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- méé are mmy vays t;o introduce change -into schgols, and different o
. approaches may be more or less spproptiate in different contexts. In some
cases, pressing needs for social reform may necessitate a change in legis-
lation or a court decision. In other caseB, change may occur only through

. the developmentcgf advocacy groups ‘and conflict. In still other ceseé,

. +.. administgatively mandated change may be the most effective method, particu-
larly where the changes are relatively simple or are to be introduced uni-
formly throughout a system. * : b
This report is about an 2pproach to planned change in schools that

reljes upon collaboration between teachers and administrators and the devel-

opment of consedsus about needs and solutions. This approach is not appro-

priate in all'situations, and it has a number of serious drawbacks ({ncluding °

1f§'te1ative1y high cost in terms of both time and moneyjJ. However,.as‘ye :

.studied the curriculum fhprovement efforts of schools‘involved in one feder- .

LR

411y funded change program, we became ccnvinced that effectively imﬁlemented
* . *local action teams,” conposed of teachers and administrators, could be sig-
3 nificant factors in achieving positive sch001 change ¢ .
The decision—making processes we observed were in most cases quite differ-
ent from those that are typically used in schools. For this reason, we fe1t
it would be useful to summarize the 8trqctures, p:ocedures, and activities of
the qpre successful local action teams for _the benefit of other teachers and
administrhtors. This report, then, is not,intended‘as a research report but

‘" rather as a practical quide for principals and tqachers whg might wish to de-

velop leqal action teams in their-own settings. . L
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* In June of 1976 the Natiocnal- Institute of Education (NIE) established the

Research and Development Utilization (RDU) pfogram as a new action-research ef-

.

fort in dissemination. . This prog¥am was designed to: . ,
~ Y e
= e apply research-based products or ideas to school problems; ) .\
¥ develop.a problem-solving process, whereby schools‘would . .
systematically identify such problems and select and imple=-
ment new ideas; and . .
* e organize a linkage system, whereb§ nﬁtional, §tate! and \“-
. octher external resources would be made available to scheol '
personnel. * ¢ .

The ROU program is unusual among fedérally funded dissemination strate-
'gies because of its dual commitment to the dissemination and use of RaD prod-
acts and the development of local school capabilities to solve problems through

the use of exteinally generated knowledge. Other federal progracms have tended

to concentrate on either product dissemination or local capacity building. but

have not concentrated on an i tegrated model for combining the two. The core
of the RDU strategy was to prgvide each participating,site, which was either a

school(;& a district, with assistance in the following Sequence of activities.

-
.

e identification of a prohlem or set of problens; ) ~
Cy .e examination of alternative solutions to the problem, -
N focusing particularly on the products of educational’ ;
- research and development (RaD) ; oo - . o
st . selection of a epecific solutionsto address the problem; T
L 2 implementation of the solution; ’ ) \;/,

'Y evaluation and incorporation of both the solution and the
‘. problem-solving process: . :

The service"delivery system of the RDU program operated through seven

projects, .each of which-coordinated a network of organizations and individ-
uals who were involved in the provision of services and infotmation to local
schéols and school districts. As a ﬁhole, the seven projects operated in 20
- states and served.over 30Q schools or school districts over 4. three-year pe-
- riods(1976:1979).. Eaah of the projects selected and made available a pool
of R&D products, which was also referred to as a knowledge base.. The knowl- .

s v .

edge bases were developed as resources for identifying solutions to match

s

client school needs. Thé projecps alsoc deployed "linking agents” who

-~ % *
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coordinated the services providéﬁ to local schools and school dist:icto, and

who helped gquide the local school personnel in a school improvement process.

Bach project supported two or more linkers. Most operated cut of an inter- l
mediate service agency, or a state educatiol'agency, and each served a speci- .

fic set of local schools or‘school districts. The range -of a linkei 8 possi- l
b%e roles included facilitating the decision-making process by clarifying

goals and Eroﬁtging leadership, ard mediating among autoncmous organtzitions_

whose resources and services required coordination. . '

) In-keeping with the program's goal of devoloping the local capacity to ;
solve achool problems, the projects st:essed the importance of loca} cision
naking. The sites participating in the prog:am‘we:e gqnerally required to
have a local team of teachers and administrators who would be trainmed'in prob- .
lem-s0lving approaches, make major decisions related'to the school 1mprovement
effort, and foster the developmﬁnf/of local staff ownership of the program ard
the selected solution. : . : .

The seven projects vere regionally distributed, and involved the follow-
ing: . .
"e The Northwest Reading Consortium, 1nvolv1n§ the state de-

partments of education and other agencies 1n-ﬂhsh1ngton,

\ Dregon’, Alaska, and Idahoy .

e The National Education Association Inservice Education
Project, operated in oollaboration with the departments
of education and corregponding state education associa- b
tions in. 12 states: - Alabama, Califo:nia, Iowa,  Massa- , -
chusetts, Michigan, Minnesota, Ohib, Pennsylvania,
Tennessee, Washington, Wisconsin, and Wyoming;

—

’ - L]
e The Consortium, operated by The NETWORK, 8 non-profit .
research and service organization that coordinated the .
efforts of agencies in six states: California, Canecti- . 4,
cut, Kansas, Massachusetts, Minn?sota, and Washington: e . .

ﬁh. The Geo:gia Research and Development Utilization Progran:
®
°
°

The Pennsylvania School Improvement Pteram: . ' . *

The 'Plorida Linkage System; and ° o . A R

¢ L4
The Michigan Career Educatioh ‘Dissemination Project. This . 5 )
project was operated by the state department of education .
as were the projects In Georgia, Pennirlvania and Florida. v 1

In Novenber 1977 Abt Associates Inc., a sccial science research £1rm
bosed in Cambridge, Massachusetts, was contacted to conduct a study of the '
RDU program. The cngoing study addresses six major issues: . -~
F ] .

- L]




e How relationships are managed between various agencies
that have the expertise and respucces to help local
‘schools solve problems; _

e To what degree an interventlon program such as RDU can

help schools overcome barriers to successful problem -

solving (such as limited access to info:mation, or lack
of planning skills, etc.); )

e To what degree the products of educational RsD are rele-
vant to the problems and g¢ontexts of local schools;

° ,What the img:ct is of the products of educational R&D
once they have been adopted and implemented;

e What factors contribute to the institutionaldzation of
the RDU approach within a variety of organizations)

e How linking agents coo:dinate the flow of exte:nal re=
gsources to schools, and whethe: this helps the schools
solve problems, ‘e

all of the seven projects have‘completed the federally suppo:ted ser-
vice delivexy pa:t of their activities. However, the research effort by Abt
Associates will continue until the spring of 1981, The lessons that can be
learned from the activities and outcomes of the program will have important -
implications. for the design and opecation of dissemination programs in edu-
cation as well.as for the design and management of future local, state, and
fede:a} efforts to improve schools. . - .

We would like to acknowledge the assistance of ‘our colleagues on the RDU
study who have provided us with insights, data, and moral support. These in-
clude:; Kent Chabota:,’G:eg Spencer, Robert Yin, and Thea Moskat. Earlier
dzafts of this report also benefited froo comments made by Nancy Ames, Robert
Dentler, and the project directors of seve:al-iff>projects. NIE staff members,
including our project office:, John Egermeier, and Thel Kocher, also contrib-
.uted to improyements in both our ihterpretations a and writing. Special thanks

t

go to Thea Moskat and Hary—Ellen Perry for their unfailing attention to the
details of producing this report. °
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INTRODUCTION,  * -
,Schools are dfnamic Places, and whether or not a school is involved in
. . an organized improvement effort, decisions about change are constantly being
stade, Por, example, recnrring activities'thap result in sclool changé include .
‘ planning for and implementing new curricular topics (such as career eduqa-‘ r
tion), supplementing or replaci;p textbooks and mate:}als, plannigé-for and
implementing staéf.developmeng activitior, and seeking solutioﬁs,to‘persis- .
tent problems tsuch as poor pupil performance in basic skills). .Our research

has shown that, in mnny cases, participatory decision making produces success=-

EES

~ ful school chonge and greater staff satisfaction. . .
This report is about one form of participatory decision making: the

formation of local acticn teams at the school level. The aim of the report.

is to provide adminigrrators and teachers with guidelines for establishing

local actron teams and with recommendatlons for enhanping team effectiveness.

The report is based on an analysis of the experzences SE 49 schools that Dar- WP

ticipated in the Research and Development. Utallzation program sponsorfd by :

the National Institute of Education, but the lessons derived from this study .

are applicable to al} kinds of organized school'improéoment efforts. ’ /’-
"~ . : ‘ .

What are "local action teamsg™?

.

A local action team is a formally coostituted group of teachers and ad-
mmstrators erpowered to make decisions or engage in other tasks related to,
a local school 1mprovement effort., A local action team may be formed at
either the, school or school district leveli however, this report focuses pri-

marily on school-level teams, since they were mofe typical in the RDU program.
. o — [

. L] ’ "

s

what distinquishes local action teams from other school-level committees

or tagk forces? K g . b
A The idepl model for local action teams 1n the RDU program differs from

the typical teacher committee or school task force--such as curriculum com- o,

. mittees,, reading task forces, or 1nservice cOmmittees. Key differences are:
g u LE] o -
' ¢ The team has a2 rdle in arriving at decisiona, not just o
. rubber-stamping thesd. The team's 1n£1uence when com= .
pared to that of the administrator is greater than the " !

. influence: of most advisory committees. . , . T




) e The level of teanm effort ig generally higher than’ t.hat of . ]-
other comittees or task forces. - :

. ® A "problem-gsolving/knowledge utilization®™ model is fol-
- . lowed to accomplish the specific objectives of the school ..
T improvement effort. This model.is characterized by: -

a. Needs asséssment. No ma@er what the specific -objec- ’ ‘ ]
tive, It Is spproached in“the context of overall school
objectives and needs. Those engaged in the school im- .

. provenent effort take ‘a step back in order to specify ~ . . ]

problems--to search for -concrete indications of prob-
. lems, analyze apparent causes, asaess specific needs,
. and weigh thém iIn relation to other school needs--prior
I to searching for, selecting, and implementing a solution.

- b. Systematic interaction with external providers of in-
formation .and assistance. Information and assistance .
are sought from outsidé the district--for example, from .

. intermediate service districts, universities, education=-
- - al R&D labs, educational information storage and re- -,
. trieval -services, etc, 1In the RDU program, special - T
- g *linking agents” based in these kinds of agencies were
' raesponsible for connecting schools with external re-
sources, as well as for guiding the local problem— )
solving/knowledge utilization effort.

‘solutions. Pederal and gtate funding for improvements
1n. educational curricula, materials, and pProcedures ,
v ' has been substantial over the past decade andPa half. v
In many cases, the improvements developed by local '
, schools, universities, and research organizations have
been extensively field-tested and have been shown to
be applicable tojmany schools and districts. w%hile
the RDU program assumed _that school needs must be
locally defined; it also asaumed that in most cases
a school would not need to develop a completely new
pProgrmm to meet thoge needs. Rather, the school
could search among available programs and materials
‘ *for a'produck that could be adapted to local cir-
¢« cunstances. P .

c. Emphasis on seeking field-tested, empirically validated 4 - l

What ‘a:e bhe purposes of this document?
: o X .

Ou: @nalysis of the experiences of 49 schools showed that local action
teans worked, and that they worked in all kinds of settings both elementary . l

and secondary: urban, rural, and suburban; and 1n all areas of the country P

¥

{see the Appendix for research methoda). Since I.ocal act ien teams are not
¢ the typical mode of decisicn making in schools, we have desj.gned this report.

for prac’titione:s who want more information on the role of local Action teams

in lchool 1mprovement.. - T ‘

Q




The intant "ot éhe report is to p:ovide ,reéoimendatioﬂs for the o:ganiza.—J
tipn m‘? functioxliag of’ local action tam In ox.“der to tie our recomenda-
tioms to thu experiences f-34 real Sc'hools\ and people, we have, 1nc1uded vigneti:es

of three schools that puticipated in the p:gm.‘ a ru:al e1ementary schooL

1n the Northehst; an_. 1nne§-cu.t;y elemgntary 1 in the Soubheast; and a sub-

urban middle schaol on°the West Coast. To et‘.heix:1r these three sites 111ustrate

mng of, the‘-positivtgand negatl\ve qxpaxiences of schoolé 1nvolved in the ROU.
program. . The vignettas, whtch follow each %apter of the report, are intended

to give t:.he rfadek a bette‘r sense 9} hcm 10cal agtion teams operate and the

factors tha,t. affgct their. su’cqess. .:.,‘he chgpte?s of the repo:t ‘discuss. 7 , a

p
- .|< " l

e the cohsequendes of shared decision making; ° < ':'é' o _
» Ll ~

.she organizaton of a loc;al action team-~roles and ¥unctions, .. R ¢ .
: optimal-size, repr sehr.gtion, v,,.*:ecrl.u.t:mem'. .a?:d selectioh of - . . .
" team members, traim‘i‘xg, and garnering of support for ngleased
.o timef » .. >’

. 't.he importarce of team leadership, and comnmnication with non—. s . ’ ,

;eawmembexs, and‘ - =
vab L. . - . B

e the importance of preblem‘solﬂ.ng practices and a rea=-
* sonable sc dule etings;nd mlestones. . '

«
~ . L]

. - .

. ’
Bef.ore tuzning to the ‘ay of the report, we present a brief introduction

- .

to the three 1llust ative .schools and the reasons for their involvehent in the -—

b f -
scbool inyrovemnt effbrt. " / : .
. ‘ . . . . ,t
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.o THREE SCHOOLS AND THEIR®PROBLEMS -

L -~ " ”, i [Y ™ ' ‘
¥ . - ’ . ’ * ’ b

Northern Blmentgry , ; ) . .

, their reading. progr
ki) with school improv
‘"“iin‘c!f&hgéd"fbﬁs:yéars. e - - : -

. '
r

T An old, brick lchool with an em:ollnent of 280 pppus in grades K

thrOugh 4, Northern Blementary is located §n a very stable, low- to middle~-
inccne farming community in a northeastern atate. Hinety-nine"ﬁent of
the school's wp‘lla are white. Most of the school’s 1) classroom teachers
haye ],N‘ed inethe area for a good part of their 1lives; some were born there
and atttnded the ldistrict 8 schools and nearby state colleges. They seem
to enioy their jobs and to get a.‘l.ong vell with each other and with theé prfn-
~cipalkk ﬂowever, prior to joining the RDU project, both the principal and
the teachers were concerned that a sizable proportion of/gthern 's pupils ,
were not meetingJe school’s standards for achievement in reading. 'mis .. ,’
concern was reinforced by resulte from a statewide assessment of sdhool per-
formanct.- . ’ C] & Y . 1;
Even before a formal needs assessment was performed, teachers felt the i
problem was due to lack of an orxfanized, sequegtial reading program, lack
of communication among teachers, and lack of adequate diagnostic infomati:on. -
The staff felt the pnoblem was not critical and,?ndeed, was_ an ardinary O\l:ke.
among sohools, but they were quite eager to improve the effeativeness of ¢
Ptior to this time, they had had little experience
tivities; even their textbpok series had remained

o\“:k"

. - -

1 .
. o . »
- -

Southern tlementary

( .

)\ poorly mintained school in the heart of a medium-sized city, Southern

’ Blementary serves x very low-ipcome, predominantly black student population

in grades K through 5. AJ.thOugh the .city has begun a gradual-desegregation
progran, over 90 percent of the schodl's 400 pupils are blackR, and Southern
Elementary is at the lower end ¢f the district in terms of regources and rep-

. utation. The school's p;incipal,, a dedicated black woman, is detemined to

develop a progrm that not onply will help children in the local black comau~

nity but aiso will attract pupils and teachers from other parts of _the city.
Prior o joining the RDU projeo.t, many of the 25 teachers at SOuthern

felt that the school's problems wore intractable. Each year.a 1arge per-

EN

centage of the school's entering kinderqarten pupils scored extremely low on,
-,

~—~ -
[ . . + )
. »
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an inventory of readiness for learning. In the most severe cases, the. children
had only the most limited, concrete.vocabularies an& had never been more than a
few blocks from home. Since the school's progzam.uas not organized to overcome
. tne disadvantaged backgzounds of these children, many of Southern's pupils were
leaving the f£ifth gzade still lacking basic skills in the areas of reading/lan-
guage arts and. mathematics. , The teachers were very discouraged, and each.year

several applied for transfers to othet schoolg in the district.

Ll

West Coast Middle School . . . . ‘
* 3

Located in a well-to-do, white suburb of a large.;est Coast cxtx,wﬂest
Coast Middle School has a very attractive physical plant, set in a wooded
- lundscape. The school consists of four satellite pods, and the school's 850
pupils and 35”teac§ers are divided into four relatively autonomous sub-units,
each with ;ts.own counselpr and hi?d teacher. Although there is one princi-
* pal for all four sub-units, tnere are few attempts to maintain a gchool<wide
identity or con;istent programs and poifcies: The teachers are well-educated.
imovative, and highly individualistic. Most of the students come from pro- .’
fessional !amilies and score far above national norms in reading and mathe- -
matics. The school becaun invoLyed in the RDU project because the distr;ct\\
. assistant superintendent for curriculum decided to do something for.the few
T middle school studeng%'who were reading below the level of their classmates
} and thereby causing Tanagement problems. Previous attempts to help these
students had been hampered by the refusal of.parents to recognize a.reading
problem, by teachers' concern about attempts to reduce their autonomy, and
by the reluctance of the principal to. 1mpése centfglized leadership.

. . '

. ' .

)




: . - CONSEQUENCES OF SHARED DECASION MAKING _
* L3 , ) - . . . -
S e | '
How can shar{;_ge"cision nakm help achieve school- improvement objectives?
. . ;
Ve have: found that team or group decision paking has a number of
features tlgmt help to acodmplish the specific objectives of a school im-

prdvemant-’ .}’f fort: ,

- +
‘

-

L4 §t spreads - the ownership of decisions that, are made. More
people have a personal stake in making the project a Buc=., .
{ess, .

e gIt eliqits mltiple perspe\cf'i.v/es, insights, and typ-es of

- sfqexpertise, a],.l focused on the problem at hand. Most im-
=, portantly; it enlistk the perspectives of those closest
e ) _ to the preblen, uspany teachers. .

e It introduces« systematic communication among staff mem-
bers, thus dampeninq the' effect of a priori assunpt fons
" or pet "theories of particular individuals or cliques. ‘

n

. [ ] where teams haye responsibility for menitoring _program
implemeutation,. attentidn can be focused on comparabil-
ity and coordination across’ classrocms. Conmon problems
> of scope and gequence, which often fall between the cracks,
receive a!’tention. .

if administrative dedision makimg\cad be as effective, The answer is

o yes, in,some set.tind.s{\‘ In general, we found this to ‘be the case in schools
where. the: adminiﬂ'trato,g was a strong and effective educational leader whom
the teachers trusted and respected and who took pains to spread the feeling

,of ownership by communi‘atinq and listening to teachers' concerns.

»

LY Bt
What do teachers and p;incﬁmls gain from shared decision meking?

. . Te¥m Ofr group decision makingrulso has bﬁheficial side effects for both
teacﬁ;.:{ and principals. These are: T "}’

] Improved staff moraler-sense of efﬁfcacy, and sense of in-
fluence ovei matters oytside their individual classrocms. 2
. In’ some cises, there were marked f{ficreases in collegial-
‘ ity, sidring, and, the sense that statf could rely on each
other as fesources.

. o ) Enhancerent of admlnistrator influence within the school,
N - particularly.in terms, Ef iAstructional issues. Although
group deé¢ision making, was desigmed to increase teacher
inwalvement, .1t frequently also had the effect of enhanc-,
ing the prfncipal 's ability to support and promote staff

’ interests. , ’
® Inproved coordingtion,r comtlunication, and articulation N
‘o within’and dcross grade levels. . :

k] N !

[ - < ”

X . ' .- P/_*" 6': 16. C7




.
.
B}
.
£
4
,
]

e

-~ e @ Ptofeuional developnent of both teacheu and adminls&:to;a
. in terms of¢ .

, leadeuhi;; expe:iehces;
b. p:oblem—solvmg capabilities;

! c.: awafeness a.nd acceptance ‘of pew educational knowiedge ' |
“and p:acticisz and’ , - s

%y -

.d.. awareness of :osou:ces available for problem solving.

.d H L ] —

. a‘hee side etﬁcts of group decision making were, of cou:se, absent in sites
where décisions were made ynilaterally by an administrator.

. >

What can go‘ wrong? >, ' - 7~
. r foe

me potential pitfalls of group decision making are largely avoidable,_ -

Ve

o,
.
.
R L] —
ra

although p:ob],e{n.s may a:ile when sound group decision-making p:actices are
. . - -~

= }gno:ed. Por example:

-~
. -

. e Conflicts within the team, or between the team and admin- , ' |
istrators, may be raised and not resolved, thereby pre- . -
. venting consensuq,. from being reached., R .

-

q » ~e ® The team may be regarded as an elite and may be :esented .
. by other staff, especially if care is not taken td com~ .
a minicate with these statf and {nvolve them in the deci-

’ ‘sion majing. -
™ F:ustution and a lovfe:i.ng bf staff morale may result if:
a. Stead progress is ndt made from one meeﬁlng to tpe « .
k“ m‘Xt.g L] A
* ‘
. b, The overall REocess takes an unreasonable amount of’ . .
\ * . tink -and effort, given the cirgumstances and t‘ne out- -
’ ., comes. . ‘&
Ce Decisions are lubve:ted or dictaﬁed by the adminis-
+ tration or other-ocutside parties, . Ry
. d:. Tean members are not provided adequate orientation Yo~ «
arid therefore 36 not understand what they are sup- j
pos’ed to do or where it is’ leading. f
G:oup decision naking does have some inherent drawbacks. For example,
group meetlngs nay take téache:s away from their classrocms more often or o~

for a longe: time than thoy would like, the released time for these teache:s

is an additiopal expenae, and decision making may be less "efficient.” T™hase

drawbacks, hoyever, are typically outweighed by the benefits stated” ’”oau:lge:.
- il ¥ .

]
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Before we discussy, striategies for promoting the effectiveness_ of local
action teams and for ding potential pitfalls, let us ‘first exami.ne the,
consequences of the team activities in the three schools.

. . ' -
-

Fesults of Activities in 'rhree Schools .. '_ ' .

L] v

. Both Northern and Southern Elementary Schools enjoyed very positive
outcomes in different types of school settings and ptilizing very different .
inprovement activities. The case of West Coast Hiddle School,, however,
cxemplities many of the pitfalls encountered when team activities are poorly

planned and "implepented. ; K

- N -

. - oo
Northern Elementary. Throudh a series of activities involving first

Q tean of staff and administrators' and then the faculty as a whole, the
staff at Northern Elgnentary cmfir’:ned thelr initially perceived needs and
decided to adopt a new reading management system. Although the model for
the new system had,been degeloped in another school district, the entire
staff at Northern were involved ip adapting it to meet their site-specitic
. needs. They wrote a scope and sequence for the reading curriculum, compiled
a checklist.of reading skills for recording Ppil progress, constructed
o criterion-refererced tests for each skill, developed a new reporting system,
and arranged to cbtain inservice training in_reading instruction. As )
. a result of their concerted effort, they all feel a great sense of pride in
the reading management system. '
In addition, some significant district-wide changes have occurred as
a result of the progrfm‘. A s_cjhool .rending t‘eacher (whose resgonsibilities
. Were poorly definéd prior to the program) became a very effective and influ-
. ential local action team coordinator. Because of the enthusiasm generated by
. her activities during the f}rst year, the district created a half-time
position for her a# district reading coordinator in order to expand her
leadership r.esponsi i1ttles; this positidn grey to full time after two years.
The three adninistrators who were trained in the program impr?:rv/ment process--
the reading coordinator, the elementary principalu, and the assistant superin-
* tendent for curriculum--are now assisting in efforts to apply the same )
process_ to an analys.rs/ of the reading program at the district's =middle
school. . - . "

. L Y

Southern Elementary\_, ,Mter deciding that an "add~on" program would not
R solve the school's problem, the staff at Southern Elementary chose to adopt

L] rd " 1 8
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a comprehénsive strategy known &3 Individually Guided E‘ducation (IGE), °

Developed by the Wisconsin Reseerch and Development Center, the IGE model has

seven compenents, The most important ccmponents for Southern were a model l

for restructuring the faculty into instructional unit\s.with representation

on a schbol-wide'instructional improvement committee; a model for individe . I
]

ualized instructional p,rograming, based on cross-grade~level grguping ‘and
the use of compatible progrems in math, reading, and other subjeét areas; +
a nddel for pupil assessment and evatuation; and a model for enhancing . ]
hone/school/comunity relaticas, ™ '

As the staff at SQuthern Elementary discovered, 1mp1ementation of IGE
is an ambitious task requiring a considerable amount of staff development !

implementation, mat teachers were beginning to feel good about the changea
they had achieved. Reports from the school indicate improvements in teacher
morale as well ‘as in student communication and math scores. A teacher who:

ard training, as well as the .cooperation of everyone concerned. At times, . l
there was great resistance from some staff. However, after two years _of \

was not on the team hoted a great deal more cooperation and communication
among the teachers, who had previously felt they could do no more than Itandle
thelr own cl‘aedrcans as well as possible. The unprecedemted requests by some
studdnit teacher t|o feturn to Southern for their internships were viewed as
evidence that even the schodl's reputation was improving.

Hest Coast Middle School. Not much has haprened as a reault of the
effort to help slow readers at west Cc:ast Middle School; in fact, many

|
]
)
I
teachers seem embarrassed by th ck of improvement following their involve-
ment iA RDU. The reading program that vas selected features a teacher-made '
reseurce fI-le tl3at is to be used by all teachers who have ilow-readers in
their classrooms., It was selected By a small group of adminiatratore and l
teachers on the basis of limited information 2bout the teachers' perceptions ; .
of needs and the progran's characteristics. During training provided by;the _I
program developers, the staié learned that the program would fequire more .
effort than they had expected in the n:eas ‘of meterials develppment, pupil
testing, recordkeeping, and retrieval of materials from the resource file. .l
!!orebver, the training was vary poorly presented, and no attempt. wag made to
address the issue qf differences between the developer’ site .(a rural school ]
]
|




lysteﬁ' in A}&ba{m)‘. and the adopting school. All but one subzunit of the
school subsequeritly withdrew frem the‘p:og'ram. -
- A'i‘:eadint'; coordinator was h'i.red to help implement the“'gg:m in the
) ,:,,:eu@!iniﬁﬁb-t_fnii:, but the teachers quickly. became disenchanted H;Eh\the ’
; 'p:og;fu and dropped.it. ) "I'he rexdirg cooi:dinat:o: ia‘now-op‘e:ating a .'pulli-
out? regedial readihg prog am with 1little guida‘mce ftom the principal and
clitt.lle support from the teag taff.. In :‘Eact"., then she attempted to
d

‘e;:pand the program to the other sub-units, she fa
A e !

1

resistance frem the
staff, who were opposed to having stidents pulled frem theif 'classes. .
Currently the, program is operating on q;'ve:y smal.’l, scale, and its future

] -‘ - LY

depénds entir r outside funds for the reading co:::dinat:o: are

continued.
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: onsaqzzabxou P A LOCAL ACTION. TRAM

3
What roles and tunctions can a teanm pe:to:m? ’

.

. Thus far, we have referred to local action teams primarily as declision-
naking bodies. Actually, the roles and functions performed by local action
teans va:ied a great deal across the schools":vie studied, Basically, there
were three different :oles played by the teams: facilitating the change
effort, making decisions :ega:ding the change effort, and implementing th

. gelected products or ideas In some sSites one team played all three roles},
| _._or some of the functions ach zrole. In other sites, the :oles arca V7
functions were divided among two oc more teams, or among the team, the

faculty, and various individuals. ' ' .
By our definition, a fagilitating team is one that initiates meetings

of a large: decision-maki—na group, plans the agendas for these meetings,

[}

tates the group .pr
decision making, FTollows up on defails between meetings, seeks administzatiye
suppo t and cooperation, and sdérves as the primary contact between the school

helps to spark the enthusiasm of the participants, structures and facili-
}ss, collects.and presents the necessary information for -

s

and xte:nal consultants or information resources. In some RDU sites, the
#sdi11tating tean also screened the initial options for action and wrote the
!i:at drafts of problem statements, search regquests, at;:d implementation .
p:oposala or plans. A 'facuu:ating tean may be formally o:ganized, but in _
nany RDU sites the functions of a facilitating team were asaumed informally
by severai members of a larger g:oup. In our Btudy, we referred to the
people who took_pha:ge, kept things moving, :esolved minor p:obl‘e, and
fan enthusiasn among ‘the faﬁty as "internal change agents,” or the "in-
te:nal chanse agent tean." ’ .
' Adecision-mking team is one fomed for the purpose of :eviewfng in-
v tomtion; brainstorming, discussing, and p:io:itizing options at each step;-
making the final decisions {or deciding on recommendations to the admini.s-
tration)s. and :evising or app:ovi.ng drafts of the problem statements, ‘seazch

- -fequests, and mpiemntatidn proposals or plans. In wtm:w sites, the de-
in

cision-making .mdy was the faculty as a whols, while ezs a smaller but
still representative body made the decisions,

; An implementing team is a trained cadre or nucleus of of implementers. The

. ng_nbe:s pa;ticipata in tzaining sessions about the adopted solution, develop
# } . -

* b [ ‘ < -

Q v, . 1 !'
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. evaluate and provide feedback on the golution, and occasionally recruit and

. nO team at all until the implementation stage: an administrator took the

K \. o
:elated materials and activities, participate in adapting the solution to fit
the site's heeds and context, iupiement the solution in’ their own classroocms,

train additional implemanters.. In some of the achools we studied, there was ’_

responsibility for identifying a problem and selecting a solution. As we

My sl EEEE e e

trusted leader who was attuned to th chers' concerns. Yet the expe-
rience of some sites’ indicates these conditions ard difficult for adminig-
trators to judge on their own, and it is sometimes better for an administra

noted earlier, this strategy seemed T:e when the administrator was a
s

¥
4

tor to get, systemtic input from a2 decision-making group than to assume he or

she knows what the teachers are thinking. .

No matter what roles or functions it is designed to pe:fo:m, the team
will eventually need the support of the administzation in order to have any

impact. This issue is discussed further in a later section. The following

sect ions discuss optimal te(am size, representation, and training, as summar-
<
ized in Pigure 1., g * -

»

Jhand, gene:ally required at least eight membe:s in order to represent each

Is there an optimal team size? ) A .

-

The optimal team size dei)ends largely on the role the team is expected
to play. On the one hand, we’found that a facilitating team could be very
effective with as few as three membezs,'paztiCulazly if both the admintstra-
tion and the faculty were represented. -'In our judgement, small facfllta;:ing
teans, ue:e more efficient and helped the sci;ools to avoid the problem of
faculty 'bumom:," a situation t.hat some;:.imes- occurred when too many people

weréd involved in tco many meefings. A decision-making team, on the other

group that would be affected by tht® tealg s decision=. Scme decision-making
teans included as many as 15 or more metﬁ:ezs, but these teams were less
likely to play an effective deciaion-making role, beyond assenting to
decisions made by an administrator or a. malle: facilitating ‘team. An
implementing team could be ve:y‘ Iarge ox; very small, dependirg on the
number of teachers and supe:vfsozy pezsonnel ultimatel;Qpected to implement

the solutiono N . N

] ‘

-

e
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OPTIMAL SIZE

T, - Pigure 1}
> TYPES OF LOCAL ACTION TEAMS *
L)
PacilitatMgkean Decision-making team
7 ‘ , 3
Initiate meetings Review info;matlon .

Flan agendas -

Spark the enthusiasm of par-
ticiffants

Structuroe and facilitate the
group process

Collect and present informaticn

Follow up on details

Scck administrative support and
cooperation

Serve as the primary contact
with external consultants and
information resources .

Screen initial opthps

write first drafts of probleme
statcments, search requests,
implcmontation proposals, and
plans -

Monitor implementation

3 o g nenhirs *

Brainstorm, discuss. and
prioritize options
Makes£final decisions R
. Revise 'or approve drafts of,
problem staterments, search
requests, implementation
. proposals, and plang
.Review evaluation results

- -
.

»
A

ERIC -.

oy e
- —

* REPRESENTATION

"
-

RN

\
TRATHING

T |

Selection criteria:
e lcadership ability
e comitment to project
o flexible time allocation
s coxpectation of remaining
in the system .
Candidates include the princi-
pal, or assistant principal,

central officd representatives,

and 'Informal opinion leaders
on the-staff

Orientation to goals and process
Special training in:

e lcadcrship .

e provlem-solving

e groyp process

e formative cvaluation

# [inding outsidu help

+ -
Implexenting teanm
' N - ’
Participate in training sessions
about the solution . -

Develop related materials and
activities ’

Participate in adapting the solEL
tion to fit the site's/heeds

and context ot -
Implement thé sclution in own
classroom -

Evaluate and provide feedback
Recruit and train additional
implemenfers

¢ -

v
N
B to 15 members. . Varies depending on -the number
of implementers
Yy
4 -
Fore teacﬁErr7tnptunenters————————ai%Tstatl_cxpcc:gd_:n_iag1emcnt

than administyators

Representatives of every
relovant grade level onr

+ department

Parents or cosmunity members -
only in some situations “

Orientation to goals and
process .

‘e

in first stage, plus some who
are cxpected to implement at ‘
a later date- .

”

Orientation to goals and process
h ) . 4

Spaclag training in solution
implepentation . P
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Who should be represented on the team?

Py

Kk
‘\
»

There is no single answez to the questlon of zepzesentatlon, since ’
who should be zepzesented dependl on a number of factors. Amopg these are
the Q:}hnlzatlonal stzuct'.ure of the school--whether depaztmentalized or
graded, for example: the scope of the general problen azea--whethez it
affects students at all or some levels and in all or some subjecl areas; ‘the

capabilities and 1nt.ezqstswo£ those who might be involved; and the d'eslgnat.ed

roles' and tunctlags of thetteam. Nevertheless, some general guidelines can
be drawn from our dhalysls.l ’ TR '

v -
NTe

. — [ |
fhe members of a facllitatigg team should have demonsttated Teadership

ab 1ty and a strong commitment to the project Sln ., they will be zespon-
sibde for much of “the project!’ s Iegwozk, they shou ave a great_ deal ‘

,ot' exibility to allocate thelr tlme, either because their .roles allow them

this flexlbllfi§’éz because ey have been given the released time required,
‘for "accomplishing the tasks. If possible to predict, they should be chosen
on the basis of the likelih that they will remain in the system at least

“'_ through the first year of solutlon 1mplementation;//4g; obvious candIEh?és

toz a facilitating team--d/lfoz a facilitating roYe on a declslon-maklng
team—-aze the principal or aaslstant principal, a centzal .office staff menﬁez
with clqse tles to the sbhaol, and informal opinion leaders on the school

-~

P!
} { jstatf. oy ‘ : - - v,
, An implementing team should include all staff who are expected té parti- &F

cipate in the first stage of“implementation, if implementatlon in stages is
being consldezed, as well as scme staff who are expected to implement at a .

latL:,date. If this group is too large to meet together pzoductlvely, it can -

\
divided iﬂio.auﬂgzoups--by grade levels or functions, for exahbple. Coordi-
tion across subgroups can be accomplished through meetings of the subgroup
. - & ri - .
ldaders. —

The issue of representation is most critical for teams that are assigned
decision-maklng responsibilities, In our judgement, the most effective deci~
slon-maklng teams gave gzeatez zepzesentatlon to teachers and other potential

lnplemantezs than to administzatoza, and included zepzeaentathes of every
grade level or department tbat would be affected hy the teanm's decisjons oz
that had a legltlmate Lntezest in those declslons. (Foz exanmple, teachezs

in the upper elementazy grades_have a legltlmate concezn about how children are

) taught in the lower gtades, since early. pagpq;g;ign a!fects later leaznﬂgg )

¢
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. If the faculty is very small, or if the change program might requre substa'
tial changes in the teaching st(s and behavior of all faculty, then the
vhole faculty should be involved at scme point. in the decision process.

~ Other pecple who should be represented in d,ecisio_n making are the L’
principal or aSSistant principal. Their .approval of the group’'s decisions oy
nay be 'required" if policy or fhe expenc.!i'ture of school funds is involved‘, but-
"more importantly, we found that their support was a critical factor i‘n the
success of school improvement 2fforts. Oth‘er helpful team members are school .

"or district specialists in the general problem area. .
+
There Was no school if cur study where parents or oommunity members had

g

. a decisive influence _over the activities and outcomes of the change program.
Bowever. it might be wise to include parents or dommunity members on the
decision-making team if any' of the fdllowing is true: parent or comunity
participation is an important goal of the school; the project is being

undertaken because of parent or oomunity pressure; the project being consid«

ered would gfequire parent or oomunity participation in “its implementation,
or puﬁnc coﬁftdem—trr the mhool 15 inm need of bolstering, —— — —

A
; * 1f different teams .are responsible for the three rofes of facilitating,

o, decision.making, and implementing, ehelr memberships should be overlapping. )
Indeed, whenever a new téam is formed-~for exanmple , at the point of implemen-
- tation--there shguld be sufficient coﬁ;}nuity in membership to ensure that
the 7‘new team b‘nefits from t‘ne knowledge and experience ‘of the fGrmer team's
neml:fers. Of .course, some turnover in team members is unavoidable and unpre- .

-~

.. dictable, such as when a principal is_reassigned+to another school' or when a
teacher suddenly decides to retire. Thed«. ppexpected events can cripple a .
; pro:!ect if t:xe departing me;:tbe“r was a key ";?administrative or faculty
support. As far as possible, the team should anticipate these events, and
under most circumstances turnover in te:m members should ot be introduced
deliberately. In addition, it is wise to delegate the responsibility so that

no-one person is gritical to the group's success.
R L

B “ ' ’ ) . i~ '
Are there special considera{ions for a departmentalized school?

It may appear that team decisi‘on making, as we have describeq it. is not

applicable to very complex schools, ‘such as departmentalized secondary (ot
y elementary)-schools. In fact, thia is not the case. There were many such
schools in our study where team decision making acrogs departments did ‘work
- PR |
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of and:where significant scboqlwide changes were achiev;;! There a:e,.howeve:,

L:cue -special considoa:atiag when deai&ing with a depax:tmentalized school--ox:,

. indeed, when. deqling with any school.in which collabaration across units

. (sueh, as*gx:ad’e levels) 13 unusual. To achieve cx:qss-depa:tmni:al school

) mpx:ovement, theze may be a need for extra time to develop the collabox:ativve
work ax:x:ang;ment before real progress can be made towax:ds defining amd
usqlving a problen. In these cases, it is even more :[mpo:tant than usual t-.o
include a representative from each depaztment that will be affected by the

teanm's deoi‘sicms--p:efe:ably a :ep:esentative who is a stx:ong, suppox:tive

opinioh leade.:. The. department :ep:esentatlves é.lﬁﬂabe “encouraged to
communicate the activities of the team to the other members of ‘their depart-
ments. Pinally, it shoulci be remembered that not all school improvement !
effox:tis""‘f:eed to involve mu}_ﬁiple aep&:tme:ts. Mor example, if the targgt

- Pproblem 1n a seconx-: school is reading in the content areas, then there

o

should be :ep:esen ves from sev;ezgl departments besides the language arts

department (such as soclal ,studies ard science). But#if the prdblem is
mathematics, mation from the‘math&mﬁtics depa:tment would px:obably be

? L ’ .‘ []

sufficient.: i ) . R .

.

- * i
' * ‘ v . » .
! How can tean membex:s be recruited &#d selected?
M & "
. PN -
% In most of the RDU sites, the p@lncipal elthex: handplcked the tean mem-

bers or x:ecx:uited them ‘t:.hx:ough a cq;l.f for voluntee‘rs. 'reachex:s ‘as a gx:oup
. were /{I&IEI}E 1nvolved in selecting the individuals who would x:epx:esent them.
"rhe:e is no evldence tha;;/fa caused any. problems except in the few :ites
/ i where there wu an unusu egree of fact‘ignalism among staff ot antagonis:y.
54 between;taff and t}\e p:lncipal. - In these cases it ,yas difficult to ensure

\ 4

. that diffe:mg viewpolnts were ley :ep:esented. Thus, whex:e the seléctlon

?, p:ocess was not demcx:a.tic, there we_re teachers who felt the team had been
h \,stacked in favor of one point of Eé i ‘: . . '_
"‘M The chief 1ncentiye for mt;a;E rs to pa:ticlpate on the zeam appeax:q.d to
P

¥ ;-be,,qne dehir.ei to help ap% e a px:essing abhooi proble;a. However 7-thex:e vere

L

5%; othex: 1ncenp1ves as uh.l. 'I‘he oppox:tunity to develop professionally thx:ough
. x:ai.nipg and th:ough travel to px:oq;zct de;:.)‘nst:ation sites and conferences;
V."ﬁ"“ he chance to thke a leadex:ship\;\le in the change.effo:t; and the availabil-
",tty of x:elqaagg r.inle from cluses are Eorne exa!nples. In our cbse:vation, as
long as progress was being made tbwa:d goa.'l.s...nr 1ntex:med1ate objectives, team
members dfd not get box:ed or dr;op out. 'ﬁavini cleax: milestones at 1nteme-

Atate points in tine was helpful tq mafnsain tea;n 1nteres‘t(._
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'Hhat kinds of p:epa:ition sﬁould be required far team members? ‘
¥ -, * .
The. p:epa:ation :equi;ed for team members again dgbends partly on the

:ole they are expected to play, though tne:e are som nds of preparation

everyone should receive. For example, it is pa:tiéularly 1mpo:tant t.hat ¢ !
, everyone 1nvolved 1n t.;he process mde:stand not only what is to bg done and -

how it 13 ‘to be done, but also where 1: wiIl lead. Thus, the whole tacuit_y

sttould be give\an adequate o:ie’r.ation to the goals of the effort. 1In

addition, the members of a facilitiating team or the ledders of a decision-

making or 1npleiaent1ng team may need special ttaining in 1eade‘:ship skills,
p:oblen-solving practices, group process teehniques, £ormt1Ve evaluation -~
. téchniques, and ways to £{nd and contact outside resources. 'rhe menbers of
an implementing tean will‘ :éq'ui:e special t:'aining in how to implement
aoluti;c/ms.r& ) " .t L z' » .
- In the RDU program, t,raining was usually provided by outside 11nke:s
_ or consultants from intermediate service agencies, universities, and so

forth, However, many of the training materials developed for use in the RpU
..program are now available to other schools and districts {(see Appendix).

. \
] - .
' Is :eleased time necessary? . . .
U In our cbservation, adequate suppo:t for released time was an essen=

tial ingredient for successful school change. The schoola that we studied N
hed the advantage of participating in an externally fynded program which
p:-ova.deq! financial suppott for teacher :eleased. time. Some ot' the teams
had a day-long meeting once a month for a ful‘l year; others were able to

. at%end mk—lpng t:aining sessions, because tunds for the released time
were available. Also, districts often provided support for releaged time-- ™\
etthe: t:o:? district inservice budgets or from related Title I and Title IVc

. = g:ants. - -
L]

) Suppo:t for released time gave a psydxologica'l boosat to the ehange
ef.;fo:t: teachers were more wi,lling to devote their own time to the effo:t ",
(after hours and on whkekends) if ‘the district had.ghcwn its willingness to 7
p:ovide at least scme ﬂnanciaf')support. T, o v ™,

It may not .be necessary to provide 7 full day of relegsed time for - -
- every f‘gm mmbe: every month. However, it is absolutely essential that
- t.he tean facflitato given adequate released time to carry out the L ‘_ K
. ny:iad tasks that am ooordinating a \ﬂchsdlz impfovement .p:o-_-
g:,am. An ea.:)];y ttep in planning change effo:‘r.‘.ahoulld be to 1dentify, -,

(3 . . . -
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all the potential sources of local, state, and tedeul funding. If funds are
extremely tight, released time may be supported by grouping classes for a ,
special event such as a 1!1111:< ot by enlisting the aid of parent volunteers. ) l

P v I
—— A

fgqan-izatién of local Action Teams in Three 'S<:hoola

) The three schools allccated the tunctions of facilitating, decision '
making, and 1mplenenting‘ among potential pa:ticipants in ve:y different waya.
In addition, the ways in which sthe faculties of the three schools were in-
volved in the ac;ivities of the team diverged. Thése diffe:,encea account,
at least in part, for diffe:emea__m_m_pnmuuccm_ot _the nchqpls' ’ -
p:og:esa‘h:ough the decision-mking p:oceaa- 'rhe cases also iIJustrate the

- critical importance of the facilitating functions.

Norther$ Elementary. During the first two years of the program, & group
of external consultants facilitated®he {h.ool improvement effort at Ndrthern
Elementacy. >'I'his group cdonducted a series of formal worksltiops, duﬂng which

they guided the local action team through a specific sequence of needs .
analysis, golution selection, and planning for implementation activities.,
The local act ion team included six teach\x (thtee of whom speclialized in .
:eading), an elementary counselor, the assi;stant supe:int.endent for curriculun,
and the school principal. The key roles of this team were to participate in
the all-day werkshops and’ to nai&é decisions at various points with the
guidance of the external consultant group. ' -
) The nature of the internal teanm's responsibilities changed s.ignificantly . .
the first two years, as the school moved into an implementation phase.
e entire faculty participated in the selection of a aolut:ion, choosing a -
+ reading management system f:om agpong three p:og:ama presented to them by the
eAm, At this point, the fac.ult.y was divided intd grade-level groups, each
Jled by a local act.ig:: teah member, The~ :e&ponsibilj.ty of each g:oup was to
adapt. the marmgenie“l'ft~ :}gsten to~thé sprecific needs of the diffe:ent g:ades.

The teanm 1eade:.' (one of the :eading\toacheu who was p:omted to a district
poeit.ion) took responsibilitiy for coordinating these wactivities. The respon-

L)

— s

sibilities of the external consultants then became morne marginal, .

Southern Elementary. All majo: decisiom related to the' problem- )

i S solviﬁg process, at Southe:n Blemnta:y were nude by. the faculty as a whole

N

du:ing regularly acheduled !aculty metings. Boweven, a very impo:tant (fole
was 'plaé'ed by three 1ndiv1duals--the school principal, a central, o!ﬂce

4
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:eaou:ca teachet,(dr curriculum Gbordinato:}; and one ot the first grade
teachers--who actcd.qo the facilitator team. The team menbers were ﬂPpointcd
by the principal, ba;ed on her understanding of the criteria established by
RDU project atafél The functiog?of the facilitator team was to help move the
faculty through the pr e of defining a problem and aelecting and imple-
nanting a aolution. They were trained in this role at two statewide train{ng
sessicns aponso:ed by the p:oject. The facilitators served as group leade
in the faculty nﬁetings and also t:ied to demonstrate, by thelr own behaviok,
‘the group ptocess techni?ues thd? had been taught. In addition, they wrote
the first drafts of ‘the problem statements and isplementation proposals,
which vere then revised and approved by the faculty. With implementation of
IGE, the new inst:uctional me:ovemert comnitte posed of the principal
and :epzesentatives f:cm each teaching unit took over the functions of & "
facilitatitg and decilion making,_while the teaching units became directly

:esponsible fq: implementation. . . . .

West Coast Middle School. The decision:haking group of West Coast

ﬁiddlq 555561 cansistea of four teachers representing the four satellite -
schools, a.counaelo:. the principal, and the assistant superintendent for
cu::iculum. ALl of the team membe:s wete volunteerd. The leadership of the
group was nevef gpecified, and the team members did not receive t:aining or
clarification of .their :oles "and functions from the RDU linking agent. The
. linke: 8 attempts to provide technical assistance met with resistance from
the tean,-who did not view her ag an expert resource despite her advanced
degrees and expc:ience in o:ganization development. Du:ing one two-day .
wor kshop, the gtoup identified the problem and &elected a program for adop- .
tion. The gnoup nade both these decisions wiéﬁbut apy input or ratification

frem the faculty as a whole. Ihe group then met once' to discuss implement a=

tion p1ana. Howeve:, since the group did not include any atrong facilitators,

its interest.in the change effort could not be austained following the

disappointnent of the £irst t:dining workshop&. Therefore, the group ceased

to function' even before the pgoduct was implemented. ’

¥ ' -
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) !'A,C'IORS AFFECTIK} TEAM BEPFECTIVENESS: LEADERSHIP AND COMNUNICATIéN
o . . .- WITH rm-rm MEMBERS . . . !

- L

-

'1eadg:3 qers1usua11y sel&é&ff—sy the gg;ncipaf (or by the supe:intendeﬂ; &n

How important is teaa leade:shiﬁz_

Even when decisions are made collectively, leadership is still very
inpo:tant. We have ,found that the presence or absence of 4 strong and *

,cffective tean leader--someone who can keep things moving, follow through on

details, resolve minor p:oblens, provide a liaison to exte:nhl facilitators,
*
and naintain _staff motfvation and enthusiasm-~has a great effect on the

success of team efforts. ) .
In a tean settipg the leader plays a faciliéating :sshe:-than a ddci-,
sion-haking role., A goéd tean leader does not doiiugte or dictate the |
group's dccisionsa rather he or she helpg.st:uctu:e and guide group
decision-maﬁing process, If'the leader begins to exercise to;tﬁalh influence
over the g:oup 8 decisipns, the attempt to share decision making may backfire
and the staff may beccqe more resistant to the desired changes than if the
participatory- p:ocess had never been established. § ’ ‘
Tean leadership can be provided by a school p:incipal or assistant
principal, a district curriculum speclialist, a st:gng faculty leade:,_o: some
other local figur'e who is respected by the staff. I the RDU sites the team’

a district-level site).in conference with the external RDU linker. Often,

'p:incipals themselves served as the team leaders. Very rarely wers the team

leaders democ:atiqa{ly gelected. since there was so little variatior in the
method Of selection, gt is.difficylt to say whether any particular methed
made a difference.. - ¥ ‘

16 a number of sites, a teanm leader was’ never £ormaLE§ dasjgnated. In
some of these sites, the change effort flourfdered due to lack of 1eade:ship,'
while in ctha:s leadership emerged natu:ally from among the team's members.
Quite oftan, teachers who had not had any previdus leadership responsibili-
ties rose to the leadership requirements and were very affoctiva in this

role. As noted earlier, the development of new staff leadership capabilities '

can be a major side benefit of group p:oblem\gg&ving. Nevertheless, whare
effective leaders do not exist at the baginning, the decisicn-making process
may be glow, and there may be a greater need to rely on exte:nal\pssistaﬁga.
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-\ — implementing an innbVation, and . .
-— evaluating the aolution's implementation and effective- . '
' ness; , I N
. @ help to write proposals, make travel arrengements, or take
. , care of other details; and . .
' e serve as a communications 1link betweer the school and . .
oo other external providers of assistance. -« 3{ S .
.E MC . J | . . :/ A . ; )

. the abvicus choice for an internal leader night rot be in the best inw

. rather than decision maker.

o External facilitators can pWr important :unctions in addition
'to provieion of teanm leaderahfp. $'E] ’

. activiti,es; \l . o .
-® provvide or atrange for training in a substantive area or ¥ v
in protlem-solving or grbup process techniques; . *
. e coordinate oc arrange for human and material resources '(for .
example, oonsultants,;unda for released time, etc.); ‘
. Ty

*
1
)
¢
-
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In what ways can an external facilitator help the teen? ~

In many instanoea, an external change agent-for example, from a state
departnent of education or an intermediate service agency--can compensate for
a lack of .internal leadership on a school team, In these cases, leadership
from outside ther&chool system is greatly appreciated because the external
!acilitator has a fresh outlaok, has p,articularly relevant expertise, or
sinply has more time to devote to the euort. ' -

Extetnally provided hadership can also be helpful tn situations where

-

/\

—

of the change prtgram, For exanple, the staff may be too dependent on the

internal leader 2nd may leave most of the decision making and implementation
responsibility to him or her. An exteinal facilitator may bé able to get .
“tean nenbera to take more responsibility themselves. FPFurthermore, current

:elations between the internal leader and the staff may be strained, or the ‘\_,
internal leader may f£ind it difficult to assume the role of facilitator,

e Thefe are cases where extex;nal leadership may be :ejecﬁed-. The staff
may not trust the externai Eacilitator s credentials; they may feel that an
outsider could not possibly understand the local situation; or they may be
defensive when dealing with outside "experts" who are going to help them *
identify and solve their problens. These ooneiderations must all be weighed
whean deciding whether to have an external change age lewnd the team, *

\

L4

[ 3 observe, docunant, and provide feedback on the group's

e provide expert counsel in

. -

-~ diagnosing school needs, '
. -— asseuinq the match betveen, innovationa and needs,

AR - ] . 2.1. 3 2 '
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Our axfalysis showed that ale extent to which .linking agents in the RDU
program provided these services, and the amount of timq they gave to an RDU

site, were significantly co::elated with measures of success at the local school

level. T e .

' . A

How :lnpo:tant is the s&ppo:t of the principal?

' We tound that it was.not essential for the p:l,,ncipal to become activelz
involved in the change progran. However » the p:inciipal B sugE:t for the
_change program was crucial™ . ¥ i .1

Principal support should not be taken for’ g:a.nted. Even if t'.he principal
is not an7active team member, he or she’ sbould be kept infomed of t:he tem 8
activitips and of decisions that are taking place. Every effort should be. &
made to ensure that the principal's support is genuine during all ph;ses of /
team activity. . Yh f/ ’ )

fhe principal's ‘support is especially critical 4t the poiwmt of imple- .
menting a ‘chosen solution. If school-wide _inglementation is desired, the
principal has to take a leadership role to mak§ surel everyone pa:ticipat;s.
‘Bven though the:decision may have been participatory, teachers will feel
that actual use of the aelected p:od\c.: is optional unlessthe principal
tells them otherwiae. Furthe:m:e,‘?’the p:incipal controls the\g,location
of school resouzces which will be needed for bontinuation of the” solution
beyond the ial étage‘ ~ - 'y |

L]

What about t:he faculty as a whole? How ahould they be involved?

A potential p:oblem in tea.é decision making arises when the team s
decisions are not accepl;.led by other faculty members or do m.t_elici¥ ac-
tive faculty support. This can happen even though®the Jean has been given a
clear mandate to make declsions that affect the entire 'school or an entix:e
group of teachers. 0The problem chn be.avoided if steps are taken from the
beginning to spread project ownership.

. Such steps include involving the entire faculty in an orientation to'the
goals of the school improvement effort and the role of the team, .making sure
.y that team menbers adequately represent the viewpoints of t:hei: consgtituencies, '
L (for example, the différent grade levels), maintaining regular communication

'Bh t:eg‘activities (thzough faculty meetings, news bulletins, sharing of ‘
agendas, open team meetings, ete.), and giving the entire faculty the chance Y
to vote on problem priqrities and solution deqisionq.

» . -

- * -

.




-y

-

4

P

-4

‘ * [ b : ‘\ ’ * . - i i
¥hile consensus-buildirG activities are important ‘throudhout the school

ixprovensent process, they seem to be especially ‘l.mo:tant: at the point: of

'plannh!g for impledentation. In tact:, an effective st:ategy uged in.a num-
‘ber of schools at that point was to expand the team's rneubeuhip to includd

more of the potw ioplementers, ! . .~ ] .
: ~ .
Leadershlp in Three Schools ' . . s .

The three schools-uo:the‘;n Elementary, Southern Elementary, and West
Coast Hid;:lle School-~had very dilffﬁzent: histories of léa.de;:ship for schoal
Tange. Each had some ditﬁcult:y developing a stable pattern of leadership
for the school improvement ,activities being tackled bS their teams. These
pcoblem.s were effectively :esolved in the cases of Northern and Southem, but
contcibuted to the general :etback: that confounded the change effort at: West
Coast Middle s::#ool. ; v - ’

-

-

Northern Blementa:y. Both u‘f p:incipal and the assist:am: superin-
tendent for curriculum were verg supportive of the group deci:ion—making
process at No:the:gz. AS team pembers, they attended all team meet:ings,.
though they cho? to play non-directive roles. The philosophy underlying the
i::incipal's spproach is revealed in a letter to the RDU project director,

where he emphasized "...the need for grassroots involvement...{and] insisting
on staff making the decisions...as staff will have to live with such de-

[

cisions."” <o - .

Inte:nil guidance for the curriculum improvement effort was t;: he
provided by the teanm coordinator, who was p:omot:ed f:cm reading teacher to
dist:i&;:eading coordinator during the course of the p:oject:. This individ-
ual was inexperienced and uncertain of her role for the first months of the

project, but later emerged as an energetic enthusiast who was viewed as an

. important component of the success of the school's improvement effort.

\ X factor that helped t:o'compenal:e for the relatively weak internal
J.eadeuhip situation during the first year was the intense assistance provided
by an external consult:ant: group. This group was composed of staff f:cm

. seve:al agencies, including the state department of education, the :egional

/\intermediate service agency,.an ‘educational :esea:ch and developmant lab, and .

an educational research a}ld information service. During some of the loca}
workshops, the external consultants actually outnumbered the members of
the local action team{ The linker,was an employee of the intermediate

. v \
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—servloa ogenoy. She wis very active behind the scenes and provided encourage-
nent 0 the staff, helped them to cozplete assignments begun during the
. wo:kshops, worked with members, ‘of the exterpal consultant team to tailor the

processes to £it the pchool’s particular needs, and nade all the J.ogistical .
- 3

-

1

ur:angenents for the workshops.

*

Southern Elenentary. 'rhe attive involveﬁ:: of the echool principal was )

a 'l'!‘gni!lcant factor that contributed to the achievement of fundamental,
school-wide change at SOuthe:n Elementary. In fact, the principal pughed

. hard for adoption of a cpmprehensive solution to the school's problems and,
specifically, for asdoption of IGE. This pressure almost backfired, since
1»sou\’e staff ini tialhly resisted the implementation of IGE simply because they
felt it was being forced on them. Although the decision was made by total

s faculty consensus, some teachers reportedly ‘félt as though "words were being

+  put into their mouths." Paradoxically, IGE itself calls f;r more participa- °
‘tory decision making through the establishment ‘of instructional units and a \
'representative instructional igprovement committee. wWith the help and

. encour agement of a university-based IGE consultant and a newly hired assistant

. primdipal for eurriculum, both the staff and the principal slowly gained s
confidence in the decision-haking apability of the committee. -
Another individual who played an importart facilitative and supportive—

, role in the change effort was the school's external linker, in this case an
e:aployee of the local teacher education center: The linker was extensively
involved in the sohool's problem-solving activities: she met with the ]
school's facilitators several times a week for long pericds of time; attended
all the faculty meetings related to the project; helped with planning
age , brainstorming, writing and editin; proposals; and pGt the school in
touch with technical assjistance and_material regsources. As the Principal
said, "It's easy to sit back and say I'm doing the best I oan: 'rh'e 'support

person really gives you more incentive to try, and she broadens your el

P‘euﬁct ive." . .

~ “en
Hest Coast Hiddle Schogl. West Coast Middle School would not hdve
attempted, an ganized effort to solve its probldm with slow readers had it
not been for. the mstigation of the district assistant aupe:intendent. This
) persch was described as a very skillful, charismatic individual. FRowever,

once the program was setected, he 2pparently moved on to other interests

and provided little continuing aupport. The 'pr.incipal of West Coast Middle
- ) -
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School was a low-profile administrator ich‘? chose not to rally staff support
for the program and who delegated all :es‘i:onsibiui:g_ for program implementa-

Y

|
T

tion to the school's :eading coo:dinato:., .
The linker made bi-weekly visits tn assist the reading cco:dinato:
with evaluation plans, implementation strategies, and the specifics of
/de’v?loping an effective inatructional p:o:g:am. However, 'i:he lack of forceful
leadership when the new reading program was first selected was not overcane

du:ing the implementation stage. .
?; _
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Row inpo:tant is the problem-solving model? ﬂ’\ .

" . - » » J '
»

FACTORS' AFFECTING TEAM EFFECTIVENESS: PROCESS

M - - - 1
v -

~

~

or stages, often overlap i

Barlier, we mentioned that locyl action  teams in the RDU program were
expected to follow a problem-solving/lmowledge utilization® model to ac-
. complidh the specific cbjectives of their school improvement e rts.
The key characteristics of this model are thorough analysis and p:iofitiza-
tion of school needs or problems prior to searching for school 1mprovement
strategies; a search outside the local school Bysten fo: asslstance ard
information (pa:ticula:ly in the search fo: solution$ to problems): and a
focus ofsolations that have been field-tested and empirically validated.
One can talk about the mdel{i
1dent1£1cation4?hd continuing with solution selection, planning for implemen-
tation, and 1nplementqtion(tself.. Although la:ge}y:sequential, the pPhases,

feur-phase p:ocess beginning with problem

practice.
To judge the exteht to which the RDU sites had engaged in sound problenm-
solving processes, we identi-fied a number of criteria for each stage of a

~gational® problem-solving model. These criteria are listed in Figure 2. In

our Subsequent analyses, we £0un<'i that adherence to these problemmsolving
p:actice.s was significantly correlated with the degree of positive o:g;miza-'
tional change--that is, with a summary index of the amount of 1mprovement in
curriculum, mte:ials, methods, Structure, teache: norale, pupil performance,
and scope or SBverity of the targeted p:oblem. To summarize, 1mp:ov1ng_ the
q{:ality of the problem-solving process apparently .had a sigr;ificant Impact
upon the functioning of the achool and the quality of its curriculum. ' '

What is a reasonable schedule of meetings and milestones?

In order to maintain q\taff enthusiasm‘fpr the school improvement effort,
the process should not be allowed to drag on too long. In particular, it is
important not to use up 2ll the energy and motivation for the project during
problem identiﬂcatio‘n and sdblution selection, since no lasting impact can be
achieved unless a solution is actually implemented. Conversely, the team
should not assume that a very general definitiori of a problem (such as "we
have a reading problem®) will be sufficient to indicate the types of curri-
cula, materials, or methods that-would bé most useful. Another potential pitc
fall, wh{ch we observed fairly often, was the tendency.of teams to define the

. 26 . “ .
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. PRACTICES CONTRIBUTING TO SOUND PROBLEM SOLVING

e JV L U y—

Problem ident:i.ﬁéabion ] l

® Alternative definitions of the problem are posed and carefully con- ’
sidered. The problem is not simply 2 restatement of preccnceiyed
assgtmptions about needs or the pet thecry of a particular cliq(e or. A
individual. .

e Adeguate evidence of the problem is obtained (t:hough, in some cases,
this may not- :equi:e extensive docunent:at:ion or new data collern).

o The problem is analyzed before the search for a solution is bequn. - . .
"This includes: N

— jdentifying concrete pr.oblem indicators
* == analyzing perceived causes .
-~ asgsessing specific needs . , . -
-~ weighing these needs in relation to other school

priorities s
‘ ® The definition of the p:g;:;.em is clear, manageable, and acceptable to
both the admini{stration relevant staff. The problem defihition is
neit:he: too narrow (trivial) nor too broad (grandiose). /

Solut:i.on selection

Xe Appropriate external resolfces are consulted in the search for a
solut:ion: this may include ,an intermediate service district,
thé state department of education, universities, educational R&D
labs, educational information storage and retrieval se:vices, etc.

from the app:opriat:e external resources. If locally familiar solu-
~ tions are contemplated while the formal search process is taking .

place, the final selection is postponed until the' formal search AN
. process is completed and’all alternatives are considered.

. I
[ ® The alternatives are carefully examinedy their merits and demerits - -
are examined according to explicit c:ite:ia, ircluding:

~ == evidence of effectiveness )
=~ relevance to the original problem statement
— suitability and manageability in the local
school céntext
=~ acceptability to both the adminiat::at:ion
- and relavant staff —
— other locally determined c:it:er.:la

* .

® The aelect:{on_p:qcess begins mainly after suggestions are obtained .l

® Additional information about: the solution is sought (for exarnple,' .
through site visits, cdonsultation, etc.) or additional searches are

- ordered when questions arise that are unanaye:ed by the information ’
yielded by t:he original sea:ch. . . l
' . 27 X - . e l




7

L1 // )
) . Pigure 2 (copclided) o ) .

o

’ i.
P
s

Planning for implementation .

_.-.Jr_‘,_ii_

assessed and efforts are made to resolve them. o :

e Administrative support.and cooperation and.the support and coocperation
of potential implemn!:é are gained or reinforced.

,

A 'Pornal plans are drawn Up to govern: - - » ¥

affing of implementatieon: team . . S

—

= leadership and s
-~ fileld trials
T ==" resource needs (money, materials,-equipment)- _
== gscheduling of treatmant
- distribution of treatment among s!:udents and staff
S= — training or staff|development \
-~ feedback or evaluation
— public relations with nonparticipating staff or cocmmunity

2
. -~ ohvious product or- program defects
’ ==/ genuine local needs of atudents or staff -
unalterable constralnts of the situation
special opportunitigs or leverages in the situation that al- v

* Jow for-enhancement|of the product or the program's effect
Gmplenenta'tion

A1l elements of the implementation plan are borne in mind and

’\\/7 realized in some form. _ .

e Any difficulties that arise during implementation are realistically
assessed and e!!o:!:s are male to resolve them.

| ~ - -
¢ Measures are taken to ensurk that the chosen product or\program
retains its essential features and goals throughout implgmen=- -

unalterable conk
special cpportun
situation that
. the product or

¥

- genuine loc

ties or leverages in the
low for onhancemen; of
e program's effect

»
T’
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p:oblem in terms of the type’of innovition they wanted, rather than cakeﬁglly "

analyzing current weaknesses in the school' a.p:og:am. Thus it is Ve:y 5 *

s

important to avoid ove:—sinplifyingtfhe pibcess, while at the same time
naintaining tean momentum. A reasonable goal ia tc spend no more than one
school year--or even less--identifying the probIem and Selecting a solut{on.

If the process is begun in the fall, the school year then ends on a high

*

» . " -
- .

ncte, _with everyone looking forward to positive action tcwa:d implementation

I\

the tollowing yea:. .

%

It is more difficult to suggest a.reazsonable level of effort for the -
Pprocess within this time span, The level of effo:t depends on whether the

4
_—

sch ol has been th:ough the process before, how much new data collection and

-

"anal sis .fé needed, how b:oadly the problem is defined, and how complex the
planned solutions are. In our cbservation, if the goal is to achieve very

‘ broad and significant changes, the team should be willing to devote consider-
able effo:t to the process--ag much 2s5.30 or more person-days (days times
pe:sons) pe: year. Inm most cases, this would allow for weekly meetings of

about one hour, or monthly meetings of seve:al hours or more., If teams meet. v
less frequentlyY than once a month, there tends to be a serious loss of

*

momentum between meetings.

The Problem-Solving P:ocess in ih:ee Schools

s *

The teanms at No:the:n, Southern, and West Coast Schools had ve:y diffe:—

<

ent experiences in terms of the activities in which they engaged and the .

amount of time they’ spept on these activities. As seen in the vignette
‘below, the process at No:the:n was very detailed, involved very high levels
of effort; and took a long time. This was, at least to some extent, due to
lack of experience on the part of school sta!t'mennpe:s, although t.he staff
believed that they spent too much time on p:oblem‘deﬁinition. At West Coast

HiddleJSchool, few of the activities presehted in ?igu:e 2 were conducted.

L]

i €

entire process of defining the p:obten, choosing a solution, and -planning

*

for implementation was 80 abb:eviated.that there was no time fo: :eflection
on the match between the school's needs 3nd the improvement activities

/
L

intended to meet those needs. At Southern Elementary, the process was closer

to our ideal model. . - - . i

¢

Northern Blementary. The "kick-off" for the curriculum improvement ef-

fort at Northern Elementary was a one-hour orientation session for the‘enti:e
faculty in October 1976. Two months later, members of the external consultant
oroup visited the school to conduct individual interviews with the teachers -

i

1
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*
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a_é to observ.e thelr clafsrocms... The information .obta.ined duri& this , .
visit--including a prelininary analysis of problems perceived in the reading
program—-was shared with the local acfion team ay its first meeting, held 4
l.ate in ‘January 1977. Between January and August 1977 ejght full days of
e neetings were de(:oted to further specifrcation J student ard progra,m, .

K‘nﬁj; between meetings a great deal. of effort was spent collecting and -
analyzing data thr.ough teacher interviews, student ‘testing, etc. 'rhe result q
was A problel#tatement that confirmed the needs voiced by the% teachers at

. the beginnfHg of the effort. . . . A
.- The staff at Northern maintained their enthusias&for the projlpt de-- *
- spite their feeling that too much tipe had beeri spent on probl.eu identifi-

cation» During August and September 1977 the local acticn team met twice

3

{again! these were £ -day sessions) to specify solution selection driteria

and to screen the alternatives selegted for' them by the project staff. 3ix ”

g ‘of these alternatives were gresented to the faculty during an all-day meetingb -

in October. An all-day follow-—up meeting of the local action tean confirmed .

the taéxlty ‘s decision to adopt the reading management system. During’ the -

1.917-78 Bchool year, the local action team met only three tfmes- these sds- T

’ sionsiwere devotédd to developing an implementation@lan. Finally, in July

. 1978 the local action team participated in a full week of intensiVe inservice
v » in the adoption of the resding management Bystem. A one-da’y\%ssion for the

ent:ire fac’ulty was held in October 1978. The remainder of the ye'ér was spent . " .

in modifying the reading management system for use in the school. Parts_ of

the system were, finally implemented in the fall. of* 1979.

. ]

., Southérn Blementary. The entire faculty of Southern Elementary was

p orieM to the gsals of the’RDU program during a one-hour faculty meeting \
;in-septenber‘ 1976. The three facilitators then” attended‘a two—day, state-

_. wide gr‘ientation .meeting, uhere\t_:\h ‘were trained in group problem-solving ~

+ techniques. -Later that month, the/\faculty brainstqrmed problems during'a pa

) . one-hour £acu1ty n\eeting; After the meeting, the results were summarized

-hy the tacilitating team and distributed to the faoulty for prigritization.

In January the Eacilitators- atterded another five~day, statewide workshop in

,which they learned how tQ c1ari£y the school‘*s problems and write & problem .

._statement. .'I'hia information was shared with tl}e faculty during another staff

maet’ing later in the month. Between .'.ranuary and March l977, the cilitatﬁr IR
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+ * team met saveral times to work on the problem statement and on a request for

f

7/

]

.

.
aE e

information on relevant products. " The drafts of these documents were re-
+ viewed by key faculty members. ' N . ' o

-

-

» ¥hen the luggested alternatives were received f:cu the project staff
several weeks later, the facilitator team met several times to .screen the
products, th:ee o! wh:l.ch they chose.to present to t-.he faculty. The faculty
then met in g:ade-}eVel groups to discuss and prioritize the opticns. During
the following m’t}th, various steps we:e’ taken to gain more information about
the ?ptions, including visits to sites where the products were being used, -

) _awareness Sessic'?:}a canducted °bx pr_oduct consultants, and a meeting' w:l.t:h ex-
perts in the state department of education. The final decision to, select '

“ IGE was arrived at _in two faculty meetings in June 1977. Du:ing these meet-
ings, the staff were divided into cross-grade groups, each of which had to

A

reach a.consensus through collective deliberation. Du:ihg the second meeting

they decided on IGE. . N

. Planning for implementation of IGE to:k place during a two~day session

in the summer of 1977, and the first day of planning for the school freat was

also devoted to a discyss:l.on of IGE. The school .began the ;iea: under the IGE .
Aorgax;izational podel , and a university-based consultant in IGE then met with

the staff on a monthly basis throughout the year to px:ovide them with im:en-

8i¥e inservice in all aspects of the innovation. :

- I '
. -
"N N

F

-

West Coast Middle School. Problem :I.dentﬁf:lcat.:lon and product scteening
for West C?ast Middle School were both accémplished during a t:wo—dgx wor kshop
in the late spring of 1977. Ruring the first day of this session, the .
decision—making group bx:.ainstoi‘ned about p:oblems with the schopl's :eading.

-
-
‘- ..
.
R

N

program and also discussed the school 8 objectives. These problems and .
objectives were diffuse and not ptioritized. The next step was to have been
a specificatiqn of p:og:am selection ¢riteria; however, the teachers were
i.npatient and wanted to review available products. 'rhe:efo:e, the following
day was spent examining and discus_g:lng mater{als on hand at the :egiogal
ucational la.b whire the meeting was being held, A few phone calls were
ade to developers, and, by the end of the day, a program fox: teaching glow
rezdears had been selected. A follaw-up meeting during the Summer was devoted

-

to a_discuss:l.on of implementatioch plans, including arrangements ‘for a t:aining

.workshop in September. This training session proved to be enormously
"f.".u * - L

l ‘
.
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aisa‘appointing because the trainers were insensitive to the differences ) .
_ between West Coast Middle Scheol and their own schools, Most of the school's ]
/: teachers later dropped out of the program. Nathing happened’for several
"} months, until the school s reading coordinator was hired, After that, very
-,f' little att;ntion was paid to the program except by the readiny coordin.:(tor .
, and the ROU linker. With very little support from the principal or staff, =
the reading coordinator developed a remedial reading program that is quite .
different rrom the program or:lg:lnany selectéd, .
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Local action teans can be an effective vehicle for s’ha:ed decision

v uking in school inprovemnt effgrts. thared decision making facilitates

the achievenent o! school inptovenent objectives by spreading project
ownership; by eliciting mltiple peupectives, insights, and expertise; by
nin.inizing the ‘effects of a ptioti a.ssmp'tions; and by focusing attention on
objectivaq that might othe:wise be neglected, Shared decision making may ¥
.also inpwve staff m:ale; impwve coordination, comunication, and actic-

oo

ulation Within and across grade levels; and help foster staff developmenyl. /

A .number of factors can contribute to the effectiveness of a local
action team., The mopt .important of these a:e- <

° :ep:esentatTon “on the tgam of both administrators and
those who will“be directly’ af.fected by the d/isiqns,
napely téache:s;

£

® adequate ﬁxepa:atiqn‘fcit tepm goles; *

o strong ana effe leazietship; ' - .
P collecti@e Be:atip and democtatic decision
mking;

-4 suppo”{yy p}:,incip l-t-and, if the principal
.is not 1y involived, -ddequate w;:ofmnunication
* with the prit ipal
"o igsistanbeti"tom\n extetnal facilitator as required;

£

L effo:ts A6 spread ptoject ownership to non~team
. membets; x 2

' o adhetence to sound problem~golving practices;

- ® &'dhe:ence to a rasonable ‘schedule of meetings and .
milestonesf ’ . :

‘e a, reasonable balance between ptocess sophistication
sin?licity, especially in.problem identification; "
L . o~

R d ,

' . * . . 5

. willingness and abflity to devote considerable energy

and resources to the school improvement effort. ) v
£ .
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" percent of the 91 sites, at the time this report was being prepared data were

‘ A IQTB on HE‘I'KOOS . ) ) . "
The :‘econ'nendations presented in this rceport ere/t;a;ec'l on an analysis of

quali.t:at‘ﬁpe (noq-quant:iﬂed) da't.a from 49 sites that.pa:ticipated in the RDU

progran, '.l‘hese sites were selected from among 91 sites on which Abt Associ- -

ates bag both qualitative and quantitative data, in o:de: to focus only on

the most typical site: one with a school-level, as opposed to distrlct-level,

local action team. Although this type of sit:é" represents approximately 70 4

available ocnly on the 49 included in the analysis for this report.

A few of the sites were "case study sites.® These sites were visited
regularly by a case study writer ove: a period of several yea:s. The case .
study writers were employed by t.he geven ope:ationel RBU p:ojects rather
thap by abt Associates, though the abt Associates research team had some
influence over the content and analysis of the case study data. The case
sE_udy sites were not chosen by use of a statistical sampling scheme; however,
all i:roject:s selected the sites to be included in case studies before there
were any data that would have a.Ilowed a prediction of “"success." Each
p:oject. aponsored the devel"ppment. of casge st.udies on at least six of the
sites they served, although at the ‘t-.i?e this report was being prepared, very N
few of the base stud{es were available. As a result, this report is based on .
%: from just 14 "cage study sites.” .

Post of the sites were visited by men'bers of the A.bt Associates :esea:ch -
team,, The number of person-days at a sfte varied from four to seven. During
the sita visits, a topical guide was ueed as a basis for conducting open-ended
interviews with school and district adninist:ato:s and with a sample of be~
t.ween five and ten teachers and Specialists at each site. "5& visit notes

) were developed on the basis of the interviews and were written acco:ding to

the topical interview guide. Sites were seiected for site ?isits as followss
each p:o;-iect nominated their mos}: problématic si.t.e a.nd' the ‘site that bet ex-
eq:liﬂed what they were trying to do; four more were sanpled randomiy frc!n
amng the :eneining sites in each project ’ excluding those whi.ch we:e "case

*

at:udy sites. ¢ ' - . '\ . :

- -
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Due to the elimination of si.te.s t:t} district-level local action te‘ms,
the analysis for this ‘Irepo:t focusezl on sites in only five of the seven
RDU projects, excluding the sites in the.National Education Association .. .
and Georgia State Dep'a:tmnt of Education p:ojécts. ;mue the report thus
omits much that is unique about these two projects, our -subseguent analyses
of their sitels reveals that the recammendations presented ﬁr\this manual
are also applicable to then. ‘. Y
! For this report, the case studies and site visit nate:i.al; were read S
and synthesized by the primary report autho:s‘.: Key fi.ndi.ngs were also sub-
stantiated by analyses of out quantitative data cn all 91 sites. Por pre-
liainary re?ults from these analyses, see Linking R&D With Schools: Product R

. and Process (Katen Seasm:e'bouis, @80). This :e?o:t is .available from Apt- ’
Associakes Inc. for $1.00. ’ o

Later analyses in this project 'will be based not only on these data,

but upon a survey of teachers and principals in a total of 131 sites. These
surveys focus more extensively on the practitioners® attitudes toward the
se:?vices that they received in the program. The final reports of the studifr
including a flinal report to p:a.ctftione:s, will be available in the spring of’\
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_“ADDITIONAL INPORMATICN PROM THE RDU PROGRAM

1
s
-

Bach of the .seven RDU .projects developed' a mm?e:’ of products tl;at could
. be usgful to schools _about to initiate a school impr ement effort, or to
"external agents responsible for assisting in such ‘efforts. These products
.have been cataloged by The NETWORK, which operated one of the seven projects ‘ 3
and which later received a contract from NIE to gather :md document informa- -
tion on the products of all seven pr.ojects. “The catalog resulting frzrom this ’
contract is called Resources fof Educaticnal Program Improvement: A Collec-~*
+ tion of Materials from the R&D Utilization Progradf. Available fram ERIC of
fron the Regional Bxchanges, the cataleg descgbes 60 dog_\uments and tells how
to obtain them. The documdnts include: . )

>

U ® resources to help school staff work through a program '
hnp:cvenent process~-including how-to-do-it manuals; )

| e role-related resources for linking agents--includinrg
- one Projéct's "tool kit" and a handbook; . k.

- @ resources from’educational RgD--inclu descriptive
. Program catalogs and syntheses of resedrch findings,
with emphasis on the applicability of. Sindings to the
, " classroomi and & ! r

. e resources describing the RDU projects?! experiences
» and leamings. .

Further infomation may also be cbtained on the Abt Associates study. * .
The following reports are cur.rently available or will be available shortly. k
e Linking R&D With Schools: An NIE Program and its Policy Context
* -¢ Linking R&D With gchools' An Interim Report
™ Dse of R&D P:oducts in the RDD Program -
® ’Training and Support of Educational Linking Agents - . . \ |
Reports on project ninageneht practices and issues, linking agent roles ih ‘
the RDU_prograu, and pex:apective_s__ggi analy@ing school improvement efforts
(a casebook for school adhinistratorsy wij} be available in the fall of 1980.
The £inal technical report q“f'the RDU sgudy--and a ﬂnal report t’o_p;actitioh-

cu-will be available in the late winter~of 1981. All of these teports may
wg&,ﬂt—co?twum tos

. Dr. Karen Seashore I.ouis, Ph.D. )
< S~ Abt Associates Inc.
55 Wheeler Street

t" , * Cambridge, M 02138 . /
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