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dizes his health and ability to function is clearly not ready to decide what 
time to go to bed. The final part of the deal was this: In any area where they 
were not ready to make choices on their own, it was our job to teach them 
how to make good choices so they could make them on their own as soon 
as possible. The deal worked well in our family because it was a fair deal.

The basic insight of “the deal” is to understand the role of adults and 
children. A child starts off life being taken care of by adults. The young 
person’s job is to learn over time how to take care of him- or herself. Who 
has the best chance of making good choices in life: the adolescent who 
has made thousands upon thousands of choices or the one who hardly 
has any experience of making choices? When it comes to making choices 
about sex, drugs, and safety, we are better off helping young people make 
lots of various types of choices so they can get hands-on experience of 
the consequences of their choice-making.

2. a Shared vision Process 
for the Classroom
Tim Lucas

On the first day of school, the teacher opens the discussion by asking: 
“What would you like this classroom to be like? How would you 

like to be treated here—by me and by one another? What would make 
you look back and say ‘This was a great class?’” 

The teacher, by doing this, is drawing the kids to actively say what 
they want from this class and from school in general. They might never 
have been asked before. But if they got drawn into this kind of process 
year after year, over time they would learn to think for themselves about 
what they want school to do for them. They would stop shifting the bur-
den of deciding what school should be onto the adults around them: the 
teachers, administrators, counselors, and parents. 

What would kids say during this first class discussion? Some might 
talk about the irritations of the past that they never had a chance to voice 
before. “When we do work, I don’t want anyone else coming over and 
taking stuff off my desk.” Or, “I want the teacher to be polite to me; I 
don’t want to be teased by teachers.” Or, “If I get answers wrong, I don’t 
want that announced to the class. I don’t want everyone knowing the 

PM
SV

MM
TLST



Practices      n      217

scores I get.” Or, simply, “I don’t mind sitting near other people, but I 
don’t want to be stuck next to the same kid all year long.” 

In personal mastery terms, these are largely negative visions—they 
are images of something we want to avoid. So it might be up to the teach-
er to draw some of the students out further, to bring to light the positive 
visions that underlie their attitudes. The teacher might ask: “When you 
say you hate being teased, that suggests what you don’t want. But can 
you think of anything you do want? In the classes you liked best, or 
in the best classes you can imagine, what kinds of things happened?” 
If more prompting is needed, the teacher can say: “Do you think you 
should have to raise your hand to talk? What about when we’re doing 
math? How do you like to be treated then?”

Different students will say different things, and some kids won’t 
know what to say at all. But at least one message will probably come 
through: “When I talk, I want to be heard.” Out of that comes a vision for 
classroom etiquette and procedure for how they all want to be treated 
and how they feel a class should run. 

This vision can be kept alive for the rest of the year by continually 
referring back to the ground rules that they co-created. From here on 
out, discipline is no longer just in the hands of the teacher. When there’s 
a transgression, everyone knows whether it’s serious or not—and how to 
respond to it. When there’s a report from a substitute teacher that the 
kids were rowdy, the teacher can use the vision as a comparison point: 
“OK, all of you contributed to this vision. What happened here yester-
day? What should have occurred? How would you want to deal with it 
next time?” Self-discipline begins to click. 

3. Homework: The Beast
Betty Quantz

Betty Quantz played a number of roles in the evolution of this book, 
including correspondent, designated “critical friend” at some of our 
meetings, and project partner to one of the authors. Throughout the 
process, she also participated in a number of conversations about the 
many ways the five disciplines, particularly shared vision, affected 
interactions among students, parents, and teachers. Her reflection 
on homework from both a parent and teacher perspective—written 




