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The Adaptive School:  
A Sourcebook for Developing Collaborative Groups  

(Third Edition), 2016 
By Robert Garmston and Bruce Wellman 

 
Study Guide by 

Michael Dolcemascolo &Carolyn McKanders   
Directors Emeritus, Thinking Collaborative  

 
About this Guide 
 
This Study Guide offers a structured journey through the concepts and strategies 
presented in The Adaptive School: A Sourcebook for Developing Collaborative 
Groups (Third Edition) by Robert J. Garmston and Bruce M. Wellman. 
Collaborative groups engage in two ways of talking, one of which is dialogue, 
with understanding as an outcome, and discussion, with decision as an outcome. 
This Guide is intended to support study groups who are interested in extending 
their understanding and application of Adaptive Schools concepts and strategies, 
while deepening their dialogue and discussion skills. 
 
The Study Guide is divided into sections according to the Sourcebook chapters. 
Each Study Guide section is organized in three phases: Activating and Engaging, 
to focus mental energy on the key topics in the chapter and invite inclusion of 
Study Group members; Exploring and Discovering, to mutually construct 
meaning and potential applications of the material in the chapter; and Organizing 
and Integrating, to reflect upon and summarize the key ideas in the chapter. 
These function as a framework for the design of each Study Group session.  
 
As you work flexibly with this Guide and the needs of the group, choose from the 
list of strategies in Appendix A of the Sourcebook pages 197-288. A variety of 
potential Inclusion strategies begin on page 215, under Activate and Engage, 
ideas to open Study Group sessions. Page 227 begins a classification system 
which includes options to “Process Text and Information,” strategies perhaps 
most appropriate for your Study Group during the Explore and Discover phase. 
Page 281 begins the “Summarize” section of Appendix A, offering potential 
strategies to Organize and Integrate the learnings of the Study Group session. 
While each section of the Study Guide offers “Hints & Tips” of strategies to use, 
the group may choose from the many options in the Sourcebook.  
 
Readers should be aware that the descriptions of strategies, in addition to being 
in Sourcebook Appendix A, can also be found on the Thinking Collaborative 
website, www.thinkingcollaborative.com, and the Adaptive Schools mobile app. 
 
Please be responsive to your group’s unique needs as you use this resource.  
You may for example consider the activities, questions and prompts as 
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recommendations, modifying them as appropriate. We have designed each 
session for a 60-90 minute timeframe.  
 
You may decide to use the chapter guides sequentially, beginning in chapter one 
and continuing throughout the book, or you may find certain chapters 
immediately compelling and want to go to those first.  Should you choose the 
latter, be aware that the study suggestions for some chapters will refer you to 
earlier chapters. 
 
In any event, consider this your personal resource. If you feel moved to offer 
comments or recommendations, we would be pleased to hear from you.  Email 
Study Guide authors Carolyn McKanders or Michael Dolcemascolo should you 
wish to respond: Carolyn.mckanders@gmail.com, 
michaeldolcemascolo@gmail.com 
 
We would like to express our deepest appreciation to colleagues Jane Ellison 
and Christine Zimmerman for their editing support, and to Bob and Bruce for their 
continuing inspiration. 
 
With our wishes for your continued success, 
Michael Dolcemascolo and Carolyn McKanders  
Directors Emeritus 
Thinking Collaborative 
January 2017 
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Suggested Format for Study Group Sessions 
 

• Post a charted agenda, including the Essential Questions, for each 
session; 

• Each session is designed for a 60-90 minute timeframe; 
• Arrange the room for collaborative conversation (see pages 74-78); 
• Post a chart of the 7 Norms of Collaboration (or the “Adaptive Schools 

Banners,” available from www.thinkingcollaborative.com/shop/page/2/); 
• Begin with an “Inclusion Activity” to bring everyone’s voice into the room 

(Sourcebook p. 113, “Developing Inclusion,” and pp. 215-221 for strategy 
options); 

• Offer strategies using the What, Why, How format, offering the name and 
brief description of the strategy to be used, the reasons or purpose for 
using it, and the directions or steps for the strategy, visually available 
whenever possible (see Sourcebook page 198); 

• Set personal and group goals around practice of the Norms, for example 
focusing on one Norm for each session (Sourcebook page 42); 

• Use “Text as Expert,” referencing the Sourcebook whenever appropriate; 
• Assign readings and set next agenda at the conclusion of each session; 
• Rotate Facilitator and Recorder roles for each session, and even within a 

session when appropriate; 
• Engage in personal/group reflection on use of Norms (see Appendices B 

through E.) 
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CHAPTER ONE  
What is an Adaptive School? 

 
Setting Up the First Study Group Meeting 
 

• Review the “Suggested Format for Study Group Sessions,” page 4 of this 
Guide; 

• Collaboratively set and chart a clear purpose for the Study Group; 
• Check in with the group regarding possible Working Agreements; 
• Consider a more in-depth Inclusion Activity, like Grounding (Sourcebook 

page 220), for this first session. 
 
Essential Questions 
 
What is an adaptive school? 
 
Given that schools are complex systems, how might a focus on adaptivity 
support resourcefulness at the individual and organizational levels? 
 
Activating and Engaging   
 
Round-Robin Share (depending on size, use small or whole group): 
 
 When we hear the term “adaptive” what does it mean to each of us? 
 
 
Exploring and Discovering  
 
Options to consider… 
 

1) Group Dialogue Prompts: 
ü What are we learning about the distinctions between the terms 

adaptive and adapted? 
ü As we examine the elements of complex, dynamical systems, pages 9-

10, what are some examples we are experiencing in our work? 
ü In reviewing the three focus questions on “How Schools Become 

Adaptive,” pages 10 & 12, how might conversations around these 
questions support our school(s) in becoming and remaining adaptive? 

 
2) From assigned reading of Sourcebook pages 4 through 12, share Key 

Concepts/Key Ideas, either in pairs, or whole group. 
 

3)  Paired Reading, Sourcebook pages 4-5. Pairs study Table 1.1,  “Form    
     and Identity,” on page 5.Dialogue about what we are noticing. 
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4) Small or Whole group:  Create a chart for our school, team, department or  
    organization that expresses some “from old identity/ form” to “new      
    form/identity” examples that might support adaptivity. 

 
Organizing and Integrating 
 
 What? 
  What are we learning about adaptivity and complex systems? 
 

Why? 
  Why is this important to us in the work we are doing? 

 
 How? 

How might we put these concepts into practice? Short-term? Over 
the long-term? 
 
What are our hunches about how we might apply the concept of 
adaptivity to our classrooms, schools and work settings? 
 

Reminder: Assign readings for next time. 
 
Study Group Hints and Tips 
You may consider using paired reading strategies such as Say Something 
(Sourcebook page 232), or dialogue structures such as First Turn/Last Turn 
(Sourcebook page 249). 
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CHAPTER TWO 
The Context 

 
 

Essential Questions  
 
What new lenses and understandings emerge from contextual and historical 
perspectives?   
 
What are hallmarks of adaptive leadership? 
 
Activating and Engaging   
 
Round-Robin Share (depending on size, use small or whole group)  
 
Reflecting on the quotation on p. 17:  “New lenses lead to unfamiliar tools that 
help us to see fresh sights, think new thoughts, and do new things.”  
 
What meaning are we making of this quotation? What are some of our 
experiences?  
 
Exploring and Discovering  
 
Options to consider— 
  

1) Paired Reading of “Adaptive Leaders,” pp. 18-19.  Pairs create and write a 
short description of an adaptive leader.  Pairs Square. Share descriptions 
and ideas from the reading that influenced you. 

 
2) Jigsaw:  “The Seven Principles of Learning”, p. 16.  Each jigsaw group (or 

each person if Study Group is small) describes the meaning brought to the 
principle and gives affirmative examples from the Study Group’s context 
and experiences. 

 
3) Whole group dialogue prompt options: 

ü Identity is metaphorically held.  What metaphors of identity might we 
use to describe an adaptive leader? 

ü How do the “Seven Principles of Learning” align with adaptive 
thinking?  

ü How do our conceptions of leadership compare to the authors’ ideas 
about leadership? 

ü Given that leadership is not a role, but a function, what might be some 
of the implications for leading in our system? 

ü What might be some positive, generative ways to disrupt the system? 
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Organizing and Integrating 
 
 What? 
  Think-Pair-Square:  What new lenses and perspectives are   
  emerging for  us regarding the importance of understanding context  
  and history? 
 
  What are we learning about adaptive change and adaptive   
  leadership? 
 
 Why? 
  Round- Robin Share:  What are some of the reasons these insights 
  are important to us? 
 
 How? 
  Brainstorm & Clarify:  Which ideas seem most important to apply in  
  our context? How might we begin to apply them? 
 
Reminder: Assign readings for next time. 
 
Study Group Hints and Tips 
Key Concepts/Key Ideas and Say Something (pages 230 and 232) are helpful 
paired reading strategies. Expert and Modified Jigsaw (Sourcebook pages 230 
and 231) are effective and efficient means to divide up the reading, depending on 
group size.  
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CHAPTER THREE  

The Importance of Professional Community 
 
Essential Questions 
How is research supporting and expanding our perspectives about the 
importance of professional community? 
 
What are some adaptive frameworks, roles and self-renewing toolkits that 
schools might need for collaborative practice? 
 
Activating and Engaging 
Brainstorm and Chart: What are some of the ways we might describe an effective 
professional community? 
 
Exploring and Discovering 
I.  “The Elements of Professional Community,” Sourcebook pages 24-29 
 
 A) If reading was assigned and read, use Carousel Charting 

• One element on each chart 
• Visit the chart in pairs, trios or quartets, depending on size of group 
• Respond to these prompts: 

o What meaning are we making of this? 
o What might be some implications for our work? 

• Continue Carousel to visit each element/chart 
 

B) If reading has not been done before the session, consider Expert 
Jigsaw of the Elements. 

 
Group Dialogue Prompt Options: 

• What are some new ways we are thinking about professional community? 
• What connections are we making between professional community and 

productive learning for all students? 
• What aspects of this research are most important to us in developing 

professional community? 
 
II. “Organizational” and “Professional Capacities for Adaptivity,” Sourcebook     
     pages 30-33 
 
Group Dialogue Prompt Options: 

• What are we discovering about the organizational and professional 
capacities that support schools in becoming more adaptive?  

• How might we explain the importance of these capacities to our 
colleagues? 

 
© 2017 Thinking Collaborative 



 10 

III. “The Four Hats of Leadership,” Sourcebook pages 33-34 
 Pairs Conversation emphasizing the Collaborative Norms of Pausing, 
 Paraphrasing, and Posing Questions: 

• Which of these “Hats” is a strength and which is a stretch? 
 
IV. “Marshaling the Energy for Changing Schools,” Sourcebook pages 34-35 

 
Reflect upon the following quotation from page 35: 

 
“Changing the structure of the group or teaching group members  
skills does not guarantee growth toward increased group 
performance.  Helping group members to pay attention to basic 
energy sources within the group encourages the development of 
these resources and permits learned skills to be applied and 
structures to be reinvented for greater impact.” 

 
• How does this quote compare to our views of group development? 

What new perspectives are we gaining? 
 
Organizing and Integrating 
 
 What? 

Returning to the original brainstormed chart from Activating & 
Engaging at the beginning of this session, what enhancements 
have been added to our picture of professional community? 

 
What frameworks, roles and collaborative tools support 
professional community? 

 
 Why? 

What are some compelling reasons to focus on professional 
community in our setting right now?  

 
 How? 

How might we begin and grow conversations in our school(s) about 
professional community? 

 
How might the five energy sources be used as assessments and 
interventions for group development? 

 
Reminder: Assign readings for next time. 
 
Study Group Hints and Tips 
Consider using Expert Jigsaw (Sourcebook page 230) and Three Balloons 
(Sourcebook page 286) as information processing and summarizing strategies.  
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CHAPTER FOUR 

Developing Collaborative Norms 
 
Essential Question 
 
How do we navigate the tensions between personal autonomy and collaboration? 
 
Activating and Engaging   
 
When we are interested in learning a new skill or deepening an existing one, 
what are some of the approaches that work for each of us?  
 
Exploring and Discovering   
 
I. “The Four Group Member Capabilities,” Sourcebook pages 37- 40 

 
“Capabilities are the metacognitive awarenesses with which people 
determine how to use, when to use, or when not to use certain skills. 
Capabilities therefore organize and direct the use of skills; they influence 
the application and effectiveness of knowledge and skills.” (Sourcebook 
page 38) 
 

Synectics (Sourcebook page 218) 
 Complete the following simile:  “Capabilities are like  ______ 
 because_____.”  
 
Group Dialogue Prompt Options: 
 

• What are some experiences we have had with these capabilities? 
• Which capability might have the most positive impact in our situation? 

 
II. “Promoting a Spirit of Inquiry,” Sourcebook pages 40- 41 
 

• Pair-Square-Whole Group Share:  What are some of the key distinctions 
between a culture of inquiry and a culture of advocacy? 

 
III.  “The Seven Norms of Collaboration,” Sourcebook pages 42-51 
 

• What are the strengths and stretches for each of us when working with a 
particular group? 

• What are the strengths and stretches for a key group with which we work? 
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Organizing and Integrating 
 
 What? 

What are some of the important points we are learning about the 
collaborative skills of successful groups? 

 Why? 
What are some of the reasons this is important to the groups in 
which we participate? 

 
 How? 

How might we introduce, begin to practice, and monitor growth of 
these Norms?  
 
How might we use these Norms in a classroom setting? 

 
 
Reminder: Assign readings for next time. 
 
Study Group Hints and Tips 
Consider using the paraphrasing and posing questions video clips (Video 4.1, 
4.3, 4.2) Sourcebook pages 46-47, as models for practice.  
 
Consider using the “Norms of Collaboration Inventories,” as well as the “Norms of 
Collaboration Toolkit” available at www.thinkingcollaborative.com/resources. Also 
consider using the free interactive inventories on the Adaptive Schools mobile 
app. 
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CHAPTER FIVE   

Two Ways of Talking That Make a Difference for Student Learning 
 
Essential Questions 
 
How might two ways of talking--dialogue and discussion--contribute to 
professional discourse and community that make a significant difference for 
student learning? 
 
What possible approaches support groups in developing high levels of skills for 
engaging in dialogue and discussion? 
 
Activating and Engaging 
 
Recall a recent meeting.  What conversation formats and member dispositions 
supported the group’s ways of talking?   
 
Exploring and Discovering 
  
A) After reading “The Path of Dialogue” and “The Path of Discussion”, 
Sourcebook pages 58-61, and studying the graphic on Sourcebook page 56 
(Figure 5.1)…   
 

• Craft a summary explanation of each way of talking. Next, create a new 
graphic expressing key ideas and relationships. 

• Preview an agenda for an upcoming meeting. Consider which agenda 
items might be labeled “dialogue” or “discussion,” with possible rationales. 

 
B) After reading about “Consensus as the Holy Grail,” Sourcebook pages 61-    
     62, consider these Group Dialogue Prompt Options: 
 

• How do these ideas compare to our thinking and experiences? 
• What are some potential topics that using “opening” consensus might 

benefit our group(s)? What are some possible issues that might be 
supported by “focusing” consensus? 

 
Organizing and Integrating 
 
 What? 

In what ways might dialogue and discussion contribute to 
professional  community? 
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 Why? 

 What might be the most important rationale for our group/staff to 
 acquire these two ways of talking? 

 
 How? 

 How do The Seven Norms of Collaboration, Sourcebook Chapter 4, 
 support the purposes and processes of dialogue and discussion? 

 
Create a plan for introducing The Two Ways of Talking to a group/ 
staff.  

  
Review and select appropriate tips from page 62, Getting Started, 
and draft a plan for implementation. 

 
Reminder: Assign readings for next time. 
 
Study Group Hints and Tips 
Consider using the Delve and Dialogue strategy, Sourcebook page 248 and the 
Four Box Synectics strategy, Sourcebook page 218. 
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CHAPTER SIX 
Well-Run Meetings Enhance Social Capital 

 
Essential Question 
 
How might we conduct meetings that are productive, time-efficient, and 
satisfying? 
 
Activating and Engaging   
 
As we reflect upon our past experiences of successful meetings, what made 
them successful, versus those that were not? 
 
Exploring and Discovering   
 
Group Dialogue Prompt Options: 
 
A) What are we learning about the mutual influence of social capital and 
successful meetings? 
 
B) After reading about the three meeting organizing principles: “Collaborative 
Mindset,” “Positive Relationships” and “Collective Energy Sources,” Sourcebook 
pages 68-70… 
 

• How might each principle contribute to successful meetings? 
 
C) After reading about the first of the “Three Success Structures” (“Who 
Decides?” and “What Topics Are Ours?”), Sourcebook pages 70-74… 
 

• Review some of the meetings we currently attend. What is our role in 
each: to inform, recommend, or decide? 

• Continuing with the meetings reviewed above: What are some examples 
of items that are outside of our sandbox? 

 
D) After reading about the second of the “Three Success Structures” (“What 
Meeting Room Features Will Support the Work?”), Sourcebook pages 74-78… 
 

• What are we noticing about our current meeting location(s)? Choose an 
upcoming meeting and sketch an ideal design for its surroundings. 

 
E) After reading about the third of the “Three Success Structures” (“Developing 
Meeting Standards”) Sourcebook pages 79-87… 
 

• What are some examples we have experienced of each of the 5 meeting 
standards?  

© 2017 Thinking Collaborative 
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• How might we distinguish “working agreements” (page 84) from what we 
understand as “Norms of Collaboration” (Chapter 4)? 

 
F) Consider pairs or small group practice of Visual Paragraph (Video 6.2) and 
PAG/PAU (Video 6.3), using the video clips as models. Partners or the group 
offer feedback/data, and support members in concluding which elements were  
attended to and which may need more attention. 
 
Organizing and Integrating 
 
 What? 

What are some of the Most Important Points we are learning about 
conducting effective and efficient meetings? 

 
Why?                          

What are some of the possible ways these points might be valuable 
in our work? 

 
 How? 

Using the Meeting Inventory Assessment, Appendix I, page 305 
(and on the free interactive Adaptive Schools App), how are we 
doing?  

 
Using the Meeting Inventory Assessment, what goals might we set 
for our next meeting? 

 
Reminder: Assign readings for next time. 
 
Study Group Hints and Tips 
Consider using the Meeting Inventory Assessment, Appendix I, page 305 (and on 
the free interactive Adaptive Schools App), to assess and plan meetings. Have 
the group use the graphic in Figure 6-1 (page 72) to review chapter content. Use 
chart paper to create a physical design for the room set up for an up-coming 
meeting. Consider the “Recipe” strategy (Sourcebook page 285) as a culminating 
activity. 
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CHAPTER SEVEN 
Time-Efficient Meetings 

 
Essential Questions 
 
What are some of the possible compelling benefits of investment in effective 
agenda design? 
 
What are some of our hunches about which meeting design principles, templates 
and tips significantly economize time, maximize productivity and increase group-
member satisfaction? 
 
Activating and Engaging 
 
Use the Around the Room and Back Again strategy, Sourcebook page 238, or 
Synectics, Sourcebook page 218, to surface beliefs and principles about meeting 
agenda construction. 
 
Exploring and Discovering 
 
Group Dialogue Prompt Options: 
 
A) After reading “Design Matters,” Sourcebook page 90… 
 

• Use the Modified Jigsaw strategy, Sourcebook page 231, to construct 
meaning for “The Principles of Design,” Sourcebook pages 90-93. 

 
B) Use the Focused Reading strategy (Adaptive Schools free mobile app) to mark         
     the text of “A Pocket Guide to Agenda Design,” Sourcebook page 95…  
 

• Share and dialogue about items marked with a Star and Question Mark. 
 

C) Review the “Agenda Formats,” Sourcebook pages 96-102… 
 

• What are some of the helpful ideas that are emerging? 
 
Organizing and Integrating 
 
  What? 

What new understandings, skills and refinements are we acquiring 
to plan effective meetings?   
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 Why?  
Develop a rationale for persuading a group or group leader to 
invest in meeting design work.  

 
 How? 

Make a plan for introducing the five design principles (pages 90-93) 
to a group. 

 
Commit to clarifying meeting outcomes and using design principles. 

 
What might be some unique ways to use the Meeting Inventory 
Assessment, Appendix I, page 305 (and on the free interactive 
Adaptive Schools App), to design and assess meetings in our 
setting(s)? 

 
Reminder: Assign readings for next time. 
 
Study Group Hints and Tips 
Using the ideas in this chapter, construct an agenda for an up-coming meeting. 
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    CHAPTER EIGHT 
The Confident and Skilled Facilitator 

 
Essential Question 
 
How might we continuously develop craftsmanship, efficacy, and authenticity in 
our role as facilitators? 
 
Activating and Engaging   
 
Recall the four leadership functions described in Chapter 3, pages 33 - 34. What 
are some of the key distinctions between facilitation and the other “hats”? 
 
Exploring and Discovering  
 
Group Dialogue Prompt Options: 
 
A) After reading about “Facilitator Qualities,” Sourcebook pages 106-108… 
 

• Create a rubric, Likert Scale, or growth continuum using the five qualities. 
 
B) After reading about “The Facilitator as Manager,” Sourcebook pages 108-     
    109… 
 

• What might be some specific strategies associated with each “current” for 
us to consider? 

 
C) After reading about “Facilitation Functions,” Sourcebook pages 110-118… 
 

• Capture essential points by crafting a flow chart or other graphic 
organizer. 

 
D) After reading about the role of “The Citizen Facilitator,” Sourcebook  
    pages 120-121… 
 

• Draft a “Want Ad” that describes the role of a citizen facilitator. 
 
E) After reading about “Developing Confidence as a Facilitator,” Sourcebook  
    pages 121-122… 
 

• Create a T-Chart “To Be” and “To Do” list of key suggestions to build 
confidence as a facilitator. 
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F) Consider pairs or small group practice of Topic As Given/Topic As Understood 
using the video clip (Video  8.5), as a model. Partners or the group offer 
feedback/data, and support members in concluding which elements were 
attended to and which may need more attention. 
 
Organizing and Integrating 
 

  What? 
Which one of the four currents of facilitation management might 
have the greatest impact on our current facilitation work? What are 
some of the strategies we might use to attend to that current? 

 
  Why? 

For us, what are some of the important payoffs for attending to the 
strategies recommended in this chapter? 

 
  How? 

Use the rubric/scale we created to assess our growth in the Five 
C’s of facilitator qualities. 
 
Use the “Facilitation Functions” flow chart (Activity C, above) to 
reflect upon our last facilitation and to plan our next meeting. 
 
Create a job application for the role of citizen facilitator. 
 
Review the “Facilitator Check List,” page 110, and highlight those 
areas to which each of us would like to give particular attention. 
 
Review the T-Chart “To Be” and “To Do” list we’ve created for 
confidence builders, and each of us journal a goal for ourselves, 
along with indicators of success, and steps for implementation. 
Engage in Cognitive Coaching Planning Conversations to support 
those goals (see Costa & Garmston, Cognitive Coaching, 3rd Ed., 
Rowman & Littlefield, 2016, p. 201). 

 
Reminder: Assign readings for next time. 
 
Study Group Hints and Tips 
Consider rehearsing the nonverbal tools from Appendix A, “Facilitator Moves,” 
(listed on Sourcebook pages 200-212) with data from videotaping and/or a 
Cognitive Coach. 
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CHAPTER NINE   
Six Domains of Developing Groups 

 
Essential Question 
 
What supports the development of successful groups? 
 
Activating and Engaging  
 
What might be some of the characteristics that make for a successful group?  
 
Exploring and Discovering  
 
Group Dialogue Prompt Options: 
 
A) After reading “The Premises of Group Development,” Sourcebook pages 125-
127…  
 

• Use the Partners Report strategy (Sourcebook page 231) to share key 
ideas. 

• Before moving to section B, engage in dialogue using the prompts at the 
bottom of page 127 

o What are our strengths as a group? 
o What difficulties do we encounter as we work? 
o How ready are we to take on increasingly complex or emotionally 

charged tasks? 
o What are some potential growth areas for us as a group? 

 
B) After reading about “The Six Fields of Group Development,” Sourcebook 
pages 127-128… 
 

• Use the Read and Example strategy (Sourcebook page 231) to 
summarize and present key ideas for each of the Six Fields/Domains.  

• Whole group or in sub-groups (depending on Study Group size), use the 
rating scale on Sourcebook pages 129-130 to make a self-assessment 
using the Six Fields/Domains. 
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Organizing and Integrating  

 
 What? 

How may we create a plan for our group’s development? 
 

 Why? 
What are some of the ways in which shared knowledge of the Six 
Domains will assist us in being more intentional about the 
development of our group and other groups with which we are 
working? 

 
 How? 

Based on our self-assessment of the Six Domains, select one or 
two domains for further study and development. (Use Table 9.1, 
page 129 as a resource) 
 
Come to consensus on a plan for implementation of our selections. 

 
Reminder: Assign readings for next time. 

 
Study Group Hints and Tips 
Consider creation of original self-assessment tools that fit the group’s context.  
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CHAPTER TEN 
Developing Groups for Sustainable Change 

 
 

Essential Questions 
How might we balance a focus on things with a focus on energy? 
How might we intervene below the surface to sustain growth? 
 
Activating and Engaging   
Considering our group, groups we are working with, or the organization as a 
whole, what might be a metaphor for who we are? 
 
Exploring and Discovering   
Group Dialogue Prompt Options: 
 
A) After reading “Deep to Surface Structure,” Sourcebook pages 134-136… 
 

• What might be some connections we are making between Deep to 
Surface Structure and the groups with which we are working?  

 
B) Use the Modified Jigsaw strategy (Sourcebook page 231) to examine the 
“Five Sources of Energy as Places to Intervene.” 
 

• Assess where our group (or a group with which we are working) is in the 
Five Energy Sources (see “Study Group Hints and Tips” below)  

• As we (or a group with which we are working) develop and grow as a 
group, what might be some indicators of our/their success? 

• In what ways might we use the ways to “Intervene at Deep Structures” to 
perform in even more effective ways? 

 
C) After reading about nested levels of learning, “A Second Intervention Model,” 
Sourcebook pages 143-144… 
 

• Who are we as a group? 
• Where do the things that define us as a group fit within the nested learning 

levels? 
• What are the important shared characteristics of this group and where do 

the levels of learning live for our group?  
• Choose and do one of the options under “How to Work with Dilts,” 

Sourcebook pages 144-146. 
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Organizing and Integrating 
 

 What? 
 What are some of the ideas we are learning about developing 
 groups at deep levels? 

 
  Why?  

 What value might these ideas hold for our group/organization? 
 

 How?  
Use the 7-11 Conversation strategy, Sourcebook page 281, to 
address this prompt:  
 
“What are the critical aspects of group development to consider 
when working toward a high level of success?” or another prompt 
that the group develops. 
 
Use the Tweet strategy, Sourcebook page 287, to reveal the 
essence of this chapter. 

 
 
Reminder: Assign readings for next time. 
 
Study Group Hints and Tips  
For the 7-11 Conversation strategy, note the “Alternatives” and “Tips” offered on 
Sourcebook page 281. 
 
An appropriate alternative Organizing and Integrating strategy to consider is 
Content Check, Sourcebook page 281. 
 
See Energy Sources Team Survey strategy on Sourcebook page 248. Copies of 
the Energy Sources Team Assessment Survey can be purchased at 
http://www.thinkingcollaborative.com/product/energy-sources-team-self-
assessment-survey/   
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CHAPTER ELEVEN 

Facilitating Data Teams 
 
 

Essential Questions: 
 
How might we collaboratively construct meaning from data? 
 
What might be the impact of effective facilitation on collaborative data-based 
inquiry? 
 
Activating and Engaging:   
 
Individually or as a group, select Norms of Collaboration as goals for the Study 
Group session. 
 
Dialogue Prompt:  What Adaptive Schools capabilities, Norms, structures and 
strategies are currently supporting our data-based conversations/ data teams? 
 
Experiential Option: In this chapter we are exploring productive protocols for 
structuring data-based collaborative inquiry. Thinking about groups with whom 
we work, on a scale from 1 – 5 (with one being low and 5 being high) how 
valuable might such protocols be? Respond privately on a Post-It note. 
 
 1) Turn to a neighbor, and make a prediction about how each of you  
      believes the entire Study Group will rate these protocols. 
 
 2) Place all the Post-It Notes on a charted line from 1 – 5, creating a  
     bar graph that reveals members’ ratings. Return to your neighbor    
     and notice what might be surprising and what might be confirming      
     when comparing the bar graph to the original predictions. Survey    
     for trends, patterns, and surprises we are noticing. 
 
 3a) What are some of our hunches about why the bar graph looks the         
       way it does? 
 
 3b) What may be some possible next steps, based upon these initial  
       theories? What additional data might be helpful? 
 
Exploring and Discovering:   
 

A) After collectively reading the paragraphs on pages 147-148 about the two 
potential pathways for “problem finding” as an essential capacity for data 
teams, dialogue to explore the benefits of each. 
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B) After reading “Starting With Data,” Sourcebook pages 149-153… 
 

• Divide the Study Group into 3 work teams (1-4 members per group), with 
each sub-group responsible for one phase of the Collaborative Learning 
Cycle:  Activating and Engaging, Exploring and Discovering, Organizing 
and Integrating.  

 
• Assign each group a Phase to read using the strategy Key Concepts, Key 

Ideas, Sourcebook page 230. Take turns within their group sharing. 
 
• Each group then prepares a 3-4 minute presentation of the 2-4 most 

important points of their Phase, and a demonstration of one of the 
“Facilitation Tips for Success”.  Phase Groups present to whole group. 
Configure so that all three Phases are represented. 

 
• If Experiential Option was used in Activating and Engaging: What are 

some of the specific ways the opening activity today followed the 
Collaborative Learning Cycle? 

 
Organizing and Integrating 
 
Option 1: Dialogue Prompts: 
 
 What? 

What are some of the strategies we are developing for using 3rd 
point with data? 

 
 Why? 

What are some of the ways the Collaborative Learning Cycle and 
effective facilitation support us in making meaning of data? 

 
 How? 

Where, when, with whom might we use or share the Collaborative 
Learning Cycle? 
 
Pairs or whole group reflection on use of the Norms of 
Collaboration selected at the start of the meeting. 

 
Option 2: Collaborative Learning Cycle Practice 
 
 What?  

Apply the Collaborative Learning Cycle with available data. 
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 Why?   
  Practice collaborative data-based inquiry. 
 
 How?   

Select a facilitator and recorder. 
Facilitate the three phases of the Collaborative Learning Cycle. 
 

Reminder: Assign readings for next time. 
 
Study Group Hints and Tips 
The Collaborative Learning Cycle bar graph activity can also be done with the 
Norms of Collaboration, either as part of the goal-setting up front, or as a more 
elaborate Organizing and Integrating activity at the conclusion of the Study 
Group meeting. 
 
Consider including exploration of Appendix J, “Structuring Conversations about 
Data,” as part of this session. 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

© 2017 Thinking Collaborative 



 28 

CHAPTER TWELVE   
Constructive Conflict  

 
Essential Questions 
 
How might conflict be a resource for personal and group development? 
How might we utilize energy to manage conflict? 
 
Activating and Engaging 
 
Take a moment to review and explore the Seven Norms of Collaboration with the 
group. Which norms are most valuable in constructively addressing conflict? 
 
Exploring and Discovering 
 
Group Dialogue Prompt Options: 
 
A) Referring back to Table 6-6 on affective and cognitive conflict in Chapter 6, 

Sourcebook page 83…Considering groups we currently work with, what are 
some things we do to increase cognitive conflict and decrease affective 
conflict?  

 
B) After reading about the four orientations to conflict, Sourcebook pages 157-

158… 
• Construct a double-entry journal, in which each of us reflects upon our 

own orientation to conflict on one side of the page, and the orientation 
of an anonymous, important person with whom we interact in our daily 
work lives on the other side of the page. 

• Pair with another Study Group member to share insights from our 
journals (maintaining the confidence of anonymity). 

• Group share discoveries, allowing “pass” option for anyone so inclined. 
 

C) Invite dialogue in response to this quotation from page 158: 
 
  “…people have explanatory styles that can lead them to pessimism  
  or optimism and that with awareness and attention they can change 
  these orientations. What are your patterns? In general we create  
  what we perceive, which, in turn, mirrors back to us what we see.  
  Disaster is occasionally in the eye of the beholder. School yourself  
  to positively presume the intentions of others.“ 
 
D) Create a “Be the Best You” scenario: After reading “Understanding Self” and 

“Be the Best You” (pages 158-159), create a description of the “best you” in a 
situation with tension. What might be some of the resources supporting you in 
becoming the “best you?” Share out. 
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E) Take a moment to briefly draft a definition of “conflict,” then compare it to the  
     five offered on Sourcebook page 160. What are we noticing? Share with a     
     partner, then whole group. 
 
F) Consider practicing the Centering technique from Thomas Crum, using the    
     three steps offered in the sidebar on page 162. 
 
G) After reading the introduction to the 10 Energy Traps, Sourcebook   
    pages 164-165, scan the list of common traps, page 165.  Select two or  
    three most relevant to your setting for exploration.  Read about the  
    selected traps, Sourcebook pages 166-175. Dialogue about what might  
    be some resources to free the energy traps. Consider resources  
    suggested in the text and others, such as knowledge, skills, behaviors,  
    and structures.  Set individual and group goals. 
 
Organizing and Integrating 
 
 What?   

What are you learning about conflict as a resource for group 
development? 

 
 Why? 

Why is conflict essential for developing and sustaining professional 
community? 

 
 How? 

Review the energy trap “Accepting the Myth That Problems Require 
Solutions,” Sourcebook page 173.  Identify a dilemma and use 
Polarity Mapping, Appendix A, Sourcebook pages 277-278, to 
explore the issue from multiple perspectives.  

 
Reminder: Assign readings for next time. 
 
Study Group Hints and Tips 
Consider using the Existing State-Desired State Map, Sourcebook, Appendix A, 
pages 263-264, to support dialogue and goal setting about the Energy Traps.   
 
Encourage use of the Norms of Pausing, Paraphrasing, Posing Questions and 
Presuming Positive Intentions. 
 
Note:  Polarity Mapping requires attentive, neutral facilitation and recording.  For 
more information, read Appendix K, Sourcebook pages 311-316, “Polarity 
Management: Using Conflict as a Resource.” 
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CHAPTER THIRTEEN   
Capacities for School Change 

 
Essential Question: 
 
How might the twin goals of developing organizational and professional 
capacities work in tandem within a system? 
 
 
Activating and Engaging: 
What capacities need to be present in a system for a system to be adaptive? 
What capacities need to be present within an individual for an individual to be 
adaptive? 
 
Exploring and Discovering: 
 
A) Using Figure 13.1 on p. 178 and 13.2 on p.182, write a sentence explaining 
the meaning you are gleaning from each of these figures, or write a question to 
stimulate dialogue around these two figures. 
 
B) After reading about the six organizational capacities, Sourcebook pages 178-
181, how might you rate your organization (department, school, system, etc.) 
with respect to each capacity?  Dialogue about your assessments. 
 
C) If you could address only one of the six organizational capacities, which might 
give your organization (department, school, system) the greatest leverage related 
to student achievement? 

 
D) Read about the six professional capacities, pages 182-185.  Create 
behavioral examples of what each capacity might sound or look like in your 
setting.  What might you see and hear as indicators of each capacity? 
 
E) After exploring both organizational and professional capacities, complete the 
following similes: 
 
Organizational capacities are like _______ because __________. 
Professional capacities are like _________ because __________. 
 
 
Organizing and Integrating: 
 
 What? 

To what might we consistently pay attention to make a difference in 
student learning? 
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 Why? 

Why is it important for systems to pay attention both to 
organizational and professional capacities? 

 
 How? 

How might we lead within our system to keep the focus on 
organizational and professional capacities? 
 
What are some ways to introduce these capacities to our 
community? 
 
Create ways to assess these capacities in our setting(s).  Dialogue 
about the meaning of the data. 

 
Reminder: Assign readings for next time. 
 
Study Group Hints and Tips 
Consider using the strategies, Jigsaw Carousel, and Read and Example, 
Sourcebook, Appendix A, page 258 and 231 for collaboratively constructing 
meaning and exploring the concepts in this chapter. 
 
Facilitate dialogue and discussion for making decisions about improving student 
learning. 
 
Consider using the Focusing Four strategy, Sourcebook, Appendix A, pages 256-
257, to support decisions about which capacities might receive priority status in 
your setting. 
 
Note: The Focusing Four strategy modeled by Bob Garmston is available on 
DVD.  Visit http://www.thinkingcollaborative.com/product/dvd-set-focusing-
dialogue-introduction/ to order. 
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CHAPTER FOURTEEN   
Community Doesn’t Just Happen 

 
Essential Question 
What are the essential ingredients and values ensuring that community, once 
established, is sustained? 

 
Activating and Engaging 
As we think about groups that are true communities, what are some of the 
indicators/criteria that we are noticing?  
 
Exploring and Discovering 
Group Dialogue Prompt Options:  
 

• Think about how each of the following groups would complete the stem, 
“Community is important in our system because . . .” 

  Parents 
  Community members 
  Teachers 
  Administrators 
  Students 
 

• After reading about the Principles of Community on pages 188-192, 
engage in a dialogue about the degree to which each principle lives in our 
system.  Examine the indicators that the principle is present, and what 
might need to happen if the principle is not present. 

• Create a Likert scale using the Principles of Community and apply it to a 
group with which we work. 

• What might be some mental models that get in the way of community in 
our system or a system with which we are working? 

• What might be some mental models that support community in our system 
or a system with which we are working?  

• What connections might we be making between “Widening Our View” 
(pages192-193) and our community? 

 
Organizing and Integrating 
 
 What? 

Identify some of the metaphorical “music” being played and 
“dances” being performed in our district/agency.  How do they blend 
to create and sustain community? What might be the song of our 
community? Consider how each of us as individuals honors the 
beat, adds our voice, and “dances” in our system. 
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 Why? 

Organize and Integrate concepts and ideas from all the chapters of 
the Adaptive Schools Sourcebook.  

 
 How? 

Use the “Song Writing” strategy, Sourcebook page 285-286. 
 
Study Group Hints and Tips 
An alternative strategy to consider is the “Sound and Motion Symphony,” 
Sourcebook page 286. 
 
Consider having the Adaptive Schools concepts and strategies further come alive 
for the Study Group by sponsoring or attending an Adaptive Schools Foundation 
Seminar or Adaptive Schools Advanced Seminar.  
 
Visit www.thinkingcollaborative.com for more information. 
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