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When it works, the school leadership team can be the catalyst for creating this shared vision. Effective team members, while representing the concerns of their own constituencies, work closely with others to craft educational strategies that focus on student’s needs, and regularly communicate those strategies to their constituencies and the school community as a whole.
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1995-1999
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Making Participation Meaningful

Electing the members of any School Leadership Team is always the first step to building a vibrant collaborative school culture. The School Leadership Team is the place where the major stakeholders of a school community join together as partners to create lasting foundations that will support student achievement beyond their own tenure.

However many teams are derailed by their inability to come together and coalesce as a functioning unit. Working as a group does not happen by sheer will. Many teams suffer from a lack of understanding of the “group dynamics” at team meetings. The dynamics of a group or team can shape how its interactions produce outcomes, positive, negative or non-existent. Even the most altruistic and highly-functioning team will, from time to time, suffer from verbal and physical miscommunications that can “derail” a team. “Derailments” can foster an environment that breeds mistrust and discontent. 

Working as a team requires a set of perceptual filters by which the members of the team make sense of what is happening at any given time. The central underlying premise of “group dynamics” is that the whole is greater than the sum of its parts; that as a team we can make better decisions (in the best interests of our students) than if we worked separately from one another. 

A team’s most valuable asset are its members. When a school leadership team develops norms of respect and trust, it will function better. When members of the team are not engaged for any variety of reasons, the levels of participatory input can be as mentioned previously, derail the team and cause friction among members. 

This workshop is designed to familiarize you with some fundamentals of participation theories and group dynamics; that can help your team grow and function at a level that will support student achievement and help shape a path that will make participation more meaningful for everyone.

























Team Development: Review

Chancellor’s Regulation A-655 (Article III) 

COMPOSITION
A. Size of the Team
All SLTs should have a minimum of ten members and a maximum of 17 members. In determining the size of the team, budget allocations must be considered.

B. Mandatory Members
The three mandatory members of the SLT are the school’s principal, the Parent Association/Parent-Teacher Association (PA/PTA) President and the United Federation of Teachers (UFT) Chapter Leader, or their designees.

C. Non-Mandatory Members
In addition to the mandatory members, SLTs must include other parents and staff (pedagogic and/or non-pedagogic) from the school. SLTs must have an equal number of parents and staff.


	The Team: P.S. XYZ

	J. Arcuri
	Principal
	Mandatory/Staff

	R. Jones
	UFT Chapter Leader
	Mandatory/Staff

	L. Sui
	PA/PTA President
	Mandatory/Parent

	B. Applegate
	UFT
	Staff 

	F. Franz
	UFT
	Staff

	C. Boardi
	DC-37
	Staff

	J. O’Connor
	Parent
	Parent

	S. Akuba
	Parent
	Parent

	G. Garcia
	Parent
	Parent

	A. Heath
	Parent
	Parent

















Team Development: Meaningful Participation
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Based on the cartoon above describe below what your thoughts on the conversation these gentlemen are having.






Team Development: Meaningful Participation
Participation is a process in which people have to think through what they want, consider some option, and work through what should happen. To in encourage meaningful participation think of it a strategy.



	3 Things To Consider - Assessment

	1. Level of Participation
	Discussion
Actuation
Implementation
Feedback Cycles 

	2. Process
	Building Consensus
Consultation
Survey
One on One 


	3. People
	Chair person
Recording Secretary
Time Keeper
Principal
PA/PTA President
UFT Chapter Chair
Staff/Parent Member





· There are different levels of participation appropriate for different situations, and it is important to decide what is important to you.
· One School Community – Many Stakeholders
· Participation takes time.
· You must be clear about the part you play in the process 
· All these issues influence which methods you should use.














Team Development: Meaningful Participation
1. Level of Participation
































· Information - The leader tells team members what is planned.
· Consultation - The leader offers team members a number of options and listens to the feedback.
· Deciding together - The leader encourages team members to provide some additional ideas and options, and join in deciding the best way forward.
· Acting together - The leader facilitates a discussion, and team members decide what is best, then all work together to carry out the vision.









Team Development: Meaningful Participation
[image: ]2.  Life Cycle

Initiation – The beginning of a collaborative project. 

Preparation – Thinking through the process. What and or who is needed.

Participation – Providing the team with the necessary tools to complete or involve others in the project.

Continuation – What happens in this will depend very much on the level of participation. How is project sustained?



	
	Critical Questions

	Initiation
	What or who is initiating the process? Who are key the players?
What level of participation is appropriate? Who is needed?  What is the desired outcome? How will we judge/measure success?

	Preparation
	What is the outcome? Can we improve on past initiatives? What do we know? What do we not know? What are our thoughts on this subject/project? How do we get buy-in? What are our strengths? What needs to be developed? What is our timeline? What are the ground rules?

	Participation
	Are we providing opportunities to involve constituents? What do people know; what do they not know? Is the information too little or too much? Is the request to great or too small? What is expected? What are the gaps that can be filled? How do we broaden our own perceptions and perspectives? Do we have in opportunities for reflection and appraisal?

	Continuation
	Did we do what we set out to do?
Were the key stakeholders happy with the level of involvement?
Have we reported back to people on the outcomes?
Are responsibilities clear for carrying projects forward?
Are there major lessons we can learn for the next time? Do we need to broaden outreach to include more voices, perception and perspectives? How do we recruit others to join the process?












Team Development: Meaningful Participation
3. Personnel Mechanics

Some people will want - or demand - more involvement than others. Others will wish not to be involved. Identifying these different individuals – team members - and negotiating the appropriate level of participation for each is important.

Before starting a participation process it is important to reflect on the role you have in the process. The way you act may be influenced by what resources are at your disposal, to whom you are answerable, or the environment. People's attitudes to you will certainly be influenced by the role and power they think you have. If you are in a position of formal authority, you need to be aware of how that authority is an unspoken factor in perception of your participation. It is also essential to clarify the purpose of meaningful participation - because that will determine which stakeholders benefit.
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Team Development: Meaningful Participation
3. Personnel Mechanics

The benefits and or challenges of participation will be seen differently by those involved. However, the general benefits often include:

· People who feel they have a say are more likely to be positive about proposals and outcomes.
· Fresh ideas, creativity and innovation can emerge and grow.
· Increase opportunities to build resources.
· People are far more likely to be part of a long-term solution if they have some ownership of the early ideas.
· Involvement on one project or program builds understanding, trust and confidence which may be important on other occasions.

Besides these benefits of a better “product” or outcome are the “process” benefits of helping develop people's confidence and skills. These are most likely to occur when:

· Everyone agrees on the appropriate level of participation.
· There is a common language to discuss issues and develop ideas.
· Appropriate methods are used to get as much agreement as possible on desired outcomes.






3X3 Challenge

As a team, put the numbers above into the 3X3 grid below so that any line of three numbers in the grid adds up to the same amount.



	1
	2
	3
	4
	5
	6
	7
	8
	9





	
	
	

	
	
	

	
	
	















Team Development: The Team

Working together in groups can be a great experience or one filled with stress and anxiety. The success of group work depends largely on the trust developed among group members and the respect they show each other. When an individual has had a positive experience in a group, he/she is more likely to take risks, ask questions, and share ideas that will benefit the total group.

[image: ]Think of times when you have been a part of a team or group that you found to be a rewarding experience. What made that experience rewarding? Was the outcome or objective achieved?
[image: ]
Think of times when you have been a part of a team or group that you found it to be an unrewarding experience. What made that experience so unrewarding? Was the outcome or objective achieved?


	Rewarding Experience
	Positive Elements
	Unrewarding Experience
	Negative Elements

	
	
	
	


















Team Development: Action Steps 

The first few meetings of the year are an opportunity to establish new ties among team members and to acclimate new members to the team. It is also a time to reacquaint the team with the mission, goals, and responsibilities of an SLT.
[image: ]


Action Steps - Forming to Storming
Set a Mission
Establish Goals
Define Roles
Recognize need to move out of “forming” stage.
Leader must be directive.
Develop ways to build trust
Take chances
Share common tasks to complete
Decide to commit to the team


CEP Development
Build the context and foundation for discussions 
Review CR A-655
Review Teams Bylaws 
CEP 
Title 1 
Review NYSED accountability status. 
Ensure that meeting dates work for members of the team, 
Commit to work of the team.
Review Shared Decision Making Process







Team Development: Action Steps

As the team meets, differences in personalities will begin to show, but so will alliances and agreements; this creates opportunities to establish and create conflict resolution mechanisms.


Action Steps – Storming to NormingStorming
Action Steps

Agree on team member roles and responsibilities
Listen to each other
Meet regularly
Have a clear vision for success
Actively engage in feedback cycles
Build trust by honoring commitments 


CEP Development
Review and monitor data and progress 
Make adjustments as necessary
Solicit feedback from constituent groups 
Use iPlan Online Document Editor to make real-time updates
Discuss and plan opportunities for team and professional development































Team Development: Action Steps

The purpose of the team is clearer and the team enjoys a certain level of success and satisfaction in what it has accomplished thus far. The confidence of the team grows and it begins to self-regulate to group norms.
[image: ]

Action Steps – Norming to Performing
Maintain traditions
Praise and flatter each other
Self-evaluate without a fuss
Share rewards and successes
Communicate all the time
Delegate freely within the team commit time to the team
Keep raising the bar – new, higher goals
Train to maintain team spirit


CEP Development
Continue to review data as it becomes available
Share information
Solicit feedback from constituent groups 
Incorporate feedback from team members and constituent groups into the work of the team
Use iPlan Online Document Editor to make real-time updates as needed.
Discuss and plan opportunities for team and individual professional development





























Team Development: Action Steps

The team is functioning at a high level. Benchmarks are being evaluated and being revised as needed. Successes are beginning to materialize. The atmosphere is relaxed and purposeful. Confidence, trust and respect are the characteristic hallmarks of team discussions and interactions.

Performing
Action Steps

CEP Development
Assess the effectiveness of the previous S/CEP 
Which goals were accomplished which ones were not?
Examine ways goals can be established better
Assess effectiveness of the Parent Involvement Policy (PIP)
How well aligned was the PIP to the CEP?
Assess the effectiveness of the budget alignment to the goals of the CEP
Begin to draft new S/CEP 
What elements should be transferred from one document to the next?






















The 6 Group Dynamics of High-Performing Teams

In an age where all of us are communicating more and more through electronic devices instead of actual conversation, teamwork suffers.

ETHAN HALE 07.17.12 12:10 AM

[image: ]Pixar, the company that gave us the Toy Story blockbusters as well as The Incredibles, Monsters, Inc. and the current mega-hit Brave, is one of the most successful movie studios of all time. Much of its unprecedented string of critical and box-office hits is due to its incredible level of teamwork. The priority is always to produce the best possible end result, no matter whose toes get stepped on.  
Toy Story 2, for example, was more than three years into production and was virtually completed when all the work was thrown out and the studio started from scratch. The movie went on to become one of its most acclaimed and successful movies.
So—how did Pixar create a culture that boasts an incredible level of teamwork in an industry that's noted for huge combative creative egos?

Many at the company give the credit to Steve Jobs, who funded the company in the early years and eventually assumed ownership. Jobs personally supervised the design of the company's office building in 2000, and originally, employees thought Jobs had ended up wasting a huge amount of space by insisting that a large atrium anchor the interior central area of the building. And he insisted that atrium area contain the meeting rooms, the cafeteria and, most critically, the bathrooms.

In other words, at some point in the workday, everyone at Pixar would have to pass through the atrium. Brad Bird, then one of Pixar's top directors, said that Jobs "realized that when people run into each other, when they make eye contact, things happen. So he made it impossible for you not to run into the rest of the company."

In an age where all of us are communicating more and more through electronic devices instead of actual conversation, teamwork suffers. As Jobs said, "There’s a temptation in our networked age to think that ideas can be developed by email and iChat. That’s crazy. Creativity comes from spontaneous meetings, from random discussions. You run into someone, you ask what they’re doing, you say ‘wow,’ and soon you’re cooking up all sorts of ideas."

Jobs strategically harnessed the power of high interaction in this new high tech enterprise. He may have come to this conclusion based on instinct, but science has recently backed it up. At MIT's Human Dynamics laboratory, they identified the group dynamics that high-performing teams share. They include:







· Everyone on the team both talks and listens. No one dominates the conversation.
· The interactions are energetic with a lot of face-to-face communication.
· People connect with one another directly - not just with or through the team leader.
· Side conversations are carried on within the team.
· People from time to time go outside the group and bring relevant outside information back in.
· Individual contributions/talents are less important than successful communication patterns

The primary MIT finding, however, backs Jobs up completely; the most valuable form of communication is face-to-face. Conference calls and videoconferencing are the next most effective, but lose value as more participants are included.  

Optimizing teamwork shouldn't be just an internal priority for a company. Bonds must be created both with clients and vendors to achieve true strategic objectives; otherwise, distrust and negativity can disrupt relationships. Those bonds can't be created through email and phone texts (the least effective team communication methods, according to MIT). They come about through in-person human interaction—you know, what we used to do before they invented phones and computers.

When you type less and talk more to colleagues, you empower real teamwork to take place. And that can take your enterprise, as our old friend Buzz Lightyear used to say, "To infinity and beyond!"   
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*David Wilcox is a print journalist, blogger and a consultant in regeneration partnerships and community engagement, and for the past few years have focused on how to mix face-to-face and online activities for collaboration, that he calls that social reporting. Chief contributor to Partnership Online.
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