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Guide Your Learning Initiatives 
 
 

Thomas J. Buckholtz 
 
 
This article provides a framework for guiding win-win relationships and discusses using this framework so 
that learners and teachers optimize their outcomes. 
 
 

Introduce the Framework 
 
 
Exhibit the Framework 
 
A framework for win-win relationships features four elements. 
 

 A model – featuring opportunities, coalitions, and support – for endeavors. 

 A list of categories of purposes coalitions can pursue. 

 A list of types of activities coalitions perform to fulfill purposes. 

 A scale for measuring styles with which coalitions perform activities. 
 
Many endeavors feature two or more coalitions affecting

1
 each other’s formulating and capturing 

opportunities.  Sometimes, people consider a coalition to be a client and another coalition to be a 
provider.  Sometimes a person, organization, informal group, information system, animal, or other entity 
belongs to both a client coalition and a provider coalition. 
 
Figure 1. Endeavors – Opportunities, Coalitions, and Support 
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 Affecting may include helping and hindering. 
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Figure 2 lists categories of purposes that can be associated with opportunities. 
 
Figure 2. Categories of Purposes 
 

          
 Effect specific agendas or goals. 

Satisfy or enhance principles. 

Enhance people’s lives or the “fabric of society.” 

Have satisfying experiences or relationships. 

Gain or improve processes, skill, or knowledge. 

Create, amass, deploy, benefit from, or distribute resources, organizations, or wealth. 

Attain certification or other recognition. 

Enhance reputation. 

Ally with endeavors or coalitions. 

Create or teach knowledge or techniques. 

Gain goals, purpose, or a sense of direction. 

Provide context for support that coalitions provide or receive. 

Other (Specify.): 
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For many endeavors, Figure 3 provides a spectrum of essential activities.  For example, a key step can 
be an entity’s making a decision to pursue a purpose.  Following such a decision, one finds 
Implementation (carrying out activities to effect agendas or goals) and Outcomes of such Implementation.  
The decision may be based in part on Insight such as principles, plans, and risk analyses.  Insight may be 
based on Information, which in turn is based on Transactions that capture, synthesize, and propagate 
data.  Transactions are supported by Infrastructure, including people and computer systems.  Also, 
Reuse can occur for aspects of Outcomes, Implementation, Insight, Information, Transactions, and 
Infrastructure. 
 
Figure 3. Activity Spectrum 
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 Activity Examples Theme  
         

 
Extend 
Success 

Create opportunities from endeavors and from results of 
endeavors. 

Reuse  

 
Realize 
Results 

Measure, recognize, and appreciate achievement. Outcomes  

 
Accomplish 
Activities 

Take action to achieve goals. Implementation  

 
Set 
Direction 

Perform analyses.  Evaluate plans.  Make decisions.  Establish 
principles.  Set goals. 

Insight  

 
Understand 
Context 

Learn information.  Determine the extent to which to use and 
trust specific information. 

Information  

 
Process 
Data 

Find, synthesize, store, retrieve, and communicate data.  
Communicate with colleagues. 

Transactions  

 
Marshal 
Resources 

Marshal and deploy tangible resources. Infrastructure  
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2
 This Activity Spectrum is an application of the Direct Outcomes tool known as Achieve Progress.  This 

and other applications of Direct Outcomes are Copyright © Thomas J. Buckholtz.  For links to the e-book 
Innovate Incisively: Gain Impact. Save Time. and other applications of Direct Outcomes, use this link. 

http://thomasjbuckholtz.wordpress.com/publications-books-drafts/
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Figure 4 elucidates the spectrum with respect to an endeavor to define, pursue, and capture 
opportunities. 
 
Figure 4. Activity Categories for Defining, Pursuing, and Capturing Opportunities 
  

   
 Marshal Resources that can pursue opportunities. 

 Infrastructure includes resources that can pursue opportunities or that can be used to 
pursue opportunities. 

 Examples include people, skills, funds, computing and telecommunications 
systems, animals, transportation systems, cars, fuel, other tangible products, and 
work environments. 

 
Process Data through which the resources can pursue opportunities. 

 Transactions include communicating and processing data through which resources can 
pursue opportunities. 

 Examples include sending, receiving, synthesizing, processing, and storing 
communications and data – between or by resources. 

 
Understand Context regarding an opportunity. 

 Information includes knowledge about an opportunity. 

 Examples include facts that people and information systems use when setting 
direction and solving problems. 

 
Set Direction as to whether and how to capture the opportunity. 

 Insight includes analyses and decisions regarding the extent to which to pursue the 
opportunity. 

 Examples include potential goals, potential plans, risk analyses, 
recommendations, and stated principles, goals, and plans. 

 
Accomplish Activities to capture the opportunity. 

 Implementation includes doing activities to capture the opportunity. 

 Examples include performing activities that people anticipate will help further 
principles and achieve goals. 

 
Realize Results associated with the opportunity. 

 Outcomes are results associated with work to capture the opportunity. 
 

Extend Success by applying results to other opportunities. 

 Reuse features creating and pursuing opportunities based on further uses of 
Infrastructure, Transactions, Information, Insight, Implementation, or Outcomes. 
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Figure 5 provides a Style Spectrum for measuring the style with which activities are pursued.
 3

 
 
Figure 5. Styles for Accomplishing Work  
 

   
 Effortless – Transcend the work and not lack results. 

Embedded – Integrate the process for this work with other procedural work. 
Procedural – Follow a process. 
Tentative – Experiment with processes. 
Haphazard – Meander doing the work. 
Nil – Defer the work. 
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Figure 6 indicates the possibility that, within this Style Spectrum, a style closer to Effortless is preferred to 
a style closer to Nil, assuming one does not unduly jeopardize capability, flexibility, and creativity. 
 
Figure 6. Possible Benefits and Risks of Styles for Accomplishing Work 
 

        
 Style Possible Benefits Possible Risks  
      

 Effortless Transcend … Focus on other activities. 
Lack abilities to perform 
activities. 

 

 Embedded Integrate … 
Work efficiently on related 
activities. 

Lack abilities to disentangle 
integrated processes. 

 

 Procedural Follow … 
Work efficiently on an 
activity. 

Stifle flexibility.  

 Tentative Experiment … 
Improve processes 
methodically. 

Focus overly on process and 
not enough on results. 

 

 Haphazard Meander … 
Gain from spontaneous 
creativity. 

Lack needed perspective or 
focus. 

 

 Nil Defer … Plan, before doing. Delay inappropriately.  
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3
 This Style Spectrum is an application of the Direct Outcomes tool known as Achieve Style.  This and 

other applications of Direct Outcomes are Copyright © Thomas J. Buckholtz.  For links to the e-book 
Innovate Incisively: Gain Impact. Save Time. and other applications of Direct Outcomes, use this link. 

http://thomasjbuckholtz.wordpress.com/publications-books-drafts/
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Apply the Framework 
 
 
Envision Win-Win Relationships between Students and Educators 
 
People can use the framework to envision and achieve win-win relationships between students and 
educators (Figure 1).  Students and educators can (as discussed below) determine, communicate, and 
help each other fulfill each other’s general needs (Figure 2), effectively (Figure 3) and efficiently (Figure 
5). 
 
 
Envision “What Learners Need to Learn to Do” 
 
People can gainfully deploy the framework to address the question “What does an individual, a team, or 
society need to learn to do?”  Parents can use the technique when designing homeschooling curriculum 
or selecting a school for a child.  Academics can use the technique to help develop curricula, in 
essentially any field.  Employees, employers, and their customers can use this method to specify training. 
 
To work toward one or more purposes (Figure 2), people need skills throughout the Activity Spectrum 
(Figure 3).  People can use the Activity Spectrum to envision current and future needs for skills and to 
implement programs so that an individual, a team, or society learns and thrives. 
 
For example, the following items indicate results an individual might want to achieve regarding food. 
 

 Reuse – The individual has a healthy life. 

 Outcomes – The individual obtains nutrition or pleasure via food. 

 Implementation – The individual eats or drinks food. 

 Insight – The individual plans a meal. 

 Information – The individual learns about nutritional value or allergies associated with ingredients. 

 Transactions – The individual transports ingredients. 

 Infrastructure – The individual grows agricultural products useful as ingredients. 
 
Each item represents the potential for each of the following. 
 

 The individual learns skills by which the individual achieves results associated with the item. 

 The individual learns how to obtain results by ensuring other entities contribute appropriately. 

 Other entities contribute appropriately. 

 Educators help the individual or other entities gain skills regarding “how to do [something]” or 
“how to ensure [something] gets done.” 

 
The following items Illustrate potential goals for a student participating in a learning program. 
 

 Reuse 

 “I will be able to teach other people how to do what I learn how to do.” 

 Outcomes 

 “I will be able to know the extent to which I am satisfied with results I help create (based 
on what I learn) for myself and other people.” 

 Implementation 

 “I will have skills and knowledge to become a practicing attorney before the United States 
Supreme Court.” 

  “I will have skills and knowledge to raise my children successfully.” 

  “I will have skills sufficient to attract, serve, and retain clients for my firm’s consulting 
practice.” 

 Insight 

 “I will be able to make decisions effectively.” 
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 “I will be able to develop plans and evaluate risks of various courses of action.”   

  “I will be able to recommend and advocate to my employer new products and services 
that should be successful in our marketplace.” 

 Information 

 “I will have skills to estimate, in contexts in which I function, the trustworthiness and 
usefulness of information.” 

  “I will be thoroughly grounded in case law related to intellectual property.” 

 “I will know which authors consistently publish useful, reliable articles in my fields of 
specialization.” 

 Transactions 

 “I will be able to keep records of my financial transactions.” 

 “I will have skills to communicate using the Chinese language with other people.” 

 “I will know how to find relevant information about Impressionist paintings and painters.” 

 “I will know how to extrapolate trends from data.” 

 Infrastructure 

 “I will be able to minimize my risk from life-style diseases.” 

 “I will have skills to assemble coalitions that can support mutually-beneficial activities.” 

 “I will be adequately “computer literate” to able to benefit from using computers and other 
information technology.” 

 
 
Envision “How Well Learners Need to Learn Something” 
 
People can gainfully deploy the framework to address the question “How well does an individual, a team, 
or society need to do an activity?”  The Style Spectrum (Figure 5 and Figure 6) provides a scale with 
which to measure current proficiency – and to envision future proficiency – regarding activities. 

4
  Often, 

learning features acquiring behavior that is closer to Effortless than is traditional behavior.  For example, 
a student who is Procedural at arithmetic proficiently adds, subtracts, multiplies, and divides numbers.  
Using arithmetic to determine the amount of change appropriate to an exchange of cash for goods can 
constitute Embedded behavior with regard to arithmetic. 
 
The following items interpret – with respect to skills – aspects of the Style Spectrum. 
 

 Effortless – A student can ensure desired results are achieved without doing the activity. 

 Embedded – The student can perform the activity successfully in the context of efficiently doing a 
broader procedural activity. 

 Procedural – The student can perform the activity successfully by following a method. 

 Tentative – The student can experiment with various methods that may lead to accomplishing the 
activity. 

 Haphazard – The student can attempt to do the activity, but does not deploy a method and is not 
much concerned about methodology. 

 Nil – The student does not know how to do the activity. 
 
 

                                                      
4
  

 Other measures of quality or skill can pertain. 

 Some measures can be reasonably quantitative and rigorous.  Examples can include test scores 
(in academia) and sales-revenues generated (in business). 

 The Style Spectrum can applied so as to be “more qualitative than numeric measures” and 
reasonably rigorous. 

 Measures such as “A, B, C, …” (in academia) and “outstanding, excellent, good, …” (in business) 
can be qualitative and rather non-rigorous. 
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Match Learners and Educators 
 
The framework suggests methodology for matching students and sources of learning and for helping 
students and educators to agree on how to help each other.  Using the framework can facilitate the 
following. 
 

 A student (or a parent, guardian, or employer of a student) determines and articulates the 
student’s needs. 

 Educators describe their service offerings. 

 Educators articulate their needs 

 Students describe how they can help an educator. 

 A student and an educator describe what each contributes to a relationship between them. 
 
A student and an educator can agree on the extent to emphasize the student’s developing skills – for 
example, in the various Activity-Spectrum categories.  The student and educator can use the Style 
Spectrum at least twice – first to characterize the student’s before-learning proficiency and second to set 
expectations regarding the student’s after-learning proficiency. 
 
The educator can have goals suggested by the categories of purposes (Figure 2).  The educator and 
student can agree on the extent to which their working together can achieve the following. 
 

 The educator achieves the educator’s needs in terms of purposes (Figure 2), activities (Figure 3), 
and styles (Figure 5). 

 The relationship meets the educator’s proclivities in terms of activities (Figure 3) and styles 
(Figure 5).  For example, an educator may like to help students gain Haphazard and Tentative 
proficiencies but not enjoy helping people gain Procedural and Embedded skills. 

 
 
Develop Marketplaces for Learning 
 
Participants in education marketplaces can use the above framework and other frameworks to generate 
effective matches efficiently between students and educators.  Such marketplaces can exist, for example, 
within a college, for a community, or globally.  A student can use the frameworks – and knowledge of 
education services – to determine, describe, and seek appropriate learning services.  An educator can 
use the frameworks – and knowledge of students’ desires and needs – to plan, develop, describe, and 
deliver services that match the student’s and educators’ desires and competencies.  Information systems 
can suggest matches between students and educators. 
 
 
Anticipate Evolution of Skills and Learning 
 
The following provide conjectures about needs for learning and about services for fulfilling such needs. 
 

 Regarding Infrastructure and Transactions activities, people’s needs for learning will shift from 
“learn to do activities” toward “learn to ensure activities get done.”  Some such activities have 
been, are being, or likely will be significantly automated or otherwise delegated. 

 Regarding Information, Insight, and Implementation activities, needs will increase for people to 
improve their skills and to devise automation to augment those skills significantly.  Currently, 
much automation provides Transactions-value service and lacks providing Information-value 
service. 

 Throughout activities (from Infrastructure through Reuse), needs will increase for people to 
perform at closer-to-Effortless styles, while enhancing and not unduly jeopardizing flexibility and 
creativity and while not unduly losing capability. 

 Regarding the starting and ending points of learning programs, people’s use of the Style 
Spectrum provides – within a learning program – the possibility for determining a personal 
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starting point and a personal ending point for each participant in the program. 

 In the context of traditional classes, it may be appropriate for some people to start a class 
after the class has been running for some time and it may be appropriate for some 
people to leave the class before the class ends. 

 For example, a student Sam may fulfill in mid-semester Sam’s goals for which a 
Shakespeare class has relevance.  And, it may be appropriate for Sam to enter a math 
class at roughly the same mid-semester time. 

 The Style Spectrum can provide a useful, non-“judgmental” replacement or augmentation for 
traditional grades. 

 Educators and education programs will increasingly offer flexibility regarding when in time and 
how far into program outlines students start, participate in, and exit programs. 

 Automated learning aids will play increasingly important roles for education regarding work low on 
the Activity Spectrum and low on the Style Spectrum.  For example, educators will provide 
automated tools for helping students with Transactions-value and Infrastructure-value material 
(for example, data about the world, techniques for beginner-level learning of a language, or 
advice on how to use computers) and students will achieve even Procedural skill without 
traditional amounts of human teaching.  There will be exceptions to these generalizations, for 
example for young students and for training regarding some Infrastructure. 

 In traditional course-centric learning settings, the availability of the education marketplaces and 
services will free teachers’ time so as to permit providing more specialized attention to individual 
students. 

 The distinction between students and educators will blur.  Already, one recognizes that a student 
must a part of the educator community the student engages.  Increasingly, students will 
contribute to educators and teach other students.  Increasingly, educators will learn from 
students. 

 The age ranges for students in programs will expand.  For example, more students will outgrow 
pre-college subjects at young ages and proceed to college-level work.  And, students who do not 
complete material “on time” will continue to retry to complete the material. 

 Marketplaces will foster curriculum reform.  The marketplaces and the curriculum reforms will 
provide crucial context and guidance for decisions regarding “infrastructure of education” issues – 
such as “funding,” “charter schools.” and other currently prominent topics. 

 While probably not taking its initial major root in traditional pre-college education, this marketplace 
approach will find applications in pre-college education. 

 Students will use the frameworks to make career decisions. 

 For example, Sandy discovers a self-propensity for Implementation learning and, thereby, 
decides to aim for people-oriented jobs, while Kim enjoys creating new ideas and aims 
for Insight work. 

 Or, Kim realizes a self-bias in favor of Embedded-type creativity and thereby chooses to 
work in large, relatively mature organizations but not in Haphazard or Tentative startups. 

 People use the frameworks in yet other contexts. 

 For example, project leaders will use the Activity Spectrum to apportion work and 
crosscheck the completeness of their teams’ skills. 

 For example, business unit leaders will use the Style Spectrum to make “train, contract 
for temporary consulting services, hire new staff, or outsource” decisions for enhancing 
key functions. 

 
 
Meet Needs for the Evolution of Skills and Learning 
 
People can use the framework and other techniques to frame issues, rally coalitions, pursue 
opportunities, solve problems, and succeed throughout the gamut of learning – and doing – endeavors. 
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