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Foreword

magine a school that has committed itself to high levels of learning for all its students.

The school has declared that it will educate all its students to meet national standards
in the core academic areas. And the school recognizes that the knowledge and skills of
its teachers will be its most important resource in meeting this lofty goal. Put another
way, high levels of learning and performance on the part of all teachers will be the key
to high levels of all learning and performance for all students.

The challenges faced by such a school are immense. As Carlene Murphy and
Dale Lick point out in their preface to Whole-Faculty Study Groups: A Powerful Way
to Change Schools and Enhance Learning, “Like other organizations, schools are
not naturally open or amenable to major change.” What processes will perturb the
status quo, create sustained commitment to innovative practices, and provide a means
for learning that will enable teachers to plan the change effort and alter their day-to-
day instructional practices?

Although no single professional learning process can measure up to that chal-
lenge, whole-faculty study groups are an essential element in the mix of strategies
that can lead schools to high levels of learning for all students and staff members.
Such groups involve the entire faculty in sustained, rigorous study of the innovations
they will implement and in working through the problems that inevitably accompany
such innovation.

The use of whole-faculty study groups is, the authors point out, “a holistic prac-
tical process for facilitating major schoolwide change and for enhancing student
learning in the schools.” These groups make it possible for teachers “to explicate,
invent, and evaluate practices that have the potential to meet the needs of their stu-
dents and the community their schools serve,” Murphy and Lick write. “As teachers
work together in these study group approaches, they alter their practices to provide
new and innovative opportunities for their students to learn in challenging and pro-
ductive new ways.”

Consider the power of whole-faculty study groups in improving student learning.
The faculty begins by committing itself to extended study by an overwhelming vote
in favor of the study group process. The faculty gathers and analyzes data to deter-
mine the focus of its efforts. The teachers form groups that will meet weekly for
about an hour to discuss research, consider alternatives for actions, and acquire in-
structional skills. Because everyone is involved in the study, the faculty develops a
common vocabulary and strategies to address the student learning goals it has iden-
tified. Because of the meetings, barriers that isolate teachers are removed, and norms
of collaboration, experimentation, and risk taking are nurtured. Whole-faculty study
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groups teach their participants through example that professional learning must be
an ongoing, focused process if it is to affect student learning.

In such a school, the principal is a skillful leader who is a “keeper of the dream”
and a holder of high expectations for students and staff. This person values continu-
ous improvement and models this behavior by participating in a study group. Sur-
rounding the school is an infrastructure of district support in the form of resources
and visible district leadership and pressure in the form of high expectations and
accountability for high levels of learning for all students.

If school reform efforts are to succeed, individuals who occupy various roles in
the educational enterprise must be knowledgeable about the benefits and processes
of whole-school study groups. Leading the list would be teachers, principals, and
district leaders, such as superintendents, directors of staff development, and curricu-
lum specialists. Education professors and consultants who work for educational
agencies would also benefit from a deeper understanding of this process.

Carlene Murphy and Dale Lick bring a unique combination of experiences to
this book. Murphy has distinguished herself as a national staff development leader
and a consultant to numerous schools. She is familiar with both the practical day-
to-day realities of school change and the theory and research that support those
efforts, a special combination that makes this book a rare blend of theory and prac-
tice. Lick brings a background in organization development and leadership that
rounds out the knowledge and skills required to transform schools and school sys-
tems. Together, they have written a book filled with practical advice for those most
closely involved with educational reform.

It is difficult to imagine a school seriously committed to high levels of learning
for all students and staff members that does not use some form of whole-faculty
study. Whole-Faculty Study Groups provides the theory, strategies, and examples
schools need to begin such a journey.

DENNIS SPARKS

Executive Director,
National Staff Development Council
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his book is about a simple but powerful idea: people working in small groups to

improve their professional performance. It’s not a new idea; social psychologists
have recognized the power of small groups for decades. But most organizations, espe-
cially schools, have not made effective use of that power.

We have committees, of course. Every educational institution at every level has
them—with varying results. Teachers know that what appears to be a sensible device
for getting things done can be fruitless and frustrating instead. And even when com-
mittees function well, their perspective is outward, not inward. Their focus is the
task, not the growth of participants themselves.

The small-group process explained in this book is different. Members of whole-
faculty study groups are concerned with what they themselves do and what they
might do differently. If they find an idea appealing, they must decide how it applies
to them and what they should do about it.

That can be threatening, but it can also be exhilarating. What could be more
relevant to any professional than his or her own performance? And what responsible
person wouldn’t like to hear new ideas and learn new methods, if they can be freely
discussed and evaluated?

The problem for many teachers is that they are already overwhelmed by the
demands of their jobs, so they are unlikely to want to attend more meetings, no matter
how apt. An eager few may voluntarily form study groups on their own. Most will
need encouragement.

The authors understand this and offer sound advice on how to set up study groups
that teachers will enjoy and support. They are supremely well-qualified to do so.
Dale Lick, who has been president of three respected universities, is a scholar of
organizational change, a researcher, and consultant. Here, he teams with Carlene
Murphy, who originated and managed an extensive program of faculty study groups
when she was director of staff development for the Richmond County, Georgia, Pub-
lic Schools.

In recent years, Murphy has consulted with schools in numerous other districts,
including Cobb County, Georgia, where principals report dramatic changes. Teach-
ers, they say, are less likely to avoid important issues with small talk and more often
discuss educational matters. One principal says teachers consider study groups the
most important aspect of their school. “They’d do without me before they’d give up
study groups,” she jokes.

Teachers elsewhere may not be quite that enthusiastic, but many will find study
groups satisfying, because they are a refreshing antidote to the professional isolation

xi
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that characterizes most schools. Observers bemoan the fact that teachers spend their
days engaged with students and seldom interact with other adults. The study group
format changes that, putting teachers in regular communication with a handful of
colleagues. Researchers say this “professional community” is at the heart of suc-
cessful school reform. Karen Seashore Louis and her coauthors Kruse and Marks
(1996) write, “By collaborating on common objectives, sharing developmental ac-
tivities and concerns, and reflecting together on the technical aspects of their teach-
ing, teachers come to own in common the consequences of their joint work for stu-
dents’ intellectual progress” (p. 180).

A skeptic might ask why, if study groups are beneficial, so few schools have
them. Part of the answer may be that recognizing the value of something is only the
first step. To make it work, you need to know how. That is the contribution of this
book. The authors provide detailed, practical advice that will help educators avoid
missteps that could lead to misunderstandings and rejection. How large should the
groups be? How often should they meet? Who decides what they will talk about?
How can administrators keep informed and be responsive? What if most teachers are
willing but a few are not? The authors answer these and other questions based on
successful experience in schools large and small, urban and rural, elementary and
secondary.

Educators seeking school improvement—especially principals and superinten-
dents but also teachers, central office staff members, and others—will welcome this
book, because it outlines a process by which promising reforms can become realities.
Whole-school study groups have value in themselves, contributing to faculty soli-
darity and a climate of professionalism. Beyond that, they are a vehicle for imple-
menting the many other changes that must be made if schools are to meet the chal-
lenges of a new century.

RON BRANDT
Former Assistant Executive Director of the Association

of Supervision and Curriculum Development and editor
of the journal Educational Leadership, now retired
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Need and Purpose

School reform and the improvement of schools are not as simple as the last decade
of general and educational rhetoric would imply. Well-intentioned societal leaders
and school personnel have talked about the necessity to change and improve, and
schools and their personnel have attempted a wide variety of what appeared to be
logical and progressive solutions. Unfortunately, most of these have failed or, at best,
been only partially successful. This failure or limited success happened because
change, even positively perceived change, is difficult to bring about in long-standing,
well-established organizations. Like other organizations, schools are not naturally open
or amenable to major change.

To successfully reform, improve, and transition schools to meet tomorrow’s
needs will require approaches and processes that are different than most attempted
during the last decade. We must not only decide what changes or reforms are re-
quired, but we must also put in place a significant transition process to help negotiate
the societal, organizational, cultural, and people barriers in and affecting schools.

One of the most successful and exciting new approaches to reform and change
in education today is that involving professional whole-faculty study groups. The
key element in these efforts, and unique to this book, is the “whole-faculty” involve-
ment. Not just study groups, but whole-faculty study groups, where all of the faculty
are committed to the effort, actively involved in it, and responsible for an important
part of the total effort. Where whole-faculty study groups have been properly imple-
mented, they have been unusually successful. The whole-faculty study group approach
is a holistic, practical process for facilitating major schoolwide change and for en-
hancing student learning in the schools. This book presents a detailed discussion of
whole-faculty study groups, their application, and the underlying change principles
necessary for such study groups to be successful in the school environment.

Based on our work in managing major change and our experiences in over 100
schools and 1,000 whole-faculty study groups in those schools, this book provides
both (a) the practical knowledge required to implement and successfully use the
whole-faculty study group approach in schools and (b) the theoretical foundation to
understand the key change elements involved and how these can be applied, using
whole-faculty study groups, to facilitate schoolwide change and enhance student
learning. Furthermore, the book contains a generous collection of relevant and illus-
trative examples, “snapshots” of real-world situations, and a detailed, step-by-step
practical methodology for the development of successful professional whole-faculty

study groups in schools.
xiii
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In particular, this book grew out of a wide array of real-world whole-faculty
study group efforts and experiences, encompasses the existing relevant literature on
study groups, and significantly extends this knowledge base through (a) new up-to-
date information and refinements of processes, procedures, and approaches, (b) new
experiences and applications from user schools across the country, and (c) the unique
integration and use of practical and theoretical concepts regarding change and
change management approaches.

Who Should Read and Use This Book?

This book should be read and used by anyone who is interested in facilitating important
change in the schools and increasing student learning. A primary audience for the book
should be the personnel in schools (kindergarten through 12th grade)—all teachers,
administrators, and staff.

For schools that choose to introduce the whole-faculty study group approach,
all school personnel will be involved in their schoolwide effort. Consequently, in
such schools, each faculty, administration, and staff member should have a copy, or
many copies should be shared generously for school personnel, allowing full and
convenient access across the school.

In addition, the book holds special potential for individual teachers and admin-
istrators and groups of teachers and administrators who are considering new options
for seriously improving their schools.

Other important audiences for this book include

e Central office personnel in school systems, especially for consideration and
possible implementation of study groups in their school systems

e College of Education faculty in colleges and universities, for understanding
this new and successful process for schoolwide change and enhanced student
learning as well as for possible use as a textbook or reference book in their
classes relating to teacher training and school enhancement

e Community college faculty and administrators, for consideration of study
groups and their application in their institutions for collegewide change and
improving student learning

e School, community college, college, and university libraries
e Individuals and groups in national and international workshops on study groups
and their application in education, from small seminars to large groups

e Individuals and groups in corporate, community, and governmental organiza-
tions involved with schools, education, and training

Knowledge Base of the Authors

Both of us have spent successful careers in education as teachers and administrators.
Carlene U. Murphy has an extensive background as a teacher and staff development
director. During her 17 years as the administrator of a large school district’s compre-
hensive staff development programs, the whole-faculty study group process was im-
plemented in 10 of the district’s schools.
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In 1993, she began working at the national level with faculties who wanted to
initiate the whole-faculty study group process in their schools. She is a past president
of the National Staff Development Council; regarded as the national leader in the
whole-faculty study group movement; a recipient of several related state and national
awards; creator of the Whole-Faculty Study Group Collaborative, a national organi-
zation for those interested in areas relating to whole-faculty study groups; and the
most prominent national researcher, practitioner, and author on whole-faculty study
groups (e.g., see typical publication examples in the bibliography). During her role
as a private consultant who has narrowed her focus to schools implementing the
whole-faculty study group process, her work has taken her to schools in urban, sub-
urban, and rural areas; elementary, middle, high, and vocational schools; and schools
with as few as 10 teachers and as many as 250 teachers. Her association with ATLAS
Communities, one of the seven design teams funded by the New American Schools
Cooperation, has put her in the center of the nation’s major national reform initiatives.

Dale W. Lick has been a faculty member and educational administrator for over
35 years, at nine colleges and universities, including three college and university
presidencies. Included in 33 national and international biographical listings, he is
the author of a book, over 50 professional articles and proceedings, and 285 original
newspaper articles. Over the years, his work and responsibilities have been directly
and indirectly related to teacher preparation, school operation, and school improve-
ment. More recently, he has been a researcher on the statewide school enhancement
initiative, “Florida Schoolyear 2000,” served as a school consultant, and offered
national and international educational workshops. In addition, he presently teaches
and does research on educational and transformational leadership, managing orga-
nizational change, and learning organizations, especially as related to education and
the schools. He is also formally trained and certified in Change Management (in the
three certification areas: Change Knowledge, Trainer, and Consultant) and may be
the only person in the country so certified to be working in the school improvement
areas and with whole-faculty study groups.

XV

Organization and Contents

The book is organized so that its chapters logically build on each other with each laying
a foundation for those that follow. The contents include the key elements in the whole-
faculty study group and change processes and their implementation and a large number
of real-world examples and illustrative cases. The book is written so that it can serve
as a textbook, a detailed reference book, or a stand-alone guide for the effective initia-
tion, comprehensive implementation, and successful completion of the whole-faculty
study group approach in schools.

Chapter 1 discusses the school reform environment and the potential of the
whole-faculty study group approach serving as a major change process to improve
schools and student learning and enhance schools as learning organizations. This
chapter also summarizes fundamental faculty-student-school-teaching-research-
support relationships and approaches.

The concept and nature of study groups, their strengths and weaknesses, and
their ability to serve as vehicles for change and the creation of collaborative work

cultures are described in Chapter 2.
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Chapter 3 helps the reader differentiate between “means” and “ends” and keeps
attention focused on the desired “ends,” namely, enhanced student learning and
school improvement. The whole-faculty study group approach is the “means” that
modifies the culture and innovative processes, changes the ways teachers learn about
new instructional models and strategies and transfer new skills to the classroom, and
creates more of a learning organization environment.

The principal function of the whole-faculty study group approach, as described
in Chapter 4, is to effectively manage change and transition schools and their pro-
cesses, including curricular and instructional innovations, coherence of instructional
practices and programs, identification of schoolwide needs, research on teaching and
learning, and assessment of the impact of innovations on students and the workplace.

Chapter 5 addresses the context for schools (i.e., the organization, the system,
and the culture) in which study groups must function. Especially key among the
school-context-related topics discussed are the change concepts of building commit-
ment, developing effective sponsorship, dealing with human change and resistance,
using the roles of change, understanding assimilation capacity, and modifying
school-related cultures, as well as applying the important, overarching Universal
Change Principle.

The process for the whole-faculty study group approach, unfolded in Chapter 6,
allows educators to acquire and develop the knowledge and skills necessary to in-
crease student performance and improve schools. Toward these ends, 14 study group
process guidelines are discussed, 14 procedures are established for the creation of
communication networks and strategies, and 24 study group “work time models” are
provided.

The heart of the study group process, the content, detailed in Chapter 7, is what
teachers study, what teachers investigate, and what teachers do to become more
skillful in the classroom with students. This chapter discusses staff development
content; academic knowledge, instructional strategies, instructional skills, manage-
ment, and belief systems; a decision-making cycle, involving data collection and
analysis, student needs, prioritization of needs, organization around student needs,
plan of action, implementation, and evaluation; and 14 suggested recommendations
for dealing with groups that seem to be stuck.

Effective study groups are effective teams. Teamwork is what differentiates an
effective study group from a typical committee or other work group. Chapter 8 de-
scribes how to use the study group process to build effective teams and teamwork in
schools. Discussed and illustrated in this chapter are the key elements of synergistic
team building, including synergistic relationships; prerequisites of synergy—common
goals, interdependence, empowerment, and participation—and the synergy creation,
process-interaction, appreciative understanding, integration, and implementation; and
a synergy checklist for diagnosing and correcting teamwork problems.

The resources also include additional important and helpful nuts-and-bolts in-
formation for the effective application of the whole-faculty study group approach,
including examples of study group action plans, a set of study group logs, and ex-
hibits from whole-faculty study group schools.

It is hoped that the material in this book will inspire you and help you understand
and use whole-faculty study groups in your work to develop more effective schools
for the new century and create learning environments that significantly enhance stu-

dent learning.
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