[image: ]          Webinar 5 
      Effective Technical Management

Participant Goals
· Create a personal approach to and set of goals for the area of technical management.
· Make practical selections of various technical management strategies such as the use of cues, redirects, and procedures.
· Explore methods for creating a culture of listening and move to an entirely positive-based approach to the technical management of your class.

Facilitation
· Discuss with the participants their goals of technical management.  The questions posed within the webinar may be a useful starting point.
· Facilitate the participants’ reflection on the case of Karina (Example 5.2). Help the participants see how negative recognitions are limited and that better options are available as “go to” strategies.
· Discuss with the participants their ideas for moving up the continuum in this area (see suggestions below).
· Discuss with the participants their ideas for moving from a 2 to a 1-Style classroom (if that is their goal – see suggestions below).

Reflection 5-1
Given that we are all different and we will have different goals related to technical management it is a useful analogy to compare this area to that of housekeeping.  Some of us like our homes and spaces absolutely tidy and straight and other are more relaxed about it. We all need to set a goal that will make us feel comfortable. What is your goal in this area and what technical management picture will make you feel most relaxed?
                                                                   Reflection/Notes
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Culture of Listening
A culture of listening begins with the perception by the students that the teacher is absolute about attention.  This perception can only be supported by the reality that the teacher is absolute. That means the teacher always expects 100% attention; when someone is talking and there is anything but 100% attention, the teacher must stop and take action.  The action itself does not have to be dramatic or severe (more on this later) but it does need to be automatic and consistent.  The same principle must apply to any member of the classroom community that is authorized to speak. A culture of listening goes far beyond telling students to listen to the teacher.  It means showing respect to anyone who is sharing and expecting 100% attention and respect when you are speaking.  It will take a while for students to adjust to this climate if they have been used to environments where there was little attention to or accountability for listening, but they will come to appreciate it increasingly over time.  As the teacher, you will notice that it is catching hold when you observe students waiting for others to stop and listen before speaking, and when you notice that students speak more purposefully and confidently since others are actually attentive to what they have to say.

Reflection 5-2
Can you conceive of a “culture of listening” in the class that you are teaching or observing?  After listening to the webinar, what would you identify as the patterns in the class that are keeping you from creating such an environment?

List of Behavioral Cues    
  Figure 5.1     Some Common Attention Cues and Pros and Con
	Type of Cue
	Grade Level
	Pros and Cons

	Bell or Sound
	Any
	+ works well to develop an autonomic response
 – need to carry it with you, or move to where it is
 – relatively artificial

	Whistle
	Any (great for PE and other activity- based situations)
	+ works well to develop an autonomic response
 – need to carry it with you, or move to where it is
 – relatively artificial


	Hand Clapping
(e.g., teacher claps a rhythm whereby students respond in kind)
	P-4
	+ works well to develop an autonomic response 
+ the student response adds the dimension of recognition
   and being “tuned in” 
+ easy to do 
– less appropriate for older students

	Chanting
(e.g., teacher chants a phrase, such as “1, 2, 3 eyes on me.” whereby students respond with a response, such as “1, 2, eyes on you”)
	P-4
	+ works well to develop an autonomic response
 + active on the part of the student
 + easy to do 
– less appropriate for older students

	Turning off and on the lights
	P-6
	+ works well to develop an autonomic response
 – lights are not always readily available – relatively artificial

	Counting Down
(e.g., teacher needs students to attend, so begins to count down from five to one)
	P-8
	+ clear signal
+ can be good for transitional changes
 – why give students five seconds to do something they could
     do immediately if they wanted to, such as stop and listen?
 – promotes the use of “too much time” given to get attention

	Hand Raised
(e.g., teacher raises his/her hand and waits and/or students also raise their hands to show they are ready)
	Any
	+ clear signal to anyone who can see you
+ symbolic 
+ active
+ relatively natural interaction
 – may not be visible to all students

	Cue Word
(e.g., eyes, eyes and ears, listen up)
	Any
	+ works well to develop an autonomic response 
+ easy to use 
– not as interactive as clapping or chanting for younger students




 (
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Reflection 5-3 
Which of these cues is most appealing to you? 
Reflect on the following case: What can we learn from Karina?

Case Example 5.2 
Karina and Her Tendency to “Put Out Fires”

Karina was a student teacher in a second grade classroom. She was a well-organized and no-nonsense type. She was a bright student and expected to do well in student teaching. When I observed Karina for the first time, she was well-prepared and looked confident. She was a success on nearly all levels. Yet she struggled with holding the students’ attention and keeping them from getting off track, especially when they were reading on the rug.  On our first meeting, I counted and found that she was making about four negative recognitions to every positive recognition.  I could see her trying to “put out fires” when a student would stray off task.  She used phrases such as “we are waiting for Jessy,” and “Paolo stop talking and pay attention.”  In addition, she used the cue that she had established for gaining attention (“one, two, three, eyes on me”) whenever the students began to lose attention. 

The more she recognized the negative behavior and used her cue (inappropriately) the more she encouraged the unwanted behavior and created a negative and desperate atmosphere.  After the lesson (that was very successful apart from the level of attention), she was distraught and felt like a failure. I helped her focus on the positive in what she did and encouraged her to: 1) change the ratio of positive and negative recognitions; 2) only use her cue to gain attention and use a redirecting clarifying statement when she did not have 100% attention; and 3) deal with her two chronic problem students one-on-one.

In the next visit, Karina was successful at creating a better ratio, and used her cue appropriately. By the end of the quarter, she had eliminated the negative recognitions, and found that they were entirely unnecessary.  She began the quarter doing what her instincts told her to do, which was to let the students know when they were doing something they were not supposed to be doing. She finished the quarter recognizing that she simply needed to create clarity, expect 100% attention, and follow through with consequences when she did not get attention.  In addition, she found that she was much happier promoting positive energy in the class than feeling like the “listening police.”

Reflection 5-4
Do you know of a teacher who is having the same struggles as Karina? What advice would you like to give to him or her?




SEQUENCE A
Problem       inaction     problem remains      distress      negativity

SEQUENCE B
Problem      action taken      change      ability to positively recognize behavior

Reflection 5-5
As you reflect on the negativity sequence described in the webinar, think back to a time when you felt frustrated with your class. Does the comparison of these two patterns help make sense of how you felt?  What would you do differently?

Figure 5.3 
Contrasting Two Classes Where the Effectiveness of Lining Up Strategies     Leads to Either a Positive or Negative Classroom Climate Condition
	Negative Condition
	Positive Condition

	· The class begins the year unable to line up effectively.
· The teacher warns them that it “must get better.”
· When students are out of line or pushing the teacher points them out (negative recognitions) “Kaida, you get back in line, or I am going to have you pull your card.”
· When the students return from a trip to the library where they could not stay in line and were pushing and noisy, the teacher shames and lectures them.
· The teacher gets in the habit of standing behind the line and physically moving students into place and shifts students who cannot get along to the back of the line.
· The teacher regularly gets angry and threatens the students that if their line does not get better they will have to stay in and miss the chance to go to their intended destination.


	· The class begins the year unable to line up effectively.
· The teacher has the class practice lining up on the first day of class until they have produced a perfect line.
· Each time the class lines up the teacher is encouraging and projects a positive expectation – “Let’s see if we can make an even more perfect line today.”
· When the line breaks down on the way to the destination, the teacher calmly tells the class to turn around and head back to the class. The teacher then clarifies the expectation, offers an encouraging message and then asks the students to “try again.”
· The teacher stands at the front of the line and uses humor and positivity to promote a perfect line. He/she may look down the line and make the comment that the line is “about 99% perfect and almost 100% perfect” (as the students try to get even straighter and quieter).
· The teacher decreases positive recognitions over time and increases reflective questions to the students such as “How does it feel to have perfect lines and have all the other classes admire how disciplined you are?” (shifting the locus of motivation from external to internal).


	   


Reflection 5-6 
As you reflect on the two conditions in the example where the classes were lining up, which one is more common in your experience? If we asked the teacher in the “negative condition” column class, to what would they attribute their class’ struggles with lining up? What advice or perspective would you like to offer them?

Reflection 5-7
What are your ideas for moving up the continuum?
· What will you envision existing in your class as far
               as jobs/chores/duties/procedural tasks in the class - that the 
               students are capable of doing? 
· What can you do to have the members of the class take greater
               ownership of their space, their routines, and their interactions
                                    with others?
Reflection 5-8
As you explore your larger goals related to what you are trying to accomplish in the area of classroom management, you are likely weighing the advantages and disadvantages of a 1-style or 2-style class.  Table 5.4 offers a comparison of the two approaches in the area of technical management. You are encouraged to find someone and to engage in a conversation – and share your thoughts, feelings, and reservation about each approach. 

Table 5.4
 Comparison between the 2-Style and 1-Style Approaches to Technical Management
	2-Style Approach
	1-Style Approach

	Goal – absolute consistency and efficiency
	Goal – self-direction and training your way out of the leadership role

	Teacher directs activities with students, very clear about what is expected
	Teacher develops rituals and expectations that students internalize

	The end of the year looks much like the second week – orderly and efficient
	By the end of the year the teacher has shifted responsibility to the students

	Students learn that procedures are approached consistently with a regular pattern and structure 
	Students begin to see the purpose behind procedures so that over time they act increasingly with their own internal motivations

	A poor procedure requires more practice and more meaningful consequences
	A poor transition calls for a discussion of why it should improve and then practice of what is decided alleviates the problem

	Students show attention because the consequences are clear and automatic
	Students attend because they appreciate the idea of mutual respect for those speaking


Activity  5-1
Create a brief plan for helping your class move to a more self-directed level in the area of technical management. Given what was discussed in the webinar and what you have observed and experienced, generate three strategies for facilitating this move toward more self-direction.

Key strategies for moving across from a 2-Style classroom to a 1-Style classroom is to 
1) help students become self-directed, 
2) help them recognize it when they are, and
3) help them recognize the benefits of self-direction over teacher-direction.

Make the empowerment process conscious and conspicuous!
More Activities:

Activity 5-2 
Describe the types of cues that you plan to use as well as some of the consequences that you will implement when you do not have 100% attention. Also, do you have a finish word that you like? Discuss why you made the choices that you did with your group. Have you seen them being effective in action?

Activity 5-3 
Do some action research on your own. Observe at least two teachers for an hour or longer.  Count the number of times that each teacher uses negative recognitions for inattention (e.g., I am waiting for ______, shh-shh!, please be quiet ____, _____ you need to listen). Now count the number of times that students talk when there is an expectation that they are to listen or work quietly. Is there a relationship?  Advanced ideas: Count the effective interventions.  Observe whether the teacher uses clarifying statements. What effect do you observe these interventions having on the level of attention?

--------------------------------------------------------------------------------------------------------------------------------------------------------------

Clips of Skills in Practice:
(Note:  All video clips include Dr. John Shindler and the other individuals are students taking graduate level education courses.  Permission was granted by all individuals in the clips to be filmed and released.)

      [image: ]    Clip 1 – Good Technical Management Starts with 100% Attention
      [image: ]    Clip 2 – Examples of “How to” and “How not to” Gain Attention in the Classroom
      [image: ]    Clip 3 – Effectively Giving Directions



Reference
Shindler, J. (2010) Transformative Classroom Management. Jossey-Bass. San Francisco, CA.

Permission granted by Jossey-Bass Publishing Company for John Shindler, PhD  to use and print content from the Transformative Classroom Management (TCM) publication for the Virginia Department of Education TCM participant and facilitator guide.  The guide accompanies a professional development series of video clips and PowerPoint slides on transformative classroom management.   

The content of the Transformative Classroom Management series were adapted from research and publications developed and copyrighted [2010] by John Shindler.   John Shindler hereby grants permission for non-commercial use to the Virginia Department of Education, Virginia school divisions, and other Virginia educational organizations to modify, create derivatives, reproduce, publish, or otherwise use these materials exclusively in Virginia.  Permission is not granted for its use outside of the Commonwealth of Virginia.   Please contact the Virginia Department of Education at 804-371-7586 or Dr. John Shindler at 323-343-5824 or by e-mail at jshindl@calstatela.edu  for permission to use these materials outside of the Commonwealth of Virginia.   
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3. Reflections and Activities (See TCM 

Guidebook)
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will not guarantee higher student achievement, 
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effectively on the technical level. 

What is technical management?
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Functional/Student-Centered

Facilitator/Leader

Self-Directed  Students

“Our Class”
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Functional/Teacher-Centered

Conductor /Manager

Well Trained Students

“My Class”
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Enabler/Passive

Self-Centered/Chaos

“The Students”
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Authoritarian/Hostile

Dominance/Obedience or Rebellion 

“Those Students”

Functional 

level by

Orientation 

4 Quadrant Teaching Style Matrix


Microsoft_Office_PowerPoint_Slide5.sldx
4 Quadrant Teaching Style Matrix















10





Functional level by

Orientation 





































1-Style 

Functional/Student-Centered

Facilitator/Leader

Self-Directed  Students

“Our Class”







4-Style

Dysfunctional/Teacher-Centered

Authoritarian/Hostile

Dominance/Obedience or Rebellion 

“Those Students”























3-Style

Dysfunctional/Student-Centered

Enabler/Passive

Self-Centered/Chaos

“The Students”









2-Style

Functional/Teacher-Centered

Conductor /Manager

Well Trained Students

“My Class”





























image1.png









4Quadrant Teaching Style Matrix






image6.jpeg
Office of School Improvement

Differentiated
Technical Assistance Team





image7.emf
• Listening is more than staying quiet when the teacher 

gives directions. 

• We can create a culture of listening and respect that is 

defined by:

– An absolute expectation that we attend to others

– Expecting to be listened to when it is our turn

– Asking questions when we need to know

– Respecting the ideas of others

– The expectation that we all share these values

Culture of Listening and Respect
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Given the nature of indirect learning, students will infer 

what the expectation is for listening based on what they 

see happening to others. If they observe the teacher 

allowing others to talk when the teacher is talking or 

beginning instruction before there is 100% attention, the 

students will learn that it is fine not to be attentive.  

Anything less than 100% becomes                                 

50% pretty quickly.

100% or 50% Principle
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Others Student
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In figure 5.1 of TCM a sample of the many 

possible behavioral cues is listed. Which ones 

are most appealing to you?

A good cue is:

– Autonomic (not situational)

– Behavioral (not linguistic)

What is your choice for an effective cue in your 

situation?

Behavioral Cues
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There should be a behaviorally-conditioned response to 

your cue. The student should respond, in large part, 

because it is automatic and unconscious, and not 

because they are making a situational choice. The power 

of the conditioning will come from:

– the value associated with what comes after the cue

– the consistency of the expectation to listen

– the consistency of the consequences for failure to listen

– a positive association with performing the behavior

Autonomic response
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Do your students know at any time in which 

of the 5 states of attention they should be?

1. 100% attention to speaker

2. Casual attention

3. Free to talk at a reasonable level about the 

learning task

4. Free to talk about anything

5. Completely quiet

5 States of Attention
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An Effective Cue is:

1. Followed by meaningful information such as 

concise directions.

2. Used only to change state from casual attention 

or talking freely to 100% attentive to the speaker. 

3. Never used to redirect after a previous cue.

4. Followed by consequences if it does not produce 

100% attention (i.e., waiting, starting over, 

individual consequences to inattentive students, 

etc).

A Cue is as Effective as How it is Used
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• What is the value of giving good 

directions?

• In your experience, what percentage of 

students can carry out the teacher’s 

directions the first time?

Effectively Giving Directions
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Effective Directions (and promoting the culture of listening)
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Effectively Giving Directions


Microsoft_Office_PowerPoint_Slide13.sldx
Effective Directions (and promoting the culture of listening)



Cue



Finish word



Directions (be clear and concise)



Call for questions



Random checks for accountability



Finish word

      (followed by expectation that students were paying attention)

Effectively Giving Directions







18



image1.png









Effectively Giving Directions






image15.emf
Negativity

typically comes from the internal

experience that one feels guilty for not taking

action in the past.

Sequence A:

Problem – inaction – problem remains – distress

– negative action or state

Sequence B:

Problem – action taken – change occurs – ability

to recognize improvement

Negativity Sequence
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What kinds of routines and procedures  do you

expect to have in your class?

From what you have observed, what have you seen

teachers do when routines and procedures do not go

well? 

Our options. . . 

• Model and practice or live with the dysfunction

• Give consequences or complain and wish

• Pro-activity or Reactivity

Routines and Procedures
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What will you envision existing in your class

with respect to jobs/chores/duties/procedural

tasks in the class that the students are

capable of doing? 

What can you do to have the members of the

class take greater ownership of their space,

their routines, and their interactions with

others?

Ideas for Moving Up
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Moving across 2 to 1

Three key practices for moving across from a 2-Style 

classroom to a 1-Style classroom are to

1)  Help students become self-directed,

2)  Help students recognize it when they are self-directed, and 

3)  Help students recognize the benefits of self-direction

over teacher-direction.

Make the empowerment process conscious and 

conspicuous 
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Upcoming TCM Webinars

The next webinar in the series provides an exploration of many of the 

most relevant topics in the area of student motivation and a practical 

guide to promoting a psychology of success in your classroom.

1. Data shows Transformation Classroom Practices Increase Achievement

2. Moving up the Function Continuum

3. Classroom Environment and Social Learning

4. Creating Clear and Effective Classroom Expectations

5. The Technical Management of a Classroom

6. Motivating Students to Learn

7. Creating a Class Social Contract and Logical Consequences

8. Implementing a Consequence and Dealing with Power Struggles

9. Instruction – Assessment - Management Connection

10. Facilitating Effective Cooperative Learning

11. Succeeding with Challenging Students

12. Creating the 1-Style Classroom
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