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The Design.and tmplementation of a Statewide
Technical.Assistance System for School

*Improvement: AlternatIve.Considerations

Abstract

This paper describes and analyzes the alternatives considered in

'designing, and implementing Pennsylvania's. statewide technical assiétance

system for schooi improvement. Implications derived from recent RAND,

TAG, RIM,' NDN and RDx research studies pertinent to the role of technical

o

". assistance in schoolIMproVement are reviewed. The practical .

considerations encountered in 'relating the research implications to the

general design, man-agement, implemenation, support andevaluation

components of the system are describeefrom a case study perspective.

Overall, the paper should be'of interest to practitioners faced with the

taskof developing technical assistance systems and to those interested in

'knowledge utilization and dissemination.
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Introduction
7

- .

. This paper desCribes and analyzes the consideratiohs invellved in "

designing anclimplementing PennsYlvania's technical.assistance (TA) system
, .

or network inNsupport of a,statewide schocl improvement initiative. The

keysfeatures of Pennsylvania's Long-Range Planning for School Improvement

(LRPSI) initiative are described :to provide a'context far ihe technical "
\

assistance system. The results of recent research on school imRrovement

and change whidh influenced the overall design of tilt sChoOl improvement:

,effort in Pennsylvania" also are.highlighted. In addition, recentIrresearch

i

data supportive.of the.contribution of technical.assistance to effective

schOol improvement and ceange efforts is cited. ,

The design of the technical assistance network.aeveloped to support

school improvement in Pennsylvania is dederibed with'regard to speCific

design.features in five areas: technical assistance roles''and functions;

selection and training of technicallassistance staff; organization and

management of a technical assistance system; support systems for technical

assistance staff; and the evaluation of technical assi.stance. Mire
4

specifically, prescriptive informationrfrom literature and research

. pertinent to each of the five areas is summarized in "chart format."

Specific design features ofrthe Pennsylvania technical adsistance network

are juxtaposed in the charts bedide thb related prescriptive information.'

.The evolution of the'network and some of.the practical considere:tions

Pennsylvania-Department of Edutation (PDE) staff encountered in the cOurse

of designing and Implementing the technical assistance netWork, are

described and discussed from a case study perspective. A brief,report on

a
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' the Provess to _date of the school'improvement.and technical assistance
s, 4

'Petwork initiatAves is alsjo provided. The'paper Concludes with aome-
.

p
.

.

.
. 0general reflec s-on the 'applicability, in a prescriptive sense, of

recent lin r research to the.design of a statewide technical assistance

network:

The Pennsylvania Schcoi Improvement Initiativer

The 'present PDE administration.intrOduced s newn school improvement

J.nitiative in late 1979. Its intent was to bui1d-u0bn, integrate, and.J
*".

update the collective school improvement activities and experiences extent

ip the state department.' The design of the "new' initiative was a 'collab-

orative effort guided by available R&D-based information on school effe-

tiveness andplanned change. Accordingly, a large PDE task force, under

the direction of the Commissioner of Basic Education was convened in. the

fail of'1979 to develop a plan for statewide school improvempnt.

-The design work.of the PDE school improveMent task,force was.pre-
.

sented to,.reviewed by, and discussea with everY major educational

interesc grOUp in the state.. Task force staff alSo conSulted the

eduCational laboratory and center group, Council for Educational

a

DeSlopment and Research, for information on school effectiveness and

change. This exten#ive collaborative, R&D-based design effort
Ct.

411,

1
Ifi.addition to the school improvement initiative'in basic education,

the State ig also inVolved in(1) redesigning'4the state's professional
education and-certification system to influence and strengthen the tdacher
preparation process at the 89.colleges and universities involved in

'teacher preimration in the state;'(2) implementing a technology awareness,
and utilization initiative in the state; and (3) implementing a neW
statewide reform in school accounting procedures.

2
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'culminated iit'April, 198Q, in the,implementation of a comprehensive-design

.
c. p

for sphodi improvement in Pennsylvania., Periodic amendments and '?evisions
. .

to the'school.Wrovement effort are envisioned-based on field testing Ind

.participant, feedback.

Components of School Improvement in Pennsylvania
.T,

The components OT the Pennsylvania school improverrient-initiative are

best described in relation to the state's primary aiths for school

improvement. These aims gre: (1) to foster increased student growth in

the areas outlined by the state's 12 goals of quality education; (2) to

encourage schools to engage in a systematic, cyclig school impfovement

process; and (3) to develop d technical assistance system to facilitate,

and support schools' implementation of theldocess. Although each of the
A -0

aims are central to the state's improvement-effort; increased student

performance constitutes the ultimate focus of school improvement in

Pennsylvania. The components of school improve'ment associated with the

thice aims-will be discussed In order.

Student Growth in the Areas,Outlined by the Goals of

puality Education: The Educational`rQuality AsSessment Progfam

The state's Goals of Quality EduCation provide the structure for'
A

'examining schools' curriculum.and instruction needs. These goals focus on
.

the areas of communication skills, mathematics, self-esteem, analytical

thinking, understanding. others, citizenship, arts and the humanities,

science and technology, work, family living, health and the environment.
1

The operational definition of each goal, vis-a-vis subject matter and

student performance is left to the discretion of the individual districts.

In a de facto sense the state has delineated some content in most of

the goal areas by virtue of the test items included in the state's

3



mandatory Educational Quality Assessment (EQA) prograM: The state testa

0

fr, are administered at three grade levels and provide comparative

state-normed.data of use to school improvement platning. The'datai.s

reported and aggregated using thc school as the unit of analysis: ,More

specifically, the present EQA Inventory provides aubscores ip 11 separate

areas for each-grade -- 5, 8, and 11. 'Cognitlive test'-stbstOres are

provided for reading, writing skills, mathematics, knowledge of .

law/government, health knowledge, career'awareness, knowledge Of,human

accomplishments and information usage. Affective measure subscore are

provided for self-esteem, understanding others, interest in school and

learning, societal responsibility, health and safety practice, creative

activities, and appreciating human accomplishments.

The EQA Inventory also provides schools-with informatica oh 35

condition anchresOurce variables (e.g., etudent, teacher, parent

'relationships; factors disruptive to classroom management; parent
.

education level; amount of homework; student educational expectations).

Thus, the EQA program provides information about what etudents know'and

feel, teacheis' perception of the schboi an0 communit3.r., and how these'

attitudes compare to those in echools throughout the atate.
r'
Districts,

q

are encburaged to use EQA data and a goals ranking

procedure in the int,tial-phase of a diStrict's or school's needs

esqessment. The requirement regarding needs as6essment, however, is

flexible; districts are strongbi encouraged to use any and alI test and.

opinion data available to deterffiine needs in their schools.



A'Systematic Improv,ement Process o

The state's second aim -- to enCourage schools to engage in a

systematic, cyclic, improvement process -- is addressed primarily in the

state mandated, and recently fevised, Long-Range Planning for School

Improvement (LRPSI) guidelineS. These guidelines offer a framework for

cyclic local.school improvement thrmigh five major lctIvities:, initial

preparation, needs assessment, action planning, i lementation and

evaluation. 47'

TheJaPSI guidelines focus attention on two primary and three

secondary areas. The two primary areas are: educational programs and

district management practices. ,According to the pioposed planning

process, each of these primary areas is examined for potential improvement

:

needs. .The suggested prOcedure generally involves:

I

deciding upon relevant.goals

; collecting and analyzing hard data and information
(buildlng-1evel/distret-Iwide) specific to,.the attainment

of each of the goals

obtaining perceptual data from relevant audiences (students,
staff,-community;, on the perceived importance and degree of
school/district 'success regarding the goals

ou comparatively evaluating the goal attainment and goal
importance.data to establiqh priorities for school .

imProvement (building-level/district-wide)

conducting problem or causal analyses, generating
alternative solutions and selecting solutions for the
problems identified in each of the priority goal areas,

- established above, fpr school improvement.

preparing building-level/district-wide action plans to
describe who' will do what, when, and with what resources
regarding the selected improvement a4iv/ties.

510



Districts are expected tp develop action plans to address priority needs

in the two primary areas.

In addition, districts are asked to examine three specific areas for

potential action from the perspective of their relationship to the'two

primau areas. Either concurrently with or immediately ater preparing

on plans.in the two primary.areas, districts are asked to examine

their community/staff involvement, staff development'and resourde-use

policies/practices to insure that they either support or are coordinated

with the a'ction plans..

Considered as a whole, the'suggested sdhool improvement procedure

incorporates a number of unique features-or elements:

411 the Pennsylvania initiative has built upon a number 'of
antecendent state programs, thus promoting continuity and
ownership with existing school improvement programs°

a building-level approach to assessment, goal setting,
action planning, implementation'and evaluation is stressed '

community involvement in proBlem solving and planning
regarding curriculuM--and management concerns is stressed

the procedure was designed to reduce the amount of paper work\ ,

involved in LRPSI and to result in useful, concise action
plans that would serve as real guides' to building/district
staff *in implementing changes,in program and.management areas

the procedure emph-tsizes both building-lev:el improvement
plans that address/student achievement in programs related
to the Goals of Quality Education, and district-level
improvement plans related to management problems facing
the district

public statewide recognition of district improvement efforts
(i.e., districts will be publicly pre-registered and
registered by the state upon completion of action planning and
implementation-evaluation efforts, respectively, in a given
five-year improvement cycle)

6
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finally, the procedure provides for systematic technical"
assistance to'districts during'ail phases of the improve-

.
%ment process.

,

A Techliic Assistance System

The tech cal assistance Aystem or network is viewed as, a partnership

among PDE, intermediate unit and higher education staff wOrking in

regional teards at local district request: The partnership system stresses

the strengths of the iespective partners: PDE's statewide information
5

perspeCtive, technical assistance expertise, administrative authority, and

financial ankinformation resources; intermediate-unit content and process

expertise, geographic location and history of service to the districts;
.

and higher educ'ation expertise, interest and resources in specialized

school improvement areas.

'The regional teams work,with One or more'school districts and their

.0staff through the duration of a district's school improvement efforts.

The strength A the team concept lies not so much in its geography as in

its networking capability. The PDE field representatives are atsigned to

one or several districts, as they,Aesire; the IU advisors work with all

4
s;

districts in.their intermediate unit area; the INE coordinators work with

districts depending on proximity as well as on a request basis. To date,

approximately 76 PDE field representatives, 36 intermediate unit advisors

and 75 higher education coordinators'have been identifiedto provide long-

term technical assistance. The technical assistance teams are providing

direct LRPSI problem solving planning assistance upon request, as well as

providing assistance with general.information and'resource identification.



Management of this effort is coordinated by staff of the School

\Improvemenf Administrative Division (SIAD) who/have the job title of

_
"regional directors." Among other duties, S AD staff provide appropriate

raining programs'and materials for all technical assistance staff;.

provide orientation/planning workshops ana teleconfefenees for district

' staff inVolVed in school improvement; manage an information system for

monitoring and evaluating technical assistance4field operations;

coordinate, monitor,,reassign, select and/or retrain technical assistance

staff as dictated by emerging neds and conditions; revise technical

assistance system procedurtt-as the school improvement program develops;

and manage aschool improvement region tonsisting of one or more

intermediate Itinit areas.

The technicaliassistance network is supported by a resource system.

A key eomponent of the resource system.is the PDE.Resource Center. The

Resource tenter encourages coordination of PDg reiources, houses a core

collectiop of Materials,lacts,as a PDE link to infOrmation services such

as RISE, (Research and I formation Services for Education), PRISE

(Pennsylvania ResearCh an&InfOrmation for SpeCial gducafi6n), VEIN (Voce-

,

tional Education.Information )work) and the State Library, and acts as a

centralized7
ptInt,-for PDE'.s school improvement field representaiiVes to .*

, .
.

,

.

,

access information on technical assistance and educational programs that
.

_
N, o' '.

work. The Resourcf Center alsOvmaintains a human resources file fo

e
bolster the technical assistance system. In addition, a,resource network

_

*

is alsb being developed t6 share promising practices initiated at a2result

of the school imprOvement process.



Research and Development Program Base

ilany of the general design features incorporated in the Pennsylvania

school improvement initiative reflect the influence and consideration of

recent research findings.on school improvement end change. A seleft

Pt.

review of these findings is presented in Appendix A. Reflecting this R&D

base, the school improvement effort in Pennsylvania was systematically

designed to (1) accommodate an array of loCally identified needs; (2)

facilitate staff involvement in a participative cyclic, problem-solving

improvement process at the school building level; (3) provide professional

and financial incentives for participation in the program; (4) be flexible

regarding districts' time schedules and priorities for improvements; ,(5)

interface gracefully with ongoing improvement efforts; (6) provide social

incentives and rewards for districts'continued participation, in good

faith, in the process; (7) provide for sustained technic4 assistance to

local staff with all phases of he process; 6) encourage loCa.l

educational staff to match syll-tematically R&D-based solutions with'

identified needs.; and (9) encourage attention to all phases of the change

process.

The Importance of Technical Assistance
to the School Improvement Process

The Pilot State Dissemination Project (PSDP, 1972), National Diffu-

sion Network (NDN, 1977), Tpchnical Assistance Group (TAG; 1977) and

Research and Dissemination Utilization (RDU, 1979-1981) studies collec-

tively provide support for the conclusion that external technical,

9
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assistors can make importanV contributions to the success of local school

improvement efforts. In a recent.review of technical assistance, Rosenblum

(1982) pointed out ehat.the type of technical assistance offered districts

was critical .to the success of the educational change process.'

'Rosenblum discussed- theA.ypes of techniCal assistance involved in.the

context of fouragproaches ormodels to change. In the.regulatory approach,

6
compliance rel ted 'asiistance.in the form of externalmonitoring to insure

confOrmity with ederal or state Program regulations and reporting

requirements was found to have little impact on program effectiveness or

success in terms of desired outcomes (Hill, 1978). In.fact, man'dated

- regulations were found to be much less influential in producing change

than local commitment to change (Berman and McLaughlin,....1978). Similarly,

assistance in the form of systematic dissemination of itiformation about exemplary

programs or products (the technological model) is not too.likely to affect

school adoptions or changes i 'practice. 'Some form of personal interven-

6

tion is required to initiate interest in and to facilitite. the use f new

programs or practices (Emrick and Peterson, 1978).

Overall, it is the type of assistance offered to local.education

,

agencies that may be critical. For example, when problem solvin;

assistance (the lin odel) was provided in'(1)-matching neW programs

'with locally identified needs, and (2) imiementin g the programs; the

programs were adopted and impleMented wi,L the desired effects (Louis, et

;
al, 1981 -- Study of RDU program). SimiXarly, from the frame of reference

4

of the (local) contextual model of chanm it was conclu -,T:1 that technical

, 10



assistors can operate to reduce local barriers to change and can

facilitate the'change process (Louis andRosenblum, 1980. In atlition,

\'

it was reported that LEA,staff appear to respond to incentives created by

social interaction with external agents. Rosealum (1982) concluded that

skilled external assistors can "assess LEA political and cultural condi.=

tions, develop strategies that are responsive to those local-conditions

and help foster involvement, commitment and capacity for change, if A '

continuous support effort is carried out -- with both adequate time,and

resources." ,:Thus, recent research sUpports the notion.that the provision

of adequate and timely external technical assiStance can facilitate local

schooljmprovement efforts if systematic attention ig paid to all ph'A..'s

'of the 'Change process.

The Desigd of a Technical Assistance Network in-Pennsylvania

Design of the technical assistAnce (TA).network inqennsylvania

involved consideration of a number of conceptual issues in five majqr

design areas: specification of technical assistance roles and functions

to be
4.4

rformed; developmfnt of technical assistance staff selection and

training.'procedures; development of an internal organizational structure

for filanggement and administrativepurposes; identification and develop-
+

ment of require& support systems; and evaluation and refinement of the

technical assistance network. ,In eaCh area, the literature and.research

on technical assistance gild educational linker activities potentially had

something to suggest pertinent to the development of a technical Assis-

0
tance network.

11



In the following sections-, prescriptive information fitm the liters-,

-ture and re$earch specific'to particular desisn area's is outlined along

with related design features incorporated in the design and.implementation

of Pennsylvania's technical assistance network. The ev.ents and considers-

tion$ involved in the design of the network are'described and discussed in

light of the prescriptiVe data and the context of the school.improvement

initiative.. The actual design of tlie network or sygteM, howeVer, did not

occur in 4/linear mdnner. Progress on the design of the system occurred-

developmentally and interactively over a several MOnth-period on a numbet'

af fronts.- Various technical assistance network'.design and policy
,

concerns were addressed by a subcommittee sf the pthool improVement task
.

force (1979-1980). The preparation o several concept paper's, along with

subcommittee discussions, consultan iiput and task force reviews.collec-

tively resulted in'a working dest n for the technical assistan0 network.

The crosswalking of the R&D-base with'elect network design features

and discussion of the decisions and,considerations addressed by PDE staff

was uftdertaken in .this paper for both documentary and heuristic purposes.

Due to time and space considerations, this paper will examine only a few.

, of the key issues confronted by PDE staff, in each of .the five major areas

citeci abOve, as development work'progressed. For similar reasons, the

paper will focus primarily on the functioning of PDE field representatives-

ahd regional directors. Intermediate unit and.higher education partners'

involvement will.be outlined.

Role Definition and Implementation Considerations

This section of fhe paper addresses some of the decision processes

involved in deciding upon the form and type, intensity and scope, and

12 y



degfee of structure of the technical assistance to be delivered by the
6

1

netWork. The influence of both the acknowledged steps in the assistance

process and generally recognized implementation guidelines on the develop-
.

ment and implementation of the primary roles in the network isalsO

described.

Form, type and style Of technical assistance. Early in the develop-

ment process', the PDE school improvement task force subcommittee charged

with defining the technical a'ss stance.system undertook the preparation
a

and critical review of severe concept papers outlining the types of

'assistance desired and the potential staff available for deiivering the'

assistance. PDE staff were concerned th, "What form, type and s6Tle of/

technical assist o deliver?" 'The li erature and research.cited in

Chart.1,-Part 1 and Appendix A supported the inference,that school change

or improvement results would be' more likely to occur if a complete range

or technical-assistance (communication, resource linking, process help,

facilitator help; etc.) were made available to district staff in support

f all phages of theschool improvement process..

Consideration of several contextual factors eventually resulted in

the conclusion that a p rghip approach to technical assistance would

bemost appropriate for Pennsylvania. 'Namely; (1) a very large num er.

f (501) of geographically dispersed districts ultimately would require

assistance; (2) PIV as an institution had a broad base of expertise in

many but not all desired areas; (3'5 staff from the state's 29 intermediate

units,(Ns) heti:already establtshel- track record of service assistance

to districts in a large number of educational content and process areas;

. 13



(4) the state's institutions of higher education (IHEs) were,strategically

dispersed across the state and might serve%s unique resources-1f properly

approached andr'motivated.

Thus, examination and discussion of the literature on ,linker roles,

technical assistance and chahge led to.the conclusion that the delivery

system should offer a complete range of assistance gervices in order to

have maximum effect. This conclusion, coupled with .11e desire to build

broadstatewidelmstitutional support and. ownership fOr theschool.

improvement initiative and the need t ,utilize all available resources --

led PDE task force staff tO propose a partnershiP approach to the design

iz)f the,teChnical assiitance network. The.technical assis4nce roles" of

each of the partners'are outlined in Chart 1, Part 1. The roles of the.

technical assistance partners were not cast in stone. atom was provided

for flexibility, expansion and interplay among the roles of the partners

as each lodal situation dictated. The PDE field representative (technical

assistor/linker), however, was assigned primary responsibility, for

communication and coordination of activities among the partners. The

proposed assistance was,basicAlly client-centered Ana delivered upon

client's request.

lntensit and sco e of technical assistance.
2

Determining how many

clients (school districts) each field representative would serve, how.

2
This section on intensity and scope of technical assistance is based

in part on ,a "working PDE paper" prepared by Joseph'Skok, Chairman of the
PDE Roles Subcommittee, Sclool Improvement Task force entitled, "An
Analysis of Two Systems for Deploying School Improvement Field Representa-
tives," JAnuary 1980.
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frequently and over what time period -- proved initially to be a major

problem for PDE,school,improvement task force gtaff. 'The literature and

researa cited in Chart.1, Part 2 generally argted thatMore adaqVate--

-technical assistance was prOvided whentechnical assistors (linkers) spent

,che large majority of their total, job time in .their technical assistance

rale while working with a relatively small nuMber (2-5) of _schocils.

Digcussion focused on whether PDE staff should serve as field repr1-

sentatives on a part-time or a full-time basis, whether schools or dis-

tricts shoUld be the unit of service analysis, and whether the proposed

level Of effort per service unit should be high, moderate or low. Exam-

ination of the literature cited in .Chart 1,' Part 2 along with suggestions

from former Pennsylvania R&D Utilization program staff who were members of

the task force, resulted in.initial committee consensus on a six-visit7

per-year-per-school unit of leel of assistance.

Since the first Wave of the-Pennsylvania school improvement effort

was.scheduled to involve approximately 78 districts with a total of sOine

500 schoOl buildings during 1980-81,'simple arithmetic suggested that a

total of 3,000 achOol visits would be requirea if six visits were to be

made to each School. Assuming two building visfts per staff visitation

day, Atotal of 1,500 person days would be required*for actual school

visitations. Considering that-ea6 staff visitation day usually would
,

require two additional staff days for preparation, follow up activity, and

travel, a tOtal of 4,500 person days of effort required, the linker system-.

neceSsary to Support school imProvement was calculated'to require approx7,

imately 20 full-time staff,.or full-time staff equivalents to serye as

school improvement field representatives in year one.

.15
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Extensive discussions among school.improvement task force staff,

Research for Better Schooldconsultants, and other PDE staff identified

two,bapip ways in wh;fh the personnel needs for direct technical

assistance to schools c0uld be satisfied. One alternative was to simply

'reassign 20 PDE staff to full-time positions as school imirovement'field

representatives; The second alternative was to assign approximately twice,

as many, staff, 40 or more, to serve part-time as school improvement field'
I

representatives.. The part-time assignments represented the lowest level

of involvement per staff that any bf those'involved in planning felt was

possible if a reasonabfe level of.personal commitment on the part of staff.

was to be Maint .ned.

The'two alternatives were summariZed as.falloWs; (1) twenty PDE

staff0couid be assigned full-iime to an organizational Unit like-the

Bureau of SchOol Improvement to serve as school improvement field

representatives. The 20 staff would accept duty assignments as permanent

member§ of the new unit. They woulebe supervised by the bureau director

through a division chiefin the usual PDE manner. All travel and other

support functions for the staff would be assumed by the bureau to which

the unit was assigned; or (2) forty or more PDE staff could be assigned tO
. I

the role of school improvement field representative on a part-time duty

assignment. Eachstaff would retain their regular bureau/division

assignment and would devote somewhat more than half of their duty effort

to the original unit. For that portion of their assignment, they.would be

supported by their existing unit and be supervised by their original

supervisor. The part-4ie alternative had to be s6mewhat less than fifty

percent due to state jid federal regulations and policias limiting the

16



amount of time PDE staff, fully or partially supported by categorical

funds, could spend working on functions not directly related to the

categorical programs.

The notion of PDE staff performing in a school improvement field

_representative role on a part-time basis added 'Some very importane

considerations to the design of, the management system for school

imprdvement field services. The considered opinion of committee staff waS

. that the delivery system using part-iime field-agents could only be viable

if the system provided that the field representatives bysupervised in

both their regular duties and their school improvement duties,by the same

person, their regurar supervisor. That, in effect, meant that existing

PDE supervI:sorskwould become school improvement snpervisors. It also

meant that there:must be a coordinating unit established, perhaps in the

Bureau of School Improvement, tO facilitate communication between and

among,field representatives and to se-..cve as a control poin qAor the schbol

t
improvement management information and quality control system. Although

the system using part-time field representatives presented some unusual

problems, committee staff felt.that there would be no unresolvable

problems associated with the establishment of that kind of unit.

PDE opted to decide among the two alternative delivery systems by

rating each on a set of ten evaluative criteria derived in part from the

literature on linking. The ten evaluative criteria are listed' in Chart 1,

Part 2 in the Pennsylvania Design column. Each delivery alternative was

assigned aLikert scale value from one to ten for each criteria item

based on the onsensus of committee staff. By a-priori agreement some

17



items were weighted differentially. The ratings were summed across the

ten criteria to obtain total scores for both alternatives. The results

favored the second alernative, "40.or more part-time staff" <112 versus

141 points). Accordingly, staff initiate'd the development of a delivery'

system, for the provision of technical assistance to school districts.

based on the part-time assignment of PDE staff as field representatives:.

Itshould be noted that based on the year one implementation experiences

of the field representatives, the unit ofservice was changed to the

distriCt and the number of proposeajon-site visiis was adjusted back to

approximately one per month per site per field representative. On the

average, it was assumed that,each visit would involved 2 3 days when

one added together preparation, travel, on-site, and reporting time. A

twenty-five days per year figure for work in the field was generally

proposed,as the approXimate time required of a field representative to

adequately support two districts based on year one PDE experiences.

. Structured versus unstructured role. Another consideration was the

degree of structure to build into the field representatives' role. It was

recognized that the general description provided in Chart 1, Part 1 id

not provide sufficient description to facilitate unambiguous understanding

of the role. PDE staff also anticipated that the number of field

representatives required would increase each year overthe next five years

as more districts entered the process and as turnovers in staff occurred.

More detail in the field representative job description was needed to

facilitate role clarification, role implementation, staff recruitment,

'staff training, and.some coherence and consistency,Of implementation of

the role across field representatives to win the confidence of LEAs. This
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need was in full agreement with the prescriptions from the research cited

in Chart 3, Part 1 which essentially argue for adequate up-front role

description end clarification accompanied by on-site flexibility of

implementation.

7
Accordingly, PDE School Improvement Administrative Division (SIAD)

staff undertook a task analysis of the problem solving improvement process

district staff were being,asked to carry out. sIAp 4taff neXt performed

.an analysis of the'potential types of assistance districts/schools might

be provided with each of the common tasks and activities inVolved in

implementing the school improvement process. A model for the.analysis was

provided, in part, by a recent study of the linking process (Patrick,

McCann, and Whitney, 1981). Chart 1, Part 3 illustrates the suggested

types of assistance that PDE field representatives or other technical

assistance partners in the network might provide to districts. This

structure provided t4he needed clarification oi the technical assistance

roles. Field representatives are granted a wide range of flexibility In

negotiating, brokering and/or directly providing technical assistance

based upon (I) each diStrict's needs and receptivity to working with field,

representatives and other partners, and (2) the specific background and

skills of each field representative.

Steps in the technical assistance process. PDE SIAD staff viewed the

technical assistance process both from'an individual and a group or

systems pa-spective. From the individual's perspective, field

representatives were familiarized with the general steps in a single

'linking or assistance activity (see Chart 1, Part 4) with appropriate

emphasis on the importance of interpersonal skills and timely delivery of
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promised services. In fact, the training sessions conducted for field

representitives involved role-play simulations of the interaction between

and among the technical assistance partners and LEA staff.

The long range planning for school improvement (LRPSI) proceSs

requires apeci:ac tasks and deliverables of LEAs. 'From a group or systems

perspective these ties and deliverables provide systematic entry points

for field representative - LEA interaction. Accordingly, LEA's were

assigned field representatives on a long term basis. Opportunities for

field representative, intermediate unit ad#isor, and higher education

coordinator interaction and engagement with LEA LBPSI coordinators and

staff were systematically built into the initial LEA LRPSI orientation and

planning sessions designed by PDE.

Similarly, Chart 1, Part 4 illustrates that procedures and. resources

were developed to help technical assistance staff, as a group and a

system, implement the context specification, diagnosis and collection/-

translation steps in the linking-assistance process.

Guidelines for the implementation Of a technical assistance role.

The literature offers a number of guidelines on the iMplementation of a

technical assistance role. Chart 1, Part 5 allustrates a number of the

A

features incorporated in Pennsylvania's technicaC assistalice network which

reflect consideration ofe.one or mire specific guidelees. TA staff serve

primarily as generalists. *Technical assistance role clarification iS a

key objective during the entry process, as is face-to-face.conmunication

and the use of quality hardcopy materials. It bears noting that PDE staff



1:

modified the entry process in year two based on year one experiences: In

year one, three regional large group orientation workshops were conducted

to or,ientLEA's to the improvement procesti_ The large group workshops

were followed by several two-day LEA team planning sessions. In,year two

.
the orientation meetings were dimducted in relstively,smail-group

settings, at 22 of the intermediate units located across t14 sate.

Subsequent adminiserative pianning.assistance regarding district

preparations for the first phase of the process,was 15rovided by field

representatives to district tRPSI cooi'dinators and superintendents

in-person, at three regional meetings, followed by on-site consultations.

Overall, a.more effective and controlled entry was achieved In year two.

.-Sraff Selection 'Lind Trainin Considerations

Specific issues and considerations related to technical assistor

skills, selection procedures, origin and location, and training will be

addressed in this section.

Technical assistance skills required. PDE staff were presented with

the problem of what skills and what levels of skills-Would be required of

the proposed PDE technical assistance Staff. At one extreme, models

existed (e.g.., several of the projects in the.EDU Program) for somewhat

1 intensive levels of linker or assistor training and skills. Faced with a

need for a relatively large nutber of technical assistance staff on a

fixed budget, PDE school improvement administrative staff made-the

assumption, noted in Chart 2, Part 1 that most PDE staff could assume the

field representative's role, with adequate startup assiahnce, and

sustained training and supliort.
^
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This assumption appeared justified in Lai most PDE

field experience interacting With theleducational public in,the context of
i

explaining, representing or otherwise supporting various state programs.

Lt was further assumed that the field representatives did not have to be

guper-linkers. They would be trained to broker the.servites of others to

accomodate district needs they could.not meet by themselves. Administra-

tive and organizational support was provided for the "brokering role" by

the establishment- of the _partnership technical assictance system and a

human resource file- In addition, training and support materials were

prepared.to bolster field representatives' awareness and skills in areas

related to assisting LEAs with school improvement.

Suggested technical assistance staff.selection procedures. Having

4

decided on the general role and regared numbbr of technical assistors,

PDE staff wee faced, in the late winter and early spring of 1980, with

the task of selecting TA staff. Based on the assumptions cited above

regarding requiredskills, and giveri the uncertainties always associated

with a new role,: PDE School Improvement staff decide4 that it would be

best initially to a for volunteers for the part-time position of field

-
,representative. AccordinglY, the CommissioneA of Basic-Education, Higher

Education and Planningsent out a memo to.all staff outliving the position ,

and the basic conditions of the assignment. Chart 2, Part 2 provides a

sample of the memo used to solicit volunteers for the school improvement

effort.

Overall, 55 PDE staff from a cross-section of PDE§Ilteaus volunteered

to he.field representatives during the first year of the program. 4hey

were interviewed by the Commissioner of Basic Education and SIAD staff to

22. 2
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(1) determine general background exierience, personality characteristics

and level of motivation, and (2) explain the job role and management

cpnditions of the assignment. Particular emphasis was placed on the

training and.support they would recei ''ve'. Continuation of their job class-

ification status *n their current bureau was also assured. With one or

. two exceptions, all'those Yho volunteered were accepted for the role. In

,the first year of school improvement some 54 field repi'esentatives were

avaiI0Ie tO provide assistance tP the 78 Wave I school districta. In

fact; many'of the Wave I districtsuperiatendents requested that specific
t7

PDE staff serve as their field repre'aentatives. The departnient was able

to meet over half of these assignment requests frOm the pool' of

volunteers. In the second year (Wave II) 22.new volunteer field

representatiliat were added to this technical assistance cadre., Thus, a

total of.76 field representatives was available to assist the 12k new Wave

II districts along with the Wave I districts,

Based on progreseio date, PDE experiences support the literature in

Chart 2, Part 2. Staff from many different PDE divisions and units were

successful in the.technical assistance role. PDE's experiences also

support the assertion that there appears to be no "science of selection'''

for the field agent role. PDEwould caution othera involved in selecting

technical adsistance staff in similar contexts that it is important to (1)

clarify the role, (2) assure the job aecurity and job classification

status of staff volunteering for the role, (3) promote and deliver od the

staff develdpment or training aspects of the experience, (4) provide,

where'possible, for'chOice of assignment to districts, and (5) emphasize



the social reward and intellectual stimulation aspeCts of the role. All

five of the above points required attention.

Origin and location of technical assistors. The literature citations

in Chart 2, Part 3 emphasize the importance of utilizing linkers/technical
4 .

assistors who are-most homophilous with the target group culture and who

are most proximate to the target group. The-partnership aspect of the

Pennsylvania technical assistance network attended in,part to both of

these prescriptions. The network at present consists of 76 PDE

Harrisburg-base representatives, 36 intermediate unit (lu) school

improvement advisors loc in 29 Ws, geographically distributed within

the state, and 75 staff from various institutions of higher eddcation

(IHEs) located across the state.

The notion of PDE, Intermediate.Unit and IHE staff.acting in a

coordinated and focused support role to districts is new in the state.

Each have acted in service support roles, in various capacities, to

Pennsylvania school.districta for many years arid each have generally been

well received in many parts of the state.. For exampr, intermediate unit ' r

curriculum specialigts have/Offered a range of assistance serviceS to

districts in their respective areas. Selebt IHE staff have generally
,

offered data processing and onsultant services. PDE Made a special

attempt to involve both the dntermedicate unit and the IHE .s.taff in the

network to add to its effectivenese and responsiveness.

Overall, this team approach to technical assistance is expected to

work as follows. Depending on its disposition to external assistance,

each district can potentially draw upon the services of a PDE field

representati-Ve.an IU.school improvement advisor and an IHE school
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iMprovement coo'rdinAig-: The field representative forthally cOordiiiates

interaction among the team members and between the teat and the district.

Operationally speaking however, tha,district controls its interaction with

.

the team. _District school improvement coordinators are free.tO interact

with the team member(s) with whom they are-most comfortable.

Suwsted training. PDE established two major foci for,tvaining:

internal staff develeipment training of PDE, IU and IHE aff to facilitate

the implementation of their technical assistance roles; and external

,
orientation, or training of district personnel. t (facilitate their

successful participation in the school improvenien$ effort. The literature

and research cited in Chart 2, Part.4 stresses a n*ber df/Araining

"shoulds": acquisition of basic program knowledge, ilikation.of

concrete experiences and materials, rocus-on organizationAl change issues,

focus on rol clarification, attention to interpersonal skills, involve-

ment of exp enced field-based staff in the aes'ign and delivery of

training, and the focus of training on immediate problems and issues. By

and large PDE attempted to attend to each of the training "shoulds" where 4

possible.

Chart 2, Part 4 outlines the dual focus of the training and

orientation sessions conducted by PDE in 1980 and 1981. In addition,

Appendix B provides a more detailed listing of the orientatioh and

training sessions conducted by PDE staff in 1980-81. As might be

expected, improvements in training and orientati in year two were made

on the basis of year ore experiences. Year one iraining and orientation

sessions did not have the benefit of either .PDE or LER staff experienced
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I ,

in the/froposed school,ipprovemeni and technical assistance-process. In

the second year of training and oriestation, however, Wave I distric

staff were called on to participate in 'Wave II orientation sessions in

prder to share their experiences with the 124 new districts about to

commence the ptocess. imilarly, a cadre of experienced Wave I'field

representatives utilized similations and structured exercises to provide

v.
experience-based training for their new Wave II counterparts.

Organization, Management and Implementation ConsideratiOns

Considerations and practices regarding organizational design (4

structure and network conceptualization, startup, and maintenance will be

discussed in this section.

Suggested,organizational design or structure, .The'litetature and

reserch cited i Chart 1 indicate that from an organizational

perspective the -tivenese of technical assistance efforts depend on

achieving the r ght balance between4N and organizational complexity.

Organizational units conducive t "family" operations were recommended as

being.the moq effective: The liteiature and researcl;also.recommended

the development of a core leadetship unit to conceptualize, iiplement,

interpret, adapt, administer, and provide continuous support for the

improvement and technical assistanCe efforts. PDE staff were faced with, 4

the task of operationally defining these prescriptions in the context of

an improvement effort that was projected to involve some 500 school

dietricts and 150 to 200 field representatives over a five year period.

The course taken by PDE in consideration of these recommendationd is.cited

in .Chart 3, Part 1 and discussed briefly in the following text.

4,
'

.0
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'Shortly after the initiation of the IRPSI process and the technical

assistancejletwork_in 1980, PDE managemeht recognized the need for a
. .

.

permanent administrative and: development core-group to continue to lead,

develop and monitor the implementation.of the LRPS1 process,and the

technical assistant network. ,Accordingly, eight members of the school

'73

improvement task force accepted assignments, six'as members of the PDE

-
School Improvement Administrative Division (SIAD) in the new BOreau of

School PMprovement, one as coordinatOr for the development of the 1HE

partnership role, anti one as inf.ormation speciapst for the unit. SIAD

staff, assumed both administrative and program deveJopment responsibilitie

regarding the LRPS1 process and technical assistance network operations.

Administratively, each S1AD staff served in y'ear One as a regional

director for one of six school improvement administrative LEA regions and

worked with 8 to 10 field representatives assigned to.these regions. The

'field representatives met regularly in regional groups with their assigned
a

SIAD regionl directors for programmatic training, two-way information

sharing, problem solving and role clarification -- thus promoting an

dintra-organizational structure conducive to "family" operations., The SIAD

- regional directors served as "the interpreters" of the LRPS1 process and

guidelines of the field representative rale, for the field representatives'

with whom they worked4° Additionally, one SIAD staff inember acted as

"intdrbureau liaison," assuming responsibility for communication and

coordination of SIAD operations within PDE:'

.Froma program impleMentation and development perspective, respective

S1AD staff were responsible for: the development and administration of
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internal ('echnical assistance network) and external (LEAs) orientation

and trainin,. ,sions; the promotion and development of community

involvement strategtes for LRPSI, the.continued development and
_

documentation (see Appendix) of field representative rOles-and--inter_

actions with LEAs; the continued development or operationalization of

various aspects of the Long-Ran Planningjor School Improvement (LRPS4)

process; the development, with..PDE evaluation staff, of an evaluation

a

delign for LRPSI; and the continued development of LRPSI infOrmation and

technical resource materials for use by both LEA and technical assistance

network,partners. As a part of their leadership role, SIAD staff chaired

one or more internal and/or external task forces related to the respective

program implementation and development functions cited above.

State plans called for the successive introduction of roughly a fifth

of the state's school districts into the LRPSI process each year. In

1980, 78 districts started LRPSI and in 1981, 124 districts became

involved. This increased-both the SIAD and the technical assistance

network work load. Thus, PDE management increased the STAD group to 11

,staff and the field representative group to'76. Ten administrative LEA

regions were also formed in 1981. Each of the STAb staff, most of whom

had experience as a field representative; again assumed administrative

responsibility in their role as regional directors for faalitating and

.11

monitoring the work of 7 or 8 fieid representatives.

Organizationally, STAD staff report td the Director .of the Bureau of

School Improvement,,who in'turn, repOrts to the Copmissioner of Basic

Education who is a member of the Secretary of Education's Management Team.
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SIAD staff have met since 1980 to conduct SIAD's affairs. The
V.

"interbureau liaistin" staff person acts as a coordinator and arranges the

SIAD agenda, conducts meetings and affects general interbureau liaison and

communication. Estimates to date indicate that most SIAD staff.spend

about.fifty percent of their.time on regional matters iA collaboration

with their field representatives, and fifty percent on other.school

improvement matters.

Field representative meetings are held regularly, generally on

Monday. During heavy preparation periods (ice., heginning of a.lieW Wave

of district involvement and addition of;new field representatives in

LRPST) the field representatives meet weekly. In less busy periods-tey

meet biLweekly or monthly. The agenda of successiva meetings are often

scheduled in cyCles of three: -a general large group.information meeting;

concurrent small group regional meetings to discuss regional iSsues and
11.

problems and exchange information; and a general large gro p skill-

building meeting to address specific technical assistan functions, as

noted in Chart Part 3. On the average, field representatives are

expected to end about 25 days a year or ten percent oI their time in the
'

fiel v ding LRPSI assistance to districts, based.on the tvio district .

per field re0.1esentative average assignment figure.

System conceptualization, startilp and maintenance. The conceptuali-
. .

zation of the technical assistance network-occurred develOpmentally and

interactively along with the conceptualization of the long range planning

for school improliement (LRPSI) process in late. 1979 and early 1980.

During that period, staff of the 25 member PDE.school improvement task
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'force worked oft four major conceptual fronts represented by the following

committees: the PDE development work group (charged with designing and

developing the school improvement process); the PDE roles work group

(responsible for operationalizing the technical assistance-component of

the effort); the PDE training work group (responsible.for the identifica7

tion,,development and delivery of appropriate training/orientation

sessions for all aspects of the state effort); and the PDE higher

education work group (charged with operationalizing higher education's

role in the developing statewide school improvement and technical

assistance effort).

TO a large extent, the conceptual work of the latter three work

groups or committees were contingent upon the progress of the development

group and the formulation. of "the school improvement process.7 After

extensive work and deliberation, TDE task force staff proposed a school

improvement process that: (1) eystematically incorporated several ongoing

k state programs: (2) adapted a number of the process components of the

PennSilvania Research and Development Utilization process, and (3) was

broad in scope. The accompanying technical assistance effort, therefore,

had'to be more comprehensive than anything previously proposed by the

state and totallY cOordinated with'the LRPSI process.

A number of issues were debated in the course of developing the

improvement process: local versus state targeted improvement priorities,

broad versus discrete domain of improvement priority areas; maintendnce

versusidevelopment focus; regula4ry versus service orientatiOn; bureau

cratic versus professional strategies; responsive versus proactive stance,
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district versus school focus; imposition versus ownership; teacher 't)roof

versus teacher managed; school proof versus school managed; compli-

ance versus-commitment; partnership-vergus imposition; and 'open versus

closed improvement-process. The,underlined alternatives represent the

state's orientation regarding the school improvement initiative. In some

instances the state supported both positions but.froMdiffering

perspectives: (e.g., develdRent in newpriority areas and maintenance of

effective programs...and, "proactive promotion of the state in,itiated LRPSI

process while p oviding responsive implementation assistande to address

locally identifie priorities).

Similarly, the following issues were considered in developing the

technical assistance component of the state improvement effort:

.short-term versus long-term aSsistance; Single strategy versus multiple

strategy assistange; limited versus ,comprehensive assistance goals;

dissemination versus technical assi:stance; mandatory versus voluntary

assistance system; autonomous versus coordinated assistance system;

individual versus team (partners) approach; proactiva versus resOonsive

style; capacity.building versus knowledge utilization; specialist versus

generalist; problem-solving versus solution advocacy/implementation;

autonomy versus control of fleid agents; and networking vetsus

hierarchital approach. Again, the underlined alternatives represent the

state's policy regarding the technical assistance network. By desigh the

network provided for both generalist field representative and intermediate

unit advisors) and specialists (select PDE staff, interMediate unit

advisors and higher education coordin4tolgt) services and accommodated both
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reactive and proactive assistance styles. Technical assistance with the

implementation of.1RPSI was the central ft.,cus of the net,work but

dissemination of-validated and, non-validated programs was also seen as a

priority goals to be developed by the network.

In addition to the background information on the conceptualization

process cited above, Chart 3, Part 2 provides an outline which crosswalks

relevant prescriptions from the literature and research with.specific PDE .

,ftetwork design feaeures related to technical assistance sysiem conceptual-

ization, communications, funding, startiwp and maintenande. Among the

design features that are cf worthy of note are: (1) that LRPSI is a state

mandated "bottom-up" improvement process; '(2) the planned correspondence

between the school/district improvement steps and the content of the

technical assistance services available to districtq; (3) the systematic

use of a variety of, modes of communications; (4) the policy of long term

face-to-face assistance to districts; (5) the state funding rrovided

districts, intermediate units and'institutions of higher education'to

facilitate both district and technicarassistance network-implementation

activities; (6) the widespread involvemeht of PDE staff as field repre-

sentatives; (7) the regional small group support structure developed to

provide technical and psychological support.to field representatives; (8)

the systematic, widespread inttodUction and promotion of the improvement .

effort (LRPSI process, technical assistance network, training an'd

orientation,sessions and resources); (9) the eytematized entry process

developed to facilitate the assistance process; (10) the incremental

implementation of the Overall process; (11) the developmental nature of
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the'district LRPSI process and the'statetechnical assistance partnership

concept; and (12) the ccLtinued support ana visibility given to.both the

LRPSL process and the technical assistance partners by PDE "management.

The current membership of the technical assistance network is

presented in Appendix D along with the most recent listing of IHE/district

pairings for school improvement. Seventy-six PDE field
Ire

presentatives

and thirty-six intermediate uniV.school improvement advisOrs are active it

the network. In addition, 75 Colleges-or,universities have ap ointed .

school improvement cciordinators. TWenty-five of these insti utions and

their coordinators are currently'involved in school improvement pairing

relationships with a total of 31 Wave I and 64 Wave II districts.

Appenx E details.the colleges/universities-astricts partnership process

for school improvement. The kinds of services involved in some of the

newly formed IHE7district partnerships include:

community priorfty probe data analyses and computer services

organizational development techniques

processes for goal definition, clarification and analysis

item-by-item analyses of current testing data

evaluatimOservices for staff development programs

,workshops on instruction

. needs assessment data collection

data-based decision7-making

kinder&rten.curriculum development related to the 12 Goals of

Quality Education.

cipport System Considerations

The develOpment of information and resource materials, and a resource .

33

38



a

.'system will be addresSed in this aection.

Products, inforMation and matdrrials support. A task force concern

.during the development of the school improvement initiative was what

materials in support of the initiative should be developed, when, by whom,

covering what content, in what format? The answerto these questions
-

V were not immediately aPparent and became kaown over tiMe as task force

work progtesSed.

Several initial information products were developed as a direct or

:indirect by-product of task force work. The publications, The School

Improvement Program: an Overview of Its Develo ing Shspe.and the LRPSI

Guidelines and Instructions were developed by task force staff to guide

Wave I school improvement efforti. An internal communication memo series,

"Notes from the School Improvement Desk" evolved to facilitate internal

administrative communications among SIAD, field representative and other

PDE,off throughoUt 1980. The School Improvement,Update, a regular

newsletter to communicate with all LRPSI participants.was initiated in

mid-1980. An additional publication, Relation of Mane States to LRPSI

was developed cooperatively by Middle States and SIAD staff in 1980 as a

result of numerous questions from the field concerning the nature of the

interface between the new LRPSI process and the Middle States Evaluation

procedure for school accreditation.. All in all, a substantial set of

guideline materials and communication publications were developed-in

support of the LRPSI process in 2980 just'prior to and during the'imple-

mentation of Wave I of LRPSI. It bears noting that the majority of SIA6

staff time in May-December, 1980, was consumed by the day-to-day tasks

and problems inVolved in implementing Wave I of LRPSI.
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In December, 1980,the initial demands of implementation sutsided and

SIAD staff foqd time to address systematically materials and information

support needs identified as a result of Wave I experiences. In Janupy,

1981, work was initiated on a comprehensive information and resource.guide

for LRPSI. A representative advisory committee of SIAD staff, field

representatives, intermediate unit advisors, higher education coordinators

and district.LRPSI coordinators was formed to contribute to the quality

and utility of the materials. After reviewing the first drafts of the

proposed comprehensive gu'ide, the advisory group and staff decided to

develop a "series of information guides" for 116 by all personnel involved

in the process (local district, state, intermediate unit and higher

education staff) and a "series of resource guides" primarily for use by the

technical assistance partners. The series of guides was, designed to

-

'provide background information on long-range planning and the school

improvement process; general suggestions for carrying out long-

range planning for school improvement; and suggested resources and models

for each of the process steps. The information presented was based On

field development and experience with local school districts. As such,.

the guides provided a practical and realistic base of knowledge for scbool

districts involVed In LRPSI. Overall, the series of guides was.designed

to provide the information necessary.for local educators to move foul a

basic awareness regarding LRPSI to a significant level of operational

knowledge. CharE.4, Part 1 outlines the information products and guides

developed in support of LRPSI.
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The following "information guides" were shared with Wave I and Wave

II distficts 1..n the 'spring of 1960. The Rev sed LRPSI Guidelines and

Instructions 'specified what was tote.submitted to the department as

evidence that th'e schoordistrict and its buildings had engaged in LRPSI.

The guidelines described the desired outcomes of LRPSI in five major

areas: (1) Educational Programs and Services; (2) School District

Managetent; (3) Personnel DeVslopment; (4) Community/Staff Involvement;

and (5) Non-district Support Services. Twenty-one items which comprise

districts' reporting requirements for the LRPSI process are also presented

and defined in.the guidelines.

The LRPSI Overview Guide addressed the broad purposes of LRPSI,

provided an overall picture of its operation, outline1 the key steps in

the process, and described the technical assistan& support available from

'the PennsylvaniaDepartment of Educaticin, intermediateaunits, and colleges

and universities.

The LRPSI Process Guide moved the educator from an overview of the

key steps to a more specific.cdescription of basic tasks. Using a sequence

of primary activities and basic tasks as a framework, references are made

to alternative approaches, resvartesh and factors to.consider while
1

implementing LRPSI.

The series of LRPSI "resource guides" was.developedto.provide

information to (1) help technical assistance partners assist.school

districts with specific planning, implementation and evaluation steps; and

(2) promote and organize a resource sharing process among the partners.

Appendix F presents a sample,of the first three sections of LRPSI Resource'
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Guide 3: Programs and Services Needs Assessment. The resource guides

describe the specicfic LRPSI "step% involved, outline possible district

variations in the implementation of the "step," suggest possfble technical

assistance partner roles, answer questions likely to be asked by

districts, provide examples of district work and products related to the

"step," offer planning guides and worksheets, include an activities

checklist for the "step," and cite other available resources.

The first three resource guides have been complei'e& and were sha

with the technical assistance partners to facilitate theirasssistance

activities in support of Wave II districts. The remaining resourCe guides

are targeted for completion in 1982, and should'impact assistance efforts

planneefor Waves III, IV and V.as well as the LRPSI recycle efforts of

Waves I an II. The technical assistance staff who received the guides

were encouraged to share the information in the guides with school

districts staff, as districts eitlj expressed interest in the informatign

.,//
or demonstrated a need for.4.

The key points to be made regarding the reso ce guides are: 1?r ey

were developed with extensive field (user and client) put; they

incorporate exemplary examples from districts that have participated in

the.process; they suggest and reinforce appropriate technical assistance

roles; they are flexible in their implementation; and they-are

developmental in nature -- they are not finished products.

Resource System Support. PDE staff planned to coordinate and tailor

the services of the developing PDE resource center with the LRPSI and

technical assistance process. An initial consideration was whether the



resource center would fcius on technical/product information serVices or

human resource serVices. As is noted in Chart 4, Part 2 the resource

center.was designed to provide both lines of service.

The resource center is acquiring information and process-related

materials from.both local and national sources that is of use to field

srepresentatives assisting districts with the steps in LRPSI. In addition,

ihe resource center maintains the Pennsylvania EducatiOn Resource File

(PERF) which was developed at the suggestion of and with the assistance of

school improvement task force staff. The computerized PERF file_contains

documents, human resources and promiing educational practices pertinent

to both the problem solving-improvement "procesS." and potential solutions

to affect desired "improvements."

A second consideration was whether districts would have direct or

mediated access to the resource center. It was decided that districts

would have mediated access through the field representatives providing

supportcwith LRPSI. The resource center is viewed as the primary .

information source for field representatives and the field representatives

..7
have been acquainted with the services it can provide.

A final consideration was whether the resource center should ch7semi-

nate R&D-based or craft knowledge prbducts. Again, the answer was-both.

The resource center hes access to extensive R&D-based materials through

Research and Information Services for Education (RISE) which houses the

state's NDN facilitator. The department also recently completed a survey

of successful practices and activities in local districts which it plans

to share with districts through the resource tenter. Overa11,,the
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resource,center is considered to be an active and essentiaf component of

. the school improvement initiative in Pennsylvania.

Evaluation Considerations

This Section will outline.the general design proposed for the

evaluation of LRPSI.

Major evaluation concerns. The literature cited in,Chart 5, Part 1

suggests that the initial evaluation of a technical assistance system

focus on providing useful information about program process as well as

results. In effect, a formative evaluation is recommended. The technical

assistance systeOis goals, procedures, methods and activities should be
4

documented and an appraisal made of the degree to which specific 7 Aler

assistance procedures were carried out And specific goals'were achieved.

Recommendations can then be made for modifying activitie's or procedures to

facilitate the accomplishment ,of specified objectives or goals.

In brief, there is a central need to delineate specifically what is

planned in the way of technical assistance, to what end. The next step is

to ascertain if what was planned was indeed carried out as intended.. The

final step is to evaluate the affect of the process or assistance on the

recipient of the assistance. This summativeevaluation step asks,Af

imprViements in schools occurred-and if changes in districts7schools'

problem solving procedure's occurred.

Examination of the outfine of the design proposed for the evaluation

'of PDE's school improvement effort (Chart 5, Part 1) indicates that both

prOcess and impact evaluations are planned. The major components to be

evaluated from a process or foimative e-ialuation perspective Are the
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guidelines, the fiel44epresentatives, thq technical assistance network,

the resource cater, the orientation and training sessionS, the district

registration process, the utilieation of Educational Quality Assessment

data, and the fiscal support process. The impact evaluation questions.
_

examine'districts' satisfaction with technical assistance, degree:of

institutionalized cyclic improvement planning exhibiied by districts and

degree of student growth in targeted improvement areas.

The scbool improvement evaluation design is currently beirT

'implemented. Preliminary evaluation results from the user survey

.generally reflected favorably on the utility of the guidelines'and the

effecttgeness of the teChnical assistance partners. The evaluation

timeline calls for study of the resource center and the field

representatives' assistance level in 1982.

Update on School Improvement and
'The Technical Assistance Network in Pennsylvania

In the two-and-one half years since planning for school improvement
.0

vas initiated in Pennsylvania,.two waves of school districts have

commence&the improvement process and plans are in progress to commence

with yet a third wave of districts in fhe spring of 1982%

To date, the first 78 distrias have noW essetItially completed:.

"action plans"-for program and management changes they expect to make over
. .

the next few'yeats. The plans have resulted lrom a.critical review o

building-level and district-level information under the long range

planning for school improvement (LRPSI) process. Analyses of the plans,

itted to PDE by Wave I districts in September 1981 revealed a variety
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of approaches to the planning guidelines. In some cases, the planning

process has been an effective vehicle to structure much.needed community

involvement in those districtr that chose to re-examinb the use.of

buildings because of declining enrollment. In other cases, the emphasis

was on curriculum improvement. Overall, emphasis in responding to the

guidelineitems has varied depending-on the local needs identified during' ,

LRPSI preparation.

In the spring, of 1981, the second group (Wave) of 124 school

districts began the school improvement process under LRPSI. The Wave II

_
districts were provided a series of-o ientation workshops, followed by

adminkstrative planning sessions i June. Continued technical assistance

was provided to districts to assist them in organizing, planning and

implementing their improvement efforts. Long-rauge plane from Wave II

districts will be submitted to the Department of EdUcation in September.

1982.

'At present the department is preparing for the start of Wave III.

Overall, 150 Wave III districte have been identified and it is expected

that close to 50 new field representatives will be added to the exOting

cadre of 76, to provide aseistance to the-increased number of districts.

Wave III'e initial improvementplans are due in .September, 1983. The

plans from the remaining Waves of districts are duein 1984 and 1985,

respecti/t1y." °

J.
In the past two years the technical assistance partnere provided

districts, on request, a broad range of aeeistance. For example,

assistance was provided with: clarification of LRPSI/guidelines and
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requirements; development of needs assessments; provision of needs

assessment4haterials and community involvement information; review of

plans; utilization-and interpretation of EQA test results; development of

.priority setting procedures; action plan aevelopment; development of

community surveys; general timeline and plan developmeni; and statistical

analyses and data processing. The preliminary results of the recent

evalUation %ser survey".indicate& that the asistance provided by the
st+

VI,

technical assistance network has generally beenvery well received by

districts. The information guides developed for LRPSI were also viewed as

quite useful.

It also bears noting that the departmeht initiated two pilot projects

in 194 to explore the,feasibility of (1) bringing the state's vocational-

technical schoola into the LRPSI planning process and (2) incorporating,

program planning for special education into the district LRPSI process.

At present pilot work with eight area vocational-technical education

institutions (AVIS), is pipgressing to test the utility of.the LRPSI

process for AVTS and to find the best ways to coordinate AVTS planting

with school district-planning. Similarly, seven volunteer Wave II

districts are involved in a pilot of procedutes for including special:

education planning in the LEPSI process and are providing feedback to SIAD

staff.

In the coming year state staff plan to:

"continue to provide inservice trailling'for the technical
assistance staff

continue to provide technical assistance to Wave I, II and
III district-staff engaged in LRPSI
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continue to develop and refine the resource center to support
the school improvement process

continue to develop "resource and guidelines".bookletslto
facilitate all aspects of the school'improvement process

continue to operationally.define and refine all aspects Of
the school improvement initiative based on feedback from the
participating districts

maintain the funding base for the school improVement effort.

Regarding the latte,- point, the state advisory committee for federal_block
4

grants recently recommended that the department cont nue. to fund scheol

.J/districts involved in LRPSI, and intermediate unit and colleges/

universities involved in providing technical assistance to districts

*-
support of LRPSI. It was recommended that_a portion of the state's share

of the block grant monies be set aside for that purpose.

Summary and Reflections

In summary it appears that the literature and research has much to.

contribUte regarding prescriptive information pertinent to the prospective

design and implementation pf a technical.assistance network or-System.

The literature and iesearch provided many general suggestions pertinent to

pe design areas addressed in this paper. How one operationally defines

and implements these suggestions is another matter. The, intent of the

present paper was 6 provide a relatively comprehensive documentation and

analysis of the considerations involved in the development and imple-

mentation of a technical assistance network for school improvement,

juxtaposed with and presented in relation to, the available literature and

research data on technical assistance, linking agentry *and change. Hope-

fully, the design questions and considerations described in.the paper will.
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provide a
1

men tion

-practical

,

framework of use to others regarding the development., iMple-
,

. ,

and evaluation, of a technical assistance system, fromhoth-a

.operational perspective and a theoretical paSpective.
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Chart 1.' TECHNICAL ASSISTANCE: ROLE DEFINITION AND IMPLEMENTATION

Part 1

DESIGN QUESTION: WHAT FORM, TYPE AND STYLE OF TECHNICAL ASSISTANCE WILL BE PROVIDED?

Prescriptive Information from Related Literature and Research

Major Conceptualizations of Technical Assistance or Linker Roles and
Functions View Technical Assistors as:

Resource linkers, procelsrhelpers, solution givers and catalysts
(Havelock, 1973)

Resource finders, process helpers and solution givers (Piele, 1975)

Front-end-roles (product peddlers., information linkers, program
facilitators, process enablers, provocateur/doers) and back-end-roles
(resource arrangers, information linkers, technical assistors, action
researchers, capacity builders) (Crandall, 1977)

Resource finder, process helper, solution giver and generalist/
communicator (Butler and Paisley, 1978)

An Empirical Study Found that Linker Activities Clustered into Three Main
Roles:

Communicator...Tells client groups about paentially useful resources
programs, information. (One way spread of information.) Know data

bases'and client groups.' Has skills in communication, marketing and
program implementation

Resource Linker...Provides client with valid information relevant to
specific need. (Two.way exchange of information.) Know data bases

and how to access them. Has skills in problem definition, search
negotiation, and retrieval

Facilitator...Assist,client in re-solving problems or completing tasks

by providing valid and relevant information and technical assistance.
(Two way collaborative improvement activity.) Knows data bases and

how to access them. Has skills in planning, problem solving, imple-
mentation, communication, evaluation, simulation, etc.

(Madey, 1979; and Roberts, 1980)

r,5

Pennsylvania Technical Assistance Network Design'Features

Technical Assistance Network

Technical assistance for school improvement is the organization and
delivery Of human and material resources. It is designed-and defined
to meet those needs identified by a local education agency as netessary
to support the delivery of school services.

The organization of the technical assistance network will provide a
systematic process by which school districts and their schools can

receive services. This planned partnership should reduce fragmenta-
tion and improve the supportive value and resulting impact of technical
assistance to our edhoo/ districts and their schools.

The technical assistance network involves four basic partners. These

include the Department, intermediate units, institutions of IlLgher
education, and other local education agencies. Each of the partners
has the responsibility of synchronizing its resource system to the
technical assistance requirements of the district in need.

The school districts's role of identifying technical assistance
requirements will come from its own analyses. If no assistance is

needed, none is required to be delivered by the partners. If,

however, services are requeste'd, it is expected that this technical
assistance network will provide'the service. The degree to which this

is systematic and correlative to the schiml district and its schools,
is the degree to which accuracy of need is identified by the local
district.

Field Representative

The ADE school improvement field representative will be the primary
contact between the Department and the school district and its

school(s). The individual will provide assistance at the local dis-
trict by working closely With an intermediate unit school improvement
advisor(s) and/or a representative from participating colleges and

universities.



Prescriptive Tnformatton from Related Literature and Research

Decisionsjv_Technical Assistance Staff:

Two decisions constantly facing technical assistors involve: (1)

whether to act as s cialtats ui
directive or responSive. The former decision appears to rest mostly
with assistors' given areas of expertise in the context of specific

client problem situations. Decisions regarding assistance style,
directive or resppngive seem to vary as a function of both assistor

personality and experience. Rore experienced assistors tend to be

less hesitant in assuming a directive style
.

(Patrick, McCann and Whitney, 1981)

The assistance of external linking agents increased the impact of
the program on the school as a whole and the predicted continuation
of aspects of the problem solving process. Schools with intensive
linking agent involvement, and initiating -- rather than reacting

linkers rated highest on school outcomes. The' involvement-of a

variety of other external consultants was also important to school
improvement, particularly in the area of training for implementa-
tien received from program developeis and district specialists

(Louis, et. al., 1980)

5 t)

Pennsylvania Technical Assistance Network Design Features

The PDE. fjeld representative will also.bear responsibility for insuring

that necessary technical assistance is made available at the,local

district either by providing the assistance pergonally or through a

_ _
brokerage arrangement with other department staff, with intermediate

units; or vith higher education institution repreeeni.aTives------

Role of the Field Representative

As the School Improvement Program has evolved, the Department has placed

a substantial and increasing amount of responsibility for the conduct of

school improvement in the hands of .the field repiesenfative. It seemed

clear from the beginning that frequent and continued attention from a

specific Department representative wasilighly desirable for the school

district. In fact, such attention was probably the only way the Depart-

ment could influence the local district to carry out a truly localized

improvem6neeffort that would lead to implementation of improved pro-

grams and practices.

As the importance of the role of the field representative has become

clear, so also has the definition of the role become more refined.

. Since the major goal of SchogA Improvement field operations is the

translation of the Long Range Planning for School Improvement process

into a locally meaningful improvement effort, the essence of the-

field.representative's duty becomes the adjustment --adjudication,

perhaps -- of PDE rules and procedures and the intent and direction

of local school district efforts.
The adjustment process must be

accomplished in such a manner that the best interests of both

parties are preserved and promoted.

To be able to effectively carry out the field representative assign-

ment, three important general understandings must emerge. It is

crucial that the field representative:

1. Develop a thorough understanding of the LRPSI process, especially

the spirit and intent behind the process.

2. Develop a thorough knowledge of the district with special atten-

tion to its problems and resources, and

1. Develop a thorough knowledge of state and local non-district

resources available to support LRPSI activities.



Chart 1. TECHNICAL ASSISTANCE: ROLE DEFINITION AND IMPLEMENTATION

Part. 1 (Continued)

DESIGN QUESTION: WHAT FORM, TYPE AND STYLE OF TECHNICAL.ASSISTANCEBE PRUVIDED?

Prescriptive Information from Related Literature and Retearch
.pennaylvania Technical Assistance Network'Design_FlasEms

.More specifiCally the field representative must:

a. ,Establish and maintain a productive dialog with 'the district

superintendent, IRPSI coordinator, and key administrators and

teachers within the.district.

b. Establish and develop a pobitive yorking relationship with the

intermediate unit, school improvement advisor and other key

intermediate'unit staff.
4

c. Identify and eatablish a positive working relationship with higher

education institution School
Improvement coordinators and key IHE

staff serving the local area and

d. Using PDE convenor powers, promote continued, positive communica-

tion among IU, IHE and school district representatives throughout

the School Improvement process.

It is assumed that the field
representative will promote the best use

of all available resources throughout the School Improvement proceSS.

Working under the philOsophy that ihe most desired service is the

most local, the field representative should encourage the local

district to use its own talents and resources whenever possible; use

intermediate resources when appropriate,and
aVailable, and call upon

local colleges and universities when the sithation warrants. Funda-

mental to the role. of the field representative, however, is the

understanding that the field representative as the Department

representative -- will assure that all needed support assistance will

be available from local service agencies, the field representative,

will either provide the service directly or secure the assistance

from the Department or some other non-local source.

The role of the field representative is varied and challenging.

He/she is asked to serve as:

1. Provider of direct process
assfstance with the tasks and routines

of completing the Long Range Plan.for School Improvement 5



PrescrilltiVe Information from Related Literature and Rese rch

ts--

;

Pennayltania Technical AssistarAce Network Design'Features

(i.e., assignment of needs, program-action planning, program
implementation and program evaluation).

2. Broker for assistance in areas of nRed the school district
encounters with the School Improvement processes of needs
assessment, action planning, implementation and evaluation.

.3. Pranoter,pf communication among 8thool improvement partners as
well aS providing a direct communiCation between the loaal
school district and the PDE.

.

4. Monitor Of the Sehool Improvement process at the local: district
with special attention to noting when the local district encouneers

difficulty with meeting schedules and cOmpleting activities; and

5. ,Reviewer of the LRPSI.

-JThe menitoring snd.re4iew e'nients of the field representative duties
are distinctively different fra m the very similar prOcees Assistance

Ln
roles abaied by all members of the school Improvement asaiatance

isa
partners. It i8 not intended that the Monitoring and review responsi-
bilities of the field representative place him/her in the position of

being a police person. The reason for monitoring the program at the
local distrietis primarily intended to allow the Department --
ehrough the field representative -- to provide needed assistance to

the district as soon as the need emerges. In the review-Process,

the elements of value judgment .have.been.purposefully removed. 'the .

field representative Will oimply certify that the LRPS/ is complete

-- not that it is good or not good. The fundamental premise behind

the review process is that' the local district unlierstands best what

its needs are and that an LRPSI whith addresseS. those needs is beat

judged for quality by the local district.

Role of Intermediate Unit School Improvement Advisor

Intermediate Units provide programs and services structured in such

a way that certain outcomes have been identified as viable,"potential

support for the school 'impyovement effort. These outcomes are

perceived to not only augment the school improvement effort bue,also

to e-4cend the visibility and promote better utilization of the

expertise and repources of each individual intermedtate



Chart 1. TECINICAL ASSISTANCE: ROLE.DEFINITION AND IMPLWINTATION

' Part 1 (Continued)

DSIGN QUESTION: WHAT FOAM, TYPE AND STYLE OF TECHNICAL ASiISTANCE WILL BE PROVIDED?

Prescriptive Information from Related Literature ind Research
Pennsylvania Technical Assistance Network Design Features

a

6 2,

These outcomes are: (1) more extensive use of IU consultative services;

(2) identification of an IU resource.bank orschool improvement pro-

cedures and materials through a
brokerage mechanism with the POE and

mp laboratories; (3) IU capacity to become,a strong link in a 'chairr

of information dissemination;
and (4) the IU involvement of interfacing

with PDE and institutions
of higher education for the purpose of

htlping to build a strong partnership;of assistance to.local diitricts

for, improving schools.
-

Role of College and University Schocii Improvement. Coordinator

'so Tbe new assistance role
includes.voluntary paitings of school districts,

colleges and universities which will benefit all partners.° Participat-

ing colleges and universitie6 Will appoint coordinators for college-and

university assistance services and will evaluate constantly the quality

of these services. Finally, opportunities for school-site experiences

will be created for continuing
development of education faculties.
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Chart 1. TECHNICAL ASSISTANCE: ROLE DEFfNITION AND IMPUMENTATION

Part 2 s

DESIGN QUESTION: WHAT INTENSITY.AND SCOPE OF ASSISTANCE WILL BE PROVIDED?

1

Prescriptive Information from Related LiteraLture and Reser,rch

General.intensity and Scope Suggestions

Do not overcommit,personal re'seerces such as energy and time

Focus on a limited number of clients, at least 25 percent fewer than
can be "comfortably" accommodated-at any one time

Provide repeated in-person transactions with the client staff
(Emrick and

Follow through with frequent and regular meetings

Peterson, 1978)

(Emrick and Peterson,,1978)

Results from the RDU study concluded that the most eftective field
agents wererthose who spent a major portion of their time in their
field agent roles...hence supporting the employment of technical assist-

ors in full-time roles, when and where possible . (Rosenblum, 1982)

The amount of time RDU linkers.devoted to their roles varied across
RDU projects, but fell Into three approximately equal clusters:
5 to 12 percent, 18 to 50 percent, and 80 to 100.percent. Differences

also existed in the number of sites for which they were responsible,
with project averages ranging from two to nine. Not surprisingly,

there were great qualitative differences in the involvement of linkers

.with their.client sites, depending on the extent'of their responsibili-

ties. For example, a linker who spent 50 percent of his/her time on

RDU-related activities working with seven_or eight sthool districts

was in a very different situation from one whO worked 95 percent of the

time,with only four schools. Such differences bad considerable

impact on job-related activities (Moore, et. al., 1977)

0,
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4

Evaluative Criteria Us6d to Decide'./ etween Full-Time_(Alternative 1)

or Part-Time (Alterna ive 2 PDE ield Re resentative TA Deliver

Systems

Ten key evaluation criteria s em relevant. To be succesgful, the PDE

system must provide for: /

1. Strong Institutional upport - Will individual organizational
units support school'improveMent as a process? Support the

linker as a person?/

4/
/

2. Strong Persona Commitment 4 Will the linker make 4 strong
personal corñmetment to the Success of the school,improvement

process?
/

, , XW=3, R1=15, R2=21)

3. Broad-Based Staff Ownership"..- Will staff from the Department at

large wii/lingly support school improvement? (W=2, R1=8, R2=16)

/

4. Simpl 'ity of Operation - i Will the system be simple or will it

requ re elaborate operating procedures?

/
. Flexible Formal and InforMal Communication - Will infordation

plow easily through formal channels and through person-to-person

Channels? (W=2, R1=6, A2=14)

/
/

. ,

.

6/. Consistence - Will the client be dealing with ehe same contact

' person throughout the school improvement process?

I

. (W=3, R1=21, R2=15)

7. Cost Effectiveness - Will the system promote the maximum service

delivery at least cost?t . (W-1, R1=7, R2=5)

*(W=3, R1=15, R2-21)

(W=3, 111=18, R2=15)*

6

6



-.12ressipsit792,Aformation from Related Literature and Research

General Intensity and Scope Suggest ons,

.1.

In the RDU Consortium Proiect managed by the Network, linking agent

activity was typified by:

A long-term relationship with sites that continues through the imple-

mentation stage

Inti.;.nsive work with four sites per linker. ,

Partitipatibn in establishing's multi-constituent problem-solving group

A generalist, rather than a contItpecific, set of skills

Use of a rationa4 Problem-solving process

Access to fraterial and human resources via a substantial linkage system

Sharing with an agency supervisor, a home based "partner" in the

Ln enterprise
lA

Value on quality of linkage service, rather than quantity of program

adoptions

Extensive documentation of linkage work

Experimentation with the linking agent role (Taylor, 1979)

Pennsylvania Technical Assistance Network DPRion.Peatures

8. Eaee of Management -,Will.the system promote management 'control

without elaborate supervisory structures? (W=1, R1=7, 42=5)

L9, Highest Possible Level of Effort - WIll the system allow the

Department to iovest sufficient resources to insure success of '

the school improvement process?
(W=3, R1=12, R224)

10. Potential for Effective Quality Control - Will the system pro-

mote the flow of accurate information aboUt quality of service

- delivered to clients?
(W-1, R1=5, R2-5)

Totals: R1 = 112, R2=141

key: W = Weighting
R1 = Alternative 1 rating
R2 = Alternative 2 rating

PDE Policy

The fundamental concept behind the school improvement field

activity program assexts that there is a-desirable level of inter-

action between the field representative and,the local district.

A further assertion is ihat the desirable level of contact varies .

with the phase of the school improvement process the district is

undertaking. It is expected that the field representative, after

getting to know the distri.ct, its resources and its problems, is

the best judgeuf how much interaction is necessary. Based upon

past experience and upon findings reported in the literature on

the linking process, the rule of thumb for interaction suggests

that the field representative visit the district once each month

and that he/she.contact the district one each week by phme.

Generally, field representatives are assigned to work with two

or three school districts although a few field representatives

have volunteered to work with as many as six districts. On .the

average, field representatives are expected to spend 25 days a

year (2-3) districts in the field.



Chatt 1. lECHNICAL ASSISTANCE: ROLE AND IMPLEMENTATION

Part 3.

DESIGN QUESTION: SHOULD THE ROLE DEFINITICG BE FORMAL AND STRUCTURED OR INFORMAL AND UNSTRUCTURED?

Prescriptiye Information from Related Literature and Research

..hk_Descutptiong. andjormality

The basic argutent is
that clarification of both what the job entails,

-
through a written description, and of the organization, status of the

job and role occupant, should reduce personal anxiety and ambiguity

tor the role occupant. Our data suggest, however, that for field

based boundary spanners, the potency of job formalization as a

managerial strategy for reducing stress may be more limited. It is

not significantly related to job satisfaction measures, nor to sense

of efficacy. In addition, reported roles conflict tends to increase

rather th'an decrease with formalization.
.

(Louis, Kell and Young, 1981)

The technical assistance group (TAG) clarifies job responsibilities

in writing and/or through clear shared understanding among TAG

members
(1Koore, et. al., 1977)

Ensure that all transactions between the intermediary and the client

are coherent and coordinated with the general goals of the dissemina-

tion (school improvement) program
(Emrick and Peterson, 1978)

Provide opportunities for choice in the.content and style of target

group involvement
(Emrick and Peterson, 1978)

The types of formal training that were typically provided to educa-

tional linking agents and facilitators had little impact upon job

satisfaction and performance. More important is the development of

appiopriate job descriptions and
communication structureS to reduce

conflict between client and management expectations
(Louis, et. al., 1980)

Even a well explicated job definition does not roilove all af the

surronzd.ing a marginal role like that ef a linking agerit
(Louis, Keil and Young, 1981)
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Task Analysis of LRPSI Process

PDE staff conducted a task analysis of the Long Range Planning for

School Improvement (LRPSI) Proceas and outlinedthe specific activi-

ties LEAs might engage in regarding each step. EDE school improve-

ment staff then outlined the specific services PDE field representa-

tives might perform tci assist LEAs with the major steps in the

improvetent process (see below).

SPECIFIC DUTIES IN THE SCHOOL IMPROVEMENT PROCESS

In order to add an additional measure of description to the field

representatiVe's role, the following section has been designed to

parallel the specific steps in the school improvement process as

set forth in the LRPSI Process Guide. Each step from the Process

Guide is stated and a list of suggested field representative

activities is presented for each of the steps. The list of activ-

ities is to be considered as a suggestion and not as a complete

and final statement.

STEP 1

PREPARE AND IMPLEMENT A DISTRICT ADMINISTRATIVE PLAN FOR LRPSI

'--Clarify LRPSI process and requirements
-Clarify technical assistance services (PDE, IU, IHE)

-Negotiate technical assistance
-Obtain resources
-Provide examples of administrative plans

-Identify unique needs of the district
-Initiate and maintain frequent contact with the IU advisor and

the college coordinator

STFP 2

'ANALYZE BUILDING/DISTRaT PROnRAM AND SERVICES: STRENGTHS AND NEEDS

-Advise district on needs asscsoment models _) .1



Jnforati,_.a fr .Litera.t.ure and_Research

The Consortium linking agent role wa,, by no means predetermined or "set

iN ,oncroto;" rather, it wan vieried as an apprapriate role for

experimentation. No job deseription existed; and while the role for

the first year was envisioned in terms of 'the problem-solving.process

stepa, the second and third years Were decidely oi..n for individual

iut::r1:retatioa.
the 16 milestones, developed jointly by Consortium

Central staff and the linkers, _put some meat on the bones of the
w,31-1-s,zoe by aMing a few of the "whats," but ndne of the "hows."

.io'nJw did link-vs decide what to Jo? There were four major types

of input t.o their role formulations:

C,)nsr-tium Central Sketched the outline of the role by determining

:he g.als, number of sites per linker, Invel of intensity, time

peritA, ress:;arce pool, budget, and some- tasks (such as documenta-

tion reqoireents)

Each agen..!y's mission, stance toward working with schools, agenda,

staffing patterns, and so on provided the soil in which the Con-

sortium linking .agent role grew, affecting the direction in wbich

it leaned

Linkers themselves Shaped the Consortium linking agent role to

fit with their own skills, background experiences, styles of

working, psychological needs and energy levels

The sites to a great'degree influenced the design of the role by

their view of the linking agent
role,ztheir responses to the linker

as a person and as- aiarofessional, tbcir situational constraints,

z.wen their motivatien for patticipating in the Consortium project.

The role a single linker Plays
varies across sites, as can be seen

in the studies
(Taylor, 1979)

,/
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--Provide workshops on needs assessment techniques and strategices
-Assist in interpretation of E0A results
-Broker technical assistance in needs assessment
-Interpret LRPSI guidelines and requirements for needs assess-

ment
-Solicit assistance, as needed, from PDE Pesource Center
-Monitor district progress with needs assessment
-Assure district needs assessment procedures are consistent with

LRPSI requirements
-Maintain frequent bontact with III advisor and IfIE coordinator

STEP 2b

ANALYZE MANAGEMENT AREA STRENGTHS AND NEEMS

-Advise district on possible needs assessment strategies
...Provide workshops for district or grOup of districts with

similar needs
-Rrqker techaical assistance
-Interpret LRPSI guidaines*and requirements
-MSnitor district prOrrreiis with Section II, LRPSI
-Assure district effotts are'consistent with LRPSI requirements
-Maintain frequent contact with ID advisor and IHE coordinator

STEP 3 .

DEVELOP ACTION PLANS FOR PRIORITY PROGRAMS AND SERVICES, AND

mANAGENENT 60ALS

-Rrol,er technical assistance in priority poal area

-Assist district in develoninR evaluatiOn design(s)

-Provide information regarding personnel,develocoment state-wide

-Provide information regarding avaijability of non-district

supnort services
IPT&ide information regarding ongoing community involvement
strategies
-Interpret LRPSI requirements in action planning
-Assist district with developing a locally meaningful action

plan format
-Monitor district progress in preps ng action plans

-Maintain frequent contact with IU 34ieor and IHE coor-

dinator .

7



Chart I. .TEHNICAL ASSISTANCE: ROLE AND IMPLEMENTATION

Part 3 (continued)

DESIGN QUESTION: SHOULD THE ROLF DEFINITION BE FORMAL AND STRUCTURED OR INFORMAL AND UNS UCTURED7

:Preicriptive Information from Related Literature and ResearCh
-7--
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STEP-4'

IMPL&ENT BUILDING AND DISTRICT ACTION PLANS

- Assist district with the implementation of action glans

- Assist district with securing financial and technical

assistance resources needed to implement action plans

- Monitor district implementAtion efforts

- Maintain frequent contact/with IU advisor and IBE coor-

dinator

-STEP 5

.EVALUATE IMPROVEMENT
ACTIVITIES, REPORT AND RECYCLE

- Broker.PDE technical assistance in designing evaluation

program
- Secure assistance as needed in the conduct of districi

SI evaluation procedures .

- Secure assistance as needed with interpretation of dis-

trict SI evaluation data

- Interpret LRPSI evaluation requirements for district

'personnel
- Monitor district progress with SI evaluation

- Assist district with securing registration, if desired

- Maintain frequent contact with'IU advisor and IHE coor-

dinator

The listing provided above is not intended to be a final listing.

It is experrpd that as the field representative comes to know

the -district he/she serves,
the importance of this or any such

list will diminish and the true and accurate description of what

rided9- to- be done.and what the field representative needs to do

will emerge from the doing. With good professional judgment and

an honest desire to help the local district resolve its problems,

the field representative
will find the school improvement process

flowing natUrally from step to step to a logical and Troithwhile

conclusion.
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Chart 1. TEdiNICAL ASSISTANCE: ROLE DEFINITION AND IMPLEMENTATION

Part 4

DESIGN QUESHON: WRAT STEPS OR STRATEGIES ARE INVOLVED IN IMPLEMENTING A TECHNICALASSISTANG5, L/NKER/FIELD AGENT ROI,E?

Preserirtive jnformatiO.n_itlp Rekated IdOratnre pu,d Research

ljw.agenuntr initiation ot a relationship between 1 /niter and client

to build mutua underst:.n.line, and trunt

C.ontext Spe.Afication: conduct of dialogne with client system staff

to halld undetstanding of client system goals, operations,

politieu ar.,i needs

Diatawni.! \Linker-client identification of a,priority client need and

negotiation of linker assistance (information, products) direct or

braltere0 services)-to be rendered

Colleetton/Trantlation: activities engaged in by linkers to access

and ptepare resourLes (information, products, expert assistance)for

use by the client system

Presentationi .specific linker activities engaged in over-time to
facilitate:information usage by the client system...
struk:turea experiences, over-the-shoulder assistance, modeling,

pr,:wition df materials or independent intervention

Li.:erlg,a), terMination of a particular 'cycle of *

a.41'/ o. renegotiation of new assistance tasks
(Patrick, McCann and Whitney, 1981)

7 1
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-------
'PDE Procedures. Designed to Facilitate I414411.altra_as

Engagement: a specific PDE ffeld representative is assigned to

each district. Opportunities for field representative interaction

with LEA staff are systematically bu lt into the initial.orientaticin

and planning sessions conducted by t e state for LEAs'

Context Specification: field repres tatives are encourageti to

review the previous long range plan(s submitted by the district(s)

to Which they are assigned to obtain general background information

on each district (All district long range plans are on file at PDE).

' Field representatives are also provided with currene district pro-

file data or information (census data, enrollments) attendance, .

drawals, graduates, vocational education,0special education,

pro ssional personnel, support personnel, school buildings,

finance, Ti.,tle IVC) Title I, Executive Academies and EQA testing

record) for fam iarization purposes and for delivery to their

respective distr ts for use in LRPSI planning :

Diagnosis: the LRPSI task analysis provided in/Table 1.3 can be

,shared with districi-fitaff to 'facilitate diagnOis'of district

needs

Collection/Translation: SIAD staff have prepared information",and

resourse'guides regarding each major step in LlIPSI, for use by

TA partners-, to (1) reduce the time technical assittance staff

have to spend on collectien and translation.of information and

'resource materials, and (2) to introduce a measure of'quality

control in the process. TA staff have also received briefings on

the various resource bases at their disposal.

Presentation and Disengagement: .Field Representatives and other

TA partners are prettY much on their own in these two areAs...

7 6



Chart 1. TECHNICAL ASSISTANCE: ROLE DEFINITION AND IMPLEMENTATION

Part 5

DESICN QUESTION: WHAT GENERAL GUIDELINES EXIST REGARDING THE IMPLEMENTATION OF A TECHNICAL ASSIST'ANCE'ROLE?

Prescriptive Information from Related Literature an'd Research
_

General Guidelines

Identify and gain access to targets by meang,of the personal
referral networks and informal communication channels,existing with-
in the client social syste '(Emrick and Peterson, 1976)

s' Use in-person (preferably face-to-face) communications, with
accompanying "hard copy",materials (Emrick and Peterson, 1978)

Attend t., and differentiate the organizational level most approxi-
dhte to the intended locus of impact (Emrick and Peterson, 1978)

Target ttle primary point of entry at the organizational level
most proximate to the intended locus of impact

(Emrick and Peterson, 1978)

Provide 4i'or and secure prior informed concurrence of all adminis-
,

trative levels above the level of primary interface
(Emirick and Peterson, 1978)

Influentiel opinion leaders facilitate effective'dissemination
4

and utilization (Havelock and Havelock, 1973)

'

4\i\ To achiev utilization a "synergy" of combined, sequential and
'\ repeated messages pertaining to the innovation must be 'directed at

the potenti, user . (Havelock and Havelock, 1973)

kite!wurce persons must be able to simulate the user's problem-
5a1%iiog process (Havelock and Havelock, 1973)

Ff,oct_ive utilization requires reciprocal feedback .

(Havelock ar.d Havelo,k, 1973)

Facilitat,xs eotvtantly clarify their role with members of the
ty .

(Moore, et. al., 1977)

Pennsylvania Technical Assistance Network Design Features

PDE Practices

,

In the first wave of the school improvement effort, close to half
'of the 78 districts inVolved asked that specific ME staff members
be assigned as their field represeptative: PDE comp1ied in large
part thus capitaliling on existing commUnication channels and,'
social, systems.

The TA Network encourages face'to face Communications between TA
parIners and,LEA staff. The designation of Intermediate'Unit Ad-
visors and Higher Education Coordinators as.TA staff 'proximal to the
LEAs further facilitates face to face interaction and capitalizes
on existing communication channels' and regional resources.- 1

Districts were(asked to appoint coordinators for their school
improvement efforts. In most cases these individuals were
opinion leadgrs in the district (superintendents, assistant superin-
tendents, principals and even a few teachers). TA NetWork staff
establish and maintain primary communicationt, with district prior
approval, with the designated ,district coordinators for school
improvement.

PDE has used a variety of approaches (interviews with all 78 Wave I
superintendents, correspondence, newsletters; information guide-
lines and resource publications, summer workshops, teleconf.erences,
presentations to administrators. and teacher representatives,
training sessions and news-releases).to repeatedly publicize the'
goals, procedures and'timeline for the scho61 improvement effort
in pennsylvania.

Clarification'of the role of TA...Network partners (PDE field
representatives, IU advisers and IHE coordinators) is part of the
agenda of all PDE orientation and planning sessions conducted
with LEAs.

a 7./



Preicriptive Iniormtion'from Related Literature and Research
. ,

The.tcchoieal asnistance 6roup (TAG) strongly emPhasizes concrete

assistance on immediate problems as a major aspect of its

assistance efforta
(Moore, et. al., 1977)

Facilitators consciously control the fomats for ikteraction with

"recei.,:ors of-te..hnics1 assistance (RTA"s) (e.g.,. group meeting

vs. individual interview) doriug the entfy process
(Moore, et. al., 1977)

influPntial ficld_agent features;

As generalists ttigy could respond to a wide range'of interests

As*ate employees, and he.refore 'ousiders, they could be oblective

\

As ,previr,1s teachers or aklministrators in the region, they were

familiar with norms and c stoms which probably added to their

credibility

Their lack of power to mandate change minimized friction between them;

selves and practitioners (Sieber, Louis and Metzger, 1972)

7
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The TA Network and support systems are geared toward.providing

concrete!assistance with the immediate process preblems facihg

LEAs witih the schodl improvement process.

Initial:state and 'TA Netwonk contacts with LEAs are state
initiatted and designed to facilitate the entry process.

TA staif serve primarily in generalists roles.

TA st ff have no regulatory functions and operate in a

clien centered capacity.



Chart 2. TECHNICAL ASSISTANCE: STAFF SELECTION AND TRAINING,

t Part 1

DLSION QUESTION: WHAT SKILLS DO TECHNICAL ASSISTANCE STAFF NEED? ,

Fte-..icriptive Informotion from Rel:ted Literature and Eesearch

Key Skill

a ltst of 16 ..ne four which were picked by the majorfty'

of field agents as "mosr important" included: having the ability

to cczTonieate ideas in a clear, concise and persuaSive manner;

being tiensitive to othcr people's moods and fet,lings; having the

ability to get help when needed; and having the ability to work

in different ways with different sites
(Louis, Kell and Young, i981)

Both linking agencies and linkers need to be sensitive to the

fact that linking isa consultative process that relies heavily

on a wide range of cummunication skills. Linking relies on five

general sets of skins: (1) interpersonal communication and

,conselting skills,to establish/maintain client relationships

and tO obtain information about client task eavironment,, goals,

and needs; (2) networking skills to span toundaries,-develop

information sources and obtain desired resources; (3) analytical

information search, selection, management, analysis, and

synthesi's skills to access and process information quickly and

efficiently; (4) creative informatice translation, bisociation

and interpretation skills to translate varied sources of infor-

mation and jargta into conceptual frameworks and language

understandable and relevant to clients; (5) general educational

skills to design the varied presentations needed to deliver

informatioa to clients in instructive, motivating and relevant

ways
(Patrick, McCann and Whitney, 1981)

L')
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General Skills Required of Field Rmresentatives

Because of the wide differences in size and available adminiAtrative

resources among school districts involved in the school improvement

process, the school improvement field representative's role will vary

with both the location and the stage of the school improvement process.

School improvement field representatives will, however, generally

require skills as:

Resource Linkers
1. /conveying infbrmation.,
2. ' interacting among clients and resources (IU, INE, PDE, etc.).

Trocess Helpers
1. providing leadership in the School Improvement Process.

2. understanding the School Improvement Process and conveying

this understantling'to clients.
3. acting as catalyst to facilitate client promss in the School

Improvement Process,

Solution Brokers
1. acquiring knowledge of sources of R&D products available for

school use.
2. assisting clients in identifying and developing solutions to

problems.
3. providing technical assistance in adoption, implementation and

evaluation of new programs or school improvements.

Key Assumptions

Most PDE staf.f have had experience in stand-up field roles involving

disseminatIon, clarification and/or technical support of specific PDE

policies or mandate at one time or another. The assumption was made

therefore, if one worked for the department in the first P1Pce, theu
one could assume with appropriate training the role of a school Improve-

ment field representative'.

PDE staff can act as brokers of the services and skills of other,. to

facilitate LEA's school improvement ciforts,

ft



Chart 2. TECHNICAL ASSISTANCE: STAFF SELECTION AND TRAINING

Part 2

DESIGN QUESTION: HOW ARE TECHNICAL ASSISTANCE STAFF BEST SELECTED?

Prysc_riptive Information from Related Literature and Research

Ceneral Information

On the whole, it appears that many different tyRes of individuals can
move into a field agent position and survive --'even prosper -- and

do some good fOr their clients (Louis, Kell and Young, 1981)

...cortent data do not support a "science of selection" for the field

agent role. The only personal characteristics of agents that emerge
as significant a-e ag'ent experience, and innOvativeness. It is clear

that managers of field agents should-take care not to put individuals

who are highly'innovative i.e:, creative, inquiring, independent,

etc. -- into this type of role. These in#ividuals find a role that

is "behind the scenes" and low profile to be a burden, and they

almost invariably annoy their clients (Louis, Kell and Young, 1981)

The recruitment, selection and training of staff Is highly complex.

Social action orientation (Emrick and Peteisoq, 1978)

Pennsylvania Technical Assistance N twork Design,4Ajures

PDE Memo Eliciting Volunteers for Field Representative Role

January 30, 1981

Subject: School Improvement Field Representative Application

To: PDE Professiaha1 Staff not Currently Serving as School
Improvement'Field Representatives

From: Commissioners of Basic Education, Higher Education and Planning

As the first year of the'School Improvement Program comes to a close,
plans for the second year, Wave II, become important. From our Wave

I experience, we.have learned that the one ingredient most important

to the success of the program is ,the contribution of the PDE Field

Representative. In almost every/Wave I School, the sustained, sympa-

thetic attention of the Field Reoresentative has reduced uncertainty
and confusion and has promoted etfective and meaningful improvement

efforts. Needless to say, we must provide PDE Field Representative
assistance to Wave II school districts as they enter the program. To

do so, we must select additional persons to serve as field representa-

tives.

PDE Field Representative will serve as the local school distriet's

primary contact among three assisting partners in school improvement

- the intermediate unit, the department, And participating colleges

and universities. For purposes of planning, it:IAAstimated that the

Field Represeatative will visit the district-approximately once per

month and contact the district approximately (ince per week by phone.

The actual levels of cootact will, of course, vary with local need

and conditions. In serving the district, the Field Representative

will perform four basic tasks:

a. Assist the school district in its four major school improvement.

activities (assessment of needs, program planning, program
implementation, and program evaluation),
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b. Serve as a broker to the local school district for PDE

technical assistance resources,

c. Work closely with intermediate unit and college and university

representatives to cocirdinate assistance to the school district,

and

d. Monitor school district progress in school improvement for the

PDE.

Ae other conditions of the assignme t, the staff member will:

a. Remain at his/her physical lona ion in the departments

b. Continue in his/her current job lassification and pay grade,

c. Receive supervision b s/her c rrent bureau director and/or

division chief,

d. Negotiate, to the
particular clu

ossible, his/her assignment to a

f Prho 1 improvement 'districts,

e. Receive broad-b technical assistance and logistic support

through the School Improvement Administrative Unit, the

Director of the Bureau of School Improvement and the Commissioner

of Basic Educe.ion, ,

f. Receivs,special training in school improvement processes,

g. Have confirmation in writing of the specifics of his/her

school improvement assignment, and

h. Be relieved of regular
assignments in an amount equal to school

improvement duties,

I. Renew his/her school improvement assignment annually.

The school improvement Field
Representetive role promises to be an

exciting and highly rewarding
experieace.. We ,hope you will find this to

be an attractive opportunity.
If you are interested in serving as a

a school improvement field representative, please complete and return

the following statement
of interest form to the Commissioner of Basic
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Part 2 (Continued)

DESICN QUESTION: HOW ARE TECHNICAL ASSISTANCE STAFF BEST SELECTED?

Prescriptive Information from Related Literature and Research
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Education by February 14, 1981. Wave II assignmen/ts will be made by

March 16, 1981.

To Commissioner of Basic Education

I am htterested in serving as a Wave.II School Improvement Field

Representative. Please include my name among the list of candidates.

NAME

ADDRESS
(Bureau, Division, location)

PHONE



Chart 2, TEcHNICAL ASSISTANCE: ROLE DEFINITION AND IMPLEMMITAT1ON

Part-3

DESIGN WEST/ON: !MERE SHOULD:TECHNICAL. AS1ISTANCE STAFF COME FRaM AND WHERE SHOULD THEY BE LOCATED?

7-

Prescriative Information from Related LiteratureNand Research

origin andLo..!.ation_ef_TA Staff

Make 'use of change agents, interventionists, linkers, facilitators,

intermediaries, assistanfie groups; advocates (or whatever their

title!) who are most homophilous with Che target subc:ulture

7
(Emrick and Peterson, 1978)

Lo.-,.ating "linking agents" or facifitaiors in Intermediate Education

Agencies proximate to'the client-schools facilitates,effective

service delivery and respolisiveness. At the same time, it increases

problems of project management (LOUis, et al, 1977)

0

The TAG develops straEegies appropriate to its geogtaphical rela-

tionship with respect to RTAs
(Moore, et. al., 1977)

(Ts

Provide for choice.among appropriate alternatives along dimensions

such as process, style, and degree of Involvement by the target group
(Emrick and Peterson, 1978)

Pennsylvania Technical Assistance Network Design Features

Brief Description of TA Partnership and Partners

Partnership: Refers to the effort initiated by
the department of educe- '

tion to provide.an effecLve working relationship among PDE/IU/SD/IHE,

particularly in matters related to a diserict's long-range planning for -

school improvement. The partnership concept has been augmented in most

cases by mini-meetings and contacts, among the partners working with

given districts, prior to the conduct of PDE-qponsored Orientation or

1._Planning Workshops for the distr cts. .

41, PDE SI Field Representative:
A professional staff met.. -r of the Penn-

sylvania Department of Education wflo has been identified and trained

to assist a school district with the general process of preparaadn, re-

view, and ithplementation of its long range plan for school improvement,

and who serves as primary department liaison for a school aistrict re- .

garding school improvement activities.
Field representatives engage in

direct process assistance, assistance brokerage, communication,-progress

monitoring and LRPSI review.

IU SI Advisor: A person' who has been identified by the intermediate

unit's executive 'irector to serve in constfltant capacity to tricts

.. within that intermediate unit who request Jssistance in prep ing and

implementing their long range plans for s ool iimprovement, 4nd who

serves as liaisoli for the intermediate un t regarding school impr?vement

activities. IU advisors engage in: direct process assistance, assistance

brokerage and communication.

IHE SI Coordinator: A person who has been identified to represent a

particular college/university and to sprve as liaison with school dis-

tricts, intermediate units, and the department of education, for school

improvement purposes. IRE coordinators engage in: direct process

assistance, service brokerage, communication aid pairing agreements.
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College and University Assistance Role

The College 'and university acceptance includes an sbligation

(a) to form pairing relationships, (b) to supporl: aNschool

improvement coordinator, (c) to evaluate services and,(d) to

promote college and university faculty development. The pairing

relationship will be articulated in a letter of understanding.

between a district/and a college/university 'and will include

items such as contributed consultant days, the cgordinator's r

role and related fiscal matters.. The PDE committee planning

technical assistance training sessions has been informed about

the need for special topics which would help implement the.

college/university assistince a1e '

Colleges and universities involved in pairing relationships with

school imProvement districts will receive PDE funds to help

support services requested by the distrct. IHEDistrict pro

posals will be solicited to distribute available funds.

-



Chart 2. TECHNICAL ASSISTANCE: STAFF SELECTION AND TRAINING

Part 4

DESIGN QUESTION: WHAT TRAINING iS/SUGGESTED FOR TECIMICAL ASSISTANCE STAFF?

Prescriptive Information from Related Literature and Research
_ .

,

Tratuing Co:..:sideratienn

If conducting training activities, make use of concrete expetience4,

,v,o4p,nmt,nt!i, gnd materials (Emrick and Peterson, 1978)

Pot-II:vs the most useful training, however% was that which focused

on more general aspects of the organizational change process,.and

on role clarification, and therefore opened up a variety of options :

for roles that agents could play oh site (Louis, Kell and Young, 1981)

Provision of training is likely to be seen by role occupants as a
sign pf the organization's desire to attend eo their needs -- a

gestore that'may be appreciated even when the'content is not always

CFN ,4on target". (Louis, Kell and Young, .1981)
oo

...training usually emphasizes the acquisition of knowledge...

'However, the acquisition of skills -- especiallY interpersonal
skills -- is equally important, is much more difficult, and occurs

much less frequently than knowledge acquisition
(Louis, Kell and Young,J981)

...training programs that were designed by the central projects had

only modest impact :Ten the agent's job related nttitudes...formaf

.training'tends to be selectively effective...the perceived usefulness
of thetraining had no relationship to job attitudes

(Louis, Kell and Young; 1981)

-By the end of the project, the project director claimed.that a major

organizationah lesson that he had learned was that linkers needed

role clarification more than training (Lovis, Kell and You+ 1981)

(Linkers) complained that they did not need counseling...but imm diate

asn!fitinee with content related questioqs (Louis, Kell apd You g, 1981)

By the end of the second year of the project,. other linkers out

the centra_i office as the most. Important soutce .2t" assistance w

process r;vects of their role (Louis, Kell and You

(4

stripped
th the
g, 1981)
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*Design of Orientation and Trainingprograms

A staff development program in June of 1980-(internal tiaining) for PDE,

IU, IIIE provided PDE field representatives, IU school improvement advis-

ors, and tHE school improvement coordinators in-depth understanding of:

- school improvement outcomes And process
-research underpinning school improvement and the process of change

-long-roinge planning requirements .

a

-the Educational Quality Assessment-testing program
-reSources available.,to facilitate needs assessment, action planning,

implementation planning, evaluation ilanning, and an opportunity to .

practice."consultant" skills
-the Technical Assibtance'Network and clarification of

(
the various

partner roles.

A staff devblopment session for PDE field representatives in June, 1981,

focused on the'development of Technical Assistance Network staff skills

regdrding:

-the LRPSI process
-entry skills in-working with districts
- a simulotion of the entry process'in a school district -- highlight-

ing TA'partner roles, coordination and coMmunication

- a simulation of the provision of technical assistance to facilitate

district administrative planning
- discussion of the partnership process
-regional problem-solving to coordinate and plan technical as.sistance

The Department designed and itTlemented: orientation and training .

programs for school districts and their school staffs involved in Wave8

I and II of school improvement (external training) and orientation and

training programs for the Department, institutions of higher education,

and intermediate unit staffs who assisted Wave I and II schools either .

by providing technical assistance or by "brokering" assistance.

External training consisted of the design and delivery of one-day
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orientation programs to provide school superintendent, school board

members, and another member of the school district staff, with'an .

overview bf the Pennsylvhnia School Improvement Program, an in-depth

.presentation of the revised Long Range Planning Guidelines, and an
opportunity to react to plans for summer planning workshops. .

Summer workshops (external training) for Wave I and IIAistricts

brought together Wave I and II school principals and their staffs

together with Department field representatives, intermediate unit

advisors, and institutions of highereducation coordinators to

develop:

-shared understanding of school improvement outcomes and process

4 -shared understanding of long-range planni4
-specific action plans for implementing the school imptovement

process in specific districts
-identify district training and ttchnical assistance needs.

As specific district training and technical assistance needs become

cr,

known, the Department plans.to design a series of Executive Academies

which will be responsive to those needs.

Other on-going.itservice activities will be planned to roitt the

evolviing needs of localldistricts and TA staff.

See Appendix B for additional information on orientation and training%

r".

911
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Chart 3. TECHNICAL ASSISTANCE: ORGANIZATION, MANAGEMENT AND IMPLEMENTATION

Part 1

DESIGN QUESTION: NEAT ORGANIZATIONAL DESIGNS OR-STRUCTURES ARE RECOMMENDED FOR TECHNICAL ASSISTANCE'NETWORK0

Prescriptive Information from-Related Literature and Research

Organilational Structure

' Effective operations seem to depend'on a.balance.between size and
organizational complexity. Small is better. Staff size conducive

to "family" operation. (Emrick and Peterson, 1978)

...what the agent, brings to the.jobs will have less impact on his/ -

hepjob attitudes than the characteristics of the organizations in
whillit [Hey work...The findings of this report...suggest that, on
the whole, the need to "retool"' existing staff,will not pose a

. problem to the expansion of boundary spanning-roles in educational
service agencies, so long as iMportant features of organizational
design and Management are attended to.

(Louis, Kell and Young, 1981)

0 ...there is some evidence to suggest that agent's perceptions of

support and influence are a function of the organizational design

and actual behaviors of those who managed the project.
(Louis, Kell and Young, 1981).

Avoid organizational complexity. (Emrick and Peterson, 1978)

Administrative Structures'

The founding leaders form a coie staff that subscribes to the basic

assumptions of the initial strategy formulation and who have had

sufficient experience in the settings in which assistance is to.be

provided to develop creative but iealistic notions of how the

strategy can be refined. (Moore, et. al., 1977)

The leadership,establishes itself as the legitimate interpreter of

the.nature of the TAG strategy and of the limits it implies, while
facilitating the adaptatiog ot the strategy based pn the analysis

of TAG expevience (Moore, et. al., 1577)

Pennsylvania Technical Assistance Network Design Features

-

Organization and Support

K
PDE field representatives are organized into small 8 to .10 person

regionilly-baaed groups, led administratively by 10 regional directors!

and an interbureau liaison coordinator who comprise the staff of the

school improvement administrative division (SIAD). The SIAD regional

directors an.; responsible for interpreting LRPSI policy and guidelines,

conducting two-way information and problem dolving sessions, and clari-

fying the field repreSeneative 'and,other tachnical assistance partner

roles. STAB staff have only infOrmai organizational power over field

representatives -and must rely on their expertise and interpersonal

.skills to elicit the respect of.the field representatives. The field

representatives, in turno'hdve np regulatory powers' over LEAs and must

_depend on their expertise and interpersonal skills to establishDtheir

entitlement with district staff.

The long-range planning f6r school improvement (LRPSI) process has Veep

PDE's top priority since late 1979. Support for the effprt.has been

manifested in several waya. The LRPSI effort hasimpacted every bureau

in the department. All levels of professional staff, from specialistS,

to bureau-and cqVision chiefs, to the Secretary of Education have become

invplved as field,representatives. In addition, the Commissioner of

Basic Educlation and the Director'of the oullbol Improvement BUreau, who

have line authority for the LRPSI effort, ft)articipated,actively in the

majority of all school improvemerit and TA Network planning, orientation,

'training and implementation'eessions conducted.in 1980 and 1981.

Network Administration/Structure

PDE management created a core administrative unit, the school improve-

ment administrative division (SIAD)feir the management and continubd de-

velopment pi-both the LRPSI.procass and the concomitant technical assis- "

tance netwqrk. The initial six members of the SIAD were staff Who had

initiated and/or accepted leadership positions (subcommittee chair-

persons)' on the 25 member school improvement tas.k force initiated in
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,Prec_rAptive Information from Related Literature nnd Research- -
The TAG integrates a set of deci,pion-makiug and.problep-solving pro-
cedures it has.found useful (e: g., brainstorming, active listening)

into its' ongoing operEq.ion. T (4nore, et. al., 1977)

S i

/

S.

The TAG increases administrative support roles or the-responsibility
of people in those rules to relieve overload on program staff as it

(Monte, et. al., 1977)

staff memberS observed that linking
ision Ind feedbaCk, yet they reIcted
he central office.

(Louis, Kell and Young, 1981)

expands.

8oth linking agency and NETWO
agents needed and wanted super
negatively when this came from

Pennsylvania Technical Assistance Network Design Features

September 1979 to develop a schooldmprovement plan for the state.
The original SIAD staff included the former director of the state's_
five.year Competency-based education program which'involved 12 pilot
districts (groject 81), =4 the recent dfrector of the state's Research
and Development Utilization pcojecte Theremaining:SIAD staff had-fx-
tensive experience in educational planning, development, management and
consulting% These staff, led by Ronald ewis, the Commissioner of Basle
Educatiäo (a former superintendent of schools with recent experience as
an LEA in another state's school impro4ement effort) were the driving
force behind the conceptbalization of the state'g school imprOvement
effort, commonly referred to as LRPSI. These staff had the line.authOrity;
knowledge base and experience to establish their entitlementes the
legitimatd originators, implementers, interpKeters; adapters and '

managers of the LRPSI ptocess and. the Technical Assistance.Network.

SIAD staff haveMet on almost a weekly'basis since the late winter of
1979-80 to attpnd to thg management and continued development of.LRPSI.
and the-Technical Assistance Network. 'A "Critical Incident" reporting
prticedure was instituted-early in the project to identify and trouble-
shoot issues and problems that field representatives'encountered fn the
field (see Appendix C),

PDE management added five people to the SIAD ,staff (N..11)- earlyoin 1981

toeccommodate the "increased administrative support required" when 124

Wave,II schools were 410 to dhe 78 WaveI schools already involved in

the LRPSI pfocess.

The decentralized organization and management of the field representa-
tives, on thp.basis of regional groups of schools involved in LRPSI,

tended fo defuse the potential problem of ."supervision and feedback
comyg from the central office." Regional field representative meet-

ings are devoted to problem solvtng, experience and resource sharing,
coordination, and aocial support among thb'field represenfhttves alid

-their region director. In-addition, most SIAD staff haye had direct
experience as a "field representative" for at least one district. .

Hence, supervisory or feedback issues do not tend to be viewed as

coming from the (distant) central office.
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Tart 1 (cOneinued)

k

DESIGN QUESTION: WHAT ORGANIZATIONAL DESIGNS. OR-STRUCTURES ARE'RECOMMENDED FOR TECHNICAL ASSISTANCE NETWORKS?

-74

Prescriptive information from Related Literature and Research

Administrative Structure

The Conflict between "paper wurk" and "people work" was one that arose

again and again in interviews:and discusslons With agents. This prob-

lem. is...a perennial one for orgapiza''"ons that rely extenpively on

field based staff....the need
'forAeveloping.mechanisms of agent account-

ability .(largely affected through paperWork) and the development of

local loyalties and-support syseems do not alwayS domplemept-one

another. (Louis, Kell aniXoung, 1981)

. .

Overt conflict over the documentation expectations was one ot the few

areas where.there was actually substantial di4agreement over how the

linking agents should use theietime. (Louis, Kell and Young, 1981)

'0 ,The NETWORK...reduced the burden to monthly-reporting forms lty the

middle of the project.
(Louis, KeIl and Yosg, 1981)

The TAG e4ablishes regular procedures for supervision and monitoring

of work:. j
(Moore, et. al., 1977)

,The TAG develops effective means for documenting and Communicating'

TAG and RTA accomplishments for both Internal and external audiences
(Moore, et ell 1977)°

.41
...devoted 100% of her time to the.field agent position...about 20

days per year at each ofqier four sites during the first 6,4o years,

less during the third. 'The first year...documentation....requiree

approximately 15-20% of het time... The second and third year.,..

the amount' of time required for documentation was judged tq have

decreased to about 10-15%
(Louis, Kell and Young, 1981)

Pennsylvania Technical Assistance Network,Dcsign Features

Network Administration/Seructure

.SIAD staff developed a management information system to document,

sOervise and monitor field representatives, technical assistance

'partners and,LEAs':interactiOns in the.course (of LRPSI.. The SI

, FieM Representative School Contact-Log, the Field Representative

Critical Incident Report and the Monthly Regional District'Progress

Statements submitted by SIAD staff constitute the primary reporting.

and documentation componenta regarding the field implementation Ac7

iiviIies of tiieTroject (see Appendix C). A a iseult of field

ireprepenteeive input-, the Field Representative School Contact Log

-- was simplified and
shortened between Waves fand II (See Appendix

C...FieldaRepresentative SI Menthly Progress Report). Most of the

above documentation is now rendered on a'monthly basis--although the

field representative forms
were.acted an, on.wweekly basis in the

first year of implementation of the technical assistance network.

101
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ASSISTANCE: ORGANIZATION, MANAGEMENT AND

Part 2

EMENTATION

DESIGN QUESTION( WHAT CONCEPTUALIZATION, STARTUP AND MAINTENANCE F CTORS REQUIRE ATTENTION?

e add Research . Penns lvania Techni41 AssistanceNetweck Design Featur.es/

Prescriptive Information from Related Literatu

Conceptualization

Linking agenciea shoulcl establish clearly stat
descriptions and illustrate to client sYStems
services are congruent with client's goals and

(Petri", McCa

Place early emphasis on the philosophy pod'id
;nation, products, or services being dis.semina

(EMri

Tbe Founding leaders developeclan initial plan fot a change strategy. °

This dnitiallormulation.generally includes an analysis of what is '

deficient.in current,education, how things could be better, what yole
groups should receive effective aseistance-to make these improvements,
,what subsysteMs of.the school community are priorities for the Change
effort, and what the role, of the facilitaior should be.

(Moere, et. al., 1,617)

goals ancl sefVices
ow these goias and'
work actiVities.
n and Whitney, 1981)

ology
ed.
k and

of the infor-

PAerson, 1978)

c

.
_

Provide appropriate high quality materials orlstate ways in which
materials can be obtained. (Emrick and Peterspn,,19,8)

Avoid orga nizational_complexity. (Emrick and Peterson, 1978)
\-

The TAG has built into its approach mechanisms that allow%it to be
responsive to local needs and conditions. . (Moore, et. al., 1977)

The TAG helps the RTA to internalize a cicle of analysis and 'action
(Moore, et. al., 1977)

"Effective TAGs (technical assistance groups) are proficient at mapping
thp social systems they are trying to change, using sophisticated
analysis and predicition of interacting roles and actions

1.2

a

LRPSI a TechniCal Assistance Network Conce tualization
'

.

The mbers of the School improvement rask Force and subsequent SIAD

staf developed "an 1..nitial Olen for a school improvement/change
stra egy." The desc,!iption of the problem solving approach to, .

,
sch ol improvement proVided at the beginning of this-paper outlines,
the essentkairgoals, componenta and processes of the state's plan

or trategy'for achool improvemenf. The plan includes "clearly

sta ed goals and services descriptions" (see .Chart 1, Parts 1.and 3).

The original plan was cal/ed Shape III (i.e., third draft-of the
TaSk Force's conceRtualization of a state pian) and was entitled,

The School Improvement4Program: An Overview of Its Developing Shape,

(APril 28, 1980). Within the f1.4.7st few months: of the program, the

terms "School Imp ement Initiative or Effort; and aong Range

planning fer Schoo provement" (LRPSI) began to be used synonymously.

(t "Early emphasis" was placed on.the development of widespread (PDE,
.

. . .

1 s, IHEs, LEA) "understanding of the philopophy, coMponents and

rocess" of the School Improvement Program via a wide variety of
rifted, televised add face-o-face media.

One of the mnjor goals of the Program is to assist LEAs with the .

imPleMentation.nnd internalizatibn of,all phases of 0 Cyclic problem
SolVing process (administrative planning, needs assesament, action

planning, implementation and evaluation) designed.to facilitate the
identification, prioritization ahti solution of locally (didtrict and

individual schools) identifiedneeda and conditions. In essence,.

LRPSI or the School Improvement Initiative is,a state mends ,cl

tottat-up process (---to coin an oxyToron).
.

SIAD staff and the Technical Assdstance partners have develgped a
"syslematized entry process" to: ,estaLiph the credibility of'the

schqol improvement and the technical assi6tance process with LEAS
and develop realistic expectationeregarding available technical

assistence services and LEAs' needs.

t

1 o 3
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Prescrilltive Informltion fr .Relatel Literature and Research

1,;01low1ng careful mapping ef a puient'ial change site, effective TAGs

acctaiiplish three tasks during the entry process: (I) establlshment

of TAG credibility wjth school system; (2) development of mutual

obligations, and limits, and (3) reillistie asSessment of whether or

not TAU capabilitixs match the needs and characteriSlics of the

sell:Jul system

In addition to face--,e-face issicstance, efitlitive TAGs develop and .

use .ar4ety of quality materials

Adapt to the, strengths end weaknesses of thtqr positicn

Adapt to local conditions,' constraints, and crises

Long term pc;sitive change ig associated With: (1) accurate moving

of social systeMs, which,leads to assimilation of the pnntrvetion by

a critical mass of teachers and parents, and the active stpport of
-,1

.P.-
.the school principal, (2)oa focus on central social processes and

structures, (3).efforts to develop commitment to the innovation by

administrators, and to develOpa permanent netwotk of local facili7

.
tatots, (4) attempVs to develop internalization of positiye

attitudes among practitioners 4 (Moore, et. af., 1977)

Olmronicatien Structures

The TAG develops regular mechanisms for communicating wil.th geograph-.

ically dispersed sites, including,,the affective use of the telephone,

writcen'communications, and on-site visits (Moore, et. al., 1977)

Ihe TAG N,rfects a set of communication mechauisms appropriate to the

group, capitalizing on tive strengths and minimizing the weaknesses of ,

01 meekanism chcsen. The TAG.rclies heavily on face-to-face effet-

tiv.e communications
(Moore, et. al., 1977)

The TAG teams its Tacilitators and/or develops'other eefective meth-

pism, for informatioa sharing and joint analysis that avoid the ,

danger of facilitator iiclatioe'
(Moore, et. al., 1977)

Utt
fo:- long-term rather !.han short-term fundi!In and obtains

fol an adl:tionalptriod of about three /oars is Which to field

iv ;t Init ial det:iiled formulation ol the stzatogy
(MoGre, et. al., 1977)
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By progtam design, the association of a Technical Assibtaace Partners

team (3-5 individuals) with a district is understood to represent a

'"long-term" assistance commitment. .

Both the LRPSI process and the-Techoical Assistance Network are

"adaptive to.local conditIens, constraints and'crises."

Commuhications Structures

Select forms of commetriStion a're

ante Partnertalf:

'..----regular face-to-face communftations are emplioyed between: -(1).

SIAD and field represdntative staff; (2) field representative and

district staff; and (3) Technich] Assistance Partners

-regular phone communications are also eruployed especially regarding

2 and 3 above

employed:by SIADend Technical Assist-

-a "Notas from..the School Improvement Desic" publication is used

regularly to keep all PDE school improvement' staff abreast of

future events, procedUral items, and available resources and

information

-a "School 16provement Update" monthly-publication is shared with

both TechniCal Assistance partners and LEAs involved in UPSI to

pro4ide notification of future events, LOST progress reports and

general LRPSI information.
,.

v4.adim.

PDE plans to fluid School Improvement and plc Technical Assistance

NetWork a long-term basis. Each participating district receives

one dollar Per student to support 1.11PSI startup efforts. Intermediate

Units also receive some annual funding to defray the costs of supportieg

scheol inOtovement technical assistance advisors. The Ills receive

these funds en e prorate basis related to the total:number of studentS in.

the IU area that are in disdricts that are starting school improvement

oactivities in a given year. Finally, Institutions of Higher Education

are awarded $2,000 to $4,000 grants based on school itprovement "pairing

proposals" submitted jointly by LEAs aid THE school improvement coordina-

tors. Appendix D presents information on the IHE-LEA-proposa)4submission

process and purpose in thecontext of the feachnical Assistace Network.
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Chart 3. TECHNICAL ASSISTANCE: ORGANIZATION, kANAGEMENT,AND IMPLEMENTATION

Part 2 (continued)

DESIGN QUESTION: WHAT CONCEPTUALIZATION, STARTUP AND MAIENANCE FACTORS REQUIRE ATTENTION?

Prescriptive Information from Related Literature and Research

Startup and Maintenance

Staff training focused on practical aspects of project operations
operations

High levels of support activities for participants (visits, feehack)

Frequent meetings of project staff*

Staff inVolvement in decisions affecting project operations
(Berman and McLaughlin, 1978)

The facilitator effectively communicates in the Entry process the
,nature of the TAG's strategy, the values,it involves, ana limits,on
the nature and amount of avistance available

(Moore, et. al., 1977)

The TAG seeks to develop a critical mass of support s; that its
w efforts lead to changes in norms, roles, and subsystems rather

than in individuals
(Moore, et. al., 1977)

Considerably more time and resources are required to-facilitate
educational change than was previously anticipated

(Emrici -and Peterson, 1978)

The requirement for more time and resources suggests a need for
some central process by which the relevance of new knowledge
can be established, use priorities can be set and support for
dissemination can be determined

(Emrick and Peterson, 1978)

Anticipate that utilizations involving some form of implementation
process will be gradual and cumulative

(Emrich and Peterson, 1978)

Pennsylvnia Technical Assistance Network DeSign Features

PDE Startup and Maintenance Practices and Proceddres

TA staff trainfng has focused on the development of skin., associnted
with the major LEA implementation steps involved in the LRPSI process.

Meetings of the SIAD,,staff with the fieli representatives occur on a
weeklY or bi-weekly ttsis dependent on field representative or school
improvement initiative needs.

Staff represeqting literally all Of the bure'aus and divisions of the
PDE were involved in the initial task force cqnceptualization of the
statewide school ibprovement effort -- thereby fostering involvement,
and group ownership.

SIAD ptaff have generally eMployed a majority rule approach to propose
recommendrtions for the Director of,School Improvement regsrding

decisions about LRPSI and technical assistance network policy, develop-
ment or implementatiOn concerns -- pus fostering stafrinvolvement.

'The LRPSI planning ppcess suggested and outlined by PDE for use by
LEAs strongly recomm6nds: (1) the inclusion of.rePresentatives of all
major interest groups in_the schuol district ancIcommunity in all
phases of LRPSI, thereby promoting the development ef a critical
mass of support for identified improVement viorities; (2) attention to
the critical role played by principals in supporting change; and (3)

.the desirability of utilizing sustained technical assistance with all
phases of the process.

The LRPSI process was' designed to permit districts and schools to work
through their own locally identified improvemeft priorities at their own
paced-- thus allowing for individual differences among distqcts.
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Pennsylvania Technical Assistance Network.Desigp Feattires

The Technical Assistance Network in the context of, theDERPSI(mandate
represents a sustained high priority effort by the statectat-iestablish
,credibility with districts in a helping technical assistance role in

this era of declining resources.

r ,
,Perspectives on PDF Field -Replysentative-Non-Stindard Role

o PDE.has recognized the strq0S and uncerraioties_associated with the peer
visional nature of the field representatives' role in the Department.
PDE has portrayed the job as an opportuPity for staff development and
recognizes- that there will be Variability among field representatives in
the implementation of the role. PDE furthe. recognizes that another
factor influetrcing role implementation is variability in district recep- '

tivity to working witlmfield representatives. Therofore, given the, some-
what provisional status of the role ead"the 'uncertainties rewarding its
,implemen6tion that are beyond field reprenentativcs' contrial, PDE cho.,e
for the present not te include-in their annual jeb accountability review

of staff,'that part of the staff.'s work devoted to the role of PDE field

representative

ful* subscribes to the notion that the field representatives learn
the,Work best- by doing it and by sharingtheir op-the-job experiencas
with thoir peers. Accordingly, an important part of the Iield represent-
atives' ongoing training consists of the regular small group meetings
conducted with the field representatives assigned to a region and their
regional director for the purposes of sharing field experiences, and
engaging in group problem solving and peer .socialization. Furthermore,
PDE has promoted.the importance.and statas Of the field representative's
role Systematically from the inception of the progracr.ZIR_Lum,---t-ke-abc.--e
activities constitute organizational support meel6aiSms designed to frnster
openneSs, sharing, autonomy and a ,sonse of identify among the field repre-

sentatives.

11.
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Chart 4. TECHNICAL ASSISTANCE: SUPPORT SYSTEMS

Part 1,

DESIGN QUESTION: 'WHAT PRODUCTS, INFORMATION AND MATERIALS SUPPORT'DOES A TA NETWORK REQUIRE?

PrescriptiVe Information from Related Literature and'Research

The TAG develops flexible systems of materials to aid the direct
assistance process that are consistent in format, but made up of
separate items dealing with specific topics of concern to RTAs at
va'rious points in the assistance process (Moore, et al., 1977)

The TAG develops a clear langUage and method of communication, for
key terms and concepw that is understood by RTAs

(Moore; et al., 1977)

11./ The TAG develops.and refines.sophisticated formats for structured
ex,wrienceS that train RTAs in the most central aspects of'the
TAG's approath (Moore, et al.,,1977)

Materkals development and provision represent a complex and crucial
compor*nt of an effective linker operation. Materials translation/
develokent may be critical (Emrick'and Peterson, 1978)

.

Pennsylvania Technical Assistance Network DeSign Fdatures

LRPSI Process: .41.ssistance Information and Resource Materials

Information Guides*

- LRP6I Guidelines and Instructions

(1980-used-by Wave One districts. 1981-revision based on Wave Onfi ex-

perience) Itemizes information required to,be documented by school
districts in preparing Long-Range Plans for'School Improvement.

- LRPSI Overview

Provides geper'al information on the background, suggested planning
process, and assistance available to districts during Long-Range Plan-
ning for School Improvement.'

LRPSI Process Guide

Subtitled "A Step-by-Step Approach to LRPSI". Provides general
guidance to districts in orsanizing the planning process,

Resource Guides .

LRPST Resource Guide, Part One: Administrative Planning

Provides.more specific background information to technical assistance
partners on Step 1 of the LRPSI suggested process.

- LRPSI Redource Guide, Part Two: Planning for Community/Staff Involve- -

ment
.

Provides more specific Suggestions to technical assistance Partners
in planning and implementation related to Section 4 of the Guidelines.

*Material contained in all of these documents; and particularly in the Re-,
source Guides, can be viewed ao7developmenta1, and is an outgrowth of the,

. "shaping" .process of the school improvement prOgram.

7
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Prescriptive Informn:.'on from Related Literature and Rasearch
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Pennsylvania Technical Assists ce 'Network Design Features

LRPSI Resource Guide, Part Three: PrOgrams/S rvices Needs Assessment

.

ProVides greater detail to technical assists e partners in assisting
districts with Section 1 of the Guidelines CLRPSI process step 2a):

*I

LRPSI Resource Guides, Parts FourSeven.(intended for preparation-
during 1981-82)

Part Four: District Management Needs-Assessment- (Process step 2b,
Guidelines SeCtion 2)

Part Five: Action Planning (Process step 3, Guidelirtes Sections 1-5)

Part Six: Implementation (Process step 4).

Part Seven: Evaluatibn (Process step 5)

Otber Related Guide6 and Materials'

Technical assistance supplements
Staff training materials'
Relaticin of Middle States tO LRPSI (prepared in cooperation with
the associationvof elementary and secondary school principals and
ale Middle States Association)
K-12 Needs Assessment guides (prepared by a task force of ME and.
'field staff)

Planned-course guidelines (Bureau of Curriculum and Instruction)

,
School Improvement Newsletter

A.newsletter, School Improvement Update, keeps district staff and
Network partners informed. A contact phone number atthe Bureau.of
School Laprovement la in operstion to handle calls for general assis
tance or information. The following listing presents,the type or
information that is regUlarly addressed in the UPDATE which is dis
tributed ,to all districts participating in LRPSI and all technical
assistance partners.

SI contact lists andwphone numbers
map of school improvaiglt district
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Chart 4- TECHNICAL ASSISTANCE:..SUPPORT SYSTEMS

Part L,(continued)

DESTCrlia;TION: WHAT PRODUCTS,. INFORMATION AND MATERIALS SUPPORT DOES'A TA NETWORK REQUIRE?
,

Prescriptive Information from Related Literature and' Research

111

Pennsylvania Tethnical Assistance Network Design Features

- announcement of`availible SI publAcatioss/materi

- dates/locationsiagenda for SI meeting8 and work ops

-e teleconference information
- items on SI funds
r_items on evaluation
- items on community involvement
-,items on programs such ,as Title IV-II

- items on EQA and needs assessment:

7 items-on registration procedures

7 Items on,District Profiles

- PDE Resource tenter updates
- Executive Academy information
information on the IHE Partnership Program

- updates on professioniil education/certification activities

- brief updates on aspects of SI as they occur at PDE

.- brief updates on specific SI-related. events and activities

"Review of Recent School /mprovement Activities" article

- "Message from the Ommissioner" article

- "Report on School Improvement Initiatives, 1979-80" article

1.

4
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Chart 4. TECHNICAL ASSISTANCE: SUPPORT SYSTEMS.

Part 2

DESIGN QUESTION: WHAT RESOURCE SYSTEM SUPPORT IS ADVISABLE FOk A TA NETWORK?

4
Pre8criptive Informatioa from Related Literature and Research

Make use of All relevant and available human and material resources
internal and external to.the system as'necessary'and feasible

(Emrick-and Peterson, 1978)

...support structures at the pegject level may have greater impacts

upon the agents than training procedres
(Louis, Kell and Young, 1981)

The TAG develops strong organizational leadershiP that initially
organizes 'resources around the stated strategy

(Moore,'et. al., 1977)

The TAG deyelops a contact/resource network to provide legitimacy,
ideas, mutual support, potential staff members, and fending leads

(Moore, et. al...4,1977)

Pennsylvania Technical Assistance Network Design Features

Role and Function of PDE Resource Center

A resource center was developed to coordinate dissemination
aCtivities within the Department and to respond to school
requests for information about technical assistance, programs
that work, and instructional materials that are available
for. indiyidual school improvement efforts. A'tentralized

systemfor the dissemination of such information ahould
result in an economy of scale sinde this funCtionnow exists

in many different areas. Currently there is neither a centr41.
location for school perspnhel to seek technical assistance in
school improvement efforts, nor a systematic way for one school

system to discover what other similar school systems have done

to overcome weaknesses similar to their own. The resource

cener will help assure that the best technical assistance .

avuilable for a particular problem is made cnown to school

district personnel. It will also make known programs that
have worked in other districts so that't school district and

its school(s) may adapt (adopt) the program for its own use.

Thus; a district or school building may more readily create

needed change without extensive and costly program development
efforts.
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Prescriptive Information from Related Literatere and Research%
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Pennsylvania Tebhnical Assidtance Network Design Features

A key component of the resource center is the Pennsylvania

Educational Resource File (PERF). The PERF resouree'file
was developed by the PDE Resource Center and Research Infor-

mationServiegs for Education (RISE). It contains informa-

tion useful to school districts looking for reSouices outside ,

their districts but.within the Commonwealth. Accesn to PERF

;is via PDE field 'representatives or RISE. School improvement/

partners readily cooperated With the Resource Center in all;

phases of the development of PERF. .-The computerized PERF--file

will be comprised initially of three simultaneously acCessible

categories of information resourees: .(1) documents, (2) human

resources, and (3) promising educational practices. The file.

will be Accessible initially via 38 subject categories in four

major areas: Goals of Quality Educatipn,'Ceneral Needs AssrAs-
ment, Variables Related to Student Achievement, and Management

Coals. This Pennsylvania-specific database currently is.being
expanded by resource center staff and the school improvement

adudnistrative unit.

Access to other computerized'research and technical3information

is also coordinated through,IPDE Resource Center, located at

the Department of EduCation. Computer terminals which accgss

to over 100 bibliographic databases Were installed for use

Orough Resource Center staff. ,This, information is available

to school districts with the assistance of PDE school improve-

ment field representatives. When fall, operational, the
Resource Center will help adsure that *nowledge of the range

of technical assistance available in a specifit area of need

is at the disposal of school district personnel.

Services by networks such ks RISE, PRISE, and VEIN are.still

being provided through intermediate units.

1.0



Chart 5. TECHNICAL ASSISTANCE: EVALUATION

Part .1

DESIGN QUESTION: WHAT EVALUATI( N QUESTIONS ARE OF FOREMOST CONCERN?

'Prescriptive Information from Related Literature and arch

General Concerns

If the TAG collects research data, it is,focused on providing useWl
information about program process as well as resqlts

(Moore, et al, 1977)

The TAG develops regularized vy:chanisms for analysis of their direct

assistance activities , A (Moore, et al, 1977)

Evaluation studies can be conducted to: (I), describe ongoing linking

oo u
activities (P rogam documentation or program processes)'; (2) appraise

rs.) the degree to which focused linking activities meet their goals and

objectives (specific goal,achievement or objectives-based);' '(3)

pravide information for the improvement of,linkingactivities
(formative); and (4) proliide information about the overall effet-
tiveness of linking activitieg (outcomes-based or summative)

(Patrick, McCann and Whitney, 1981)

Given the proposed framework, a formative evaluation of the client:
entered linking process might be focused around the following questions:

What are the key goals and objectives
linker effort?

of the technical assistance/

What are the most improtan5 activities and characteristics of the
technical assistance effart? (Linking steps, decisions, forces)

Are these important activities being implemented? (e.g., engage-

ment, context specification, collection 7- agency goals, agency

support for linkers, interagency relationships, etc.)

Are the activities contributing to the achievement of the objectives?

Are key state pr,iorities being sdrved, is effective'technical

assistance being rendered, and is R&D-based information being

translated from research into practice?)

Pennsylvania Technical Assistance Network Deaign,Features

*Outline of PDE's School Improvement E4aluation'Design

VROCESS EVALUATION

Guidelines (P6E Level)

Are the Guidelines established by PDE for long-range planning effectivq
in encouraging schools and communities to incorporate a systematic plan
for assessing the effectiveness of current prictices; identifying goal

k ,areas and practices in need of improvementi and making changes in ,

'practice?

Evaluation Questions '

1.1 How do the guidelines insure
the quality of the LRPSI
process?

1.2 How have the guidelines
changed over time?

1.3 What supporttdocuments were
prepared and provided for
LRPSI?

1.4 Are relevant audiences
aware of and have they
used these documents?
Have they been effective?

Acceptable Evidence and Data Source

1.1.1 Design and conduct Wave' I
user survey (for,district
superintendents and LRPSI
coordinator).

1.1.2 Same for Waves II, III, IV,
and V at appropriate times.

1.2.X Content analysis of all
published guidelines.

*

1.3.1 List publications with ration
ale for development, timeline,
annotation of purpose and use.

1.4.1 1,EA user survey.

1.4.2 Field rep survey.'

*PDE staff primarily responsible for the development of the evaluation

design include Grace Laverty, Frank Reardon and Peg-Stank. An evalha-

tion advisory group consisting of Dave Barrett, Joe Yarworth, Bums
Dusewicz and Keith Kirshner also contributed to the deslin.
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Prescriptive Information from Relted Literature and Research Pennsxlvania Technical Assistance Network Design Features

General Concerns'

What adjustmentb in dee implementation of the linking or assistance

,
steps -- e.g. linkers' decisions regarding scheduling, Coordination,
style and role; linker training and.fteparation; and/or linker

agency organizationel activities -- might lead to the attainment of

the objectives?

Which approaches to,diagnosing and serving client system needs work

best?
40.

Which linking style br role works best -- in what situations?'

What problems are' involved in implementing the technical assistanCe/

, linking steps; in reaching linker decisiont; in providing organi-
zational support for linkers; in managing a client-centered linking.

operation? How can these problems be solved?

What measures can be suggested to operationally, define: (1) the

degree to which client syacem priorities are being Met and (2) the
degree to which information is being transformed from research to

practice? (Patrick, McCann and Whitney, 1981)

1.5 What chang,es were insti-
tuted in the PDE long-
range planning group to
faCilitate LRPSI?

1.6 What.kind of dministrative
unit:Was in tiated for .com-

plience', m itoring; and
facilitation of LRPSI? How

has it changed?

1.7 How dwthe LRPSI guidelines
compare with the previous
LRP in terms of.usefulness
and ease of compliance?

.Field Representatives,(PDE Level)

1.5.1 Historical review of PDE
organization and rationale
for changes.

1.5.2 Intemiew members oforiginal
LRP group and LRPSI management
group.

1.6.1 Description qf sup and its
c functions.. Historical review

of development of the SIAD.,

Utier survey.

Is an effective level of assistance established for providing field

representatives and coordinators/advisors to assist LEAs in following

LRPSI guidelines?

Evaluation Questions

2.1 What is the level of effort
expended by the,PDS field
representatives?

2.2 What is the extent and use-
fulness of materials and

provided to LEAs?

Acceptable Evidence and:Data Source

2.1.1, Summary of field rep contact
logs for frequency, type, And
purpbse of school contact.

2.1.2 InforMation from field' rep

survey.

2.2.1 Record and summarize informa-
tion,from contact logs.

2.2.2 Questions on user survey.

1:2
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Chart 5. TECHNICAL ASSISTANCE: EVALUATIat

Part f

DESIGN QUESTION: WHAT EVALUATION QUESTIONS ARE OF FOREMOST CONCgRN?

.Prescriptive Information from Related literature 170...Research

%

Pennsylvania Technical Assistance Network Design Features'

Outline of PDE°s School Improvement Evaluation Design

Evaluation Questions Acceptable Evidence and Data Source

3.1 What is the level of
technical assistance being
provided by the PDE?

3.2 What,is the level pf
technical assistance being r
provided by IUs? '

Technical Assistance Network (PDE Level)'

3.1.1 ExPenditUre report. 4

3.1.2 User survey

3.2.1 Expenditure report.

3.2.2 User survey.

Is a systematic network in place to provide for the organization and

delivety of human and material resources to support LEA needs in

connection with their LRPSI responsibilities?

Evaluation Ouestions

3.3 What is the ievel of
technical assistance being
provided by other Ins?

3.4 What is the level of
technical assistance being
provided LEAs? '

1.5 What is the nature and
extent of the system
established for coordi-
'nation among the TA agents?

Acceptable Evidence and Data Source

3.3.1 User survey.

3.4.1 User survey.

3.5.1 User survey.

3.5.2 Interview SI chief on planned
coordination efforts.

3.5.3 Interview the technical
assistance agents.
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Technical Assistance Network Design Features
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I^

Resource Center (PDE Level)

Is a center in place to coordinate dissemination activitie4; within PDE

for dissemination of the best available technical Anformation.in responte

to LEA needs? /

Evaluation Ouestions

4.1 What is the Ievel.of use of
the resource center by
technical assistance agents

.and LEAs?

4.2 What is the level.of pro-.

. active dissemination
attivities undertaken by
the tesouree center in
responae to LRPSI needs?

1

Orientation and Training Session (PDE Level)

Acceptable Evidence and Data Source

4.1.1 Summarization of resource
center logs and records of

ute,

4.2J-interview resource center.
staff.

4.2.2 Collect copies of available. .

documents. ,

Is an effective program in place for providing...skilla. training and inforda-.

tion sessions to facilitate aWireness,' roles and relationihips, needs

assessment and action planning ,on the

asaistince agente s.

EvalUation Questions

5.1 What orientation and training
sessions were provided by PDE,
how often,And who' partici-
pated?

5.2 Row-effective are the 'oriental-

tion_and training Activities
in nieeting" their objectives?

pf LEAs and their technical .

Acceptable Evidence and Data Source

r '
5.1.1 List the activities With,

' descriptions of programa,
purpose, agencies represented,
and attendance (by.tategory).

5.2.1 Participant evaluations of
effectiveness (where available).
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DESIGN QUESTION: WRAT EVALUATION QUESTIONS ARE OF FOREMOST CONCERN?
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Pennsylvania Technical Assistance Network Design Features '

Outline of PDE's School Improvement Evaluation Design

Evaluation Questions

5.3 What is the dynamic Oature
of orientation and training
activities across the LEPSI
waves?

. .

Acceptable Evidence and Data Sour,ce

Registration (PDE Level)

Is an effective formal procedure in
district's LRPSI and for validation
implement and evaluate its plan?

Evaluation Questions

6,1 What is the progress of LEAs
under the LRPSI guidelines?

6.2 What is the number and pro-
portion of distrifts pre-
registered at apecific times?.

-6.3 What is the numberand propor-
tion of districts registeted
,at specific times

5.3.1, Interviews of organizera.,

presentets,,and_participants
who have attended sessions at
multiple time periods.,

5,3.2 Comparison of ageridaS of all

meetings.

place for acceptance of-a,school
of action taken by the district to

Acceptable Evidence and Data Source

g.1.1.Use data from the "School
Improvement Monthly Progress
Report" as completed by field
reps.

0
6.2.1 Documentation of preregistra-

tion dates within each Wave
Look at extensions and reasons.

6.3.1 Documentation of registration
dates. Again look al nr_
sions and reasons. -IL
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Pennsylvania Technical Assistance Network Design Features

Educational Quality Assessment (PDE Level)

Is a system in gace,to effectively utilize EQA information in identifying

needed aCtivities and areas for Improvement of educational practices in

connection vilth.LRPSI?

Evaluation Questions

7.1 How'are EQA results tied into
district information in their
long-range plans foi sainol

improvement?0-,

7.2 What is the extent of synchron-'
ization of the EQA testing %
cycle with LRPSI?

Fiscal Support (PDE Level)

Is an effective fiscal resource
school district involvement.and

Evaluation Oueestions

.

8.1 What is the aniount of non-
state funding used to support the

the school improvement
,initiative?

table Evidence and Data Source

User survey.

Examine-a sample of LPPs and
construct a scale of use.

7.2.1 Canpare lists of schoOls in
Weach year with district
assignment to the LUST
waves.

pool available within PDE to facilitate
activities with respect to LRPSI?

8.2 What is the amount of state
funding used to support
school improvement?

8.3 What is the amount of funds in
prograin areas which have been
redefined to become available

for LRPSI?

Acceptable.Evidence and Data Source ,

8.1.

8. 2.

1 Interview appropriate PDE
persope (e.g., Akers, Edwards,
Weinberger, Clark and Lewis).
Ask for budget breakdowns.

1 See 8.1.1.

8.3.1 Interview managers of categor-
ical funds (e.g., MakUch,
Campbell, Daklam and Blair).
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Part 1

DESIGN QUESTION: WHAT EVALUATIPN QUESTIONS ARE OF FOREHOST CONCERN?

Prescri tive Information from Related Literature and Research
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Pennsylvania Technical Assistance Network Design Features

- Outline of PDE's School tm rovemenC Evaluation Desills

Evaluation Questions

,8.4 What is the extent of direct
and indirect PDE expeniiieres
in support of the school
improvement process?

8.5 How is school Improvement money
being spent by LEAs? IUs?

IHEs?

Acceptable Evidence and Data Source

8.4.1 Actual calculation of direct

costs and close' examination

of indirect cOsts.

8.5.1 Summarize LEA, IU and Ivy,
expenditure reports.

,I1TPACT EVALUATION
(Preltninary Working Outline)

-Technical Aisistance_(PDE Level)

Are all components of the PDE technical assistance effort operating effec-

tively to provide adequate assistance to school districts in meeting their

LRPSI needs?

1.1 To what extent has a satisfactory constellation of technical assist-

ance efforts teen institutionalized which provide improved help to

school districts in meeting LRPSI needs?

-Aggregate school district satisfaction of geeds based upon

documentation and interview data.

Systematic SchooPImprovement (PDE Level)

0 Is an institutionalized set of guidelines and procedureJ in place which

have been demonstrated to effett systematiC qcbool improvement as

evidenced by local outcome's? 138
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1.1 To what extent haVe,an individualized set of guidelines and proce-

dures been established which have been demonstzated to effect

systeMatic school improvement?

-Analysis and synthesis of aggregate process*data and aggregate

local evaluatibns.

Student Growth

Is student growth and.development improving on a statewide bautis as a,

result of the LRPSI process?

1.1 To what extent has aggregate statewide improvement in student growth

been evidenced?

-EQA data
-Standardized test results
-Local evaluations.

13)
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APPENDIX A

SELECT REVIEW OF RECENT RESEARCH ON
SCHOOL IMPROVEMENT AND CHANGE

The'design of Pennsylvania's School Improvement initiative was

influenced, in pait, by sevdtal recent studies of sch2R1 improvement,

dissemination And change. Some of the importan findings which were of

influence are cited as follows:

Berman and McLaughlin's RAND change agent study, Volume 8, (1978)

F

s

reported the following conclusions and recommendations:

federal policy has been based on misconceptions about the reality

of school districts and the factors that produce change in their

organization and educational practice. School districts are not

"black,loxes." Change (or control) cannot be brought about simply

by,developing new technologies, providing incentpes for their

adoption and introducing these technologies'into districts in

the form bf targeted, accountable projects.

federal "seed money" stimulated LEAs to undertake projects bui

did not insure successful implementation or long-run continuation

>r
(i.e., many adoptions, a few successful imp1e entations, and the

long-run continuaaon of still fewer)

1.1

The differences between success and fail e were not based

on differences in "project guidelines" or."more money."

Success or failure depended primarily on how the districts

implemented their projects and on whether they planned for

lohg-term continuation., I

.LEA implementiition strategies spell the difference between

success or falluie almost independently of type of innovation

or educational method involved and also .contribute to con-

.tinued use. The following strategies,were found to be

effective:

-Concrete, teacher-specific, and extended training

-Classroom assistance from project or district staff

-Teacher observation of ,similar projects in other

classrooms, schools or districts

90
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-Regular project meetings that focused on practical problems
-Teacher pticipation in project decisions
-Local mate ials development
-PrincOal participation in training.

. It would be best to start with the perspective that schools are
responsible for improving their own peqormance but require
short and long-term assistance. Within this perspective, it
is expected that:

-Educational performance could be improved if more attention
were paid to all stages of the local change procesa

- Educational performance could be improved with adaptive imple-1
mentation assistance
-Educational performance could be improved.if the capacity of
school districts to manage change were enhanced.

Emrick and Peterson's synthesis of the PSDP, RAND, PIP, NDN and TAG

dissemination anci change studies (1978) reported that:

Information alone will not likely affect much "change-oriented"
utilization of school improvement related knowledge.

rsonal intervention is required.

The quality and availability of materials play'a central role in
aupporting and maintaining dissemination efforts.
-A materials/in-person interactidn.modeTis supported.

Improvement oriented change inschools seem to require more than,
easy access to information and recources.
-A rational model of bdhavior is not supported, .

44, Interpersonal or social influences appear to be the priMe
.determinants of utilization.
-Schoola are reactive, loosely coupled bureaucracies.
- The successful change process is driven by mutual
self interest.

4 Qualitative morethan tactical aspects will determine the
effects of a dissemination-(school change) strategy. What
and when seem less important than who and how with respect
-to things that are done. Four aspects predominate successful
change/utilization efforts:

-Interpersonal style
-Local .commitmenr
-Training
-Graqual and cumulative change.

91 1 3 /



Some form of persOnal intermediary or linkage is essential

to the dissemination (change) process.
,

A relatively comprehensive yet flexible external-support

system is needed to.provide key materials and in-person

utilization assiotance.

Considerably more time and resources are required to

facilitate educational change than was previously

anticipsted.

The requirement fOr more time and resourees suggests.a need

for some central process by which the relevance of. new

knowledge can be established, use priorities can'be set and

support for dissemin5tion can be-determined.

Some form of intermediaries or knowledge linkers should be

established.

Karen Louis' preliminary findings:implications and recammenda-
.

tions regarding Abt's study of the R&D Utilization Program (AERA,

Q

1980; AASA, 1980) indicated the following: ;

All components of the planned RDU intervention strategy --.

the use of high quality "products," the application of

technical assistance from external field agents and
'trainers, and the guidance of the school through a rational,

-participatory problem-solving propess have'a strong

impact upon knowledge utilization processea 4nd outcomes.

.The effects of the variables measuring RDU strategies

outweigh characteristics of.the school such as readiness

to engage it a change program.

.Based on data from preliminary analyses of the impact of

the RDU.program at the school level, several recommendations

fOr how school administrators may facilitate.the problem-

solving procesS in scbools are drawn. ,These include:
i

-the need to emphasize using externally developed products

where they are 'available and .aporopriate
-attempting to maximize a change effort by encouraging the

adoption of complex new practices
-the importance of administrative support in the continua-

. ,tion and incorporation phase
-the importance of promoting teacher-driven, participatory

change teams
-searching for external facilitators who can provide assist-

ance and stimulation to a locally driven process.
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Louis and Rosenblum's (1981) major conclusions from the Abt

Associates study are:

A Well-designed aissemination strategy-which emphasizes

the provision of high-quality information, technical'

"assistance, and.mmall amounts of funds to local schools

can be effective in-promoting improvements in schools,

in educational practice, and in benefits,to students.

Local cammittent, resources, and energy continueto be

essential and critical elements in improving sohools.

Local development or adaptation of innovative Products is

not.as essential as previious re$earch:has indicated; both

R&D-based products and validated practitioner-developed

products can produce significant benefits in'schools if:

(a) they are carefully selected by practitioners to match

their local conditions and needs, and (tb) the-schools can

readily obtain the technical assistance.and inservice

training required to master the use of fhe new product.

The-array of existing Ro&D-based and validated products is
not as extensive as expected and frequently is insufficient
to match the full rangeof educational.problems identified
as priorities by local practitioners.

The goal of building an ongoing capacity in:schools to,
repeat complex problem-solving and improvement activities
with high levels of faculty participation can be at least
partially achieved while carrying-out a specific local
improvement activity. However,systematic development of .
such capacities requires More detailed attention than was
provided within the RDU deMonstration program.
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APPENDIX R

PENNSYLVANIA LONG-RANGE PLANNING FOR SCHOOL

IMPROVEMENT: FIELD ORIENTATION AND TECHNICAL ASSISTANCE
PARTNER TRAINING, 1980-19811

^Concetual Overview /

The school improvement program was introduced tothe education community

on November 16, 1979, in the form of a document known as "shape One."

During the next five months, the long-range planning,'process was

shaped into a final form and titled Long-Range Planning for School

Improvement (LRPSI)

Overall, 501 school districts in Pennsyrvania are scheduled to partici- ,

'pate in LRPSI. Given a five-year cycle for the planning process, and
with twO major urban,areas to consider, the districts,have been scheduled

in five "waves": ,

_
, -Wave I (first year) . - 7,8

Wave:II (second year) - 124

Wave"III (third'year) (approx.)--.150
Wave IV (fourth year) - (approx.? - 147
Wave. V (fifth year) , - 2

districts
districts plus a
districts plus
districts plus
urbaia districtst

technical schools
technical schools
technical schools

To effe tively and efficiently implement the Long-Range Planning for

School Iffiprovement (LRPSI) 'Program foi local school districts and tech-

nical schools, a flexible yet fairly structured sequence of orientation

and training has been required.

The essential parameters of ihe drientation/training effort have been:

- the process itself should remain flexible and developmental in

nature,
all,persons should be acquainted with a certain consistent base of
information about the process and the planning requirements,
orientation and training should be provided at...the least expense

of individual and institutional time and mon,ey possible, and

continuous feedback and ease of coordination and cbmmunication-among
the persons involved should be mainta`ined and encouraged.

:1This appendix cites Materials prepared in large part by,Ethelyn O.

.
Brewster, Informatioh Specialist for SchOol Imprhvement, and jeff Grotsky,

.Chairman of the School Improvement Training'Committee.

"44 140



To date, the technical assistance training as invalved,80 staff mem-.

bers of the Department of Education thus far, ,39 intermediate unit

staff, and 75 college/univerFity faculty. Though the IU and IHEyper-

sonnel remain fairly constar.t, the number of Department staf has
increased from approximaty 60 during Wave I, and additional 20 during

Wave II, and anticipated increases during subsequent Waves. .The pro-

cess encourages, to the extent possible, a one-to-one relationship

between the Department field representatives and the districts/technical

.schools.

so Considering the number of persons involved -- in terms of,districts

scfieduled for planning for school improvement.and in terms of:the
Tpchnical Assistance Network team approach .that has been,adopted
the awareness, orientation and training sessions provided, both

'internal and 'external, have been extensive.

SuPerintendents/IU Directors Meeting (April 18, 1980)

All'superintendents from Wave I school districts were invited to Harris-

burg to meet with Secretary Scanlon and the school improvement adminis-k

trative staff to discuss the final shap.lng of the process for,Wave I.
In addition to a'comprehensive presentation describing the components

of the program as they had been developed at that point, discussion

and comment was initiated regarding issues that were not firmly
resoived (e.g., funding, evaluation, exact nature of training, etc.).

Wave I Orientation Meetings (April 28, April 30, and May 2, 1980)

The Bureau of School Improvementl organized three'one-day meetings., in

Pittsburgh, Philadelphia, and Harrisburg. 'District plbnning teams,

school board members, and teacher organization representatives were .

invited to participate. Staff from the intermediate units and colleges/
universities also were asked to attend. The Secretary of Education, the

Commissioner's of Basic and Higher Education, and the improvement staff:

.used the day to familiarize district personnel with the school improve-

ment process, requiiements, and timelines for coMpleting

Statewide School ImproVement Teleconference (May 21, 1980)

TheDepartment of Education, with the assistance of station WQED:in
PiAsburgh, conducted a statewide teleconference linking th seven

. instructional television stations in Pennsylvania. 'All school districts
were not±fied of the program, and-Wave I districts received specific
information and were given.directiOns on phoning in questions and con-

cerns. Initial presentations by Departmwstaff-were followed by an
open question/answer period, with.the Secretary and Commissoners present.

9.$
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TechniCal Assistance.Partnet Training, Messiah tollgge

(Jung 4-5, 10-12* 1980)
,

.1

A 'critical compo41t of the school improvement program is:the ready

availability of a.team of persons at-the Department, intermediate units,

and colleges/universities who will provide directoassistance to local

Schools or serve as brokers to obtain information or other skilled per-

sonnel as required. A'six-day workshop was conducted to initiate the

training and support of the state's technical aesistande staff. Work-

silop sessions included: an ovexView of the school improvement program;

LRPSI guidelines and instruc*ns; a"district scenario of.the LRPSI

process; general TA role clarilicatiOn and coordination; information

on needs asSessment,gction pfanning, implementation, evaluation and

'planning; resource 'retrieval; and questions and gnswers.

Administrator Days (June 18-26, 1980)

To expand the awareness of the process among disfrict personnel, after-

noon workshops were prepared for a series of,six annual meetings regu-2

larly planned for administrators. A general overView was also provided

during themornizgsession.

Summer. Worksho s for Wave I Plannin Teams (July-Augnst 1980)

The 78 Wave I school.districts were invited to send teams to two-day

workshops in their area in order to begin developing administrative

(management) plans for the implementation of LRPSI in their individual

districts. Eleven workshops were scheduled. Each site had approximately

8 districts participating, with each district sending approximately 5

team members. Total number of participants was around 1,100. The work--

shops were held at college campuses. PDE, IU, and IRE staff were present

to offer assistance as necessary and to facilitate the sessions.

Teacher Organization Representative Training Session (August 20, 1980)

The Departmgnt of Education sponsored a one-day inservice meeting?for

Pennsylvania State EduCational Association and Pennsylvania Federation

of Teachers representatives from.Wave I districts. Information on school

improvement.and izmilding staff participation was stressed.

,Second Statewide Teleconference (October 8, 1980)

The second teleconference was conducted similarly to the first. The

0 topic, however, was geared more specifically tetdeds assessmentvand.

Educational Quality Assessment in particular. g'ince the Wave I. districts

were at that time engaging in needs assessment analysis and using EQA

data to develop their aCtion plans, it was felt that these topics would

be most helpfui
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EQA/SI Workshops (November 1980 - January 1981)

Six regional workshops were cdtducted by the Department. Staff from

EQA conducted the first day of the workshops. Participants were dis-
tricts that completed EQA tegting in the spring of 1980 and Wave I

districts. The second day was devoted to seol improvement topics.
Each regional coordinator for school improv ent organized the second
day's discussion based oh needs expressed by districts in their region.

Education Congress (November 1980)

Along.with partialparticipation in the EQA/SI workshops, the 1989

. Education Congregs (one day) served as at Anitial orientation for
Wave II districts. A general.progress report.on School Improvement's
basic education initiative during the morni g session was followed by
afternoon workshopg organized primarily ar und a.question/answer format.

PDE/IH/IHE Follow-ULTraining (1980 - early 1981)

<4 During and subsequent to the six-day workshop conducted at Messiah
College, PDE field representatives began to meet regulariy at the

Department of'Edlucation; here the effort was to: reinforce the infor-
mation preseAted in the six-day workshop; provide new skills and infor-

, mation as needed; facilitate the regional coordination of field repre-
sentatives; and provide for social and problem solving interaction
among the field representatives. Meetings continued almost weekly up
until the summer workshoRs,.and began again in September 1980.

In November 1980, the schedule shifted to an every-other-week pattern,
The two hour meetings were scheduled in cycles of three: a general

meeting, regional meeting, anci then a skill-building meeting. This

pattern continued into March of 1981. A topical list of the skill-

building'workshops conducted includes:

- Developing the Long-Range Plan for School Improvement

- How to Do Needs Assessment
- How to Interpret EQA 'Data for LRPSI

- How/to Do Action Planning
- How to Write Evaluation Plans
- How to Chart. School District Progress for Completing LRPSI

ifiNq to Find Resources kor School Improvement Districts
How'to Interpret School 0,istrict Profiles

- -How to Use the EEO Workforce Utilization Forms
-- Middlestates and School Improvement

- Title IV-C and School Improvement
- -Title I Needs Assessment and Sellool Improvement

- Theme 2 of School Improvement



During this,time, the organizational pattern of technical assistance
-

was evolving into a regional support base. Field representatives were

also provided with regular issues of a single-sheet communication

device called, Notes from the School. Improvement Desk, which provided

a running calendar of future eVentS, procedural items, and a cataloguing

of printed materials for field representative use and information. A
"School Improvement Update" newsletter was also published monthly and

shared with all TA partners and Wave I. and II districts.

In February, 1981, IU Advisors expressed a need for additional face-to-

face participation, and a.joint session Of PDE field representatives

was held to update them as a group with some of the materials and to

receive their advice on plans for Wave II orientation/training. A

second similar updating session for IU/PDE staff was conducted in

Harrisburg on June 5,-1981.

Wave II Orientation Meetings (April 2 - May 22, .1981)

Instead of conducting three regional meetings as in Wave I, a series

c pants were the same as for Wave I, but the -

of 22 half-day workshpps conducted at intermediate units across

the state. Invited parti
number of participants from-each district was less, and in most cases,

the primary district staff attending were superintendents and the

designated LUSI coordinator. This change in procedure was made due

to feedback and evaluatd.on of the previous year and Wave I meetings byf

PDE, district and IU staff.

PDE Follow-Up Training .(April - June 1981)

Concurrent with and sUbsequent to the Wave II orientations, PDE field

representative meetings were again adjusted. The first few meetings,

accommodated a need to acquaint new field'representatives ith the .

process as well as to reinforce and update those who had bee 'tinvol

during Wave I.

Technical Assistance Training, Toftrees (June 11-12, 1981).'

A one and one-half day-training session was oandUcted in June at

Toftrees 0:inference Cehter for PDE's Wave I and nrew Wakie II field.

representatives. New staff were familiarized with the SI 'guidelines.

A simulation of the administrative planning phase of LRPSI was conduc-,

ted, highlighting the assistance roles ol the field,representatives. 6

The implementation'of the partnership process was described and dis-

cussed. 'Finally, regional prdhlem solving activities.,were scheduled

with report-mits by region.

it,
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Summer Workshops for Wave II Planning Teams (June, 1981)

Three one-day regional-igorkshops were conducted for 124 Wave II district
planning coordinators and select administrative staff. The district
workshops were designed to prepare the .district administrators and
planning coordinators to organize appropriate staff in their districts
to develop and write management plans for completing LRPSI. 'The work-
shops pravided techniques, examples andssimulation activities which
will help the representative work with their local teams. In addition,

PDE field representdtive, IU advisor and college and university
coordinators participated in the workshops and provided follow-up on-site
asSistance as requested. 4

Teacher Representative Orientation Session (June, 1981)

The Department conducted a one-day inservice workshop for teacher
reptesentatives'from Wave II districts. The agenda was similar to

the 1980 program..
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APPENDIX C

PENNSYLVANIA SCHOOL IMPROVEMENT TECHNICAL ASSISTANCE REPORTING SYSTEM:
FIELD'REPRESENTATIVE CONTACT LOG, CRITICAL INCIDENT REPORT,

AND FIELD REPRESENTATIVE SI MONTHLY PROCRESS REPORT
AND

SIAD MONTHLY DISTRICT PROGRESS STATEMENT

. Reporting System

An important part Of the School improvement initiative lies in the

. coordination of information and effort. There are currently 76 school .

improVement field representatives from various bureaus in the'PDE,

assisting oVer 200 Wave I and Wave II school districts with local school

improvement efforts, and 4 parcnership'network involving IUs and IHEs.

At the PDE, the Commissioner of Basic Education esiablished a special .

unit, the School Improvement Administrative Division (SIAD) to provlde

ongoing support for school improvement activity. SIAD staff prepared

three reporting formats for dodumentation of t4chnica1 ass.istance efforts

and progress reporting: the School Contact Log, the Critical Incident

Report, and a Monthly District Progress Statement. The School Contact

. Log was subsequently modified, to lighten the reporting requirements of

field representatives. Thus% the Field Representative SI Monthly Progress

-

Report took the place of the School Contact Log in year two of 'the school

provement effort.

ar,
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SI FIELD REPRESENTATIVE SCHOOL.CONTACT LOG' Page of Pages

PPE Field Representative

School District Date

1. Date 2. Type of Contact 3. Name LEA Persons Involved
o.

4. Check Others Involved

PhOne Visit
.. .

1

i

IU 'IHE .

Other Other
,

. Description of Activity

.

) .

.
,

o

.

g

....

5. Type of AssistaAce Provided

Direct, SI Process Help
. ,

Intervene for LEA.at.PDE

Secure Resource for LEA

Conduct Workshop

Direct Small Group
Planning Session

Help with Evaluation

. Follow-up Provided

.

,

_

,

.

Clarify PD5Policyor
Procedure

Interpret Data

Assist with Community
Involvement

.

,

Other
-

1. Date . Type of Contact . Name LEA Persons Involved . Check-Others Involved

Phone Visit

Other

IU IHE

Other

6. Description of Activity

7. Follow-up Provided

ior 141

Type pf Assistance Provided

Direct SI Process Help P

Intervene for LEA at PDE

Secute Resburce for LEA

Conduct Workshop

Direct Small Group
'Planning Session

Help with Evaluation

Clarify PDE Policy or
Procedure

Interpret Data

Assist with Community
Involvement

Other



GENERAL INSTRUCTIONS

The School Contact Log is intended to record all contacts between the

school district and the PDE Field Representative. A separate log should be

maintained for each school district assigned to the field representative.

Thus, if the field representatille serves two districts, two separate logs

should be maintained. When it seemp important/informative to do so, please

report contacts with IUs or IHEs as a separate entry in the log for the

appropriate school district.

One copy of each log should be forwarded tO the appropriate SI Contact

Pex.4ort on the last day of each month. Summaries of contacts will be in

cluded in the monthly repert prepared for the Caamissioner of Baeic Education

by the School Improvement Aaninistrative Unit. .The field representative

should retain one cbpy of his/her records.

Every effort should be made to make responses to-items as brief,as

possible. .If additional comments are warranted for any item, continue the

comments on an additional page(s) of plain bond paper.

SPECIFIC INSTRUCTICNS

Complete the top portion of the form, providing the name of the school

district, the tame of the field representative, the date of the,report and

the'pate number. On second and subsequent pages, only the school district

name, page numbere and date need to be inCluded.

Item 1 - Indicate the date of the contact.

Item 2. - Check whether phone contact or visit or specify the type

of conta.t on the line marked "Other."

Item 3. - List the names of LEA person(s) directly involved.

Item 4. Check appropriate alternative

under "Other.", An.example of

leader' private contractor, p

person who plays an important

reported.

d/or specify other persons
"Other" could be a community

ess representative or other

part in contact being

Item 5. - To provide a quick summary of the type of service provided,

check one or more of the listed alternatives. When the

field representative feels it is important to do,so,

specify other types of assistance in the space provided.

Item 6. - Briefly describe the substance of the contact. If

additional space is required, continue comments on plain

bond paper.

Item 7. - Briefly describe follaw-up act'ivities. If additional

space is required, continue comments on separate plain

bond paper.
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CRITICAL INCIDENT REPORT

School District Date

From: To:

.(PDE Field Representative) *(SI Contact'Person),

In Section I. below, please describe any inciaent that, in your best
judgement, DEMANDS immediate attention and/or action from some.manageffient
level agent or agency at the Department, After completing,Section I, please
forward this report immediately to the appropriate School Improvement Con-
tact Person. The SI Contact Person will initiate and follow up pn actions
to resolve the problem. A statement of the action takenAlill be. returned ,to
you. In describing the incident, be brief; howeVer, if additiorial.comments
are necessary, continue the comments on plain bond paper.

SECTION I: Briefly describe the incident and attach pertinent support
documents. (To be completed by PDE Field Representative.)

SECTION II: Follow-up Action Taken. (To be completed by SI 'Colitact

Person.)

Date Initiated

SI Contact Person

Date Completed

*SIAD Regional Directors=Contact Persons

14J
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(Short Form) Month 19

DISTRICT:-

TO:

FIELD REPRESENTATIVE

S. I. MONTHLY PROGRESS REPORT

WAVE ADM. UNIT#

REGION# FROM:

(Regional Director) (Field Representative)

DISTRICT CONTACT PERSON PHONE ( )

I.U. ADVISOR

I.H.E. CONTACT PERSON

I.U.# PHONE ( )

PHONE (

A. FIELD REPRESENTATIVE ACTIVITY LOG C. TYPES OF SERVICE PROVIIIED (Check)

Number of:
District Visits 1. School Improvement Informatio

District Phloe Contacts
District Contacts at PDE,
IU, or other location
IU Contacts

i

2. -School Improvement Materials

,

3. Participated in School Im-
provement Activities at'Dis-
trict

4. Formal S.I. PresentationsIHE Contacts /
i

Letters Sent

given .

5. Consultants obtained.
6. District S.I. Materials Re-

viewed
7. Other

B. LRPSI PROGRE§S CHECKLIST
. t

.

.

(Check

.

mo6t Aecentty.eompteted.maestone)

c

Administrative Plan "Completed
Needs Assessment Completed for
Programs and Services
Needs Aesessment Completed for
Management Goals
Priorities Identified for
Programs and Services,

Pnlorities Identified for
,

District Management
Action Planning Completed
LRPSI Submitted to PDE

'Pre-Registration Issued
Implementation Initiated
Mid-Point Progress Report
Submitted ...

Final Evaluation Report
Submitted /

egistration Issued
104

D. COMMENTS AND/OR CONCERNS: If you

checked any of the seven items
above please comment below. Code

comments to,respective number.

((J ze iteveue zide i4 necezzany)

.

P
V

4 .-

1 O 0

_.......

_

Please submit by the 7th of each month for the previous month.



COMMONWEALTH OF PENNYLVANIA
0A-501 12-67

Date

SUBJECT: Monthly District,Progress Statement

TO:

FROM:

(Regiona. SI Coordinator)

(PDE Field Representative)

Attached are my monthly logs for the
School District(s) for the month of On the

chart belo1,0 I have indicated the date ofbthe most recently
completed school improvement milestone in each district.

Date oi Most Recently Completed Activity
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WAVE i DISTRICT PROGRESS SUMMARY FOR THE MONTH OF
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APPENDIX D

SCHOOL IMPROVEMENT TECHNICAL.ASSISTANCE NETWORK;

,PENNSYLVAN1A DEPARTMENT OF EDUCATION, fNTERMEDIATE UNIT

AND COLLEGE AND.UNIVERSITY PARTNERS --
. AND 1HE/DISTRICT PARTNERSHIPS

(August, 1981)

PDE PARTNERS,

School Improvement Administrative Division

The SIAD consists of 11 staff:

Interbureau Liaison: Kennard Bowman

- School Improvement Regional Directors:

Region

1

II -

4,

9,

5, 6 .

10, 17

III - 16, 18, 19, 29

IV 14, 20, 21

V 22, 23, 24, 25

VI 12, 13, 15

VII 8, 11, 28

VIII 1, 7, 27

IX 3

X 2

D irectors*

Robert A. Bowser
Joseph Skok ,

Harry J. Benedetto
. Jeffrey Grotsky

Richard Dumaresq
James Blair
Irvin Edgar
William Good
Randall Bauer
Barbara Saunders

(*Note: Staff no longer with SIAD whO contributed to 'the school

improvement initiatiVe are: Helen Hall., Jay Smink and

Judy Zaenglein.)

Field Representatives (Waves I and II)

.There are currently 76 PDE field representatives providing assistance

to approximately 202 districts:

PDE Field Rep PDE Field Rep

Kenneth Adams Clyde McGeary

Loretta Adderson John Meehan

Randall Bauer 4 Kenneth Miller
-

Carol Bellew Leann Miller

John,Billinan Tom Mullikin

James Bishop, William Murphy

James Blair Biagio Musto
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PDE Field-Rep

John Brande
Joseph Carr
Robert Carroll
Sam Craig
Annamary Cunningham
Joseph DeAngelis
Russell Demanczyk
William Donny
James Dorwart
Jeff Douville
Richard Dumaresq
Clara Gaston
William Good
Jeff Grotsky
Frederica Haa's

Lee Herron.
John Heycock
James Holmes
Karl Hope
Alan Husband
William Isler
William Kailtz
Charles Lebo
William Lentz
James Lewis
Edwin Lint
Bernie Manning
Samuel Marcus
John Markish
James Massey

Intermediate'Unit

PDE Field Rep

Wayne Neff.
Marjorie Peck
John Peifer
Mario Pirritano
James Porter

' Paul Raffenserger
Vernon Register
John Resetar
Neil Richvalsky
Jessie Sanders
Robert Schell
Robert Schwille
James Sheffer
B;pce Shellenberger
Ronald Simonovich
Gene Skiffington
Joe Skok
Ruby Sollenberger
Ron Stainbrook
Jane Stockdge
Janet Straw'
Kenneth Swatt
'Helen Swaincott
Eugenie Urbanski
Robert Volciak'
'Roberta Waldman
Kenneth Want)*
Wally Weaver
Clyde Weidner
James, Wetzier
Thomas Winter
Jean Wright

INTERMEDIATE.UNIT PARTNERS

SchoOl Improyement Advisor(s)

There are currently 36 Intermediate Unit
providing assistance to select districts
LRPSI provess.

School improvement advisors
in their regions wdth the

IJ# .Intermediate Unik

1 . Fayette/Green/Washington
2 Pittsburgh-Mt. Oliver

3 . Allegheny
4 Midwestern
5 Northwest Tri-County
6 Clarion Manor
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School Im

Ida M. Procyk, Linda H. Weber
Curtis.Walker
Wayne Brandon, Therese Walter
Janite Hadgkiss
'Jack Jarvie

Don Means

rovement Advisor(s)

154



Uil
.

Intermediate Unit School Improvement Advisor(s)

i\ Westmoreland gene Malarbi, Harrie Caldwell

8 \a

9

Appalachia
Seneca Highlands

Clyde Klinger '

'Charles Sarokon

10 Central .John DeFlaminis

1 Tuscarora .Anthon F Labriola.

12 Lincoln Paul Ri r, Mike Clemens

13 Lancaster-Lebanon Lee'R. Rhodes

14 Berks County ,Robert Hohl

15 Capital Area -
Robert V. Flynn

Central Susquehanna Joan Straub

17 . BLAST John E..- Fiorini, Jr.

18 Luzerne Thomas 0!Donnell

19 Northeastern Educational Vito A. Forlenzä

20 Colonial Northampton Vincent Yuskiewicz

. 21 Carbon-Lehigh Floyd Keim

22 Bucks County Metro Yurchak

231, Montgomery County .

David Barrett

24 Chester County Charles Garris, John Bush

25 Delaware County James $hields,-
Nicholas Spennato

26 Philadelphia Kelner

27 Beaver Valley

,Bernard
Thomas Zelesnik

28 Arin Thomas P. Carey

' 29, Schuylkill Joseph Yarworth

k
B. J. Steiner

COLLEGE AND UNIVERSITY PARTNERS

.
College 'and University (IHE) Resources for School Improvement

Column 'IHE - Alphabetical list of (1) Pennsylvania colleges and

One, universities with approved certification programs and (2)

community colleges expressing ul interest in an assistance

role. (IHE r. Institution of Higher Education.)

Column IU - For planning purposes, the geographical area (inter-

Two -mediate unit) in.which the IHE is located is given. This

is not to be considered,as imposing aMits on_the IHE or the

sChool district/IU.
s

,ColuMn dod.e. - The broad curriculum areaA of potential assistance

Three are coded as follows: E = elementary, S = secondary, A =

.administration.

Column School Imi5ov ment Coordinator -1-%Presidents of IHEs with an

Four identified I coordinator have expressed a desire to assume a

.part rs pole in School Improvement and have appointed
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the person listed ç organize IHE resources to meet districts'
needs.

Colvin,. Contact 'Person - Where no SI coordinator is given, the
Official contact person.for teacher education matters'may be
able .to provide information regarding the IHE'q involvement
in School Improvement.

IHE IU Code

School
Improvement
'Ctordinator

:Albright College 14 S
Reading, PA 19603
215-921-2381

Allegheny College,
Meadville; PA 16335

5 ES Robert P.
Schell

814--724-3100

Allentown College of 21 S. A. Robert
St. Francis de Sales McGilvxey

Center Valley, PA 18034
215-282-1100

Alliance College
Cambridge Springs,

PA, 16403
814-398;4611

ES

Alvernia College . ES

Reading, PA 19607
215-777-5411

Antloch Univ. Phila. 26 ES Frederick
Philadelphia, PA Jories

19108
215-629-1370

Beaver College 23 ESA A: Richard
Glenside, PA 19038 Polis/Joan
215-884-3500 Schmidt

Bloomsburg State,Coll6ge 16 ES Howard
Bloomsbug, PA 17815 Macauley, Ji.
717-389-j215

110

Contact
Person

Clifford A. Burket..

RobeTt P. Schell

A. Robert McGilvray

Walter' Smietana

Sr. k: Patelli

Frederick Jones

A. Richard Polis

'Howard Macauley,
Jr.



IHE

Bryn Mawr. College
Bryn Mawr, PA 19010
215-645-5000

Bucknell University
Lewisburg, PA 17837

717-514-1324

Cabrini College
Radno;, PA 19087
215-687-2100

a

School
Improvement

IU' Code Coordinator.

25 S Janet Hoopes

9

Contact
Person

Janet Hoopes

16 .ESA William Moore/ William'Moore

Hugh McKeegan

.Ruth E. Sower25 ES,

California State College'. 1 .ESA William

California, PA 15419 Benedetti .

412-938-4126 r

Capitol'.Campus 15 ES Donald

Penn State University, - Alexander

.Middletown, PA .17057

.717-787-6205

Carlow College .

Pittsburgh, PA 15213

412-578-6000

ES FranceS Sabo

Cedar Crest College 21 ES

Alleritown, PA 18104

215-437-4471

Chatham College 2 ES

Pittsburgh, PA 152_32

412-441-8200

Chestnut Hill College '
Ph4adelphia, PA 19118
215-248-7000

0

26 ES Sr, Marie;
Cornelia

Cheyney State College 25 ESA Herbert W.

Cheyney, PA 19319:
215-758-2282

Clarion State College
Clarion, PA 16214
814-226-2000 '

Womack

William Benedetti

Stanley N. Miller

Sr., Marie Immaculee
Dana

Howard L. Klopp

Vivien C. Richman ,

Sr. Margeret_Mary
Murphy

Herbert W. Womack

6 ES Donald Morgan Thomas Matczysnki
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School
Improvement Contact

IHE IU Code Coordinator person

College Misericordia 18 ES Joseph Rogan 'James' J. Pallante

.Dallas, PA 18612
717-675-2181.

Dickinson College
Carlisle, PA 17013
717-243-5121

15 S Gary(D'Lamater'

Drexel University 26- S = Lois Pearsop.
Philadelphia, PA 19104
215-89572000

Duquesne University 2 ESA Mary Frances Doroihy A. Frayer
Pittsburgh, PA 15282 Grasinger
412-434-6000 .

East Stroudsburg State 20 ES Donald R. Bortz Lester J. Bowers
College

East Stroudbburg, PA
. 18301
.717-424-3211

Eastern College 25 ES Helen W. Loeb Helen W. Loeb

St. Davids, PA 19087
215-688-3300

Fdinbgro State College 5 ESA James R. Flynn , Mart,in Farabaugh

Edinboro, PA 16444
814-732-2000

.

Elizabethtown College 13 ES .D. Paul Rice D. PaulRice
Elizabethtown, PA 17022
717-367-1151

/

Frankl#1 & Marshall 13 S Barbara Michel Terry Blue

College
Lancaster, PA 17604
717-291-3911

Gannon University 5 S Robert Wehrtr Robert Wehrer

Erie, PA 16541
814-871-7000

Geneva College 27 'ES George Van. Horne

Beaver Falls, PA 15010
412-846-5100
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School
Improvement Contact

IHE IU Code Coordinator Person
/

Gettysburg College 12 ES Btuce L. Bruce L. Packard

Gettysburg, PA 17325 Packard .

7.17-334-3131

Grove City College 4 ES Joseph Joy Jean A.Wilson

Grove City, PA 16127

412-458-6600

,Gwynedd-Mercy College' 23 ES Sr, Marie Sr. Catherine Hawley

Gwynedd Valley, PA
'')\

Madeleine Smith

19437

215-646-7300
v

Holy Family College 26 ES Joseph M. Burak Sr. M. Immaculata

Philadelphia, PA 19114-

215-637-7700

Immaculate College
Immaculate, PA 19345

215-647-4400

'Indiana Univ. of PA
Indiana, PA 15705.

412-357-2480

24 ES Sr. M. Lalande Sr. M. Lalande

28 ES Charles M.

Kofoid

Charlesp. Kofoid

Johnstown, Univ. of 8 ES David L. Dunlap/ David'L. Dunlap.

Pittsburgh at Gail S. Ditkoff

Johnstown, PA 15904

814-7266-6419

Juniata College
Huntingdon, PA. 16652

814,443-4310

-angs College
;:ilkes-Barre, PA 18711

7.I7-824-9931

Kutztown State College
Kutztown, .PA 19530

2157683-4254

i-:17ette College

Easton, PA 18042
215-253-6281

11 ES lhomas Woodrow Thomas Woodrow

18 S Denton B. May Michael Beky.

14 ES Dorothy Moyer .1 Henry M. Ryan

20 S Clay Ketcham Clay Ket,cham
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4 School' .t
,

Imp,revement Contace
v

IHE IU Coordinator Person
. . ,

... . .

LaSalle .College 26 ES 'Preston Fedan Marilyn Lambert
ePhiladelphia, PA 19141

215-951-1000

Lebanon Valley College 13 ES - Michaei'Grella Richard A..Reed
.Annville, Pk17003
717-867-4411

Lehigh University
Bethlehem, PA 18015
215-8613001

Lincoln Univeristy
Lincoln University,

# PA 19352
215-932-8300

20 ESA Stinson Stroup/ Perry A. Zirkel/
Robert Leight

24 S

Lock Haven State College 10 ES Ira Masemore
Lock Haven, PA 17745
717-893-1381

//

Lycomtng College 17 ES / Forrest Keesbury,
Williamsport, PA 17701
717-326-1951 4

Mansfield State College 17 ES Leslie Evans/ John M. Higgins '

//

Judith ThtSmas

Ira/Masemore

I/

Mansfield, PA 16933
717-662-4041

Marywood College 19 ES Sr. Frances
Scranton, PA 18509 Russell
717-348-6211

Sr. M. Espiritu
Dempsey

Mercyhurst College 5 ES Edward Gallagher Brian J. McHugh
Erie, PA 16501
814-825-4000

a--,

Messiah College 15 ES Terry Stoudnour \ Terry StoudnoUr
Grantham, PA 17027
717-766-2511

Millersville State 13 ES Robert Labriola James Maurey, Jr.
'College

Millersville, PA
17551

717-872-3379
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Schodl.

Improvement Contact

THE IU Coae "Coordinator Person

Moore College of Art 26 S Hilda -'''
Janette Banks

Philadelphia, PA 19103 ' Schoenwetter

215-4568-4515
6

Moravian College 20 'ES Jobn Dilendik James J. Heller,

Bethlehem, PA 18018
215-865-0741

Mublenberg College 21 ES Harold L. Stenger

Allentown, PA.18104
215-433-3191

Neumann College 25 E Sr. Mary Ruth Sr. Mary Ruth

Aston, PA 19014 Schutz Schutz

215-459-0905

pennsylvania State
University

10 ESA Robert F. Nicely,
Jr.

Henry Hermanowicz

University Park,
PA 16802

814-865-4700

Phila. College.of Art 26 S Arlene Gostin

PhiladelphiI,'PA 19102 .16

215-893-3100

Phila. College of the 26 S Douglas S. Medlin-

Performing Arts
Philadelphia, PA 19102,

215-875-2200

Point Park College 2 ES Lloyd C. WeJ,ling Karen McIntyre

Pittsburgh, PA 15222
412-391-4100 '

Robert Morris College 3 S Phyllis Morrison Phyllis Morrison

Coraopolis, PA 15108
412-264-9300

Rc)semont College 23 ES Sr. Margaret Mary Anna-Maria Moggio

Rosemont, PA 19010 Bell

215-527-0200

Saint Francis College 8 ES Frank T. Koe Frank T. Roe

Loretto, PA 15904
814-472-7000



School
Improvement Contact

IHE IU Code Coordinator Person

St. JoSeph's University 26 ES Irene Kenney Irene Kenney

Philadelphia, PA 19131
215-879-7300

Saint Vincent College 7 S John F. Bleyer

Latrobe, PA 15650
412-539-9761

Seton'Hill College 7 ES Dwight Troutman

.Greensburg, PA 15601
412-834-2200

Shippensburg State 15 ESA Dale B. Merkle Wilgur 0. Carthey

College
Shippensburg,.PA 17257'

717-53'Z-9121

Slippery Rock State 4 ES John A. Hicks B. Wayne Walker

College
Slippery Rock, PA 16057
412-794-7255

Ay

tSusquehanna University ,16 S Barbara Lewis Charles J. Igoe

. Selinsgrove, PA 17870
717-374-0101

Swarthmore College. 25 S Eva Travers Harrison Wright

Warthmore, TA 19081
215-447-7000

, Temple University 26 ESA Elliott Seif Peter J. CIstone

Philadelphia, PA 19122
215-787-7000

Thiel College
qreenville, PA 16125

4 ES Albert A. Zimmer Albert A. Zimmer

142-588-7700

Univ. of Pennsylvania .26 ESA Dell H. Hymes

Philadelphia, PA 19104

215-243-7014

v. of Pittsburgh 2 ESA Jean E. Vinsand James Kelly, Jr.

Pittsburgh, PA 15260
412-624-4141
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, School
' Improvement Contact

IHE IU Code. Coordinator,. Terson

University of Scranton 19 ES Joseph F. Fusaro liaymond L. Kimble
Scranton, PA 18510
717-961-7400

Ursinus College 23 S Robert V. Cogger. Robert V.'Cogger
Collegeville, PA 19426
215-489-4111

Villa Maria College 5 ,ES Robert Buchmeier Robert Buchmeier
Erie, PA. 16505
814-838-1966 sr

Villanova University 25 SA Henry 0. Nichols
Villanova, PA 19085
215-645-4500

Washington & Jefferson 1 S William W. Leake
College

Washington, PA 15301
412-222-4400

Waynesburg College 1 ES Donald Christian
Waynesburg, PA 15370
412-627-8191

West Chester State 24 ES Chalres W.'Good Richard Strayer .

College
We'st Chestei,-PA 19380
215-436-2321

Westminister College 4 ESA Samuel Farmerie Samuel Farmerie .

New Wilmington, PA 16142
412-946-8761

Widener University 25 S Robert J. Wrii, Robert J. Wrigfit
Chester, PA 19013
215-499-4000

Wilkes College 18 ES EdWlm L. Johnson Eugene L. Hammer
Wilkes-Barre, PA 18703
717-824-4651

iiscal College 12 ES Eugene Beecher
Chambersburg, PA 17201
717-264-4141
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IHE

York College
York, PA 17405
717-846-7788-

COMMUNITY COLLEGES

School
Improvement Contact

IU Code Coordinator Person

12 ES Lynn S. Orlando Dean Cheesebrough

Bucks County Community 22 Charles Rollins

College
Newtown, PA 18940
215-968-5861

Butler County Community 4 James O. Miller

College
College Drive, Oask Hills
Butler, PA 16001
412-287-8711

Lehigh County Community 21 Robert L. Barthlow

College
2370 Main Street
Schnecksville, PA 18078

.215-799-2121

Montgomery County 23 Albert Rauer

Community College
340 'DeKalb Pike
Blue-Bell, PA 19422

- 215-643=6000

Northampton County Area 20 William Connor

CommunJty College
3835 Green Pond Road
Bethlehem, PA 18017
215-865-5351

Reading Area Compunity 14 Robert Gill

College
10 S. 2nd St., Box 1706
Reading, PA 19603
215-372-4721
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IHE/DISTRICT PARTNERSHIPS

1981-1982 College and University/District Partnerships

Sixty-four Wave II districts and 31 Wave I districts have joined with

25 collegesjuniversities in this year's IHE partnership program.

Partnership activities as of February 10, 1982 included:

Partnership Wave

Bloomsburg State College
Midd-West S. D.
Bloomsburg Area S. D.
Shamokin Area S. D.

II

II

Cheyney State College
West Chester Area S. D. II

Clarion State College
Cranberry Area S. D.
St. Mary'sArea S. D.
Union S. D.
Fairview S. D.
Punxsutawney Area S. D.
Redbank Valley S.. D.
Titus-41_11e R. D.

Warren Co. S. D.

Duquesne University
Bentworth S. D.
West Allegheny S. D.
Mt. Lebanon S. A.
South Park S. D. \

East Stroudsburg State College
Delaware Valley S. D. II

Fast Stroudsturg S. D. II

N9rthampton Area S. D. II

II

II

II
II

II

II

II

II

Eastern College
Radnor Township S. D. II

Gwynedd-Mercy College
Abington S. D.
Souderton Area S. D.
Wissahickon S. D.

Indiana University of
Pennsylvania

Indiana Area S. D.
Penns Manor S. D. II

Apollo-Ridge S. D. II

Blairsville/Saltsburg S.D.I1
Leechburg S. 1)..- II

United S. D. II

Partnership Wave

King's College
Pittson Area S. D. II

Lehigh University
Parkland S. D.
Pennridge S. D.
Upper Perkiomen S. D.

II

II

II

Lock Haven State College
West Branch Area S. D. II

Mansfield State College
Tuwanda Area S. D. .

Canton Area, S. D.

Millersville State College
Antietam S. D.
Daniel Boone Area S. D.
S. D. of Lancaster
Tulpenhocken S. D.
Conestoga Valley S. D.
Donegal S. D.
Lebanon S. D.
Palmyra S. D.

II

II

II

II
II
II

Exeter Tqwnship S. D. II

Muhlenberg Township S.D. II
Wilson S. D. II

Pennsylvania State University
Clearfield Area S. D. II

West Branch Area S. D. II

Saint Francis College.
Bellwood Antis S. D.
Tyrone Area S. D.
Blacklick Valley S. D.

Shippensburg State College
Central York S. D.
Cumberland Valley S. D. I

Shippensburg Area S. D. I

Upper Adams S. D.
Conewago Valley S. D. II

Greencastle-Antrim S.D. II

Greenwood S, D. II

Mifflin County S. D. II

Big Spring S. D. II

West Shore S. D. II165
119



Partnership

Temple University
Wissahickon S..D.
Ridley S. D.

University of Pittsburgh
Butler Area S. D.
Trirtty Area S. D.
Frazier S. D.
Keystone Oaks S. D.

University of Pittsburgh-
:iohnstown

Forest Hills S. D.
Somerset Area S. D.
Conemaugh Valley S. D.

47

Wave

University of Scranton
Wallenpaupack Area S. D. II

120

Partnership

West Chester State College
Wallingford Swarthmore

S. D.
Downingtown Area-q. D.

.Upper Darby S. D.

Widener University
Bristol Boro S. D.
Rddnor ToWnship S. D.

Wave

York College of Pennsylvania
Central York S. D.
Upper Adams S. D.
.West York Area S. D,
Southern York and So.

Western S. D.

Lincoln University
Oxford Area S. D.

II

II

II

II

Marywood College
Western Wayne S. D. II
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'APPENDIX E

COLLEGE AND UNIVERSITY ROLES AND
PARTNER:41J: PROPOSAL PROCESS FOR SCHOOL IMPROVEMENT

COLLEGE AND UNIVERSITY ROLES

Introduction

For a college or university to have an assistance,role in school
improvement, it must be .invited by a school district and must be willing to
accept the invitation. College or university willingness to participate
means that it will (a) establish a pairing relationship with a school
Aistrict,.(b) appoint its'own coordinator for assistance services,
(c) evaluate the quality of services and (d) support professional
levelopment activities foie its own edUcation'faculty.. Because of resource
and size lititations, some colleges and universities may wish.to form a
consortiut to respond to a district's invitation.

o psiIinz Relationships

Pairing relationships are intended to provide high visibility for
many existing'forms of cooperation and to stimulate new forms. A
relationship involving a college, university Or consortium and one or more
soft-Q-01 districts should be developed for the mutual benefit of all partners
and should.be described in a letter of understanding. The letter might
inclUde items such as

e. a specific number of consultant days (e. g., _10 days)
contributed-by'the college, university or consortium
to the school district,

b. a rate of compensation for any consultant-days-teyOnd---
the-mumher of contributed days,

c. school district requests for college, university or
individual faculty member services through the college,
university or consortium school improvement services
coordinator,

d. *opportunities for various short term professional
experiences for education faculty members in the
school district*,

. *General Standard TII: "Theappropriate faculty shall have 'tho
titution's support for continuing professional development includin;_,

experiences in situ designed to keep the faculty informed of the
pergpectives of basic education." Policies, Procedures and Standards for
the rPrtification of Professional School Personnel (Harrisburg:
1.enasy1vania Department of Education, 1978)

121
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Coordinator

The college, university or cons8rtium will appoint a member of its
staff to coordinate its services for School Improvement. This coordinator,
'along with the Pennsylvania Department of Education's field representative
and the intermediate unit school iliorovement advisor, will assemble college
or university assistance as requested by school district administrators .
and faculty. Because colleges and universities vary considerably in $ize
and areas of expertise, the nature of the coordinator's role will vary from
institution to institution. Generally, a coordinator might become involved
in activities such as:

a

a. meeting with th intermediate unit advisor and
department fie d.iepresentative for information
sharing,

b. receiving all school diStrict requests for assince
and assembling available services,

c. providing the adv,i.sor and field representativeswith
information about faculty assistance capability,

d. ascertaining a school district's sat'i:Sfaction with
the college's or university's assIstance,

e. participating in six days of training for field
representatives, advisors and coordinators and in
the twoday Summer workshops for school districts
with which partnerships have been established and

f. facilitating the college,' university or col:marlWm
aduity's use of opportunities for proTessional
experiences in the school district

For some Colleges and Universities, the coordinator's only role may be to
provide a school district's initial confact with an institution. For
others, the coordinator may become involved in extensive school district
work along with the department's field representative and the intermediate
unit's advisor.

Evaluation of Services

The college, university'or consortium will develop its own policies
and procedures which should assure that the services of the institution or
caculty members reflect well the institution's capabilities and5Jrespond to
rhe needs expressed by school district 6cUlty and administrators.
E\ccording to the pairing letter of understanding, school district
requests for college, university, consortium or individual faculty
assistance should be directed'to the coordinator.



t.e

Fduction Faculty Development

According to General Standard III--in effect since 1976--colleges
and universities with approved certification programs support continuing
professional development including experiences in situ to keep the faculty
informed of the perspectives of basie education. The pairing relatibnships
for school improvement open additional opportunities for a college or
university to satisfy the program approval standard. The experience of
professional development in situ is particularly important becau4e the
changing climate of the public schools requires changed procedures, content
and expectations for educators and those who prepare educators.

f'

a

123



r

PARTNERSHIP PROPOSAL PROCESS FOR
SCHOOL IMPROVEMENT

Request fer Proposals
College and University Partnership Program for School Improvement

Pennylyania Department of Education
Ofti:ce of Higher Education

Harrisburg, PA 17126

Introduction

School improvement is a commitment to growth toward Pennsylvania
goals of quality education. As such it is a commitment to improve
strengths and to, minimize weaknesses in schools and in professional
preparation and certification. It is a cooperative partnership involvin
faculty--elementary, secondary, college and university--stUdents,
administrators, school board members, parents anthother community member
using the resources available through intermediate units, colleges; uni-
versities, research and development centers, and the Pennsylvania Depart,
ment of Education and aimed toward making every school a good school.

e.

Program Coals .

The college and uniNiersity partnership program for school improve-
ment is intended above ill else to promote a mutually beneficial, xqla-
tionship between school districts and colleges and uhiversities. The"'
,school-districts should gSin valuable technical assistance and colleges ,

and univiersities should gain essential school district experiences for
facu/iYi,Pairing relationships between a school district and a college,
universitP,or consortium Should be created which will be sustained long
after the funding period for this requests for proposals. School dis-

tricts shoul4. receive college and university teChnical assistance at'
minimum'cost to the districts. All colleges and universities'with an
intereSt-i;f school improvement and a relationship with a Wave I district
should haN)-e an opportunity to participate.

The statement dif "College and UniversitYkOles" in sehoo1 improve-
ment (4/28/80)--written in consultation with the Higher Education Ad-

visory Committee on School Improvement--presents the general expecta-
tions for this request for proposals. Pairing relationships, contri-
buted assistance services and field training opportunities are foisms of
rcouperation which have always existed among Pennsylvania's school Ais-

triets,,colleges and should (a) provide greater visibility to.eisting,,
forms of cooperation, (b) stimulate new forms.Of cooperation and (c) con-
centrate resources in the school districts in the first wave of school
improvement and in participating colleges Ind universities.

Applicant Eligibility

A proposal may be submitted by a college, dniVerSity or consortium
of colleges and universities which.has made mutually acceptable arrange-
ments with (a) school district(s3 to provide assistance.

J .
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Proposal Ca egories

The ea egories o proposals are:

Consultation 4nd/or Technical Assistance (39 proposals
at amountS up to $1,000)

134 Special.Projectl Twelve Goals of .011uality Education*

(6 proposals at amounts up to $2,000)

C. Exemplary Partnership (3 proposals at amoUnts.up'to

$3,000)

Proposals in all categories shall reflect the attached statement of

"College and University Roles." Category A spports g4neral assistance

to the district and Category B supports general assistance as well as a

,
focused apnroath to improvement in one or more of the Twelve Goals of

,'.

) , Auality\tducation. Category C supports general assistance' as well as

'the steptwhich will leaCto 'and implement an exemplary partnership-Tone

Which addresseswissues.suCh as' governance and management of the partner-

ship, research, and technical ssistance'and one which may be replicated .

in another lodatiOn by partners with similar characteristics.

. \

.

N,N Examples of the kinds of general aSsistance a school district might
eed during the first year (NeedS ASsessment and Action Planning Stages)

o ischool improvement include: \ )E

-- goal definition, clarific tion and analysis

-- curriculum analysis wirespect to scope, sequence, testing

and materia1s.

1ostruCtiona1; ta colleceien, analysis and.interpretation

improvement evaluation design

-- leadership training in project management and budget

-- identification and demonstration of teaching methodologies/

strategies

-- team/group _facilitation

-- data management

0-- formative and sumMative evaluations

*Communication, Mathematics, Self Esteem, Analytical Thinking,

Cnderstanding Others, Citizenship, Art and the Humanities, Science and

Technology, Work, Family.Living, Health and Environment A brief

.desciiption of each goal appears at the end of this request for proposals.',
%N.
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.identification of successful practices and current research

-- community involvemeAt processes

organization (district) self-development

Uie of Grant Funds

Program grant'funds may be used by the college, .university or 4

consortium for:

1. Reasonable transportqtion and: eal expenses for the coordinator
and faculty-Consultqfit.*.

2. Faculty-consultant honorar a,for services above and beyond on-
going faculty responsibili es.and.college or upe ' ity
services. 4

3. Reasonahle meal expenses aspoaia with a college/urjiversity
training program in school improvem nt and joint pl.& ning

.meetings (Categor, C only) with sChool district staff.

4. Reasonable transportation Meal expenses to district and IU
buildings for in situ (General Standard III) experience
programs.

Program grant funds may not be used for administrative or clerical staff
services, coordination services or in place of regular salaries.

4 Funding Period

, Projects funded through this'request for proposals must be completed
by June 30, 1981.

'Proposed Format

A
A proposal may be very brief--two to five pages in length, including

the cover page whi-ch presents the budget and essential personnel informa-

tion.. The' proposal sections are:

A. ;Goal(s) and Objectives ,(For Category A proposal, the "Letter.
of Understanding" may be sufficient)

. B. Project Evaluation Procedures

C. Action Steps and Timeline

D. Letter of Understanding (Appendix)

t,

*The travel destinations include buildings within Wave I districts,
intermediate unit offices, Harrisburg and other locations desrgnated by the
PDE.
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A sample cover page is attached to this request for roposals. The final

report'will include documentatiot of grant expendi ures and i project

evaluation. CategorY C project final reportS will include a description

of the steps leading to he exemplary partner ip as well as a partner-

ship description sufficie to guide other ins itutions and,districts in

a replication bf the partne ship.
f

Application Procedures

Proposals in five (5)_copies-shall be received by the department on

or before Septemher 1, 1980 with notice of funding by Septemiler 15, 1980.

Proposals Which are late because f the timing of a district's invita-

tion or summer vacation schedules ill be considered throughout Septem-

ber and October as 4unds are availa le. For late proposals, plpase indi-

cate.before Septemher I your intent respond. A copy of your "Letter
of Undertanding" with a'school digtri t must be appended to the pro-

posal,: iMail or deliver the proposal to

Sam B. Craig, Jr.
Special Assistant to the Commissio er
for Higher Education"
Pennsylvania Department of Education
16th Floor - 333 Market Street
Box 911
Harrisburg, PA 171267

Please direct questions which arise in the preparation Ok your proposal

to Sam B. Craig, Jr., Harold C. Wisor, or Jane A. Stockdale.
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APPENDIX. F

SAMPLE LONG RANGE PLANNING FOR SCHOOL IMPROVEMENT

Resource Guide:

(Settions 1-3 ,only)

if

Side 'Mee

Needs Assessment
(Programs and ServiceS)

-17 4
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SECTION 1:
INTRODUCTION TO PROGRAMS AND SERVICES NEEDS ASSESSMENT

(pa.ge 5)

Prograils and services needs assessment is the.process by which a district

determines primary areas of student strengths and needs on a building basis .and

districtwide. Figure 1 presents an excerpt from the LRPSI PROCESS GUIDE which

d'escribes the major dutcomes, basic tasks, and reporting requirements associated
OP

with programs and setvices needs assessment.

Fig 11E2_1-

Step 2a Analyze Building/District Programs and Services
Strengths and Needs

Major The major outcome of programs and services needs

Outcomes assessment is the determination of the primary areas of
student strength and weakness on.a building basis, and the
a'ssignment,of priorities to,the needs identified. To

achievethe above outcome, districts confirm their programs
and services goals; analyze the relationship among.school
courses, student achievement and the Twelve Goals of
Quality Education;.and analyze student growth on a variety
of achievement and attitude measures.

Basic 1.

Tasks

2.

/ 3.

4.

Reporting 1.

Requirements
2.

Establish district goals for programs and services
and analyze the relationship of the district's goals
and planned courses 'to the Twelve Goals of QUality
Education
Develop and implement a plan for asSessing strengths
and needs in the area of programs and services
Collect, analyze, and summarize data on current
student p,rformance (growth) on the district's goals
and data regarding staff and community perceptions of
goal importance and level of attainment
Determine priorities for action.planning at both the '
school and district levels

List the district's programs and services goals%
kelate them to the Twelve Goals of QualieY Education,
List the titles of the distriet's,Planned Courses
(K-12). Relate them.to the Twelve Goals.

a. Indicate which Planned Courses deal with intergroup
relations and content regarding minority, racial,
ethnic group, and/or womens' roles.
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(page 6)

b. De-cribe the extent of coordination and articulation
among Planned Courses across grades, goal areas
and buildings (K-12).

.c., Describe systemaCic procedures used to adapt
curriculum sources (texts, etc.) to local needs.

3. List the data sources for each goal used to assess

student growth.
. .

4. List by building for each goal area, whether student
growth is evident, not evident) or that no data are

available.'"

5. List district and building goal priorities.

Approximately 4-6 months.
Involved

ih iiowing poi9ts abou programs and services needs assessment should

'be emphasized:

1. Definition and Purpose:

Needs assessment is most often defined as a systematic- proceSs
for examining the relationship between ideal or intended conditions

(goals/objectives -- WHAT SHOULD BE) and real conditions (program,
test and/or opinion data -- WHAT IS).

The purpose of programs and services needs aSsessment is to
determine both streng-ths and needs? Areas of strength are goals
which are being achieved; areas of need are goals which'are not

being achieved.

The process assumes that the district and schools have a set of
.goals and a program which helps students achieve them (See
LRPSI Process Guide):

The outcome is a list of priorities by goal area which a school's
staff and community want to address to maintain student performanee.

A distinction can be made between discrepancy and deficiency
models (how one examines the relationship between WHAT SHOULD BE
and WHAT IS). Deficiency models tend to focus on goals for
which achievement or performance is low. Discrepancy models

focus on the performance status of all godls: equal attention
is given to strengths and needs, and both are considered in A
setting priorities and aLlocating resources.

Typel_s_if Needs Assessment Studies .aud*Data:

Several general types of studies and supporting data can be pursued
in conducting a needs assessment to dettsmine veas of school strength
and need:
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(page 7)

Studies of staff and community opinions about goal importance--
useful forlocusing the subsequent collection of performance
data to determine needs and useful for establishing priorities
once needs are identified.

Studies of staff and community opinions of student performance
(discrepancy questionnaires, etc.) --- useful for the subje(tive

measure of the degree to which goals are being achieved.

Studies involving analyses of program data (e.g., planned course
analyses; curriculum mappings) -- useful for determining which
goals are not addressed systematically in the curriculum.

Studies invol ving analyses of student performance data (e.g.,
test results, student products, ratings of student performance,
systematic observations of student behavior) -- useful for the
objective measure of the degree to which goals are being achieved:

Combination studies (joint analyses of opinion, program and/or
:test data)-to verify the overall picture --- useful for obtaining
cross-validated information (objective and subjective) on the
status of school or dis&ict needs.

3. Critical Decisions

The critical decisions which school staff make when planning needs
assessments generally involve the following questions:

9

. What are the specific purposes of the study?

. At what level and in what form will district goals be stated?

. What procedure will be used to determi4e relative goal importance'
and who will be involved?

. Which goals can actually be assessed via achievement data
analyses?

What objective data and subjectiVe information will be collected
and used to assess goal achievement?

. What procedures (decision rules) will be used to combine da a
intda fonm'that facilitates determination of strëgt an
needs at the school building level?

What decision rules will be used.to combine and evaluate data
fromothe various school buildings in order to determine priorities
for action planning at the district level?
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Analysis Procedures and Decision Rules:

Each of the needs assesspent studies and resultant data provide
codparative information about.goals. Objective data oa relative goal

achievement is usually summed across groups and categorized or
reported in'terms of percentile bands, stanines and/or absolute
scores., Subjective opinion data on goal importance or achievement is

also svmmed across groups and categorized. Once the various types of
study data are summarized and categorized, decision rules are used to
combine the data to determine.which goals should be priorities for

action planning. The three (3) general types of decision rules or
procedures empldyed (tabular approach, decision matrix and formula
approach) to combine data for final deciiion-making are illustrated

in Section 5,

5. General Cautions:
-

Needs assessment Should focus not only on easy-to-measure
cognitive goals or skills but also should examine more
difficult-to-measure Skills, attitudes and values.

-It is very important to involve school staff and community
representatives in the planning and implementation of a needs

assessment. The process is as important as the product. Staff

and community who-have been involved will "own" the data and

will not have to be "sold" on the fact that work is needed on a

specific goal. Where staff and community haye not be involved,

priorities'tend to be viewed as coming from the top doi and are
less apt to be accepted and supported.

ti
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SECTION 2:
DISTRICT VARIATIONS IN PROGRAMS AND SERVICES NEEDS ASSESSMENT

Technical assistance partners should expect to see variation in the way
. districts approach Programs ancr_services needs assessment. Some of the vari-

ations among districts will reflect:

1. Needs Assessment Expertise/History. District staffs vary in knowledge
and skills. For example; some districts will" have recently completed
Middle-States, an IU spohsored Evaluation Review, or a more general
needs assessment indepedaent of LRPSI. *These districts will likely
desire to use these data as part of their LRPSI needs assessmentg.
They should be encouraged to do so. Other districts may last
coMpleted a needs assessment during their previous long-range plaRning
effort and may be open to suggestion for the current UPSI process.

2. District Goals. Districts' educational goals.will vary in number,
content and level of specificity. Districts also will vary in the
degree to which their goals are ,systematically related to the schools'
real curriculum, instruction and testing program.

3. Planned Courses. Districts will vary widely regarding the status of
their planned courses. Districts that have, or are moving toward,
planned courses across the board will be able to complete more
readily the planned course analyses called for by LRPSI: (The
Planned Course -'Guidelines)

4. Information and Data Available. Districts will vary widely in the
quantity and quality of information they maintain with regard to botii,
instruction and management.

At one extreme.ar districts that:

. have criteik,ion referenced instructional systems In pl.aCe for one
or several subject areas.

. administer batteries of achievement tests at several grade
levels.

. systematally update goals, curriculum and testing.

. maintain extensive student records.

. follow-up graduates to adjust course offerings.
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At the other extreme are districts that:

. have less precise instructional systems.

. have access only to EQA data and perhaps a single standardized

test.

are much less systematic about the relationship among goals,

curricula and testings

are less systematic about student records and follow-up.

Districts that differ widely in their policies toward curriculum,

instruction.and testing will vary in their capacity to identify

specific student needs. In general, a more detailed assessment of

needs.should be expectdd from districts, that have more fully developed

policies and practices in these areas.

. Alternative Approaches. Districts will vary in the specific procedures

and approaches they use for needs assessment, such as:

. the goals they establish to structure their needs assessment:

.
the procedures they employ to determine the importance of the

daoarS.

.
the goals for which test data is actually collected.

. the kind and amount of opiAon data they collect and the overall

.
*emphasis they place on opinion data.

.
the nature and extent of the test data they examine to assess

goal achievement.

.
theilevel of specificity Of assessment for each goal.

,. the nature andextent of their planned-course analyses.

.
the decision rules they use to combine program., test and opinion

data -- at building and at district levels -- in order to arrive

at priority goals for action planning.

.
the relatiVe degree of involvement of various audiences --

teachers, parents, etc.

The above variations are to be expected. The intent of LRPSI is-that each

implement programs and services needs assessment in a manner that is

nizt il',LAng to the district's capabilities and operating procedures. Overall,

LRPSI needs assessment is intended to encourage districts to engage in data-based

analyses of student performance in all goal areas.

184'
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SECTION 3:
POSSIBLE ROLES FOR TECHNICAL ASSISTANCE

WITH PROGRAVIS AND SERVICES NEEDS ASSESSMENT

This section suggests ways in which technical'assistance partners can
assist districts and maintain partnership relations:with district staff and
other technical assistance partners. Technical asSistance partners can, provide
a number of services:

Assisting with Programs and Services Needs Assessment

1._ Provide a conceptual overview of the purpose and outcomes of programs
and services 9tfeds assessment. Clarify and interpret the information
in the Revisid LRPSI Guidelines and the Process Guide.

2. Present.examples showing how other districts approached each.of the
needs assessment tasks.

3. Help districts identify information or technical assistance needs
regarding needs assessment; suggest alternative ways PDE, the Ill's or
IHE's might provide help to address those needs; negotiate, what help
districts would actually like to receive. For example:

. facilitate delivery of district's EQA results.
assist with.interpretation of "distritt profile data" or EQA
report.

. present and explain methods and_proceduresAised by other districts.

. deliver Workshops to district and school staff.

. make district staff aware of PDE workshops or Executive Academies
on needs assessment.

Maintaining Partnershirs

1. Initiate regular contact with technical assistance partner working
with the district to coordinate provision of services, information
sharing and problem-solving.

2. Examine past district needs assessments to develop an understanding
of district 2xperience and expertise.

3. Initiate conversations with key an-trict staff about needs assessment
and explore district attitudes, capabilities and needs. If possible,
discuss past needs assessments in detail: purpose, information
collected, use of information, consultants used, problems encountered,

4
etc;

4: Maintain rtgular communication.With key district staff.
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APPENDIX G

LONG-RANGE PLANNING TOR SCgOOL IMPROVEMENT

.MID-POINT LRPSI PROGRESS REPORT GUIDELINES
-

(May i, 1982)

A Mid-point Progress Reportshould be submitted to the Department of
-ducation after substantial progress has been made in the district's
implementation of its Long Range Plan for School for Improvement. The

report should be.approximately five pages inllength, and should contain
Ho information outlined beldw. The complet d report should be given to
the district's PDE achool improvement field epresentative, who will
,-uard it to the appropriate regional direçitor in the School Improvement
ministrative Division (SIAD).

Major District-Wide Activities and Outcomes (LRPSI Sections 1-5)

Describe (list), by LRPSI section, each of the major activities which
are cOmpleted or in 'progress. Provide a brief evaluation of the
outcomes of the activity to date. Use appropriate stpporting data

where possible.

B. Individual Building-Level Activities and-Outcomes

By building, list each priority goal and provide a brief impact
statement for 'each- gbal's implementation progress,

District-Wide Needs, Constraints, Required Assistande

Describe any distric,t-wide LRPSI-related needs revealed by ydrur

ongoing evaluation. Inelude constraints,technical assistance required
and any additionaf related concerns.

OPTIONAL

TT,dating the Long Range Planfor School Improvement

Describe any substantial changes in the LRPSI that are anticipated by
the school district as revealed by an analysis of'the activities and
evaluation included in this repOrt.

NOTE: Substantial LRPS3 4hanges (for example: addition or change in
goal priorities; majdr .educational, program changes;.school building
closina, renovation or construction; major enrollment changeS; grade
reorganizations; staff reorganizations) should receive school board
approval before submission. to the Bureau of School Improvement via the' .t
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school improvement field representative.

An abbreviated exaTple of an LRPSI Progress REport is attached and
represents one reporting method. School districts may select their own
format and reporting style. Questions concerning the report may be
djredtea to the PDE School Improvement field representative or regional
director.
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School District

Address

Phone

(OPTIONAL EXAMPLE),
LRPSI PROGRESS REPORT

Submitted by

Signature
(Superintendent or LRPSI Coordinator)

Date

(Typed Name)

SI Field Rep.

`!AJOR DISTRICT-WIDE ACTIVITIES AND OUTCOMES (LRY'SI, SECTIONS 1-5)

Activities Completed or in Progess:

_C.:tion 1: Programs and Services

Priority Goals

Communications

4

Mathematics

Outcomes

Mean scores pf comthercial tests
(SAT, CAT) and EQA show a slight
inctease in the elementary pro-

gram. Secondary scroes have
increased within EQA predicted

bairdl

Faculty survey indicates overall
improvement in student writing
skills at all levels.

-k(tion 2: School District Management

Direct supervisory and curri-

culum development efforts
toward improving curriculum
and inStruction in each .

priority'goal area.,

140

The intent to complete a K-12
mathematics continuum. . .

Act 80 days were used for inser-
vice of staff on district-wide
prioKity goals. Our IHE partner
(Everyone University) provided
assistance according to the needs
identified by staff. Meeting

dates were ...
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Section 3: Personnel Development

I. Examine staff inservice needs
.according to the priority goals
and'establish inservice courses.

Section 4: Communication/Staff
Involvement

1. ,Continue community involve-
ment in the Iong Range Plan
for School Improvement
process.

The inservice needs assessment was
completed. Inservice courses
district-wide and on a credit
basis have been provided for
the goal areas of communication,
mathematics, self-esteem, and .

instructional skills.'

;

Parent advisory council meetings
have been continued and directed
toward continuing dialogue dliout
priority,goals and School Improve-
ment. A policy committee has been
established.to review and advise
on use of cable television in-
structional programs'during the
school day.

Curriculum committees of teachers
parents and students have been
formed as 'part of the work on the
goal of self-esteem. They con-
tinue to serve in an advisory
capacity.

ection 5: Nondistrict Support Services

Nondistrict resources required during the impaementation phase of
LRPSI have been concerned primarily with programs and ,;ervices
(curriculum'and instruction). Additional resources were used for
help with management activities regarding,the energy plan and
school inservice scheduling, 'and with the community involvement
efforts.

,

1HE Consultant - Communications goals, four meeting Re: PCRP

IU SI Advisor - assisted with inservIce needs survey
PDE Field Rep. - advised on committee composition
CB'Energy Associates - advised on energy plan,
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