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Based on the experience of 36 schools involved with

the Northwest Reading Consortium, this manual presents a eodel of the

instructional improvement process involved in that project. The
instructional improvemen* process presented includes fiwve stages:. (1)

assessing readiness,

(2) developing a statement of the instructional

~ problem,” (3) making a decision regarding alternative solutions, (%)
developing -an implementation plan, and (5) making installation
decisions and conducting a program assessment. For each of the five

stages, the manual provides a statement of the goal

to be addressed,

describes the tangible outcomes of the process, and supplies a list
of activities with vorksheets, questions to aid in focusing on the
concerns of the step, and resource material to help carry out the -

step. Much of the manual is in *he form of a .notebook that provides
space for users' notes.
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'based innovation .to improve reading programs )

The Nofthwest Reading Consortium ' (NRC) was a three
yvear school improvement project funded under Ehe Research

and Development Program, NatioQii Institute of Education.

" Four facilitators (linkers), one“each.in Alaska, Idaho,

kY - ~
Oregon” and Washington, assisted a total of 36 public schools

in the selaction of an appropriate research and development

\
The NRC was originally formed by the Right to Read

direétors of the four states. The design of the project

provided for interface with each state's Right'to Read

program; the state R2R Planning *and Assessment Handbook
provided the basic model'of.problem—Solviné'uséd with local
schools.
. . N .
It was a stated goal of the NRC Lo study not only the
use of the R&D results but the process of change itself.
This manual was developed from NRC experiences and learnings

generated by the use of such a model in instructional

improvement efforts.
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INTRObUCTION_‘

A major change fh~ap instructional program may appear
to be a one-time planﬁipq avent and may, in fact, be structured
in such a way. . In roality, ﬁowavar, inst;uctional iﬁbrovement
is not a one~time affair. Schools may elect to bl&ée_eﬁphasis“
on improving a particular aspect of the curgiculgm at a certain
period of time, but the need for fdilowup implemenfatién
activities related to adaptatiohs, staff development and
training, evaluation and modification can be forecast. :_ -
Consequently,'buiidiﬁg a capacity for effecgive'group planning
sgills.becomes.important és pressu;es to improve education |
remain relatively constant. .

The need.for developing staff capacity-for_group_planning
is intensified_by a growing interest in teacher_involvemegt in
inétrucg}bnal planning. , The de&elopment,of teacher centers

is an indication of the recognition of a need.for profesgional

improvement efforts which focus on teacher involvement. Change

-_v»- )
efforts which have ignoreq or circumvented the crucial involve-

ment of teachers generally have not been seen as successful.
varied efforts which have prpvided'for teacher involvement
have tended to lead to far reaching improvements in the

instructional program. -



The focus of this process manual for facilltators is
on those aspects of analyzing and managing instructional
improvement planning activities which emerged as important
in the experiences of the Northwest Reading Consortium. An
assumption is that the user of this manual has backgroqnd
and insights into‘those‘aspgctsqofjiﬁ;t;uctional improvemenﬁﬂ
mogt closely related to‘th% gontent Eield in which the. a
planningkis occurring. (FPr example, trainiﬁg in the us;
of the Right to Read Assesshent and ﬁlanning Handbook‘was
cqnsidered\a preredquisite for inwoiqement in the NRC Project.)
An_additiénal agsumption is tha£ the user is familiar with _
‘o and has achieved some skills in the use of techniques for .
facilitating group interaction and group problem solving.
The ekbecéation iS'that this focus will fill a.nJEded'
gap in the 1iteraturé én facilitating change process.
.While the content of ﬁﬁe manual clearly overfaps with
information genefally associated witQ content-oriented
" planning procedures and information on faciliiaéing gréup
intaraction-and organi&ational development’, the questions
posed\and the information addressed in the manual were key
‘elements which influeﬁced the activitiésqof the Northwest
Reading gonsortium and aée considered worth further exploration.

/
as an entity.

Propcess

Management/Organization

This manual N Focus o
: manusl—> | | 3
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The Northwest Readin$ Consortium found: THE C,ROUP PROBLEM-.
SOLVING APPROACH PROVIDED AN EFFECTIVE MECHANISM FOR EXPLORING-
R&D OUTCOMES AS A BASIS FOR INSTRUCTIONAL . IMPROVEMENT WHEN IT
WAS USED ADAPTIVELY WITH CONCERN FOR THE ROLE VALUES, PLAYED IN
\ ‘ GROUP PROBLEM—SOLVING
N Use of the Right to Read Manual as a-basis for establishing

cqmmitment and providing dirgction in initiating effo;ts to
imﬁrove_reading instruction demonsﬁrated that gsites adhering

to'a problem-solving model tended to be more likely to adopt

or adApﬁ R&D outcomes as solutions to their problems. However,
several sites found the use of the Right to Read manual in its
existing form inappropriate for their needs and somé sites

could not be identified as adhering to a broblemfsolving approach
aé envisioned by project éheck points. The following specific
project'learnings{sqmmarize concerns related to the use of a

\ . A
group problem solving strategy.

Specific Learnings: ‘ : v

A. Group problem-solving is a complex process which needs to be

c s
'

used adaptively.

.® Flexibility is required to meet unique needs (e.g.,
secondary reading) _

e Project, or other, planning processes need to mesh with
district activities and cycles - /.

e Procedures need to be adapted to the level of the problem
and time for planning must be provided

B. Group problem-solving may be seen as an alien process for o
instructional planning in some schools.

) Decision:making is often tied to role definitions in
~ the organization

~




* Some existing leadership styles may be #ncompatible
with group decision-making ‘

e sSkills in group processes ofteﬁ are limited
C. Group problem—~solving procedures‘and techniques can
facilitate clarification of values which influence

directions of instructional changes.

e Preconceived ideas control processes inssome'instancesr

e Communication channels tend to relate people with
.similar ideas

D. When group problem-solving procedures are adhered to
_ with reasonable fidglity, schools are more likely to

use R&D outcomes as solutions.

' This 'Prkbook ig based on experiences which ied t;
thése conclusions; It is an effort to compile some of_the"
salien£.features of group-problem;solving 58 an app?oach
to instructioqal improvement plahning which may be overlooked
. in the more content-oriented planﬁing-recommendatiéns

available in the field.

»n
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GROUP PROBLEM—SOLVING AS AN APPROACH TQ‘
INSTRUCTIONAL IMPROVEMENT

The follcwiné operational premisee summarized by the
RAND stupyl provide impetus for a more thqrdugh examination

of the values of group problem-solving processes as a vehicle

for 10cal school improvement efforts.

1. Educatlonal performance could be improved if more
attention were paid to all stages of the local
change process.

2. Educational per formance could be improved with
adagtive implementation assistance.

3. Educational performance could be. 1mproved if the
capacity of school dlstricts to manage change were
enhanced.

While a variety of instructional planning processes
and activities are seen operating within schools, a. group
. i K
problem-solving approach, as effectively illustrated by the

Right to Read Instructional Planning and Assessment Manuals,

has unique values. 2 B

-

lperman, Paul and M. W. McLaughlin. Federal Programs
. Supporting Educational Change, Vol. “Vilii: Implementing and
- Sustalning Innovation. U. S. Office of Education, Department
Of Health, Education and Welfare. May 1978

2Murphy, Ann and A. R. Haugerud. "The Use of the Right to
Read Model for Instructional Improvement." Superintendent
of Public Instruction. Olympia, Washington. June 1979
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SOME GENERAL NOTES ON PROBLEM-SOLVING ¥ROCESS .

h ]

¢ '

Role of Values f

In a changing society, efforts to assist schools

[ -

effectively in improving their capacity to cope with preslures
for change necessitate a value clarificabion process gs one
aspect of the problem-solving for instructiona& improvement.

. Procedures for improving instructional pfograml ‘ -
are not uninimpusly agreed upon--accounting for
these differences. must be considereq.

e Concdepts regarding what is required for an optimum
program may vary widely--these differences must be'
resolveqd. w. :

o Attitudes toward utiligation of the best research ° .
and development outcomes may be less than positive. ' N
and access to this information is often li@iteqf P

- \ - . . ) N o -)M * ‘ .
Importance of Problem Definition .

L}

on

X

Problem-solving is issue gpecific.' Information on who

»”

should be involved and the pfocess to(be used -are contingeﬁt'n
upon a definitjgn-of the .issues involved and the decisions
. Woa ‘Sl: .

L to be made.

L 4

' Level. in the OrganizatiOn at which this Kind of Decision is
Made ‘ . . .

. "Instructional improvement probleyé/tend to be identified

1

as ‘appropriately resolved at a sbecﬂéic level in a school.

® Certain classes of instructional problems are
.considered appropriately addressed at the classroom
-level with. the teacher having the responsibility
of making decisions on certain issues at this level.

¢ Other classes of instructional problems are considered
" to involve more than one teacher and are addressed
at a level involving groups of teachers and possibly
others. These may be departments in a secondary.
school, grade levels in an elementary school or some
other form of unit grouping for instructional purposes

v ' # 9
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e Still other classes of instructional problems are

. perceived as being the prerogative of the building

: with the building principal assuming a leadership
rQle in decision-making. S

e There is growing caoncern for identifying those issues

which are;considered 'most appropriately addressed at
the district level.

. .
- Lt

'Decision regarding which issues 6r problems a{e addressed .
at which level are not as a general rule clearly identified 1
in many- schools. There is overlab:and conflict in_numé;ous
cases when, for example, building‘planning_act@?itives are
not coordinated ¢ith district level efforts. pﬁﬁ

when decision-making is accomplished at any given levek,
a major concern'is the mechanism for implementing the decisioﬁ
at all lower lévels. Decisions made ;t the district level-
may. or may not be réadily accepted as appropriate at the
building level. This factor encourgées a closer examinpation
of the interactiégs between levels in a school as an aspect
of understanding educational chanée and instructional improve-
ment. | |

4 .

Which PERSONS make these kinds of decisions? One alsog
3

: _wbuld expéct to find relatively definite ideas regarding who is

appropriately involved in making certain kinds of decisions ak
*each level. For example, some school sites do-not’see parents
as appropriate participéﬁts in instructional deciBion-making.
in some siﬁuations thelprincipai may individually make certain

kinds of instructional decisions.

Use of Problem-Solving Steps as Analytical Tools o 8

While the "steps" of instructional planhing appear rather

simple énd straightforward, the actuality of accomplishing them
10 '
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with a group of diverse individuals in a relatively. complex
organization is neither simple nor straightforward for most
complax“problems.

‘One needs to take’

an analytical frame of reference
in'exploring the kinds of factors'which influence the process
for success or failure and recognize also that problem—solving

frequently is NOT directly linear in 1ts -application as

suggested by most moqeis.

~ "AN ANALYTICAL ARPROACH TO‘INSTRUéTIONAL IMPROVEMENT PLANNING
‘The problem of looking at planning from an aualy{:icai &
frame of reference,is that too many potentially helpful
perspectives are evident.* Each of these perspectlves
individually has unique contrlbutions to make. However,
using all of them cumulatively becomes highly unwieldy and
not produciive. It‘is not unliﬁe the professor who, after
much research, comes to the conclusion that teaching is an
impossible.act ~- obviously too complicated o) be'done\by one
individual.
In addition to a mofe intensive look at the sequence
. of instructional planniug activities as outlined in planning

handbooks such as Right to Read and operationalized in the

Northwest -Reading Consortium, the following three basic

*A Sourcebook on "Process in Instructional Improvement Planning"
is in the process of being complled as a supplement to this
. document. It will address background information related
) ‘ to thé various perspectives which are reflected in an
" analytical approach to 1pstruct10nal planning.




areas are directly related to instructional improvement planning

and provide the framework for this analytical approach to a

planning manual.

I.

II.

III.

\
WHAT GOVERNANCE AND MANAGERIAL RELATIONSHIPS NEED TO BE
y -

EXPLORED?

. -
’

¢ What legal issues affect the imﬁrpv§ment of instruction? .

¢ What administrative factors affect the 1mprovement of
instruction?

e What leadership factors are central to improvement
of instructioﬁ?

e What management procedures are employed for the
improvement of instruction?

WHAT KNOWLEDGE/SKILLS/ATTITUDE RELATIONSHIPS NEED TO BE
EXPLORED?
¢ What personal/social experiences, relationsﬁ;ps and

Vcommunications contribute to knowledge, skills and
attitudes for improving instruction? ’

e .What professional experiences, relatlonshlps and
communications contribute to knowledge, skills and
attitudes for improving instruction?

What information is available?
What training is available?

WHAT HUMAN AND MATERIAL RESOURCES NEED TO BE EXPLORED?

¢ What staff [resources are there for 1mproving
instruction? . .

e What consultant and other supportive human resources
are there for improving 1nstruction?

™

e What budgetary resources are there for improving

instruction?

e 'What other resources are there for improvind instruction?

) ]

*See Appendix for a more complete list of questions

12
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POSSIBLE ORGANIZATIONAL OUTLINE FOR

INSTRUCTIONAL PROBLEM-SOLVING

\n

The attached chart demongtrates various efforts to ~
~ provide structure for the problem-solvihg approach to |

instructional improvement used as a model for tho Northwest
Reading Consortium in relation to traditional views of this
process. This model was divided into 12 checkpoings, or /
planning steps,ioo facilitate management and moniroring of
the procesds. Reporting of this monitoring procese to the-.
National Institute of Education was accomplished through
four deliverables coveriné varions stages of the planning
process (see Chart ll

A preliminary stage of three planning steps was,added
on the basis of project experience to provide strugture
for exploring readiness for comprehensive instruq ional’
improvement planning. The remaining "steps" id¢ntified
on Charé 1 correspond with checkpoints developed by the
project for management information purposes. : -\3

For planning purposes, viewing the problem-solving

approach to instructional improvement in terms of two pha

is often helpful. A first phase involves activities le
o . .
O a decision reégarding directions for desired program

improvements.  When done as a group problem-solving agtivity
ndividual

\
rogram.

- this phase, of necessity, involves clarification of
perceptions and values regarding the instructional
During this process individuals have an opportunity to express

their values (a) through the identification.of perceived needs
R —

13
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in\terms of priorities attached to these dgsds, (b) through

rating alternative directions in terms of their perceptions

5

ofgyhat ought to be and (c) through visualizing prospective

,chanées ?f\their,role in terms éf how' they perceive themselves

as a bdtter teacher. Emphasis in this phase isron expjoring
A

alterna ves——essentially aldivergent kind of ractivity

second phase involves the implementation ang installation
f

of the program changes decided upon. These activities place

greater emphasis on management as?ects of planning and assume
Y .
a more convergent quality. At this point the emphasis becomes
v

one of conformity to a new situation with® an effort to
support and reinforce behaviors and attitudes consistent

_with the new directions while eliminating those thjings-which

/////

perpetuate those past program activities which are no longer
appropriate.

The first phase of the problem-solving approach to

. ~ instructional .improvement may be viewed as being composed of .

three stages:

\

t 4

STAGE I Assessing the levels of awareness and readiness
for effectively engaging in a group problem-solving
approach to instructional improvement. Gaining a
g clear understanding of what might be reasonable
o - expectat‘iomk for such a process

STAGE II Developing a clear, concise statement of(tae
instructional problem to be solved based on -an
analysis of existing needs. Developing an agreed
upon list of criteria for selecting a course: of

' action

STAGE III Deciding on a course of action or ."solution" to
the problem as it was defined. In instructional
planning this often involves selection of .
appropriate program materials from among alter-
native research and development outcomes

14
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BASIC INSTRUCTIONAL

I

A

PLANNINC PROCESS OF THE NORTHWEST READING CONSORTIUM

-

DETERMING
READINESS

Are we ready

to engage in

comprechensive
instructional
planning?

Steps 1,2,3

v

ASSESSING
INSTRUCTIONAL
NEEDS

Where are we
and what’
‘needs to be
done?

Steps 4,5,
6,7

\\*,M#//’T:f“\v/“”"'““‘—-u//\/~\f*“/

—

ESYABLISHING
GOALS FOR
INSTRUCTIONAL
IMPROVEMENTS

What can we

do about = .

unmet needs?
N

Steps 8,9

¥

DEVELOPING
STRATEGIES FOR
CARRING OUT GOALS

to do it?

Steps 11,
12 '

IMPLEMENTING
PLANNED

IMPROVEMENTS

Are we
accomplishing
what we
planned?

Steps 13,14

¥*’“w"“’/(;_ﬂ.-—~‘"“\xr/%‘“‘“\-’///

INSTRUCTIONAL

ASSESSING
EFFORTS TO
IMPROVE
INSTRUCTION

How well -
did it
work?

Step 15

T LHV?D

NIE Site J PROBLEM STATEMBNT SELEC- 1.IMPLEMEN. INSTALLATION EXPERIENCE
Deliverables : TION/ . PLANNING : :
- DECISION| -
A3
PHASE I \§; PHASE II <
~ = o= //;}
Stage 1 Stage‘2 Stagel3 | Stage 4 Stage 5
- \
- /

o



The second phase of the problem-solving approach may be
‘viewed as being céﬁposad of the following’two stages:.

" .
L

STAGE 1V Developing an implementation plan for carrying

-out the solut}on
. STAGE V Installing the program changes apd assessing
their effectiveness in meeting the needs being
addressed . 3
R
/ +
L

&
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The following pages are a revised and expanded
. ‘k ‘
varsion of the process steps used by the Northwest Reading

CQQsortium to gather data for gaining a bette:,insight.
.~into the instructional planning process. ,Tﬁese steps
provide the structure fbr ﬁhe workbook ‘section of this

‘manual.

FIRST STAGE: The goals of this'st&ge are&-

l. to assess the awareness of the needs
and potential for instructional
improvemant

2. to determine the readiness for
engaging in comprehensive instructional
improvement planning

3. to negotiate agreements with outside
agencies and consultants £or needed
. ‘assistance

PROCESS

)

Step 1: Exploring -Readiness for Planning Instructional
Improvements

. Looking at motivation for improving ‘
instruction .

. Looking at’ the kind and scope of change

. Looking at involvement in instructional
planning

. Looking at the overall context for
\ instructional planning

Step 2: Determiniqg Support Needs of the Planning Group
5

° Examining the need for assistance in role
clarification and improved communication

. Examining the‘need for assistance in the
problem—solvlng process

17
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o Examining the need for assistance in
obtaining information .
) .

Step 3: Forecasting the Ability to Carry Out Decisions
'Regarding Instructional Tmp;ovements as Validation
‘of Readlness ) )
> - Getting ready for implementation planning
. Institutionalizing program changes
SECOND STAGE: Developing Statement of the Instructional
Problem

Step 4: Establishing Relationships for Working in the District /

Step 5:

Stip 6

18 -

4

The goal of this stage is to have a clear,
concise statement Qf the instructional problem
to be solved with criteria for determining the
adequacy of any proposed solutiom.

LA

¢ -

e  Clarifying and negotiating relationships
for outside support in planning
. Establishing parameters fog_program planning
o Validating the planning group
. Setting up procedures for working with
adminlstrators -

Organizinq a Task Force or Planning Group

. Verifying authority for group and clarifying
relationships

. Determining membership

e  Identifying leadership

Initiating Meetings and Determining Target Populations

. Develbping agends and scheduling meeﬁings
Le Reviewing roles of committee members
. Developing common understanding regarding

current situation and expectations for
planning outcomes

Setting patterns for communicatlng results of
committee meetings

22
v . PN
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N
Step 7: Assessing Instructjonal Program

. Examining the program empirically.

. J Conducting indepth analysis of high
priority needs

. ://ﬂ:ing both formal and informal nekds
assessment as basis for group dis ssioq
. Clarifying points of view regardiﬁb program
and program changes

.
3

Step -8: Developing a Site Specific Problem Statement and
Estgglishing Goals

e  Clarifying problem statements and verifying
perceptions

. Conducting group decision-making to
achieve consensus on problems

. Establishing goals and objectives

| Step 9: Summarizing Priorities in Relation to the District

Philosophy
L
J Prioritizing needs
. Establishing criteria for selection of
solution
THIRD STAGE: Making a Decision Regarding Alternatives

The goaf of this stage 1is to make a decision
regarding alternatives which meet criteria
for solving the identified problem.

7

Step 10: Selecting from Among Program Alternatives and
Developing & Statement of Unresolved Needs

¢ Reviewihg effective programs
. Matchihg needs wiﬁh potential solutions
e Matching selected program alternatives to ':
criteria .
. Deciding on a course of action

19



FOURTH STAGE:

Step 11: Planning

Regiewing the outcomes selacted for
consistency with the needs of the site,
compromises with original problem statement
and adherence to criteria

Making decisions regarding unmet needs o~
A ’

'Daveloping an Implementation Plan

The gqal of this stage is to develop an
effective Implementation plan and to
organize for installation of new program
materials.

for Implementation of Decisions

Planning for management of implementation
process

Planning for changes regarding ‘personnel
roles and assignments ]

Planning for material acquisitions and
physical changes to accomodate implementation

Determining criteria for evaluation

SEep 12: Installing Program Changes Identified in

Implementation Plans .

"

FIFTH STAGE:

I's

_Puféhasing materiéls

Arranging for maintenance and supply

Organizing'access to materials

« Scheduling transition to new program

\

Installing new Program and Assessing
Effectiveness

The éogl of this stage is to implement
the new program and assess its effective-
ness in meeting needs.

Step 13: Espablishing;ﬂanagement Activities and an

Inservice Schedule

20"

Detetrmining administrative and management
responsibilities



‘Establishing monitoring activities
Gathéring evaluation data

. Organizing an inéeryice schedule

Step 14: Monitoring the Implementation of Program Plans’.
A T

7

3 Conducting routine monitoring and
\ administrative reparting

Making decisions on program adjustments
based on infermation gathered

Conducting needed documentation and

analysis for assessing program effectiveness

Step 15: Evaluatigg_Prog;am'Improvements : v

Preparing formative evaluation reports
for operational program planning

Preparing summative evaluation reports
for admipnistrative program planning

Eia

3ol
3

21

O
i

&



[
.
[
N
4
-
4
z
!
»
\
&

O

ERIC .

Arunrext provided by enic [

o

/

!
.
. an,
«
~ X
b
- .
\

. 7‘..“

“

* SEC.TION II

&’ROCESS HANDBOOK WORKSHEETS

o
’ a
- f
N ,,‘ .
“.g,".&‘ B "
Jh
", S
’ V4
.

oy



A | T

. ¢
-~ PROCESS HANDBOOK WORKSHEETS
Tﬁe following materials are in the form of a manudal
or diagnostic workbook to be used for addressing the group
“p;oblem—solving process itself. These materials are seen
~as supplemental to a basic instructiénal planninq guide
such as the Riéht to Read Assessment and Plénning Manual®
aﬁd are designed to encourage the development of matérials
QLich provide more depth and insight into the planning '
process than one hight find necessaryrgr desirable for a
specific pla;ning activity. This ié done to énbOuragq

consideration of their use as a capacity-building tool.

The particular format chosen for Section II is one

L3

tWat allows for a task description plus diagdostic questions |

n

on the left:f;ce of the open book with a page for. notes

' onlthe right face. Some of the note pages have information

and/or questions and some are blank except for headings.
In either .case tha note page is there for the user to write
ideas, learningsf'etc. as the manual is used.
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FIRST PLANNING STAGE: ASSESSING READINESS

The goal of this stage is to assess the "awareness"
of the needs and potential-for instructional
improvement as well as the "readiness" for engaging
. in comprehensive instructional improvement planning
" “and to negotiate agreements with outside agencies
and consuitants for assistance in this planning as
appropriate.

Suggested Process Outcome Check U

.The outcaome of this stage should be a written statement
- of purposes and support for this instructional planning.
Any negotiaﬁed agreement with outside agenc}es or consultants

should bé in the form of a written statement of commitments

by both groups to insure:mutdél understanding and clérity

for. future interactions.

\
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READINESS FOR PLANNING INSTRUCTIONAL IMPROVEMENTS

=

Introduction
Schools are continuously doing "some things"‘to improve
educational opportunities for children. In that‘Sense, all
— achools are "ready" for some kind of instructional improve- _ '\
ment planning. Yet, the odds are that a number of schools
are NOT ready to undertake some kinds of planhing to meet
exiéting educational needs. Plaﬁning of a major instructional
improvement effort using a group problem—éolving‘approéch
for the purpose of wutilizing the best available research and
development outcomés to solve recognized probléms maf require
 assistance.

Can it beﬂdetermined whether a school is ready for °
compréﬂensive planning? How is "readiness" to use a group
problem-solving approgch assessed? What can be done to
assist a school in becoming ready? Can a greater capacity %
for instructional planning be developed? What 1nformatioﬁ
might b; used to forecast the ability‘of the school to
choose an appropriatg solution and to successfully install
that instructional idnovation? .The pufpoées of this paper

are to deal with these and ‘other questions by considering:

NI 1. guidelines for asseséing readiness for using
a group problem-solving approach to instructional
planning, . T

2. levels of assistance or support services which
may. help a group become ready through developing”
a greater capacity for instructional planning, and

3. suggestions for forecasting or predicting the
ability to carry out decisions regarding instructional
improvements as validation of readiness.

) Q
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While most of us are familiar with the initial assessment

phase of instructional planning, this manual suggests the need

for a pre-planning phase -in which key persons analyze what is

likely to be required to insure successful instructional planning
activities. Since changes through group problem-solving
.inhérently impact a scheol in a variety of ways, readiness
on the part of the school staff is important to sQccess.

The following 'suggestions were generated from éxperiences
of outside "linkers" in facilit;ting local school instructional
improvement planning} Most of the ideas would be equally
applicéble to an in-district "linkerf (facilitator) or an
instructionalileader who is éxpecggd to assume responsibilities

for facilitating planning activities with a school staff using

a group problemfsolving approach. N J
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STEP 1:

\

A\

EXPLORING READINESS FOR PLANNING

TNSTRUCTIONAL IMPROVEMENTS . iy

Looking at Motivation for Improving

\‘}mstruction

Looking at the Kind and Scope of Change

Looking at Involvement in Instructional
Planning -

Looking at the Overall Context for
Instructional Planning



A. EXPLORING READINESS FOR PLANNING INSTRUCTIONAL
IMPROVEMENTS v

A number of factors need to be cohsidered in analyzing
‘ ¢
a schoql's readiness for planning instructional improvements.

First of all, be.aware that this readiness may prove to be
a somewhat illusive concept for it is related to a) the
issues involved, b) the various peoélé involved, and c) the
situation at a given time. These change. A school ready
for planning changes in reading in thé)fall may NOT be ready
for this same planning in the spring.

As m facilitator or instructional leader, you are
encouraged to consider Abeting with key persons who will
be involved in any. comprehensive pl&nning effort to review
school READINESS for ,undertaking thiﬁ'planning:acglvity,m
The principal will be an important person in thiﬁ review.
The folIowing section'%n analysis of readiness may provide
some helpful suggestions for such a review. |

If you are'considered an "outside" pefson, you may w§nt
to note the need to clarify expéctations regarding your role

and negotiate mutual commitments during this review process.

1. Looking at Motivation- for Improving Instruction

Motivation rises out of a level of awareness of the
potential for a better educational program for students.

! : : o
This motivation appears to be a precondition of READINESS

T

for instructional impfoyement planning. Until & school

staff is sensitive to the importance of instructional

-

improvement there is little likelihood that instructional

improvement. nning will be effectively initiated. This
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sensitivity is generated by understanding of outstanding needs
in the current program and a recognition of the possibility of
a better program. ‘ |
Productive awareness is characterized by a sense of
disequilibrium--a creative tension produced by a perceived
discrepancy petween what "is" and what "ought to Bo." Tradi-
tionally, the needs assessment.was the tool for clarifying
what "is" and an important vehicle for identifying the
discrepancy between current practices and what "ought to be."
An on-going cycle of needs assessment activities can providé
the school with the basis of keeping in touch with the relative
effectiveness of instructional improvemént activities ihat
took plnce in the past and can provide the background informa-
tion needed for effective planning in the future. a
More effectite use of evaluation data in this assessment

process can be a key ingredient in identifying curment outcomes

of instruction against a standard which can be used for assessing

impact of planned improvements. The use of evaluation data
has substantial potential for increasing awareness levels
within a school 1if a?propriately czmmunicated, and is therefor;,
one of the clues to determine the presence of gsufficient
motivation to initiate planning. How this data is being used
will help you nnderstand who wants to make what kind 6f changes
and for what purposes

In addition to sensitivity to outstanding needs in the o
instructional program, this awareness is also contingent upon

the belief that there is a better way to meet the needs of

students. Standards of excellence do play tant role

34
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in instructional planning. Commitments to instructional
improvements are also related to gelf-concepts. We have
to be éomforlable that the proposed change is something
which will be positive for us. If we see ourselves as
negatively affected, we probﬁbly will resist it. Competency ‘
is one aspect of this self-concept. If you believe you have
the capacity to make adjustments necessitated by'the new ,
direction, you may see them as opportunities for professional
enhancement. If they threaten you with potential failure,
you must reject them.

Conéider the following illustration. .

A district curriculum coordinator returned from a

workshop on Reading in the Content Area. The ideas presented

made good sense and appeared to meet some high priority
needs of the district. The coordinator ﬁhought it should
be piloted for one year in one subject area (social‘stﬁdies)
and then evaluated prior to installing it in other schoolg
and/or suhject areas. For the curricylum coordinator °

readihess for change involving Reading in the Content Area

might look like this: , .J

No change Change éverything
The change would alter an gspéct of the curriculum in one
subject area, but not be a "changing everything" solution.

The high school principal is aware of the difficulties
of involving content area teachers in assuming responsibilities

for reading instruction apd would prefer to limit initial

35
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afforts to workshop opportunities. for those teachérs who are

interested. These could be reinforced by the reading specialist.

Readiness for change involving Reading in the Content Area for

the principal might look like this:

No change ) Change everything

The social studies teachers see reading as the rosponsibility
of the language arts teachers and wish they would do something

about it so students could fare better in their classes.

Readiness for change involviné Reading in the Content Area for °

the social studies staff might look like. this:

X
No change : Change everything

Such discrepancies in readiness are more common than
uncommon for some very good reasons. The curriculum coordi—J
' nator: because of unique position, availability of 'avaluation
data, education, skills, attitudes, self isteem, etc., may
have 3 very different capacity and willingness to initiate
) and accept change in comparison to the principal anu the
staff where the chungé is to occur. Awareneus of these
discrepancies is a first step in analyzing readiness.

A certain amount of risk is invbiued in any change effort.
Inétructional improvements invariably involve changes which
require teachers to do something differently. The security
of the old ways may be lost. o |

fo what extent do all persons affected hy a change need

to be ready for a change? Although the ideal might be 100
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percent, some realism is needed when approaching‘curricular
changes. For progress, continued attention needs to b&\x

given those wh re "unready" for change, but not to the

detriment of the time/energy spent with those individuals

and groups exhibiting }readiness.
Initially, awareness creating motivation for instruc-~

tional improvement planning may be at an iﬂaividuallor

small group level. To be effective, others must become

aware. Without a critical mass of internal support,
there is little likelihood that enough momentum will be
gener&ted to follow fhrouéh on planning activities.

‘A "mover" who can solicit this internal supéort by
motivating others to share’in these perceptions is important.
Someone has to "carry the ball" for doing something which
wiii generate tangible eviéence that steps are being taken -
to in;tiate instructlonal improvement activities in the
school. Given the structure of schools in our society,
without this internal support for change, there appéars
that little can be GOne to produce ingtructiogal improvement
from  the outside. Y

Yét, itris possible to work wigh key iﬁdividualszin a
school to assist in the process of "getting ready." Just
;; corporations use advertising to stimulate a sense of\need
for a produpt or a sales person works with a customer to
build/dﬁfEWareness of a "better way," individu;is outside
a schbol haQé the potential of impacting a school in ways
which create sensitivity to' the needs and oppbrtunities
for instructional improvemeﬁf. The impact of governance

N ' . ’ | 37
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(laws, rules and regulations, policieg)'ahd resourceaes from
outside have played a role in generating this sense of awareness
and motivation.

The importance of communicating-needed information should
be stressed. Open and adequate communication is essential in
clarifying commitments to.instfuctional improvements. We
téﬁd to resist.those things we have not been involved in
deciding. We also resist changqi'we do not understand. We
naed reassurance and support for the* risks we'take‘in

changing. Motivational speakers often play a major role in
. (

creating a supportiqg climate.

Motivation for improving instruction is central to READINESS,

<‘ 2. Looking at the #ind and Scope of, Change
A sensed need.for.instructional improvement without
ieadership can lead to‘irustration. Leadership is important
in foétering the emergence of a shared vision of a "better
way" involving an ideal having the potential of leading to
attainment of the school's goals.
Individuals become involved in planning activities.in
{i | terms of their personal perceptions and values. Understanding
these is important to the -planning facilitator.
while the motivétions and perceptions régarding
,instructional improvement are individual, individuals are
largely dependent upon their relationship to the schools as

an organization in meeting their personal professional needs.

This relationship is never a one-to-one match so one needs to

38

Q . 3;
ERIC. *




examine both the individual perceptions and motivations
and the oumulative perceptions and motivations artributed
to the group. TTemeodous potential exists when leadership
for attaining group aspirations olearly parallel individual
aspiration;. " o
Consider this illustration. -
You are generally discouraged wlth rhevoverall reading
program of the school. At a reading @oﬁferendé you see an
exciting new program involving individualized approaches
to instruction and a comgrehensive management system for
qn' planning individual student learning activipies ag well
as recording progress. Obvioesly, something l4ike this is

.(!

what -your school needs. THINK TWICE. 1Is your school "ready"'
/-

W

for this kind of oomp ehensive instructional.changé% It
may not be -- at least, not without a great amoupt.of support.
On the other hand, you have observed that-moet ofrthe“
teachers have been complaining because students eeldpm read
independently on their own initiative. You are anre of a
variety of techniques designed to encourage this kind of
reading. 1Is the school ready for instructional- planning to

v

solve this problem? It probably is ready for this ohe --

[

particularly with some help in exploring the options.
Although a consensus may be ideal, most operational‘
ndecislons are based on something less.rhan consensus with“a’
‘recognition that dissenters will continue to be a fdctor in
all planning activitie&8. Within a school buildiﬁg'the :

/? existence of-a very few persons who strongly oppose a

direction can have substantial impact. These same

.'.:3“




individuals may tend to have less impact on overall district
decisions and directions. On the otﬁer hand, the’differences
can produce a "creative tension" resulting in exploring ideas
that would otherwise.not surface.

Readiness is related to the issues being addressed and the
expectations regarding what is to be done about them. And, the
availability of acceptable alternatives in response to the issues -
being addressed cannot be ignored in assessing readiness for
instructional improvement. In some areas éonsiderable creative
involvement in adapting or developing materials will be required
to meet local needs. The wise leader or facilitator will encourage
a- staff to engage in planning activities for which they are
prepaged to be successful.

Timing may be another important factor in initiating
instructional planning for a given curriculum area. The school
has several needs. One needs to recognize that educational
leadership is often responsive to more areas of the &urriculum
than a specific subject area. A leader will set Rpriorities in
attending to them. Often this is.dgne by providing a qyc;e'for
planning. This factor can eésily be neglected when an individual

- 9 . .
is heavily engaged in one area of the curriculum.

"

READINESS is specific to the kind and scope ot change that is
under consideration.

e -

3. Looking at Involvement"in,InstructiohalfPlanning

"This school is really ready for thls," declares the_'

princ1pal. Whlle lt is ' of some value to tal§ about a sc¢hool's
_ .'\
40
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readiness for change, one cannot‘afford to make the assumption
that persons possessing formal aut}‘ity with responsibility
are necessarily a barometer of readiness for the rast of. the
staff. Recognize that readiness "dictated" or "pontificated"
by a few is not genuine readiness, and to the extent it ia
dictated7 the changes are likely to be shallow or'short—lived.

One needs to be aware also that instructional plans developed

by highly motivated "ready" teachers may not be adopted ) ;_

enthusiasticaliy by non-involved teachers. There is a real

. danger that those who are ready will do the planning ﬁor

changing those who are not. '

The old quiz show question shouted at an. expactant \

audience, "1Is everybody ready?" won't be adequate when dealing'\

with social and educationa1*change. It would seem that if

- one 1is to understand "readiness," one needs to underexand

% .
change processes. We are working with ‘individual -as well

as group readinesg to change. 'The principal may be\ready,'"

but is the staff? We need to be ever cognizant that schools

are composed of individuals whose degree of personal and

professional readiness contributes to supporting or impeding

change. This readiness is unique to each, yet -can be

influenced by other persons and events. The more we know

about change process, psycholagy, communication, etc. the :

more we should be in a position to make sound judgments about
readiness. , o T |

Within a school some individhals‘and groups are usuelLy

more ready for making instructional changes than'others.
. " ket . SN O
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READINESS is specific to individuals or groups withih a school.

»

4. Looking at the Overall Context for Instructional
Improvement

Assessing th? readiness for a comprehensive instructional

planning process requires an understanding of the context in .
which this planning is to.take place. - ~%ﬂ
| - : v ;
> . "We just experienced a levy failure, several of our .most

enthusiastid*young teacherg have been "riffed" and the district

coordinator was reassigned to a fede"l program. °"And now you
RS : “ - * - -
want me to work extra hours on planning instructional improve-

ments to meet legisiated\state.mandates?" Yes, educat&en\today-
operates in a climate oghadversity. Those who wouldyqssibt . }
school groups 'in planning instructional improvement may be well
advised to recognize the fact that many major events o;tside

- their control will 1ﬁpaét 6n the planning process. One needs to

get used to looking for the silver lining. as well as tqkiﬂé a.
realistic look at-what is feasible in a given situation.

f
’

i The organizational support for instructional planning may make
a substantial difference. If instructional planning within a

\
building relates to directional decisions at the district
. LI .

level, ‘support ‘is more likely. Clarity of $oles and

fequnsibilities is an important ingredient of'sdpport for group

1

probléh solving. The support for group decision—méking needs

consideration. A clear undexstanding of the decision-making

" N

processés in the district is crucial. Group instructional
’ Ay - ,

“planning oftegwimpindes on alternative decision-making processes

e
A

o

>
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dberating in a ?chool ~- whether formhlly or informally &
As aducational ieadér of the school, the principal is a key
person in pgoviding this organizational support. -

Two pitfalls in group pFoblem solving as a means toi )

instructional improvement appear to be outstanding: ‘(l) the

e

involvement of teachers in a planning process which leads

to a\stalemate or to decisions which cannot be implemented
effectiyely, or (2) the presence of a pre-conceived "solution"”
in the form of -a particular:program alternative which thenﬂv
becomes the foregone criterion for any acceptaﬁle outqdme

of the process. Probably the best.single criterion‘f;f
readiness for instruétional planning is a positive experience
in earlief instructional planning activities.

To know what we need to change presumes that we know

"what has been" and "what 1is" as a bridge to determine next

. steps. Develop an appreciation of history and an inquisitivwe

approach to present practices. (Why was the reading laboratory

established in 1970, what was its purpose, etc.? There is

[
+

no .reading laboratory today -- I wonder why, etc.) Incorpor-
ating this perspective into assessment processes focused on

needs. of learners can contribute to giving a staff the

i

-y

confidence to explore optioqigyeducational programs, materials,

equipment, etc.) which meet ‘agreed upon criteria.

To short circuit this intensive readiness/assessment/
problém solving process may legd to jamming the system with
dysfunctional changes rathetr than providing purposeful

progress. Hopefully, the response to the huestion "Ready -

for what?" will be followed'by a blanned change which meets

v

genuine educational needs. ' , 43
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organiZatiohal and program conditions are

- Environmental,
£ READINESS.

important aspects O
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TKQK OR ACTIVITY: CLARIFYING LEGISLATION AND OTHER MANDATES

AFFECTING INSTRUCTIONAL PLANNING

-~

Review any legislation or faderal, state or local mandates which
may impact instructional planning.

LEADER'S DIAGNOSTIC QUESTIONS:

IAla

46

What legislation or other mandates are influencing
this planning? N &

I's

How much, and in what direction, do these motivate
the planning group?

How will tHese affect the planning activities and your
role with the planning group?

Are there other guidelines, agreements or commitments
which need to be considered in the planning process?
(Project commitments? Agency relationships? etc.)



GOVERNANCE /MANAGEMENT

NOTES: List federal,

state or local mandates to be met as .

a result of this plagning activity.

.

v
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TASK OR ACTIVITY: CLARIFYING DIRECTIONS AND PARAMETERS FOR
' PLANNING ACTIVITIES AND PROPOSED
INSTRUCTIONAL IMPROVEMENTS

Determine goals and directions for the proposed planning and
factors influencing them.

LEADER'S DIAGNOSTIC QUESTIONS: d

IBla What kinds of curriculum changes are envisioned as
resulting from this planning process?

* Is this perception shared by all who are involved
in or impacted by the planning?

* Is this a vision which is realistic for this group
at this time?

IB1lb Since the image of a school often influences planning,
what evidence of a school image which might impact
planning activities have you observed? (e.g., building
autonomy, innovative climate, etc.)

. What internal roles and relaﬁionships potentially
have the greatg&t impact on planning?



~

GOVERNANCE/MANAGEMENT

NOTES :

49
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‘ TASK OR ACTIVITY: CLARIFYING WORKING RELATIONSHIPS WITH
DISTRICT ADMINISTRATION

Explore the role of the planning group.

LEADER'S DIAGNOSTIC QUESTIONS:

ib3a " Who will be involved in planning the instructiohal
improvements?

e Will the planning involve individual teachers,
specified grade levels or the total staff?

'giﬁhat is the appropriate administratiﬁe involvement?

e What consideration has been given to student and
community involvement?

Ak
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GOVERNANCE /MANAGEMENT

NOTES :

)
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TASK OR ACTIVITY: ASSESSING THE REASONS FOR CHANGE AND THE
SENSE OF OPPORTUNITY -FOR MAKING CHANGEﬁ
AT THIS TIME :

Assess the climate for c¢change at this time.

LEADER'S DIAGNOSTIC QUESTIONS:

IIAla What are the factors conﬁributing'to a feeling that
this an OPPORTUNITY to make needed changes in
instruction at this time? )

]

< (&
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KNOWLEDGE/SKILLS/ATTITUDES

NOTES :
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TASK OR ACTIVITY: AégESSING THE REASONS FOR CHANGE AND THE
SENSE OF OPPORTUNITY FOR MAKING CHANGES
AT THIS TIME

Assess individual motivations and perceptions regarding
instructional improvements. - :
LEADER'S DIAGNOSTIC QUESTIONS:

IIAla Wwhat are the reasons for making improvements in
instruction at this time?

who wants to make what kinds of changes and for
what-purposes?/ ,

54



KNO,WLEDGE/S_K ILLS/AATTITUDES

NOTES: -
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IIB3 ' - e K

TASK OR ACTIVITY: PROVIDING INFORMATION ON EDUCATIONAL
RESEARCH AND PROGRAM ALTERNATIVES

Provide needed informgtion.

LEADER'S .DIAGNOSTIC -QUESTIONS:

IIB3a Are realistic ALTERNATIVES likely to be available
- that can solve existing problems in instruction?
If not, is it realistic to consider the option of
. ! developing new program materials within the school?
EEARA what information will they need to do this? '

»

n

7
i
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KNOWLEDG%/SKILLS/ATTITUDE

-

NOTES:. -
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TASK OR ACTIVITY: ANALYZING EFFECTIVENESS OF EXISTING

N COMMUNICATION CHANNELS AND NEW
/ COMMUNICATION EFFORTS
Assess adequacy o} communication wi@ﬁ&hll who will be
impacted by ‘the planning. T
'ah. LEADER'S DIAGNQSTIC QUESTIONS:

R : & ' " | -
IID3a What thought has been given to the readiness of

those who are impacted by the planning as well as
those involved in the planning itself? .

1
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KNOWLEDGE/SKILLS/ATTITUDES

NOTES : s
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IIIAlL

TASK OR ACTIVITY: DETERMINE IF APPROPRIATE PEOPLE WITH
NEEDED SKRILLS ARE AVAILABLE TO CARRY OUT
THE INSTRUCTIONAL PLANNING

Determine availability and time forrpladhing group membars.

. LEADE&*S DIAGNOSTIC QUESTIONS:

IIIAla Can one anticipate there will be adequate human
resources to carry out the planning and projected -
instructional improvements? What evidence exists
for this assumption?

Will the proposed planning group have enough TIME
available to plan needed improvements? How will
this time be provided?

o)

h)
'y




STEP 1
Exploring Readiness

61
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RESOURCES
NOTES :
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TASK OR ACTIVITY: ASSESSING AVAILABLE RESOURCES FO
CARRYING OUT PLANNING :

/ LEADER'S DIAGNOSTIC QUESTIONS:

ITICla Are there adequate material resources to carry out
instructional improvements which are planned? Who
is responsible for gettingthese in the budget? What
evidence do youy have that they will be,pdequate?

i ()“) o " : -
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RESOURCES

NOTES: Anticipated costs for this planning are:
Released time or supplemental time for teachers
Consultant or technical assistance

"

Other

61
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STEP 2: DETERMINING SUPPORT NEEDS OF THE PLANNING GROUP

* Examining the Need for Assisﬁance in Role
Clarification and Improved Communication

e Examining the Need for Assistance in the Problem-
Solving Process

"anmining the Need for Assistance in Obtaining 3
Information




B. DETERMINING SUPPORT NEEPS OF THE PLANNING GROUP

Having reviewed the overall climate or "raadiness® ‘
for instructional improvement planning, consideration needs
to be given to the level of-suppoft services needed for this
planning and the availability of these services. This
saection addresses these issues.

Educational needs as perceived by a school are the
effective starting points for instructional improvement.
Meeting these perceived needs in the most effective way
necessitates some outsi@e help for most schools. "What help
will be seen as most helpful? At what level Qill the help
be most useful?

Traditionally, schools have begun to expect outside

assistance for:

e Guidance in meeting'mandates or directives for
instructional improvements -

* Resources to initiate instructignal improvements

* Knowledge regarding the standards of excellence in
‘#Enstruction based on information from educational
research and exemplary or promising p#actices

* Information on products and processes which support
these understandings derived from research and other

"learnings . -
In many instances these traditional relationships have
proved inadequate to stimulate the imbrovements seen as.
desirab}e: In other instances they have met the needs of
some schools while showing little evidence of being seen
as equaily helpful tg others. An increasing focus for

outside assistance is on building internal capacity for —

coping with change processes. To the degree a school lacks

67
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internal capacity for'conducting instructional planning,
searching for alternatives, and implementing changes to meet
instructional needs, an openness to outside assistaqﬂf becomasg’
An important aspeét of readiness for instructional improvement
planning.

Effectivenesé in providng this support leading to in;reased
school capacity for self-renewal is contingent upon an outside
agency's:

Willingness to commit itself to a school's efforts
over a period of time

Sensitivity to the school's needs and concerns
Flexibility in adapting fo local situations
In an ideal situation schools will learn how to -"use"”
outside help inf® collaborative éfforts to meet school.needs
and the outside support agencies will become increasingly
sensitive to the unique needs of a school in relation to the
kinds ofazhelp to be provided.

Howevér, helpris often seen as an_iﬂiervention. .In
essence, it intervenes with an ongoing process of coping with
change which probably is institutionalized in the school. It
would be wise for an outsider to.avoid inadvertanatly thwarting
that process,.but to facilitate~ﬁt-where possible. This means
building on and imprSVing the planniné that is ongoing. ¢

Usually this intervention is based upon what the outside
agehcy (or project) has to offer in relation to what the school

needs. Thus, anyoné providing outside support services is under

a dual obligation: (a) to the organization prom{ding support

E .- t
SF!
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and (b) to the school being sexved. The goals of the
orggnization providing assistance inevitably define para-
meters for the kinds lop sﬁpport that legitimately can be
given. | .

Consequently, establishing a clearly understood
working relationship with a school is crucial. While the
goal is one of collaboration,‘it may emerge as a result df
a negotiations process.

The burden for finding out where a school is and what
needs afe outsfanding most typically falls to those providing
assistance. As a first’step, the outsidgr will want to
spend time listening and asking questiozé to verify
perceptions regarding levelé of awareness in the school and
openness to outside assistance.

- There needs to be a realization that some thingé a
schabl must do itself. In addition to initiating first
steps to do something about the awareness of eduCatiopal
needs, successful use of outside assistance is/gontingénf
upon a willingness~to work with outside help.  To effectively
utilize outside support, a school must be open to:

e Self-evaluation
e Setting goals and shared decision-making
R - e Exploring options in meeting goals : "

e Taking other risks inherent in planning through
such an intervention

While the kinds of outside help available need to match.

.school needs, mutual planning is essential to optimize )
this assistance. If schools are only looking for material
. 69
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support, outside process help won't haQe much impact.
And, most often, schools think primarily in terms of material‘
resource support from state and federal sources.

Perceptions of individuals and personal contacts are
important.: Even how an outsider is introduced in initial
cont&cts may be crucial. Decisions having long range effact
regult from this introductory process. An éutsider can expect
to be stereotyped through identification with fhe_agency |

represented until other, more immediate, bases exist for béing

perceived on the basjys of individual marit. The ou

initial meetings.

_want to explore factors likely influencing snapt?é ' fé§%>fn

To facilitate this process of familiarization, one should
consider ways a school can gain a better understanding of
"who I am." For both the school and outside agencies, getting
acquainted with key contacts to undersggndithose with whom

you are relating is important. What questions do you ask of

.these individuals?

In summary, an iéeal situatiog would be a match between
the needs of the school and the‘capébili;ies of the outside
agency which would prqvidg'the basis ‘for effective collabora-
tive interaction. This relationship gould be characterized by
philosophical agreements between those working to provide
support services for instructional improvement from outside
the school and those providing direction for instructional
planning within the school. These factors would evolvein a
shared vision for.attaining‘the school's goals in priority

areas of the curriculum in ways compagkble with the assistance

being offered. "
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Three levels of potential need for assistance or
support services for the group instructional planning
process have been identified:

development for building capa¢ity to engage in

* Schools needing assistance witlf organizational
group problem-solving activitjes initially

¢ Schools needing outside pport in conducting
group problem-solving activities and utilizing
research and development outcomes in implementing
" instructional changes
* Schools needing only information exchange and
activities immediately and directly related to
this exchange _ - o
The following pagGS'suggeét questions to consider in
forecasting the heeds.for.support services at each of these
Ievels: , -
As a facilitator or leader, you will want to assess
your capabilities for providing this support at each of

these levels as well as assessing the school's néed for

other outside assistance. _
P : . N \.

1. Examining the Need for ASsiétance in Role Clarification
and Improved Communication - - . -

Comments such as "It fqally doesn't make much diffefénce
what_I think,.the administiftion (they) willlmake the decision
anyway" are not infrequéntly}followed by one that goes &:,”
Ilike this: "Decisions which are hanaed down from the top
don't usually work very well." While.most of us beliévg
involveﬁent in planning is related to commitment to improve;
ments, it is an idggl not easily achieved. Tﬁéﬁuse of a
task force involving wide participation from teacneis, community

and administration presupposes a relatively'bigh level of

organizational development.

# ~ 87';_
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For effective group participation in instructional planning

\ there needs togbe' (a) a clear ﬁhderstanding of where the group

\ »

Xor task force)f fits in and hbw it relates to the overall
:adminispration and management of the disérict, (b) a good
working relationship with the total staff aﬁd community ]
characterized by épen communication and (c¢) freedom from events

or constraints which could make effective planning unlikely.

If this is not the case, ask what could be done,tovtreate

awareness of inadequgcies as a first step toward becoming ready.

Improvements in this area are usually dependent upon

clarifying values, goals, and selfQéoncggxs as well as communi-

AN

cating district policies and procedure?.
RN
PRI N

N
ah

The level of some groups would indicate a nee “for assistance .
in improving communication and clarifying rollkes within the
organization as a preliminary to instructional planning.

2. Examining the Need for Assistance in the Problem-Solving
Procesgs '

A group of teachers is meeting to begin instructional

2planning. You discuss thé importange of ﬁoihg a comprehensive

needs assessment. An immediate response is: "We've been down
. PC

- . < . .
this path before -- let'swt;}k about an alternative that will
N .2 ) :

- 3 : ‘
make a difference in our pgoram." Don't be surprised at this

kind of reaction to a suggestion that a systematic approach be -

' . a
taken to instructional planning. - Too often teachers have -

embarked on the first steps of a group exercise which-yielded
no real changes in the instructional program as they saw it.

{. .
Ask yourself this question: "Are we ready for group problem

72
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‘'solving as a means of improving our pgoram?” Some
preliminary work may need to be done.

‘There is a possibility that group involvement in
instructional decision-making is an alien process in- some
schools. This sense that it doesn't work may stem from .,
(a) " low motivation and commitments resulti rom negative
previous experiences and inadequate admin]’tretive priority
* and support for groﬁp activities and/er (b) lack of clarity
about purposes to be served with inadequagz expertise to
achieverithese purposes through group processeé?_ This lack
of acceptance of the group problem-solving approach may be
further heightened when administrative decision-making
processes (whether formal or informal) continue to operate
‘in relative isolation from the group process itself.

Planning groups too often find themselves trying to "guess”
administrative reactions to potential group outcomes .

On the other hand, as a school sfaff gains competence
in group pgoblem-solving there is-a eense of capacity to deal
with pressures for change and to shape tﬁe futu;e of}the
instructional program with a commensurately greater opportunity
for educational leadership. |

What aspects of the plannlng process can be improved¢

How can you a551st the group in becomlng more effect\it

. N .
. .'L

- g L

-

The levei of READINESS of some groups would- 1nd1cate a need
for assistance in the group problem-solving procesi




3. Examining the Need for Assistance in Obtaining Information

Most instructiqnal planning groups reach a point where
more information is needed. Agd, there is often a temptation
to jump to known solutionﬁ rather than search for new ideas and
source§'of informat;od. This appears to be particularly true
when it comes to considering the alternatives resulting from
rgsearch and development.‘ At some point in the problem-solving
_procéss there is likely to be a frustration over the process of;
looking for and assessing alternatives and somedne comes up
with ". . . this neat, new program I leafned about+ from a friend.“
Or this 1is possibly the time for the "sugject expert" to remind
the group members they inevitably would come to the "solution"
identified earlier once they had gone through the "hoops" or
problem-solving.

To be effective ;n exploring the best algernatives refiécting
current understandings in a field, planning-groups need" to
consider the importance of (a) identifying precisely what infor-
mation is needed, (b) esfablishing the capacity to-obtain the
needed information and (c) understanding and using the information
effectively_once they have it. |

Most groups need outside assistance in exploring these
.instructional options.‘ The information networks needed to
provide the best informétion to local planning groups in ways
" that are most helpful probably require a "linkef." Many
schools are findiﬁg'it desirable- to identify an "§ndistrict

linker" who has responsibilities for maintaining awareness of

information scdurces. In some cases, teams of individuals may

74
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supply this informational support-to the planning group. You
may be the one who needs to provide the "linking" functions

for the groups with which you work. N

.

The READINESS level of some groups would indicate a primary
heed for information.
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TASK OR ACTIVITY: ESTABLISHING A SYSTEM FOR MANAGEMENT
AND MONITORING THE PLANNING ACTIVITIES

¥

Develop a management system.

LEADER'S DIAGNOSTIC QUESTIONS:

IC2a Is the plan being organized adequate for develoming
the improvements that are visualized as needed?

Is this plan understood and agreed upon?

what planning elements are inadequately addressed?
If a substantial planning effort is envisioned,

what consideration has been given to the development

of a management information system? Who would be
responsible for this management?
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GOVERNANCE/MANAGEMENT

NOTES:

Will a person with traininq.in instructional
planning processes be available within the district

to assist this planning group? . -
ves If vyes,
Name PosiItion
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TASK OR ACTIVITY: ASSESS THE REASONS FOR CHANGE AND THE

SENSE OF OPPORTUNITY FOR MAKING CHANGES
AT THIS TIME

Assess individual motivations and perceptions regarding
instructional improvement. .

LEADER'S DIAGNOSTIC QUESTIONS:

ITAla

IIAlb

IIAlc

78

1
What evidence is there of a commitment to group
participatory decision-making through a group
problem-solving approach?

Is there evidence that necessary motivation exists
for this particular effort to be successful at this
time?

What events have been identified which may mitigate
against the proposed group planning efforts?

What is the potential impact of these events?
How may this ;mggct be overcome?

TS

Is there clarity about the purposes and limitations
of the problem-solving process?

Wwhat evidence 1is there to tindicate the group

members will have the necessary expertise to be
successful in a group problem-solving approach?

bey




KNOWLEDGE/SKILLS/ATTITUDES

NOTES :
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I1IB3

TASK OR ACTIVITY: PROVIDING INFORMATION ON EDUCATIONAL
RESEARCH AND PROGRAM ALTERNATIVES

s - _ _ - - <
1

Providing and using information for planning.

x

LEADER'S DIAGNOSTIC QUESTPIONS: Rl

IIB3a Wwhat data are needed for plapning instfYuctional
improvements of the‘kind envisioned?*

Is éhe-group able to obtain the ﬁeéded“information?
what 1s your role in assisting them in obtaining the
needed data? o

IIB3b can the group understand and use the information
effectively when it is obtained? '
What is your role in assisting them in interpreting
avatlable information?

80




KNOWLEDGE /SKILLS /ATTITUDES

NOTES:
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TASK OR ACTIVITY: ESTABLISHING AND IMPROVING INTERNAL AND
EXTERNAL COMMUNICATION CHANNELS

Improve internal communication channels and establish new ones
as needed. '

LEADER'S DIAGNOSTIC QUESTIONS:

11Dl Are relationships understood and communication chiannels
open?

ray,
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KNOWLEDGE/SKILLS/ATTITUDES

NOTES :
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FOREQASTING THE ABILITY TO CARRY OUT DECISIONS
"REGARDING INSTRUCTIONAIL IMPROVEMENTS AS
"VALIDATION OF READINESS

* Getting Ready for Implementation Planning
e Institutionalizing Program Changes

4
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C. FORECASTING THE ABILITY TO CARRY OUT DECISIONS
REGARDING INSTRUCTIONAL IMPROVEMENTS AS VADIDATION OF
READINESS .

The knowledge facilitator‘%m'instructional leader will
want to forecast.or predict the likelihoéd of planning
activities which create changes that will become established
or "institutionalized" in the 9chool as the accepted pnpgram.

Although such forecasting hay be difficult, ;t is
particularly important that it be done in group problgm-
solving because many of the factors which influenée the

implementation and institutionalization of changes are

factors which instructional planning groups tend not to

focus upon.

- Theé importance of such forecasting is suggested by the

.
nature of the questions to be raised.

~,

1. Getting Ready for Implementation Pianning' _ - ‘ -
=< o |

. . l »
Decisions regarding solutions to educational problems
must be backed up by implementation planning which provides

the strategies for operationalizing them. _Wbhile most of

. us are familiar with the basic ingredients of implementation'

planning (who is to do what with which resourcesaby-when,

etc.), there is a tendency to.leave too much of it to

assumption and ch;nce. This is partiéﬁlarly true in regard .

to the availability of resources, time, training, administra-

tion, etc. ; ' o
While careﬁgliplanning of the hngtg‘dhd bolts" of

implementation will .get materials ordered, find a plaée

to store them, duplicate needed forms and set a startihg

S1



date, it may not be. enough to halp the staff adjust to the
changes. The effective group facilitgtér or insgructionSl-leader
will encourage forecasting af things needed to assist the staff
in (a) assessing changes which will occur in their roiés,
(b) compenqatinq for the s??u;ity which was tied to the "old
ways" and (c) building an "identification" with the new
program. A first step in this process involves addaquate communi-
cation with those staff members not directly_involved in the
planni%g,process. '

This imblementation planning needs to beéin early in the

problem lving process. You can do much to "think ahead" and

help a gro be ready.

r

]

A school must show evidence of -being able to effectively
implement instructdonal improvements sglected'by the planning
‘group to be considered READY.

- >
e .

In analyzing READINESS, consider these questions:
. o , _
Is the group able to develop, put into operation and
i monitor an effective implementation plan? ‘
¢ . -
+ Has adequate consideration beé¢n gjVen to the human
factors in implementing instructibnal changes? ,

PR
1

2. Institutionalizing Program Changes

The history of much instructional innovation and change

"has been that ". . . once the funding s gone, the program'islx

gone." . And most of us are familiar with the program which

was in existence as long as the person instrumental in
L . : - Y T . *
establishing it remained, but which disappeared shortly aYfter

that individual went on to another job.' Effectivé educational

88
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changes can become institutionalized in ways Which make

them- the "way the program[works" in the'school.ivin fact, o
they can become the. establis&ed program which a futureu_
generation of, innovation will Have to displace to Become
effective. o f . ‘

k4

What are the factors whichvcontripute to this
inétitutionali%ation Srocess? Are there things the facilitator
or instructional leader can do to make them happen? Research.
by Robert Yin suggests that programs which become effectively
institutionalized go through passages related to (a) committing
'budgetary regsources, (b) .assuring personnel resources, .

(c) providing training progxams for personnel (d) establtshing
organizational governance and (érxorganizing SUpply and‘ ?'

maintenance operations.* o L

Who will cause thesa to happen?
T w L] ,-' ¢

» t

7]

In the long run, the school which can institutionalize
improvements to make them part of the accepted practices

has best validated its READINESS. £ :
' . / [ ’ ‘E\ _ .
X - i ir' .

In analyzing‘READINESép consider thesgf%uestions:

. Are there sufficient nesources for materials and
personnel? . | <.

\ . . . ] ’ . A " “
* Has adequate training beenharrang£d“ﬂoripersonnel? .
. N . P

. . . ~
[ - ‘ R4
. i
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*?in, Rﬂbert K., et. al.” cChanging Urban’BnreaJéraciés;
How New Practices Become Routinized. Report R-227,7-NSF,
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What orqanizaﬁlonal policies and procedures have been

‘authorized?

How will instructional practices be maintained after
they are installed?
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B4

TASK OR ACTIVITY: ASS5ESSING THE IMPACT OF INSTRUCTIONAL
IMPROVEMENTS ON DASTRICT ORGANIZATION

T

$ which may be necessitated by

Consider organlizational change
instructional changes.

LEADER'S DIAGNOSTIC QUESTIONS: X
What evidence do you have that the district is willing

IB4b -
to make organizational changes necessary to accomplish

needed program improvements?
P
What freedom does the planning group have to recommend

organizational changes?

S ——
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ITIAL - . I ' : .

NEEDED SKILLS ARE AVAILABLE FOR CARRXING

. _ : T . : - ) ! ,
TASK OR’ACTIVITY; DETERMINING IF APPROPRIATE PFEOPLE WITH THE.[

OUT THE INSTRUCTIONAL PLANNING '
-Asseéss capacity for planninq as demonstrated by previous °
.experlenCes~ . ..
' - SR PR
. :' . <« 5 \.' ) a° 3 v
' . LEADER' s DIAGNOSTIC QuUESTIONS: T . ., . o
"IIIAla What prlor 1nstructional lmprovement aot1v1t1&s
S ‘demonstrated a- CapaCLty to deVelop, -put into.*.
~operation’ and monitor ‘an effective lmplementatlon .
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RESOURCES

.

NOTES: - What was the last major effort to improve
"~ instruction in this subject area?

Characterize the way people perceived this effort.
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IIIA3

TASK OR ACTIVITY: PLANNING FOR THE STAFF AND SUPPORT A
- PERSONNEL TO IMPLEMENT CHANGES

Determine attitudes toward outside .aasistance. R

‘;:!

LEADER'S DIAGNOSTIC QUESTIONS:

ITIA3 Is the prevailing attitude of the district one of
supporting the use of volunteérs such as aides, parents,
older students or grandparents to assist teachers in °
the implementation of instructional improvements?
What about ‘the use of non-certificated personnel for
teacher asgsistance? "

v
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IIIB2

TASK OR ACTIVITY: FORECASTING NEEDS FOR ON-SITE ASSISTANCE
FOR INSTRUCTIONAL PLANNING AND IMPROVEMENT 7

Determine level of outside support that may be required.’

LEADER'S DIAGNOSTIC QUESTIONS:

ITIB2 what training or technical assistance can be
anticipated as needed at this time? How can this
training or assistance be provided? What arrangements
are being made for it?

b what technical assistance or support may be needed
in improving communication, role clarification and
other organization development activities?

what technical assistance or support may be needed
in facilitating group intervention in planning?

what technical. assistance or support may be needed
to provide information regarding program alternatives?

e
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ITICL

TASK OR ACTIVITY: ASSESSING AVAILABLE RESOURCES FOR
‘CARRYING OUT PLANNING

v

Determine commitments to providing peeded resources for
planning. m

LEADER'S DIAGNOSTIC QUESTIONS:
ITICl What steps have bean taken to agsure sufficient
resources (materials, released time, travel for

visitations, étc.) to complete the full planning
cycle? . . ’ L
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ITIC3

TASK OR ACTIVITY: PLANNING FOR MATERIAL RESOURCES NEEDED

‘ TO

IMPLEMENT CHANGES

Determine commitments #o providing needed resources for

program changes.

t

LEADER'S DIAGNOSTIC QUESTIONS:

ITIIC3 What evidence
commitment to
once they are

" 4
What evidence
opportunistic

14

b)

4

is there of fiscal and philosophica
maintain new instructional practices
installed? _ ’

is there that this is NOT an
venture which will lagr support once

outside assistance is withdrawn?

What is the: history of program changes in this

school?

102
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5 .+ SUMMARY OF STRGET =, g
In summary, a person who plans to fagilitate, . - |

comprohonlivo inatructioﬂhl planninq involving l group -
procoln iu ancoursged to condugt a pri—planninq analyeis
to better als.nl tho RBADINESS of the lchool for thil
'plgnning activity "Koy pnrsonl" in thil propotoé planning

process should be involved in conaucting this anqulil.-

The aspects

f guch a pre-planning- phase which nqod

e )

,analysin are:

EXPLORING READINESS FOR PLANNING INSTRUCTIONAL IMPROVEMINTS

O*Métivation for Planning)
* K3§ and 8copa\pf Change being Considered
\\ . I;;olvement in the Planning Process
o . Context in which Change is to tage Place
@DMERMINING SUPPORT NEEDS QF THE' PLANNING Groub " | N

.. Assisting in Organizational Devolopment Factors such
as_Role Clarification and Imprqved Communication

d Assisting in Problem-Solving Proqpss C

. Asaisting in Obtaining Information

e . . Q

FORECASTING FACTORS WHICH AFFECT INSTALLATION OF PROGRAM
CHANGES . , o .

e Getting Ready for'Impiementatidn Planninga

\ K Institutionilizing-Prbgram.changés

i - 9y 1S

" .
v, L N
. ) . .
\ .
- . N ¢ Y \
. . .
. . R . .
. . - , - i B
-
' . B » . . ‘
. , ,
' .

Drg® PO



\.. .
A

SECOND PLANNING STAGE: DEVELOPING sg&wg%%nw-d% THE

. INST TI NAL PR EM ”
The goal of this stage is-to have clear, concise
statement of the instructional problem to be

golved with criteria for detarmining the adequacy
of any. proposed soldtion .

Suggest Process Outcome Chock

-

The outcome of this stage should be a writton statament

of the instructional problem which has been agreed upon = =«

by the planning groupﬁand reviewed. by appropriate administra-

tors. In addition, a list of critérii for selecting a
\ . /
gsolution will have been developed;
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e ' DEVELOPING A STATEMENT OF THE INSTRUCTIONAIM PROB L
- : ' ‘ | .“ .“.?‘::
Introduction I : o .f‘ | e | _;“;E
A clcar, concic. statement of. the {nstructional problem .k
£ : ) . S
: having higho-t priority ﬁ%%’rosolution il ‘the aim of thil o #N%

N

o LA
e et

stage. Schooln intorostod in in-tructional improv'mlnt

-

ctivitics may | boqin the procoaa of chanqo with a lo%ﬁtion

[FYR

"in mind///F/bblem statomonts may actually e stated in
a way as ‘"What we need is a rcadinq rS.oﬁrco contcr.
In order to be of real use in the process of solocting,an r &
nltornativo (solution), a problem atatomont should bn - "‘ _j
. stated in terms of tne gap which exists between what is
(the gresant\educationdl*ﬂituation) and what has been

determined should be (the goal or idoat situation).

" The purposa of this section is to delineate crucial
operational points which will lead to a clonr'and usable o o

problem statement.

"N
- + Establishment and legitimization of working | . l
relationahips for the instructional" improvomont cffort o
4 e Organization of the planning group (talk forco)
e Clarification of operational procodures and processel .
to be ﬁsed by the group -
. Assessment of tHe existing-instructional program 'h’ ' -
« Prioritization pof needs I I ,
-Jf.Development of Spécified problem statement \
-'Establishment of selection criteria
N . . . ~ . “
= \ \ . '
. | - \ (
\ . \‘.\' y .
: : g . 109
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- STEP 4: ESTABLISHING ;uzmtrrousnr.ps FOR wonxmc N THE S L
' . DISTRICT S e
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. _Clarifying and Negotiating Relationlhips .
for Outside Support in Planning .

¢ 4
)
. . \ . ~ .

A Establishﬁrg Paramdters for Program Planning

T Lia

A

. Validatingfthe Planning-GrOup. Lf

T
Ak

..
TR .
e Tt ety NSO S

e Setting’ up Procedures for Working with
Administrators
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'p. Establishing Reldtionships for Working in the District

1. C1ari£¥ini and’ Negotiating_Relationan*gg for Outside
uppor anning

-

14
SChooll planning to use servicos of an outaide agoncy/ .

agent in thair instructional improvement e!fogta vary in R

ther parceptiona'of-tha pUrpOl.I and outcomop of,tha
instructional planning activitiaa. ’Thesa variationa hava

a decided impact on the type of relatiﬁnlhip a facilitator ,

has with the school;’ some schools will want intenliv.,

direct involvement from the outside facilit:Zor whilé

others may prefer more infrequent, legs direct inv&lvement.

It is crucial that the facilitator assess the poaition\of _J,}y'
the schoolcand adapt operating style and procedures :
accordinglw. ' ' o \ o .

s

Clear agreements should be reached on expoctations of ne
the schoql for the’ outside facilitator and tho limitationa )
or boundaries on what the facilitatOr can offer in the way .
of assistance and resources. The extent of commitment of
the school to improvement afforts, the degree of advocacy
which exists for such gfforts and tite fiscal and personnel.
resources available to aupport'such efforts anould be
established. The inatructional improvement;pfocesa wil}
oioceed mofe smoothly if the facilitator and the schqolﬁp‘J Tl
reach agreement ¢n the iength of time-to be devoted to the‘}_
process, the-key individuals involved, and the ex{ent of .

involvement (time ¥ha  effort) of these key pbrsona.’,

.
N . . - - -
-

Results of negotiations around these factors: should . "_.'_-"‘

be reported 1n writing; ideally this report will be prepared

jointly by scheol personnel and the outside -agent. :
| ‘ S T 113
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Lbefore inetructlonal planninq activitiee are initiatdd with T f“§§

'teaohere to clarify commitmente. The facilitator ﬁhould h B

N . o
N ¢
'

2. Eetablianingg?arameteri”Ior'Pfﬁifimlflggniﬁg"_‘”i LT
Parameterq of the progran planninq e!fort need to be ' ..%

eetabliehed with key administrators in district and echool - -_n_w;j

become familiar with dietrict philosophy, ecope and .sequence
of instruction, budgetary conliderationl, policiee qoverninq

staff‘involvement and deciaion—makinq procellee to be ot greatest

xS e,

|
assistance. The limits within which the facilitator may operate

rd

- v A

should be clearly defined at the beginning of the intervention;
the facilitator may have to!'initiate diecuslionl whioh_lead to L

identification of these limits.

3. validating the Planning Group

TheTparameters discussed in the previous section influence

" the .composition and ‘operation of ‘the planning group (task force).

Pdlicies, procedures and schedules for the group's efforts
should be negotiated : To) that activitiee, racommendations and '

decisions of the group- are considered valid. Without this

validation, the planning group may find results of efforts

dismissed by key dacision-makere.

4. Setting-up Procedures for Working with Administrators- - )

Not all district and buildinyg administrators will (or

\should) be involved in all phases of an instqutional‘improvement

effort. Usually certain key administrators have chosen -(or
have been aseigned) to be'responsible for such an effort; it .
is crucial that the facilitator identify these primary contact

persons and establish an operating plan‘with them.. Additionally,

114 |
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administrators who should be involved at particular points

A . .
should be identified and the level of participation

» - . . “ .
clearly delineated. A chart indicating persons who must

" approve, must be notified, m&yrbo'involvod, etc., can be

helpful. | | .
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| TASK OR ACTIVITY: -CLARIFYING LEGISLATION AND OTHER
1 MANDATES AFFECTING INSTRUCTIONAL
PLANNING

¢

-

- - . PR
[Tl L UV ,,-._ — g s R
: % 3

Review legiclation, policies, administrative directivel and égfs
other mandates which may impact instructional planning. 2 ‘

¥y

: mEADER' S DIAGNOSTIC QUESTIONS 3

.IAla What legislation and other requiremente may ‘affect

. the proposed planning? Are you aware of ALL of the :
sources of these? (Codes,’ state board policiee, N Uy
federal laws and judicial decisions? ¢ L .

How are these mandates communicated and made ,
w available to those responsible for instructionel e
planning? i o S

What is the leval of awareness of theu by those »
involved in the planning within the school? Should _
they be reviewed with"the planning group? - ‘ R

IAlb  Are board policies which impact instructional planning
' efforts written and made available to the planning:
group? Are they current?

« What limitations are placed on 'class loads,
staffing levels, atc.?

+ What are gradudtion requirements? °Other
curricular requirements? How do they impact
planning work with teachers? :

IAlc Is there a district policy handbook? A building C
‘hAndbook? Are they usad?

bo district guidelines for instructional planning exist? o
Are they written? How do these guidelines get communicated

to those doing instructlonal planning? Are they

negotiable?

. What are the charactéristics of administrative gyidelines?
| : Positive? Negative? Political? Consistently applied?
‘e’ _ . Use as power toels? Predictable? - ,

Who must be. represented in instructional'plenning?'
What is their authority and respofisibility?‘-.Are these .
roles mandated? Are they clearly defined?

-~
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TASK OR ACTIVITY: CLARIFYING LEGISLATION AND OTHER [~ = -

'MANDATES AFFECTING INSTRUCTIONAL PLANNING [~ -

LI " I . ; i P
s oy adbbn N

IIAld

P

2

IALf

_ Review agreements or commitmqnts between agencies which may 5
"\\ ) affect instruotional planning. : | N

© LEADER'S DIAGNOSTIC QUESRONS. o T

IAIe"

—— e vy . ¢ o ¥ Y n 4 'y i M
! 7, b
. W

-

. N

What 'is the current situation in toacher/school
negotiations? - N ; ¢
What - agreements exist between administration and
the teachers' union.which may impact inatructional .
ning?. How does the hegotiations cycle afféct
ixrict planning activities? -

@

_ With what other outside agencies or groups il tho

district involved in instructional actjivities? What- ;,w

© are the details of existing contractual (or other)

agreements of the ‘district which may affect planningt
activjties? (e.g., special education, inservice
contracta, evaluation).

What obligations are incurred?

~How.do they impact on these planning activities? L

(Riscal parameters, time constraints, policy
guidelines, etc. )

_ What specific relhtionship do you have as an.

outside facilitator .with the school? Does this .
relationship need further negotiation or clarification?

Who is checking to assure that this planning effort
will not conflict with othar district. prioritres

~or activities? e

What strategies can be employed to resolve any v
existing conflictsg? ! ; , _

~e
[e——
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| TASK OR ACTIVITY:

CLARIFYING DIRECTIQNS AND PARAMETERS
FOR PLANNING ACTIVITIES AND PROPOSED
INSTRUCTIONAL IMPROVEMENTS - R

;\‘ a IBla

"IB1b

G

b4

N LEADER'S DIAGNOSTIC QUESTIQNS: SR

B

— - - >
' - . \ C e
®, a . ¢

N

- A

Reviaw tha structure of the district and tha natura of fqrmal
leadership in thia structyre. . ‘ .

..
’ >

How ars instructional planning prioritiaa aat?
By whom?’ What is the cycla? .

What specific studant target population has besn .
identified for this planning effort? Has' the -
‘related target population of teachers been L _
involved in this dacision? et - R A

If the target population has not been clarified,

"who is to makeé the decision? .How is it to be made?

How*much change is this effort trying to brin§ abo&#?

Who are the key people who'will be involved in ..
problem'dbfinition activities? Who should be? .

What are the parameters the administration has put
on the problems to be addresgsed and what steps do
you, as a facilitator, need to take to insure
these parameters have been clarified?

. Wh _steps should you take. to idantify any

patameters which may not have been expressed in
pre-planning preparationg?

v

4 b

£

P



f ‘ . “p - ‘ ) ] )
o GOVERNANCE/MANAGEMENT -

- ¢ “
. h -
‘ NOTES : :
.. S
- . I -
", . L W ~
" « 1
- o . ‘
* 4
1] 1] A
- [ * _\ 4 -
. ‘ .. " . . ,
. + .
] ‘ ) ’
A .
]
[ R "
.
N .
- hd
.
< - - .
- - N
\ )" N
r v - “.
PR >
S
’ . ’ oy
t
» » .
Cw . ! . o
" ¥ . "
N .
- ."
-
. ‘ . *
, -
- . . '
: . l
' - N ) . B .
I I - * ¢
N
. 2
- »
o f
. . “ - . .a :
T \ IR - .. 1
"~ N '
. " » a , . . .
’ .
v
. i .
h - .
~
| ‘ : : o
Ly A a H ’
~ o t oM
N
: -
. \ ﬂ .
' - . _H' *
-; v , ' ) g .0
N ) 5
n (eds
4o
. m
b ——
A .
\ ‘ 4
L]
| L3
- . ) L
. - 3
- . .
°
N ) A -
* o * Y .« - "
. ’ .«
) ! o
0’ ! - b .
A f
~ .
N
N .

- . - ' T w . . *
S : - : . 121
0\‘“9 N . ¢ ’ N
. . * N
. o . . :
iy » i ¢
o ' . | ,” S | '
o ¥ . HEEY b . :




170} R o :

DA AL S A ~v1 M ‘-n LT
- A . N

P a . - : . Deamdid
. M ~ .

T

TASK OR ACTIVITY: CLARIFYING LEADERSHIP AND MANAGEMENT -
S RESPONSIBILITIES .FOR PLANNING

/

\i .. . A

o — . Y s LI

Identify laadorahip and managemnnt roppon:ibilitlal for thii
plafining>

>

ED '
X

PR
LEADER'S DIAGNOSTIC QUESTIONS: ' _’ -
1Cla ., What are’ the laadorahip skilla of the planning group?

How will the chairperson bo saloctod? C

What plan is being set up to assure affactivo
* . iffteraction between- the planning group &nd the

staff? Betwéen the planning group and the adminil-v

tration?

'ﬁhat indicators will you use as’an outsiéo facilitato

to determine the type and amount of leadership you
should be giving during the various phases of the
planning? What are you going to do to assure that

this leadership becomes part of local school capacity

for leadership when you leave? ]
: . % _.\\; '
IC3b what kind of plan will be developed to assure
released time or other appropriate arrangoments for
teacher participation in planning?

Who is responsible for planning and cnnducting
meetings? ‘ ‘-

S

43- - ’
‘How will meetings be plannedfand conducted?

. . . - A
. ‘.

122 . Liop
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TASK OR ACTIVITY: CONDUCTING PLANNING ACTIVITIES

e . " prey o -
.

-/ _ Coe ' - ) i T . . N
“ o [N ) \“/ ° 5

.t . ) r

Clakify overall group planning procedureas.

LEADER'S DIAGNOSTIC QUESTIONS:

’ IC3a / _What has been done to clarify tho lcopo of R
,) [ involvam.nt in planning? o C
/. Who is responsible for assuring appropriaté invblvomont’
from the administration? The teachers? Community
and studants? . - ' ). . -,

~

/ Wwhat assurance is ‘there that the directions and =~ AT
- parameters for planning activitiqs are clearly
undqrstood? , ‘ o -

What process will lead to a summary of the p"'ts
. agreed upon during discuséions or meeting?

Who is responsible for making a clear, wri#¥en
description of what will be done baefore your next
visit as an outside facilitator? To whom should
this be distributed? -

)
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"PASK OR ACTIVITY: ESTABLIBHING A sYs'rm FQR MANAGEMENT

J

PN
\

AND MONTTORING OF THE P Numo N I
+, ACTIVITIES . * : , .

2 TR 1;' L . L Py L

-

Manage and nonitor the inltnuctional-qlanninqlprocols(\ .

il . - R i ¢
L}
P | N
5

_ @
g

LEADER'S DIAGNOSTIC QUESTIONS:

0

'How can the decinion-mgking process be allousod? How can the -
exploration of alternatives be encouraged? '

" What

tasks have been identified to carry out tho proposed

objectivoa of this instructional planning?

Is there agreement-regarding the nature of these tanks?

Do .the tasks relate megningfully ;g objectives? ..

Do the observe activitiea of the.plan ing group reflect -
these tasks? -

' the tasks been analyzed in terms of the following?

Who is assigned what kind of responsibilities to insure
completion?

What is each task to accomplish? (Dascription of activities:
needed documentation to support completion)

How is each task to be accomplished? (Directions, standards
and constraints; criteria related to evaluation of, planning
effort; notes to assure clarity betwa¢n those involved)
When jis each task to be completed? . (Timelines; deadlines)
What cost factors have been idantified ‘for completjon .

of tasks? (Budgetary allocations; information for
monitoring expenditures) ‘

information has been identified as needed. rggarding
task?

. what information is needed for further decision-making?
What information is needed to monitor the progress of
the planning group?

What - information is needed for maintaining expenditure
records? ”

What information is needed. for evaluation purposes?

Who is to receive which information in what form for what

purposes?




g

S ‘l“}xﬂ"'t“\ YT mmﬂfﬁw"v

!NOTEBzT (.See Appendix for task a.nai_yai.. .fort_ii) " >/ - SR -;-"‘i:l‘*fal.

. .

-
=
s 14
T

TR
)

~

\
.
~

N
s "o
R
s

k]
R
LT

N
-
s

. |
a
w3

-
s
-

-~ ..
e,

ST -

y a3

sdyysporieIay

N \:‘ ' . ) .
i - o
y I ) )
! N ’ i N '/.
115 o

* -
/ .
3 c . . \ . . \ ' .
‘L . . \ \
: O . ,
JRIC . . - : '
o B e P _ R S » .,
3 . o . ‘ p . ) . '
i . Pty - . NS ~ . . . N .
& L e N : v A -




R T e A R A N R R0 T2
7‘ R ) ) . ] 3 SR Sy SR CAS R L o v-\%
o 1 . ; _" ) f *"?
. : . ' , ¢ \ i
~ R N ¢
"' . ’." . S
' IC3 . """&n . . ‘ - '- ) | . ’ |
_.;. - ] & 1 .'. . .. L4 . .. . . P .__._:'.2
. . _ ST R [ B
TASK OR ACTIVITY: .cohDUCTlnq'pLANNIQG ACTIVITIES: ~ ¥
. e - - B e} -
..p M - . ﬂ"r . . N \ . . ., :
v Determine scope of inwvolvement and-your role as a facilitatu;l 4§‘;'f7
5 . ) . . . < i - s ' l’;\
LEADER'S DIAGNOSTIC QUESTIONSt ’ e __'f N7 v
IC3a - What has been done to clarify the scop. of T .l# | 'f
.involvement in planning? L g
Who is responsible for gsluring appxopria:o involv.- .
ment, from the’ administration? The tpacherg?
Community and students? o
+ I ' - o
What assurance is thers that the directions and
parameters for planning activities are cloarly .
understood? : : ; ST
N . What process will lead to a summary of the‘points ' | fﬁg
‘ agreed upon during discussions or mootings?
Who is responsible for making a.clear, \
written description of what will be done before your
. next visit as an outside facilitator? °To whom should. \
. this be distributed? | . RN
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TASK OR ACTIVITY:

4

'ASSESSING THE REASONS FOR CHANGE AND
| THE SENSE OF OPPORTUNITY FOR MAKING CHANGES
AT THIS TIME

4
ey . = —

. b
»

- ' v . . S . B
Determine the c¢limate for chatige.at this time. ' ;

N

4

LEADER' S ‘DIAGNOSTIC QUESTIONS:

IIAlb wWhat are the incentives for use of a group problem=-"
"solving approach to plan instructional improvomontl?
. | . .
How .can these incentives be made clear to key
persons?
What agreements need to be’ reached regarding these
actiqities?
What cues will you use to determine the timeu you
need to step back and let the group work independently
g of your involvement. (When is help not helpful?)
\
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\
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TASK OR ACTIVITY: DETERMINING COMMITMENTS AND DEVELOPING

INTERNAL ‘ADVGCACY . C

~

Expand awareness. : T R L B

L
\

LEADER S DIAGNOSTIC QUESTIONS: w ) -

"IIA2a

what evidence do you have that tho school 1. really
convinced instructional improvomant is needed?

How are marginally interested teachers’ going to" be
encouraged to partipipato more activoly and

" positively? , | . .

What evident outcomes in terms of rbfcas;onal
development or personal enhancement needs to exist
for all teachers? :

Are there identified community or professional
support groups? Opposition groups?

Are there special interest groups (religious,
conservative others?) impacting school directions?

How do you as. an outside facilitator become sensitive

to the mores that influence interactions?. (Clothes,
mannerisms? Modes of presentations?)
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TASK OR ACTIVITY:. REVIENING DISTRICT pg:_x,_dé;cégg%‘ R g
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&pzn's Dmcnosmc QUEs'rIons: R A Y A AU

IIA3Db ':Whnt kinds of interaction ‘will’ you Structurn ﬂor f“i o
ourself in order 'to obtain maximum jnformation on-

) local modes of operation inclu g commonly held -~ . -~ =
beliefs, attitudes and bohavib (Attend school - . . . oy
board meetings, - visit faculty ohnq attend. lchodl CoEme o
staff meetings, informally meet: wit oachcrt, ‘ate.) - Ay

@ T . .
/ What evidence ,do you have that: loadors are respon:lvq iR
/ to others in. their decision—maklng? ,
/

'/ What are the indicators'of ‘a generalized attitudo .
toward outside help? How does this: impact on’ what K g
you, might do as an outside facilitatdr? : | S
& e :

N What is ‘the attitude of thae planning group towarda

! putside facilitation? ‘ o

¥ ;} - o
How can resources and. aséistance available from collogos
- and Universities be related to the instructional
. planning process? o v
¢ o | - |
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b
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TASK OR ACTIVITY: GATHERING DATA FROM THOSE WHO WILL BE « %
. ‘ AFFECTED BY DECISIONS ) , ' e

'

Explorc-dttitudea toward instruqkionallimprdvcmcnt.

LEADER'S DIAGNOSTIC QUESTIONS: - o
IIAY What are the existing attitudot toward: |
. The exiating‘instructional program?

+ The proposed effort to plan instructional :
improvements? . . . ! Jf

¢ . How are these attitudes likely to impact “the
T outcomes of the planning effort?

Canfthe enthusiasm for instructional program
improvement be sharpened by involvement af an .
advocacy leader in this subject area?
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TASK OR ACTIVITY: DETERMINVING IF APPROPRIATE'PEOPLE WITH

THE NEEDED SKILLS ARE AVAILABLE FOR .
CARRYING OUT THE INSTRUCTIONAL PLANNING

}

Ekp}of‘ potontig; capacity og proposed planning group.

y

LEADER'S'DIAGNOQTIC QUESTIONS: . - | S

™
IIIAL

!

selected? A :

How will‘tho.ta-k force or planning group be: -<\

Have you explored the péasibility 6: maximum
involvemant in selecting planning group membeérs?
(e.g., encourage staff to volunteer to participate)

. What has been the result of'discussion planning group 'J

membership with key people?. Can you make educated
guesses (hypotheses) regarding skills, knowledge
and motivatiorn of planning group members? -

Who are the identifiable teacher leaders? Are Eh.Yy,
involved? . .

Are thre staff who are leaders in their professional
qrganizations who can be brought in?

Kre.thé persons selected to ;orvo raspected by their

peers and is this respect exhibited in the meetings?
I1f not, what can be done aboutydt? '
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' ]
& | TASK OR ACTIVITY: SEEKING TRAINING AND CONSULTANT SUPPORT
\ - AS NEEDED ~ :
| &

i -
APV 2

B Explore available resources for planming assistance.

b g LEADER'S DIAGNOSTIC QUESTIONS:

IIIB1 What are the available resourcey for supporting this
planning effort? (Higher education, other agencies,
etc.) How can a team approach te provido planning
support be structured?
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¢ STEP 5: ORGANIZING A TASK FORCE OR'PLANNING GROUP

. Verifying Authority-fdr Group and Claritytng
Relationships

. o Determining Membership .
© e Identifyihg Leadership
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. E. ORGANIZING THE PLANNING, GROUP

_.1...

WOrkinq groupn for 1nltructional planninq offortu are.:
established 1n a variety of wayt--participantt may bo
(qppﬁintod by an adminiltrator, may be recruited, may
vdiuntoer or may be nominatod by the cchool faculty.

:\ | Rogardlosl of how memborlhip is ostablilhod,.tho participanﬁn
and their reapoctivo roles should be clearly idontiricd \

from the onset of activities in lino with any guiding polioiou'

. of the district. ST N

A leader (or co~leadgrs)~£or the planning group may-hav.
been aestablished by assignment; if not, responsibilition
for leaderghip.should be settled during initial mo.tings.'
Leadefsh{g duties may reasonably rotate'tproﬁqh membership |
of the group, but overall rdsponaibilltj for group Actibnl .
should be clear and firm. It is possible that varied' ‘ S
inforﬁal patterns of ‘leadership will emafge dgy;ng the |
instructional improveﬁsnt process. The fEcil{taﬁor'may need
to assist wifh coordinatioq between ;hésg and the formal. /

leadership roles. o .7
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) TASK O'W _ACTIVETY: CLARIFYING THE ADMINISTRATIVE STRUCTURE o '

:e):% PLANNING § 3 b
. ol N\ '%‘ . N - %: l )

]
-

At
- B '?;-.A;ﬁ:..:

. . 2 - R . : . .
Explore existing 1eagorlhip.ﬁb * %b ' | . ‘ fﬁ
. . »s‘& :. et
R . .

LE@DER S DIAQNOSTIC QUESTIONS' | - ® -

P PRI . i E
';#", T S N
R TR S P R P R

IB2b. . What is thotﬁormal power-i?!udture of the dig§rict? -

« To ‘hat dogreo Ts authority‘&ecentraliznd? R

MHow ‘can existing administrative ntxlcl %nd o:%anizational

leadership be characturizod? N

* How stablo ara*poaitions within tho system? Are ;\
individuals tareer bound or ptaco baund? ) _
-they plﬁp to stay whcremtbqy are? 5 Ty

. Has the administration had aﬁy expcrienco w}th group

" .problem-solving in the district? »With: what dggruc of
success? - g |
-What is the socio-political structuszof the district? .
Where does instructional planning £it in? !

Who has the authority to initiate chango activities? -
How did the last major instructional chango get . _ R
initiated? ) _ e

,.t_«u -
T - A

. PR

-

IB2c Is there a’ group which meets regularly yith the 3
superintendent? Does this group support informal « .,
leadership within the school? ¥

What evidence is there that this group will aupport
the efforts of the planning group? © R

.What evidence is there that the: principal group is
a part of the power structure group? In what decision- .
making domain do they appear to be most active? * . '

What evidence do you have that the real decision—makers
may be different from the formally identified decision-
makers? 5 it
Who appear to be the people who provide active leadership

f "and direction for major program efforts? (Title I,
tle IVC, Reading Laboratory, etc. )

What curriculum directions appear to be the results
of the influence of an identifiable group of key T
teachers?

13
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TASK ‘OR ACTIVITY: CLARIFYING WORKING um\riousuxps WITH .

N " ’ B . D ISTRICT ADMIN I‘STRA’!«ION \\ S B 2 ﬁ, 4;:){

a Yy iy & |
« Identify existing practiqos, procodntpl and procolsoo to bo oL

. followed. .. . AR o

* + \ - )
LEADER'S DIAGNOSTIC QUEé'rIons- U Sl

v IB3a Who is to- bp adminiltraﬁ 01y rosponﬁiblo for .the = S
: activifies bf the plannép g up? Are there . . T s
administrative constraintw mas ings.—- how e

many, where held. whonqaotc ? - oo - :
w7 : ,&% ® B ;_.
As *consultant, haveyﬁou pﬁshcd for clarification e

of theaa constraints. inéwziting?

What is the relationsﬁ%ﬁn1§§twoen“inltructional _'t“.ﬂ

program planning and tpxtbook ddoption? .
Bal w0 i - . !

| What is the textbook adoption pxocess? f ;

Are regular sta¥f meetings hald to ‘provide the
total staff with opportunity for involvement in

. school’ pyﬁnning?
-4 s ’,,
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. nASK OR ACTIVITY: CLARIFYING WORR;N LATIONSHIPS WITH e
o oxsrnxcr AnmxnxsrnArion e Y ”i;
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Exp;gro tho rolo.of the pl&nninq group., . - Y f?
LEADER'S Dracnoswxc QUESTIONS: L N 'ff-’i’i i
IB3c’ (Db the persons. appointad to- thc planninq group ‘have * 8
"' . a.clear undérstanding of what they aze be#ing asked. tq g
| do?. (Would a written brochuve -‘that looks official. Wﬂ‘x“uﬁﬁ
L ;\ - and provides status' and rocoqnition td'tho participdntl v ﬂ§
g be helpful?) . N
e """ What are the pblitical impiications of-o-tabliahinq & 33 L
group prqblom—solving~proconc? s ) ) vy 4o
_What are you doing to-identify the powor pccplo S

within the planning group? HoWw will youw use. thil
informatioh to chilaﬁito plannihq?

(R L What administrators yutside the. planning group thould
’ " be at the first meeting to intrdduce persons,, OF giy
support to what ‘might be thought of asg a ”kickoff"
'meoting? o

. ‘ N
-wfll the planning group make dccision- or rocommhndationu?,ﬁj

P whont will they report? ' Keep informed? " . &
. With what form of éommunication will this intoraction
be maintained? . ) "

‘What is your role as an Qutaidq facilitator? o '_. \; .f--:

Who 1s your -central office contact?. Is this a
/ . relationship which will maximize the effectiveness , -
of the group or should this relationship be further . v
negotiated? What are the implications if this person R
- 1s, or-is not, in a line relationship with the school

AR
@

L
L
3 u

o principal? | - | T
) ' MAre .the school's expectations of you as an outside o
1 facilitator clear? Are your expectations of thc
‘$chool clear? ' .H, ; .
. What degree of. freedom will be given you as an outside y -
facilitator to operats withih thé district? The. ‘ ‘
{ schosl? | .
Y ) o : ") , :
~; ) 4 -
’ , ' R .
) R “ . . . 2 ! _
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TASK OR ACTIVITY:53CONDPCTING PLANNING ACTIVITIES . *
. - } w

Facilitate group prockssus.

- .
{
Y o

LEADER'S DIAGNOSTIC QUESTIONS: a4
IC3b . How are you maintaining sensitivity to personal/

individual concerns which might affaect the plsnning
process? . | .

What ‘are the hidden agendas reflectingéspociai y
concerns, beliefsy attitudes, etgc.? (What games
are people playingg) o ‘
As an outside facilitator, what process do you
plan to use that will lead to a summary of: the

A points agreed upon during the discussion or
meeting?
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TASK OR ACTIVITY: - DETERMINING COMMITMENTS AND ~ . SRR I
: DEVELOPING INTERNAL ADVOCACY ' . e
) ‘ . N .
Provide encouragment and support for participants. \\\\\*\ v
LEAPER'S DIAGNOSTIC QUESTIONS:
. . » S
IIA2b what organizational development training activities ¢ S
might be helpful to this group? ~ S
¢ o : N
How can persons who might be threatened by the :
planning process or outcomes be helped to see ‘
these activities in relation to their own role
more positiuely? :
‘Are there individuals who have to have credit for
the things being ‘done? Why is this important to
them? - . | ,
e
~ ...
A A 4'
N , . ‘k;:
y
ra -
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'TASK OR ACTIVITY: PROVIDING NEEDED ORIENTATION AND
INFORMATION REGARDING PLANNING ACTIV;TIE

-

LN

H
i

For;éhs; information needs.

LEADER'S DIAGNOSTIC QUESTIONS:

IIBl . What does the planning group need to know to
N successfully carry out ihstructional planning?
o 'Does the group have enough baseline information to
initiate the process?

Are all persons likely to be affected by the planhing_
process involved/aware of what's happening?

-
i

. . A » .
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SRS

.
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TASK OR ACTIVITY: PROVIDING TRAINING AND CONSULTANT

ASSISTANCE TO IMPROVE EFFECTIVENESS OF °
' INSTRUCTIONAL PLANNING

Forecast

LEADER'S

IIC1

158

apsictance needs.

DIAGNOSTIC QUESTIONS:

How much and what kind of technical aililtance could

be most helpful?

Who i8 responsible for determining how technical
assistance is to be used and what issues will

be addressed? '

Wwho determines the person or agency to provide
technical assistance?

3
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IID1 . N
\- ¢ -
TASK OR ACfIVITY:‘ ESTABLISHING AND IMPROVING INTERNAL AND
: EXTERNAL COMMUNICATION CHANNELS L
Explora external communication .chdnnels.
SR ) T
LEADER'S DIAGNOSTIC QUESTIONS: o
IID1b , What is the profile of the flow of information
LN regarding instruction “from outside groups into the
‘district? (Who communicates what kinds of information
to whom?) "What structures or practices influence
the internal distribution of this information?
Are there limits regarding the sharing of information
within the district? _
m\}:
&
- /_ﬁ"
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IID2
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TASK OR ACTIVITY: DOCUMENTING AND COMMUNICATING INFORMATION

ON PLANNING ACTIVITIES

Monitor planning_procaas;

LY

LEADER'S DIAGNOSTIC QUESTIONS:

IID2

162

As an outside facilitator what information do you
need and how do you get it? What mechanisms will
insure that you are aware of critical activities and

decisions whicly may affect the planning process?
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TASK OR ACTIVITY: ANALYZING EFFECTIVENESS OF EXISTING ‘_}1*.* ‘ S

- ' COMMUNICATION CHANNELS AND. NEW . ) bt

- COMMUNICATION EFFORTS * - . - o

e et ¢

Review effectiveness of existing communication., . ﬁ

. . i \m

LEADER'S DIAGNOSTIC QUESTIONS: s N e - w0

IID3 ~ How consistent are the attitudes and information g“ﬁ

you receive? What can you do to unders and reasons o

for lack of consistency? ) . )

Have you given considgration to your role as an ﬁg . B
outside facilitator and the related rouponuibilitios SR
.you have as a major influence on' the planning. - o

activities of this school? .Have you resolved potential

conflicts between expectations of your agendy or . S
project and those of the school you are serving? N
How do interpersonal relationships potantially S “

affect the outside facilitator relationship? ‘'How is
this related to maintenance of a support base?.

® To potential conflict of interests? To exploitation
of the situation? To possible diversion of intpraut
and efforts?
Is there a closed, informal communication system
operating in the district (or school)? .
A '\
), .
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TASK GR ACTIVIT¥ SEEKING TRAINING AND CONSULTANT
SUPPORT AS NEEDED

-

[ - [
. —

ﬁﬁw .

Consider neeaded assistance.

LEADER S DIAGNOSTIC QUESTIONS '
é%b IIIBl1lb . " What is the most productive ‘way to explore the use

of technical assiStancgbwith the :planning group?

v | " wWhat is your role in p bviding this assistance?
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TASK OR ACTIVITY: ASSESSING AVAILABLE RESOURCES FOR

CARRYING OUT PLANNING

Explore existing resources. |

LEADER'S DIAGNOSTIC QUESTIONS:

ITIC1

168

?

Wwhat steps can be taken to help the planning group
identify all possible resources for instructional
planning and program implementation?

What existing resources are available and how can
they be used most effectively to improve this
planning activity. Are the resources adequate to
work on this level of the problem?

Have there been recent levy losses? What impact
does this have?

What asbects of the school budget must the outside
facilitator understand to help the group plan
effectively?
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» POPULATTONS SR
: R
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e Developing Agendas and Scheduling Meetings . .
. Reviewing Roles of Committee Members ‘ -
' - sk
. Developing common Understanding Regarding g :f
Current Situation and Expoctationl !or 03
Planning Outcomes N : e
e« Setting Patterns for Communicating Results “-"Wﬁ
of Committee Meetings \ . o SR
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F. INITIATING PLANNING GROUP ACTIVITIEB
. A plan of oporation and a timnlino lhould bo \ o ‘ -: E-MN,F
oltablishod by the planning group. Parget datol for _ s .
actions or decisions should be set and roluu/ronponnib&liticl‘Cﬁ- —
for each member should be oltablilhdd. Decisions on " f ‘ fz
operation, roles, responsibilities, actions and timolﬂno : '_ X

should be put in written form; all group momberl gnd key

‘ administrators need a copy of the written plan. ‘ ' K.
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T

TASK OR ACTIVITY: DETERMINING COMMITMENTS AND DEVELOPING | . ‘==

L

Provide encouragement and foster commitment to planning.

g

LEADER'S DIAGNOSTIC QUESTIONS:

IIA2b . Is there evidence that attitudes of some toach‘rs .

are not positive? ' \
'What needs to be done to.further develop motivation
and caquity for instructional improvement?

vy

what type of encouragement is to be provided the piannindi *
. 3 oy

group to maintain their efforts? When?

IIA2c Why are planning group members reall; there? :
Professional growth? Representation Was the Voo
planning group "loaded" in certain directions?: How ' \
will this influence commitments to decisions? B

What needs to be done to get firm commitments to the
planning for instructional improvement? What have
you identified as evidence of a firm commitment? g

wWhat additional agreements need to be made at
this time and how can that be done? Do earlier
agreements need to be confirmed or reevaluated?

_What efforts are being made to elicit community suppoft?
Are there rifts between community and school which may

influence proposed changes? Shbuld something be done
to gpecifically address them? If so, what?

' ‘:“;"-'.'."L

INTERNAL ADVOCACY B \ | '

T Y



r\{\‘RK\ i*\r ?,ltT

,.
.4
1F
r¢

f’r—

.

KNOWLEDGE/SKILLS/ATTITUDES

NOTES:

e,

) .
il rem o b
LU 0

e

e

BUTIRTITUL (39 JEES . U
i VrE B

.

159 N 175

. ERIC
§ = ‘ ~

@

Y

:
R S . . . e ,



PR, T R
LT
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. |- TASK OR ACTIVITY: PROVIDING OPPORTUNITIES .FOR THOSEigg

INVOLVED TO GAIN SKILLS NEEDED FOR
INSTRUCTIONAL IMPROVEMENTS

Assess needed training.

LEADER'S DIAGNOSTIC QUESTIONS:

IIC3 . What training may be needed prior to problem
‘ clarification by the planning group?

What is the best way to train the group in
problem-solving while solving their own problem?

176
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TASK OR ACTIVITY: ESTABLISHING AND IMPROVING INTERNAL AND
EXTERNAL COMMUNICATION CHANNELS

Review internal communications.
LEADER'S DIAGNOSTIC QUESTIONS:

IiDla with ﬁhom should information on the needs’
assessment be shared and in whdt form?

¥
What feedback from key persons is needed prior to
taking next steps?

o

w
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TASK OR ACTIVITY: DOCUMENTING AND COMMUNICATING INFORMATION
ON PLANNING ACTIVITIES

i .
Assess adequacy of information on. planning activities. ,

LN

LEADER'S DIAGNOSTIC QUESTIONS: ¢

IID2 Is there information not presented at planning.
group mgetings which you nsed as- an outside
facilitator? What is this information? How

. do you get it? .

How are you organizing and monitoring
information on the process to meet your -needs
as a facilitator?

'Does the group need to review and consider
modifications in the way information is jpaintained
on the meetings?

what is done with the iﬁforma%}on on meetings? ,

What are you doing as an outside facilitator to
keep various key people informed? - Do you have
enough information about those things everyone
needs to know? - .

ARTEY



i

NOTES:
-
N \
, !
©
r{_l
. .
N
- Y
% 1 a
L
»
.
[4 l“.

LI A 4
L\
\
k)

181

.8DUT 3N

3
;



IID3

TASK OR ACTIVITY: ANALYZING EFFECTIVENESS OF EXISTING .
v - COMMUNICATION CHANNELS AND NEW e
COMMUNICATION EFFORTS ' . : )

-

Review feedback.

'LEADER'S DIAGNOSTIC QUESTIONS: /

IID3 what is the method by which committee members are
reporting to and getting information from constitu-
ents? What information is being received aB -
feedback to further planning efforts? In what
context is this information used? :

what interpretations are staff-members making
of the information they receive? What 4 '
experiences contribute to these interpretations?

’
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STEP 7:

ASSESSING INSTRUCTIONAL PROGRAM

Examining the begram Empirically

Conducting In-dept Analysis of High Priority

Needs :

Using Both Formal and Informal Needs
Assessnment as Basis for Group Discussion

Clarifying Points of View Regarding Program

and Program Changes

2 )
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G. ASSESSING THE INSTRUCTIONAL PROGRAM

-

B <

The focus of the problem -tﬁfimont phase ofl
instructional improv.mont-oftort‘°is thé allollmint‘ot
the existing school situation and the idohﬁi!ication of
priority needs. Activities at this phase, thoioforo,
;hould be related to gathering formal a2§'informal data

that yield information so that the planning' group can come

to a?racmont on "where we are’ as_comparod to "where we

" ought/would like to be."- Analysis of data can certainly

lead to divergent op;niohs, so time éndmoffort needs

to be tgken in the planning group meetings to work toward
g;;sansus about‘the current school situation as revﬁalod
by the assessment. It is also extremely important that
the facilitator help the group establish and maintain

clear expectations for potential outcomes of the effort.

L4
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TASK OR ACTIVITY: CONDUCTING PLANNING ACTIVITIES

Facilitaté group processes.

-

~
’ }

LEADER'S DIAGNOSTIC QUESTIONS:

Can task force members reach consensus on major and obvious
problems before the assessment process begins? Are there data
to support these observations?

How can you identify and use group interaction and communication
techniques for facilitating group involvement?

How could conducting a brainstorming session or other group
interaction technique facilitate planning?

What are you doing to identify and diagnose conflict situations
and provide techniques for coping with conflict?

188



GOVERNANCE/MANAGEMENT

-~

Are appropriate persons -being involved in/tho program
assessment process?

___Yes
No ~Xf not, who is not baeing involved and why?

Ny
Have th4 activities of this building been moving along
as q&nnned?
Yes

___ Reasonably close enough .
___ No 1If not, what have you dongq (or will do) to keep
things moving? Q\

1
§

Which of.the following techniques have'you employed to
exemplify facilitating group interaction: ,

ENCOURAGE PROBLEM-SOLVING:-SKILLS

Problem identification techniques
Brainstorming

Force field analysis

Other (identify)

RN

ENCOURAGE COMMUNICATION SKILLS

Listening and saying skills
Giving and receiving feedback
Using buzz groups

Other (identify)

ENCOURAGElPROCESS SKILLS

Analyzing group interaction
Prioritizing options
Clarifying goals

Other (identify)

OTHER THINGS I HAVE DONE:

189
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IIA2 K

TASK OR ACTIVITY: DETERMINING COMMITMENTS AND
' DEVELOPING INTERNAL ADVOCACY:

Foster commitment and ownership.

LEADER'S DIAGNOSTIC QUESTIONS:

How can the outside facilitator work effectively with the
existing biases which may influence decision-making?

L

What does the outside facilitator do to secure district
commitment to the information which is provided?

How important is it that therd be consensus on the problem '
~definition? How is this consensus related to a sense of

dwnership?

4

Do teachers per&eive'the planning procéss to be productive?
Do they feel they are productive and have the power to change
or carry out decisions? ‘

190 _1:%2




O

ERIC

Aruitoxt provided by Eic:

-

KNOWLEDGE/SKILLS/ATTITUDES

NOTES:

e

M/

y (e
Y

o w
e

- .
\ T
C ®
g 0 .
W~
oy
Q.
N 7
&
. N
B
~
\ ,
o
\_\__
. 191



IIA3 -

TASK OR ACTIVITY:. REVIEWING THE DISTRICT PHILOSOPHY

n

Explore factors influencing implementation of a school
philosophy. w ‘

LEADER'S DIAGNOSTIC QUESTIONS:

what philosophical positions are held by the people in the
content field in which planning is being done? To what
degree is there resistance to any change?

’ o
What seems to be the norm in terms of teact{ﬂag methodology,
homework, student management, etc.

N\

Have changes been the result ,of purchasing‘a new textbook
series or has the staff been involved in developing
materials/programs which have fostered change efforts?

192
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NOTES:

Has adequate consideration been given to the clarification
of district and building philosophy in planning group
discussions? , |

____YQS\ ‘ o !
___ Maybe
__No 1If not, how will you encourage this clarification:

193
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T -
TASK OR ACTIVITY: GATHERING DATA FROM THOSE WHO WILL BE
: ! AFFECTED BY DECISIONS ‘

3

- A ' B ’
Explore positive/negative aspects of data gathered.

LEADER'S DIAGNOSTIC QUESTIONS:

Héw can the outside facilitator emphasize positive elements
when assessment reveals serious or multiple instructional
problems? _ v

Are individuals likely to become defensive or can they'be
encouraged to see this as an opportunity to learn and

improvea? ,
) »
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TASK OR ACTIVITY: PROVIDING NEEDED ORIENTATION AND
) INFORMATION#REGARDING P&ANNING ACTIVITIE

.

Facilitating sthe change procass.

&

LEADER'S DIAGNOSTIC QUESTIONS: W N
What information from the literature on planned chanqe do you
need to be aware of at this time? /]
,
\
.
5 / . v
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\ ‘

196 - - o . .ﬁ L

Ay

Gng



! N ) 4 . N (S ~y A
v .
l ’ - Cow ) .
. . . X '
* ‘ e . . ' .
. R R » .
. = v . .
' ’
. . .
M O . .
» . , . '
- . N
- . } \ .

KNOWLEDGE/SKILLS/ATTITUDES . ., -
N T . ‘

- [

\ i . .
.
% NOTES*? v : - .
¥ : ) ,
b4 " \ N . )
v : . ‘
: .
. . e . - ¢
R . . '
. » . -
: .
» . L - ~ . . .
. . .. )
. - f
M w
, . .
. . . . . : .
' ,
. ) , . . \
- < . . . ~
. , ‘ g 0
. . : *
. . 0 g
. . .
' b \ , o ’U‘
. . e
. .
e : . . . v N7 I |
Y . H' ..
9 ) N e N . s . = I¢
- . . Q
e * N o . s .
' .
T . N -
. T ‘ . v (o]
. . oo )
. . .
\ T DAY .
) : o * « s
’ N a - D
& . . . v ¢ . g I
’ “~ . ) * - ra’ e A" +
‘ . . 4 ' M. LY
' T ) ¥, J i
i * ) . N
. . n ‘ - " - Ve ‘-" - MY
t L.
. - - 0’ Y
. . | L s, . ..
n A EY
° * ' [y -
. . R L.
- ‘(E.N /' . i k - , , -
N <y - . v
. 4 c ' " »
. . ¢
LY N :
. - e em - .
. . Lo "
< ., i B . . ’.l B . . )
- N PN : ..
B ' > - N > ~ N .
v + “ . . - i
¥ Tl . - . .. . .
. L \ PR Lo
- . .
) . » .
. « o D, ’
D . i3 '
- ' L '
B . i N
e s - . 'y -
B v “ » " ‘ P’ . N
. - - .t " ° : N .
e o - . ’ ) » ~ ' -
> N " . »
) ' . - - !
. . .
. . . %
- <% LS Lo . o . )
’ - ’ < o N -
Ad te B . . ' . . -. \
. < A Y " . h N 5 J r K .
N . ‘ ["Ie Y] R
- ! i ' FLAEUN
. “w . . . .. v P A £, .
A . . . 4 . ¢
. . 5 ' . . . N L
) ) ) L o L I
[ - - . .
. “ . R - §
0 . ¢ ., . “ T .o ) :
- ’ r o+, S : .. : ] ; .
) g o : - ot ! L ' - ' .
L) N . . . :
N ’ € * ¥ ] wr B . X
' v . » . e : .. .
o . . . . :q ‘ . .
a . s s » v - .
’ . ] L S [N , . \ - -
. - . . 4 » - .t A ~ ‘ W
. ’ . ’ . .- v
w N ,
. e . - % - . . ‘
N . " ’ v - * - * - e
. - : ’ “ -« n ‘
. » » R .. ) '
R ~ Do no ‘ T . . we ] . ;
d * w H
2 B N . \’ K . . . . N n ) ‘
* ! ' ’ ' - ry . Y
. » av [ + . - b « R .
¢ ? ’ ) A Lo . m PO A
’ - T ’- " - asn 3, , v i

. Y e v [ 2 . - . S
P ' - 4, - v, » e - ° Y1 - v
ERIC S . . I . . 5 RS

Co . T A ol . . e, ] e * . v Lt
. - 1 E ., . Pt
N . » ¢ ‘u - S . . ‘ ~ 12
. . N
. " [ Y - P . . o oy, 2 ]



ITIB2 ' ‘

TASK OR ACTIVITY: COMPILING INFORMATION ON EXISTING PROGRAM

>

Determine the target group. :

L, ' . . |
. o N
LEADER S DIAGNOSTIC QUESTIONS S
What is theq‘gnd of population to be sefved? w transient
. is it?. _ o & -
L zy : How would you. characterize the nature of the target group?
N_.; ~ : ,
Are there cultural or ethnlc factora to be considered?
P :
“ * -
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€

TASK OR ACTIVITY: ANALYZING EFFECTIVENESS OF
EXISTING COMMUNICATION CHANNELS AND NEW
COMMUNICATION EFFORTS

Gathering and analyzing d&ta.

LEADER'S DIAGNOSTICE QUESTIONS:
Is communication effective? ’

Can the planning group agree on which charts will provide
critical data? . . :

When assertions are made without backup data cah you ask
committee members, "How can you tell?”



KNOWLEDGE/SKILLS/ATTITUDES

“  NOTES:

't-,_

I8 the plannihé groﬁp receiving adequate information on
" » toplics of concern?

Yeos

" Probably -

~_ No If not, what information is lacking?
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STEP 8: DEVELOPING A SITE SPECIFIC PROBLEM 'STATEMENT T
AND ESTABLISHING GOALS

@ < < hd |
. Clarifying Problem Statements and Verifying "
Perceptions - »
ST Conducting Group Decision-Making to Achieve . , ’
i _ . Consensus on Problems ’
. Establishing“Goaié¢nnd Objectives ~
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TIIAlc
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TASK OR ACTIVITY: ASSESSING THE REASONS FOR CHANGE AND THE|

SENSE OF OPPORTUNITY FOR MAKING CHANGES
AT THIS TIME e

Clarify iseue§ regarding instructional problems. e

4

LEADER S, DIAGNOSTIC QUESTIONS:

IIAlc

‘..

[

. pereonal

v

Is this content area a top priority at this time?hl

What problem statements are actually expressions
of preferred solutions or. symptioms and what .
strategy can you use to get a mope. adequate
description of the situatiOn? L o

Are there key individuals who have a “solution

. in mind and sée problem’ definition ag, a proceSSQ‘
of valldation? "
<. In what way are problem statements related to -
ceptions? . _

How do you determine the "real"'problems?

How do you encourage the school to look at the
reql" probleme? = .

S

HOW¢serious are staff ahout dqing anythlng other Co

. than valldating the present practicee'J
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IIA2

TASK OR ACTIVITY: DETERMINING COMMITMENTS AND DEVELOPING
INTERNAL ADVOCACY :

v

Expand awareness and foster commitments to planning proceab,

LEADER'S DIAGNOSTIC QUESTIONS:

ITA2a - What differing educational values are impacting.
on this ingstructional improvement process?
What techni&ues can be used for increasing the.
group's ability to clarify individual values
regarding instructlon?
L B s . .
What skills-will be required to achieve consensus
" on program directions? '

IIA2cC Have all apprOpriate-perséns had an opportunity to
participate in some way up to this point?

5
T et

- 208 . . ' ’ ‘ .




.

KNOWLEDGE/SKILLS/ATTITUDES

NOTES : - k

B}
~
‘
.
~
.
v
, .
?
- 3
.
¢
t -
<
a
A '
- -
.
s
B
!
‘
~
-
»
-
-
v >

¥
|
.;.:‘i-‘.-oﬂ
r R .
. gm .
UE ’
X ]
0 ©
g 00‘
7))
we
v <
ot
g
o .
r'-
/
/
v* s ’
».
209
v A L :



IIB4

R4

TASK OR ACTIVITY:; REVIEWING ADEQUACY OF DECISIONS

Relate decisions té.the probleﬁs.

LEADER'S DIAGNOSTIC QUESTIQNS:

IIB4a - Do the needs assessment data support the problem
statement?
. St .
Is there gene%al agreement among. the total staff R
that this is a real problem? ‘ !

Do the goals and objectlves reflect the identified
needs? )

)

~

. 210 | | .
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IID1

. TASK OR ACTIVITY: ESTABLISHING AND IMPROVING INTERNAL
AND EXTERNAL COMMUNICATION CHANNELS

o

Improve internal communications.

i

LEADER S DIAGNOSTIC QUESTIONS: ' !

IIDla What percentage of the district, or site, faculty
know about thé work of the task or planning group?

here a constant flow of communication and
feedback to appropriate personnel?

How can the group best get and maintain the
support of key decision makers? How can they
be brought aboard regarding the direction

of the planning to facilitate securing their
approval when requlred? I

What questions regarding the problem statement
are being asked?

Do these questions suggest a need to reqire the
problem statement for better clarification and

communication?’ -
\ Does'tﬁe statement\ in its final form communicate
. the nature of the problem to be sblyved in the
A clearest possible mannex?
)
?
{ -~
. .

212 ;
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. STEP 9:

SUMMARIZING PRIORITIES IN RELATION TO THE\ DISTRICT
PHILOSOPHY

. Prioritizing Needs

. Establishing Criteria for Selection of Solution .

"
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TASK OR ACTIVITY: ESTABLISHING A SYSTEM FOR MANAGEMENT
: . AND MONITORING OF THE PLANNING
ACTIVITIES

-

¥ '

Develop a minagement‘system,
/

rd

»

LEADER'S DIAGNOSTIC QUESTIONS:

What monitoring system can be used to assure that data
are collected which will help identify priority needs?

? ) A

W
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IIA3

a

1 TASK OR ACTIVITY: REVIEWING DISTRICT PHILOSOPHY

v L

Assess understanding of school philosophy. ’ -

|

LEADER'S DIAGNOSTIC QUESTIONS:

IIA3a

220 ¢

Does the district have a written district

" philosophy statement?" :

If there is no wriétan‘diutricﬁ philosophy can
members of the planning group interview key
persons who would deséribe what the district

philosophy: really is?.

‘o \

p
What'quastioni“jhogyg they ask in the
interview? i :

Can the-philosophy be vérified?

Do committee members feel satisfied that a
district philosophy has been identifed? -

to individual or personal ideas or concerns? Is
there an appropriate relationship between these?

Will meeting the identified needs have an impact
on student achievement? ) :

Wwhich needs are a priority according to district
philosophy?

o

'In what ways are biiorities related to objectively
assessed needs? In what ways are priorities related

-

’.
-



s

KNOWLEDGE, SKILLS/ATTITUDES

NOTES : »

-

8973 1I0TId

“wmmg

i
i
:
wdT L CEER ot

B

Komsy <x

PNy SN

5
}
L]
.
1.‘«
LR
) WY
\

6 ddLS
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3

TASK OR ACTIVITY: REVIEWING ADEQUACY'bF DECISIONS:

M ‘~f . =
Re;lew problem statement and priorities. v

N\, .  LEADER'S DIAGNOSTIC QUESTIONS: '

| IIB4a‘ Was the original problem statement modified or

N changed during. the-planning process? If 80, how?

What were the reasons? .. .
. . ' .4 !
J .18 there a written priority list? Is it the
. outgrowth of the planning process? If not,
. what facdtors contributed to its formation?

Has the target population changed since tbe.
beginning of the process? o ooy

¢

223
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IIIBl

\

v

TASK OR ACTIVITY:. SEEKING TRAINING AND CONSULTANT .SUPPORT
AS .NEEDED I » .

i o

v

Facilitato use of assistance.

. ..
LEADER'S DIAGNOSTIC QQESTIONS: : —)
IIIBlb- What steps need to be taken to remove barriers
‘ in requesting assistance? What resources are
’ currently available for providing help? What
alternatives ‘exist for meeting regquests which
. ' extand beyond available resources? What overall
o -~ : 1imitations are likely to exist?
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_THIRD pmmumc STAGE: ING A DECISION' REGARDING
| %ﬁﬁiﬂ%"s

}

Tho qoz/ of 4his ‘stage is to-make a dacision '
regarding’ alternatives which meet criteria for
solving the idantified problem.;f<

Suggested Process Outcome - Check

. The outcome of this stage 'should be a decision to
adopt or adapt a specific program alternative or to. initiate
. the development of specific instructional modifications

to the existing program.

A
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When a concise prob&em statement, accompanied by

oy

clear selbction criteria, hes been formuleted, the seardh B '

LI

'

for an eppropriate aolution can begin.' A wide range of
sources of information or instruqtional alternativ.s 1;w\'a‘

exists (ERIC, NIE catalog, OE/NDN, Iabs and centers, SEA

"Pnomising Practices," etc.). It may be best fqr a few:

" key individuals with content expertise to review the

1arge‘body of information on.eftective,proqranl in.order.

to select a number wAich seem to have potential for matching

identified needs. | ,
It.is helpful if a wide range of potential soiutions'-

are reviewed by the planning group with those.eppearing to _

have the'most‘potential idontified vie this process. Indepth'3

materiels may then be obteined for those programs meriting |

further ekploration. ”

It is important for appropriate. individuals to be

involved in the decision-meking process. A sense of ownership,'

commitment and support for a proposed solution are critical

;fectors in successful .change efforts and these will not be -

L4

\present without appropriate involvement. The target .group -

-improvement process or OWnership mey not be transferred

from the selection group—to the group implementing the

-selected alternative.”

LR

l.j" If the solukion selected does not address all facets

* %

,?of the original problem statement or'if some selection'
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~ for change should be involved at this stage of the instructional
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critoria were unmot, th-n 1t can be h‘iptul to formulatc

t this point.
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STEP 107 SELECTING FROM AMONG PROGRAM ALTERNATIVES AND T f%
- DEVELOPING A STATEMENT OF UNRESOLVED NEEDS B SN

o Reviewing Effective Programs e T

" o Matching Nenggwith Potential Soiutionl e _ f:ﬁ

. . Matching Selected Program Alternativol to: . .
. ' : . Criteria , o

/ ‘A}‘ . ¢ . . \‘
" e Deciding onla Course of Action" Ty E
. ﬂiviewing the Dutcomes Selected .for : _é ;f
h e Coénsistency with the Needs of the.Site, LW g
Compromises with Original Problem Statement R
and Adherence to Criteria
A . : L
' ¢ Making Decisions Regarding Unmet . Needs ]
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IB3 " ' ) . . /

v . I
" TASK JR ACTIVITY: CLARIFYING WORKING RELATIONSHIPS WITH . -
N . DISTRICT ADMINISTRATION T

‘ | R . ) ". v . ) . . -.:" ‘.
" Explore the role of the plannihg‘groub.in working with others.

. . \ ) :
v - Q Q

" LEADER'S DIAGNOSTIC QUESTXIONS:

IB3c ~ How much support will this problem statoment
generate? . _
& 'b\ ” x

Does the administration agrae with (ox approve)
the problem gtatement? A )

. 234
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TIA2

»

TASK OR ACTIVITY: DETERMINING COMMITMENTS AND -
- DEVELOPING INT RNAL ADVOCACY - " .
% . < ’ !! -
R . . ) .
FE L N
Expand awareness regamding alternatives and foster
commitment through involvement.

L r
LEADER'S DIAGNOSTIC QUESTIONS:

IIA2a. How can you assess resistance to the use’ of
. research findings? ’

- _ How can the clients be assured that research can
be translatad into effective clasaroom activities
for them? How can teachers be assisted to see
research outcomes, such as validated. programa,
as a means to instructional’ improvement? b

o . o
IIA2b Is there evidence that the planning process has
- contributed to staff polarization around gome issues?
If so, which ones and why? What can be déhe to’
- resolve these differences?

) Is there someone- available to assist in the

resolution of these differing perceptions?

IlAZc Is the process of making decisions on- nga |
directions contributing to a sense of o
for the total: staff?

arship -

/

Which staff members are least likely to have a
gsense of ownership? What can be done to éncourage
a sense of ownership on their part?

How can you foster awareness of the. thential
benefits of a given alternative.program

selection? Are planners aware also of the
limitations of each alternative?

AL
s
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&{tﬁzR' S DIAGNOSTIC QUESTIONS:

what has been the history of program chgﬁaos in
Failures?

What have been.the causes of these sucgcesses and

What are the implications for current

IIB2 ' C)

N ) "
W el b . A

: _ -
TASK OR ACTIVITY: COMPILING. INFORMATION ON EXISTING
. PROGRAM = .

» . ~ e

’
-

Cqmpilé information on pfoéfam hiatéry.

—~

IIB2a
this school? . Have 'there been successes

failures?
planning efforts? -

what kinds of program change is®this school ready
What parameters are defined by

for at this time?
the situation?
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KNOWLEDGE/SKILLS/ATTITWDES
: 'NOTES: What provio;fxbffort- hdve been made by the building

to implement solutions to the problem identified?
(During the past two yeaws)

\ ’ -
. [4 N - : \ +

What was the.outcome of thase o?forts? L

.
4
Y
).
.

’
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¢ <
~

TASK OR ACTIVITY: PROVIDI&G INFORMKTION ON ‘EDUCATIONAL
- RESEARCH AND PROGRAM ALTERNATIVES -

~ ~

”
L.

7
Provide ihfdégati6n'on program opt&ons.

~

LEADER'S DIAGNOSTIC QUESTIQNS:

IIB3a - What sources are available from which infqormation , w
can be obtained regarding alternatives? " y

« Information on research?

. Information on products?

. Information on techniques?

. Information on promising practices?

Have both rejated commercial and non-commercial
materials been identified?

. Has the search for products been directly related
N 3  to expressed needs?

Do available packaged materials adequately represent
~the programs? .

« Do they contain material worth reviewing?
+ Can decisions be madg'from them? '

Have materials been updated? On what basis has
this update been done? Have they been modifie
on the basis of experience with them? .-

What needs to be done to provide information on
research and development outcomes in usable form?

To what extent do you see yourself as an advocate
for exemplary program alternatives as contrasted

with,;esponsibilitiep for assisting the planning
group to objectively evaluate all alternatives?
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KNOWLEDGE/SKILLS/ATTITUDES * . IR e
« . Ty
wotES: . e Lo
with the information you have, do you anticipate any " . ﬁ;ﬁ
difficulties in finding and implementing solutions to. tho N
problom.identifiod in the buidling? [ : o
__ Yes ' If yes, describe briefly. ﬂ v ;;3
" Maybe : o
__No
What plans have been made for assisting thc planning qroup‘ f
Y in the process of "matching" program altcrnativo: to t
criteria? .
d L .
N .
, e Ly
\ .

<
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o .

TASK OR ACTZVITY: PROVIDING INFORMATION ON EDUCATIONAL
RESEARCH AND PROGRAM ALTERNATIVES ¥

N

Y
L

\ . By . o ’ '
Facilitate effectjve use of available information. -
_ ne _ : - .

LEADER'S DIAGNOSTIC QUESTIONS:.

IIB3b  Have selection criteria beén written in a form which
. facilitates a review process? On what are they based?
What are the latest research findings regarding the
problem that has been identified? Are they reflected
in the selection criteria? -

‘Ccan materials be put in "planning group” language to
facilitate review?' (How do we make this information
more digestible?) ; .

How does the recipient of informatioh evaluate what
( has been received? 1Is this process structured?
» Is there a systematic process of review\to’

insure objectivity?

Doeg the group have a plan for reviewing materials
~and the skills to carry it out? How should the
relative merits of different programs be determined?

How are materials delivered to the committee members?
Does this process foster careful review? What are
the alternative procedures planning group members
meight use in reviewing effective programs? y

How is review information ofganized for congideratibn
by the total planning committee? ’ - - '

-

How can the planning group be Fésistéd in recognizing-
the styengths and weaknesses of current evaluation/
validationvprocedure??

v
£



-G A
o

VR

i
Tt

T T R R R
N\ LN . \ . L l. . T o . oA .,‘\,‘-:\m‘\?'..j_,._‘ N n,‘l ‘t‘ - Yo o _" _\-\'.. __-"_'.8 .
. ) K (I . N ? R ',l-‘_’ ) : s ‘
) - K - il 2,
KNOWLEDGE/SKILLS/ATTITUDES . . S s
. - ) . ‘, ._._‘ , 3 - ! . . \— “. .
o . ' ' . s "‘.-‘.4..:.-:', . ro I . 7 .
NOTES: thplinqumatibn needed for selecting the best - :
1oee solution to .the ‘problem wqgﬁgounq/tp be lacking o
-y . , ) .. . M ’ .
s ,

«
.
“ t
B
-
L
* .
TN
.
”
=
-
v.
N
TR
.

ERIC

Aot Provided by ERIC
- - B

during the selection proce

. N
N - E4
-~ LI A i
N 5.0 : R o < .
EO » S F
=" .
* e
= N e,
. Ve
L . )
i 2 \
e - S 2
v, - ! ’ ; Y
«
. ’ 1 s
.
. =
. . - o~
- » K
D N F
B . -
(- . B . _ .
v \
e x
- .t » y
B " a

O

s
~ 1
.f"
H
A "'.
. .
~
* Al
b
’
[
A
kil ]
. - » r
> o & Al
L . R .
. . R
- &, .
o , 1“ . . .
.
g A )
W(‘ » . L ,

¥eis
o~ :\,:
"

L

c

“.
o,
G
L

Qa‘
- R
0
0o
[~ INYY
m;
.5'.

e
Vv
" aaE
) PN



CEOCI
by '

IIB4

. f

TASK OR ACTIVITY: REVIEWING ADEQUACY OF DECISIONS

h

Determine unmet meeds. , o

“

LEADER S DIAGNOSTIC QUESTIONS-\

\
IIB4a

RS

How can a rating. scale be used effectively to
identify the degree of match between program
alternatives and.the criteria? .

Whaﬁ needs remain unmet by -the program selection?

What provisions for these'unmet needs will‘satisfy
their particular advocates? = .
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. 'Which group or individuals vere inlfrumnntql\4hfrocomm§nding!“f‘, 20N
s programs -or otlier materials to be selacted for meéting the - .: ° I
~identified needs? ‘ b R R
) <. : , " ) | . .\, o . T . by ". .: "%\k
. pid this group differ from those involved in‘idkntifying/( L E
the problem? ‘ S “ﬁ
\ .Yes If yas, how? -
L NO L . . . . . L3 . . i ' . . - pnxi“
. ' - ?‘ . \ [ . j " o ' ) :j
What particular features of the school and/or d;striét ’ Q
(characteristics of staff, quality of leadership, suppoxt - - .~ *
from principal, community, etc.) fagilitated or hindered . NS
the solution selection process?: ' T . ' W
- y . , N - R
Was it necessary to revise or modify the original problem - - ‘ o
identification statement in any way during solution selection? . )
__ Yes, If yes, how and by,whom? e i?
__No. . : ‘ !
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TASK OR ACTIVITY: PROVIDING TRAINING AND CONSULTANT
: ASSISTANCE TO IMPROVE EFFECTIVENESS OF L
INSTRUCTIONAL PLANNING . 3 I

-

_ Provide support for decision-making.

Al

: . | | - RN

LEADEh's DIAGNOSTIC QUESTIONS:

11Cl ‘'What tachhical assistance might be helpful to
explore the degree of match between program alternatives
agd the criteria? : i '
h j& - T 4 = ) »
g r\ 1'.4; #- -xsy,* -{ % . '
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N PLAN

FOURTH PLANNING STAGE: DEVELOPING AN IMPLEMENTAT
FIFTH PLANNING STAGE:  INSTALLATION OF DECISIONS AND - ' | &
RO 5 '

The goal of these stages is to develop //offoctive
implementation plan, organize for installation of

new program materials and assess. the effectiveness
of the new program. - /f '
/
Yo //.'
, /
Suggested Process Outcome Check: /. -

a

The outcome of these stages shoulé.be a written
implementation plan detailing who dgéé what,’when; and
how with which resources to impleméﬁt the decisiqﬁs which
have been made. Additionally, a summary of the program-
avaluations with recommendations reéarding future directions

of the program should be completed. ‘L

[~
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B IMPLEMENTATION PLANNING AND INSTALLATION OF DECISIONS
) Introduction | . R )
, Planning for implcmontation of decisions (Stage IV). LTI
Implomantaticn oé\any change, howovar larqo or small, |  §
-
roquira& that attontion be paid to a variety of details to f%
X

onsuro a pmooth tran tion. During the planning stage it

3.
ot T
SR D

is gpportant to doto ne responsibilities for manaqinq the

many dotaill omanating from a\chango o:fort.

R P T

Innuo- which will be addressed in the implamdﬁtation

5 .

section of this manual include;
« Planning for managomnnt‘of-tha implementation process

» + Planning for changes regarding porsonnel roloa and ‘ -
assignments ’ . . ' N

« Planning for material acquisitiond “and phylical
changes to accoimmodate implementatjon

e Determining criteria for evaluation

Installing the new programland aasassing affoctivoness

(Stage V). The installation of a new program is the point
’ g o

at which all of the planning and preparation baddmo operationalized. .-
It is the physical act of.doing what all involvcd had decided |

to do. o
v It is important that the effactivenell of the affort

" be assessed in' termsé of both process and pro ct and that ' §
and summative

provision be made to allow for both formatite
evaluation information Xo-ba utilizad. Further, it ig-‘
critical that an‘ongoing.monitnrinq system is operational R
so that needed progjram adjustments, mod;ficationslqr
changal occur in a timely fashion and bafora serious problems

E ~ develop. )
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Issues which will be addressed in the installation section-

of thil manual iﬂcludix '

« Installing program changes idontifiod in
implementation plans

+ Establishing manaqom.nt activities and an inocrvico
‘'schedule

. Monitoring the implementation of program plans

* Evaluation program iﬁbrovem.ntl

~
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H. Planning. for Managomont Qf the.. Impl.montation Procnll S

It can be advantageous to use a task, time and
responsibility planning matrix 80 that oaoh detail of
'tho implementation process is lpooifically a.liqnod, lthouqh
specific strategies for proparinq a qyntomatic plan will —
vary from school to school. In some schools, individuall
m,y‘proparo separate plans for the various com nents of a
progrdm which are thon consolidated into one maotor'plan;
in othér schools the planning group may complete the. plan
as a group effort. 1In aither caso, what is most 1mportant
is that the plan is put in writing, that all involved have
an opportunity to review thﬁ plan and make input for modifi-
cation, and that the total staff including adminiltrators,
are familiar with it. (See appendix C for samplo form)
Various decisions in a plan for installing a new
-program call for authoriziation and/Or clearance before
the plans can be opgrationalized. A section in the implemen-
tation plan which identifies who must approve what and
at what point can facilitate the installation process and

provide for smoother adaptations as needed.
& .

Managing the Installation-Procoss

The installation of program changes can proceed more
smoothi¥ if a comprehensive written plan for management '
exiats.. Ideally, responsibility for overall management
of the implementation is clearly established.and known to
all involved as installation begins, The specification of

the tasks which correlate with objectives of the program

o
‘
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and the nioiqnm@ﬂt of responsibilities for qhbh.ﬁdik'adn T

?rinquo;arisx/zad cohosiY.noc-bto the installation process as - :E
guidod“ﬁ} tho.implomontationlplan. The specification of thOIU'““"“ff
tasks can help staff visunlizp the operation 6! the broqram : w"é
change ~= to know :;hat our school is qoinq to look l}kc." P .~ﬁ§
‘Modifications and adjustments.can be ogpcctoafduriﬁq the Tiéé

. course of program installation and informatign on the progress o :%
of installation will.bo nondod by varioul groups. “Tho use of a‘k *fﬁ
sy-t.matic written monitoring plan (following objoctiv.l) can 'Aé
be extremely useful for assuring the, gathorinq of information __}
for these purpoao- , Dcci‘ions about who noeds what information ;ﬁ
7

for what purposes regarding tasks provide tho mo.t holpful

directives for establishing a monitoring plan ,
. ‘ . ‘- @5

1. Planning f¢or Changes Regarding Pgr.onngl Rolos‘dnd Adjustments

‘Qven though majoy changes in role and assignment are not
always necespary with the implementation of something new, some
chaﬁbéa in task,.attitude and .working arrangement will occur.
It is critical that the §1anning whickk takes place assures ‘éd_ -,
a readiness and capability for the nacéssary éhangos on the -
part.of those who are affected. Included are faqtors related
to inservice training or staff development, as well as a general
awareness of what the changes will really mean fo;‘each indivi-

- ) dual and for the total group-: R | .
o Program change may call fof new staff asbignmehts or for
modifiqatiohs in'an"existipg staff plan. Both implementation
. . and ovalﬁation will be facilitated if the written plan clearly

specifies aspignments and job descriptions foxwall . personnel
tholved. ’

1 4222{
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If qdditional_pornonnql need to be QGdcd ior the -
assignment the rthtion-hip'to existing staff responsibilities
should be clearly specified. This is also important if
particular staff members are to function: in a specializ.?
role'fqr the new program.. The f:sponaibilitigg of any .new
role, and any boundaries impdcting‘on it, need to be clo;r
to all involved in installatioh. |

-~

Program changes m}{ at times involve less than a total-
staff. An implementation plan which specifies éxactly who
is participating and in what capacity can prevent undue

confusion during installation of the program.

2. Scheduling Transition of a New Program

. A well planned timeline which covers all:tasks, events
and decision points :E;:rucial for smooth installation. The
‘more clear and specific the schedule, the easier to asles;
progress and prevent installation from bogging down.

Thé important issues in a transjtion schedulelara thaf
‘everyone know what is expected and when new activities are
to begin. Confusion around timelines and expectations will

‘clearly diminish'the potential success of the installation

affort.

'I. Installing Proéram Changes Identified in Implementation Plans
In order for program installation processes to occur
\

smoothly and according to the guide developed during

implémentation planning, each detail must be checked.

- Decisions on the allocation of existing

resources for program needs (materials, personnel, staff

255 T
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ff" dqvolopmont, qtc.) are most Qf!ici‘ﬂt'it'm‘d_'lYlﬁleticilly-fjm-mﬁéﬁf
, . for the ontiro inntallation oxpuriencc. Varioun funds are | ‘t_;}
;‘ oftfn used to lupport tho installation of & new progrum.w Th. -,,-ngé
implomentation plan should identi thoco varioul tburccn of. ii%

\ funding whioh may lupport different compononts of, thu proqrum.' tféﬁ
"If program changol are lupportod by outlido fundinq. th. lfﬁ

idontitication of ro-ourco- for continuing the proqrum is an ‘ﬁg
important factor to conlidor from the start of plnnning. R f%

Unless budget allocations to support the Qnow program are oought f{f

early and the commitnont of “hard" funds firmlylootabiinhod, ,_' ?

programs tend to disappear when outside rocourcos are exhausted. . 'F%

1. Purchasing Materials . ' | | o

L oal e
T &S

e After decisions have been made as to which materials

are to ba purchased, the primary issues to be rosolﬁod ife

PR
PR

P
R I S-S M

_ - budgetary considerations -- which budget? what catogoriol?, ';_w
- and the lead time required in' order that all mgteriall will |

have urrived, will have~been pro assed and are ready for use

., when the staff has need of them. Assignments of responsibility

for this effort should havo‘beén made during the implementation
planning. ' K |

It is imperative that nécessary materials and supplies be
available and accessible to staff as the Qrocesa of installation -
begins':— It is also importnnt to assess what already exists in

the school in order to AVoid.unnecessary purchasing.
2. .Planning for Material Acquisitions and Phxsical Change
to Accommodate lmplementation

Materials need to be ready and any facility renodeling

needs to be complete at the.time a p}ogram is to be implemented.

e A ¥ o
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3. Arranging for Maintenance and Supply =

e

It is important to have a -y-tcm iutablinhod whdrbby
materials and supplies are maintainod in adcquato quantity. |
Specific allignmnnts for monitorinq thc lupplioi and materials
and for assuring adegquate stock will prgvont a grcat many

problems. _ :
While it may be nocossary to. provide individual clallrnom
sots of sone non-conlumablo materials, the use of a centralized

system -for consumable materials can prove co.t-offoctivn and

efficient if managod properly.
4. Organizing_hcccll to Materials .

A common pfoblem experienced during installation
efforts is that of having all of the nesded materials and "
suppiies on hand but failing to’iltablish the'procodurol
by which to' make them accassible to the staff. Whoﬁﬁor
matdrials are to be kept in a central area or in the ' . éE'
classrooms, the important issue .is to be sure cvpxyonc knows - . fﬁ

where the materials will be, how to obtain them, and the

procedures to use if supplies get 1ow;¥

5. Determ{ning Criteria for Evaluation

Before plans are made for implementing a change, it is\
important thqt.the criteria are established by Whichgggggeas
will be measured. Realistic qroup,develéppd and supported
evaluative:critaria wfll go far to assure that m&nitoriﬁg
apd end-psiﬁt evaiuatiqh efforts are viewed as positive,
important parts of the installation process. Failure to

eséab;iah written criteria for evaluation prior to the

actual installation of a program will make it very difficult

~
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. changes or adaptations in the program which may need to be

to make positive use of evaluation data. This, in turn, weakens

any argument for future program modificatioms.

Effective monitoring information cah help leaders forecast

made in the future.

The'instructional improvemnnt)procoss is, in roal%;g, ,
somewhat cyclical r;ther than linear. Predigtiona about
"next steps" may be formulated once the installation of a
new program has_bodhn;‘suéh forecasting keeps the staff moving
toward‘their "jideal" school situation. .

As deta?&ed plans for managing and monitoring the
installation are developed,Iprovisiqp_needs to be mide for
dealing with problems that may arise. It is hélpful to ;pecify
a person (or committee) gwho has the ¥esponsibility_and authority
to serve as “troubie shooter;" small probi@ms may b; pfavoﬁtod
from beeoming crises if‘action can be tak;n without undue*~f”““:
delay. _ ' \

Contingency plans for dealing with possible problems
areialso helpful. For example, alternate appr&aches\for
coping with late delivery of materials, schedule changes, etc.,
can be identified at the time written glanbx;rg developed. It
is not reasonablé to plan for every potential difficulty but
school persdnnel can usually predict possible snags for their
particular situation.

As the instalLatfon experiénce proceeds, formative eval-
uation data should be providing feedbaci on modifications needed
that enable the new program to besp meetmthe school environment.
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Modifications that may bo roquirod as tho now program.bocomon .

routinizod can alao be prodictod. oo

J. ~Support System R AU TR

'People involved in any lavel of change offort“ﬁiod both . LT . :;g
technical and psychological support. Support syltom- can bo o '5;ﬂ
internal to the school district. or may include outsido ’ . ”i
agencies that can meet particular needs. An installation ’ | *t
experience can procccd more smoothly if- proviaion is made N
for identifying and rasponding to such needs. g

l. Staff Dovolqpment

13

Many program changes call for staff developmont aotivitios
so that participants gain neceasary skills and knowledge ‘

prior to initiation of installation. Staff development o

‘activities may be helpful at various points’ throughout the
~installation oxperionce and the: provision of such assistance / i

can be a means of assuring support for staff.

LN

2. Staff Support System .

staff involved in chande'efforts tend to seek psychological
support from cohorts. A systematic design which provides

‘teachers with feedback, opportunities for sharing feelings

and problems and which promotes a sense of togetherness and

_reward for the risks involved is even more helpful.

It is important to plan for assessing indications of
the level of tension demonstrated by staff regarding program
changes and taking positive steps to meet needs promptly.

‘Lavels of tension will vary at different phases of the

installation. experience; prompt response to needs which
generate high tension levels can prevent escalation of such

&

- feelings.

A major aspect of the installation of any new program
which may get overlooked in the implementation planning
stage is that of meeting the psychological neads of those
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who are expected to change thqi:"way;gf”doinq.thinqg.;rlhg' P

risk of failure in new aotivitio. and the risk of losing T
R
the psychological support built into a system in which ltlff ”“m_fé

had bq‘h successful are pqlqiblo gonloquoncon of thc qxpoctod

chanqol. | . 1 _ -
) Some of the factors the proqram planner will want to
consider are: : . 5 N\ - .

"+ Developing new patterns of-séudont-pohqyiors , ""H

4
-x\‘,
™

‘Q\;f e Rnwuféi for chqnqun to new directions
§ N . Developing new form(,'puttcrnl of behavior y
o, . Building language for tholn.w,progmam- - qé
. . bovoloping teacher advocates and téacher leaders _//f

e
K%

. 3. >Communication

b3

Varioui people and groups have an “interest in the content
"and prpqxoss ogﬂprogram changoﬂa ystomatic plan for keeping
pegple infogmedﬁcaﬁ’is;uro general support for the uffort?

Presentations?ht board or other school group‘mcctings,

- articles in 1ocal papers and nowslotters provido means for
assuring that gpmmunity and parent groups are awaro of tho
purposa and progresalof the program change.. Community support
and involvement is of graat importanco; éheso won't be gained
if community members are not made aware of what is happening.

It is helpful to havo a plan for informing students of
program changes and how th‘y will be affcctod by thoso changes..
In some situations, a student advisory committee that_allists
in providing feedback for monitoring and evaluating progress

. c
of the installation can- be advantageous.
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Individualn partioipatinq in tho chaﬁﬁo .ttort may w@-i 1'Ti:
‘be so }nvolvod with thoir own rcsponoibf!ltiol that thoy R o ’ﬂg

'louo niqhthof proqr.-i‘boing m;do in tho ov‘rnll 1nltafiatibn riﬁg;mj
?proco-s. A plan tor nllurinq opon‘oo;muhioation nmonq f, Qfﬁgkg
Participint-. particularly one inclﬂding‘comh~modhod for ;“;O [j' %g

| vi-ually dopioting proqronl, is. both prdﬂuctiyo and 'f. \ -ry*nﬁ
| lupportivo. o ,'f_, LT ! '“ | g»'“ ‘ 1 . i".;
School ltnffl ary partioularly intoroltod 1n thg change - ;\j | i@
offorts of othor lchOOll witpfh thely own diltriot.' Ideas ﬂﬂ ;é
for communicatinq information about what thq ohango prooolii f;-‘; “;ﬁ
has poon, the program changnu boinq implom.ntod and the '_ S 3‘;;
proqraaa of tho'instalLatidn can bo potontially unoful to - %E
the otngr schools. . ) K | %3

The sharing of information about the program changol,

.....

can genorate the support 6saontial for inltitutionalization \fﬁ, "5

of the progtam‘

Making,it Stick gRoutinization) L ";
Thers are'a’ numborfof factors t6 be conniderod it a J“5$T ‘;

new program is to become a permanent rathor than tomporary |
part of the total proqram. R R n T T

pooific pldnning-for'institutiOnalizing the new
program -- ang the group problom—lolving approach to nchool
improvemont ~-- can be initiatod as the 1nsta11ation procoods.‘
Policies and quidalinos which will support permanance of the
YL

new program can be idontifiod, or developed, At this timo.

Many porman nt items {n_school budgetl ate ited to anoh
\ ‘ . . _'
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guidolinosg pl&na whiph lead éo transfer of the new program ;
from "soft" to "barﬂ",rﬂrourées.will assist inatitutiohaligg-
tion '% h - | ' | B

0ld programs must be phaaod.ouﬁ beiore\a ?gw program.can
!bgcom;'perhanent. It is helpful to plan for ;emoval,ofi
éatérialq not applicable to the new program and eliminate
policies difected-toward maintaining the old. Organiihtional
structures which supported the old program should bo'modified
to suppoft the new program. *

Ip summary, it is important that im‘moptqtion ;;lanning
be a déliverate,_systematic process. It is eqqaliy important
that tesponsibilities and the established timelines for the
accomp;iéhment pf the assigned tasks are clear to ?veryone.
Implementation pianning and the ins#allatio;qz; a{hew program
is an‘ongoing process yhich,.Like the problem-so}ving process,
is rarely linear. For this reason, the previous discugsioh
gddrgésed both»stﬁges; the workbook sections which follow Area

divided into identifiable stages énd°steps for purposes of ,

specificity and clarity.

/



STEP 11:

PLANNING FOR. TMPLEMENTATION OF DECISIONS
o Planning for uanaqcmont of Implomintation
' Pracblu

o Planninq ‘for Changon R.garding Poroonnol
Roles and Alliqnm.ntl : :
Planning for Material Aoquicitibnl nnd ‘
. Physical Changes to Accommodate Implementation

* Datermining Criteria for Evaluation .
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IB3

¥ ] ’
; ® s

b

TASK'OR'ACTIVITY: CLARIFYING WORKING RELATIONSHIPS WITH
DISTRICT ADMINISTRATION , °

P

Explore impact of program changol on. oxi.ting practiool K

and procedures.

mea $ DIAGNOSTIC QUESTIONS: | | )

. &,
IB3a - Havo;now rolos, matofiala and lchodulol been dof!ncd
in writing? Have they been cloarod with proper

authoritios? . _ '
N ] . AR ' ,
N
H v
‘\\ “
|



- (Include procedures within tho distriot, but cxtcrnal of
.the Ichool)

ilgre s

covgnnaﬁcn/unuacnunni

NOTES;

What are the steps for approving any am changes
resulting in the u.lietion of new Pro§§%§;E:E§E¥%§;:

Steps to be Taken Initiated by Approvdd,by
' (Indiv. ox Grqu) : -

L., | « e £
’. .

4 . o N L

4

SR
Cagd
R
o
g
o
1

+ PR .
P

.
'y

~N O

4

Which of the following planningrecqmmnndationl need to be S N

. approved-at the district level

Needs assessment )

Site-specific problem statement and goals and objcctives X
Selection of program alternatives L
Program implementation plans ' » L

= 111

what point is this district approval required?

‘Upon completion ot site-specific problem statement and
development of goals and objectives .
.Upon selection of a program alternative

Upon completion of program implbmontation plans

Othor (identify) 1

11
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TASK &R ACTIVITY: ASSESSING THE IMPACT.OF INSTRUCTIONAL
- ; - -TMPROVEMENTS ON DISTRICT ORGANTZATION

. ) \
Determihe how thesae activi‘ios will be intcgratod with
other district activities.

LEADER'S DIAGNOSTIC QUESTIONS: ’ Q

IB4a Have the .advantages and disadvantages of a pilot .
effort been explored? 'If this is to be a pilot effort,
is where a long range plan which identifies the
developmental sequence for making it part of the regular
program and is there a commitment to this long range
effort? .

v

. What are the implications of ‘the selectod alternative.
for district-wide use? .

‘~ -
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5
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\ GOVERNANCE/MANAGEMENT . -

NOTES: . . | .

- If co uniéf‘m;nbnrn-havd'boon'nnﬁinnron'ﬁhn-pianninbféinﬁp
' during the needs assessment process, how will they continue

to be inwolved as hew instructional program matex: alt and
téchniques are implemented? . ‘ e

"""~ How much organizational chang_ will be required to implom.nt
the selected solution?

' . ‘\‘:“S(

__ No needs for change are evident at, thil time TR
__ Minor changes may -~e dosirablo, but not crucial ,ﬁ?
__ Some changes may be necessary to: o;foctivoly implement R

» the solution - : S 1
Changes in organization are erucia to the success of o
ghthe solution _ , o

~ Other (explain) .

o L _
: v T
! '7 . .'l..('

If changes are desirable or required, what can you do to
assist in developing these changes?

o e
Tl Lt

What role is played by each of the following in implementation
planning?

B 4

Planning Group: . | | )

Teaching Staff: o | )
P Principal: _ Lo
% D;gﬁrict Coordinator:
Superintendent:

qpther Central Office Administrators:
4  School Board: "’ '

= Outside Facilitator: ;;1
Other:' ' |

What “are the steps for approving the implementation plan?

23
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TASK OR ACTIVITY: ESTABLISHING AR SYSTEM FOH MANAGEMENT AND

MONITORING THE PLANNING ACTIVITIES

Develop an implomontation management syatom and plan for
monitering.

LEADER'S DIAGNOSTIC QUESTIONS:

IC28'

IC2b

270

What is the mgnagement system for implementation and
is it in place? x

-

What will the implementation brocesé involve And how
long a period of time will the process take?

] .
Are check points and evdluation built into the plan?

How wilL plans be developed which will insure institu-

tionalization of the improvements?

‘Who will assure that individuals assigned to implement"

the plan are. aware of their responsibillties?

Who will "trouble shoot" problems that ‘may develop
during the planning or implementation stages?

How will ptrents be notified so they will know why
changes are being made and how they will be affected?

What new skills will teachers nééd to learn? How long

will it take to learn them?  What evaluation should be

implemented at the same time?

B A T
*’\» a-

i
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GOVERNANCE/MANAGEMENT

NOTES :

Attach a copy of the written implomhntaﬁion plan.

I boliovo the writton implementation plan has ‘adequately
addressed the questions of who, when, where, how, what,
- with what resources.

Yes )
~ No If not, what portion of tho plan needs furthor |
refining? : _ .

More specifically, I believe the written pian-adoquatolx
addresges the following: : :

__Yes __ No __ N/A Physical arrangements/requirements &

__Yes _ No __ N/A Attitude and value perspectives L

(neacessary to support practice) -

__Yes . No __N/A Role and intarporsonal relationlhip. e

required ~ R

___ Yes No _~ N/A Expectations of atudcnta 2 .
Yes No N/A Integration with other activiticl/programs

No ~_ N/A Management and administrative thuiromants b
(record keeping, testing, scheduling, o .
screening, coordination) g . i

Yeas

If not, what steps do I plan to take to insure tha& the plan
addresses each of these areas?

Attach.a statement of unmet needs.

Who will have overall roaponsibility for carrying out the
implementation plan? - . )
A\, L J

If community members have been active on the planning group
during the needs assessment process, how will they continue

to be involved as new instructional proqram matsrials
and techniques are implemented?

271
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IC3

TASK OR ACTIVITY: CONDUCTING PLANNING ACTIVITIES ‘PJ

Clarify overall group planning procedyres and facilitate
processes. .

LY

LEADER'S DIAGNOSTIC QUESTIONS:

IC3a ' What plans are being developed to incorporato the
improvements in the overall district instructional
program and administration? '

’

Has the implemantation pian been developed in ways
which aret responsive to diagnoatic questions listed
under IGE of Step 4? (See page 1

IC3Y What has been done to assure that everyone is aware
of the range of responsibilities and expectations
regarding program implementation?

Are there individuals who need further clarity regarding
their own responsibilities?

272
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No If not, what might you do to oncouraqo furthor
consideration of this factor?

1

GOVERNANCE/MANAGEMENT
NOTES : o
S Do you perceive the success criteria {or student .achiavement fi
w as ‘1dentified in the implementation pl to be adequate? ﬁ%
Yes . _ ) %ﬁ
5§

=3
i

-

<
AN

Approximate numbor of mnotinqt of the planning group up
- to this point.

———— '
Approximate average attondénca at each of these meetings. - .‘ﬁ
Approximate number of hours at each of these meetings. _ | )

_ What is your ovgrall agssessment of procedures u;od up to date?

L Everything is going smoothly |

Some problems, but satisfactorily resolved

Will be all right if some minor changes can be made ' .
The prognosis of success is not good without changos

NN

If either of the last two: what a%®s the obstacles and what .
will you do to explore alternatives? N

[ 9 8

How would you describe your involvement in the assessment
process up to this point? (Check as many as appropriate)

. Available as needed ___ Participated in assessment

___ Regular participation to _process the same as planning
keep things moving group members

___ Worked primarily with __'Made several puggestions
district coordinator to facilitate process

___ Worked primarily with _ Served as a leader of the ‘
other central office person planning group

Other (explain)

273
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TASK OR ACTIVITY: DETERMINING COMMITMENTS AND DEVELOPING
INTERNAL ADVOCACY

-

3

Expand awareness of the implications of implementation.

LEADER'S DIAGNOSTIC QUESTIONS:

IIA2a ~What has been dong to assure that the staff is
. adequately aware of what the classroom/school
will look liko when this new program is implomontod?

© A
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- KNOWLEDGE/SKILLS/ATTITUDES . . . . .

NOTES: - -

Is adequate consideration boinq gi?on to plans for making
all teachers aware of the potential of the solution selected?

YCI, planninq for this is in progress :

—_ The need for this planning has been dinoun-.d
At this point little, if any, attéention has been qivon B 30
T to the need - SN

LI

!
%
N
nx
i 4
'8

ey
1N

. what specific kinds of things can you do to assist the

staff in becoming aware of the potential of the lolution - o
soloctod for meeting program needs? - -4

’

What are your porcoptioﬁl of the enthusiasm for the decisions,
that were made regarding solutions to the identified probloml?

R R
ST b
R T N

Staff members are onthuniastic about the potential of
solving their problems with the solutions available

- While some’ staff members are enthusiastic, others are not
The ovarall reaction of the staff is that this will - t
'probably work as a satisfactory solution v |
This solution is accepted as the best available, but _ -
not much enthusiasm is evident - k
Other (explain) 4 N

P Farim ~

LA
A,
- e

-

Were 411 staff menmbers who are affected by program changon
.involv¢& in developing implementation plans?

Yeé

__ Maybe .

__No" If not, what is the potential impact of non-involvement
of some staff members?

’
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TASK OR ACTIVITY» COMPILING INFORMATION ON EXISTING PROGRAM

.Summarize progress.-

LEADER'S DIAGNOSTIC QUESTIONS: ' | .

IIB2a .Who is going to review, summarize and clarify the

progress to date?
I -
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TASK OR ACTIVITY: REVIEWING ADEQUACY OF DECISIONS

£ K
[

Assess adequacies of goals and- objectives.

LEADER'S DIAGNOSTIC’QUESTIONSz

IIB4b Are problems emerging because of lack of clarity of
- the. goals and objectives which were developed

earlier in the process? How can these goals and
objectives be reconfirmed?

&
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.. - XNOWLEDGE/SKILLS/ATTITUDES , . . ... .. . .. . ... __

2

' PR 5,
NOTES : S C - o | :

.

-

‘Which of the .oloction‘crito:ia ware mogt influontial
" in selection of a program alEcrnativo?

R g

kYl

VA
b
3
W
A
Vol
:
Y
L
P
.
L]
K
Can
W
A
L
!
.
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¥
B

! U

o 5

How consistent was this with the establishod goals and e P
objoctives? h S
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I1C2

| PTASK OR ‘ACTIVITY: PROVIDING TRAINING AND CONSULTANT
_ ASSISTANCE RELATED 'TQ. PROPOSED - .
INSTRUCTIONAL PROGRAM JJANGES

) -

Forecast inservice nedds.

(24

LEADER'S DIAGNOSTIC QUESTIONS:

IIC2 What knowledge, skills and strategies will teachers
need to learn?

what options exist for providing needed inservice?

-HoQ will administrators be involved in staff
development in ways which will help them support
the new program directions?

\x ——

v ™.
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0
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XNOWLEDGE/SKILLS/ATTYTUDES

NOTES:

Doss the staff impacted by the plans haffe the noqinaify'
competence to imp}omont the solution arrived at with a
reasonable amount of inservice?

__ Yes
___ Maybe . .
__No If not, what provisions are being made for inservice?

» . ) ] | . | . . . . :ﬁi“
Have inservice needs for implementing selected progr ¥
materials or instructional techniques been 1dentifie | .
__ Yes r
—_ No
List any.apparent needs for inservice. -

-
( L
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TASK OR ACTIVITY: ESTABLISHING AND IMPROVING INTERNAR AND
EXTERNAL COMMUNICATION CHANNELS

v/

Improve communication with dther groups within the school.

(9

\ -

LEADER'S DIAGNOSTIC QUESTIONS:

IIDlb - How will school board, parents and the community be
notifiaed so they will know what changes are being
made, why, and thé effect of these changes?

- i
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KNOWLEDGE/SKILLS /ATTITUDES

e my

NOTES :

How and when will the community .learn of any program changes?

v
as

t.
"'

Who on the ﬁlanning group 1s responsible for insuring
‘that public relations needs aré planned for and carried out?
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ITIIB1

TASK OR ACTIVITY: SEEKING TRAINING AND CONSULTA&T SUPPORT
AS NEEDED ~

T

Explore availability of inservice suppoxt.

LEADER'S DIAGNOSTJC QUESTIONS:

ITIBlb -What resources exist for providing staff developmeﬁt?

284 : -
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TASK OR ACTIVITY: PLANNING FOR MATERfAL RESOURCES NEEDED
TO IMPLEMENT CHANGES U

Forecast budgetary needs for program installation and
maintenance. .

LEADER'S DIAGNOSTIC QUESTIONS:

ITIC3 What budget planning has oc¢curred in order to
sustain and support the new program?

‘Has consideration been given to the need to shift
from "soft" to "hard" funding?
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NOTES : S ; %
:f\ ' What is the planning group dging at - this time -to relate
the implementation plan to t e overall budget planning in i
the district?
\ Who is responsible for seeing thht the above takes place? '..“h§
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STEP 12:

INSTALLING PROGRAM CHANGES IDENTIFIED IN
IMPLEMENTATION PLANS -

i’thchaiinq Materials L
e Arranging for Maintenanceland Supply;

e Organizing Acceél”to Materials

.\

: o

* Scheduling Transition to New Program
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IC2
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TASK OR ACTIVITY: ESTABLISHING A SYSTEM FOR MANAGEMENT AND

MONITORING THE PLANNING ACTIVITIES

Monitor the installation process. ‘ :

LEADER'S DIAGNOSTIC QUESTIONS:

IC2b

' Are structural changes complete? Does everyone

who has bean assigned responsibilities havejia job
description, or agclear understanding, of the ‘tasks
they are to perform?

Have key. persons met and reviewed the implementation
tasks to be certain there are no miaconcepgions of what

"is -to hapben? :

How is the process ‘of iﬁstallation, including descrip-
tion of problems and successes, being documented?

‘y
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GOVERNANCE/MANAGEMENT .-

NOTES: o "

Do teachers have scheduled planning time for installing
program decisions?

Doas a planning group exist for this activity?

Does the principal provide direct leadership for thll
planning? ' o

How would you describe your rola in the diltrth during
the initial stages of implementation of the solution?

- , | 293
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TASK OR ACTIVITY: DETERMINING COMMITMENTS AND DEVELOPING

INTERNAL ADVOCACY

1

A

, Y

Provide encouragement and support - for participants.

¢ LEADER'S DIAGNOSTIC QUESTIONS:

IIA2b

¢ L
'What steps have been taken to assure. staff reaceive
support and encouragement for the efforts expended?

What support system exists to assure the freedom fo
the risks inherent in change? e :

»

.
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TASK OR ACTIVITY: PROVIDING TRAINING AND CONSULTANT
. ASSISTANCE RELATED TO PROPOSED
INSTRUCTIONAL PROGRAM CHANGES’

_ f

Meet the training needs of éeachers. -

LEADER'S DIAGNOSTIC QUESTIONS:
IIC2 How can future needs be forecast and/;;eliminaryr
plans developed? ™~ .

What are the alternatives if requests for help cannot
be satisfied with existing resources?

-~
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‘TASK OR ACTIVITY: ESTABLISHING AND IMPROVENG INTERNAL AND
- EXTERNAL COMMUNICATION CHANNELS

~ .
o

N

Summarize expofiences and confirm progress.

LEADER'S DIAGNDSTIC QUESTIONS:

~

IIDla How can the progress of implementation be made more
visible through charts, displays, progress reports,
etc.? ‘

What procedures exist for keeping parents informed
of progress being made?

&
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NOTES : . \ |
Eb staff members Qho will ﬁse the newly selecteg prggrdm/'

materials ‘have adequate awareness and understanding of
these program/materials to make installation effective?
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TASK OR ACTIVITY: ANALYZING EFFECTIVENESS OF EXISTING
COMMUNICATION CHANNELS AND NEW
" COMMUNICATION EFFORTS

Monitor communication activities.

LEADER'S DIAGNOSTIC QUESTIONS:

IID3 ‘What information do studepts need regarding how changes
will affect them? How wi they get this information?

What will be done with infoimation regarding
implementation progress?

300
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TASK OR ACTIVITY: ESTABLISHING A SYSTEM FOR MANAGEMENT
AND MONITORING THE PLANNING ACTIVITIES

\ .

Aag w.r

Monitor the program installation.

. LEADER'S DIAGNOSTIC QUESTIONS:

IC2b .Who is monitoring and QValu@ting the ongoing work
N to determine that the installation plan is being
' followed and is effective? What procedures are
being used to do this? ‘

Do any record forms need to be altered? Modified
or reworked? Simplified?

306
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' TASK OR ACTIVITY: ESTABLISHING AND IMPROVING INTERNAL AND
- EXTERNAL COMMUNICATION CHANNELS

Provide feedback on process. - | . .

e e A i g -

LEADER'S DIAGNOSTIC QUESTIONS: .

IIDla Who is to receive which information and in what form
for what purposes regarding installation progress?

\

e
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TASK OR ACTIVITY: DOCUMENTING AND COMMUNICATING INFORMATION
l : 3 .. ON PLANNING ACTIVITIES _ .

5

=

Maihta_ixi retords of progress..

LEADER'S DIAGNOSTIC QUESTIONS: L

’ A
\ »

What «additional or special records need to_-lfe}k,ept?
Why S - | ~

oM e
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IIIBl

TASK OR ACTIVITY:

%

SEEKING. TRAINING AND CONSULTANT
SUPPORT AS NEEDED , ¥

Review effectiveness of inservice support:

«

t

LEADER'S DIAGNOSTIC QUESTIONS:

IIIB1b

\ -

-

\ ’ N s

'Could support for instructional improvement be.

énhanced by helping the district'establish or

maintain a° network ‘relationship with higher -

education or other organizations?
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STEP 14: -MONITORING THE _iMPLEMENTATION OF PROGRAM PLANS
> ~ e Conducting Routine Monitoring'ahd
Administrative Reporting
e Making Decisions on Program Adjustment
" based on Information Gathered: '
. . * i * ‘I.
] e Conducting Needed Documentation and Anplysis
for Assessing Program Effectiveness
. >
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IIB4
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3

TASK OR ACTIVITY: REVIEWING ADEQUACY OF DECISIONS

»

Review progress and modify plans as -desirable.

_LEADER'S DIAGNOSTIC QUESTIONS:

Is the program addressing the problems which were

IIB4b
~identified by the planning group?

What program modifications are teachers suggesting -
now that they are trying out the new program?




- KNOWLEDGE/SKILLS/ATTITUDES
~ NOTES:

What ways have newly selected program/matemials been
" -integrated into the curriculum?

"As is" as a supplement to .the oxisting curriculum

:: "As 18" to replace materials/components of- tho oxinting

curriculum Jﬁp
Adapted/modifiéd prior to boing usod as plement to
the existing curriculum

_Adapted/modified prior to being used to re laco
materials/components of the existing currIcqum

Other (describe)

.

What parts of the original configuratiOn of the proq;am/
materials were changed? _

e
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t , et - — A n - -
. |''ASK OR ‘ACTIVITY: PLANNING FOR' THE STAFF AND SUPPORT.
: e . QPERSONNEL_TQ -lb_iP'LEMENT CHANGES - '
| . _' 3 _;{ o
Facili'tat_:'e changes in jbb Xssignment's.. -
' LEADER'S DIAGNOSTIC QUESTIONS -

- IIIA3 Are there any further changes indicated for job
assignments, roles or staffing? + What plans Have
been developed for these changes?
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STEP 15: EVALUATING PROGRAM IMPROVEMENTS
-3

Preparing Formative Evaluation Reports for
Operational Program Planning '

Preparing Summative Evaluation Reports for
Administrative Program Planning .



IC2

TASK OR ACTIVITY: ESTABLISHING A SYSTEM FOR MANAGEMENT
AND MONITORING -THE PLANNING ACTIVITIES

H

1

Review process.

LEADER'S DIAGNOSTIC QUESTIONS:

IC2b  What modifications occurred in the process steps
for installing the program? What were ‘the reasons for
" these modifications? ) .

What were the obstacles to maintaining schedules?

b4

f)c. ) Ty
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IIB4

L.

TASK OR ACTIVITY: REVIEWING ADEQUACY OF DECISIONS - .

. N\ ]
Assess effectiveness and\%mpact of process.

\

\
L

LEADER'S DIAGNOSTIC QUESTIONS :

IIB4b What program changes occurred as a result of
© _information collected during installa;ion? '

Wwhat are the indirect results which cauld be
credited to the program changes? (Unanticipated
outcones) . J s :

q/'
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IID3

TASK OR ACTIVITY:

/

(Y

)

ANALYZING EFEECTIVENESS OF EXISTING
COMMUNICATION CHANNELS AND NEW
COMMUNICATION EFFORTS

Rl

Raview attitudes regarding program changee. . . 3

LEADER'S DIRGNOSTIC QUESTIONS'

IID3

330

What was the profile of attitudea of students,

teachers,

dministretors and community at different

stages daring installation?

What impact Qid these ettitudes have on’ program

direction?

-------
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AN

OR IZZNG QUESTIONS AROUND GOVERNANGE,
NISTRATION, MANAGEMBNT, LEADERSHIP

" IAl i L - : . . B
| - | AR
What legi-lhtion, guideéines, neqotiated,aéreementl or ]

other mandates do wQ\neeaﬁto be aware in the planninq

proceue? _
To what degree is the propoeed/p anning motivated by these ‘
. mandates and how.do they affe¢t the planning procemr :
4 . . - . . - »
IB1 . ///// T ' ' \\ |

What is envis offed by the administration to be the outcomes
of the prop ed planning activity?

What %nrameters are operating and how much‘freedom\QQQs
the .planning group have in working within these paraﬂaterl?

- 182, o - _ SN
What is the administrative strhcture bf'the'district and how
do key people operate within this structure to-:control,
direct or provide leadership for district. activities?

"IB3
f 4

. What are the dynamics of the interaction betwee he administra-
tion ‘and ,the planning group?

How can the planning group be organized and operated to work ¢
~ _-effectively with the- school administration?

-

IB4 oV

What will be the impact of the planning process and the resulting
instructional changes on the organization and administration )

of the school? . _ .
Icl | *
\ . Who will provide leadership for.the planning procees? .

-

How will this leadership change in planning the implementation
. of a decision for instructional chianges?

o ‘ .

337
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IG2

What management system oOr operational plans will be utad for
planning and program implementation?

Ic3 - S

what kinds of activities will be carried out to make .the process
go more smqothly?k ) L
4
/’, L
. 7 :
rd ‘;. t
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: ORGANIZING QUESTIONS. AROUND KNOWLEDGE,
‘ [ SKILLS, ATTITUDES -

c’,' | /, \ . . .
IIAL .

What .are th&'métivations and other. factors dffocting'the

.climate for instructional improvement planning at this time? .

, | . . ‘ . ‘ ‘/\' .
IJA2 . a : o

‘What is the commitment to instructional improvement and how

-

; h

/'can you maintain 7E~_ihcreaso this commitment? N

IIA3

How does the philosophy of the district or school influonce

. the instructional planning process?
ot : .

L4

IIA4

4,

‘What will be the impact of tlese instructional improvement
efforts q9 various staff members?
I1IB1,

What orientation needs to be givgn for this planning activityﬁi

IIB2

What do we need to know about the existing instructional
program? )

.What is the best way'to get this information?

IIB3 - o ' o

Wwhat do we need to know about edgcational alternatives available
to improve the instructional program?

o | .
IIB4 ; . C

]

How well did oyr decisions relate to the needs and problemS'
.being addtessed?

. i "
R . . " - .
. .
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IIC1 | -

What training and conlultant assistance is noedod to facilitato
the instructional planning? g

11C2
\

What training and“dohsuit&né assistance is needed before the ... .-
propo-od program improvements can be cuccoltfully 1mp10m¢ntod? e

What training and consultant services will ﬂe needed to maintain
the program improvements?

' . . ~
N - ' S - |

IID1

-~

Wwhat is the adequacy of exiiting communication for supporting
-the planning activity and insuring instructional changes will
. be effective? ) .

»

IID2

what 1mprovements in existing communication pattorns are needed
and what new communication channels should be developed to support
the planning activity and insure instructional changea will be

. affective?

IID3

Ead

How will efforts to improve communication be assessed and
maintained?:

n/




. ORGANIZING QUESTIONS AROUND HUMAN
. AND MATERIAL RESOURCES

‘ -

ITIALl . - _ o —
Are approprintc pooplo with tho needed knowledge and lkilll

. available for the time required to carry out instructional
planning and to implement new program directions? -

IIIA2

. . 1
Will job changes be required to implement instructional
improvement? _ : _ oy .

Are additional persons needed to implemenﬂ”inltructional
improvements? :

IIIB1
How can- we forecast needs foF assfdtnnce?

-
A}

IIIB2 I : : | o
How much and what kinds of staff development are needed?
How will¥this needed snaff development bé provided?

¥

~

ITIC1

. < L
What resources are currently available for instructional
improvements? ., g

ITIC2 ' : S N

What additional fesourcps will be needed to i@glomcnt the
instructional improvements decided upon by th planning group?

- ]
IIIC3 °

How will the instructional improvem.nts be maintained once
they are installed? :

<
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| ACTIVITIES RELATED TO GOVERNANGE -~ . - -
' AND MANAGEMENT (LEGAL) - ST

-.‘\l. i - . . -

IAl o
f Clarifying 1agillqtion\ and obher mandates affecting instrudtional

i planning. _ e : .
a. Reviewing any legislation or state o federal L

_requirements which impact instructional planning

b. Reviewing any board policies which may impact .';
) instructional planning B ‘ ‘ :

c. Reviewing any administrative mandates or guidelines
which may impact instructional planning

- d. Revi}wing any negotiations procedures or » -
agreements which may impact instructional planninq e

a. Negotiating agreements and reviewing any constrainta
related to the use of outside consultant or project -
assistance

f. Monitoring for any potential conflicts between
activities and recommendations of the task force
and other requirements \

IA2

Establishing guidelines and directives for installing new
- program directians. G _ \

IBl = -

. Clarifying directions/and parameters for planning\activities
- and proposed instructional improvements.

a. Determining'goals, directions and worh plans )

b. Determining degree of freedom for planning gfoup e
to function within the established work plans - ’

IB2 ' I =
Clarifying the administrative stfucture for planning. ‘

a. Reviewing the structure of the district

~ ' Vg -
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2N

~b.' Exploring the nature- of the formal organizational
- 'leadership _ .

4

c. Exploring the{nature of informal leadership=

~

183 o ‘ ,
Glaritying working relationshipl with diStrict administration.

- a. Reviewing the climate of support for the proposed
‘ planning effoft . .

‘b. . Identifying existing practices, procedures and
prOcesses to he foliowed, A .

el .Exploring the roie pf the planning group

Wb
) .
~ - . - s
- . * *

IB4

ASSQSSlig the impact of instructional improvements on district '
organiz ion. . -

o - N -

a. Determining how these activities will be integrated
w1th other district activities

b. Organizational changes necessitated by instructional ‘
chfanges .

<. o

ACTIVITIES RELATED TO GOVERNANCE
AND MANAGEMENT (LEADERSﬁlP/MANAGEMENT)

ICcl I o o ..

N

'*Clarifying leadership and management résponsibilities for planning

a. Identifying instructiohal planning ‘group leadership

b. Establishing instructional planning management
’ - . ] '

. 1 J
I1C2 -
Establishing a. system for management and monitoring the planning
activities.

a. Developing a management system

A}

b. Managing and monitoring the instructional planning }
process '

, X : v
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ey o \
Cénducting planning activities. ' : Lo

a. Ciariffing qverall gfbup planning proc dures

b. Fagilitating group processes ' ,

. [ 4 .
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B ACTIVITIES RELATED TO xuownsocs, -
e 'SKILLS, ATTITUDES '~ : '
" (A’I‘TITUDES ' VALUES OPINIONS) - .

Tl e e

4
\

JAeqesaing .the -reasons for change and the lenue of opportunity

for making ‘changes at .this time

[

.a. Assessing individual motivations and perception-
_ regarding inatructional improvement

.b. Assessing the climate for change at thil tim‘

c¢. Clarifying issues .

ITA2 | ‘ . _ .

Determining commitménts and developing internal -advocacy.

AS 1
\

a. Expanding awareness
b. Providing encouragement and support for participantu

c. Fostering commitment and ownership

B3

- -

IIA3

>

Reviewing E:e digtrict ‘philosophy.

a. Determining formal or adopted ppilosophy
- b. Exploring factors inflnencing implementation of a
school_philosophy ' . ‘ .
TIAG '

¢

Gathering data from those who will ‘be affected by decisions.
\\ .

~

. * ACTIVITIES RELATED TO KNOWLEDGE, . f
SKILLS, ATTITUDES .

¥ (KNOWLEDGEX

IIBl

2

Providing neéded orientatio and informationpregerding
planning activities.

.. - P 349
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CIIB2 . o L s
Compiling informatidﬁ/on existing program.‘
a.f'Reviewing the history of program development
b. Determiping the target group
- cC. .Reviewing the nature of the. existiag prOgram -

d. Assessing degree of content expertise

IIB3 -

] Providing information on educational research and program
vous alternatives .
‘;d a. Providing needed information

3 = b. Using availaple information
’ IIB4
Rev1ew1ng adequacy of GGGISIQns‘
a. Relating aeCLSlonS to situation and problem
7 : statement

b.- Assessing adequacy of decision over time

. ./ ACTIVITIES RELATED TO KNOWLEDGE, -
--SKILLS, ATTITUDES '
(COMMUNICATION) -~

IID1 C k
‘ .
Establishing and improving internal and external’ communication

channels. )

a. Establishing and improving internal communication
channels

, b, Establishing and improving external communication
' ) channels

*
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" IID2
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Q cﬁﬁenting and communicating infprmation on planning
activitiaes.

4
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IID3 |
| Analyzing. effectiveness of oxiating communication channelt
andjnew communication efforts: o \
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ACTIVITIES RELATED TO RESOURCES
(STAFF) v @

TIIAL . - . . .
* ; [ 3

Determining if appropriate people with the needed skills afo
available to carry out the inltructional planning

- . . . ~ . (:\\ . ‘ v
. . ‘e
ITIA2 : . _\;)

Determining- appropriata poqple with the needed skills are ‘
available to carry out instructional program changoc.

IIIA3 '
Planning for -the staff and support personnel needed to implement
changes.
ACTIVITIES RELATED TO RESOURCES
(OTHER PERSONNEL) )
)
IT1IB1

Forecasting need for on-site asgistance for instructional
planning and improvement.

ITIB2
- S@eking training and consultant support as needed.

,//// a. Developing additional linkages with key agencies for
ingormation about available resources

b. Locating and arranging for assistance -

LY
Lye® . &

ACTIVITIES RELATED TO RESOURCES
(MATERIAL RESOURCES)

ITIC1

Assessing available resources for ca:rying out planning.

. ' ’ \ Y
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Plan&ihgifor ﬁatorial,resourceqfnbeded to implement changes.
. B ,/ , | |
I1IC3 E / : '
. 7 / ; , .
Determininy how th&?innovdtion will be sustained/supported.

¢ '
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Implementation Plan
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Task Analysis Férms
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_ k‘*ghe following form provides 03; guidelino for organizing :
\ information on tasks for managom.nt purposo-, The key 4o the

use of such a fdm is to got a spécific ntatomont in writinq
* _  on ag{ important aspect of tho ‘task to insuro clarity and

facilitate monitoring, and to write only the amount of detail

that is requirod to avoid the maintenance ot unnoconlary

detail which serve no essential purpose.

Code:
G Overall general responsibility .
\ . Oop Operating responsibility (person who gets tho job
' done)

MuC Must be consulted

MaC May be consulted

MuN Must be notified

MuA  Must be adVised

SpR Specific responsibility for some aspect of task

3"8 | J61




'

, y .

) — . ‘e
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’ - B *. - PR A -
Th s K ¢ -
' — = 4
. RESPONSIBILITIES MuC: MaC: MuN; MuA: ;
N A ' R \ S R ' : &\ \
Op . - - . . PR
DESCRIPTION OF STEPS TO BE TAKEN DOCUMENTATION SUPPORTING COMPLETIQN OF St
' : - ACTIVITIES ) i
N L . \
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~»’ ‘.‘ . * ‘e JSL ) '1‘
N
T A S K 2 \
DIRECTRON, STANDARDS, CONSTRAINTS RELATED NOTES : s

*TO THIS ACTIVITY

»

.y
- < s ) ’
[

: A ’
EVALUATION QUESTIONS RELATED TO THIS ACTIVITY s ‘
TIMELINE FOR COMPLETION OF THESE ACTIVITIES BUDGETARY bATA '

/ a iy
’ 5 ) 8

. : - 15
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Northwest Reading Consortiuh Prqdﬁéts'
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* NORTHWEST READING CONSORTIUM PRODUCTS

Carlson, Richdrd 0. NorthWest Rnadin;Tponaortium - A Case
Studi. Superintendent of Public Instruction, Olympla,
Washington. June 1979, : . .

»  ‘Ernst, Shirley and others. Thirty-One Ways to Help Your ,

- Children Become Good Readars. Northwest Reading Consortium, £
' Superintendent of Publlic Instruction, Olympia, Washington. |
January 1979, : ' . L -»>

Haugerud, Albert R. and others. Assess$ing School Readiness !
-~ as_a Precondition for Effective Instructional Improvement . .
. Planning. Northwest Reading Consortium, §uporInEonaont
) c Instruction, Olympia, Washington. June 1979.

+ Jordan, Alice W. An Analysis of Program Selaction Using the
Right to Read Group Problem-30lLving Process. Northwest _
Reading Consortium, Superintendent of Public Instruction, 5
Olympia, Washington. August 1979.

Mu#phy, Ann G. and Al Haugerud. The Use of the Right to
Read Model for Instructional Tmprovement. Northwest
' Readlng Consortium, Superintendent of Public Instruction,
Olympia, Washington. June 1979, '

-

Standal, Timothy C. and others. Junior-Senior High School

. - . Students and Reading: What Can Parents Do to 33145

' ' Northwest Reading Consortium, Superintendent o lic
Instruction, Olympia, Washington. January 1979. ‘

" Waugh, Ruth and others. How to Select Elementary Rdadihg ]
Programs. Norxthwest Readilng Consortlum,‘@uperintendent
6?—%GBTI6 Instruction, Olympia, Washington:. Jahuary 1979.

Northwest Reading Consortium. Knowledge Base of Research
~ and Developient Qutcomes in Reading. Superintendent of
. Public Instruction, Olympla, Washington. January 1979.
'+« . 8Schgol Improvement Efforts via Linkers and
" Linkage Systems. Superintendent of Public Instruction, s
Olympia,” Washington. January 1979.
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APPENDIX F

List of Participants: NRC Symposia

Boise, Idaho (May 14-15, 1979)
Issaquah, Washington (May 31-June 1, '1979)
‘. . , . 8
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PARTICIPANT LIST ' v

Boise, Idaho Symposiun* .
May 14-15, 1979

. David Campbell
Northwest Regional Educational Laboratory . . . . Oregon -

Dr. Shirley Ernst

Lowis-CLark State Coiloge " e e e e e 4 e« s« . Idaho
Dr. Albert Haugerud | .
Northwost Reading Consortium « + « +« s« « + « « Washington
Dr. Harry Johnson L o . '
Northwest Reading Conaortium v + « « « +« « « . . Washington
Alice Jordan o .\ C
Northwest Rqading-Consortipm . <« .« <+ <« .+ .+ . Washington
Dr. Ann Murphy
Lane County ESD/University of Oregon « « « + +« « Oregon
Dr. Dick Nelson - - .
Department of Education e « o« o % + s+ « « 4« s « o Idaho
) Gloria Prevost L - :
Superintendent of Public Instruction. . . . . . . Washington
Dr. Lois Roth : o : ‘ .
Seattle Pacific University s @ e « « « « ¢ « « . Washington
-‘Lis Schlaefle . , . \
Department of Education .. . . . . . . ., . . . . . Idaho
\“\ - !
\
1
- \
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pnn'r:rcrpm'r LIST

Oy L Illaqnnh, quhinqton 8ympO|ium
7 : - May -31-June 1, 1979

Warren Boocrott - : | .

~ :Education SQrvioo District 1%} e e e e e e WaiQ}nqton
;I Kateri Brow ' - ‘ : ,
Issagquah School Diltriot e « 4 o« o o o« o o s s o Washington

. David Campbollﬁ‘ | ' . .

uorthwolt .Regional Educational Laboratory A . . . Oregon,
Dr. Jamol Click o : .o
Superintondont of Public Inltruction .« « « « «.. Washington

Dr. Joan Clutts '
Univornity of Alaska- Fairbanks . . . . . . . . . Alaska
Gloria DeGaotano ' o ‘
Issaquah School District’. . . . . . . . . . . . . Washington
Dr. Shirley B. Ernst ,
Lewis-Clark State College . . . . . ¢ . « . « . o Idaho

Jim Gorman . ) ¢

Southwest Regional Resource Center . . . . . . . . Alaska

Dr. Albert Haugerud : . -
Northwoat Reading Consortium . ... . '« + « o v . Washington -
Dr. Harry Johnson . - _ } ' :
Superintendent of Public Instruction . + « + « « . Washington
Alice Jordan | . )
Northwest Reading Consortitm . . . « « « o i .. Walhin?ton
Donna Long

Cottago Grove School District . . . . . « . . . . Oregon

Virginia Maesner

Kenai SChool District c « « + « & e « ¢ « « o « . Alaska

Dr. Jerry Maring : ‘

Waspington(Stato Uni&oq&ity &« « ¢« « « + « « « « . Washington

Dr. Ann Murpax ; )

Lane County ESD/University of Oregon «. e o« o « o o Oregon

Gloria Prevost = \ L - /

Superintendent of Public Instruction « ¢« « « « « Washington
. . . o * 375
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Dr. Lois Roth- ' _!’ ~
Seattle Pacific University . « «'¢ o « o « - = Washington
vivian Shearer A :
Issaquah School District . . - 5}- - + « « o+ . Washington -
S .
Donna Van Kirk ‘
_ Supcrintondont of Public Inatruction e « + + + Washington
Dr. Ruth Waugh : - '
University of Oregon . . f‘- woefe o o« « .« . Oregon
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