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" FOREWORD

"Persons who direct or plan to direct vocational education demonstration projects should find this resource

LA

. book useful. |t may be used (1) to write plans for the implementation of a project on a local school site or (2} to

manage a project after it has been funded. This quide focuses on selected key elements which are critical to the
success of a démonstration project with three developmental stages: plan, operation, and replication. Seme of

the elemer:ts are the identification of realistic objectives, the selecticn of competent staff, and the use of valid
evaluation techniques. The gquide does not substitute for formal educational coursework in the writing of behav-
ioral objectives or i the use of sound evaluation methodology. Rather, itis a brief, insightful overview of se-
lected activities which, if performed, should contribute to the successful continuation and replication of a demon-
straticn project. ' ‘ : '

The recommendations in this resource book are based on data collected from federally-administered Part D
Exemplary Project sites funded between 1970 and-1973 from the Vocational Education Amendments (P.L. 90-
576). Information from the sites was collected by mail survey and supplemented with personal interviews of se-
lected project directors.’More information on the research findings may be found in the final report entitled The
Influence of Selected Organizational and Administrative Variables on Continued and Extended Use of Exemplary
Projects in Vocational Education. ' : '

We appreciate the assistance we received from the numerous project directors, teachers, and administrators
at project sites who responded to the data collection requests of this research project. Site visits were made to

. school districts in 11 states where perceptions were shared regarding the Part D demonstration projects.

We wish to specifically acknowledge the assistance received from members of the steering committee:
James Hugueley, Director of Project SPAN, Memphis City Schools, Memphis, Tennessee; Ronald McCage,

‘Director, Research and Development Section, Department of Adult, Vocational, and Technical Education, lilinois

Office of Education, Springfield, 1llinois; and Charles Mojkowski, former Director, Educational Information
Center, Rhode !sland Depariment of Education, Providence, Rhode Isiand. Ttg,i:-—coﬁment_s greatly improved this
publication. ' o ' L :

-

We exter, 1 appreciation, in addition 1o the authors of the demonstration guide, to Paul Shaltry of The
Center staff, who made a major contribution to the revision of this publication. '

Robert E:‘l:faylor‘, Director
The Cente -for Vocational Education
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INTRODUCTION

The effective communication of a good idea in a form that can be used by other people requires a knowl-
. edoe of demonstration activittes and an understanding of the process by which people accept new ideas. In this
: guide book information on how people accept hew ideas is incorperated in the discussicn of six 52! lecicd elements
* of three developmental stages. The developmental s_tages of 3 demonstration represent different phases in the or-_
ganization and conduct of an exemplary project. The stages are: plan, operation, and replication. This guide™
. should be consultad as early as possible for its value is greatest in the planning of demonstration projects.

' The Three Deve!opmental Stages -

The plan stage includes the time when an idea s bemg developed for demonstration purposes. This stage is «
“concerned with establishing relationships among the pnnupal actors in the project and determ'mng the condi- -
tions far successful project operations, the next stage ‘of the demonstration project. A plan for the operation of
the project is written during this.stage.

The aperation stage marks the beginning of the project—~day one. At this stage the plans developed become
a reality, and adjustments are made 10 accommodate unforeseen demands on the project staff.

The replication stage represents the final phase in the life of a demonstiation project. In one sense, this .
. stage becomes the goai of all demonstration prajects because funded time lines run out. The demanstration, how-
~ever, lives on in the sites of other school districts.

tures: the first, the allocation of funds to operauonahze the project plans; and, the second the initiation of
_ demenstration project activities at other sites. These junctures are interventions-in the life of the project which
significantly change the conditions of demonstration. The allocation of funds signals that people are to be'paid
and that the scope of work is to be perfromed. Accountabitity immediately becomes a concern. Juncture wo-—
.~ other sites~suggests the need for technical assictance from the demonstration site to the second generation site
¢ and adaptation in the tasks demonstrated to accommodate. condmons at the new site wuthout destroying the in- .
tent of the-original innovation.,

a—rt

PLAN | | |0PERATION REPLICATION

OTHER ’

FUNDING" SITES

Figure 1. Demonstration Project Stages




The system for disseminating validated project results needs improvement in mest states. Funds made avail-
able for demonstration projects usually extend over a three-year period.! However, the mechanism for providing
technical assistance to new sites is not yet in place. Nerworks of demonstration centers geared to the project re-
sults they are disseminating and to the needs of other school districts offer one of the most promising oppor-

wnities.on the horizon of vocational education. : .

The Six Key Elements’

This resource book is intended to increase a project director’s knowledge of effective demonstration prac:
tices by discussing six key elements: ' :

Key Elements — Attributes
1. Objectives: Objectives should be clear, concise, realistic, and acceptable.
2. Resources: ~ Resource expenditures should be budgeted, monitored, combined in unigue ways,

and allocated effectively.

3. Endorsement: Project endorsement starts during the planning phase, comes from key leaders, and
- encourages the acceptance of the project results.

. . . '. v - . ' a -
4. Communication:  Communicasion should be selective for special audiences, clear, direct, informal
— _ when appropriate, and designed to achieve a specific purpose.

5. Evaluation: ‘Evaluation should be conducted in a manner which is efficient and which yiglds
" yalid and reliable information for guiding project decisions.

6. Outreach: Qutreach activities should provide demonstration project information to target
audiences and stimulate field-initiated requests.

Each of these elements is discussed within the contex* of demonstration projects: plan, operation, and
replication. Information.in this-guide is arrayed by chapters as in Figure 2. Each cell in the figure contains action
steps for the organization and conduct of a demonstration nroject. Following these action steps, achecklist is
used to summarize the chapter and suggest future activities. Thus, each chapter is organized into {1} a discussion
of the essential element, (2) action steps for implementing the element by stapes in a demonstration project, and
(3} a checklist of activities. : : "

1

YIn 1968 Public Law 90-576 authorized expenditures of vocational education funds at the state and national
levels to demonstrate results of exemplary projects. ‘
L



Elements : Plan Operation Replication

1. Objectives

2. Resources ]

3. Endorsement

4. Communication

5. Evaluation

6. Outreach |

Figure 2.  Organization of the Material in the Demonstration Guide

These elements are not mutually exclusive; however, each represents a salient feature of a demonstration
project. Their 1eclusion in this guide was determined by results from a companion research study.

The information in this quide is based on a mail survey to 59 of the federally-funced exemplary project
____sites in the spring of 1976. The study wis conducted by The Center for Vocational Education pursuant to a grant
.—~—_~m499945-94704) from the Bureau of QOccupational and Adult Education, U.S. Office of Education, Department
of Health, Education, and Wetfzre. A full report of this survey may be found in The Center’s publication, R&D
- Series Number 116, entitled The Influence of Selected Organizational and Admmnstratwe Variables on Contmued
and Extended Use of Exemplary Projects in Vocational Educatlon

’ ,
Summ_ary g | | !

Project directors may use the information in this guit'ie in two ways: -(1} to prepare plans for the organiza-
tion and conduct of e:.zmplary project demonstrations or/(Z) to determine the adequacy of activities in the
operational phase of a demonstration project. Project decisions are always matters of judgment. Questions from
the field frequently call for flexible actions and the pursuit of immediate goals. However, the concepts in this
guide are intended to bring some stabnhty and systematic procedure into an otherwise hectic process

’

i




- the success of the project. A successful-project attains objectives. Therefore, it is important for you and your .,

OBJECTIVES: SETTING THE SIGHTS

+ As one sage put it, “If you don’t know where you're going, it doesn’t matter how you get there.” 0B- |
JECTIVES for your demonstration project become the reason for its existence and the basis for criteria for judging
staff to agree on the objectives. ﬁer individuals such as your supervisor or the director of evaluation may want
to assist the staff in_setting-the‘objectives. Usually, these are established during the planning stage of the prcject.
If the project represents a response to an RFP (Request for Proposal), the objectives'shou!d be consistent with

the intent of the sponsor. .

*OBJECTIVES OF THE PROJECT The objectives should be compatible with the
SHOULD BE CLEAR, CONCISE, goals of the school district. Sometimes “selling” may
REALISTIC, AND ACCEPTABLE.” be necessary. For example, if you are planning a

demonstration project on career education in a dis-
. o trict which has traditionally sent most of its young
people to college, an educational campdign may be in order. Parents and board members are not likely to look
with favor on a project spending money on objectives perceived to be of limited value. .

Objectives should grow out of a local needs assessment. School districts are unique: each develops from a

history of programs and personnel. What is reasonable to expect in one situation is not in another, For example,

in one district teachers may be paid to attend summer classes to become familiar with the innovation being
demonstrated; in other districts, tight budgets and other restrictions may not-permit such orientations to take
place. Your ability towork with teachers in small-group sessions is likely to influence the accomplishment of
project objectives. School! districts found to be most successful in continuing exemplary projects on site after
federal funds ran out tended to have local needs assessment information available at the time the proposal was
being written! ' : :

The attainment of incremental, realistic objectives gives you and your staff a sense of accomplishment. It
is important to allow for “stack time” in the schedule to perform tasks which were unforeseen at the time the
praonsal was written. The incremental objectives {objectives determined for the short run) allow you ta change
directinns should new opportunities be identified. For example, a demonstration project on bilingual education
may be intended to teach English-speaking youngsters a second language in addition to the project objectives of
teaching English to Mexican-Americans. An incremental decision point following a progress report-on project
activities could provide an opportunity to consider such additional project objectives. |

There are many kinds of objectives. Two of the more common types are {1) enabling objectives, and-
(2) output obijectives. They serve different purposes. The enabling objectives let you know if the project is on

_ schedule, if the announcementson the bulletinsboard are effective, or if the students in the demonstration

enjoy their assignments. For example, as an enabling objective, you would want to eliminate any trace of occu-
pational stereotyping in the project. These objectives do not indicate the output of the demonstration project.
The output is likely to be measured in the numbers of persons influenced or the number of ““adoptions” which
have occurfed in adjacent schoo! districts. Both types of obiectives_'are important to consider in your demonstra-

~ “tion project. o ]

\ | 4
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Objectives should be written in a clear and concise manner. Long sentences which incluce more *han cne
task should be avoiced in objective statements. They should be brief and to the point: e. 1., determine the effec-
tiveness of the visitor interview form (enabling objective). in this case, ityvould be the evaluamr 5 task to suggest
ways 10 cperaticralize the 1erm “effectiveness.” It is important to write objectives which are precise and specitic
in order to allow work activities to be performed. There are many references on writing program objectives. You
may wish 1o refer to a book in the Reference section for additional information on writing objectives: Writing
Performance Goals: Strategy and Prototypes. . -

The next section of this guide, “Action Steps suggests V‘l’dYS of ~-.»rv~.-1gp4.gxam objectives at each stage
of a demonstration project.

[N

ACTION STEPS

Plan ' ‘ a

1. Wnte obiect_ives focused on durable probiems, ones which are persistent and pervasive.

2. Provide Iocai needs assessment d2t3 on the plan to support prolect objectives.

H

3. Write objecti"ves 10 be consistent with project activities, - | -

Operation L

.

4. lIdentify criteria to measure the attainment of the objectives.

5. Adjust objectives as unforeseen problems prevent the achievement of specified results.
Replication ' | : ' =
. ‘ . ’/i
6. Indicate why certain opjectives are appropriate for the host school district.

7. Divide the project objectives into incremental stages for imptemientatio_n with other school dictricts.

OBJECTIVES CHECKLIST
1. What distriﬁct-wide nc;eds will be met by this proj’ect? .
2. | Can the obiéctives be attained within the times and funds allocated fg)'r the project?
3. Would a person npt associated with writing the project understand the intent of the objectivés?

4. Has your schoo! superintendent or cther administrators had an oppor*umty to review the project
ob1ectaves7

Do your objectives include the use of project results in other school sites?
\
N ’ \
2 R N




RESOURCES THE MEANa TO MAkE
DEMONSTRATIONS HAPPEN

Resources can be viewed as people, time, materlals, space, and equrpment. They are listed in descendingt
order of importance for most projects. There always are exceptions to rules; for example, projects have been lost
to competitors because space was not avarlable when it was needed. However, people are the most important

" resource for’ demonst atron actrvmes most of the trme e

v

_ People are important because (1) they are responsible | "RESOUP\CES AVAlLABLE TO THt: v
for project perfor~ - 2nd {7 nhservers of demonstrations. . DEMONSTRATION PROJECT '

frequently ree .. dity of the participants as SHOULD BE ASSESSED, MONI- .
. well as the eation is a labot-intensive '
activity. - S0 1 " the project funds may be TORED, AND CON,TROLLED ONA
invested s ushould give primary attention PERICZIC BASIS.

towritingpo.. . captions needed on theproject and

~ to staffing these positions. Research data collected from démonstration proji:t directors tended to show greater
‘ -_contrrfdatlon of protlects staffed by drrec Trs with mnie years of experrence than dtrectors with less years
' ]
/ Time is another valuable resource. It is Ilmtted Schedules should be designed to maximize the use of time.
----- L pt-time-work- for-you.is-an.impos iant slogan"to remember when youﬁdevrse project schedules. Time is. needed
' o recr7r’ it staff review materrals 2 Id arrange for facilities. ' . _ ‘_ L
}%eSources should be budgeted based on the ‘tasks to be performed People should be assrgned to tasks for
whrch they are competent;’If.there is a question of competence, arrangements should beimade to test for Gom-"
petence and reassignment “and/or in-service education should then be determined. Declrntng enrollments . }f
~ public school pupils and tight finances preclude the recruitment of new staff for many demonstratron protects /
B '“‘”Furthermore @ demonstratton project-should-use-staff whp have-had: prior-experience-with the tasks to.beper— ...
formed These eXpenenced staff are ||kely to need in servncrng onIy on procedures for relatlng to wsntors provrd )
“ing tec‘tnlcal assrstance to other schools etc. Do i : .
' .f ‘./ Y i ';-‘ ' ! ' Y
3 Expendttures should'be momtored at Ieast once a month Thts grves you as protect,drrector pPl‘tOdIC m
formation upon which to base decrstons Monrtortng activities moy. be in the form of project staff’ meettngs, '
budget printouts of project expenses or updates of activity flow charts You can‘combine.information from
' pro]ect staff files with feedback you recerve from visitor debriefing forms, comments from the: cbrhmunrty, and
50 forth to influence changes in drrectron for the project. it S / ;

i
w o
h "
i

RV

o Undoubtedly, the value of your. demonstratton protect to vrsttors is enhanced by such condrtrons at the' ¥
o ‘home schoo! as an.exciting new burtdtng or aunique setting. Ltkewrse a cooperative educatton project Iocated
- in ametropolitan area definitely. presents opportunities for student placement which. may be Iackrng in more

- rural environments. Unique characteristics of the demonstratuon \snte should be noted when e:tplarnmg the prot

et to others Spectal atsentron can then be gtven 0 features whlch may be needed tn other set\ttngs

kS
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descnpuon which accnmmoda{as these talents Pro;ect reports should be duplicated in aquantity and form whlch
is consxstent\wnth the prolectp?‘oposal ind needs of the users of these reports. For example, greaier impact may
accur if instructor teams are prepared to servicé requests from other schopl d:stncts than if many pages of orien-

tation material are distributed. ,\“\m,,, | : . /
‘. " ACTIONSTEPS

: |

Plan h e .
1. Contact agencies with mutual interests: e.g., business and-labor, colleges, or the state educatzon S ';

agency, for potennal sources ot resources.
2. Develop long-range plans (three to five years) whenever possible.
3. Become familiar w:th the rule regulations, and fundmg policies of "te local school district. For

example, the project 'm should budget_ the increased costs usually associated with hours. of in-
service alwr 3 p.m. : : .

s

/
4,  Develop short-cus - 1as for eshmatmgcost requirements, e.g., total staffcostsequal 145percent-.
o ‘of salaries (this would include costs of- overhead and personnel benefits).
// o :
'Operatnon | : _ ' K I

D S y
: - _-w. (—— T o 3 i 5, ek -t g L, . a-_—. N ‘

-, . ) / '
.5 Keep staff lnformed ot ex endutures and sohc\t thelr mput for Iong range pl’O}-’CthﬂS (
1 5 . " ’ \ .

i

'
o
o
it

i -Rephcatlon Lo

7. Budnet"fun‘dS’to"aséist"otherschool-districtﬁn—the-USe~of—-projeet-resul-ts_.-

8. Prepare a brief descrlptlon of project expendltures as a gu1de for lmplementmg prOJect results
. . r
{ b RESOURCES CHECKLIST
1. Does the plan contain position descripti(ons_ and ;allocations of staff time for project activities?® . |

4

2 Does the schedule contain’time for exisfting staff to acquire new skills?

+ I'd

3. Has the Busrness Manager approved the tinal budget for the prolect7 .

.

4, s the project plan responﬂve to the needs of the local school dlstrlf‘t7 i
\
A

I
v

\

Are other school dlstncts hkely to adopt the results of thns pro]ect? \




FROM RECOGNIZED LEADERS

Endorsement of the demonstration project results by credible people or organizations can become an effec-
tive tool in the hands of a skilled project director. Endorsement actually starts long before the first day of the _;
project. It begins with the prior relationships brought to the planning sessions by the prospective project directer |
and his/her staff. Staff.persons should be knowledgeable about the school system and be respected by their '
peers. ' ' Lo

~ Prior to naming th'e"\ivrfting committe%,.;'m, ‘ - "ENDORSEMENT OF THE DEMON-
analysis of the ‘ocal school district situation should be, STRATION PROJECT BY. CREDIBLE

made by the person initiating the project. Only persons
~ whocan contribite to the content of the project and PEESSNS IS-.I;.JECE:S'ARY ',:,ROM THE
- who are respected by their peers should be placed on BEGINNINGTO T .E-END-
~ the writing committee, It is a good idea to invite repre- . o | _
e~ *tives of community groups to serve on this writing committee if their endorsement is desired. Volunteer
munity service organizations have a contribution to make if.the project involves the use of community facili-

| oy and business leaders can.offer helpful suggestions for the conduct of demonstration projects.

‘he su;qurf‘of studeh;s and project participants is al&\sblqtely essential. Many demonstration project ob-
.15 such as teachers and administrators from other school districts, business leaders, and others rely on the
" reactions of stddents to-determine-project-strengths-and-weaknesses.—— - —

. : * . ) ' . s . ] -.' ) . . “‘.
If the project has potential for contrgversy in such areas, for example, as the stereotyping of cooperative .
“education students, individuals who are attuned to these concerns should be placed on the advisory committee. -

| Obtaining and maintaining support is not only'i;h'portant for conducting the project; it is ésseptial,if the
_project is to become part of the school system. = ' . A o

e

~ Develop a positive relationship with individuals and groups who are in a position to pass judgment on your
project. These groups include board of education mefbers, school counselors, teachers, brigc_ipaIérstudent_s-,-'-—-/"/' '
parents, and community leaders. Positive attitudes can be developed by providing,periodi‘c"infor_m;idn about
' projert resuilts; personal relationships are not always essential. In fact, a close friendship with a school board |
' member could bring charges of undue influence on board decisions. The newspaper is a good means of influenc-. -
e ing community attitudes-toward the project: Information-can be provided about people who visited the project
/ Voo with occasional feature articles on special project results. Other means of informing persons in the school sys-
o tem about the project are circular letters, announcements on bulletin boards, or telephone calls. You can also _
_update key individuals regularly with a progress report on noteworthy accomplishments:An informzal conversa-
" tion over a cup.of coffee can sometimes result in greater advocacy for the project than pages of prin_ted informa-

_ et tlon. I ) ‘ \r'. . . T - ) . . | | . o

"

¢ -

1o




ACTION STEPS |
Plan _ - IR . :
t ' ' ‘ ) B !
1. Involve representatives of citizens’ groups in the wnt:ng of the plan. '
*\—"—“ =2 Include in the project proposal w.ttten endorsements from state agenmes the local boai cf educa-
RN  tion, and others LN %
", Operation

3.  lavite opinion leaders to serve. on an advnso/ry committee to assist in the conduct of the project.

. -4,  Provide an opportuntty for the Iocal superlntendent to mentton prOject results at staff meetings, :
' civic clubs, etc. §
" Replication L
5. . Send awareness inforriiution about prolet.t results to the supermtendent of schools and/or the
dtrector of vocational education i in other school dtstrtcts. P :
. . \ . :7“;‘ » .
- - 6, : Ask the teacher or others acwally mvolved T/ the operafton of the prolect to’ provtdeetechmcal— s
. _.-—assistance to.othersites. . o -
' | ' ' ‘ENDO’RSEMENT CHECKLlST | S L . \
. P Were persons who can facilitate the operatmn of t‘te ‘project mvolved in the wrmng of the plan7 -
;[f.' E 2. Does the supermtehdent or the assmtant qupermtendent agree w;th the intent of the prOJect7 ' f

3_f¢ Are- you using the tnformal network of fnends to communicate mformetnon about the prolect7

{ " .4, Do students enjoy particinaling in the dempnstratton?

./_‘;
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COMMUNICATION: A TWO-WAY PROCESS

Communication is a twcrway process between a sender and a ~eiver of a message. The message is encoded -
into symbols, usually in the furm of language which must be decoded by a person or persons who are the object

“of the message. This brie! deztiipiion of the communication process suggests many consrderatu ns for demon

stration project commuzic .ttlQ=\S Among these are the following:

Ly

1. All messages shiauid have a target audrence

'2. Tarqet audiences are unrque Thus, the messages  should be approprrate to the specn‘rc nature of
that audrence

3. Considerations such as (a) the timing of the communication, (b) the form of the communication,
and (c) the location of the project director’s office are likely 10 influence project impact.

. Many types of commuhication can be effective “THE QRGANIZAT TIONAL STRUC-

in the operation of a demonstration project. Formal TURE OF THE DEMONSTRATION
communications, such as a letter from the project -

dirgstor, tend to carry with them the weight of the - Egl(e’lﬁ&{llscfl\qftl%g f AC”’ lTATE
person’s title or position, There are times when formal -

communications are needed. For example, a memo from the Superintendent announcing the mmatlon of the.
demonstratnon prolect~comrrmnrcatestoothers htslher. awareness_of the_project and tacit approval of its opera

_tion. However, most of:the time informal communication channels are best, because people’ like to interact free .. "

*.from the encumbrances of organizational titles and posrtlons ‘Peer rnteractlon represents o/ne of the most effec-
ttve means of telling your story of the demonstratlon project. - :

-
b

Selectlcn of a target audtence for a message is a critical event’ in the lite of a demonstrat:on prolect Mes
sages are sent for different reasons. General announcements designed to make people ‘aware-and interested in the
pro;ectfan”bﬁentto mass—audtences—Newspapeefeature-ameles,.news releases..radio_ announcements, general

fliers, amdtn'ewsletters are all vehicles for mass communication.. These avenues, however, are less useful if you -
are tryimzzo:influence peoplé to lmplement the demonstratrom itself. e R , y

-~ t

Schmol bunldmg pnncrpals are among the persons most umportant to your rdemor.,tratlon project. They con- .
trol the schedules of teachers and students. Frequently, these schedules must be adyusted if demonstration proj-
ects.are to function smoothly. Ancther important audience s the local teacher association. The endorsement’ of. -
thrs group can influence the degree of coopera*ron you receive ‘rom teachers on demonstratlon activities. o

it you are trymg to influence-a school principal to try-same of the |deas in the demonstration, it may be
‘best toitalk with him/her informally. It is sometimés necessary 1o isolate a husy person from phone calls.and
other interruptions, Therefore, a lancheon meeting or after schigol chat may be among the best times to com-
mumcate your message . SRR -~

o, e




'Adapt the message to ths audience. A common mistake made by some project directors is the indiscrim-
inate use of communications to wide varieties of audiences. Persons in the community want to know about the
impact of the project on student growth. For example, they may want to know if this project is going to better
prepare youth for employment. They are probably no* concerned about the opzrational details of the project’ -,

- itself. Teachers from a prospective adoption site, on thi otirer hand, are likely to be very interested in instruc-
' 'tional materials and procedures which have been found most tffective with students. Attention to the felt needs
.~ of aydiences, resulting in special communications to them, is likely to pay big dividends toward the acceptance

of the project. L

. The timing and form of the communication influences its impact. If a school principal has recently re-
- ceived some bad news, or if hefshe is preoccupied with a serious problem, your project is not fikely to receive - o
" much attention. The project director must develop a sensing skill which flashes mental warning signals whenever
~ such danger signs appear. ‘ ' o

~ The format of a printed information piece makes a differencg. It should be attractive, easy to read, and the
.. appropriate size for the purpose served. Y ou wouldn't expect to réad 20 pages in order to obtain a brief under- '
- standing of the aims and purposes of a project. Likewise, you would expect more than a five-page evaluation
~report if you were assessing the possibility of implementing the demonstration project in a different school set-
* ting. The form should be appropriate for the intended message of the communication. . ‘

S The projec}\‘ﬁould be located in the central office of the school district if the intent is to demonstrate its
¥ effects within each dfthe school buildings. Of course, the tocation depends upon the size of the district and the
¢ size of the demonstration project. Sometimes, excellent results can be obtained by placing the demonstration... .

" project under a principal’s supervision within a sched! buildiiia. This would be true only if e project demon:
general,-the higher.up-the organizational ladder, the

oo

————+—stration-was relatively-self-contained-within-the-building—In
-~ more prestige is asyociated with work on the"project.

Y . : . . : : .
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AOTION STEPS .

“Plan

s

1. Specufy channels for gommunication either in the plan or in the operatnonal procedures for the -
prolect

y Ident’lf\'_(f,‘dates and events.for reIe'ase of public information about the project.

Operation” | | | B

, - \
3.3 -Schedule project staff meetmgs once a week.

~N

K
. L}

S 4. Develop flyers or newsletter on a reqular basis 10 special groups such as teachers and commumty.'
LT agencies. \

v

5. " Tap the informal communicatﬁibn network by using respected leaders-in project assignments.

6. Makeavailablereportsdocum}entingthgimpact04 brnie

: Replication, - R S | T

e T, Ma;lawareness ||tera"fure to otherschool d:smcts perlodtcaliy -
A ‘Schedule presentations on conference programs for target audiences such asischoo! superintendents.

9. Ask demonstration.teachers to talk to teachers in other districts. o kS

o 1C.—...Send.announcements.of coming events 0 state education agency.personnél. ... |

5 9




| _ ' COMMUNICATION CHECKLIST
R 1. Does t’he project director report to the highést_ appropriate person in the school distrigt?

2. Do,.pro]ect activities make prospective-adoption sites aware of project results?
3. Are all administrators in the district reqularly made aware of project schedules and plans?

_ ... 4. s the medium appropriate for the message and audience?
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EVALUATION: INFORMATION
FOR USER'S DECISIONS

“Evaluation is a progess which prov;des information for decision makung In the case of a demonstration
pro;ect evaluation procedures should cléarly establish the desirability of using.the results of the demonstration.
Persons serlously interested in adopting the demonstration for their school system want to know its effect on
students its costs, and what. it demands in terms of staff competenc:es among other criteria. .

It is useful to distinguish between projec goals and the qoal; or obinc: s of students who may be partlc:-
— - . pating. in-th&demcmslration project. Thise ~wo sources of . ,ormations.  inot be confused. The project may .~
a have as noat '+ «lovelopment of studen erieahility =t dls. o must measure student skills to determine if

i project objecvives have been mat, However, vie student rivay Gr may not be interasted in employment at the

nme he or she is participating:.in the project.

" “EVALUATION PRIOVIDES INFOR- Your demonstratian project probably includes

MATION FOR.INCREASED USE AND - the adoption or use of project results in other school
®PREAD OF DEMCRISTRATION S districts. A summative -evaluation procedure which

-

F’HDJECTIRESULB"' o /- mdncates the achnevernent nf this goal is necessary.
Ewaluation procedures sould be reiatwely cost efflc:ent in thelr operatlon M'ast projects in the $100,000
© to $300;000 range should nontspend more than 10 to. 12 percent of their budget forrevaluation. Evaluation pro-
" ceduressshould be streamlined} to cause as little dlSI’UPtIOn as possible. One way of doimg this is 1o collect data '
v+ . -from relievant existing recordss, Data such’ as achievement test results; early school-leaver records, and reading . .
scoras may reflect baseline performance prior to the start of a demonstration project. Existing, unobtrusive data .
‘*‘—“-“hava'the‘aﬂvantage “ofnotbeing-influenced- brtf/\e demonstration- pmject—actmnesabla;upal1H-decxswn-must_be_v-—
made about the reliability and vahdny of existmg data for your SpECIflC pr01ect ob;e::twes ' : R
, Same p:roducts are easier to dernonstrate than others, because some are moremangtble than others For
o example, it is relatively easy to' demonstram/the desirability of a new clean-up pfocedure for ‘studentsin-shop
- ‘cfasses.. (One can observe the ordérliness and efficiency of the procedure and the cleanliness of the shop following. |
: . the demmonstratlon On the other hand, it ns very difficult to démapstrate ghe vigbility of a student manualon «
—career guidance since it 15 not 6asiy observed’The dufflt:mtTof‘the’snuanon—however*doesrnot*el:mmatﬁhew‘—"-~-
- need for evaluation. ] . S P

V-l‘= " . Incremental assessment of the progress ofa demonstrataon prolect toward its objectives is essential for
* formative evaluation. Successful methods for demonstrating the:product need to-be identified for continued use
.a‘nd development. Thereare thany ways of manitoring a demonstration project, including some of the following:

o~
R

. a. useofauvisitor's ratingcard . ¢ R L

- b periodic interviews with staff or sudeats - T o

&

.
W
W

- quegtionnaires sent to othersitss where the demonstrated practice is beiilg implemented.




Some of the best sources of information about demonstration projects are the potential users themselves.
Observers are likely to have immediate and perhaps definite reactions to what they see. The astute evaluator will
record these reactions and determine which anes are consistent with the intent of the project. If inconsistencies
are noted, then adjustmentsto the project objectives anc/or the communication meéthods should be made.

wt AGT, M STEPS
Plin
; Focus evaluation on measurable outputgt
2. Determine the record keeping nééds of the project. ‘ S
".3.  Plan to use outside consultants for review.
" Operation ~ | | |
4 Uste existing s;chool' ré'corct data W'nvénever poss]hle:
5.+ ‘Monitor demons-tration aCti\iities re'gular|y,‘ ..

'6. . Check pro;ect operatlons agalnstspecnled imcremental objecttves - - : O
s ) : /\ . ) ’

‘ W .

R Obtam feedback from observers on possible a’daptatlon ot pro1ect resuits 10 theur school settmg. .

) -

| Rephcatlon

8. Collect evafuatlve informaticn en ptoject outputs which indicates the strengths and Weaknesses of

adopting the demonstration in other” s@Things. ’ _
‘ SR SO - . -. . : !

‘EVAELU;ATIONCHECKLIST. U

Does the evaluauon plan provude for opportumtles t0 adjust the objectlves of the project?

' 'Doe&the-evaluatton plan- prow.,e_data for. pernoduueports.m.the.schooudmmnsttanon_and.m
. public? :

Ddes the evaluationplan relate project activities to student pé'rf_orma,nt:e?

, Wull a thtrEt party evaluator be selected?

B

Have the instruments been reviewed 1o protect the rights of human subjects7

;
‘“\

Have the criterion vanables been operattonalnznd7

. s the progress of the project bemg mohngored7 B e




OUTREACH SPREADING THE MESSAGE
'TO OTHERS

A demonstration project requires an eudrence if it is to resultin educatronal program rmprovement This
- audience should be on site and in other school districts. Thus, procedures must be developed to stimulate in-
'qurrres if people.are not knockrng on your door. How do you do this?

, There are many means of strmulatrng requests for information. The chapter on resources mentions the 8
value of a proactive project director with a pleasing personality. Also, you will need to engage in some pro-
motional activities such as sending out newsletters. Traditionally, educators have tended to remain reIatrver
. hidden within the confines of their school building. A demonstration project requires staff who enjoy meetmg
visitors and who are wrlllng to tell their story to others.
Burld lrnkages to agencies who.are in a position to refer others to your project. These include state depart
. ments of éducation; colleges and universities; intermediate school districts, and others. State departments of edu-,
“THE DEMONSTRAT|0N PROJECT cation receive requests for information every ray on
SHOULD MA'NTAFN APROACTIVE ;optrcs Whi%h are of.vital.concergdto othegscaool_ .
istricts. Your project name, address, and phone
g;rél\éc‘:? REGARDING OTHER " number should be available for referral purposes. ‘

o - Mail informative lrterature regularly. A marlrng list is rndrspensable to a demonstratron site- Newsletters,
. specral invitations, announcements of specral events etc., should go out to people who have exh:brted an interest

in your pro]ect

Preparepackages-oﬁnformatronwhrch descrrbe yourdemonstratron -Personal-appearances-at-civic-clubs
or school functrons are to be desired over printed information; however, costs-may not permit extensrve travel.
Therefore, it rswrse to package your story in audiovisual form. One of the most popular presentatrons is-aslide: .~
.tape whrch brrefly describes the benefrts of the demonstrated product Brochures solrcmng future rnqumes about -

“your pl’Oj&Ct should accompany the presentatron N L

Marntarn an “open door “policy on the home sité” This suggestron requires much effort on your part.
“Visitors sometifnes sSHow up unexpect"a y. Orwhen they arrive; youdiscover they donot understand-the- rntent«-—-«—-—
. .of the project, and that what you have.to >ffer is not relevant to their needs. A demonstration requires much
- flexibility on-your part'and-a wrllrngness to spend time with people helping them to determine needs and solu-
tions to, their problems. Time spent in clarifying needs in ‘other school distrigts is a.valuable bontrrbutron to therr
AN program and should be documented in your records evaluation file. ,
By :
Monrtor the records of outreach actwrty for the purpose of strmulatmg addrtronal mqumes if necessary.
Examples of outreach records are: o . . . ‘ : ---__';‘..__‘

- '

. - a Iog of phone calls

a_{og of visitors, with addresses and phone numbers

~£ i . ! . ' ‘.4-‘ ; Y A
a3
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c.

d.

agendas for visitors

a visitor redction sheet contarnrng comments about the demonstration project, rechmcal .rssrstance

team, trip reports, and a correspondence file,

It is sometimes desirable to identify one specific staff member who will monitor all visits.

-

. ACTION STEPS
Plan ' |
1, .Wrrte a detailed dissemination plan whrch speCrfres target audiences and technical assistance pro-
o cedures.
2. Provide for project activities 1o be performed in a variety of situations, enabling visitors to identify -
aspects of the program which are relevant to their home needs.
: vOperati_prr .
-3, Develop proceduies which make it egsy for visitors to contact you'r project.
_ 4, i} Arrange vrewmg schedules to allow vrsrtors with specraf rnterests to spend more time »r/rth salected
staff members. .- _. ' .'
| 5 Package selected materrals to drstrrbute free o visitors. .
Rep“cauon R s Bt I S
6. Develop an information 'brocl'hure which 'erln_phasizes selected fe'ature_:s of the project.
Al _ Proride teams of'demonstrators‘-'to' ge to prospec;ive adoption sites onl request. -

OUTREACH.CHECKLIST
Have you identified a geogr_aprric target area from which you anticipate requests? |
Will your project be open to visitors at a convenient time?

s technical rnformatron on the pro}ect in a form ready for visitor |nspectron7

. N

Is the prorect drrector avarlable to taik to V|srtors7 - :

Are sample materrals from the project ready for drstrrbutron?




 SUMMARY

This quide book was designed as a planning tool for demonstration project drre.,tors [t may be used to de-

" termine the adequacy of operational demonstration activities, Each of the six essential elements have‘application

at all three stages of a demonstration project: the plan stage, the operation stage, and the replication stage.
The appropriateness of these elements for your demonstration project will depend upon the intent of the project,
‘the relative emphasrs placed on certam tasks and activities, and the type of audience you are attempting to in-

fluence. A ) L ‘_ 0
. h . .. v ) - “ - - .
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