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Doing Principals’ CFGs

Margaret MacLean, Vermont

(continued from page 8)

Associate Principals (nine), and one for ings.] During these CFG meetings I
introduced each group to a number of
the Directors (seven). [Note: the initial
protocols and then we re-used several
CFGs may have been too small – only
as the participants began to identify
four or five in each – as there is probissues they wished to tackle and a
ably a critical mass needed of at least
potocol they thought might help. I
seven or eight.] The Superintendent
introduced and used Connections starteven went so far as to pay for refreshing with the second session of each
ments to be prepared by our district
group, and used reflections from the
kitchen staff and delivered to the site
very beginning with each group. I
of each CFG meeting. She included the
also used ice-breakers (or warm-ups)
meeting times for each of these CFGs
to begin virtually every session as I
in the district’s Administrators’ calenfound that these people, despite sevdar for the year, indicating these CFG
eral having been in the district for a
sessions would substitute the second
number of years, really didn’t know
meetings of each of the administrative
each other very well, and needed to
subgroups each month. Whether such
build a sense of trust, particularly as
Central Administrative, specifically
they increasingly came to take risks
Superintendent support, is essential
within their groups to share real conto the creation and sustainability of
cerns, issues, and problems. I began
these CFGs is not clear, but it certainly
each CFG with the Success Analysis
didn’t hurt. And I believe that our
Superintendent’s continually having me Protocol as a way to get them initially
to share something positive and to
use CFG Protocols at Administrative
celebrate successes so as not to focus
Team meetings at least helped create a
only a problems – these people in
new supportive culture for professional
particular are sorely in need positive
learning communities among all our
strokes and must be encouraged if
administrators.
they are ever to engage in the more
These groups met consistently
difficult challenges facing us all in
on a monthly basis for the next two
public education. We established our
years – the Elementary and Secondary
Principals groups met after school from Group Norms, and used all varieties
3:30-5:00 and rotated among the differ- of protocols for getting help on an
issue. Most particularly Consultancies,
ent schools so that no one or two had
Sticky Issues, and One
to always drive
Minute Consultants
the farthest to
I found that these people,
– as this was freget to the meetdespite several having been
quently what they
ings (ours is a
appreciated the most.
155 square mile
in the district for a number
Also, we used all of
district in which
of years, really didn’t know
the variations of Textschools are
each other very well, and
Based Discussions
widely spread).
needed to build a sense of
– including The Final
The Directors
trust, particularly as they
Word, Save the Last
met in the
Word for Me, and
morning from
increasingly came to take
Text Rendering (now
8:30-10:30 in
risks within their groups to
a personal favorite).
one of the conshare real concerns, issues,
We did at least some
ference rooms
and problems
work with the various
in the Central
protocols for lookAdministration
ing at student work, sometimes using
building. [Clearly, the two hour sesthese actually to look at administrators
sions are preferable and were more
productive, although we did accomplish work. Although experience with one
of these administrator CFGs taught me
things in the hour-and-a-half meet-
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that, when using the Tuning Protocol
for a particular piece of administrator
work, that regardless of whether the
person says they really want to hear
the cool feedback first and it doesn’t
matter if it’s mixed in with the warm,
I will always insist on beginning with
the warm feedback before going to the
cool. Particularly with the Secondary
Principals and Associate Principals, we
frequently did a check-in at the beginning of our sessions, going around the
group, asking each person simply to
share where they were, what they we
feeling, experiencing, dealing-with,
excited about, and/or perplexed by
– then sometimes using something
from that process as the focus of a
Consultancy even if only to use the
short Sticky Issues Protocol.
Lastly, at the end of the second
year of coaching these three CFGs I
indicated to the Superintendent and
subsequently to each of the groups that
I would not continue facilitating their
sessions and encouraged them to get
coaches training for themselves. This
led to a CFG Coach at my school and
I offering a one-week “Beginning CFG
Coaches Training” last summer, which
was paid for by the district through the
Staff Professional Development office.
As a result, all three administrator
CFGs are at some stage of functioning on their own with trained Coaches
from their ranks now in each group. An
additional positive spin-off from all of
this work has been the ever expanding
use of some of the protocols by our district administrators while working with
their various staffs, tackling real issues,
looking at student work, and beginning CFGs among the teachers in their
buildings. It has taken five years to get
this far, but it seems to have been well
worth the effort and I’d like to believe
that it has begun to make a difference
with the students in the elementary
and secondary schools throughout our
district.
Dave Lehman can be contacted
at dlehman@aol.com
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F

inding the right mix of professional development for teachers
can be challenging: searching
for journal articles and books which are
timely, finding workshops and graduate
level courses that are locally available.
Finding the balance between meeting
the needs of individuals and the needs
of the school or district can be daunting. Finding time is a constant issue
all these tasks and more fall on
the shoulders of the “Curriculum
Coordinator”. Imagine, however,
you are a Curriculum Coordinator
and the nearest college or university is seven hours away - by
plane. Magazines arrive way past
the month of issue, books need to
be ordered sight unseen and take
equally long to arrive and as for
workshop leaders or consultants,
they literally need days of travel
to reach you and often arrive jet
lagged and intimidated by their surroundings. These are the working conditions of Patty Butz the curriculum coordinator at the American School in Japan.
So, it is no small miracle that Patty was
not only able to connect with the work
of NSRF but to bring the work of NSRF
to her school.
The American School in Japan
(ASIJ) is for all intents and purposes
a “typical” American school of 1528
students PreK-12. Founded in 1902
to provide a high quality education
to expatriate business, embassy and
missionary families, it is housed on a
campus setting of attractive buildings in
the suburbs of western Tokyo. Students
arrive daily on school buses as they
would in the US, and their days follow
a “typical” US curriculum, with the
addition of Japanese language, history
and culture at all levels. The philosophy of the school is embodied in the
statement “Developing Compassionate,
Inquisitive Learners Prepared for Global
Responsibility”.
The school would feel very familiar to any US teacher up to the point
when the students entered the room.
Yes, students are students, but at ASIJ

students are of 39 different nationalities. I suppose you might find this in
a classroom in Boston, Houston or
LA, but at ASIJ even the American
students may never have lived in the
United States and the impact of the
students’ experiences and cultural
backgrounds is felt daily in the classroom. Add to this mix ASIJ’s 160
faculty, who represent 12 different

nationalities, have been trained as
teachers in varied programs throughout the world and have taught in
varied settings. Many diverse and
interesting experiences have led them
to the school.
As you can see, providing this
faculty and student body with the
right mix of professional development is somewhat difficult, and that
task falls on Patty’s shoulders. Patty
has taught in international schools for
over 25 years, during which she has
put her talents toward varied roles
in schools from Scotland to Iran.
She has been at ASIJ for the past
four years arriving there from the
American Embassy School in New
Delhi, India. Due to the isolation of
the faculty at ASIJ from mainstream
US professional development it made
sense to Patty to look for ways in
which the faculty could work together
to build on each others’ experiences.
It made sense to find a program that
would build on individual knowledge
by tapping into the skills and experience of colleagues. It was in her
search for this kind of program that
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Patty uncovered the work of NSRF.
Knowledge of the work of NSRF
came to Patty and the faculty via the
Internet and subsequently a few books.
No one at ASIJ has attended a workshop or introductory session, never
mind a five-day seminar. In fact, no
one has had any formal training of
any kind. Nevertheless, from reading
articles and downloading protocols,
Patty and the staff plunged in. During
the 2003-2004 school year every staff
member at ASIJ belonged to a collaborative group modeled on their understanding of a CFG. Being a member of
a group was a requirement but the kind
of group you joined was up to individuals, allowing and a wide variety of
groups to form. Teachers met in grade
level groups, around subject matter, in
special interest groups and in multiage groupings. The groups met for
five scheduled sessions throughout the
year and some groups held additional
meetings. Activities of the groups were
limited, as no one had access to the
full range of tools a typical CFG has at
their fingertips . All the groups, however, used the Tuning Protocol and some
used the Success Analysis. In the spring
of 2004, during an evaluation of the
school for accreditation purposes, when
asked about the offerings at the school
the staff overwhelmingly pointed to
their collaborative work as a positive
experience and one they wanted to
continue.
It was at this point that Patty contacted NSRF and asked for someone
willing to travel to Japan to work with
the faculty. Although I live and work
primarily in Vermont and work part
time for VT NSRF, 20 odd years ago
I was an international school educator. I spent 10 years travelling the
world and teaching. I met my husband,
Bruce, in Moscow in the 1970’s and I
feel very much at home in an international school setting. I ended up being a
match for Patty and the needs of ASIJ.
Consequently, I found myself travelling the 14 hours by plane to Tokyo to
work with the faculty for two days, to
(continued on page 18)
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enhance the tools they had available to
nurture the growth of their collaborative
groups.
It was 95 degrees and very humid
in Tokyo. School was about to start the
following week. Most teachers had just
returned from summer travelling and
were dealing with the resulting jet lag.
Many staff where moving classrooms
after summer renovations. Perhaps not
an ideal time for professional development days! Despite these inconveniences, the staff took to the work with
open minds and were eager to practice
the new skills and protocols introduced
to them. The enthusiasm was palpable
in all three groups of teachers I worked
with. During our time together we
packed a lot in - Probing Questions,
Feedback Nightmares, Zones, Chalk
Talk, Compass Points, Save the Last
Word For Me and The Consultancy
Protocol. The reflections from participants indicated how thirsty they were
for the material and how appreciative of
the body of knowledge they are tapping
into: “The discussion was extremely
rich, we really thought as a group, listened openly,” “Colleague interaction
was excellent,” “Now I think I get it! I
am looking forward to CFGs this year!”
Hopefully they now have enough
new tools to keep their groups productive during the 2004-2005 school year.
They are working on sending teachers
to a CFG Coaches Institute this summer.
Since returning from Japan and
reflecting on the experience, I have
come to see with increased clarity how
perfect the work of NSRF is for an
international school setting. To open
doors, deprivatize practice, and enhance
our work with students through mutual
support is important work for all our
schools, but essential for schools as
isolated as those in international school
settings.
Patty we are glad you found the
work of NSRF and hope you will bring
new places to our doors!
Margaret MacLean can be contacted at margaretmaclean@netscape.net

tices called “looking at student work.”
In addition, NSRF supports the
planning of an annual national meeting of the LASW Collaborative, and
provides space and materials for that
meeting.
• Each spring since 1996, at
the National Facilitators’ Meeting,
National Facilitators have gathered to
reflect on their work from the past year,
plan for summer (and beyond) work,
and share new learning and questions.
The group that gathers has grown from
10 people in 1996 to over 50 people
last year.
NSRF staff plans the design and
content of the meeting, arranges all of
the logistics, and pays for space and
materials. NSRF also provides help to
those who couldn’t otherwise afford the
expense of travel and lodging. The registration fee covers meals only.
National Facilitators are asked to
attend this meeting at least once every
two years, and each Center of Activity
sends at least one representative to the
meeting each year. Most people attend
regularly, as a way to keep in touch
with new learning across the country
and as a way up-date their resources.
The next National Facilitators’
meeting will be held April 29-30, 2005
in Chicago.
• Materials Project- NSRF
Facilitators and CFG Coaches from
around the country have easy to
access to the most recent materials and
resources via a continuously updated
CD-ROM that is distributed at all
CFG Coaches Seminars and many
NSRF Meetings. National Facilitators
and CFG Coaches can stay current by
accessing the “Protocols On-Line” section of the NSRF web site. In addition,
NSRF supports an active CFG Coaches
listserv.
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2005 Events

Gene Thompson-Grove is one of
three Co-Directors of NSRF.
She can be contacted at
gthompsongrove@earthlink.net
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California
New Coaches Institute
February 14-18
New Coaches Institute
February 28-March 4
Connecticut
New Coaches Institute
April 4-8
Hartford, CT
Massachusetts
New Coaches Institute
January; Newton, MA
CCE New Coaches Institute
Jan 26-28, March 30-31,
April 1
Marlborough, MA
CCE New Coaches Institute
July 10-15
Cape Cod, MA
National Center
Facilitators’ Meeting
April 29-30
Chicago, IL
New Hampshire
New Coaches Institute
July 25-29
Keene, NH
Oregon
New Coaches Institute
February 17-19, April 1516
Portland, OR
Tennessee
New Coaches Institute
June 20-24
Chattanooga, TN
Wisconsin
New Coaches Institute
June 20-24
Oshkosh, WI
New Coaches Institute
June 27 - July 1
Oshkosh, WI
Open Space Technology
August 4
Oshkosh, WI
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Camilla Greene, Connecticut

“The academy is not a paradise. But
learning is a place where paradise can
be created. The Classroom, with all of
its limitations, remains a location of
possibility. In that field of possibility
we have the opportunity to labor for
freedom, to demand of ourselves and
our comrades, an openness of mind
and heart that allows us to face reality
even as we collectively imagine ways to
move beyond boundaries, to transgress.
This is education as the practice of freedom.”
- bell hooks, Teaching to Transgress:
Education as the Practice of Freedom

D

o we all share a common
theory of action or a common
philosophy about teaching and
learning? I wonder. Do we all believe
that we need to educate our urban youth
to view education as – to use bell hook’s
phrase “the practice of freedom”? What
does that mean and what would that
practice look like and sound like in our
newly formed small urban high schools?
For the last three years I have
been an external coach in schools and
school districts engaged in a variety of
transformational initiatives mostly in
urban areas and mostly in high schools.
The Gates High School Transformation
initiative in urban areas stresses personalization and establishment of relationships in small schools and small classrooms. Given the opportunity to create a

NSRF Mission Statement
The mission of the
National School Reform Faculty
is to foster educational and
social equity by empowering
all people involved with schools
to work collaboratively
in reflective democratic communities
that create and support
powerful learning experiences
for everyone.

new paradigm of teaching and learning,
I have been disheartened when I have
visited newly established small urban
high schools. More often than not I have
observed not the practice of freedom but
the practice of continued domination
and control of the students by the adults.
The discipline that I have observed is a
discipline that grows out of oppressionexternal control of those with power
(adults) over those who ostensibly have
no power (the high school students).
Something is amiss here. This oppressive discipline is metered out to students
by mainstream and non-mainstream
educators alike.
Very few adult educators in urban
educational settings seem to know
how to transform the behavior and will
of those students least served by the
education system without resorting to
external control and discipline. This
knowing how to teach to transform
does not occur over night rather it is a
journey you take over time as a teacher.
It is a journey informed and shaped by
an unshakable belief in the humanity
and dignity of each urban high school
student. It is a journey that requires that
we as adults suspend and examine our
previously held assumptions and expectations about students who are “other”
than ourselves because of their racial
or national heritage, historical oppression, or their socioeconomic status. Your
job, should you decide to accept it, is
to touch the spirit and the humanness

of each urban teenager and channel
that spirit to engage in positive ways
with learning and academic excellence.
The challenge is to engage the urban
student in meaningful curriculum and
learning experiences that center him or
her and help him or her make sense of
his or her current condition in life. The
content and the process of education
should enlighten the learner to see how
to shape another reality, through receiving an education, without compromising what he or she value as members of
the non-dominant culture whether that
culture be Haitian, Vietnamese, African,
Caribbean, or Latino.
As a teacher of English in urban
high schools for many years, I found
that my ability to reach and work
with urban teenagers disengaged from
the educational process depended on
developing relationships with them.
Getting to know my students as unique
individuals was one of the many joys of
teaching. Using what I gained from getting to know each one of my students
well helped me to develop a lot of strategies that helped me in my journey to
empower them to become more authentic learners. In order to get to know
each one of my students well it became
essential that I co-construct with the
student a sense of community. In our
learning community the notion that we
could learn from each other and the
notion that we all brought our strengths
and weaknesses to our community was
(continued on page 14)
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