specialty coffee and tea company in the world with brands that attract
a highly dedicated and loyal customer following. – Peet’s Coffee and Tea
 Our vision is to leave a sustainable world for future generations. - The Nature Conservancy
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Developing a Mission

What is a Mission Statement?
A mission statement is a written, specific, easy-to-remember sentence, short list of bullet points, or
paragraph (50 words or less) illustrating an organization’s purpose and goals. The mission statement
functions as a guiding tool for critical decisions that affect the direction of your team/organization,
and articulate the specific action(s) necessary to realize the vision.
A Mission Statement Should:
 Express your organization’s core purpose in a way that inspires support and ongoing
commitment


Motivate those who are connected to the organization



Be articulated in a way that is convincing and easy to grasp



Use proactive verbs to describe what you do



Be free of jargon



Be short enough so that anyone connected to the organization can readily repeat it

Creating a Mission Statement:
When developing a mission statement, be sensitive to the process as well as the end result.
Brainstorming and creativity take time, so don’t rush the process. Here are five steps to help you:
Step 1 – Individual Preparation
Using a worksheet with at least the following three questions, ask individuals to list any words,
phrases, or ideas that come to mind with respect to the team/organization and these questions.


Statement of Purpose: What are the opportunities or needs that we exist to address? Who do
we serve?



Statement of Strategy: What are we doing to address these needs? What is our unique
contribution?



Statement of Value: What principles or beliefs guide our work?
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Step 2 – Flip Chart Capture
For each question on the worksheet, use at least one sheet of flip chart paper and have team members
call out ideas that relate to that question from their individual preparation.
Do not edit at this point. Suggestions should be noted and recorded until the energy level in the room
begins to drop or as time permits.
Step 3 – Identify Themes
Post large sheets of captured items around the room, and give everyone the opportunity to look at
each sheet. As a team, identify patterns and themes that emerge, looking for common words and
repetition. Discuss how these themes might fit together to form a mission statement.
Step 4 – Sub-team Drafts
Create sub-teams of 3-4 members to each write a first draft mission statement for the team, based on
the patterns and themes that emerged.
Step 5 – Large Group Draft
Bring the entire team together to share the sub-team mission statements, and then build from those a
single mission statement for the entire team.
If time allows, the team may continue the discussion to arrive at a final, polished version of the
statement. Equally effective, a sub-team may be assigned to make revisions and bring the statement
back at a later time for final approval by the entire team.

Mission Statement Examples:




Apple is committed to bringing the best personal computing experience to students, educators,
creative professionals and consumers around the world through its innovative hardware,
software and Internet offerings. – Apple
To enable and inspire customers to enjoy the daily pleasure of Peet’s coffees and teas by
providing distinctive, superior products, superior coffee and tea knowledge, and superior
service to every customer, every day. – Peet’s Coffee and Tea
The mission of The Nature Conservancy is to preserve the plants, animals and natural
communities that represent the diversity of life on Earth by protecting the lands and waters
they need to survive. - The Nature Conservancy
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Visioning Protocol-Instructional
Created by R. Elmore, C. Bocala, M. Forman & L. Stosich (2013)
Purpose: The Visioning Protocol is designed to support school leadership teams in developing a
shared vision for instruction.
Materials: 2 pieces of chart paper, post-it notes, and markers.
Label charts: “Where are we now?” and “Where are we going?” and label quadrants (See below)

What does it look like?

What does it sound like?

What is the teacher doing?

What are the students doing?

Step 1. Where are we now?
Individually, on separate post-its, respond to the following questions
In your school…


What does instruction look like?



What does instruction sound like?



What do you see the teacher doing?



What do you see the students doing?

Step 2. As a team, place post-its on the chart.
Ask one member to read aloud all contributions, and discuss whether any should be added, removed,
or changed.
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Step 3. Where are we going?
Individually, on separate post-its, respond to the following questions
If you were to realize your vision for ambitious teaching and learning in classrooms at your school…


What would it look like?



What would it sound like?



What would the teacher be doing?



What would students be doing?

Step 4. As a team, place your post-its on the chart
Ask one member to read aloud all contributions, and discuss whether any should be added, removed,
or changed.

Step 5. Come to agreement about your vision for instruction.
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Developing a “Problem of Practice”
Created by R. Elmore, C. Bocala, M. Forman & L. Stosich (2013)

The Problem of Practice is intended to focus the attention of the school on an instructional challenge
that you care about and believe that addressing would lead to meaningful improvements in the
instructional core. Focus questions are designed to guide the Instructional Rounds visit. They should
address specific aspects of the instructional core on which you would want observational data to help
you understand your Problem of Practice.
School identifies a problem of practice that:






focuses on the instructional core,
is directly observable,
is actionable,
connects to a broader strategy of improvement, and
is high-leverage

Examples adapted from Lee Teitel’s book (2013), School-based Instructional Rounds: Improving
Teaching and Learning Across Classrooms
Example 1:
Problem of Practice:
On the state assessment, most students are passing, but only half the students are in the proficient
category, with few in advanced. Data analysis shows that across content areas students are scoring
lower on open-ended questions than short-answer or multiple-choice questions, which is consistent
with what teachers notice on class work. Students struggle with independently articulating their
thinking and applying their learning in new contexts.
Focus questions:
What is the task?
In what ways do you see students articulating their thinking orally or in writing?
Example 2:
Problem of Practice:
Students’ weak writing skills prompted us to take a close look at writing instruction. Visiting
classrooms, we found that writing is being taught “in stealth.” Students write, the teacher reads their
work and may or may not give feedback, and students may or may not respond to this feedback. We
agreed as a staff to engage students in more writing and have students share their work with their
peers more. We have also engaged in PD about teaching writing.
Focus questions:
What are the writing strategies that students use across content areas?
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What is the evidence that students are thinking critically about their own writing and their peers’
writing?
Example 3:
Problem of Practice:
Students are having trouble comprehending academic information and successfully using the
information they have learned, through reading and other activities, to complete assigned work that
requires them to apply their learning in more demanding ways than remembering. We think that
students’ weak understanding of academic vocabulary is making it more difficult for them to apply
their learning. We have conducted several trainings to encourage students to use academic
vocabulary in class.
Focus questions:
What strategies are teachers using to help students learn and use academic vocabulary in class?
How are students using academic vocabulary during literacy (reading/writing/speaking)?
Example 4:
Problem of Practice:
Seventy percent of our students in special education did not pass the state test last year. In particular,
they did not do well in the open-ended questions in both math and English language arts. In many
cases, they left those problems blank. We may not be providing these students with enough practice
on open-ended questions. We may be providing too much assistance so that when they have to tackle
these prompts on their own, they do not know where to start.
Focus questions:
What kinds of tasks are students being asked to do?
What are the different ways you see students being assigned work in class?
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Meeting Agenda Template
Agenda
Date:

Time:

Meeting Objectives/Outcomes:
1.
2.
3.
Next meeting logistics:

Process Observer

Materials needed:

Time Keeper:

Agenda Item

Process

Time

Team Members:

Facilitator(s)

Welcome

Agenda review

Next Steps:

Processes:
Agenda review Welcome
Clarification
Problem solving
Brainstorming

Information sharing
Reflection
Evaluation
Analyzing

Information getting
Decision making
Planning
Assessing
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Identification
Planning
Data collection
Extension of learning

Issues and Ideas Bin or Parking Lot

Purpose: The tool allows information gathering and allows anonymous input and feedback.
Procedure:
1. Create a large chart and title: Issues and Ideas or Parking Lot
2. Encourage individuals to write sticky notes as ideas, questions or requests for information are
identified.
3. Facilitator visits the chart, periodically, and address notes as they relate and benefit the discussion,
actions, etc.
Note: It is important that all notes be recognized, either during the meeting, or at a designated later
date.
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Snapshot Note-Taking
Template
Date

Date

Date

Team Members:

Team Members:

Team Members:

Agenda Items

Agenda Items

Agenda Items

Decisions/Agreements

Decisions/Agreements

Decisions/Agreements

Items to Revisit

Items to Revisit

Items to Revisit

Recorder:
Recorder:

Recorder:
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