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Planning: the First Law of Enjoyable
Teaching
The most important thing that a teacher can do to
capture control of their time in the classroom is to
plan.

This planning is not the frantic (but feeble)
gathering of activities and worksheets that ensure
that students have busy work tomorrow. No. This
planning is a systematic mapping of a strategic
curriculum, and this planning includes the tactical
use of easy to use materials…materials that really
bring learning to students.

The planning that teachers need is a plan for the
entire school year. This entire year planning is a
roadmap for what will be taught, but also is a project
plan for how students will learn.

Work your plan, or, get worked over by the
system!

The education enterprise probably never has been
stable, but the stress and pain wrought by the No
Child Left Behind (NCLB) Law has moved some
campuses and even some school district to a
“howling at the full moon” level of stress that may be
unprecedented in its “weirdness.” (Not that
interference for the “good” of students by “don’t-
have-a-clue politicians” is new or original: but there
probably has not been such a nation-wide rising of
stress levels in our schools in years past.)

Teachers in many places fear for their jobs as
fearing-for-their-jobs principals launch witch hunts
to purge their campuses of “low-performing”
teachers.

What is clear is that teachers feel the brunt of the
pain inflicted by unfunded mandates that filter down
from unenlightened administrators as “do more with
less” directives.

What “do more with less” actually means is, “We
expect you to do whatever it takes, spend as long
as it takes, and we won’t give you release time or
any more money.”

It is not our intention to “rag” on school
administrators or politicians. Their marriage to the

bureaucracy proves to be purgatory enough for
any lifetime. What we want to do is show teachers
how to meet (even exceed) unreasonable
demands while shielding time for themselves and
maintaining their sanity.

How do you describe the perfect teaching
situation?

Teaching delivers rewards of personal satisfaction
and student gratitude to those of us who are fortunate
enough to serve in our profession.

But, how do you keep the demands and requirement
of a teaching job from commandeering your life?
Because teaching, as wonderful an experience as it
is, is not your entire life.

Love teaching or not, you need to work less...but
become more productive. You do this by strategic
use of your time.

Effective focus upon high payoff actions is important,
no is absolutely demanded, in the current
atmosphere of stress generated by high-stakes test
"Phobia/Mania/Mass-Hysteria." Teaching to the test
undermines both your personal satisfaction and the
gratitude of your students. And, you may have
twinges of conscience and restless sleep because
you know that by following the teach-to-the-test
directives, and saving your job...that you are doing a
disservice to your students.

Our focus in this eZine is not to belabor to negative
environment of many school districts, but to provide a
road map for thriving and excelling despite the
employment situation

Of course, knowing the terrain is important before
embarking on a journey, but you don't get far by
staring at the obstacles. You look instead for ways
around those obstacles.

Get a Life

You could work day and night, and maybe you do.
But, are you and your students satisfied with your
lesson delivery, your enthusiasm, and our energy
level?
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The question that you should ask is, "As it is defined by
politics and directives, is the job that others expect me
to do, doable?"

Other perspectives on this question:

"If you had twice as much time, say 100 hours a week,
could you get the job that is expected of you done?"

"Is 80% of what you do responsible for less than 20%
of the benefits that your students receive?"

The correct equation is that 20% of what you do should
result in 80% improvement in outcomes. Then, you can
dedicate another chunk of time; say 40% to achieve
another 10% improvement.

So, if you are trying to get 110% student improvements
by working 200% of the time that you should be
working, something needs to be fixed.

The measure of not doing the job that benefits students
is called "Opportunity Cost." Opportunity cost is a
measure of what is lost by doing the wrong thing.

"And, if you continue at your current overworking pace,
at what point does your productivity, intuition, problem-
solving ability and judgment begin to suffer?"

While you cannot fix many of the issues that plague
education, because these are beyond your control, you
can focus upon the things that are within your control.
This will make your teaching experience more positive
and more healthful.

Sins of Commission and Omission

The politicians and administrators convey the problem
as being your problem, and you buy into this "Spin."

For example, you are instructed to work on these items
so that you become more productive...

o Better time management
o Neglecting you duties and responsibilities
o Failure to focus on priorities
o Procrastination
o Failure to capitalize on opportunities
o Teaching a narrow curriculum that is not

aligned to "Standards"
o Failing to make your instruction data-driven

o Not completing enough in-service and training
courses

But, teachers should examine carefully to determine
if they are the slackers that politicians and
administrators believe that they are. Then, after
finding out that they are efficient, hard working, caring
professionals; they should reject these arguments
and bring real issues to the table for discussion.

Time to Think Differently about Education in
General and Teaching in Particular

School communities reflect the changes in our
society. You need to view your job in a different light
For example:

o The rules of the teaching job are changing.
o The pressures of the job are changing.
o Work habit and work patterns are changing
o Your view of your job needs to be updated
o The attention and motivations of students are

changing.

The use of technology makes it possible to do more,
but also increases the time you need to spend on the
job. And, technology is a double-edged cutting
instrument, i.e., once you have it, people in charge
expect you to do more, with no additional
compensation.

So, you need to develop strategic plans and
automate. You also need to know when to quit, since
teaching can consume all your time.

And you need to tell it like it is about your job, it to no
one else; at least to yourself.

Your task is to do what you know you need to do to
create benefits for students, and develop an Action
Plan to put those strategic activities into operation.

Your strategy is to build attitude, knowledge, and
skills for your students. You need to deliver this
package in a way that students see that they want it.

Your job is to sell students on the value of the
product that you are delivering. To do that, you must
believe in that product. Your passion and
commitment must show through.
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One useful technique is to lay this yearly plan out in a
spreadsheet:

o Use the left column for each school day, this is
easy with the "auto number" feature

o Gray out non-instructional days (in-service,
workdays, test days, etc.) and use a comment
to identify them

o Select columns for individual subjects
(elementary), or grade levels (secondary)

5.) Next, picture the goal as already happened.

Fantasy and creative imagination work wonders at
incubating ideas. And, you must be willing to make
mistakes if those ideas don't pan out. (Making mistakes
is your biggest asset in teaching, and in many other
areas of your life.)

6.) Next, Commit to your vision and goals.

Go out on a limb and tell others about what you are
going to do. Talk about your progress with conviction.
And, hold yourself accountable.

7.) Then, most importantly...Write out or Outline a Plan

Make a plan into a daily checklist, and if you are really
committed to this procedure, a summary weekly
checklist, too.

You have to write the plan down, or enter the plan as a
computer file or as a handheld (PDA) file.

Think of all the little steps that are required to launch
this plan and all the steps that are required to keep the
plan afloat.

Make sure that these details are attached to a timeline,
and make sure that you have a way to tell where you
are with your implementation of this plan.

8.) Take action, and get to work, one step at a time.

This strategy takes more "Upfront" time than just
chasing after tomorrow's instructional activities, but it
saves a lot more time over the course of the school
year.

One method, to implement if the school year is already
in full swing, might be to take a personal, weekend

retreat. But, set this up as a real retreat, with
relaxation exercises, soft music, meditation-
contemplation-refection segments, and journal writing
time.

If the school year has not yet started, spend two or
three days that you would have spent decorating your
classroom in planning instead. Planning pays off;
decorating doesn’t save time for you all year.

9.). Praise and thank yourself for your successes

Consider that you need to treat yourself with every bit
as much positive (and affirmative) praise and
encouragement as you provide to your students.

You deserve just as much caring as your students
deserve.

But, you have to provide most of this to yourself.

Besides, if your students lavish attention and praise
on you, you figure that they are slathering you up for
a better grade. And, if your supervisor were to
provide the praise and recognition that you deserve...

o You would remind them of the ongoing praise
if your evaluation were anything less than
stellar

o You would suspect that they want you to
volunteer for an extra duty

o You would hear complaints from your
colleagues who (unjustly) believe that they
deserve the praise and attention more than
you do

To avoid all these institutional inconveniences, just
quietly take care of yourself.

If you set up a simple system of tracking and
checking your progress, reaching bite-sized targets,
documenting little successes...you will find yourself
having easily met big challenges (while making
others believe that you "had it easy.")
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What does a Robust Plan Look Like?
To stay current and to adjust to, adapt to, and
implement change, you need a plan

A plan allows you to explore ideas, thoughts concepts,
and perspectives. This helps you innovate and
improve.

You work in such an amazing field that you can get
involved in projects that interest you (as long as these
projects also interest your students.)

And, you can take risks.

You can use your imagination instead of your muscles
and you can reap a legacy of positive regard and good
wishes for an entire generation of students.

You can also share your ideas, and work on teams that
share and develop together.

And all the ideas that you have can be converted into
action plans that deliver further benefits to your
students, while at the same time, hone your skills for
classroom management and instructional delivery.

To do all this, you need a plan.

You need an adjustable, modular, easy to implement,
and easy to track plan.

You need a plan that you can scan (to tell if you are on
track or off track).

You need a plan that that is flexible and allows you to
change course on a dime and still arrive at your
destination.

Your plan must embody S.M.A.R.T. goals, and you
need to refer to your plan all the time (at least once a
day). Referring to your plan more times during the day
would be better, but if you only have time for one
viewing (your plan isn't being worked correctly), make
this during the time that you are preparing for the next
day, before you go home. Once you become skilled,
you can move your planning to your conference period,
and leave the campus before dark.

Your Objectives

Your objectives need to be specific and concrete
statements that describe exactly what you are going
to achieve.

A project objective should be written so that it can be
evaluated at the conclusion of a project to see
whether it was achieved.

Objectives are based upon the outcomes that you
expect to achieve.

But objectives are often confused in education.

Here is the problem.

Should your objectives be measures of what the
students accomplish, or what you accomplish?

Clearly, you can complete an elegant performance
according to a written plan, and meet each time line
and measurable delivery point. And, the lesson could
be so far off base that the students do not benefit at
all.

On the other end of the spectrum, you could just
happen to hit on high student interest, perhaps due to
a real world event, and without a plan at all, inspired
(you're on a roll), you motivate students and achieve
unplanned, beneficial outcomes.

Between these extremes, you can find your pace and
comfort level, and prepare for the long haul.

Your objectives must establish the link between what
you will do, and what your students will achieve.

In order to use objectives to improve your teaching
performance, the objectives must be weighted toward
your teaching.

The analogy is that of a salesperson. The sales
person cannot target goals in terms of buying
outcomes of clients and customers. For example:
"Twelve people will buy from me today." This strategy
does not provide any guidance for what the
salesperson must do to make sales.
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Objectives such as...

o Making five appointments with decision makers
o Sending E-mail sales offers to 48 clients
o Completing nine presentations

don't capture what is needed, either.

The salesperson must drill down into delivery skill
improvement, too. For example...

o Work three facts about the needs of the client's
company into the presentation

o Create rapport with the decision maker by
telling stories

o Describing the value of the product or service in
such a way that there is no apology for the high
price

For teachers, the dual process is similar:

"Twelve students will score 100% on their chapter test
this week," is nice, but a worthless objective.

And these are not any better:

* Make appointments with five parents
* Send weekly folder home with every student
* Cover 55 total pages per day (counting all subjects)

You must concentrate effort on high-payoff outcomes,
and you must concentrate your efforts at improving
your management and delivery skills.

Effective teachers may be more similar to sales people
than they are to college professors.

To make your objectives useful, you must:

* Create objectives that are written (free of jargon) in
instructional terms
* Use the objectives to as a framework for self-
improvement and self-assessment
* Apply and measure progress so you can claim
success

When you focus upon doing teaching right, you will do
the following...

1.) Test as you go to ensure that the strategies you
implement are viable

This is the mistake of "Doing wrong things right."

2.) Pay attention to the timing of your lessons, your
delivery, and your reinforcement of the lessons that
you teach

Not doing this creates the mistake of doing right
things at the wrong time.

3.) Plan how long your lessons will take, then double
the time estimate

Not doing this creates the mistake of doing right
things right, but only for half the time that is required.

4.) Estimating how quickly your students will learn the
material, then multiply that number by four

Not doing this creates the mistake of doing right
things right, but not fully enough for the learning to
stick.

5.) Estimate how much improvement you need to
make in your teaching before you become effective

Not doing this creates the mistake of doing only a
part of the right thing.

6.) Spend as little time as possible on paperwork and
busy work

Not doing this creates the mistake of never getting to
the important things.

7.) Always create a plan "B"

Not doing this creates the mistake of placing all your
eggs in one basket.

8.) Be sure that your team teaching partnerships are
with a teacher that is stronger than you are, and one
where planning takes less time than if you do it
yourself. When team teaching, make sure that both
teachers are in the same room for all instruction.

Not doing this creates the mistake of watering down
your effectiveness.

9.) Choosing activities for convenience, rather than
for the integration of knowledge and skills
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Not doing this creates the mistake of being textbook-
driven or activity-driven instead of plan driven.

10.) Manage the day as a whole

Not doing this creates the mistake of
compartmentalized, discrete learning. Ensure that you
and your students are always checking on the big
picture.

11.) Look for strengths in yourself and in your students

Not doing this creates the mistake of shooting for
lesser targets, and of giving up to early.

12.) Focus upon integrating higher-order thinking and
Multiple Intelligences into every part of the school day.

Not doing this creates the mistake of either focusing on
knowledge and concepts, or, of adopting a "teach to
the test" strategy

13.) Build honest, accurate assessments into the plan
so that you know how effective your instruction is

Not doing this creates the mistake of exaggerating your
effectiveness, and likely leads to labeling your students
as not ready, unmotivated, or defective in some way.

14.) Keep your plan simple and doable

Not doing this creates the mistake of building a
superstructure without a foundation.

15.) Clarify your long-term aims and purposes, and
plan for the entire year

Not doing this creates the mistake of short-sighted
planning.

16.) Develop a strategy for change if instruction is
going wrong

Not doing this creates the mistake of going down with a
sinking ship.

17.) Make what you do represent yourself as a person

Not doing this creates the mistake of not standing for
anything.

Summary:

o Know your goals
o Strive to do and be your best
o Choose the best strategies
o Be kind to yourself when things go wrong
o Be honest about your progress as a teacher
o Give the plan your best shot (without shooting

yourself in the foot)

Your plan tells you the course that you are going to
take for the year, shows how you are going to hold
yourself accountable, and outlines how you are going
to control instruction and self-improvement.

Write out your plan, in a form that you can scan. This
helps you see connections, and helps you catch
issues that you may have missed.

A written plan is also a tool for learning, since you
have something to compare.

And, a written plan is more than a prediction. It is a
target.

The written plan is the map that you use to chart your
course for the year. Refer to it often to keep your
bearings.
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What Planning Tools do I Use?

Planning tools can be anything from index cards
and shoe boxes to computerized Database
Management Systems.

Keeping pace with the daily demands for
delivering Instruction

How would you handle your job if you had your
conference period cut in half, and if you were not
allowed to work overtime?

Teachers are accustomed to thinking terms of "Lesson
Plans," but that is too narrow a view of what modern
teachers actually do.

Modern teachers need to take the wide view that they
are project managers for a year-long project, and then
modern teachers need to apply project management
strategies.

Strategies that cannot manage a school year project
are:

o Course Syllabi ("If only they had the
prerequisites" strategy)

o Follow the Textbook ("One page at a time"
strategy)

o Daily Scramble for Materials ("What's for
dinner?" strategy)

o State Standards/ Curriculum Frameworks
("How could the district have paid for such
junk?" strategy)

o Benchmark Testing Targets ("They'll work hard
to avoid the dreaded test" strategy)

But, some teachers, comfortable in their traditional
ways, will object that teaching is an art, not a science.

* True. But what if your artist's studio is a mess and
you can't find the brush you need, or the particular
shade of paint that you are looking for?

* True. But the gang that patrols the run down
neighborhood where your artist loft is located demands
protection money, or they will run you out of town.

And, how many teachers want to spend ten or more
years in poverty perfecting their art?

Your Assumptions

Some of the easiest planning issues to deal with are
the trickiest. These are your assumptions. The
reason that these are easy to deal with is that you are
in control of these, and you can do something about
them without spending a lot of money (Unless you
need therapy).

The reason that these are tricky is that you don't
notice or recognize your assumptions, yet alone
recognize that your assumptions are defective and
leading you to put in more effort than needed to
achieve less results than are possible.

We cannot delve in depth into all the assumptions
that plague traditional education, but results-
narrowing assumptions fall into several classes. Here
are assumptions that are the antidotes:

o Learning is easy and natural. It is not "work,"
or "hard;" and the terms: "homework," "school
work," and "do your work" "work" (i.e.,
function) to undermine learning in insidious
ways

o Students can learn through innumerable
ways, but their learning can be squelched by
a few, discrete methods (also known as
traditional teaching)

o All students can learn, but not necessarily
your way (i.e., the way you expect, the way
you insist, the way you learn, etc.)

o The quest for mastery and achievement is
inborn in each student, i.e., you have to work
really hard to keep them from learning

o Creativity, problem-solving, and decision-
making are natural talents that subversive,
aversive instruction squelches

o Students learn most from seeing and doing,
and the least effective way for students to
acquire knowledge is from teacher talk

o Learning is easy when attached (Chunked) to
meaning and life experiences, but infrequent
and sparse when isolated or memorized

o Students need to talk, express, and
communicate if they are to learn

o Laughter is not only the best medicine; it is
the best reinforcement for learning
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Your instruction would be like a ship that decided to
check its bearings after sailing full speed for two
weeks. No ship would do such a foolhardy thing, but,
why do teachers use this method?

The answer is that some teachers make a number of
mistakes.

1.) They avoid the hard work of real-time assessment
because they think that this is too hard

(But, sailing off course into the fog of failed learning is
even harder.)

2.) They think that real-time assessment takes too
much time

(Having to backtrack and re-do instruction that "didn't
take" takes even longer.)

3.) They think that they have to test every student to
gauge their performance

(This is the equivalent of the ship checking its course
from the bridge, deck, engine room, hold, and
elsewhere on the ship. One or two measurements are
enough.)

4.) They think that off course information means that
they are doing a bad job.

(The ship's captain doesn't worry that winds and
currents that push the ship off course mean that the
captain is doing a bad job. This just means that the
ship had to make larger corrections.)

5.) They know that if the assessment indicates that
students are not learning, they have to come up with
other methods of instruction

6.) They know that if the assessment indicated that
students are not learning, they have to work harder

It is these last two issues that contribute most to the
unhelpful behavior of "Test after two weeks and Blame
the students" syndrome.

Quality Control and Management

Quality Management means learning how to do a more
effective (and efficient) job.

This is a central issue.

The ship that is carrying passengers doesn't consider
it a good job if 99% of the passengers arrive at port. If
one person goes overboard, every means is taken to
retrieve that passenger.

If one student isn't learning, the teacher needs to
know if this is because the class sailed without the
student, if the student "fell overboard." or if the class
left the student at a port of call and didn't notice that
the student wasn't on board with the learning.

This quality means two things:

o You improve the skill you have at managing
and delivering instruction

o Your students improve the skills that they
have in leaning

Both you and your students need to put in the effort.

o Extra practice
o Quality feedback
o Different options

With some students, the fact is that you are going to
have to offer individual tutoring. How you deliver this
is up to you and your resources.

So, by planning the entire school year, you will
understand:

o The scope of your year-long project
o Your objectives
o What you have to deliver
o The risks
o Your assumptions
o The ins, outs, nuances and quirks of your

school's organization
o Factors of Student-Class make up
o Individual student issues
o What information you have to collect on an

ongoing basis
o What you will have to spend out of your own

pocket to provide what your students need
o Steps needed to solve problems, or,

preferably, to head problems off
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Reproducible Modules

Another key to streamlined instructional management
is the use of Reproducible Modules.

This means that you select strategic, generic activities
and use them frequently in the delivery of instruction,
and in the instructional management of your
classroom.

The benefits of this approach are:

o You only have to train students once or twice
on how to use each module

o Students become comfortable and confident in
the use of the modules

o A library of modules can be developed ahead of
time, for immediate use when you need them

o Modular components can be used as on the
spot activities to take advantage of instructional
opportunities

o Modules provide structure, that paradoxically,
increases student creativity

Materials that fall into this class are:

o Graphic Organizers
o Templates
o Self-correcting Materials
o Learning Centers
o Portfolio Management System
o One-use Content that you can Capture from the

Internet

Repeatable Strategies

o Learning centers
o Higher-order questioning
o Student projects

Assessment Artifacts

The types and styles of assessments that you
undertake are not as important as your actually
following through with them consistently. Assessment
artifacts are anything that you use to keep track of and
record your progress.

Remember, there are two types of assessment
artifacts:

1.) Those keeping you on track
2.) Those tracking the progress of every one of your
students

But, these tracking artifacts must be kept simple and
you must be able to use the assessment methods
that you choose "on the fly."

If you have to think about them, if you have to take
time away from your attending to your students, if you
add more than five to ten minutes to your work
day...then you need a more streamlined method.

Another thing to remember:

It is not necessary for you to assess every student to
determine how effective your instruction is.

Depending on what you want to know, one, two or
three student volunteers can be enough to determine
if your instructional delivery and management skills
are improving. Choose students at random, use
"average" volunteers, or give every student a chance
to participate.

Remember, you want to know if you need to
implement Instructional Plan "B" or Plan "C" before
you get to far along and then have to backtrack
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Why Planning Is Not Enough

Planning is not Enough

It might seem strange to find, after all this emphasis
upon your school year being a project, and after all the
emphasis on project management methods that
planning is not enough.

If planning isn't enough, then what does it take to be an
effective educator?

And if planning isn't enough, then why isn't it enough?

The answers to these questions seem to cluster
around several concepts, i.e., the issues in completing
a school year project include:

Complexity of the Issues

School year projects follow a complex, intricate,
interwoven process; not the linear/ sequential pattern
that traditional project management (such as
constructing a bridge) assumes

o The problems that must be solved are intricate,
tricky, and complex...moving targets

o The problems that must be solved are people-
caused, people-created, group-oriented...and
the solutions are people-driven

o The solutions that must be employed are multi-
layered, multifaceted, and involve people

o The accurate identification of the problem can't
be exactly determined until a solution is found
that actually works, i.e., you won't know if you
have identified the problem until you have
resolved it. (Even then, maybe you were not
exactly right in your problem definition, but
close enough. Or, the problem could have
resolved itself on its own. You might never
know.)

Complexity of Learning

o Memory is difficult to quantify, such as: x
number of repetitions are needed for a student
to learn that 12 times 11 equals 121

o Skill acquisition is difficult to quantify, such as: x
number of practice sessions are needed to

learn how to deliver a presentation about the
economy

o Creativity is not constant
o Problem-solving results in multiple solutions,

many that are correct
o Problems and solutions are "try and see," real

world and difficult to qualify and quantify
o Cognitive development and biological timing

affect learning, particularly in the early years
of each student's school career

Teaching is a Complex Integration of Art and
Science

o The work of the teacher depends upon the
teacher selling solutions to students and
motivating students to investigate further

o Teachers' skills need to be improved, but
there is little support available to help

o Setting and reaching project goals, even
being successful at reaching these goals can
distract teachers from seeing (and relating to)
their students as people

o Project focused behavior can distract teaches
from their most important resources, i.e.,
creativity, personality, caring for students,
celebration of the unique individuality of each
student

o Focusing on goals and high-stakes test
practice can alienate students and decrease
the trust and confidence that students place
on their teachers

Teaching involves Human Consciousness not
Fabricated (as in Manufacturing) Products

Learning is a complex, dynamic and interactive
process that cannot be observed independently.

Observing learning is like observing light beams, the
light beams seem to know that they are being
watched, and behave accordingly.

This is also true of students. Students who know that
they are being watched behave differently.

This phenomenon is called the "Hawthorne Effect."
This term describes the increase in motivation and
increased performance that occurs when individuals
(or a group of individuals) feel singled out and
special. This is useful for teachers because your
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class has been singled out for the best teacher in the
school, you. And, as long as you believe that your
students are special and act congruently with that
belief, you will motivate your students.

Other issues affecting the human side of learning
include:

o Trust
o Intuition
o Creativity

Focus on students and their real lives instead of as
objects of assessment

Basically, if your students like you and trust you, they
will "cut you some slack," and learn in spite of your
“just learning” level of teaching skill.

If you believe in "you," your students will believe in you.

Teaching Involves Working on Yourself

One of the factors affecting how students learn is what
you can accept about your own performance.

This is a function of belief that practitioners of Neuro
Linguistic Programming (NLP) and hypnotherapists
recognize, but not a function that receives enough
attention in teacher training.

Here is what happens: Your belief system maintains
the outer environment that you hold internally.

Therefore, if you believe (inside, in reality) that you can
only teach students to a certain level of performance,
that is all you will be able to do.

This is the flip side of "having high expectations."

However, no matter how well you pay lip service to this
or any current jargon or concept, the parameters of
your inner belief system prevail.

Another example of this is the sales person who
believes that they are, say a $100,000 per month
producer. Their belief/ feedback system will work to
keep sales at that level, despite the salespersons
outward efforts. If sales are slower than the belief
system, some extra work or initiative will pay off just in
time to bring sales up to the belief level.

Or, if early month sales are on a track to markedly
exceed the belief in this performance ceiling,
something will happen to sabotage progress, and end
of month sales will end up as expected.

This phenomenon occurs in every endeavor, i.e.,
sports and games, dating, promotions at work,
politics...

If you want your students to learn more with your
doing less work, upgrade your belief system to
accommodate this desired change.

However, start with small improvements, say 10%
improvement per month in student outcomes, until
you believe in your (and your students') capacity for
increased learning with less effort.

Teaching Involves Motivating and Convincing
Students that Learning Counts

o Many of the difficulties that teachers face
involve helping students to unlearn the beliefs
and motivational disincentives that they
acquired in earlier school years

o Reversing the programming (conditioning of
students’ beliefs) of failure that students
acquired in earlier school years

o Unlearning of bad habits
o Competing with other attention-grabbing

diversions such as the Internet, video games,
television, peer-group happenings, etc.

o Selling the ideals of “learning for the future” to
students for whom “only now matters”

Basic Instructional Delivery

There are a number of rules for delivering dynamic
instruction.

Pace yourself, since you have to perform for the
entire day.

Make your instruction as dynamic as you can while
conserving your energy. Here are some hints:
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1.) Know your students

Know what their issues and concerns are, and speak to
these issues. Refocus instructional content so that it
has specific meaning for your students. Look at the
world from your students' eyes, as you plan and
structure your lessons.

2.) Spin the material so that it is relevant for your
students

If you know what your students are saying, doing,
thinking...weave this information into the lesson
material in relevant ways. Do this for the sake of clarity,
not for the sake of just grabbing attention.

3.) Use analogies, fables, stories, figures of speech,
and even quotes

Use everyday experience, news, movies, media and
anything else that impacts your students' world to
convey meaning. Information must connect with the
inner maps (representational systems) of information
that your students already have built before their minds
can chunk the meaning into their personal concepts.
(Anything less is just short-term memory "learning" that
evaporates within days [or hours].)

4.) Interact with your students

Make your lessons "conversations" between you and
your students, and when appropriate, moderate the
discussion among students, too. Find ways to involve
your students with questions, puzzles, polls, brain
teasers, riddles, jokes.

But, always maintain "perfect politeness" so that no
student ever feels put down, insulted or ridiculed during
the discussion. (Don’t worry if you are discussing
politics or politicians; where irony, satire and criticism
are well earned and well deserved. Just keep your
discussion evenhanded and lambaste them all if you
want to avoid trouble with the school administration,
i.e., don't be one sided.)

[Note: Unless you are a tenured university professor or
a Noble Laureate, don't expect any support for
academic freedom or support for your First
Amendment Rights from school administrators.
Although "telling it like it is" or even "like you see that it
is" is great teaching; unless the school superintendent

is your uncle (and maybe not even then), you will
receive zero backing for making, even true, political
statements. Telling it like it is builds trust with
students and increases your credibility, but truth and
honesty are "thin ice" method of skating through the
curriculum.]

5.) Communicate with eye contact, a dynamic voice,
appropriate gestures and facial expressions

If you are passionate about the lesson, your students
will feel, sense and respond to the information by
assuming that the information is important, i.e., they
will pay attention.

6.) Build lesson activities around Multiple
Intelligences, Learning styles, and multi-modality
communication and learning

6a.) Use:
o Media
o Graphics
o Pictures
o Video
o Real objects
o Props
o Internet sites
o Etc.

6b.) Use:
o Learning centers
o Labs
o Field trips
o Community-based assignments
o Etc.

6c.) Use:
o Journals
o Portfolios
o Logs
o Etc.

6d.) Use:
o Projects
o Reports
o Performances
o Hands-on activities
o Etc.



© 2006 by Joseph Chmielewski. All rights reserved. http://www.classroomtoolkit.com

Licensed under a Creative Reciprocal Public Materials License:
http://www.classroomtoolkit.com/reciprocal-license.html

6e.) Use
o Collaboration (electronic or face to face)
o Group assignments
o Learning partnerships
o Etc.

6f.) Use:
o Tutoring
o Mentoring
o Peer tutoring
o One-on-one help
o Etc.

Anything that is appropriate and affordable can be
used to communicate during instruction. But, ensure
that the media doesn't district from you or your
message. Talk because you have a clear and present
reason for communicating. Don't talk just because it
requires the least preparation and is the least
expensive method of filling the time.

7.) Dress for Success

Students behave more appropriately and focus their
attention more easily when teachers are well dressed.

So dress professionally.

We are not talking about snagging a $450 suit on the
ragged furniture of your classroom (when the tape that
you put on it to protect your clothing and to keep
students from needing to go to the school dispensary/
infirmary/ nursing station to have a sliver removed) fell
off. Wear clean, ironed, conservatively-styled clothing.

If you want to test this, dress up for a day, and see for
yourself.

Teaching needs to be Collaborative

o Teachers work in isolation, but this solution is
not effective or efficient

o Teachers that work in isolation continue to re-
invent what their colleagues invented last week,
yesterday...or will invent tomorrow

o Depend on students to be your most valuable
and informed “consultants.” Your students know
what is required to teach them better than
anyone else

Goals can be Distracting or Deceiving

Once a plan is in place and assessment toward
reaching instructional targets is operating smoothly, it
is easy to forget the passion you had for improving in
the first place.

Once you are saving time and taking back time for
yourself, it is easy to let that time slide into non-
productive time wasters. You may need to cut
corners and slack off on peak performing, i.e.,
delivering all of the best that you can be to find the
time for important things.

Focusing on goals can cause stress, distress (even
burnout) if you end up chasing assessment numbers
once you implement your plan.

Goals are important, but reaching goals cannot
become your central mission in teaching.

Goals cannot be used to wipe out the intangible
values and personal benefits of teaching, or to
diminish the person-to-person communication
between your students and their teacher.

Too much Focus upon Goals Undermines
Instruction

The problems with objective goals is that the rational,
logical, sequential nature of goal setting gets
confounded by the holistic, non-sequential,
emotional, creative aspects of learning.

Setting goals in the area of human consciousness
and learning involves the process of focused energy,
intention, clear vision, will, and trust in your creative
abilities.

If you only focus upon goals such as the bleak,
lackluster, stultifying, lifeless milestones of high-
stakes test performance; you sap both your students'
energy and your own passion. Contrast the
excitement of the school's team in the state
championship game with the dread of the state test.

Your passion mobilizes your students' energy. Can
you ever be excited about the state test?

The way to tell if you are on the right track is to
measure the energy of your footsteps.



© 2006 by Joseph Chmielewski. All rights reserved. http://www.classroomtoolkit.com

Licensed under a Creative Reciprocal Public Materials License:
http://www.classroomtoolkit.com/reciprocal-license.html

* Are your steps reflecting a stress-filled workday, or a
day that abounds with energy and excitement?

* Are your ideas coming quickly and easily, or are you
struggling to come up with some new and exciting way
that is only "sugar to make the bad tasting high-stakes
medicine go down?"

* Are your days easy and relaxed, or are you trying to
hard to force the learning process. Note that learning is
a growth process. But, what happens when you try to
force plants and animals to grow faster than their
biological code programs them to grow?

Undivided Focus upon Goals Squeezes out
Serendipity

Too much concentration on setting objectives and
reaching goals often causes teachers to ignore their
intuition and creative ideas. This happens because,
"We are on track to meet our goals, aren't we?" And
goals predominate, don't they?"

Well, "No!"

Have goals, have a plan for the year, and use these to
keep you on track. But, make room for intuition,
serendipity, creative insights, and the marvelous
untapped abilities of your students.

Your goals and plans keep you from wandering in a
desert looking for that fabled oasis. Your goals and
plans are like setting up your base camp at the oasis.
Your intuition, creativity, self-esteem, belief in yourself,
passion and luck are like trips into the desert where
you uncover artifacts, treasures, secrets.

To carry the desert analogy further: Keeping on
schedule may mean that you explore one area at a
time, and move on. But if a sandstorm keeps you in
your tent today, tomorrow you may see the statue that
was exposed by the storm and discover the location of
the buried and lost ancient city.

Explorations the day before the sandstorm produce no
positive results; while exploring the day after the
sandstorm, serendipity, delivers fame and fortune for
the explorers.
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Putting it All Together

Pulling it Together

Creating a master plan is important, but pulling your
ideas together and forming an Action Plan
Is more important.

There are a number of steps required to move from a
master plan to an action plan

Here are some of the steps:

* Review and update the master plan at least once a
week, preferably once a day
- If your master plan is in a “scannable” format, this

should take only 30 minutes a week, or less than 10
minutes a day

* Schedule or reschedule your important activities

* Estimate whether you are on track to reach your
goals/ targets

* Decide how close you are to your original budget

* Look for any signs that your plans are in trouble
- If so, decide how to minimize the risk

* Make sure that any critical steps are scheduled

More than Understanding the Plan

Copying someone else's plan is a start, but no matter
how wonderful and complete that plan is, it is not
enough unless you internalize the plan.

Internalizing the plan is crucial because this allows
higher-order problem-solving and decision-making, and
results in choices and actions, that seem to the outside
observer, to be intuitive or "lucky breaks."

Really, these are educated choices made because you
integrated understanding, comprehension, analysis
and judgment into your internal mental processing.

In practical terms, this means that you follow the plan,
the formula, the map...as best as you can, until, at
some point, your internal mental processing chunks the
information into its own unique collection of creative,

intuitive processes. When this happens, the plan is
truly your own.

At this point, the "training wheels" are off, and you are
freewheeling, steering, doing tricks. But, at first,
following the plan is the equivalent of your training
wheels.

But, even at this point, you still need a written plan
that you use as a roadmap. Otherwise, you make the
same error as having no plan, i.e., you get lost in
activities.

Confidence in the Plan

Your plan is only useful if you believe that it will work,
and if you have confidence in it.

You can always adjust the plan later, but, a lack of
confidence in the plan may really be resistance to
doing it.

Do you really want to change and follow your plan?

Examine your attitudes and beliefs, inspect your
values and your ideals, and sleuth out your
motivations and disinterests.

o Are you 100% sure that you want to follow
this plan?

o Why do you want to follow it?

o What do you gain by following this plan?

o What do you loose by following this plan?

o What do you gain by not following this plan?

o What do you loose by not following this plan?

You can proceed with confidence once you are clear
about your intensions.

But, don’t assume that all parts of you accepts the
plan just because one part of you accepts it.

Your greatest ally, and your greatest obstacles to
action are your own attitudes, beliefs and
assumptions. Make sure that these work for you.
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MultiModal Goals

The MultiModal Behavioral Counseling Model should
have caught on in education, but it didn’t. Now it will,
at least for you.

There are probably several reasons for this failure of
education to adopt a groundbreaking method; but a
similar theory, Multiple Intelligences, did gain a
foothold in education.

The MultiModal Model is both an analysis and a
communications tool. Because of these capacities, the
MultiModal Model is also useful for planning. This
model is also useful for strategic implementation of
your action plan.

This model also is the prime tool for demonstrating and
documenting that people who talk to each other almost
never really understand what the other person is saying.
Implementing the model to unravel the hidden
dynamics of face-to-face communications takes a lot of
time because there are so many intertwined factors.

But, the MultiModal Model is usable during a
counseling session to discover that the presenting
problem that the counseling client reveals is not the real
problem.

And, it is necessary to know what the real problem is
before a real solution can be developed.

The MultiModal process is so time consuming is
because the method explores many aspects of the
communicated message. These aspects are the “BASIC
IFFS.”

The “BASIC IFFS” is an acronym for the major
dynamic mechanisms of the communication. These are:

B = Behavior (Actions/ Performances)
A = Affect (Feelings/ Emotions)
S = Sensation (Body Signals)
I = Imagery (Mental Pictures)
C = Cognitions (Thoughts)

I = Interpersonal Relationships
F = Functioning (Body Processes/ Dreams/ Diet and
Exercise/ Use of Vitamins/ Stimulants1/ Depresants2)
S = Suggestion/ Self-talk
S = Self-Worth (Spiritual Search for Personal
Meaning/ Values and Ideals,)

Stimulants1 = Caffeine, Nicotine
Depressents2 = Alcohol

Here is what happens when you explore one idea
using this MultiModal Model.

[It is useful to record the answers on paper because
the relationships are complex, and because what the
person is not able to say (missing categories) is also
very important information.]

This model is an important tool for improving your
teaching instructional skills, because the
improvements that you need could be in one or more
of these areas.

The exploration and discovery of your internal goals
is important to your achieving your external goals.

You need to ensure that all parts of yourself agree
with your goals, otherwise one or more parts of
yourself will sabotage your success.

One of the most significant factors affecting your
action plan is the dynamic interplay of your real
motivations and desires.

Managing these internal components of yourself is
much like managing a classroom. You have to win
over the student leaders and demonstrate that you are
there for you students. If you try to dominate and
force your way upon the class members, you are in for
a stressful and turbulent year.

Your job using the MultiModal Model is to uncover
and discover your real motivations. Then, determine
how you can care for, satisfy and support each of
these driving forces in your life.


