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Introduction
v ' y

More than ever betore, teachers and administrators are
being called upon to make'majov decisionsg. aboqy/educational
improvements. In the past many of‘these decisions were made

T at the dxqt;ietnor state level qnd passed ‘down, However, a /’

ey renewed emphasis on studont performance‘and accountability ¢has

_ stxmulatod the vealloeatlon of district resources and services

{

".7 . in favor of the local school™ unit, 'This.means that teachers .

and administrators will face tough decisions about which “edu-

cational programs, materials andléevvices aré best for their

[ 4
students,

T~

The decision to cﬁiyge‘some‘aspect of the school’'s inStQth

tional or opganizational pattern will involve much more. than

&

just the purchase of new materials, for example, to upgrade the

—_ -

veading program, Teachers will want to know about alternative

progvam:f;zgﬁﬁﬁw,;hﬁﬁugggggre to the spe01fic need (s) tor im-
. T gyt i “
&

pro@gme How much of thelf “iime wi be required fo tralning_
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nosis ot the underlying problem, written information about

validated products and training opportunitigs in your own

’

school. Just as important, the Flerida Limkage System pro-

vides special training for a school "facilitating team™ to

tollow the project through to completion!

approach to local problem solving might be in;p.lemontod.

As presented here, it is a general strategy that cantbe
adapted to meet the specitfic needs of a school. '
. [

?

wh® ¢ can they ;vv the program in action? How much improve-
ment should be oxpected and luni'soon? How will parents feel
about the change? These and similar ‘Questions vefloqt éoods
tor information and assistance which are not always available
at.thv ]ocal.sghqgl, - : | \\;

\ The Florida Linkage System (or simply, FLS) responds to

these kinds of needs by linking people in the schools,to ap-

propriate sources of ingormation .and/or assistance., Examples

This documént describes how the Florida Linkage System

might include a university consultant to assist in the diag- -

/
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Ovesview

0

The Florida Linkage System provides support for local

{

. . . .
~school “improvement in at least two ways. First, it provides

intormation, training and other forms of assistance to tea- .'

chers andladministﬁators during all phases of change activity .
from planni;g to evaluation. Secdhd, it suggests a mode 1

tor syst;matic“prdblem solving tﬁat_can be agpliéd to most any

level of ¢oncern----from in-house commuAications to student

\

achievement in The basic 8kills,

The ftirst! of thesn\gsyvices, linkage to information and
human resources, is usually coordinated thréugh a specially
trained district staff member (a "linker") who works with in-

dividual schools. Detailed information about I'inkage functions

is'availyble in another set of FLS materiais‘ entitled Trainigg

for Facilitating and Linking. (A brief description of thesé

.and other materials is provided later in this dpcumént.)




v

It is the second kind ot support for educational change

N -

activity---—providing a model tor continuous improvement

thnough problem so}ving----that is thé subject of the present

materials. Theirv overall. design can be outlined%as tollows:

Problem Analysis . \\ _

A, Becoming aware of and communicating needed

improvements to the school community
’ ) |

’
B. Analyzing the problem situation .
, N _

Solution Selection

A, Determining solution, requirements
B. Scarching tor potential solutions ) '
C. Selecting the "best" solution (s)

4

Inplementation and Evaluation

A, Planning for implemehtation and evaluation
B. Following through and giving feedback. to the
school community




A Model. for Continuous Improvement'

Through Problem Bolving

At the heart of the Florida Llnkage System is a model
tor qygtvmatlc problem 901V1ng that can be used ‘by teachers
gand administrators as they deal with their own lecal con-

cerns, While the support aspect of FLS encoB?ages l inkage

- to d19t110t, state and national- resources this is only to

} J\i.'

oxpand thp CdpaCIty(Oi Iocal schools to deal with some of
the more complex problems they are likely to face. Most
probiéms, héwever, can be handled quite‘well-using existing
resources and pgvsonnel. |
The modol pvb?ideg for an on-going system of deteéting
and.monitoving ﬂqggible areas of concern. These might in-
LlUdD studont performance deftelts behévior problems which
mtox'tero ’Vuth student 1earn1ng and achlevement or even Ibrob'-—

Ivms of school dnd Community relations. Such an'ﬁn-going'de—

tect{on system can be provided by a "facilitating team,"
14 \ .




composed of specially trained members of the school staff and
s~

administration, Or the need might be equally well met by ),1p-
grading the skills of an already existing team; for example,
an instruedtbnal. improvement committee made up of teachers,

parent volunteers and the principal. The purpose is to asZtist
4 ?
the rest ot the faculty andglyze the problem situation, then

specity the characteristies of an appropriate solution,
¢ .
When the s@hool's needs ean't be met us ing existing re-

sources, materials drklstvuctional procedures, it may then

’

. - . &
be (appropriate to expand the resource and iqﬁo_t'mat'i.on base

that is available. Through the facilitat ing team and the

linker, the problem situation can be translated into an ‘in-
t‘m'muti_gn search request, This, in turn, is forwarded to the
appropriate district, state or national data bank.

- . |

When the intormat ion resources at the Florida Départment

A}
~

of EduCation are tapped, personnel there study the available

and validated results of Resenrch and Development efforts

-
around the country, They communicate back to thé/schéol a
- . \

' numbm‘)t’ poss\tble options which should hg# considered.
Lo /7
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However, the final decision to adopt or adapt any particular

solution is made by the teachers and principal of the local

school. They ave .the ones who must bear the effort required

"to bring about constryctive change .’ Acgérdingly, their in-

volvement in decision making is important,

N Y ;

It is p0581b19 that, satisfactory alternatives to the

prooblem can't be .found amohg the‘products or»practipés that

are currently available, In that case, the school may opt

to reeenter the search and expand the kinds of alternatives
. N ) . . B ‘
it is willing to consider, If the school's needs are still

—

4

not satisficd, the tcachers and principal may elect fg or;gin-

atg a research and development effort of their own.

o .

Usually, however, there are available materials or pro-

-

cedures that have been developed elsewhere ‘in the district,

state or nation whichlére appropriate for the school's par- .

ticular concern for improvement. In fact, a common difficulty

is that thtre are so many competing altepnatives{that it's

- .
hard to'make a purely objective decision and still please

everyone concerned, Here‘too, the Florida Linkage System
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ERIC

Aruitoxt provided by Eic:

. - J . *
provides tmwninin&;.urul te¢hnical assistance to linkers, univer-
sity consultants and members of the school's facilitating team, )

Once the school hag selected an_option, the facilitating
L Y
team works out o plan lor managing, supporting and cvaluat ing

its implementation. When the adopted product or practice has

~

completed several cyeles of use and, becomes a regular part of

\ . . ' . .
the school routine, thgn the implementation phase is complote,
. . ' \ . !
What remains is the systematic appraisal of 4he resul ts

ol the change’ effort and a-subsequent decision whether to con-

. ! S ({
tinue as is, modity or terminate: the ase ot the new product or ~

.

practice.  This kind of summative evaluation allows the faculty
and administration to veach at least temporary closupe on their.

- - E » e . - v'/‘
planning and implementation ettorts so far. It also provides

-

the necegsary catalyst to restart thoe cycele, to identifty other

>’

signiticant school problems, search for appropriate solutions
and implement these,  Im this way, the Florida lLinkag® System

vnecourages continuous improvement .,

& v

i
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Another way to.view the FLS model’js as a
sequence of steps and-activitieg----a pathway to-
/ c¢ont inuous impvovemépt‘through systematic prob- .

lem solving, This analogy will be "used to help

illustrate the various steps déécribed(so far

and point out some alternative routes, First,’

//// the whole picture,.
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‘Where Does the Model Apply?

N\

/ For mos-t. ot the day-to-day probl(‘ms. that a teacher on-

. K . ’ - ¢
ccounters, there is no cQmpelling reason and very little time
to engage i.n»dotailed analysis. Usually, _0;_)0'5‘ [;n‘o_t'vssiona.r
vxpm'ionco.' provides insight inso the p-r‘oblé'm and suggests a
number of familiar or potential alternatives, The positive
tesults of each such (;xpm‘ien(:e tend to reinforce the use of -
certain techniques and l;m't(*rials. On the ot.her hand, negative
results au'vli.lk.e‘ly to di.scoux‘aag'o the use of less effectivé
t.vc}lniquvs and inatéri.als. Thus, anl invaluable backlog of per-
sonal experience accwnulatés. |

Lurgpr or mm'é pervasive, problem sitl;ations are often
handled qiuito well on a small group or grade level basis or '
with the help of a university or Department of Educa’ion L%
consultant. Hovv; the aggregate experience .of many\ ,years_-.

-

and altm‘ndtiveqperspvetives can be brought to bear on the
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i . scale, involving teachers, administratars, parents from the

li- , ‘

]

‘need for improvement. This need‘mfght result trom prob- . .

lems in student performance, behavior or attitude, Or it
&uy arise from adverse conditions which exist in the physi-
.~ ¢dl or organizational climate of the school. ] T .
Tﬁép, too, some problems are-of su?h magnitude or affect
SO many pvopld'that they are best handled on an‘even broader
: N . . -
schopol Comnunity and technical assistance frém outside con-
sultants, It is'at'this levél that the flerida Linkage Sys- .

tem model tor continuous improvement is most helpful, . L

NY
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How Does the Process Begin?

Effective school improvement comes about as a result of
. ) . ' .- ‘
a cooperative :}fgrt among teachers, administrators and parents

who feel a common need for change Their perceptions of a

-
P )

problem situation a performance deficit or an Opportunity
worth pursuing are catylists for systematic and lasting im-
provement. Thus, the impetus for change is generated and main-

tained from within the school community, though/outqide

. » A . ..
resources and assistance may be called ' in from time to time.

[ 4

When there is no pepceived need for chaﬂgg gg the part

of the scheol community, there is little commitment to the
change process and little chance for real f&provement gfh?i‘
is one reason so many sfate and distriet mand&tgs faml to
produce their intendéd results----bgcause the need for change :

is not so clearly evident at the school or classroom level..

Or thé direction for change may be ae vague that it cannot

be translated®into specific courses of action‘ ﬂ o /

1]
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The BLS. model provides that the stimul.tb For :ﬁlilrove-

ment should originate from within the 'school community,.

“This means that perceptions should be shared and claritied

, ) . : .
“amonyg teachers, administrators and parents. One way of doing

this is to periodically_review goals and objectives, as well
’

as the procedureg that are available for keeping track of

changes in student outcomes.,

The FLS model also encourages the formation of a school

"facilitating team," composed of teachers and at least one

administrative representative. Some of their responsibilities

include gathering \nformation, facilitating the exchange of

ideas and perceptions, and aésisting the faculty during the

2

process of problem analysis. This team is viewed as an on-

going part of the ‘school organization, though membership may

vary according to the particular concern.

How would the modeI-Qorkiin a school? In owder to fur-

]
ther illustrate how the FLS problem solving model might be

appl ied to different situations, two case studies will be

intﬂoduced: Bridgeton and Gatorville .
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Bridgeton

Case 1

AY

The Bridgeton simu{ériqn @as designed to illustrate
"how a school would work through several kinds of problems.
One ot their perceived needs for changezdthe improvement of
stchool communibationé, will be summa;ized here., (For the
tull text, refer to Module #2, "Problem Solving Simulation,”

of the series, Training for Facilitating and Linking.)
* \




N

Background

~— ) \ . )

By idgeton was an clementary school located in one of the

_ . . _ N B
vlder residential arcas of the city. Sixty percent of the

" pupils were from low socio-cconomic backgrounds: 45% were Black

and 15% Hispanic children, Attendance was often poor and

health problems were numerous. The school building was the
X 1]

target of -more than average yandalism such that repairs and

replacements tor the old phyglcal plant. consumed a large por-

tion ot the school's budget, / The teachers' pay scale was bo-
low the.state average. Pupil achievement scores on standard-
tzed tests taken recently were below average for 64% of "all

items,

v

Who Perceived the Need tor Change?

A new principal was assigned to the school the year the

state accountability act was passod.' She found many disci-

\

: ) L)
pline problems in the school, poor support from the school

‘community, a large number of students failing in their school

work and strained relations among the faculty. She was com-

mited to change and saw the unit of change to be the entire

’

school program and its organization,




o

L
o T
.

Case II

The Gatorville simulation is primarily concerned with

low achievement in reading among many students at the school.

(The full text of this case study is available in the Solu-.

k3

tion Implementation Package that is provided to district and

L 4

Teacher Education Center linkers,)

v
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B'ack" ound 1 |
2 3 . ) , /

[ . : _ :
~ - s Y N . -
Gatorville Elementary school was located on the edge of.

!()wn and drew a signiticant nunber of students from nearby .

rural areas., WUuY% ol the pupils were from low socio-economic

houscholds, 20% of these trom Spanish speaking tamilices,
Due to changes in the economic structure of the community,

what had once been”a homogeneous student body was now com-

A -
posed of numerous groups, each ditferent in skill level and

cultural orieptation., Though en\vollment had grown sfpadi.ly
' ' (

over the years, there was a steady decline in parental in-

2>

volvement in school aftairs.

I

who Perceived the Need for Change ? \l

The p("vcv ived need tor change oviginated with a small
group of teachers in grades 1-4 who became concerned with
a trend toward lower reading performance by thes eilildren',
Several teachers had been with the school long enough to '
notice a change in the cultural make up of the community

<

and telt that the decline in student performance was related

to a lack of parental involvement in stuydent learning at home.



A tew were Concerned about the organization of reading in-
struction. They felt thatigroup-paced.instruetion was not’

appropriate tfor the wide variety of individual needs they

. éncountered. Still other teachers 'singled out the materials

that were being. used, saying Yhey called for prerequisite

skills the . students.didn't have!

Y




2 ' ' Analyze the

Problem Situation

- Certainly there are numerous strategies for problem
analysis which, when appropriately applied, will result in
a clear de{iqitiop of the perceived need for'inprovement.
The choice of a.particular sfrategy should be guided by con-
sideration of the kind of problem under consideration (e.g.,
student performanée, school organization, community involve-
"ment, ete.), The.intention here ié to suggést some alterna-.

tive approaches,-but not to imply that these are the only

ones that will work,
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Perhaps one of the best ways to clarify one's idcas

about the specitic school improvements that seem necessary ;

and at the same time to learn what otherp people are thinking

is to share information (data) about the apparont problem,

Ov, jt this information isn't rcadily dleldblo to first

collect intormation that will assist the school conmunity

«

examine its current status.,

Too often solutions are identified and impleménted on

the basis of incomplete or inaccurate information. This can

be prevented when care is taken to collect, share and co-

operatively analyze relevant data about the problem situa-

tLon.

As

information is collected, it will become cleap that

’

cach problem is accompanied by numervous problem signals, or

messages that reinforce the’need for improvement, These

o ouriginate from thv alternative perceptions about the situa-

tion and fend to compete for dominance. Thus, the analysis .

of information about a problem begins by sorting among the

various problem signals and selecting those that are most

relevant and manageable by the school community,

e —— e e wea s mmae




For purposes of illustration, then, the Bridgeton ex-
ample’ (Case I) will pursﬁé the analysis of & school organi-
zation problem by means of the "Force Field" technique,

'\ ' Theirs is mainly a problem of communication among the school

AN

community,

On the other hand, the Gatorville example (Case II)

s - o
concentrates on student performance, using a diagnostic ap;

proach to the specific area of reading comprehension, The

problem here is one of lagging student performance,
] /’ . . ..

2§




Bridéeton

Case [

At Bridgeton, the principal began working with the Tea-
cher Education Centoer (Tﬁb) linker to systematically gather
data on the school. In theirv offorts to obtain' more specific
information to sharve with the faculty, they ma&e opsebvations,'

conducted interviews and administered an instrument to assess

-

>

the school climate.  In this way they were able to screen

through organizational problems and seloctlones which required

closer analysis, ’

!

. 26
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chockiist, suﬁe of which are ljsted pelow:

--There are many discipline pyobleme in the school.

~-The parents infrequently afftend school events.

--The relationships among mogt teﬁchers are competitive
versus cooperative,

--Thege are several faculty §ub-groups in the sehool and
luttle communication among them

-

--"h previous principal ofter\did not ask for suggestions
from the faculty, ' .

7

--Teachers say they don't have a 88 to needed resources,

which people felt warranted ¢loser anai
School Based Staff
Central ;ﬁ:iﬁistration
School/Community Relations
Onganizationai Cli&ate

Student Performance and Behavior

27



Case II

At Gatarville a grade level chairman raised the issue
of’ poor student pérformance at a faéulty meeting which had
been called to discuss priority nceds for the -coming year.
He reported his Gwn observations arid feelings about the mat-
ter, then asked other teéchevs tplspeak out,

The response was ovevwhelming}y in favov of trying to

Y A\l

improve the existing reading program. However; no one was

e y




completely sure of how this C?Gld be done or what parts of

the reading program needed hogt attention,

At a follow-up meeting the principal and fa?ulty‘agreed
to focus their attention on problem areas which migh€ be re-
flected in‘cuvvent test score data, At hand were the results
of a recent administration of the Stanford Achipvement Test
which revealed that 46% of the pupils at Catorvillélﬁlemen-
tqu scored below Fhe national norm in reading. The state-
wide assessment results indicated that avefaég pupil perfor-
mance in gvadesll-s was at the 62nd percentile in communica-

tion skills and at the 6Yth percentile in mathematics. Read-

ing comprehension received the lowest score in both areas,

>
- 1

9



Cas® F §

When the Bridgeton faculty met to hear the results of

'

the checklist survey, they got together in small groups.,
Discussion focused on giving meaning to the various "trouble
spots" which had been identified. They tried to separate
tacts (data and shnvod'observatiéns) abouf.the current situa-

tion trom opinions, Then assumptions were made about the

i

probable causés of the prohlem.

30 N, o

Bridgeton

£



At one point in problem ana 8is, the groups were

asked -to develop a list of tentative goals and objectives

to guide their future activitied toward improving school
cunnunicat%ons. They also identiffied some likely strategies
for moving in the direction of the desired state of affairs,'-
whith inciuded the formation of committees to study each of
the troublesome categories, Team mémb?rs joined the various
comnittees with the understanding that they would first de-
velop their own skills in problem solving, then aéply their
skills to a specific area of conceri.

The TEC linker arranged for the committees to use prob-
lem solving tﬁgining-modules in their work together. As a
part o} thei;-traihing, the committees studied the context
of the problem and prepared the following force field analy-

sis,

w
—



FOR

Both teachers & parents
want a better school.

All groups have infor-
mation & resources that
- would be helptul to the
others .-

The principal is commit-
ed to improving the tlow
of intformation among
Lroups .,

The ftaculty wants ‘com-
munity input in school
decisions & support for
change efforts,

.'_’

4= AGAINST

Sane_phrents have negative

perceptions of schooling,

'
!

Somd teachers feel uneasy

when non-professionals
participate in school
affairs,

Professional "jargon" is
difficult for lay people
to understand.

Some people believe that

time spe sharing con-
~~

cerns is wasted,

v




Bridgeton's Problem Statentent

The Bridgeton faculty phrased their problem description

as answers to four questions:

1,

Who is atfected? The entire community is affected by

the problem, but the burden falls most heavily on the

school faculty and students,

Who ig causing the problem? The problem is caused by

the school staff which has notvéonmunicated sufficjently
wifh the members of the community so that they can under-
stand what the problems and ‘goals of the school are.
Consequently, cémmuhity ﬂfmbers ére not supportive and

involved with school improvement efforts.

What kind of ﬁvoblem is it? The kind of problem is too

little and inaccurate communications, .

~

What is the gpél for improvement? To increase communi-

cations.with parents, faculty and the_eﬁtire community
and to achieve agreement among a majority of community

members about what the goals of the school should be.
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~Gatorville

//’/;;\, , Case II
s With the assistance of a university consultant, the
tfaculty of Gatorville Elementary reviewed the diagnostic

intformation that was currently available about theiﬁ stu-

dents., They discovered that their current information base

ey .
did not make it possible to assess "entry skills" for

assignment of pupils to instruction or "exit skills" at

-,each of the grade levels*affected.
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Through the district linker, the facul{y acquired a
set of mﬁtevials from the Floriqa Linkage System thdt was
designed’to assist them make betteb decisions about student
performance deficits in reading and the selection of exist-
ing products. The first report they studied was entitled,

Diagnostic Test Reguirgments for Readigg in the Elementanx

Grades, which examines the problems, characteristics and

purposés of diagnostic testing.

As a result of 'their study, the faculty took another
view of'theiv sifuation'and of possiblilities_fob acquir-
ing more precise information by using a variety of diagnos-
tic strategics. These included oral questioning and in-
formal inventories, as well as more'specific'paper and pen-
cil instruments. O? particular significance to the faculty
was the identification of "Benchmark" skills that could be

monitored from Kindergarten'through grade four,
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In addition to gathering more detailed information

about student performance, the faculty began to assemble

a more complete desceription of the problem context:

A,  Student Characteristics

. Family and homelife conditions
. 9pecial needs of entering students ,

. Test scores, results of diagnostic screening
. Floridad Assessment results '
. Indicators of motivation, behavior & attitude

w oo

~
-

U

B. Curriculum and Materials in Use

1.- Existing student objectives
2. . Primary texts and supp lementary materials
3. Speeific difficulties with current materials

Teaching Practices

Nature ot class groupings
Procedures for student diagnosis & placement
Individual teaching practives ]

Classroom aides . S

. Student promotion practices

. In-service training needs

—
-
.

o

D. Parental fﬁvblvemeht
N { N
1. Volunteers :
2. Home monitoring of student progress
3. Parehtal organizations .

E. OQutside Assistance (University, private, or
Department of Education consultants)

"t e e ———— e o
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Gatorville's Problem Statemint

1

The Gatorville faculty continued their diagnostic
. )

w
?

aSsostont and description of problem characteristics:

-=H2% of the pubils are fran“low'gqciq~economic households,
In general, these households are characterized by fa) the
absence of reading materials and (B) parents possessing

. - 3
Jlittle formal education, &

~-=2(06 ot the pupils are from Spaﬁish-Speaking households
whéro bnglish is infrequently spoken.

--Materials currently used in the teaching of reading re-
quirvfpévvequisito skills not possessed by Gatorville
pupils; Seven specifidbvnébling skills for reading

comprehens ion have been identitied,

--Current modes of instruction in reading are group-

paced.. Pupils exhibit a disparity in learning rates

which are not accommodated by group pacing.




Just as it was inportanﬂpto understand the problem
situvation in terms of specifﬂ:gmn}brmance, behavioral or

attituydinal deficits, it is equally important that the

dosivedvétate of affairs (or goals for improvement) be
spelled out, How éhould performance profiles ldok? What
behaviors and activities are desired of the school faculty
and community? What attitudes should be reflected in the
choices students or teachers fwake? ‘Ete, ‘
Unless the’school's goals arise from some sueh logi-
cal ftocusing, vague statements about needed impfovenents
are likely to vesult; On the other hand, goAls which
arise from specific statements of problems énd needed im-

.provements are more likell 0 be realized and easier th

translate into action in t classroom

~




Coala

--To involve the community in de-
termining school priorities

--To develop trust among members
of the school and coimunity

s ~-To bripg together and use avail-
Bridgeton ’ able resources

--To pply‘researcﬁ and develop-
ment outcomes using diagnostic/
. prescriptive procedures

....................................................................................

--To provide for individually
paced instruction based upon
assessment of specific enabling

/ ‘ reading skills

--To provide materials which are
Gatorville appropriate for the existing
skill levels of Gatorville

pupils

--To provide materials which ac-
~.commodate the special needs of
bilingual students




* BONUS

One ot the bonefitg of systematic probiem identifica-
tion [; that appropriate solutions to many of the school's
problems are likely to be discovered just by going through
the process. Teachers may see ways of roovganizing current
materials or adapting existing procedures to the necds of
their students, Administrators may solve some comnunica-
tion problems by motlifying school policy, changing the for-
mat of faculty meetings or providing more flexibility in
the schedules of students and teachers. Thus, many kinds
ot p;oblenm can”be resolved within the school and without
‘calling upon outsidg assistance or reéources.

Such was the case for the Bridgeton faculty who tackled:-

the problem of too little and inaccurate communications,
One of their concerns had been for in-house conmuniem
which they felt had been lacking for years. The process

-




¢

of information gathering, sharing and group activities used
to clarify the general problem area greatly increased the
perceiigd level of communications within the school. As
5 O suégestions from the faculty were aired -and édopted,
teacher moraie took an upswing surge. X

This allowed the faculty to concentréte theiv energies
on thervumaining school-community communications problems

and begin addv9381ng problem areas assoc1ated with lagging

pevtorﬂhnco in basic SklllS Because their approach’ to the

student pertformance problem so closely parallels the Gator-

ville (Case II) example, the Bridgeton study will not be

pursued\fggfhev in these matepials,
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Determine
Solution

Requirements

Before reaching into the grab bag of alternative
materials and procedures that claim to Bring about improve-
ments in stwdent performance,- behavior or attitude, it is
desirable to have a set of tentative specifications which
reflect the characterisfies of the school commpnity and the
problem at hand. If not, the glitter'of novellproductS"
or 1npveséive organizational procedures may obscure the

~

original intention----that of resolving a specific gap

.
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between the curvent and some improved state of affairs.
New ideas often spark new awareness of problem sig'utions,
which in tuern need to be claritied and shared among mem-
bees ‘ot the school cémnunity before further action is taken,
) ’

'Qu‘ school must take care not to fqll into an attractive
solutiony rather, they should carefully choose among po-
tential solutions,

[n order to tacilitate the eventual search for aiter-
native solutions, the school community should be involved

in specitying requirements, desirable characteristics and

built-in limitations. Such items as costs, teacher tvj&n—

-~

ing, time requirements, material format and cultural orien- -

tation should be considered, Not only does this step in-

crease the probability of finding the most desirable al-

)

. 3 Y . vpr s
tvvnutiQ%%uyﬂilublo, it also increases the efficiency of

search activity, -

4
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While every school will probably have Qifferent re="

gquirements tor prospective solutions, there are some
general greas of consideration:
1¢ ¢claimed benefits of the solution should be

directly related to thé needs of students and
faculty. ' K\j(

--The solution should be consistent with the
value system of the school community.

~--It shouldn't require decisions or’ commitments
which exceed the legitimate authority of the
local school. |

--It should be a practical alternative in that
it is compatible with the resources }hat are
available to the school.

--Theré should be a reasonable balance between
what the solution costs and what benefits can

be rcasonably expected,




4

~N
~

Search for
4 ’ Potential -

Solutions

|
\
\
\
\

_ . ) %
As the Bridgeton example points out, many of the prob-

lems which face today's schools can be satisfactorily re-
solved by coordinating existing resources and human energy.
Other, more troublesome problems warrant examination. of

products or procedube; which might be able to bring about

the desired improvements.

Usually, all local sources and suggestions are iden-

"

tified first, then a search is made of information housed
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in the Teacher Education Center or elsewhere in the dis-

trict, Additional information can often be gained through

a regfonal university and the State Department of Education

(TREL).

One of the most fruitful sources of information about

solutiopy alternatives is the knowledge base which has re-

sulted from several decades of educational research and

development effort, This knowledge base is made' up of in-

format ion about R & D studies across the United States and

the world. The information includes these possibilities:

--Conclusiohs about general principles of subject-

matter learning, teaching, classroom management

and other related pieces of information;

--Procedures for teaching, instructional planning

and evaluation, These .are often available in the

form of teacher handbooks, manuals or evaluation -

results;




--Teacher education materials intended.to provide the

’

classroom proftessional with practical ways of imple-

ment ing newly developed materials or procedures;

--Products, such as text books, kits, and other in-

structional materials intended for use by students;

-=Curriculum projects which often provide efficient

organizational patterns  for using a variety of

toaw

3 products and procedures.,

Ty

Because there are so many alternatives available, the

school needs: to conmunicate to the "search agency" fairly

detailed information conéorning what they dre looking-for

L
and also what they are noty looking ftor. A search for useful

validated products is, atter all, a matter of step-by-step f

navrowing of possibilities., If the search agency (or per-

son) is to proceed efficiently, Soﬂf essential information”

must be available about the school's current sifuation and .

the problem which has arisen in this situation, These

necds underscore the importance of following the prelimin-

ary steps of problem identification and clarification, set-

ting goals and determining solution requirements.
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\ - Select the

5 . ) “"Best"

Solution (s)

\

Even when the problem is davg%ully descvibed.aﬁd solution™
requirements avé set forth, an exact-match of the problem situg—‘
Liun and one "best" solution is rarely made on the fir&twtf§TJ>\\\
Instead, the search agency is usually able to suggest several
possible alternatives, oq‘"options." Any one of thesé (or a
coﬁbination of alternat%Vesj could resolve the school's specific

\
problem. After receiving such recommendations, the school

faculty and administration are responsible for choosing amdng

the options or requesting further information.

r
Ty

a9
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On the next page is an outline of the Product Descrip-

tion Checklist which was used by the Gatorville faculty,

»

The comparisons suggested by the checklist are expected to

make it possible tor a school staff to give well-considered

answers to the following guestions:

L

I. Matching School Objectives to d Product

~
I3

Do the objectives (goals, purposes) of this edu-

cational product patch (A) the specific changes

and, goals for improvement -in the school's prob-

lem? (B) the,fééfgbqé 6f“é'solution as spelled

‘out by the faculty and administration before the

search began?

II. ™atching the Product to the Local School

) .

Do the materials and approach of this educational

& .

.product match the needs of the pupils of the

school? The teachers of the school? The princi-

pal? Existing patterns of clagssroom organization?

Y

Available resources? The parents and community?




Product Description Checklist

(In Outline Form)

Name of Product--

Target Grade (s)--
»

What would be changed if this product were used in-

stead of current materials or procedures now in use ?
[ )
] (]

e the checklist to make a comparison of fegtures,

Practice Using Projected
Current Practice Using
Materials Product

A Y

“3
.

Lvidence of Validation

Classroom Organization

Stwdent Activities

Teacher Activities

Materials

Administration

-
Payental Involvement

Model and Strategy
for learnipg

A

Object ives




The solution seleetion step of the FLS problem solving

model is a critical decision point for those who are invol-

a
¢

ved in the change effort. The decision calls for a commit ~
ment to a specitic option, at leagt through a trial imple-

mentation phase. The degree to which.the solution is

accepted into the instructional routine of the school is

’

related both to the specific product or practice to bhe used

3y

and to the process by which it was selected. The final de-

cision signals a number of changes:

~--It marks the transition from speculation and_

wishtul thinking to planning for action.
--It puts the school into a position of making
a commitment of considerable importance'and

I\
S; duration. - -

[y

--It requires adogtive beéhavior, which often
means changing”the usual patterns of instruc-

tional activity, staff organization and/or

.

faculty interaction. : ’ ‘

7y . : <

~-It often results in adagtivé'behavior, through




which the chosen solution magy be significantly

modified in order to fit speckfic characterig-

h %
tics of the school.

--It\ creates a climate of expectancy which is dif-
‘ficN]lt to realize on a short-term basis.
--It signals a change in relationship with the

tfacilitating team and the organizations which

provide outside resources and assistance,-

e

%

’ v
The final selection of a solution involves more than

simply choosing a good or not so good option. Also invol-
ved is the gdequacy of the proéédure,by which the decision
is made. At this erucial phase in the'change process,

the Florida Linkégo System can providé training materials
which will assist school personnel select the mbst appro-

priate solution tor their school,
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‘ Plan tor \

6 ’ ‘ Implementatieén

& Lvaluation

Once a desirable-solution has been chosen, considerable
planning is then neceded to translate tﬁis decision into action.
The tacilitating team may make preliminavy decisions about the
design ot strategies and procedures for acquiring, impieﬁent-
ing, managing and evaluating the chosen solution. However,
it is critical to the future success of the project that.the
8 1 faculty qhd administration accept whatever plans are made for

' /
them. For this reason, their involvement is essent?al.

-
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Heve

are some areas of planning that should be ¢onsidered:

--Plan for any modifications in material qr pro-
cedure that are necessary tor smooth implemen-
tation,

--Plan the support program ﬁe%déd to aequipe and

implement the selected solution.

--Prepare a time and actijvity schedule to kee
p tv y eep

track of progress, ‘ . -
--Tdentity the specific vesponéibilities which
individual faculty aAd administrativeiperson-
nel should assume,
--Plan tor appropriate staff development activi-
ties, "

--Develop Formative and swmmative evaluation '

plans,




Gatorville

SNJW N
-

"Gatorville

»

The facilitation teaﬁ prepared a timehby activity
schedule which identified those who wqu~invoived énd
when, In addition, they'designea an e:alua?ibn plan
which called for the collection of four kinds of data:

-1, Measurés of pupil performance; - _ . (

2. Assessments of teacher attitudes toward

+ . the chosen solution;

>
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3. Identification of problems encountered
during implenentat}on; and

| 4, Identification of unanticipated outconms,////

[ buttrp ositive and negat ive,

Specific respbnsibtlities and time commitments were

&

duscvibod. The planners then conpared available versus

needed resources or services. They came up with the fol-.

L 4

lowing needs:

--Evaluation assistance from a nearby university;

--An inplqﬁéhtation specialist from the school

district where the new materials were developed.

tn

Jhese needs ‘were fulfilled using Teacher Education

Centew, district and local school resources. The repain-

ing“dotailswof the plan for implementation were formulated -

and presented to the group of reading teachers, the prin-

e

cipal and the TEC linker. With several minor changes in

éeh@duling_anq personnel assignment, the plans were adopted

by the entire faculty, ~ L




Follow Thréugh and l
‘Give Feedback to the

sSchool Compunity

A

-

;l‘h(' tinal stage of the FLS moclell provide.s; for putting
the s\.éhnol's plans into aetion, thus, t_"ollwing-throi‘lgh
with a design for specific improvpu,mnt, Evaluation plans
ave especially important during the last step of any pur-
posof'ul atifmpt to resolve a problem situation. The Ffeed-
back thatfevaluation activities can provide to 'th;:e seho;)l
comnunity re}infovces their sueeessfui efforts at improve-

ment and suggests ways to modify those that don't result

'in the desiped improvement.




R

Educational cvaluation can perform other services

in addition to judging the worth of a set of materials or

a teaching procedurc. It can provide timely information

to assist in decision making. 1In this capacity, the Yunc-

4

tion of evaluation is to shape and improve decision-

making, not to render a value judgement about its effec-

The latter

tiveness.,

is reserved for an appraisal of the

~

tinal results of the project after trial implementation,

Thus, there are at.least two distinet (yet, comple-

mentary kinds of

} .
change activity., One .s formative; the other is summative,

\

evaludtion that accompany educational

One is concerned with the effective _implementation and on-

going vvtlnvmvnt of an odUCdtlonal change effort. The

other is concerned with the Judgement of results and out-

comes ,



Evaluation can be extremely helpful by providing in-
tormat ion that supports good decision making, This is

cspecially true during the process of change, where the

Final outcome otten depends upon littlé-akcisions that arc

*made between planning and implementation. -

At the problem identification phase, certain kinds

‘of information are needed in order to correctly distin-

" guish among problem signals. In order to select the "best"

solution strategy from anfong many competing alternatives,
another kind of information is required. - And still an-
other is necded to support the ‘decisions that are associ-
ated with putting a new product, program or practice into
ot fect,
7

In the sense that these evaluation activities shape
and/or retine the proecess of educational improvement, th 'y

arve formative in nature, Formative evaluation can also
R EEE————— s ]

lead to corrective action once things have gotten underway,
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. Thus, even with the best of plans for implement ing

/ _
G pavticular solution, things do not always follow the

i

course that was originally set., Important decidions can

be overlooked; unanticipatéd problems can develgp; human

perceptions  (and priovitiosf can -change as a result of
Lirst hand experience, For'a variety of reasons, plans
A -

may need to be updated trom time to time in response to

chang ing civceumstances, This is another service that for-

mative evaluation can serve----to help make appropriate

mid-course corrections during implementation,




The wltimate purpose of evaluation is usually to

drrive .at conelusions as to the worth or value of a par-
ticular thing (iﬁ this case, materigld and/or procedures),
Ov the appraisal may be a relative oﬁo, as in comparing
one set of materials with another and then deciding which
is the better of the two.. In c¢ither case the ultimate
concebn is for end results, what effects the materials

or procedures have upon student pertormance, behavior ‘or
attitude, These are summative evaluation activities.

. Suwmative evaluatién attends fo outcomes, both plan-
ned and uninteﬁdcd. First, there is a check made between
anticipated \gnd actual impro&eménts.éccbrding to the
school's spec'fic objectives. Then,* ah attempt.is usuall}
made to detec any unanticipated benefits or any adverse
side-eftfects that may have come about as a result of im-
plementing a particular sét of materiais or teaching.pbof
cedures, Finally, these findings may be compared with the

perceptions of various members of the school community,
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As a result of summative evaluation, the basic choice
vegarding the future use of an educatipnal product or prac-<
;tico gun be made----whether to terminate or continue with
inplementation. In making this decision, it is important
to consider not only the tangible perfoﬁmance benefits,
but also the perceptions and feelings of the school com-
|n;nity_..81mi1avly, the presence of any significant gide
- vftects or unanticipated<;enefits shou%d be considered
along with the relative merifs of the_ﬁéw versus old ap-
proach,

If-thé decision is to continue with the current solu-
tlon.altvvnative, the next consideration.is whether to
modity thé-charactorigtics of the ﬁateriais or procedures
in order to better serve thé target_population or possi-
bly to expand implementation to include additional stud-
dents at the same or different grade leveié. Beydnd the
local school site, a successful solution should be recom-
mended for possible use at other schoolé within énd/or

outsg ide of the district, Whateveér the fipal-outcome,
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documentation of the school 'y conclusions should be kept

and made available to other toachvrsfand.ggministrarors
who face similar problem situations.
) .

i ) . \/ .
e
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Wha'i Next?

It you would 1ike <0 follow thpbpgh with the -FLS
I
approach to school improvemgnt , herogape some ways to get

turther involved:

)

--Talk it over with thé faculty and principal
at your school, | )

--Contact your district "Linkerp" throﬁgh fhe
county édmIn[stvafivé office or local
Teacher Education Center, or

ystem

--Write or-call -the Florida Linkage S

o .

Office of Dissemination/Diffusion x

'Florida Department of Education
Tallahassee, Florida 32301

904/487-1078

~
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Available Related Materials. '

~-Diagnostic Test Requirements for Reading in
the Elementary Grades
--A System for thid Access of Educational

R & D Product Information

--Guidelines for School Use in Initiating a

scarch tor R & D Information

--Selecting R & D Pééducts to Meet School Needs
--Solution Analysis Series: B

Narrowing the Objectives

%ﬂlting thé Costs and Benetits

Developing a Work Action Plan

65
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' Training for Facilitating and Linking (Selected Modules)
' '

o --Orientation  (to F.L.S. & the training system)

--Problem Solving Himulhtioq

L4

--Feelings and Perceptions - S~

~--Concepts & Skills of Feedback

--Prioritizing Goals

--Decisions Based on Data .

« -==Defining the Problem

P
-

--Porce Field Analysis -

-

“

--Explorat ion of Alternatives

--Cuntinguncy Planning
& Trouble Shooting

A .
--Reporting & Assessing
Processes and Results

--Matching the Solution-
To the Problem

--Planning & Lvaluating
tor Tmplementetion

**Addit ionat modules are
included in the -training
package, .




