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 Hierarchial chart 
 

 Blueprint 
 

 Metaphor 
 

 Social system 

 
 

 Bridge between vision and ______________________ 
 

 Serves as a prism for understanding director management ___________________ and 
____________________ of the culture of the center 

 

 Illuminates _________________ that need to be resolved and _____________________ between the 
director’s beliefs and assumptions and his or her actual behavior 

 
 

 

 

 

 
 

~  
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 People—Who are the cast of characters? 

 
 Structure—What informal and formal arrangements are in place? 

 
 Processes—How do things get done? 

 
 Culture—What makes the center unique? 

 
 Outcomes—What are the effects of the program? 

 

 Thinking with a _________ angle  lens 
 

 Seeing ____________________ between parts, not just the parts themselves 
 

 Seeing __________________ and structures underneath events, not just the events themselves 
 
 
 
 
 
 
 
 
 
 

 
 Circular, not linear thinking 

 

 
 
 

It has been said that something as  
small as the flutter  

of a _______________ ________  
can ultimately cause a typhoon  

halfway around the world. 
 

Chaos Theory ● 1972 ● Edward Lorenz 

 

 

 

 

 

~ Barry Oshry 
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 Change in one component has an _____________ on other components 
 

 Organizational ______________________________ is a desired goal 
 

 
 
 
 
 
 
 
 

 Organizations must change and _______________________ 
 

 Organizational health is related to the _______________________________ between components 

 

 

 
 
 
 
 
 
 
 
 
 
 

 
 

Organizational Levels 
We are all Tops, Bottoms, Middles, and Customers 

Designated responsibilities (accountability)
 Experiencing problems with our condition and/or the condition of the system

 Experiencing conflicting demands, priorities, pressures
Looking to some other person/group for a product or service

The organization is struggling to survive in a ____________ and changing world. 

Unique opportunities for 
_____________________ 

to total system power. 

Pitfalls that readily lead 
to ________________ 
those contributions. 

 
Needs 

 

 
Needs 
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 Working to deal with _____________________ complexity 
 

 Tops are experienced as being out of  _________________________ with most of the organization 
 
 

 

 Eager to do ________________________ work 
 

 Feel _________________________ from what seems like the primary mission of the organization 
 

 Turn to ______________ ______________ for support and a shared sense of reality 
 
 

 

 Eager to serve the ______________ of the Tops 
 

 Remain invested in the _____________________ of the Bottoms 
 

 Get diffused throughout the organization…and hence not ___________________ to one another 
 
 

 

 Seeking timely, quality, and reasonably-priced products and services 
 

 Concerned to support the ________________________ but eager to have their needs met 
 

 

 

 Lots to do and ________________________ time 
 

 Take on ______________________ of the organization 
 

 Experience ___________________ from inside and outside 
 

Theirs is a world of ________________________ and ________________________. 
 

 Working to keep the organization __________________... to envision the long term while dealing with 
the present. 
 

 Often seen as: ____________________________________________________________________ 
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 Seek _____________________________ work 
 

 Want direction 
 

 Want to _____________________ to sensitive guidance 
 

 Bottoms see… 
o Many problems 
o Little direction 
o Poor ___________________ 
o No big ___________________ 
o Unfair treatment 

Theirs is a world of ________________________. 
 

 Bottoms feel tension within their ranks, but also ____________________. 
 

 Internal disagreement creates problems for both the ____________________ and the majority. 
 

 Disagreement among the Bottoms is submerged. 
 

 Others see Bottoms as _________________________ and ____________________ to influence. 
 

 Depending on how internal conflicts are handled, Bottoms can be seen as:  
 

Loyal or _____________________________ 
Creative or ___________________________ 

        Trusting or Demanding 
        Naïve or Impatient 

Rebellious or _________________________ 

 

 ________________________ to the mission of the Tops 
 

 Feel they should _____________________ to the concerns of the Bottoms 
 

 ___________________ to keeping the organization integrated 
 

Theirs is a world of commitment and _________________________. 
 

 Find it hard to remain ______________________ as a group 
 

 Seen by others as:   But also as:  
o  o Weak o Wishy-washy 
o  o Powerless o Confused 
o  o Uninformed o Fractioned 
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 Concerned about whether the organization will deliver on its contractual ____________________ 
 

 Vacillates over whether to get involved and/or how to get involved (remain supportive or cut losses?) 
 

Theirs is a world of ________________________. 
 

 Customers experience themselves as _______________________ 
 

 Others see customers as: 
o ________________________ 
o Intrusive 
o Impatient 
o ________________________ 
o _________ involved 

 

 _________________________ →Tops 
 

 _________________________ →Middles 
 

 _________________________ →Bottoms 
 

 _________________________ →Customers 
 
 

 

 In the world of the harried Top, overwhelmed by complexity and accountability, the truth is that Jackie 
is an unnecessary ____________________________________ 
 

 In the world of a Middle, torn between pressures from above and below, the truth is Jackie’s simple 
“request for conversation” is more unwelcome ______________________________ 

 

 In the world of Jackie’s team members who share her condition of invisibility and vulnerability, the 
truth is that Jackie is okay, not much ______________________________ from them 

 
 In the world of a Customer, starved for service, the truth is that Jackie is the answer to her 

___________________________________ 
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 Classroom quality cannot be maintained without quality 
systems in place at the _____________________ level 

 There is a positive relationship between the quality of 
______________________ practices and the quality of the 
children’s learning environment in center-based programs. 

 Regularly assessing ___________________________ quality 
helps promote norms of _____________________ 

improvement 

 
 

 Tangible, ____________________ evidence 
 Involvement of ______________________ individuals 
 A _____________________ _______________________ of accountability 
 
 

 

 ___________________/_________________ to help ensure tasks happen as _______________ 
 May be an _________________________ routine 
 _________________________ 
 Clearly ______________________ 

 
 

 Having the three components of a system in place is not a ________________________ that 
something will happen as __________________, but having the three components of a system 
in place makes it more likely to happen as planned 

 

 Routinize 
 Automate 
 Simplify 
 Individualize 

 

 

 

A good system _______________________ the road to a goal. 
 

~ Orison Swett Marden 
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 What is currently not working for you or your organization (i.e., does anything need to be more 
organized, is there a process or procedure that staff do not follow, is there something that is 
critical to do on a regular basis)? 
 
 
 
 
 
 
 

 
 
 

  Are the objectives measurable? 
  Are too many or too few people involved? 
  Is anyone missing? 
  Do you think the timeline is reasonable? 
  Are there other resources to consider? 
  Are the evaluation checkpoints appropriate? 
  Could anything be clearer? 
  What are strengths and challenges of the plan? 
  Do you think this is sustainable? 
 

 

If you’re too ______________ to build good systems,  
then you’ll always be too ___________________. 

 

~ Brian Logue 
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DEVELOPING A SYSTEM 
 
Identify the need for a practice, noted in the PAS, for which you would like to create a system. 
 
 
 
 
 
 
What is the history of the issue (i.e., What is not working? Have there been previous attempts to improve 
the issue? Who has been involved?) 
 
 
 
 
 
 
What strengths can you build on to achieve change? 
 
 
 
 
 
 
What needs to be more organized? 
 
 
 
 
 
 
Is there anything that is critical to do on a regular basis? 
 
 
 
 
 
 
Who needs to be involved in the change process? 
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Brainstorm possible strategies for solutions. 
 
 
 
 
 
 
 
 
Are there challenges you can foresee in implementing those strategies? 
 
 
 
 
 
 
 
 
 
How will you know that the planned change is occurring?  
 
 
 
 
 
 
 
 
 
 
What will this new system look like when it is successfully implemented? 
 
 
 
 
 
 
 
 
 
  
 
Have you considered the three components of a system as defined by the PAS? 
 
 
Concrete evidence: _______________________________________________________________________ 
Multiple individuals: ______________________________________________________________________ 
Defined process of accountability: ___________________________________________________________ 
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DEVELOPING A SYSTEM—PAS ITEM 9 
 
Identify a practice in the PAS for which you would like to create a system and identify the need. 
I am trying to empower staff and support them in developing leadership skills. I would like staff to contribute 
to the monthly staff meeting agenda and occasionally lead discussions. My goal is that staff will facilitate/lead 
agenda discussions on a consistent basis. 
 
What is the history of the issue (i.e., what is not working, have there been previous attempts to improve the 
issue, who has been involved)? 
If someone happens to mention something to me that needs to be part of the meeting agenda I will add it—I 
don’t seek out topics for the agenda. I populate the agenda from what I know needs to be discussed from 
observations and conversations. I lead discussions of agenda items—it’s always been done this way. 
 
What strengths can you build on to achieve change? 
Several staff members seem to have good ideas for moving the organization forward. There are three staff 
members who seem like they would be good at leading discussions and whose performance appraisal goals 
include taking on more leadership responsibilities.  
 
What needs to be more organized? 
I sometimes don’t populate the agenda until a day or two before the meeting so I would need to be more 
intentional about this task. I would need to think about agenda at least two weeks prior to the meeting. It 
would be nice to have some sort of rotating schedule for leaders of different topics. 
 
Is there anything that is critical to do on a regular basis? 

- We would need to assign leaders for agenda topics at least two weeks in advance of the meeting to 
give those people time to prepare. If this was a rotation it would be known in advance. 

- I would need to create a draft agenda with their input and names on assigned topics prior to sending 
out the agenda to all staff asking for contributions. 

- I would need to develop and send out the agenda one week in advance of the meeting with a request 
for any contributions.  

 
Who needs to be involved in this change process? 

- Myself, Amy, Becky, Bernetta 
 
Brainstorm strategies/solutions 

- Meet with Amy, Becky, and Bernetta and solicit their ideas—build this into their performance appraisal 
as a professional development activity. 

- Determine if there is any training or resources that would assist them in this area. 
- Revise the agenda to reflect who is responsible for each topic. 
- Determine parameters (are Amy, Becky, and Bernetta flexible with the required time commitment or 

do they want to start out small? Do they each want to have a role at every meeting or have one person 
alternate with me each meeting?) Determine a schedule and determine how topics are assigned. 

 
Are there challenges to implementing those strategies? 

- Money for resources 
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- Dealing with resistance?  
- Finding time and developing a process for providing feedback. Should other staff give feedback also? 

 
How will you know that the planned change is occurring?  

- Roles will be assigned on the agenda 
- There will be regular involvement of staff in leading agenda topics  

 
What will this new system look like when it is happening successfully? 

- To “start out slow” and rotate weeks where Amy, Becky, and Bernetta each pick a different meeting to 
lead parts of, two weeks prior to the next staff meeting I will send an email to whomever is supposed 
to play a leadership role at the next meeting asking them what topic/s they would be interested in 
leading (I will have predetermined topics on the agenda and they may offer a new suggestion). I will 
add their name next to the topic/s on the agenda and send out the agenda one week in advance.  

- They will schedule a meeting with me to touch base on the topic and get support that same week. 
- Directly following the meeting we will debrief. Amy, Becky, and Bernetta will develop a debriefing 

feedback form for the four of us to use when we meet to debrief together.  
- We will complete the form and it will be saved in their individual personnel files.  

  
Have you considered the three components of a system as defined by the PAS? 

- Concrete evidence: calendar with meeting dates, feedback forms, emails, Gantt chart 
- Multiple individuals: director, Amy, Becky, Bernetta (other staff if they provide feedback) 
- Defined process of accountability:  scheduled reminder in Outlook, regularly scheduled feedback and 

support meetings 
 

April 
 Week 1 Week 2 Week 3 Week 4 

Phase 1  - Send draft agenda to 
April meeting co-
facilitator to 
determine topics they 
will lead 

- Make edits to the 
agenda based on 
agreed upon edits 
from the co-facilitator 

  

Phase 2   - Send staff meeting 
agenda to all staff 
asking for 
contributions 

- Incorporate staff ideas 
- Meet with co-

facilitator to review 
agenda, and offer 
support 

 

Phase 3    Staff meeting- 
Amy/Becky/Bernetta 
lead some topics 

Phase 4 Meet with Amy, Becky, 
and Bernetta to debrief 
about the previous 
month (March’s) staff 
meeting 
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