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Preface


Over twenty five years ago, I published two books with McGraw-Hill entitled, Positive Classroom Discipline and Positive Classroom Instruction. I thought they should be published as textbooks. But McGraw-Hill said, “There is no point in publishing a textbook for a course that no one is offering.” I couldn’t fault their logic on that point.


A lot has changed since then. Teachers routinely receive courses in classroom management as part of their training. During my workshops young teachers say things such as, “Oh, you are the Fred Jones. You were in my college textbook. I thought you were dead.”


I procrastinated in updating these first two books because, frankly, it is very hard to write books and travel at the same time. I rationalized, “They’re not dated. Fundamentals never change.” Actually, that was only a half-truth. Fundamentals don’t change, but my understanding of them certainly does.


I have never given a workshop without returning home knowing more than I did when I went out. New insights come from stories that teachers tell me, from discussions over lunch, or perhaps from answering a question that forces me to think on my feet in a new way. And, of course, I read constantly. I may be thinking about some aspect of body language only to read an article about interpreting facial expressions or the body language of dominance and submission. Suddenly a few more pieces of the puzzle fall into place.


I realized how much my understanding of classroom management had grown when I finally sat down to write Tools for Teaching. Discussions of key aspects of classroom management such as Meaning Business and Responsibility Training were on an entirely different level than those contained in Positive Classroom Discipline and Positive Classroom Instruction. They were more thorough and clear.


Now it is five years later, and my daughter, Anne, the college librarian, tells me, “Libraries won’t order any reference book with a copyright date more than five years old. You need to revise Tools for Teaching.” “But, it’s just fine the way it is,” I replied. “Too bad,” she said. So, I began revising. For starters I added six pages to Chapter 1     and completely rewrote Chapter 2. So much for the notion that it’s just fine the way it is.


As before, the sections on Meaning Business and Responsibility Training have undergone significant improvement. Getting kids to stop doing what you don’t want them to do and start doing what you do want them to do will always represent central issues in child management. But the most significant enhancement is the chapter on Say, See, Do Teaching which more clearly integrates interactive learning, continuous assessment, and immediate feedback during the teaching of each lesson.


This book describes the fundamental skills of being a classroom teacher. It contains all of the lessons that I have learned over the years. It is my gift back to the profession.
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The Study Group Activity Guide


Turn This Book Into A Training


The Study Group Activity Guide structures twelve 45-minute after school meetings during which teachers master the skills contained in Tools for Teaching. Each meeting includes:


• reading assignments with focus questions


• sharing and problem solving


• performance checklists


• skill building activities


The Jones family want more than anything else to have this not be just another book, but a program that is used in your classroom daily. To that end we have a FREE Study Group Activity Guide on our web site, www.fredjones.com. With the study guide, you can turn the book into a training – for you personally, or for a group of colleagues.


In lesson one, you will read about the first research that was done in 1969 at a junior high for behavior problems students in Los Angeles. Basic data and observations were taken for six months. At that time the first of a series of training sessions were given to the faculty so they would understand what the “natural”teachers did that made teaching look so easy. Everyone was thrilled as they learned the “secrets of the natural teachers.” What a blow we experienced the next day when the data showed that, while everyone was happy to hear about it – no one changed their behavior.


I realized the problem was simple. “who would want to stand up in front of a group of behavior problems students and take a chance with new body language that they had never done?” The following inservice day we got the teachers on their feet to practice. What a difference! The following day there was an 87% drop in disruptions across the board. Everyone was comfortable with the change. That was the beginning of our understanding of the importance of skill practice in teacher training.


So that you can experience such results, thorough protocols are provided for each skill building exercise. These protocols contain every prompt and clarifying remark used by Dr. Jones during his workshop. Skill building activities include not only the practice of discrete management skills but also simulations of more complex classroom management dilemmas.


In addition, coaching skills are described in detail so that participants can help each other “learn by doing.” During peer coaching, teachers employ Say, See, Do Teaching and Praise, Prompt and Leave so that skill practice is safe and comfortable. In addition, a Group Problem Solving Process is provided so that participants can develop strategies for managing difficult problems as they arise.


Parent Edition: Facilitator Handbook


A series of DVDs has been developed to help parents apply the skills of Tools for Teaching in the home. The book, Tools for Teaching, and the DVDs, Tools for Teaching: Parent Edition, serve as primary resources for parent training.


To structure skill training with parents, a Facilitator’s Handbook has been posted on the web site with handouts for each of 10 meetings. As with the Study Group Activity Guide, it is provided free of charge.


Other Web Resources


While Study Group meetings include sharing, the web site also provides opportunities for teachers to share their ideas and experiences with colleagues worldwide. Sections of the web site devoted to sharing include a Preferred Activity Bank, applications of Bell Work, tips for substitute teachers, a message board, and a college report page.


In addition, our web site contains resources for structuring systematic staff development at the school site. Under the heading, “Creating Change In Education,” you will find sections on “The Principal’s Role” and “Reducing the Risk of Change.”




Tools for Teaching Videos


Tools for Teaching: The Video Toolbox


Skill Building


While Tools for Teaching describes the skills of classroom management, skill building will be greatly facilitated if teachers can see the skills being modeled. The Video Toolbox augments Tools for Teaching by giving you a front row seat at one of Dr. Jones’ workshops. You will see him explain procedures, model key skills, and demonstrate skill building exercises.


The Video Toolbox


The Video Toolbox contains eight DVDs:


• An Overview Disc


• Six Discs containing video for each of the twelve training sessions


• A Coaching Disc


Toolbox Format


The Video Toolbox provides the visual modality for each of the twelve training sessions structured in the Study Group Activity Guide. In addition to providing trainees with workshop footage of Dr. Jones, the Video Toolbox also provides the anticipatory set for each skill so that trainers can focus on the practice exercises.


The Video Toolbox also contains an Overview Disc and a Coaching Disc. The Overview Disc (enclosed) outlines the entire Tools for Teaching program along with workshop highlights and teacher interviews. The Coaching Disc models every skill building exercise step-by-step for review by coaches prior to training along with simulation activities for trouble-shooting difficult management situations. In addition, Dr. Jones presents a Group Problem Solving Process that makes bringing classroom problems to the study group a safe and rewarding experience for trainees.


Tools for Teaching: Parent Edition


Title One and Title Two Parents


School districts who are using Tools for Teaching in the classroom have requested help with parent training since all Title One and Title Two grants now require a parent outreach component. In pilot work, parents eagerly read Tools for Teaching and immediately put the skills to work at home. To augment Tools for Teaching, Parent Edition DVDs were developed in which Dr. Jones explains and models key skills prior to coaching parents through skill building exercises. The Parent Edition videos are available in both English and Spanish.


The Parent Edition


The Parent Edition contains three DVDs that focus on those topics that cause parents the most concern:


• Meaning Business: How to get your kids to stop doing what you don’t want them to do.


• Teaching Responsibility: How to get your kids to do what you want them to do when you ask them to do it.


• Building Values: How to teach your kids right from wrong.




Research and Development


Validation of Procedures


Research was carried out by Dr. Jones while on the faculties of UCLA and the University of Rochester to validate the main procedures described in Tools for Teaching. The following summaries provide a thumbnail sketch of work published in major peer reviewed journals.


Major Findings


Jones, F. H. and Miller, W. G.; The effective use of negative attention for reducing group disruption in special elementary school classrooms. Psychological Record, 1974, 24, 435-448.


As a result of skill training, disruptions decreased by 56% and the ignoring of disruptions dropped by 73.5%. A three month follow-up showed that teachers were still using the skills.


Jones, F. H. and Eimers, R.; Role-playing to train elementary teachers to use a classroom management “skill package.” Journal of Applied Behavior Analysis, 1975, 8, 421-433.


Following training, “talking to neighbors” decreased by an average of 73% while “out of seat” decreased by an average of 72%. During the same period, academic productivity during seat work increased 29% for the middle third of the class and 76% for the bottom third of the class.


Jones, F. H., Fremouw, W., and Carples, S.; Pyramid training of elementary school teachers to use a classroom management “skill package.” Journal of Applied Behavior Analysis, 1977, 10, 239-253.


Teachers were trained in skills of Limit Setting (Tier 1) and were then coached to train colleagues (Tier 2). For Tier 1 teachers “talking to neighbors” was reduced by 44% – 87% as a result of peer training. “Out of seat” followed a similar pattern with reductions ranging from 50% – 74%. Peer training produced results for the Tier 2 teachers comparable to results obtained for the Tier 1 teachers who had been trained by the authors. In addition, all Tier 1 teachers showed increases in student productivity.


Burka, A. A. and Jones F. H.; Procedures for increasing appropriate verbal participation in special elementary classrooms. Behavior Modification, 1979, 3, 27-48.


Training teachers in basic classroom management skills (Skill Training 1) reduced classroom disruptions during group discussions by 83% and increased appropriate verbal participation (AVP) by 244%. Training teachers in skills of discussion facilitation (Skill Training 2) reduced classroom disruptions by 95% overall while further increasing AVP by 604% overall.


Cowen, R. J., Jones, F. H., and Bellack, A. S.; Grandma’s rule with group contingencies, cost-efficient means of classroom management. Behavior Modification, 1979, 3, 397-418.


During small group instruction, students could earn Preferred Activity Time for “on task” behavior. “Talking to neighbors” was reduced by 52% – 80% and “out of seat” was reduced by 72% – 85%. In addition, “off task behavior” was reduced by 41% – 60%




Section One


Building a Classroom Management System


Chapter 1     Learning from the “Natural” Teachers


Chapter 2     Focusing on Prevention




Chapter One


Learning from the “Natural” Teachers




Preview


• All of our efforts to improve education come down to the classroom. Whether or not lessons come alive and students learn depends upon the teacher’ s skill.


• In some fortunate classrooms, both the teacher and the students look forward to getting to school in the morning. This book describes how to produce such classrooms.


• Many of the lessons in this book were learned in the classrooms of gifted or “natural” teachers. As a result, the procedures described are practical and down to earth.


• Natural teachers do not work themselves to death. Instead, they put the students to work.


• Effective management saves you time and effort. As a result, you have more time for learning and enjoyment in the classroom, and more energy after you get home.





Succeeding in the Classroom


Focus on Teachers


This book is for teachers. I want teachers to enjoy teaching.


I know teachers who thrive in the classroom. They are energized by teaching. I have heard them say, “I can’t wait until school starts.” These teachers, however, are a distinct minority.


Most teachers are exhausted by the end of the day. Almost a third of new teachers quit by the end of their second year on the job. Many who stay suffer from burn-out.


Most of the stress of teaching comes from getting students to do things. Managing the behavior of young people is no easy job, as any parent can tell you. Managing a whole classroom full of young people is the subject of this book.


Focus on Students


This book is for the students. For students to learn, they must enjoy learning. They must look forward to entering the classroom in the morning.


Some teachers create just such classrooms. They make learning an adventure. There is excitement in the air.


It is no mystery to the parents who these teachers are. They can see how one teacher causes their child to love school while another teacher causes the same child to complain and fall behind. Parents know that the key to success in the classroom is the teacher.


Focus on Classrooms


All of our efforts to improve education come down to the classroom. National policies and state mandates and district guidelines must be translated into better teaching practices, or they are of no use.


Whether or not lessons come alive and students learn depends upon the teacher’s skill. Whether or not the students are even on task depends on the teacher’s ability to manage the group.


This book is about classroom management. It is a description of the skills that exceptional teachers use to make classrooms come alive.


Enjoying Teaching


Learning by Doing


Students learn by doing. They like being active. Even more, they like being interactive.


Students enjoy learning when the process of instruction engages all of their senses. When the students enjoy learning, teachers enjoy teaching.


Reducing “Goofing Off”


Within the classroom, the main impediment to learning by doing is not doing. The many ways of not doing are known to us all from experience – whispering to the kid sitting next to us, passing notes, sharpening pencils just to be out of our seats, doodling, dawdling and gazing out the window. We will refer to these pleasures of the flesh collectively as “goofing off.”


Teaching a lesson would not be so hard if the students would just pay attention and get to work. It is the goofing off that wears you down.


Working Yourself to Death


While trying to deal with goofing off, you have to get the kids to do one thing after another all day long – hand papers in, pass papers out, get into groups, line up, sit down, pay attention, take turns. How about the students who sit helplessly with their hands raised day after day and say, “I don’t understand how to do this!”? How about the students who say, “This is stupid!”?


After school you have parent conferences, committee meetings, and paper grading. You are on your toes all day long, and then you keep working into the evening. You can run yourself ragged.


But, some of our colleagues find the job energizing. These teachers do not work themselves to death. They work smart, not hard.
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You are on your toes all day long.
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Then, you keep working into the evening.


Lessons from Natural Teachers


We Have a Problem


The year was 1969, and I was asked to consult at a private school for emotionally, behaviorally, and learning handicapped junior-high-age students. All of them had been “removed” from the Los Angeles Unified School District. I had just been given a free ticket to the all-star game of classroom goof-offs.


On my first visit, I observed four classrooms, two in the morning and two in the afternoon. The two I observed in the morning were a shock.


As I approached the first classroom, I could hear yelling. As I entered, I saw only empty chairs. I looked to my left and saw, to my amazement, nine kids crouched on top of the coat closet staring at me. I thought, “What an unusual lesson format.”


Then, a half-dozen other kids poured out of the coat closet. They were armed with items of clothing with which they began pelting the students above. One student leapt from on top of the coat closet to wrestle a classmate to the floor.


In front of this scene was a male teacher who was donating his body to the betterment of young people – his stomach lining, his dental work, and his circulatory system – as many of us do. With arms folded, teeth clenched and a look of grim desperation he shouted,


“Group!”


This worried me. I am a clinical psychologist by training, and I had spent years working with groups – group process, group dynamics, group communication, group problem-solving. I didn’t see any group.


Then, the teacher said,


“I am simply going to wait until you all settle down!”


I didn’t know how long he had been waiting. It was November.


The second classroom I visited that morning was almost as bad. A young female teacher was leading a class discussion. I could tell because everyone was talking. Who do you think was talking louder than any of the students?


“Class. There is absolutely no excuse for all of this noise!... Class!...”


By the end of the morning, I desperately wanted to leave. But, since I had promised, I stuck it out past lunch.


Observing Two “Naturals”


After lunch I watched the students who had been on top of the coat closet enter a new teacher’s classroom. The teacher greeted them warmly at the door. The students took their seats as they entered, looked at the chalkboard where an assignment was posted, and went to work.


When the bell to begin class rang, only one or two looked up. The students worked on a math assignment for about ten minutes. Then there was a lesson transition. The teacher said,


“I want you to place your papers here on the corner of my desk. If you need to sharpen pencils, now is the time to do it. Get a drink of water if you need to, and return to your seats.”


I thought, “This is where chaos sets in.”


However, the students did as the teacher instructed and were back in their seats ready to go in 41 seconds. The teacher then conducted a group discussion in which the students took turns. Since the faculty at UCLA couldn’t do that on the best day of their lives, I was thoroughly impressed. Throughout the class period these students behaved like any well-mannered group of kids.


I might have written this experience off as a fluke had not the second teacher of the afternoon gotten similar results with the refugees from that morning’s group discussion. She had her own style, of course, but, with apparent ease, she got respectful behavior and good work.


As far as the management of goofing off is concerned, I observed three characteristics of these teachers that I will never forget.


• They were not working hard at discipline management. In fact, they were not working very hard at all.


• They were relaxed.


• They were emotionally warm.


At the very least, I learned that discipline management did not have to be humorless or stressful or time-consuming. You certainly do not have to wait until December to smile. Rather, these teachers had the simple luxury of enjoying the process of teaching.


How could two classes that were so out of control in one setting look so normal in another setting? I returned to these classrooms for several days hoping to discover the secret. All I saw was two “naturals” making it look easy. I scheduled a meeting on Thursday afternoon to find out how they did it.


They Didn’t Have a Clue


These two teachers could not have been more generous in their efforts to help me understand their teaching methods. Unfortunately, they did not help very much.


I said, “How do you get the kids to behave so well?”


They both said, “You have to mean business.”


I said, “Right! But exactly how do you mean business?”


They said, “On the first day of school the classroom will either belong to you or it will belong to them. God help you if it belongs to them.”


I said, “Right! But how do you do it?”


They said, “Frankly, a lot of it has to do with expectations. Their behavior will not exceed your expectations. If you do not expect them to behave and to learn, they won’t.”


I said, “Right! How do you get them to do that?”


They said, “Well, a lot of it has to do with your values. If you value every child as a learner...”


I said, “Wait! Give me credit for good values and high expectations. I want to know what to do. Imagine that I am a substitute teacher taking over your class tomorrow morning. You obviously have the students in a groove. I don’t want to lose it. I’m standing in front of your class. Now, what do I do?”


“Oh, yes,” they said. “I see. Hmm. Well, I can tell you this much. You had better mean business.”


On that day I learned something remarkable about these natural teachers. They could not tell me what they were doing if their lives depended on it. They had no technology of management. They had good instincts.


The Classroom Through New Eyes


The Behavior Modification Revolution


The reason this private school for the behaviorally “challenged” had called us at UCLA was because we were behavior management hot-shots. At that time we were in the throes of the “behavior modification revolution.” We had learned that consequences govern the rate of behavior, and we were setting up management programs to fix all kinds of problems – acting out, social isolation, you name it.


Problems of Cost


I was not impressed with the behavior modification revolution. Perhaps it was because I come from a family of teachers – mother, sister, aunts, cousins. When we get together, it is like a staff development conference.


Growing up in such a family, I learned certain things about the teaching profession without anyone ever having to tell me. Prominent among them were:


• Teachers work twice as hard as the general public will ever imagine.


• The last thing in the world that a teacher will ever have is “extra” time.


I knew from the beginning that if I came up with some hot new classroom management procedure that cost the teacher time – for planning or record keeping – I could forget it. For any system of classroom management to be truly helpful, it must save time.


The problem with our fancy behavior modification programs was cost. We were designing individualized management programs. Each program required planning conferences, data collection, specialized contingencies, and constant monitoring.


The good news was that these programs worked. The bad news was that they cost an arm and a leg. I once calculated that implementation of one of my “B-Mod” programs consumed about 20 minutes of the teacher’s time each day. There goes the planning period. And the teacher had at least a dozen other problems in the class that were just as serious.


Management At No Cost


Suddenly I was looking at teachers who could get the students – all of them – to shape up and do what was expected at no cost. There were no formal behavior management programs, no stressful confrontations, and very little energy spent in getting kids to do things. They made it look easy.


I had to find out what was going on. If the naturals couldn’t give me specifics, I would find out myself. I would study classrooms until I understood them. I would compare typical teachers with the naturals until I could explain the difference. I had just begun a new career.


A Hard Look at Reality


Typical Classrooms


Tools for Teaching is based on thousands of hours of classroom observation, state of the art research, and hundreds of mini-experiments in which procedures were tested and fine-tuned by teachers in the field. Let me telescope these observations in order to pinpoint where teachers typically have the most difficulty.
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Eighty percent of the goofing off in any classroom is “talking to neighbors.”


• Squandered Time: A typical class period is not on task until 5-7 minutes after the bell rings. It is called “settling in.” Students hand in their homework, sharpen pencils, and get out their materials as the teacher takes roll.


A lesson transition averages about 5 minutes in length. Students move desks, get into groups, shuffle papers, and sharpen pencils. It is break time for the students, and they are in no hurry to get back to work.


In a 50 minute class period, settling in and one lesson transition will consume a minimum of 10 minutes – 20% of learning time. If the teacher has 2 lesson transitions, coming and going will consume 30% of learning time.


• Passivity: As the teacher presents the lesson, the students sit. Perhaps, they pay attention and take notes – or not. At the secondary level lesson presentation often takes 20-30 minutes. This pattern is becoming more common at the elementary level.


Apart from being exhausting for the teacher, this pattern of “teacher active, students passive” maximizes cognitive overload to say nothing of the students’ restlessness and inattention. Goofing off in the back of the room is rampant.


• Goofing Off: After the lesson presentation when the students are supposed to “work independently on today’s lesson,” a common pattern emerges. A handful of students sit with arms waving in the air waiting for help. They are the same students every day – the helpless handraisers.


The teacher services the helpless handraisers one at a time by tutoring them through the lesson that was just presented to the group. These tutoring interactions average four and a half minutes in duration with a range of 3-8 minutes.


When the teacher begins tutoring, they lose the class. In five seconds goofing off ignites. In ten seconds it spreads throughout the classroom. Eighty percent of goofing off is “talking to neighbors.” Fifteen percent of goofing off is “out of seat.”


The overall picture that emerges is one of massive time-wasting. Rather than being “out of control,” the typical classroom is simply inefficient due to dawdling, passivity, and goofing off. Goofing off kills more learning time and generates more teacher stress than all of the “serious” disruptions that are the subject of the school discipline code.


Most of the teachers’ exhaustion, apart from doing six matinees a day, comes from dealing with the frequent, small disruptions that characterize goofing off. It has a familiar sound.


Nag, Nag, Nag


Have you ever heard teachers use the following words when dealing with everyday student misbehavior?


“All right class, there is absolutely no excuse for all of this talking! When I look up, I expect to see people working! There is an assignment on the board, and we have ten minutes until the bell rings, so let’s get something done!”


or


“Where are you going? Would you please take your seat? I am sick and tired of looking up only to see you wandering aimlessly around the room!”


or


“What are you playing with? Let me have that! You may have this back at the end of the period. Right now, would you please turn around in your seat, put your feet on the floor, and get to work?”


I have just given three examples of the most widespread behavior management procedure in education – Nag, nag, nag. No job is more perfectly suited to making a nag out of an idealistic young person than trying to get a room full of kids to do one thing after another all day long.


No one wants to nag. Rather, it creeps up on you.


The Stages We All Go Through


If talking to neighbors will be your most common classroom disruption, the logical question of classroom management is, “What are you going to do about it?” Answering this question over and over all day long is something we were not prepared to do when we entered the teaching profession. Instead, we must figure out for ourselves.


We all progress through the same learning curve. It is one of the main reasons that our first year of teaching is so exhausting. We pass through four predictable stages.


Stage 1: As Green as Grass


Imagine that it is the first day of your teaching career. As the saying goes, you are as green as grass.


It is the undying hope of the green teacher that if you just love your students and are nice to them, they will be nice to you and everything will turn out fine. This is the sweet dream of the uninitiated. It will get a smile from your more experienced colleagues.


You are, however, crystal clear about what you are not going to do.


“I am not going to nag my students. I hate it when teachers do that!”


Thus, with a smile on your face and love in your heart, the ball game begins. Five minutes into the first lesson you look up to see two kids on the far side of the room talking instead of paying attention. Can you believe it?


Green teachers, not wanting to nag, say to themselves:


“I’ll just ignore that problem for now. Maybe the students will get back to work.”


You may even remember the words of some professor who extolled the use of extinction in the classroom.


“Ignore the problem behavior while it is occurring and systematically reinforce competing appropriate behavior as soon as it occurs. Catch them being good.”


So you ignore the talking for the moment. The students, naturally, keep talking. Unfortunately, the rest of the class can see this, and they can certainly see that you are doing nothing about it. Not surprisingly, they conclude, “If they can talk, so can I.”


Soon the noise level rises. Suddenly two students are out of their seats and wandering around the room.


You are losing control of the class! You say to yourself, “I have to do something!” We will refer to this realization as losing your innocence.


But do what? In all of your teacher training you were never prepared for this moment.


Stage 2: Do Something!


You bag extinction. You swing into action. You stand, turn toward the offending students and say their names.


“Tyrone. Roberta.”


They respond with that familiar look of mild surprise and total innocence. We will call it “smiley face.” Green teachers often mistake smiley face for repentance.


You watch and wait, looking your most serious. Tyrone and Roberta seem to get back to work. You return to helping your student. What do you think Tyrone and Roberta will be doing ten seconds from now?


If you say their names again, you may be able to observe the various stages of pseudo-compliance – the basic “fake-out moves” that all students master. In order, they are:


• Smiley face: They give you the look of the repentant angel, as if asking, “Who, me?”


• Book posing: They open their books and look back at you as though to ask, “Does this fulfill the requirements of formal education?”


• Pencil posing: They get out a pencil and touch it to paper before looking back at you as though to say, “Look, I’m writing.”


• Pseudo-scholarship: They start to write with furrowed brow, but look up periodically to see if you are still tracking their behavior.


It certainly looks like compliance from where you stand. But when you turn away from the disruptors, Tyrone and Roberta resume their conversation.


How many times will you endure pseudo-compliance before it finally gets under your skin? When you find yourself getting upset by the disruption on the far side of the room, you have entered phase three of your apprenticeship: Sick and Tired!
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Stage 3: Sick and Tired


The students know when you have finally become sick and tired. That is when the serious nagging begins.


You turn with a look of grim determination. You put your hands on your hips, grit your teeth, cock your head forward, raise an eyebrow, and draw in a breath before saying the students’ names – but with an edge on your voice:


“Tyrone! Roberta!”


It sounds as though something heavy is finally coming down. But what? You still have no clear strategy.


When forced to say something when we really don’t know what to say, we are very likely to engage in a unique form of nagging known as silly talk. The following examples recount some of the silly things that teachers say in the heat of the moment.


“Roberta, what are you supposed to be doing?” (Students know what they are supposed to be doing.)


“Roberta, this is the second time I’ve had to talk to you.” (They are keeping count.)


“Roberta, am I going to have to come over there?” (They know you don’t want to.)


Once again the students’ conversation resumes as soon as you turn away. How long must you put up with this foolishness before enough is enough? This brings you to phase four: Laying Down the Law!


Stage 4: Laying Down the Law


You stand slowly, square up with your best sick and tired look and march over to Tyrone and Roberta. It is time to deal with this nonsense once and for all. In so doing, you pull half of the class off task as all eyes follow you. After you arrive, you get to have a silly conversation.


“I am sick and tired of looking up to see nothing but talking over here.”


“Okay.”


“I expect to see some work being done on these papers. Do you understand?”


“Okay.”


“And, when I come back over here, I want to see something accomplished.”


“Okay.”


“All right then.”


Having taken a firm stand for all that is right and good, you trudge back across the classroom with all eyes following. With one last sick and tired look at Tyrone and Roberta, you resume helping the poor student who has been patiently waiting. What do you think Tyrone and Roberta will be doing in twenty seconds?
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How long must you put up with this foolishness before “enough is enough”?


Getting Nowhere


Right Back Where You Started


When you look up to see Tyrone and Roberta talking again, it will no doubt dawn on you that you are right back where you started. After you repeat this melodrama several times, you may eventually “throw in the towel.” Two basic patterns emerge:


• Save the trip and just nag: There is a certain logic to support this move. If you are going to fail, fail cheap. The trip across the room is a lot of work for nothing. No doubt this is why nagging is the most widespread discipline management technique in education.


• Give up: When a teacher finally decides to just give up, they usually announce it in the teachers’ lounge with a self-justifying pronouncement. I will call it the “Policeman Speech.”


“I did not go into teaching to be a policeman. I am not going to spend all of my time and energy dealing with one little disruption after another all day long. I will certainly deal with situations in which a student is way out of line, but I am not going to stop my lesson every thirty seconds for chit-chat on the far side of the room. Blah, blah, blah.”


Both of these responses belong to well-intentioned teachers who have been defeated. They have finally accepted the fact that they cannot win.


Look at the cost-benefit ratio. It costs you an arm and a leg to stop what you are doing and deal with each example of “goofing off.” The students, on the other hand, have only to face forward in their seats temporarily in order to be in compliance. It is hard for you and easy for them.


Waiting You Out


If you think that you can bring “law and order” to the frontier by chasing each little bandit all over the territory, let me remind you of some realities that might bring a note of sobriety to your calculations.


• There are many of them, and only one of you.


• You are older, and you tire more easily.


• They send in “fresh troops” every year.


Being calculating by nature, students know that you will wear out before they do. Some students even seem to be entertained by watching it happen.


Any time that you are working harder at discipline management than the students, you will eventually lose. They simply will wait you out and then resume their normal classroom social life.


Dying by Inches


Going through the four stages of the learning curve like previous generations of teachers will cause you to get old and tired before your time. You are not only working too hard, but you are also dying by inches.


When you are dying, it is sort of interesting to see how close you are to being dead. Inquiring minds want to know. The following stages represent a well-worn path from frustration to “throwing in the towel.”


Exhaustion – You are constantly dealing with discipline.


Futility – It doesn’t get any better no matter how hard you try.


Cynicism – You can’t do anything with these kids.


Resentment – It finally becomes them against you.


Rationalization – Here come the self-justifications.


• It’s just the way kids are at this age (i.e., the hormone hypothesis favored by junior high teachers).


• It’s the homes these kids come from.


• It’s the television and the video games. They have the attention span of gnats.


• I don’t really have any major problems.


• The noise doesn’t really bother me that much.


• It’s my job to teach. It’s their job to learn.


Stress Management


Teaching is a stressful job. So, part of the job is managing stress. The naturals experience a minimum of stress. Most of their colleagues are exhausted at the end of the day.


The bottom line in stress management is simple. You have to manage stress moment by moment, class period by class period on the job. You cannot allow yourself to be stressed all day long and then somehow undo it once you get home.


You can try. The usual candidates are, 1) rest – lots of luck if you have kids, 2) exercise – lots if luck if you have kids, and 3) a glass of Chardonnay. But, the damage has already been done.


We have to get smart like the naturals instead of working ourselves to death. There has to be an easier way to do this job – one that is better for us and better for the kids.




Chapter Two


Focusing on Prevention




Preview


• This chapter is an overview of the topics described in the book.


• This book focuses on the fundamental skills of classroom management. These skills replace working hard with working smart.


• Instructional practices focus on making learning interactive while replacing helpless handraising with independent learning.


• The management of motivation focuses on helping students to internalize values of hard work and conscientiousness. Incentives for productivity combine enjoyment with accountability.


• Discipline management focuses on 1) making cooperation and responsible behavior a matter of routine, and 2) setting limits in a nonadversarial fashion through mobility, proximity, and the body language of meaning business.





Classroom Management Is Complicated


Getting Things Done


Classroom management is the business of getting kids to do what you want them to do. If the teacher is good at it, a lot gets done and kids enjoy coming to class. If the teacher is not so good at it, kid’s goof off and waste a lot of time while the teacher becomes stressed. When the teacher becomes stressed, nobody has a good time.


A Real Challenge


Teachers and parents constantly deal with the same issues. How do you get kids to do what you want them to do when you ask them to do it. How do you get kids to stop doing what you don’t want them to do? How do you get kids to cooperate? How do you get them to be nice to each other? How do you teach them to address you respectfully without argument or backtalk?


I will ask workshop participants, “How many of you are parents?” Most hands will go up. I will then ask, “Is being a parent an easy job?”


The response is a mixture of laughter and groans. Everybody knows that being a parent is one of the most challenging jobs on earth. It takes all of the intelligence and energy that you can muster. It takes never ending love and patience even when you are exhausted. It is all day, every day.


Can you think of anything more challenging than being a good parent? I can.


Managing a Classroom Is Harder Than Parenting


Being a parent is a piece of cake compared to managing a classroom. For one thing, you have years to love your own children and teach them to be good kids.


That is a luxury you do not have in the classroom. In the classroom you have other people’s kids. These “other people” will send you a room full of youngsters whose personality traits range from exemplary to highly inappropriate.


Some parents teach their children that no means no, but not all of them do. Some parents teach their children that if a job is worth doing, it’s worth doing right, but not all of them do. Rather, some people raise kids who don’t make their beds, don’t clean their rooms, don’t set the table, and don’t pick up their clothes.


It’s not that these parents don’t want their kids to be responsible and well behaved. They are doing the best they can, but they don’t know how to get results. They lack the necessary skills.


So, they make a lot of “rookie errors” as their kids are growing up. They are inconsistent when they attempt to say “no” to misbehavior. They nag instead of teach. They tell their kids to do something but don’t follow through to make sure that it gets done. Attempts to get cooperation get an argument instead.


Over time these kids often learn to avoid work by being contrary. They master procrastination, heel dragging and, their favorite – doing a job so sloppily that parents finally throw up their hands and say, “You know, it’s just easier to do it myself!”


These kids will show up to your class on the first day of school. You will then ask them to do more work in one day than they do at home in a month. And you will want it:


• finished on time


• done correctly


• written legibly


• with a good attitude.


Lots of luck!
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In every classroom you start out with a motley crew.


A Motley Crew


Add to this the usual assortment of characters that show up to any classroom on the first day of school – a handful of helpless handraisers, a couple of kids who can’t stop talking, a bully, a social isolate, several students with learning disabilities, and one who is hyperactive. Even with a lot of good kids, you start out with a motley crew.


To this motley crew you do not just teach curriculum. You teach civilization. You teach your students to follow rules, to be responsible, to get along with each other, to show respect, and to value achievement through hard work.


Making Up for Lost Time


In many cases you have to make up for lost time. You have to train kids to cooperate who are quite uncooperative at home. You have to train kids to be respectful who backtalk their parents. And, you have to do it quickly. The longer it takes you to make up for lost time, the more stress your body will absorb.


How will you succeed – by “winging it” like their parents did? Are you kidding? You will need some serious, hightech, industrial-strength classroom management skills.


The Management of Goofing Off


Focusing on Discipline


Tools for Teaching began with the observation of natural teachers who could make good students out of kids who were jumping off of the furniture in other classrooms. From the beginning, therefore, our understanding of classroom management focused on discipline.


While students jumping off of furniture is obviously extreme, extensive observations of regular classrooms showed this to be simply an exaggerated version of the norm. In classrooms goofing off is the eternal enemy of time-on-task.


In the classroom life of children, goofing off is a given. Kids naturally talk. They don’t naturally study. Managing a classroom requires that you replace the normal social life of young people with rigorous work for hours on end.


Every teacher, therefore, is a “disciplinarian” by necessity. Any classroom has the potential to be a problem classroom. Whether the class develops its full potential depends on how it is managed.


Avoiding Exhaustion


As we well know, getting a roomful of young people to quit goofing off long enough to get some work done can be a prescription for exhaustion. The number of teachers who attend burn-out workshops would indicate that we have a lot to learn about “cost containment” in the management of discipline.


Yet, the natural teachers that we observed made it look easy. They were spending very little time and energy dealing with disruptions. Rather, their time and energy went into teaching – the fun part of the job. How could they get so much good behavior and time-on-task out of so many highly disruptive students while remaining calm, cool, and collected?


“There is an easy way to do everything,” as the saying goes. Apparently, these natural teachers had found it. They could not explain it, and I could not see it, but knowing that it was possible kept us going.


If there is a concern that pervades Tools for Teaching, it is exhaustion – your exhaustion. How do you teach a classroom all day long, day after day, without working yourself to death? It’s not obvious, but it is possible.


Research and Development


Useful Procedures


There is a huge literature on classroom management and discipline. Over the years, I have thrown out almost all of it.


The problem was not that the procedures didn’t work. The problem was that they were impractical. They cost the teacher too much in terms of time and energy.


Time and energy are finite. All of the time and energy that goes into discipline management comes out of instruction.


My objective was not to saddle the teacher with expensive management programs. My objective was to drive the cost of discipline management as close to zero as possible.


Along the way I threw out most of my own ideas too. To be kept, a procedure had to meet three simple criteria:


• Better behavior


• More learning


• Less hassle for the teacher


Believe the Teacher


At this point I was aided by my coming from a family of teachers – a collection of parents, aunts and great aunts who were quite sure of themselves. I naturally assumed from early childhood, therefore, that if a teacher told you that something was so, it was so.


Consequently, in years of working with teachers, rather than telling them what should work, I let them tell me what did work. We would get together after the kids went home to go over that day’s “trial and error.” If something did not work or was impractical, the teachers would tell me so in no uncertain terms. They might say, “It’s all well and good Dr. Jones, but I don’t have time during the day to fool around with all of that record keeping.” If that was the verdict, I accepted it and went back to the drawing board.


At least I had the sense not to tell experienced teachers that they should “go the extra mile” for my sake or for the kids’ sake. They were already going the extra mile and then some. Rather, I knew from the naturals that running yourself ragged was not the answer.


A Long Journey


While “goofing off” was our initial focus, you cannot get very far with classroom discipline without understanding instruction and motivation. And while we learned a lot through trial and error, entire areas of management had to be constructed from scratch.


How, for example, do you teach an entire class to be responsible? Parents scratch their heads over how to teach a single child to be responsible. But an entire class – the whole motley crew? And how do you do it fast? You don’t have a decade to create a responsible ten-year-old. You need responsible behavior now.


While the natural teachers gave us our start, I never met a teacher who was using more than a portion of the skills described in Tools for Teaching prior to training. When you do it all, you will have amazing power.


A Profile of Classroom Management


The Classroom Through New Eyes


After about 15 years the pieces of Tools for Teaching began to coalesce into a unified picture. The pieces of the classroom management puzzle fall into three broad areas:


• Instruction – maximizing the rate of learning while making independent learners out of helpless handraisers


• Discipline – getting students to quit goofing off and get busy


• Motivation – giving students a reason to work hard while being conscientious


Although guided by theory, the “how to” of classroom management was perfected by trial and error in the field. Years of trial and error have produced a management program with the following characteristics:


• Specificity – Tools for Teaching deals with specifics rather than generalities. It answers the question, “What do I do?” by walking you through each procedure step-by-step. In addition, the Study Group Activity Guide gives you detailed protocols for practicing each skill.


• Economy – The procedures in this book have one characteristic in common – they produce dramatic results while reducing the teacher’s workload. For example, constant Limit Setting is replaced by Meaning Business, and individualized behavioral programs are replaced by a single program that trains the entire class to be responsible.


• Prevention – In making management affordable, “An ounce of prevention is worth a pound of cure.” Tools for Teaching, therefore, is primarily about prevention. Prevention encompasses every aspect of classroom life – discipline, instruction, and motivation – and redefines each one. Prevention, therefore, functions as our unifying theme and provides Tools for Teaching with its unique perspective.


To give you an overview of Tools for Teaching, I will summarize each of the three major areas of classroom management – discipline, instruction, and motivation. Consider it an advance organizer.


Instruction


Working the Crowd


The easiest way to prevent goofing off is location. When students are near the teacher, they tend to be on their best behavior.


Effective teachers make an art form out of working the crowd – otherwise known as “management by walking around.” Rather than spending all of their time in the front of the classroom, they put the students to work and walk among the students as they supervise.


To make working the crowd as easy as possible, we will have to rearrange the furniture in the classroom. The optimal room arrangement allows you to get from any student to any other student in the fewest steps.
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The natural enemy of working the crowd is the helpless handraiser.


Helpless Handraisers


Once teachers focus on working the crowd, they immediately confront the natural enemy of working the crowd – the helpless handraisers. Every classroom seems to have five or six helpless handraisers who constantly demand the teacher’s undivided time and attention – especially during Guided Practice.


During Guided Practice, the teacher tutors each helpless handraiser – a process that takes an average of four-and-a-half minutes. Unfortunately, the teacher pays a very high price for tutoring these needy students. In ten seconds the classroom becomes noisy. For the sake of tutoring, the teacher loses control of the class.


In addition, the teacher’s time and attention reinforce help-seeking itself. For this reason, helpless handraising becomes chronic for the five or six most needy students. Their dependency is inadvertently shaped into a learning disability.


[image: image]


If working the crowd is to have a chance, we must free the helpless handraisers from their dependency on the teacher.


To keep the class from being rowdy during Guided Practice, the teacher must make independent learners out of their helpless handraisers. Achieving this will impact every aspect of instruction.


• The Verbal Modality: How, exactly, do you help a student who is stuck? It must be brief or the teacher will lose the benefits of working the crowd.


Corrective feedback must be reduced to a simple prompt that answers the question, “What do I do next?” This pattern of giving corrective feedback is called “Praise, Prompt, and Leave.” Praise, Prompt, and Leave reduces the average duration of corrective feedback from four-and-a-half minutes to thirty seconds.


• The Visual Modality: A helping interaction of thirty seconds is brief but not brief enough. The teacher will lose the class in ten seconds.


The only way to reduce the duration of corrective feedback further is to substitute pictures for words. Good graphics provide the students with a picture for each step of performance. This set of plans, called a Visual Instructional Plan (VIP), prepackages the information normally contained in the teacher’s explanations.


The teacher can now give corrective feedback by pointing out a critical feature of one of the steps in the VIP. This will reduce the duration of helping interactions to 5-10 seconds.


In addition, a VIP is the crucial “halfway house” in weaning the helpless handraisers. Needy students learn that, if they want the teacher’s attention, they must produce some work. For help with the assignment, they must rely on the VIP. The students refer to the VIP as often as necessary until they gain confidence and no longer need it.


• The Physical Modality: Efficient verbal and visual prompts will only take us halfway to our goal of creating independent learners. The most direct way of minimizing the need for corrective feedback after the lesson is to teach the lesson correctly in the first place.


We learn by doing. Effective teaching, therefore, must exploit the physical modality. Making learning physical has much to do with the packaging of student activity.


There are two basic ways to package the activity of learning. The first is:


Input, Input, Input, Input – Output


This characterizes most teaching, especially at the secondary level. The second pattern is:


Input, Output, Input, Output, Input, Output


With the second pattern, output is immediate which eliminates most problems of forgetting. In addition, it is fast moving and interactive, which maximizes student involvement.


As you can see, the prevention of discipline problems reconfigures the process of instruction. Effective teachers structure the lesson as Input, Output, Input, Output, Input, Output. The students are active rather than passive, and teachers continually monitor and adjust the students’ performance as they work the crowd.


What separates the natural teachers from their colleagues is not the curriculum. The difference is in process – the organization of learning activity. Naturals focus on the building of correct performance, whether it is the mastery of a skill or the expression of a concept.


Discipline


Consequences and Cost


When a problem occurs, there must, of course, be consequences. Therefore, the traditional wisdom of discipline management focuses upon consequences. But consequences can be extremely expensive. The appearance of success is often an illusion.


For example, imagine that a student in your class pulls some stunt, and you deal with it. As a result of your intervention, you do not see that behavior for the rest of the day. Would you conclude that what you did was effective? Most teachers would.


But suppose that the same student does the same thing tomorrow and you respond in the same way with the same result. Once again, the student does not repeat the problem behavior for the rest of the day. Would you conclude that your technique had worked for a second time? Most teachers would.


But suppose that the same student pulls the same stunt for the third day in a row, and you respond in the same way with the same result. Are you having doubts yet?


Meaning Business


In addition to solving a problem, consequences need to be cheap. With our natural teachers, when a student got out of line, a simple look put an end to the problem. That was cheap! How did they do that?


Rather than using traditional consequences, our natural teachers simply “meant business.” It was so subtle that, for a long time, we could not even see it.


When we finally cracked the code, we realized that Meaning Business was a combination of calm, commitment, and utter consistency that taught the students that “no” always means “no” and that consequences would always be delivered.


Once this understanding was established, the teacher could signal the students to “cool it” using progressively smaller cues until a word, a look, a pause, or ultimately, the teacher’s mere presence was enough to enforce limits. Rather than providing consequences, the teacher became the consequence. When the teacher walked into the classroom, the management program arrived.


This made perfect sense to me. My mother and father meant business. I knew that look. I knew from an early age that “no meant no” and that, while we could always talk something over, arguing was not an option.


Meaning Business is conveyed to the students primarily through the teacher’s body language. The students read you like a book. They know what they can get away with and how far they can push you at any moment.


When learning to mean business, you will learn to read and speak a new language – body language. You will have to practice until you are good at it. Providing practice to mastery is the purpose of the Study Group Activity Guide.


Responsibility Training


Getting students to stop doing what you don’t want them to do is only half of discipline management. The other half is getting students to do what you want them to do the first time you ask.
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Responsibility Training can save huge amounts of learning time by eliminating dawdling.


How do you train students to be responsible? The management system that achieves this goal is called Responsibility Training. Responsibility Training represents a significant advance in technology and a great economy for the teacher because it trains the entire class to be responsible for very little effort. It can save large amounts of learning time by simply eliminating dawdling.


Omission Training


Unfortunately, there is usually at least one student in any class who will ruin any group management program just to prove that he or she can. How do you succeed with the highly alienated and oppositional student?


Omission Training is a specialized incentive system for dealing with these alienated and oppositional students. It can be added to Responsibility Training at almost no cost to the teacher.


Omission Training provides a powerful reason for the alienated student to work with the group rather than against the group. As a by-product, these alienated students, who are often highly unpopular, are rapidly accepted into the peer group.


Omission Training is your response of choice for extremely difficult students. It is a win-win solution to a management dilemma that often appears to have no solution. It will eliminate most of your office referrals.


The Backup System


In discipline management, when push comes to shove, there is the School Discipline Code – the teacher’s Backup System. While necessary, the Backup System is also extremely expensive. At the very least it requires the involvement of both teachers and administrators. Incident reports and meetings with parents after school run up the price even more.


While aggressive or dangerous behavior may require the use of the Backup System, in practice most office referrals are for repeated goofing off and insolence that finally has teachers “at their wit’s end.”


For teachers who are at their wit’s end, the office offers only respite, not remedy. The same teachers will send the same students to the office all year long.


For the vast majority of office referrals, the only effective remedy is effective classroom management. It is therefore cost-effective for administrators to invest in training the faculty in Tools for Teaching. Only by reducing the steady stream of office referrals can administrators finally devote their time to instructional leadership.


A Criterion for Success


To help clarify success and failure in providing consequences, we need a criterion of success. Here is a simple, down to earth criterion:


If a procedure is working, the problem should go away.


While this criterion may seem stringent, it is the only price a teacher can afford to pay in the long run. The alternative is to manage the same problems from the same students using the same consequences all year long.


The more you use an effective procedure, the less you should need to use it. For example, Meaning Business begins with setting limits and providing consequences, but eventually your mere presence enforces your rules.


Consequently, as the school year progresses, discipline management should take up less and less of your time until you finally work yourself out of a job. Eventually, your time and energy can be devoted to instruction without interruption. Hence, our maxim:


Any discipline management technique that is working should self-eliminate.


Motivation


Why Should I?


Students who do not care about the lesson can be just as frustrating to the teacher as students who disrupt or constantly seek help. These are the students who say:


“Do we have to do this?”


“This stuff is dumb.”


Before an unmotivated student will work hard, the teacher must answer one simple question, “Why should I?” The answer to that question is known as an incentive. Any classroom teacher will have to know a thing or two about the design of incentive systems.


Building a Work Ethic


Some students have internalized standards that motivate them to work hard and to be conscientious. However, many, if not most, of our students do not.


How do you train students to be hard working and conscientious? For starters, they will have to have something to work for – something they want – something in the not too distant future. Call it a preferred activity.


But for students to learn to be conscientious, you must be able to check their work as it is being done. Only then can you hold them to high standards. Otherwise, they learn to do quick, sloppy work in order to finish the assignment as quickly as possible.


How can you be free to check students’ work while it is being done? First, you must wean the helpless handraisers who monopolize your time during Guided Practice so you can devote your time to checking work.


Once you can check work while it is being done, you can then provide a Criterion of Mastery for students to meet in order to be done with the assignment. When they meet your Criterion of Mastery, you can excuse them to do their preferred activities.


In order for you to build a work ethic in your students, you must become a provider of preferred activities. You must have fun in the classroom. As teachers learn during training: no joy, no work.


Tools for Teaching Is a System


Basic Characteristics of a System


To begin with, “system” has to be one of the most overused words in education. Everything is a system. So, for clarity’s sake, let’s describe what we mean by a system.


• It gives you the pieces you need.


• The pieces fit together like a puzzle.


• The whole is greater than the sum of its parts.


Tools for Teaching is a system – a comprehensive system of classroom management. It began in classrooms where students were jumping off of furniture and evolved over time to include discipline, instruction, and motivation.


Our objective has always been shaped by that first experience – a desire to replace goofing off with time-on-task. It is not surprising, therefore, that the most practical way to organize Tools for Teaching is in terms of discipline.


Discipline management can best be organized under four major headings beginning with prevention and ending with the management of severe behavior problems. The four areas of discipline management are as follows:


1. Classroom Structure (i.e. Prevention)


• Room arrangement and working the crowd


• All of instruction


• All of motivation


• Classroom rules, routines, and standards


• Procedures for the first day and week of school


2. Limit Setting (i.e. Meaning Business)


3. Responsibility Training


4. The Backup System


In this schema prevention plays the dominant role. Prevention brings the process of instruction front and center. As the system unfolds, most of the hallowed objectives of teaching – independent learning, the integration of modalities, high standards, learning to be responsible – are brought within the teacher’s grasp.


As you read Tools for Teaching, your cognitive map of classroom management will develop. As it does, you will realize that there is no “big answer,” no “silver bullet” for “shaping kids up.” Rather, there are many skills. The more of them you master, the better your life in the classroom will be.


Nor is there a “bag of tricks” through which to rummage when in need of an answer. Rather, there is systematic problem solving. Here’s how it works.


Keep It Cheap


A room full of students can keep the teacher in high gear all day long. To avoid exhaustion, discipline management has to be cheap. Here are some of the characteristics of the management system that define cost:


• Classroom Structure is cheaper than Limit Setting.


• Limit Setting is cheaper than Responsibility Training.


• Responsibility Training is cheaper than the Backup System.


Here is a criterion to use when choosing a procedure:


Always use the cheapest remedy.


Choose the procedure that is the least work, requires the least planning, and, hopefully, requires no paperwork. When solving a problem, therefore, always begin with Classroom Structure because prevention is always cheaper than remediation. If the problem is not yet eliminated, go to Limit Setting. If the problem is still not eliminated, go to Responsibility Training and then to the Backup System.


Management Is Cumulative


Another characteristic of the system is that it is cumulative. Each procedure is built upon a foundation of management provided by the system. The foundation must be in place for any procedure to work properly. The system functions as follows:


• The Backup System is built upon Responsibility Training.


• Responsibility Training is built upon Limit Setting.


• Limit Setting is built upon Classroom Structure.


To take a simple example, if you do not train the class to walk quietly through the halls during the first week of school, you will have to set limits on the noise they make during the second week of school.


And, since the system is cumulative, you can’t try procedures in any order just because they look interesting. Responsibility Training, for example, may look like a wonder cure, but it needs Classroom Structure and Limit Setting in order to succeed.
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It is the undying hope of green teachers that, if they love their students and are nice to them, everything will turn out fine.


Focusing on Fundamentals


Tools for Teaching describes the fundamentals of classroom management. Fundamentals are basic to everything you do, and they never change.


Take Meaning Business as an example. It is conveyed primarily through body language, and the human race has only one body language. You can either master it in order to create learning, or you can spend your career one step behind the students who read you like a book.


Working the crowd is another example. The biggest single variable that governs the likelihood of students goofing off in your class is their physical distance from your body. You can either exploit mobility and proximity to create time-on-task, or you can pay the price.


Teaching in small chunks with immediate performance and feedback (Input, Output – Input, Output) is another example. If you teach to the brain the way it is built, learning will be relatively rapid and errors relatively infrequent.


Mastery of the fundamentals also allows you to adapt to the unpredictable. Without that mastery, you are constantly forced to scramble in order to solve problems in the heat of the moment. That is hard work.


Some of our most typical feedback from teachers is:


“I have energy at the end of the day. I have a life after school.”


“I have recouped the time that the students used to waste. I now have time for the enrichment activities and learning games that students love.”


“Why didn’t I get this twenty years ago?”


Paradigm Shifts


A paradigm shift is a change in your entire frame of reference for analyzing a problem and its solution. A paradigm shift can be hard to wrap your mind around.


Tools for Teaching is a long series of paradigm shifts. But, they are gentle and sensible shifts. You won’t have to fight them. In fact, they often affirm the solutions to classroom management problems that you have developed on your own over the years. As workshop participants often say at the end of three days:


“Dr. Jones, it’s just a big collection of common sense.”


Discipline Dreams


“It’s Simple”


When teachers and administrators begin their training in discipline management, they are usually looking for “the answer.” They say things like:


“What is the key to your program?”


“What is the trick to keeping kids on task?”


“What is the one thing that is most important for a teacher to keep in mind?”


Even after decades of teacher training, I am still taken aback by such questions. We are dealing with a topic that is far more complex than being a parent. We are attempting to rear a room full of other people’s children while simultaneously teaching them academic skills and the basics of civilization.


Yet, people keep looking for the answer in a “one-liner.” It takes time to develop a cognitive map for something as complex as classroom management. Until the cognitive map is developed, we are prone to categorical thinking.


“Love Is Enough”


Every good teacher wants to have a positive classroom atmosphere. However, wanting to be positive and pulling it off under pressure are as different as day and night. They are separated by a deep chasm that can only be bridged by the mastery of the requisite skills.
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