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ing, analyzing, and synthesizing what each person has learned.
This discussion can cause the group 1o look at the problem in
new and different ways. Integration is a challenging task intel-
lectually as well as interpersonally. Criticism and evaluation
from others are never easy to take, but they are essential for a
good final product.

During the middle phase, when the labor has been divided,
people can go ahout their business in a fairly independent way.
At this stage, it 13 desirable to have a leader who acts as a center
for group communication and who keeps everything moving

forward.
Group Investigation

Group investigation, developed by Sharan and Hertz-
Lazarowitz (1980), is the most sophisticated method for long-
term projects using planning groups, division of labor, and
“how” roles for group management. Repeated evaluations in
heterogeneous classrooms have shown that it is particularly ef-

fective in teaching concepts requiring higher level cognitive

skills and in producing more cooperative and altruistic behavior

{Sharan, Hertz-Lazarowitz, & Ackerman, 1980; Sharan & Sha-
char, 1988). More recently, Yael and Shlomo Sharan (1992) have
prepared a book on this method for teachers. ‘

In group investigation, students act as creative research
scholars, producing their own knowledge. In order to achieve
these goals, they must work together closely. Good group pro-
cess is insured in various ways: building commitment to the
group and its project, use of division of labor, and group process
skills. If your objective is to enable students to create their own
knowledge, and if you have been successful on short-term tasks
with skills for group process and with the use of “how” roles and
the division of labor, you may wish to plan such a long-term
project. Be forewarned that group investigation demands the
combination of all these strategies as well as skiliful support and
supervision by the teacher.

The Teacher’s Role:
Letting Go and
Teaming Up

Question: What is '
. your most important insi
o W / portant insight about teach-
g you wish you had known durin fi .
years of teaching? B yom fisttwe

Answer: To let kids d
a ha.rd lesson to lgaf:]o;:e?riﬂem?af . T has been
eratve learning, hands-on actizitigs.
clas_s and it was difficult for me to lesj
let; it all happen. (Paul Martini WOEl
saence teacher, Woodside, Cali;?orn

Tusealot of coop-
and inquiry in the
i to step back and
pdside High School
ia)
Groupwork changes a teacher’
sre eroupy : s role dramatically.
that};heyadd;ii(;ti:uperv1sor of students, responsible )fzoi?];ls?l?ger
reapomabili work exactly as you direct. No longer is it o
i, c{ au&atc.h f<‘)r every mistake and correct it ony ct);: .
ShoL Lste: :[‘h orlty- 1s delegated to students and to <
; €y are in charge of insuring that the joggoguelzz

done, and that class

, mates get the help th

p(})}were.d to make mistakes, to find oput ‘fri e went epare e
what might be done about it. *

This does not mean that i

= S T you have given u iti

aan ;?;h‘iﬁiy 1in thtzl .class.room. On thg contra}i;"}?,loyil;apaiseltiﬁn

o oy Wh Stﬁ ;:ISH\ irections for the task; you set the rules(?

utens to. et 5 to uje norms for cooperation; you assi 1;

who are to play s1:1136:(,:iaylorlj)1esc:Inglzclltelrnac])J Elh_Ol"itY ot o StUdeftS
; > most important, you hold the

went wrong, and
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i rating means for
discusses what letting go while groups are operanng
. i i ague or
YOUTC; o work is better done with the aid of a colh; ;gaSkS "
e Zotllif:r adult. Designing and evaluatmgﬁ grcnll‘{)wocn}”1 Clasks s
2 reati lem solving where “tw a
i e of creative problem s ar
b Clasmfl (2:1211'15 one.” Considering that teachers have resplc;r;me iz
1 . P
lf)etttelllneir own classrooms and are not frflse,h 1et§:‘or;§ ;Jvn impra,c o
" feel that this
' ou may fee _
cachers’ classrooms, you I . r Impractt,
Otllnizctammendation. Solving this problem is the seco p
ca

this chapter.

DELEGATING AUTHORITY

in front of the class a1_1d instruct the stu-
d Whel; B:A?k‘:o?éalﬁ];’; you give out individual seatw?llt;.l; ar;i
2k anc d the ’dassroom overseeing performance, w rgu

W_al_k arour:he class into reading groups and sit vy1th one g ueg

dw'lde he ke turns reading aloud or answering your q -
“'Fhﬂe e sing direct supervision. Even when in prepa.rd

on Tor o ?)T ‘ivorléyou gather the class t(_)g_ether and provide
flon f].%iltg;ioxi you are using direct supervision. 4 erouns are.
" O{:Vh n groupwork is underway, howgver, and g Ehave
ki e angd talking together using the mstr'uctlorﬁlrshiotea‘:her
Srepare hen vour authority has been delegated. The acher

e t“}fln }l])e everywhere at once trying to help six h1 er
ot POSE’IMy reover, having students talk with each ot e}x; is .
coseotial ns Ct)ethod (;f managing heterogeneous class.es. W fla)n _
e o a'r?;d to help each other, perhaps by reading orad);
e i&fff trzﬁlto the student’s native langgage, students use € |
othor as re rces to understand the assignments. ! easis
Sy res(l:)udents are working on uncertain .concepﬁ:}a z; i
hwr;erclli:clévery and creativ.e problerq solving, (Féo ’:;E od
workin ther are a necessity for achievement Lo
M togli ¢, 1989). Students must be encouraged to woin_:
ta'n’ . Leechor, 1o deal with ali the questions and pmblerltlsbuc_f
ngh ‘(313;3]1: L‘Ohtesi tallsks.' Research has shown tlhat all (situlc(lair;s,b ot
parti individuz ing below grade level, ben”.
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efit fro ,
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(Leechor, 1988). Unless You are successful in de
ity to groups, your students will not
and working together and you will
manageable.

legating author-
gain these benefits of talking

find that groupwork is un.

An Effective Management System

Teachers are always surprised to discover ho
dents can operate on their owIl
groupwork. The secret of successful management of such com-
plex instruction lies in clarity—the students’ perlect under-
standing of how they are supposed to behave, what they are sup-
posed to be doing, and where they can turn for help if problems
develop. The same is true for a traditional classroom; the differ-
ence is simply that with groupwork, students have to take more
responsibility for their own behavior and for the behavior of
others in their group. They should not be turning to the teacher

for constant direction, evaluation, and assistance; they should
use their peers instead.

Clarity is attained by
In addition, much clarity
roles and for cooperation,
cess recornmended in the
ment techniques

w smoothly stu-
m properly designed

having as simple a system as possible.
is achieved by training in advance for
as well as by the careful planning pro-
preceding chapters. All these manage-
operate to control student behavior in
structive and productive manner without having to tell
what to do directly. There is no need to control individ
dents’ behavior with systems of points
Jjob is to make the groups and the inst
any discipline problems that afise.

The steps for developing such a management system are
briefly summarized below: '

a con-
people
ual stu-
or rewards; the teacher’s
ructions operate to solve

L. Cooperative norms need to b
in Chapter 4 so that
to behave and will
others,

¢ taught as recommended
students will know how they ought
act to enforce these behaviors on

Students should know which group they are in and
where that group is supposed to meet;
amount of time should be wa
vital information.

2 minimum
sted in getting across this
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« EVERYBODY HELPS.

( orksheet
aboratl twork, the written w
se collaborative sea 7 «
o d the students as to what you want Lhen} ;
onceptual and involves discovery,
d. Many of the published

or assignment directs
do. When the task is more conc
recommend the use of an activity car
curricula featuring cooperatve
an inadequate delegation of aut
activity card. The students l?‘r}fl: .
) interrupts the : o
frequently interrup ‘ tons At
Ws};i(;t{fn(ihe prZ)cess of discovery. The teacher s con
a 111 2 R H
the students get the “pomnt” o
the group from making €rrors w
supposed to be discover

th, E f . .
B at it gI Gatly leduCGS the dIllOUIlL 6] talklﬂ.g alld. WOT kl“\g 1o

learning in science suffer frgm :
hority because of the lack of an
ly on directions from the teacilletr, ..
X ive directions and to ‘
oup to giv - possible answers. Many teachers have

f the activity and tries to prevent - tator can ask a question after having made sure that no one in
the ac ; 2 $
hile discovering what they are ;

. . : ‘a conscious effort not to )
ing. The difficulty with this procedure
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gether. The group has no chance to achieve its own insights and

individuals who are lost are unable to use other group members
as resources.

The “No Hovering” Rule

Following an orientation, you delegare authority to groups
to carry out their task, It is of critical mnportance to let them
make decisions on their puwn. They even need to make some mis-
takes on their own. They are accountable to you for their work,
You must let go and allow the groups to work things through
without your overseeing every step. They must learn to solve
some problems for themselves,

Teachers in traditiona) classrooms, when they are not lectur-
ing, spend the bulk of their time guiding the students through
various tasks. They show and tell how to do the assignments.
They redirect students who appear to be disengaged from their

work. They answer many questions that come from individual
students.

This kind of direct supervision will underm
ment system you have worked so
available to solve all the problem
themmselves or on their group. Beca
with supervision, whenever students see you hovering nearby,
they will stop talking to each other and look to you for direction.
If the teacher attempts direct instruction while the students are
engaged in the groups, the result will be less talking and work-
ing together and therefore less gains on measures of learning.
These connections between classroom management and learn-
ing gains have been documented in two separate years of data
collection on complex instruction (Cohen et al., 1989).

Avold rushing to the rescue at the first sign of difficulty in a
group. Force the group back on its own resource
answer questions unless the entire group has be

ine the manage-
hard to develop. If you are
s, students will not rely on
use of their past experiences

es by refusing to
en consulted for
a rule that only the facili-
the group has the answer. In moving about the classroom, make

ook as if you are an available member
of the group.




I
1
1l
i
i
il
)

DESIGNING GROUFPWORKE

108

While the Groups Work

in: dinaril
dents are now doing many of the things youe(;rc " Othe};
e , ‘
Slt}l](e answering each other’s questions, keep;r;%armd et
do: 1ed in the task, helping each other tobieneeded L Aer
engch%zrs discover that they do not appear l;often Sa_y e,
o thing is running without them, they o fen ¢ H;e  feel Tke
‘ GVCFS{) ngdone out of my joby; it all works without me.
I've bee
M >77
ed to be doing: s vour
: Su%pec;;)ite the ability of groups to carry (t)“n byf ;1:(; s e };é our
role is not one of laissez-faire. chél ar; nowh ;ei()le e B e
ing kind of teac . _

3 more demanding : Do e
1@1(:1121323 to observe students carefully ax;dkto hslizlgtitc())ns ¢ discus
o 1 15t You can ask key q :

ion { a discreet distance. . oSty
,ili’: afrglfgup that is operating at too low a level; Iz’(::i r; UIaIze e
~ ivi a s, you €a :
! Lo groups; ¥ :
to individuals an : ulate (e
fef_?dEfle ou can look for low status behavior and 111 ervene I
. : : |
thlélelfr;g ’tZeat for status problejms; and you calr:e;z o o 1
01"1 and norms in those particular groups w
roles,

not operating at its best.

idi ering and
There is a delicate balance between avoiding hovering

i * i interven-
isely intervening in a group. The price to be paid ff;i( 1r; :ll;rself
ngr? };s reducing interaction w1th1}r11 the cgeroﬁhough ps
illing to pay that price.
whether YOlllloi\l;zdwto mgz;ke mistakes for thepnselves, ther;iri;
5_110111d }1?1(:31’13 nothing is to be gained from letting a group
times whe

gle onward:

+ When the group 18 hopelessly off-task
« When the group does not seem ti un

get started or to carry out the tas ,
» When the group is experiencing sharp

fhict '

is falling apart

+ When the group is fa

nize themselves to get the task done.

Don’t rush _
to hear but far enough away so th
sive. Carefully listen and make an

* A group is not sharing m

derstand enough to * A group is stru

nterpersonal cotl-
because they cannot orga-

< them how to do it. You are merely moving the

: where they can cope with the demands of the task.

ugh
in at the first sign of trouble. Stand close enoug - A grous of second

at your presence is _unob‘tru;
hypothesis about just what
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kind of problem the group is experiencing. Are low status stu-
dents being shut out of the group? Is it a problem of group
process? Is it some inability to understand the directions? Is it a
problem of how to proceed? Is it a lack of background, academic
skills, or content knowledge? Perhaps you will decide after
watching and listening that the group will solve its own prob-
lems and does not need you.

If you decide to move in, what you do or say depends on
your hypothesis about what the problem is.

* A group is having trouble getting organized. You remind them
of the rules and roles. You ask whether people are playing
their roles. You suggest that the facilitator discuss what they
have to get done, make a list, and help the group to prioritize
what needs to be done first and who can do it. You tell the
group that you will be back to hear the results of their discus-
sion. You then leave.

* A group has “gotten stuck” on a problem and doesn’t seem to
be getting anywhere. The level of frustration is rising. You ask
a few open-ended questions in an attempt to redirect the
group discussion. You suggest that the group deal with your
questions in their own deliberations—angd you walk off.

aterials cooperatively. You could ask
moments and talk over how they are
opetative norms (ideally, posted some-
hen you can ask them to tell you after
cussion what their conclusions are and
hould do about it. (Don’t stay to super-

them to stop for a few
doing on some of the co
where in the room). T
having had a brief dis
what they think they s
vise the discussion.)

gghing with a difficult text and does not know
how to analyze the document. They are in need of some intel-
lectual assistance. You pomnt out some of the key parts. You
check for their understanding of what is being asked. You may
even fill them in on missing parts of their knowledge. This
does not mean you are doing the task for them or directing

m to the point

graders has plunged into the task without

reading instructions. You tel] the group that you don’t want
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Management of Conflict

Disagreement about ideas is a healthy sign  during
groupwork as long as intellectual disagreement does not degen-
erate into sharp interpersonal conflict. Some interpersonal con-
fitct is inevitable and should not be taken as a sign of failure.
Nor should it be an opportunity for you to intervene and take
over the reins immediately, acting as arbiter, Juror, and judge.

What can you do? Ask the group what seems to be the diffi-
culty. Then ask them to think of some alternative strategies for
handling the conflict. If you have prepared your class with strat-
egies for conflict resolution, as described in Chapter 4, they will
be able to envision alternative ways to behave. If you have really
delegated authority, then the group should take responsibility
for solving its interpersonal problems. Even younger students
are able to develop workable strategies for managing conflict
when challenged to do so and when the teacher persists in de-

- manding that they talk things through until they find a solution.
If the problem is due to a volatile combination of students,
make a note not to put that combination together again. Chang-
ing the composition of groups on a regular basis and rotation of
roles will help to defuse interpersonal problems so that the con-
flict does not become chronic. If, however, you think you are
seeing the same problem in a number of groups, there may be
a difficulty with the way you have prepared the students and/or
the nature of the task. Take the time to have a whole class discus-
sion during wrap-up and see if you can locate the general prob-
lem. Be prepared to make adjustments in your task, to do some
retraining and reinforcing of rules and roles, or to develop some
strategies with the class as a whole that will solve the problem.

Holding Students Accountable

"Teachers are anxious to grade groupwork and to use sys-
tems of points for acceptable behavior because they know that it
is important to hold individuals and groups accountable, How-
ever, these strategies are unnecessary in the management system
Just described. There are multiple alternatives in the system you

- can use for this purpose. When you intervene while the groups
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i her and
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Teacher's Role for Orientation and Wrap-up

rly 1 irect charge of the
' i i are clearly in direct cha
uring orientation you . harge of e
df:)nts ’Igheir job is to listen and to ask questions if tik; i)rrl lonot
Studersta:nd This does not mean that a long 1e&}i:urte i
llm ften stand at the back of the classroom while te ‘
[§)

- plan and carry out grou
- Just as students use each other as
. teachers can do the same. With the j
‘ence as to what tasks work well with
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orientations and usually note that students have difficu
ing close attention to what the teacher js sa
school, they seem to “tune out”

ers who use visual aids and who

sion concerning what they are about to experience are much
more successful in holding the class’s attention than those who
attemnpt to tell everything that the students will need to know.
During wrap-up the teacher listens carefully to group re-
ports, providing feedback and stimulating discussion, Asking
higher order questions at this time will encourage students’
thinking. Following student presentations, the teacher would do
well to comment on what has been learned from the exercise. It
is necessary to make connections between the activities and the
central concepts they are supposed to illustrate, Otherwise, stu-
dents get lost in the interesting and concrete details of their
group products and forget the point of the lesson.
Wrap-up is also the time to provide feedback on what you
observed while students were at work in their groups. If you
constantly interrupt to provide feedback while they are in
groups, you will run the risk of “hovering” and reducing the
interaction. Many teachers find that jt is better to circulate
among the groups, listening and taking notes on a clipboard.
Then, during wrap-up or during the orientation the next day,
they provide feedback to groups and individuals. Feedback, un-
der these circumstances, has the double fanction of holding
groups accountable and of helping the students with their un-
derstanding of the intellectual tasks at hand. It is a priceless op-
portunity to offer public praise to students who have done very

well in the context of groupwork-—particularly those who are
not high achievers in conventional academic tasks.

Ity pay-
ying. Even in high
after five minutes. Those teach-
involve the students in a discus-

WORKING AS A TEAM

One of the most gratifying experiences for a teacher is to
pwork designs with a trusted colleague.

resources in groupwork,
oint wealth of past experi-
students and as to how in-

ervanbot i i
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need another person, especially at the beginning. If your tasks

are complex—such as using different science experiments at
different learning stations, or working with sophisticated equip-
ment like video cameras—and if you have different groups of
young students doing very different tasks, another person be-
comes a necessity. This is as true for classrooms as it is for an
other organization; Complex technology is more effective when
staff work more closely together (Perrow, 1961).
If you have a friend on the faculty with whom you would
Itke to try some of these groupwork activities, talk to the princi-
pal about finding ways to work together. If a large room such as
a multipurpose room is free, it is possible to combine two classes
for the actual groupwork. Ifthe classes are from different grades
or if you are combining with a class for special education, you
will be surprised to see how well students of different ages and
levels of academic achievement can work together in this setting.
If you are combining age groups, it is especially important to
pick a task that older students can extend and develop, but also
one that younger studenis will be able o manage with as
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If you cannot manage joint teaching, the next best thing is
teaming for planning and evaluation purposes. It is not difficult
to find the time for brief meetings with a colleague for planning
purposes. In addition, you need to find time for that colleague
to visit your classroom and time when you can return the favor.
It is during these visits that the evaluation devices can be used.
Following evaluation, a meeting should take place to discuss the
results of the evaluation and to decide what should be done n
order to improve the procedures. Most principals are support-
ive of this type of collegial effort to improve instruction. Some
principals even volunteer to take over classes for an hour while

the visits are going on. 1 have worked at very few schools where
the teachers and administrators were unable to work out a suit-
able plan. :

Collegial interaction of this sort is highly rewarding. Evalua-
tions of in-service programs requiring this kind of collegial im-
teraction have consistently
with a colleague in planning, ohservation, and evaluation one of
the most satisfying and stimylating of their professional experi-

ences. Despite inital doubts about having another teacher watch
them at work, they find that constructive criticism from a col-
kind of practical classroom prob-

league who is facing the same
lems is helpful; they realize that they have wanted and needed

this kind of feedback for a long time.
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