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The Design and Implementation of a Statewide.

Technical, Assistance System for School
. Improvement: Alternative.Considerations

T

Abstract

CR >

X . v . -

This paper describes and analyzes the alternatives considered in

‘designing, and implementing Pennsylvania s gstatewide technical assistance

© -

system for school improvement. Implications derived from recent RAND

TAG RDU, NDN and ‘RDx research studies pertinent to the role of technical

" . assistance in school improvement are reviewed The practical

~

considerations encountered in relating the research implications to the

general design, management,Vimplementation, support and-evaluation
components of the sYstem are described ‘from a case study perspective.
Overall, the paper should be "of interest to practitioners faced with the

>
task, of developing technical assistance systems and to those interested in

- Jp—

_knowledge utilization and dissemination.

-
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Introduction -~ - Lo

i i
) i @ - : b'

This paper describes and analyzes the . consideratiohs involved in ¢ V.

.
I3

designing and implementing Pennsylvania s technical assistance (TA) system’

or network in‘support of a,statewide schocl improvement 1n1tiative. The

key features of Pennsylvania's Long-Range Planning for Schoo] Improvement

A v

(LRPSI) initiative are described ito provide a’ context for the technical

\
assistance system.’ The results of recent research on school improvement

-

“ A

and change which influenced the overall design of the school improvement'

effort in ‘Pennsylvania also are high11ghted In addition, recent reseérc

L
(9

data supportive~of:the contribution of technical assistance to effective

e,

school imprevement and oﬁange efforts is cited.,‘ ‘ '

0

. The design of the technical assistance network;developed to support

school improvement in Pennsylvania is degecribed with‘regard“to speéific
design features in five areas: technical assistance roles and functions,
A .

selectlon and training of technical: assistance staff; organization and -

management of a techn1cal ass1stance system; support systems for techniCa

assistance stafi; and the evaluation of technical assistance. Mdre

specifically, prescriptive information* from literature and'research

s ) . . , : ‘
pertinent to each of the five areas is summarized in "chart format."
> o - . : c &

Specific design features oﬁ‘the Pennsylvania.technical assistance network

are Juxtaposed in the charts beside thé related prescriptive information.

-

The evolution of the’ network and some of - the practical considerations

PennsylvanlauDepartment of Eduéatlon (PDE) stafffencountered'in the cOure

of designing and 1mplementing the technical assistance network, are -

-

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

Ly

<

h

. ,

e
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1 ' /‘ * . . ) " ! 1
? the brogreés to date of the schoolVmerovement.and technical assistance

o v

‘network initiatives is also provided. Thé'paﬁgf déncludeshwiph SOme: L

L

-general reflec 8 on the‘&pbilcability, in a prescriptive sénse; of

recent linkAr research to the design of a statewide technical assistance .
. . : S . . . , . B .q,\ . s
_network: ' ' - ST

-~ ’

The Pennsylvania Schcol Improvement Initf‘iat:ive1

The present PDE administration introduced a "new" school improvement
Anitiative in late 1979. Its intent was to butid upon, integrate, amd W

-~

.update the cdllective school improvement activities and experiences. extant

o .
»

in the_stage department.’ The design of the "new" initiative was a ‘collab-

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

tiveness and,planned change. Accordingiy, a large PDE taSk fgrce, under

¢
»

" the direction of the Commissioner of Basic Education was convened %nfthe -

o .

falil of'1§79 to develop a plan for statewide_schdol‘improvemgnt.

a 4 B

~ The design work of th% PDE school improvement téskaforce was.pre—

- sented to,.reviewed by, and discussed with every major educational
interesc group in the state. Task force staff also con'sulted the

educational laboratory and center group, Council for Educational 1 ' =

. 3

De@elopment and Research, for information on school effec;iveness and

'ghange. This extengive c&llaborative, R&D-based design effort
—~ ’ o .

Ld

lIﬁ.addition to the school improvement initiative'in basic education,
the state is also involved in (1) redesigningithe state's professional
education and certification system to influence and strengthen the téacher
preparation process at the 89 colleges and universities invoived in
‘teacher preparation 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 ifApril, 1980, in theﬁimplementation of a comprehenSive-design'

¢ . . s £
. .

. ; . ) : . B
for school improvement in Pennsylvanid. Periodic amendments and Tevisions

to the ‘school improvement effort are envisionethased.on field'testinggand

]

participant feedback." S !

Components of School Improvement in Pennsylvania

o

. a )(J
The components_dl the Pennsylvania schqol improvement'initiative.are
. N ) ’ ) ) '.', /.
best described in relation to the state's primary aims for school

improvement. These'aims are:‘ (1) to foster increased student growth in
the areas outlined bv the state's 12 goals of qualitydeducation; (2) to
encourage schools to engage in a systematic, cyclic school improvement z
process; and (3) 6 deveLOp a technical assistance system to facllitate
and support schools; implementation of thexprocess. Although each of the

aims are central to the state's improvement“effort,'increased student

: v .
performance constitutes the ultimate focus of school improvement in .

Pennsylvania. The components of school improvement associated with the

N -

throe aims- will be discussed in order.

Student Growth in the Areas Outlined by the Goals of
Quality Education: The Educational’Quality Assessment Program

(_ The state's Goals of Quality EduCation provide the structure for’

‘exam1n1ng schools' curriculum and instruction needs.- These goals focus on

-

the areas of communicatlon skills, mathematics,‘self—esteem, analytical
thinklng, understanding others, citizenship, arts and the humanities,
science and technology, work family living, health and }he environment
The operational definition of each goal, vis-a-vis subject matter and
student pertormance 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

by

o
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¢

mandatory Educational Quality Assessment (EQA) program. The statebtests
. . ' . : :

@ - . [y

are administered at three grade levels agd provide comparative

-

state-normed. data of use to school improvement planning The data is

'sl -

reported and aggregated using thg school as the unit of analysis. ,More
specitically, the present EQA Inventory prov1des subscores ip 11 separate

areas for each"grade -~ 5, 8, and 11. Cognitive test- subscores are

provided for reading, writing skills, mathématics, knowledge of .
law/government, health knowledge, career'awareness, knowledge of“human

accomplishments and information_usage. Affective measure subscorc are
provided for self-esteem,’understanding others, interest in school and

1earning, societal respon§ib11ity, health and safety practice cteative

?

activities, and appreciating- human accomplishments.

¢ . - " A

The EQA Inventory also provides‘schools'with informatica on 35

condition and -respurce variables (e.g., student, 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 students know ‘and

feel, teachers' perception of the school and community, and how these

!

attitudes compare to those in schools throughout the ‘state.

v Y ) a‘ ) . - .
‘DistrictsJare encouraged to use EQA data and a goals ranking

- procedure in the in‘'tial phase of a district's or school's needs

assessment. The,requirement-regarding needs assessment, hoWever, is

flexible; districts dre strongly encouraged to use any and all test and

opinion data available to determine needs in their schools.
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A'Systematic Improvement Process c ' , 4 N

The state's second aim —— to encourage schools to engage in a
. [ : ' ‘ -

systematic, cyclic, improvement process ~- is addressed primarily in the
A
state mandated, and recently revised Long—Range Planning for School .
. "
Improvement (LRPST) guidelines. These guidelines offer a framework for

<

cyclic’local.sthool improvement through five major ?ctivities:c initial

. . ‘ ‘ _ ;
preparation, needs assessment, action planning, imélementation and
evaluation. : - . . 7

’ . ) )

The. LRPSI guidelines focus attention on two primary and three

.

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

district management praEtices. . According to the‘ﬁroposed planning L
process, each of these primary areas is éxamined for potential improvement

needs. - The suggested procedure generally Involves:

e deciding upon relevant.goals -
_ . )

@ collecting and analyzing hard data and information
, .(building-ievelldistrict%wide) specific to,.the attainment
\ of each of the goals
¢ obtaining perteptual data from relevant audiences (students, .

staff, -community) on the perceived importance and degree of

sehool/district success regarding the goals .

¢ comparatively evaluating the goal attainment and éoal
importance data to establish prioerities for school *+
1mprovement (building—level/diotrictwwide)

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

. established above, for school’ improvement -

o preparing buildlng—level/district~wide action plans to
describe who will do what, when, and with what resources
regarding the selected improvement a?tiVIties.

[N

slu




their community/staff involvement, staff development* and resource-use . /

7
: - L. ) ) 7 ) . »
Districts are expected to develop action plans to address priority needs
in the two primary areas. : ' . ..
2 ’ o

"In addition,idistricts are asked to examine three specific areas for

s

potential action from the perspective of their relationship to the two

zprimary areas. Either concurrently with or immediately after prepar1ng

_ a?&ion plaens .in the two primary areas, districts are asked to examine /

a ] /

policies/practices to insure that they either support or are coordinated -
with the action.plans.:

. -Considered as a whole,'the'suggested schood improvement procedure

‘incorporates a number of unique features-or elements:.

e the Pennsylvania initiative has built upon a number of s N
antecendent -state programs, thus promoting continuity and
ownership with existing school improvement programs

s a buildingélevel approach to assessment, goal setting,
action planning, implementation’ano evaluation is stressed °
e’ community involvement in problem solving and planning
. regarding curriculum\and management concerns is stressed

e the procedure was designed to reduce the amount of paper worg .
involved in LRPSI and to result in useful, concise action \
plans that would serve as real guides to building/district
staff ﬁn:implementing changes .in program and management areas

e the procedure emph~sizes both building—level 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

: s
e public statewide recognition of district improvement efforts
(i.e., districts will be publicly pre-registered and .
registered by the state upon completion of actign planning and
implementation—-evaluation efforts, respectively, in a given
- five-year improvement cycle)
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e finally, the procedure provides for systematic technical
assistance to‘districts during ‘all phases of the improve-. .

" ment process. ’ . o

A Technic Assistance System . ’ =

among PDE, intermediate unit and higher education staff worﬁing in
s . e i
regional teams at-local district request. The partnership system stresses

the strengths of the respective partners. PDE'sbstatewide information

perspectlve, technical assistance expertise, administratlve authority, and
financial and,infornation rEsources; intermediate‘unit content and process
expertise, geographic location and history of serv1ce to the districts‘
and higher education expertise, interest and resources in specialized
school improvement areas.
" The regionai teams work with one or more'school districts and their

wgtaff through the‘duration of a district's school improvement efforts.
The.strength of the’team'concept iies no; so‘mnch in its geography as in

"~ its networking capabilityi The PDE'field representatives are assigned to
one or several districts, as they.desire; the IU advisors work with all
districts in - their intermediate unit area; “the IHE 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 identified to 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 identificagtion.

et
o

The te:hnical assistance system or network is viewed as a partnership ’

J
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+ Management of this effort is coordinated by staff of the School :

@

\hlmprOVemenE Adginistrative'Division (SIAD) ijjhave the job title of’

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

I

training programs'and materials for all technical assistance staffy :

. *
3
4

provide orientation/planning workshops and teleconferences for district

staff involved in school‘improvement; manage an igformationvsystem for

>

monitoring and evaluating technical assistance’ field operations;

- coordfnate, monitor,'reassign, select and/or retrain technical assistance
staff as dictated by emerging needs and conditions; revise technical

assistance S§stem procédur?k“as the school improvement program develops;

/

v 9

~and manage a school improvement region ¢tonsisting of one or more
- .

intermediate pinit areas. ) T -

* . The technical'assistance network is supported by a resource system.

Akkey component of the resource system is the PDE Resource Center. The
' . . b N

-

Resource Center encourages coordination of PDE rebources, houses a core .

.

collection of materials,jacts.as a PDE link to information services such

a

; -
as RISE, (Research and Ihformation Services for Education), PRISE

~

(Pennsylvania Research and- Information for Special Educatién), VEIN (Voca-
tional Education.Infprmatign e wofkjyand the State Library, and acts as a'%

centralized potnt-for PDE's school improvement field representatives to
o / M . o ' s S
access information on technical assistance and educational programs that
.. * . >

<. PR .
.

work. The_Resourcf Center also’maintains a human resources file to ~

¥ »

. e 5 ' . :
bolster the technical assistance system. In addition, a resource network
i

is alsb being developed t¢ share promi;ing practices initiated a$ a‘’result

- of the school improvement process. -

.




Research and Development Program Base A
L N P -

Many of the general design features incorporated in the Pennsylvania

school improvement initiative reflect the influence and c&hsideraéion of

receﬁt research findings. on school improvemeﬁt‘and change. A seleéﬁ

:;view of these findings is presented-in Appendix A. Reflecting’this'R&D -
base, the school iﬁprovement effdrt in Pennsylvania was systematically ‘
designed to (1) aCcommbdate an array of locally identified ﬁeeds; (2)

facilitéte staff involvement in a participative cyclic, problem~solving.
improvemehr process at the $9h°°1 buildiné leygl; (3) provide professional

and fiqancial ipcentives for barticipatibn'in the program; (4) be flexible

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

ihterface gracefully with ongoing improvémeﬁt effdrts; (6) provide social

Ve

incentives and rewards for districts'?pontinuéd participation, in good
faifh, in the process; (7) provide for sustained techhica},assistance to
local staff with all phases ofg?he process; (ﬁ) encourage local

educational staff to match syg;ématically R&D-based solutions with’

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

process.

The Importance of Technical Assistance
to the School Improvement Process
] ' ’

The Pilot State Dissemination Project (PSDP, 1972),iNational Diffu~

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

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

tively provide support for the conclusion that external technical
‘ . . > ‘.

¢
[} - -
. *

e
~




:

assistors can make important contributicns to the success of local school

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

’ ‘/

(1982) pointed out that the type of technical ass1stance offered districts

o

was critical to'the success of.the educational change process,"/ -

.

Rosenblum discussed theftypes of technical assistance involved in.the

context of four ‘approaches or-models to change; ‘In the regulatory approach,

i .

; e SR ‘ : . . . ' .
compliance reli;:d hssistance;in the form of external:monitoring to insure

conformity with Yederal or state program regulations and reporting

~d

requirements was found to have little impact on program effectiVeness or
success in terms of desired outcomes (Hill, 1978). In .fact, mandated

regulations were found to be much less influential in producing change
- 4 ’

than local commitment to change (Berman and McLaughlln,\1978) Similarly,

assistance in the form of systematic dissemination of ormation about exemplary

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

’

school adoptions or changes in‘’practice. Some form of persopal interven-
: ; X TR X
tion is required to initiate interest.in and to facilitate the usegﬁfknew

programs or practices (Enrick and Peterson, 1978)

-fr\.‘

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

./" -

»agencies that may be critical. For example, when problem solving
assistance (the linl'ge model) was provided in'(l)«matching nem programs
-with locally identiijed_needs, and (2) im ementing:the'programs; the
programs were adopted and implemented with the desired effects (Louis, et
al, 1981 -- Study of RDU program). Simﬁﬂarly, from %he frame of reference
o ‘of the (local) contextual model of changg, it was conclgged that technical

/

3

7
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assistors can operate to reduce local bartyiers to change and can

school improvement efforts if systematic attention is paid to all ph\ees

"of the change process. . : ' | .
. . & .
The Design of a Technical Assistance Netsmork in- Pennsylvania ' /
Design of the technical assistance (TA). network in\Pennsylvania . -

something to suggest pertinent to the development of a technical asais~ .-

.

facilitate the’ change process ( Louis andRosenblum, 1981) In adﬁition,
(7 v\
it was reported that LEA .staff appear to respond to incentives created by {

social.interaction with externalxagenms. Rosenblum (1982) concluded that
skilled external assistors can "assess LEA political and cultural condi—
tions, develop strategies that are responsive to those local conditiens

and help foster involvement, commitment and capacity for change, if a

continuous support effort is carried out -- with both adequate time.and
. . g, <y . ’ .
resources,' - Thus, recent research snpportsvthe notion that the provision .,

of adequate and timely external technical assiatance can facilitate local
q

.

involved consideration of a number of conceptual issues in five majqr

design areas: specification of technical assistance roles and functions

..

to be rformed; developmént of technical assistance staff selection and

¢
.

training procedures, development of an internal organizational structure

for management and administrative purpoSPS' identification and develop-
&

ment of required Qupport systems, and evaluation and refinement of the

5

technical ‘assistance network Jn each area, the literature and research

on technical ass1stance fnd educational linker activities potentially had

V4 e o '
tance network. : a , o

.. R s
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In the following sectionsu prescriptive'information f;%m the litera—\

2

: 'ture and research specific to particular design areas is outlined along

with related design features incorporated in the design and 1mplementation

of Pennsylvania s technical assistance.network, The events and considera—

tiong involved in the design of the(network are'described and discussed in -
' ' e

ps »

light of the prescriptive datd and the context of the school improvement

v
t

initiative. The actual design of the network or system, however, did not
occur in a/linear manner. Progress on the design of the system occurred-
‘developmentally and interactively oVer a several month period on a numbef

of fronts. Various technical assistance network'design and pollcy

f the school improvement task

2
>

several concept papers, along with

toncerns were addressed b] a subcommittee

force (1979 1980) The preparatlon o
'subcommittee discussions, consultany input and task force reviews collec-
tively resulted in.a working design for the technical" assistance network.
The crosSWalking of the R&D—base with- selecthnetwork design features
and discussion of the decisions and considerations addressed by PDE staff
was undertaken in .this paper for both documentary.and heurlstic purposes.
Due tojtime and space considerations. this paper will'examine onlv a few
of the key issues confronted by PDE staff, in each of the five major areas
c1ted _above, as development work progressed For similar reasons, the
paper will focus primarily on the functioning of PDE field representatives~
and regional directors.. Intermediate unit and higher education partners

involvement will‘be outlined,

Role Definition and Implementation Considerations .:

-
14

This section of the paper addresses some of the decision Processes

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




NJ‘

+ degree of structure of the technical assistance'to be delivered by the
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 is alse - -

3

described.

e

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 ass stance system undertpok the preparation

P

concept papers outlining the types of

and critical.review of severa

'assistance‘desired_and the potential staff available for delivering the’ : |

. - g N
. ) /

assistance. PDE staff were concerned with, "What form, type and style ofy o
techpical assistanee«to deliver?" "The literature and research-citedpin

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

o or technical‘assistancé (communication, resource 11hﬁ1ng, process help,

v

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

;ﬁ. of all phases of the school improvement process.. ,' _ ' ®

}

be most appropriate for Pennsylvania. Namely, (1) a very large number.

Consideratlon of several contextual factors eventually resulted iv

the conclusion that a pa?tnérghip approach to technical assistance would

¢ (501) of geographically d1spersed districts ultimately would require

assistance, (2) PDﬁ as an institution had a broad base of expertise in ' : ‘,7 4?.

.

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

units: (IUs) ‘had alrbady establishe- a track record of service assistance

‘to distrlcts in a large number of educational content and process areas;’

13
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. (4) the state's institutiofis of higher’education.(lHEs) were strategically

° dispersed across the state‘and might serve’as nniQﬂe‘resoﬁrces*if properly

e .

approached andfmotivated.

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 services i order to
have‘maximumkeffect. This conclusion, codpled with thehdesire to huild
broad“statewide’institntional.support and.ownership for the-schqol.
improvement\initiative and the peed to, utiliae all available resources --
led PDE task force staff to propose'a partnership approach to the design~

- »of the.technical assistance network. The technical assistance 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. Rqom was provided

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

. as each local situation dictated The PDE field representatiVe (technical

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

communication and ooordination of activities among the partners. The

proposed assistance waszbasically client~centered and delivered upon

client's request.

Al

Intensity and scope of technical assistance.2 Determining how many

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

¥

-

.

: : ) - " .
: 2Thi§ section on intensity and scope of technical assistance is based
. e " in part on a "working PDE paper'" prepared by Joseph'Skok, Chairman of the -

PDE Roles Subcomm1ttee, School Improvement Task force entitled, "An
“Analysis of Two Systems for Deploying School Improvement Field Ekpresenta~
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 staff “The literature and

research cited in Chart;l, Part 2 generally argued that*more'adequateaa

£l

~technical assistance was provided uheﬁbtechnical assistors (linkers) spenti

» the large majority of their total job tige in .their technical assistance
o, A . . s oL -~
role while working with a relatively small number (2-5) of. schools. PN

\
[

Discussion focused on whether PDE staff should serve as field reprﬁ—

v,

. - ‘~ . ) v . i y N y k ’
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'unitvshould,be high, moderate or low., Exam-

ination of the literature cited in Chart 1, Part 2 along with suggestions
~ _ . . . e
from former Pennsylvania R&D Utilization program staff who were members of

.

the task force, resulted in~initiallcommittee consensus on a six-visit=

perfyear—per—school unit of . level of assistance.

~Since the'first Waye of thenPennsvlvaniaAschool improvement effort
was. scheduled to involve approximately 78 districts with a total of some
3 500 school bu1ldings during 1980-81, simple .arithmetic suggested tuat a
total of 3,000<school visits would be requirea if six v1sits were to be
madeAto eachISchool. Assumlng two ouilding visits perAst:;f vlsitation
A day, éxtotal of 1,500 person days would be required'for actual school
visitations. .Considering that"each staff visitation day usually would

requ1re 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 1mprovement was calculated ‘to require approx-,
imately 20 full-time staff, .or full time staff equivalents to serve as

school improvement field representatives in year one.

<

-
. e

2y
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Extensive discussions among school improvement task force staff

R

Research for Better Schools consultants, and other PDE staff identified

L}
-

two basic ways in whigh the personnel needs for direct technical

assistance to schools‘could be satisfied. One alternative was to simply

‘®reassign 20 PDE staff to full-time positions as school improvement'field '

*

representatives. The second alternative was to assign approximately twice

as many, staff, 40 or more, to serve part-time as school improvement field
s . , 0 : : - :

-

representatives, The pdrt~time assignments represented the lowest level
¥ ‘ g rep gd ¢t es!

’

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

possible if a reasonable level of ‘personal commitment on the part of staff

was to be maint .ned.
Q The "two alternatives“werebsummariéed as-folloWs. (D twenty PDE
staff“could be assigned full-time to an organizational unit like- the
‘Bureau of School Improvement to.. serve as school improvement field
ﬂrepresentatives. The 20 staff would accept duty assignments as'permanent

memberg of the new unit. They would'be supervised by the bureau director
through a division chief 'in the usual PDE manner. All travel and other
support functions for the sgaff‘would be assumeddby'the bureau to which
the unit was'assigned;'or (2) forty or more PDE staff couli be.assigned to
the role of school improvement field representative dn_a part-time duty
assignment. Each'staff 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

Y

. supported by their existing unit and be supervised byrtheir original

supervisor; The part-tyime alternative had to be somewhat 1ess than fifty

percent due to state 44& federal regulations and policies limiting the

-

16
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amount of time PDE staff, fully or partially supported by categorical

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

Ch

categorical programs.
: _

4

The notion of PDE staff performing in a school»improvement field -
’representative role on a part-time basis added %omeIVery important’

consideratlons to the design of. the management system for school

o

improvement ‘field services. The considered opinion of committee staff was

-

that the delivery svstem using part—time field'agents'could only be viable

if the system provided that the field representatives by_supervised in

\

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

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

PDE supervisorstwould becomé school improvement supervisors. It also

-

meant that there must be a coordinating unit established perhaps in the
§
a N
Bureau of School Improvement, to facilitate communication between and =

v

among field representatives and to sewve as a control poini‘%@r the .school
improvement management information and quality control system. AlthOughA‘
- the system using part—time field representatives presented some unusual

A

problems, committee staff felt that there would be no unresolvable 4
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‘deliveryvalternative was

assigned -a Likert scale value from one to ten for each criteria item

~ .based on theéﬁézzinsus of committee staff. By a-priori agreement some

17
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items were Weighted differentially. The_ratingS‘were summed_across the . g
ten critéria to.ohtain total scores for both alternativesf The results
- ~ favored the second alternative, "40 or more part-time staff" (1l2 versus

141 points). Accordingly, staff initiated the developnent of a delivery'

system, for the provision of technical assistance to school districts

based on the part—time assignment of PDE staff as'field representativesf

. It should be noted that based on the yeaI one implementation experiences
: b

‘of the field representatives, the unit of service was changed to the

1

district and the number of proposed ‘on~site visits was adjusted back to
approximately one per month per site per field representative. On the
w ! : .. : % : ’
- average, 1t was assumed that.each visit would invelved 2 {XKENdays>when

: one added together Jpreparation, travél, 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.

3

. 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 lgdid
not provide sufficient description to facilitate unambiguous understanding .
'of the role. PDE staff also anticipated that the number ofnfield
‘ representatives required would increase each year overjthe next five years
‘ as‘more districts entered the process and as turnovers in staff occurred.
\‘ ‘Morevdetail in the field‘representative'job description wasbneeded to
facilitate role clarification, role implementation, staff recruitment,

. "staff training, and some coherence and consistency of implementation.of N

the role across field representztives to win the confidence of LEAs. This

v - . 18 . o 2%3




./ implementation.

need was in full agreement with the prescriptions from the research cited '

'in Chart 3, Part 1 which essentially argue for adequate dp«front role

description and clarification aécbmpanied by on-site flexibility of

[ .

Accordingly, PDE Sghool Improvement Administrative Division (SIAD) ' .

staff undertook a task analysis of the problem solving improvement prOcess

£l

district staff were being-askedrto carry out. STAD étaff.nethperformed

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

be providéd with each of the common tasks and actiVitieg inVolveé in
implementing the school improvement procéés. A model for the analysis was
provided, in paft,“bf a recent study of the linking‘progess (Patrick, |
McCann, and Whitney, 1981). Chart 1, Part 3 illuscrates tﬁe suggested
types of assistance that PDE field représentatives or other technical
assistance‘pantners in the netwoék%might provide to districts. This
structure prbviﬁea the needed clgrific;tién of the tech&icél assistance
rolés. Field represeptatives are granted é wide range of flexibilit& in
ﬂegotiating; brokering and/or directly providing technicalAassisgaﬁce . )
based upon (1)‘éach dié?rict's needs and receptivity to Working'with field,

.

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

’
.

skills of each field répresentative.

Steps in the technical assistance process. PDE SIAD staff viewed the
technical assistance process both from'én individual and a group or

systems pé}spective. 'From the individual's perspective, field

representatives were familiarized with the general steps in a single

‘linking or assistance activity (éee Chart 1, Part 4) with appropriate

emphasis on the importance of interpersonal skills and ﬁimely_delivery of -

° g




~and among the technical assistance partners and LEA staff.

‘assigrned field representatives on a‘}ong term basis.’ Opportunities for

The literature offers a ﬁhmbér of guidelines on the iﬁplementation of a

.

”

promised services. In fact, the_traininé sessions,conductéd,for field

representitives,invblved role-play simulations of the interaction between.

5

The long range planning for school improvement (LRPSL) process

requires speciiic tasks and deliverables of LEAs. ‘From a group or systems ‘ I
perspective these tifks and deliverables provide systematic entry points .
. . |

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

f s Y . i - €J
field representative, intermediate unit advisor, gnd higher éducation -

coordinator interaction:and engagement with LEA LRPSI‘coordinators and
4 . A .

staff were systematically built into the initial LEA LRPSI erientation and

- a0

’ .~

planning sessions ﬁésigned by PDE. : . ..

Similarly, Chart !, Part 4 illustrates that procedures dnd- resources

[

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

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

v
\

translation steps iﬁ the linking-assistance process. ’ . .

Guidelines for the implementation of a technical gssistance role.

- -

technical assistance rdle. Chart 1, Part S’illustra;es a number of the

- J’ *
features incorporated in Pennsylvania's ‘technical assistapce network which
reflect consideration of,one or more specific guidel{?es. TA staff serve
primarily as generalists. \Technical assistance role clarification fs a .

key objective during the entry process, as is face-to-face:communication

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

1N

-
@
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modified the.entfy process in year two based on year one experiences.. In

year one, three regional large group orientation workshops'weré conducted
to ovient, LEA's to the improvement process. The large group workshops
o = - < ‘

were followed by several two-day LEA teaﬁ plénningcsessions. In:yéar two

the orientation meetings &ere é%nducfed in rélatively,smail—group ’

settings, at 22 of the intermediate units located across thé state.

v

Subsequent administrative pianhiﬁg,assistance fegarding district
pfeparatiohs for the first pﬁase of the process$was %rovided.by fielé

representatives to district FRPSI coofdinators and superintendents

h] N

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

P
IS .

Overall, a.moré effective and controlled entry was achieved in year two.

Staff Selection And Training Considerations - -

“

Specific issues and considerations related to technical assistor

skiils, seiection procedures, origin and focation, and training-will be

Q .
addressed in this section.

'

Technical assistance skills fequired. PDE staff were presented with
the p;oblem‘of what skills and wﬁat levels of skills. would be required of
~ the prsposed PDE technical assistanqs staff. At'one‘extreme, models
existéd (e:g;, several of the projects in the RDU Program) for somewhat
intensive levels of.linker or. assistor training and skills. Faced with a -
need for a relatively large number of technical assistance staff on a
fixed 5udget3 PDE school improvement administrative staff made the
assumptisn, noted in Chaft é, Part 1 that most PDE staff could assume the

field representative's role, with adequate startup assis.ance, and

sustained training and supﬁort.

-




0

.
%

This assumption appeared justified in éhat most PDE a f have had

field experience interacting with theieducatlonal public in the context of

.

explaining, representing or otherwise supporting various state programs.
» -

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

-

super-linkers. They would be trained to broker the services of others to

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

e

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

_—_ » the establishment of the partnership technical_assistance system and a

.

human resource file.. In addition, training and"support materials were
prepared to bolster field representatives' awareness and skllls in areas

related to assisting LEAs with school improvement.

A

Suggested technical assistance staff'selection procedures. Having

.

decided’on the general role'and required numBEr of technical assistors,

PDE staff wegxe faced, in the late winter and early spring of 1980, with
'the task of selecting TA staff. Based on the assumptions cited above
regarding required skills, and given the uncertainties always associated

with a neW‘roleﬁ fDE School Improvement staff decided that it would be

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

~representative. Accordingly,ethe Commissionerss of Basic: Educatlon, Higher
Education and Planning sent 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 PDEwbuJeaus volunteered

to be. field representatives during the first year of the program. f%ey

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

4
ks
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(1) determine general background experience, personality characteristics
and level of motivation, and (2) explain the job role and management
conditions of the assignment. Particular emphasis was placed on the -
training and- support they would receivéﬁ Continuation of their job class—
ification status #n their current bureau was also assured‘ With one or

two exceptions, all those who volunteered were accépted for the role. In.

the first year of school improvement some 54 field representatives were ///

avail&Ble to provide assistance ta the 78 Wave I school districts. In

fact, many of the Wave I district superintendents requested that speciflc

r }\L
PDE staff serve as their field representatives. The department was able N

to meet over half of these assignment requests. from the pool of
volunteers. In the second yeag (Wave IT) 22 new volunteer field
representatives were added to this technical assistance cadre., Thus, a:
total of.76 field representatives was available to assist the 124 new Wave

IT districts along with the Wave T districts.
Based on progress/to date, PDE experiences support the literature in -
AT % o
ChHart 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. PDEiwould caution others‘involved in selecting

%

technical assistance staff in simiIar contexts that it is important to (1)

: I

. .
=3

clarify the role, 2) assure. the jOb security and Job classification

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

@

staff development or training aspects of the experiencé, (4) provide,

PR

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

<
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the social reward and intellectual stimulétion.aspeéts of the role. All

five of the above points fequired attention. ‘ . -

Origin and location of technical agsistors. The literature citations

in Chart 2, Part 3 emphasize the importance of utilizing linkefS/technical
. _ s

S .Y Fd . ~ ) N
: . N ) : -
. ) o >~ /F %}k(i‘_~j. . | .
. T e = - ’ i

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

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

these préscriptions. The network at present consists'of 76 PDE

Harrisburgjbasedaﬁiia“repreSen;qtives, 36 intermediate unit (IU) school

[y

“in 29 IUs, geographically distributed within .

improvement advisors fbc_
the state, and 75 staff from various ihstitutionsqu higher education
(iHEs) located across the state.

. . . P X ) 1Y i
Pennsylvania technical assistance networl attended in ,part to both of
The notion of PDE, Intermediate Unit and IHE staff acting in a

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

Eagh have acted in service support rolés, in various capacities, to

'Pennsylvania school districts for many years and éach have generally been «~—5\\%3'

~well received in many parts of the state., For example, intermediate unit -

districts in their respécp}vebéreas. Select IHE staff have generally

A}

|
curriculum specialists have /0ffered a range of assistance services to ' ;
\ T _ . SR ) .

offered data processing andkﬁonéultant services. PDE made a special . ’ ‘

attempt to involve QOthvthe dntermedicate unit and the IHE staff in the

+

network to add to its effectiveness and responsiveness. o
‘Overall, this team approach to technical assistance is expected to -

-work as follows. Depending on its .disposition to external assistance,
each district can potentially dsaw upon the,éervices of a PDE~field o R

5 i M *

representati§e)‘an IU .school improvement advisor and‘an IHE school




on,

improvement coordinﬁfgrl The field representative formally coordfnates
interaction among the team members and between the team and the district.
. {\‘! . N LY .

Operationallybspeaking,however, the ,district controls its interaction with

the téam. District school improvement coordinators are'free-to interact

o

with theﬂteam member(s) with whom they are- most comfortable. e .

Suggested training. PDE established two major focil for-txaining'

1nternal staff develdpment tra1ning of PDE, IU and IHE/séaff to facilitate
’}?A
the implementation of the1r technical assistance roIgs, and external

7

orientation, or training of distrlct personnel. t,/}ac1litate their

effort. The literature

successful participation in the school‘improvemen
and research cited in Chart:2, Part 4 stresses'a n&@ber d{ﬁtrainfng
"shoulds": acquisition\of basic program kno&ledge,x’ ilization. of
concrete experiences and materials, fbcus;on organizational change issues,
focus on rold clar1ficatlon, attention to 1nterpersonal sk;lls, involve-
‘ment of exp . enced field—based staff in the design and delivery of
‘training, and the focus of training on immediate problems and issues. By
and large fDE attempted to attend to each of the training hshodfds" where
'possible. o -

Chart 2, Part 4 outlines the dual focus of the tralnlng and
orientation séssions conducted by PDE in 1980 and 1981. In addition, ’
Appendix B proVides a more detailed listing of the orientatioh'and
training sessions conducted byiPDE»staff in 1980-81. IAs might be
expected, improvements in training and orientati in year two'were made

on the bdsis of year one experiences. Year one fraining and orientation

sessions did not have the benefit of either PDE or LEA staff experienced

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

[ . . *
R #

> . 4

in,thé/ﬁ?ﬁpdSedischddl?i@ﬁtbﬁéménf and technical assistance process. In.
the second year”oﬁ'trainiﬁg and oriéktation; however, Wave I distriég/

staff were called on to participate in Wave II orientation séssions in

Iy

_ordér to share their éxperiencesfwith the 124 new districts about to

commence the ptrocess. ,Similariy; a cadre of experienced Wave I field

representatives utilized simylations and structured exercises to provide

b ~

‘structure and network conceptualization, startup, and maintenance will be

.discussed in this section.

Organizational units conducive to "family" opgrations were recommended as

: being‘the'mosg effective. The literature and research also.recommended

. , . v v _ . |
‘the task of operationally defining these prescriptions in the context of

i gh improvement effort that was'projected to involve some 500 school

Organization, Management and Implementation Considerations

- 1)

Consideratioﬁs7and practices yégardipg ofgaﬁiéationél designvof

\

4 -t

Suggested organizational design or structure. 'The'litérature and

N . G
research cited in Chart

t 1 ihdicdte that from an organizational

-

perspective the eff ctiveness of technical assistance efforts depend on -

achieving the right bélaﬁcq BeEWeen‘iiEf and organizational complexity.

-~

thq‘developmeﬁt_of‘a core léadefship unit to conceptualize, impleﬁent,‘.

intefpret, adapt, administer, and provide continuous support/for the

improvement and technical assistance efforts. PDE staff were faced with Y

-

districts and 150 to 200 field representatiﬁes over A;five year period.

N

The course taken by PDE in consideration of these~recoﬁmendétion§_is-cited

in Chart 3, Part 1 and diécussed.briefly'in thg following text.
o S - . : . ‘

-
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'Shortly after the initiation of the LRPSI process and the technical

”"”assistanee~network,in 1980 PDE management recognized the need for a

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

develop and monitor the implementation of the LRPSI process, and the _

I

‘technical assistant network. ,Accordingly, eight members-of the sehgol :
improvement task force accepted assignments, six as members of the PDE.
School ‘Improvement Administrative Division (SIAD)iin the new Bureau of

| School Improvement, one as coordinator for the development of the IHE
partnership role, and one as inﬁormation specialist'fortthe unit: SIAb

“staff assumed both adm1n1strative and’ program development responsibilitie

regarding the LRPSI process and technical assistance network operations..
Administratively, each SIAD staff served in year one as a regional
director for one of six ,school improvement administrative LEA regions‘and
worked with 8 to.Ivaield representatives assigned to‘these regions. The
field representatives met regnlarly in regional groups with their assigned
SIAD regional directors for programmatic training, two-way information

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

intra-organizational structure conducive to "family" operations\. The SIAD

i 2 . ’

regional directors served as "the interpreters" of the LRPSI process and
iguidelines of,the field representative role, for the field representatives
with whom they worked.° Additionally, one SIAD staff member acted as
"intérbureau 11aispn,' assuming responsibility for communication and

coordination of SIAD operations within PDE." i <

From a program implementation and development perspective,_respective

SIAD staff were responsible for: the development and administration of

«




internal (*echnical assistance network) and externalv(LEAs) orientation
,,”iuVOlvement strategies for LRPSI the continued development and e

actions with LEAs; the continued development or operationalization of -

various aspects of the Long-Ran { Planning for School Improvement (LRPSI)

'design for LRPSI; and the continued”development of LRP%I infOrmation and

technical resource materials for use by both LEA and technical assistance

involved. This increased;both the STAD and the technical assistance

© staff and the field representative group to"76. Ten administrative LEA

o

and trainin .3lons; the promotion,and development of community . $

documentation (see Appendix C) of field representative roles and dinter= _
process; the development, withiPDE evaluation staff, of an evaluation -

network.partners. As a part of their leadership role, SIAD staff chaired
one orlmore internal and/or.external task forces related to the respective ¢
program implementation and development functions citéd 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
network work load. 'Thus, PDE management increased thefSIAD group to 11

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

had experience as a field representative, again assumed administrative

-

responsibility in their role as regional directors for facilitating and

monitoring the work of 7 or 8 field representatives.

o

Organizationally, -STAD staff report to the Director of the Bureau of

School Improvement ~who in turn, reports to the Commissioner 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

> \C A
"interbureau liaison staff person acts as a coordinator and arranges the

SIAD agenda,,conducts meetings and affects general interbureau 11aison and -
communication. Estimates to date indicate that most SIAD staff spend

about fifty percent of their .time on regional matters in collaboratlon

with their field representatives, and fifty percent on other. school
improvement matters;.(

Field representative meetings are held regularly, generally on
Monday. Dur1ng heavy preparation periods (1. e., beginning of a new Wavev.
of district involvement and addition of :new f1eld representatives in
LRPSI) the f1eld representatives meet’ weekly. In less busy periods_tdey

meet biLweekly or monthly.' The agenda of successive meetings are often

‘;7

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

concurrent small group regional'meetings to discuss regional issues and

problems and exchange information;'and a general large’i:jrpskill_

“

W

J building meeting to address specific technical assistanc functions, as

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

s

end apout 25 days a year or ten percent'of their time in the

[ -

fiel viding ‘LRPST assistance to d1stricts, based on the two district

expected to

’

per field'repdesentative average assignment figure.

N

- System conceptualization, startup and maintenance. The conceptuali-

zation of the technical assistance network-occurred developmentally'and

.

interactively along with the conceptualization of the long range planning

&+

for schoal 1mprovement (LRPSI) process in late 1979 and early 1980.

P

During that,period, staff ‘of the 25 member PDE schonl improvemenb task

4
v




o

force worked on 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 assistancejcomponent of
the effort);:the PDE training»worh group (responsible'for the identifica-
tion;”development and delivery of appropridte training/orientation |
sessions for all aspects of the state effort); and the PDE higher

Q

’education work group (charged with operationalizing higher education's
role in theadeveloping statéwide school improvement and technical
assistance effort) .. . ' vg' | ) . .
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 formulatjion- of "the school improvement process.. After
extensive work'anddeliberationj»PDE tash force_staff proposed'a school
' improvement process that: (1) ystematically incorporated several omngoing
‘-state programs: (23 adapted‘a number of the process components of the

s

Pennsﬁlvania Research and Development Utilization process, and %3) was
’ . :
broad in scope.‘ The accompanying technical assistance effort, therefore,
had’ to be more comprehensive thanvanything previously proposed hy the'
state and totally cOordinated with the LRPSI process.
A number of issues were debated in the course ofvdeveloping the
improvement process: local versus state targeted improvement priorities,

broad versus discrete domain of improvement priority areas; maintendnce

versus development focus"regulatéry versus service orientatibn, bureau—

cratic versus professional strategies; responsive versus proactive ‘'stance,

. ‘L ' . 30
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. . . ) ' ¢ ‘ H .
district versus school focus; impositionaversus ownership; téacher proof.

versus teacher managed' school proof Versus school managed compli-

_ance versus commitment partnership Versus imposition, and open versus

‘closed improvement_process. The,underlined alternatives represent the
‘state's orientation regarding<the schoolzimprovement initiative. In'some
1nstances the Sstate supported both positions but from d1ffering ’
perspect1ves. (e g deve&ég—ent in new prior1ty areas and maintenance of
effective programs...and Eroactive promotion of the state initiated LRPSI
process while pyoviding respons1ve 1mplementatlon assistance 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 assistance; limited versus=comprehensive assistance goals;

dissemination versus technical assistance; mandatory versus voluntary

¢
“ 3 .

assistance system; autonomous versus coordinated assistance system;

individual versus team (partners) approach proactivesversus responsive‘

P

style, capaC1ty bullding versus knowledge utilization, specialist versus

generalist problem—solving versus solution advocacy/implementation,

3

autonomz versus control of fleild agents, and networking versus

hierarchical approach. Again, the underlined alternatives represent the

A

state's policy regarding the technical‘assistance network By design the
network provided for both generalist field representative and intermediate
unit advisors) and specialists (select PDE staff intermediate unit

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

implementation of .LRPSI was the central fucus of the network but

B

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

~_ priority goals to be developed by the network. - » , s

\ v

In addition to the background information on the conceptualization

£ -

process cited above, Chart 3, Part 2 provides an outline which crosswaiks
ﬁrelevant prescriptions'from the literature and research.with.specific PDE
»network design features related to technical assistance.svstem conceptﬁal—
ization, communications, funding, startup and maintenance. Among theh
design features that are cf worthy of note are: (1) that LRPSI is a state
mandated "bottom-up" improvement process;'(Z)‘the'planned correspondence ,
between the school/district improvement steps and the content aof the
technical assistance servicés available to districts, (3) the systematic e
use of a variety of modes of communications; (&) thf‘policy ‘of long term//'
face-to-face assistance to districts; (5) the state funding-provided
districts, intermediate units and'institutions‘of higher education:to'
facilitate both district and te~hnical assistance network0implementation
activities; (6) the widespread involvemeht of PDE staff as field repre-
sentatives;‘(7) the regional smali group support structure developed to
provide.technicalvand psycholoéical support'to'field representatives; (8)
the systemagic, widespread introduction and promotion of the improvement
effort (LRPSI process, technical assistance network, tralning and
orientation~sessions and resources), (9) the systematized entry process

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

implementation of thelﬁverall'process; (11) the developmental nature of

-

.
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the'district LRPSI process and the 'state technical assistance partnership

»

concept' and (12) the ccxtinued support and visibility given to ‘both the

LRPSI process and the technical assistance partners by PDE management.

The current membership of the technical assistance network is

, . 1
pr2sented in Appendix D along with the most recent listing of IHE/district

pairings for School'improvement. Seventy-six PDE field %epresentatives

and thirty—six intermediate unig. school improvement advisors .are active in
. ? the network. In addition, 75 colleges‘or'universities ‘have ap ointed

school improvement coordinators. Twenty—five of these institutions and

their coordinators are currently involved in school improvement pairing

relationships with a total of 31 Wave T and 64 Wave IT districts.’ \

Appenéix E detdils the colleges/universities-districts partnership prOcess
for school improvement. The kinds of services involved in some of the
newly formed IHE—district partnerships include:

] community priority probe data .analyses andlcomputer services
or organizational development techniques )
e processes for goal definition, clarification and analysis
. 'item-by;item analyses of current testing data . ‘ //
- . . evaluation‘services for staff%development programs
. -workshops on‘instruction .
. needs assessment data collection
e data-based decisionjmaking

. kindergarten curriculum development related to the 12 Goals of
Quality Education. e .

<
Support System Cons1derations

L3

. The development of information and resource materials,'and a resource .

- L]




~ result of nuperous questions from the field concerning the nature of the

»

.'system will be addressed in this §Fcfibn.

Products, information and matdrials support. A task force concérd .

.during the development of the school improvement initiative was what

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

-

covering what content, in what format? The answers%to these questions

were not immediately apparent and became known over time asltaskvforce

work progressed.

rd

Several initial information.peructS'were developed as a direct or

-,

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

Improvement Program: an Overview of Its Developing Shapergnd the LRPSI

Guidelines and Instructions were developed by task force staff to guide

B

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

4
.

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

administrative communications among SIAD, field represemtative and other

-PDE aff throughout 1980. The School Improvement_ Update, a regular

-

newsletter to communicate with all LRPSI participants ‘was initiated in

mid-1980. An additional pubiication, Relation of Middle States to LRPSI

was developed cooperatively %y Middle States and SIAD staff in 198C as a

interface between the new LRPSI process and the Middle States Evaluation

L

procedure for_school az%redifation.» All in all, a substantial set of
éuideline matefials and communication pubiicatiéns'were develpped‘ﬁp ‘
sppﬁort of the LRPSI process in 1980 just prior to and duringlthe'implé-
mentation of Wavé I of LRPSI. It bears noting that the majority of SIAﬁ

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

and préblemg in@olved in implementing Wave I of LRPSI.

4
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In Decemﬁer, 1980,the initial demahds‘of implementation subsided and

-

SIAD staff fou#h_time to address systematically maferials and ipformaqion
support needs identified as a result of WaveVI experiences. In‘Janﬁgry,
1981; work was initiated on'a,comprehensive information and resource:guide
for LRPSI. A representative&aévisory committee of‘SIAD staff; field
representatives, intérmediate unit édvisors, ﬁigher education coordinatoré’
and district"LRPSI.coordinétors was formed to contribute to the qpal&ty
and utility of the materials. After reviéwing the first drafts of the
proposed comprehensive gdide, the advisory group'and staff decided to .

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

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

v

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

technical assistance partners. The series of guides was, designed to
* provide backgfound infermation 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

v

for each of the process steps. The information presentéd was based on

field developmeﬁt and experience with loéal school districts. As such,
¥ .

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

districts involved in LRPSI. Overall, the series of guides was designed
to provide the information necessary for local educators to move fom a

basic awareness regarding LRPSI to a significant level of operational

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

déveloped in support of LRPSI. ‘ .

35
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Thehfollowing "{nformation guides" wére shared with Wave I and Wave

IT distficts ;n'the'spring of 1980. The kevised-LRPSI‘Guidelines and

Instructions'specified what was to'be.suhmitted to the department as

_districts'rreporting requirements for the LRPSI'process are also preSented

and defined in the guidelines.

-~ 4 e

evidence that the school district and its buildings had engaged in LRPSI.

The guidelines described the desired outcomes of LRPSI in five major

areas: (1) Educational,Proérams and Services; (2).Sch001 District
. Managenient; (3) Personnel Dévelopment; (4) Community/Staff Involvement;

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

A
a

-

The LRPSI Overview Guide addressed the broad purposes of LRPSI,

s

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

the process, and described the technical assistande support available from

“the Pennsylvania“Department of Education, intermediateﬁunits, and colleges

and universities. -

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

key steps to a more specificzgiscription of basic tasks. Using a sequence
of primary activities and basic tasks as a framemork, references are made
tg—alternative approaches, reséurces? and factors to-consider while
implementing LRPSI.. L , - . | (’
’ The series of LRPSI "resource guides" wasvdeveloped,to 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 specific LRPSI "éteﬁh iﬁvblved, outline possibleydistrict

variations in the implementation of the "step," suggest possible technical_
assistance partner roles, answer questions likely to be asked by =~

districts, provide examples of district work and productS'reiated to tﬁe

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

3
Y

checklist for the "step," and cite othef available resources. Q\

Thé first three fesburce guides have been completéd and were shag§d \\
with the techniéal assistancé'partners to-faeilitatevtheiraasssistance,WM;‘
activities in support of Wave II districts.. The remainiﬁg resource guides °
are targeted for completion in 1982, and should impact assistance efforts
planned ' for WaYés III, IV and V as Well‘és the LRPSi recycle efforts of
Waves I an II. The technicdl assistance staff who receivgd the guides ' (J
were encouraged to éhare the information in the guides with school

“«

districts. staff, as districts eithéj expressed interest in the informatiqn

or demonstrated a need for {t. .
ce guides are: %ﬂg;(

were developed with exgensive field (user and client)

The key points to be made regarding the reso
put; they
. : \ .
incorporate exemplary examples from districts that have participated in
the process; they suggest and reinforce appropriate technical assistance

T

roles; they are Fflexible in their implementation; and they-are
e ) ¢ . ¢
developmental in nature -- they are not finished products.

Resource System Support. PDE staff‘planned to coordinate and tailer

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

technical assistance ﬁrocess. An initial consideration was whethervthé




v

resoﬁrce center would fo?usvon tecnnical/product information services or
human resource-services. As 1is noted in Chart 4, Part 2 the resource
cénter;was designed to provide both lines of servicen

The resource center is acquiring information and process—related
‘materials from-both»local and national sources that is of use to field
representatives assisting districts with the steps in LéPSI. In addition,
the resource center maintains the PennSylvania Education Resource File
(PERF) which was developed at the suggestion of and with the assistance of
sehoglwimprovement F%FkifPfFe staff. The conputerized PERF file contains
documents, human resources and promising educational practices pertinent
to both the problem solving improvement "process" and potential solutions

to affect desired "improvements,"

AA‘second consideration was whether districts would have direct or

.
S . -

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

would have mediated access\throngh the field representatives providing

suppert “with LRPSI. The resource center is viewed as the primary -

information source for field representatives and the field representatives

.2

have been acquainted with the services it can provide.

.

A final considération was whether the resource center should di-:semi- -
nate R&D-based or craft knowledge products. Again, the answer was. both.

“

The resource center hah access to extensive R&D-based materials through
Research and Information Qervices for Education (RISE) which houses»the
state's NDN facilitator. The department also recently completed a survey

of successful practices‘and'activities in}looal districts which it plans

to share with districts through the resource cénter. Overall,: the
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résource‘center is considered to be an active and essential component of .
the'sphool improvement initiative in Pennsylvania.

»

Evaluation Considerations

' This section will outline. the general design proposed' for the

evaluation of LRPSI.

Major evaluation goncérnélv The litérature cifedqinachart.S, Part 1}

suggests that the initial evaluation of a technical.assiétance system
‘focus én providing useful infdrmation about program ﬁrocess as weil as
reshlts. In effeét; a fo}mative evaluation is recomméndéd. .Thg_teéﬂnicél
-ass;stance sygtem s goais, procedures,~methods énd aégiv?fies shbuld bé -
documented.aﬁaian.appraisal made of the'degfee to which spécific 7
agsistance procédures were cérried outljnd ;pecific goalé’were achigved.
Rgcommendations can tﬁen be made fo;'modifying activities or prdcedures to
fgéilitate the accompiishmept;of sﬁecifiéd objectives or goals.

In brief, there is & central need to'delineate specifically what is
planned in Ehé,way of teéhniéal ASéistance,_to4what end. The next'step is
to ascertain if what was plénned was indeed carried out as intended. The
finaIFStep is to evaluate ﬁhe affect of the proceés or assistaﬁce.on the_
recipienf of the assisténce. This summative. evaluation step asks, if"
imptgyements in scﬁoolsnoccurfed'and if cﬁanges in‘distriCts'/schools'
problem solving propedureé occur?éd.

Examination of the outline of the design proposed for the evaluation
. "y

‘of PDE's school impro&emént effort (Chart 5, Part 1) indicates that both
prdceés and impact evaluations are planned. The major components to be

evaluated from a process or formative evaluation perspective are the
3 : .

-




guidelines, the-fieldN;epresentatives, the technical assistance networle,

A

the resource ceﬁter, the orientation and training sessions, the district

registration process, the utiliihxion of Educational Quality Assessment .
’,I‘ ¢
data, and the fiscal support process. The impact evaluation questions,

.

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

P
-

institutionalized cyclic improvement planning exhibited byhdistricts‘and
degree of Student growth in targetedlimprovement areas. :

’The school improvement evaluation design }s cnrrently being
'implemented. Preliminarv evaloation results.from the user-survey
ugenerally reflected faVOrably on the utility of the guidelines and the
. effectiveness 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 vears since planning for school improvement
. . » ! ¥ ; ’ :
was initiated in Pennsylvania, two waves of school districts have

commencéd’ the 1mprovement process ‘and plans are in progress to commence

with yet a third wave of districts in the spring of 1982 L

To ‘date, the first 78 districts have now essentially completed '
"action plans “for program and management changes they expect to make over:
the next few‘years The plans have resultedﬂfrom a critical review of
building—level and district—level information under the long range |

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

ybé;tted 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

@ s : '
involvement in those districte that c¢hose to re-examind the use . of
. B . . - . . ’
buildings because of declining enrollment. In other cases, the emphasis
. » A ' ’
was on curriculum improvement. Overall, emphasis in responding to the

guldeline items has Varied depending-on the local needs identified during T

LRPSI preparation.
L4

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

districts beéan'the school improvement process under LRPSI. The Wave II .

A
=

-~

.districts were provided'a series of oxientation workshops, followed by
administrative planning sess1ons iﬁ?%ZLe. Continued technical assistance
was provided to districts to assist them in organizing, planning‘and
implementing‘their improvement efforts. Long~ramge plans from Wave IT "
districts.will be submitted to the Department of Education in'September‘

1982.

s

‘At present the department is preparing for the start of Wave III.
Overall, ‘150 Wave 11T districts have been identified and it is expected

that close to 50 new field representatives will be added to the exr$ting

3 o

cadre of 76, to provide assiQtance to the increased number of districts.
Wave ITI'S initial improvementqplans are due in-September,’1983. The

plans from the remaining Waves of‘districts’are due -in 1984 and l985,

13

~ respectively.’

ra _ -z !
In the past two years the technical assistance partners provided

districts, on request, a broad range of assistance. For example,
- . .o : 3

~assistance was provided with: clarification of LRPSI guidelines and

v
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analyses and data processing, The preliminary results’of the recent

. ‘ . Sy -
& o
N .
\ . 3 -

]

‘requirements; development of needs assessments; provision of needs
assessment <haterials and community involvement information; review of

plans; utilizationwand interpretation of EQA test results; development of

“priority setting procedures; action plan develOpnent;~development of

community surveys; general timeline and plan development;'and statistical

[ ~

evaluation "user survey" indicated that the aQsistance provided by the

technical assistance network has generally been very well received by

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

¢
»

w

, quite useful. . e e T e e e

- It also bears noting that the department initiated two pilot.projects
in ]9él to explore thegfeasibility of (l) oringing the state's vocational-
technical schools into the LRPSI planning process and (2) incorporating,f
program plann1ng for special education into the district LRPSI process.

At present pllot work with eight area vocational-technical education
institutions (AVTS) is pgogressing to test the utility of ‘the LRPSI
process for AVTS and'to find the best ways to coordinate‘AVTS planning

with school district.planning. Similarly, seven volunteer wave IT

districts are involved in a pilot of procedures for including special

education planning in the LEPSI process and are prov1ding feedback to SIAD '

staff. ) . . o - .

<

N In the coming year state staff plan to:

. bcontinue to provide inservice training for the technical
' assistance staff

] continue to. provide technical agsistance to Wave I, II and
III district staif engaged in LRPSI

42
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the school improvement process

.
’ [

. _continue to develop 'resource and guidelines". booklets ‘to
' facilitate all aspects of the school’ improvement process

e contifue to operationally define and refine all aspects of
. _ the school improvement initiative based on feedback from the
particlpating districts . o _ S,

) 'maintain the funding base for the schgol~improvement‘effort.
I ' Regarding the latteg point, the state advisory committee for federalmblock

I. : grants recently recommended that the department co:;}nue to fund school
/

districts involved in LRPSI, -and intermediate unitg and colleges/

ST universities involved in provid1ng»technical assistance,to districts in()
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

désign and implementation of a technical assistance network or’ system.

P

zhe design areas addressed‘in‘this_paper. How one operationally defines
_and implements these suggestions is another matter. Th% intentaof the |
present paper was to provide a relativelyicomprehensive'documentation and
;‘ ' analysis of the considerations involved in the development and'imple; |
v R o v . i
" 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 questiong and considerations described in_the paper will .

[}

. continue to develop and refine the resource center to support Lo

The 11terature and research provided many general suggestions pertinent to




A

provide a framework of use to others regdrding the development, imple-

¢

meétitioh and evaluation of a technical assistance system, from both a

? -

-practical,operatiohal perspective and a theoretical pefspective.

ERIC
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B Chart 1. TECHNICAL ASSISTANCE: ROLE DEFINITION AND IMPEEHENTﬂTION
- N o Part 1
ﬂ DESIGN QUESTION: WHAT FORM, TYPE AND STYLE 9? TECHNI&AL AéSISTANCE WILL BE PROVIDED? s .
T " Prescriptive Information from Related Literature :nd Research Pennsylvania Techhical Assistance Network Design Features
' Technical Assistance Network : . .

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

® HResource linkers, process helpers, solution givers and catalysts
- . . . . (Havelock, 1973)

e 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

é;' researchers, capacity builders) (Crandall, 1977)
‘e Resource finder, process helper, solution giver and generalist/
. communicator R (Butler and Paisley, 1978)
An Empirical Study Found that Linker Activities Clustered into Three Main
Roles: , e
» Communicator...Tells client groups about preutiallv useful resources
programs, information. (One way spread of information.) Know data
. - bases’ and client groups. Has skills in communication, marketing and

program implementation

e 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 resolving 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, simulatiom, etc.

(Madey, 1979; and Roberts, 1980)

)
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e Technical assigtance 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 necessary
to support the delivery of school services.

e The organizatiéon 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 impsct of technical
assistance to our school districts and their schools. 4

{

e The technical assistance network invoIve& four basic partners. These
include the Department, intermediate units, institutions of higher .
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:

e 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 requested it is expected that this technical

assistance network will provide the service. The degree to which this

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

Field Representative

e The PDE 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.

_ - . - " —T _ _ — _




decisions by Technical Assistance Staff:

.

e Two decisions censtautly facing technical assistors involve: (1)

Pennsylvania Technical Assistance Network Design Features

.

e The PDE field representative will also bear responsibility for insuring
that necessary technical assistance is made available at the local
district either by providing the assistance personally or through a
brokerage arrangement with other department staff, with intermediate

whether to act as specialists or gemeral s cher to be
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 respgnsive seem to vary'as a function of both assistar
personality and experience.- More 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

0s

Q

Aruitoxt provided by Eic:

the program on the school as a whole and the predicted continuation
of aspucts 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

~ impruvement, particularly in the area of training for implementa-

.. tion received from program developers and district specialists

<)(Louia, et. al., 1980)

'ERIC

units, or with higher education institution represeniatives,

Role of the Field Representative

A ’

e 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 representative. It seemed
clear from the beginning that frequent and continued attention from a
specific Department representative was highly desirable for the school
distriect. In fact, such atfention was probably the only way the Depart-~
ment could influence the local district to carry out a tzuly localized

improvemént effort that would lead to implementation of improved pro-
grams and practices.

e As the importance of the role of the field representative has becowe
clear, so also has the definjtion of the role become more refined.
Since the major goal of Schogl Improvement field operatiors 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. -

entative assign-

e To be able to effectively carry out the field repres
It is

ment, three important general understandings must emerge.
crucial that the field representative:

1. Develap a thorough understanding of the LRPSI process, especially
the spirit and intent behind the prpcess. - :

2. Develop a thorough knowledge of the district with special atten-
tion to its problems and resources, and .

3, Develop a thorough knowledge of state and local non-district

resources available to support LRPSI activities.

.
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Pennsylvania Techﬁical Assistance Network Design Features

£

® . More specifib&lly«the'field representative must:

a. ., Establish and maintain a productive dialog with the district
superintendent, LRPST coordinator, and key administrators and
teachers within ;hetdistrict. . :

relationship with the
isor and other key

Establish and develop a positive working
intermediate unit, school improvement adv
intermediate unit staff.

<

Identify and dstablish a posifivg working relationship with higher

C.
education ingtitution School Improvement coordinators and key IHE
staff serving the local area; and : '

d. Using PDE couvenor powers, pfomote 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 the 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 situation 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 gervice agencies, the field representative, |
witl either provide the service directly or secure the assistance
from the Department or some other non~local source. 0

. N
The role of the field representative is varied and challenging.
He/she is asked to serve as: .

‘Provider of direct prodess assistance with the tasks and routines

1.
of completing the Long Range Plan.for School Improvement
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(1.e., assignment of needs, program action planning, program
implementation and program evaluation). oo

® ' R . 2. Broker for assistance in areas of need the school distriet
* encounters with the School Improvement processes of reeds
P - % . - assessment, action planning, implementation and evaluation.
. : .3. Promoter pf camuﬁ;cacion among School improvement pnrtn.ers as
o - - .«‘f . - well as providing a direct communication between the loéal
- . i school district and the PDE. : S
v - . . N i . - ' Al .
) . 4, Monitor of the School Improvement process at the local district
3 " with special attention to noting when the ‘local district encounters
» C o difficulty with meeting schedules and completing activities; and
S. .Reviewer of thé LRPSI. © ‘
e “The monitoring md-ré\;i%ents ‘of the field representative dutles )
’ . are distinctively different” from the very similar process assistance
w « roles shared by all members of the school improvement assistance
o partners. It is not intended that the monitoring and review responsi~

) bilities of the field representative place him/her in the position of =
° ) k ) ] being a police person. The reason for monitoring the program at the
iocal distriet is primarily intended to allow the Department —-
. through 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 simply certify that the LRPSI is complete
J : ~- not that it is good or ‘not‘good. The fundamental premise behind
T ’ : . the review process is that the local district understands best what
. . ) _its needs are and that an LRPSI which addresses. those needs is best’
* ) ) ‘ judged for quality by the local district. :

Role of Intermediate Unit School Improvement Advisor
- ' e Intermediate Units provide programs and services structured in such
: . a way that certain outcomes have been identified as viable, poteritial
. . support for the school ‘Improvement efforg. These outcomes are -
* ) ’ : perceived to not only augment the school improvement effort but,also
’ ; ) s ) to excend the visibility and promote better utilization of the
° expertise and regources of each individual intermediate unit.

- A -
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e These cutcomes are: (1) more extensive use of IU consultative services;
(2) identification of an 1U resource -bank of school improvement pro-
cedures and materials through a brokerage mechanism with the PDE and
R&D laboratories; (3) 1U capacity to become a strong link in a ‘chain:
of information dissemination; and (4) the IU involvement of interfacing

. with PDE and institutions of higher educatiop for the purpose of .
helping to build a strong partnership, of assistance to. local districts
for improving schoels. : ’

Role of Coiiege and Uni§ersity Schoél Improvement Coordinator .

‘¢ Tbe new assistance role {ncludes, voluntary pairings of school districts,
cclleges and universities which will benefit all partners., Participat-
ing colleges and universities will appoint coordfnators 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.

u
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Ceneral Intensity and Scope Suggestions \\ R Evaluative Criteria Ue&d to Decidefﬁétween Full-Time (Alternative 1)
. . o , i ’ or Part-Time (Alternative 2) PDE-Jield Representative TA Delivery
« e Do not overcommit personal resdurces such as energy and time ‘ © - Systems . j
" o Focus on a-limited number of cllents, at least 25 percent fewer than . " Ten key evaluation criteria sgem televant. To be succesful, the PDE ) o
can be "eomfortably™ accommodated -at any one time . system must provide for: / : . T
* . . J 1
e Provide repcated in-person transactions with the client staff . . 1, Strong Institutional $6ppom£j— Will individual organizational
) (Emrick and Peterson, 1978) units support school/improvement as a process? Support the

linker as a person?y
e Follow through with frequent and regular meetings . . *(W=3, Rl=15, RZ—Z{)
c . (Emrick and Peterson, 1378) / i - '
. 3 2. Strong Persopnal/Commitment =+ Will the linker make a strong
. » Results from the RDU study concluded that the most effective field Personal commjfment to the success of the -school JAmprovement

agents weres'those who spent a major portion of thelr time in their process? // ‘ . {W=3, Rl=15, R2=21)

%S

field agent roles...hence supporting the employment of technical assist~ . - S 5 .
ors in full-time roles, when and where possible . (Rosenblum, 1982) 3.° Broad-Based Staff Ownership®- Will staff from the Department at
v large w%liingly support school improvement? (w=2, R1=8, R2=16)
e The amount. of time RDU linkers devoted to their roles varied across : S ! !
RDU projects, but fell into three approximately equal clusters: ‘ 4, Simplitity of Operation - /Will the system be simple or will it
5 to 12 percent, 18 to 50 percent, and 80 to 100 percent. Differences requjre elaborate operating procedures? (W=3, R1=18, R2=15)° |
! also existed in the number of sites for which they were responsible, L / ’ i o
with project averages ranging from two to nine., Not surprisingly, : 5. Flexible Formal and -Informal Communication - Will infornation N .
there were great qualitative differences in the involvement of linkers Aow edsily through formal channels and through person-to-—person
‘with their.client sites, depending on the extent "of their responsibili- channels? : (W=2, Rl=6, R2=14)
ties. For example, a linker who spent 50 percent of his/her time on . ; .
RDU-related activities working with seven or eight school districts 6: Conzistence - Will the client be dealing with the same contact
was in a very different situation from one who worked 95 percent of the ! person throughout the school improvement process?
time with only four schools. Such differences had considerable / S ] . (¥=3, R1=21, R2=15)
impact on job-related activities " (Moore, et. al., 1977) . / ’ " .
. : ' 7. Cost Effectiveness - Wi%l the system promote the maximum service
. ' . o delivery at least cost?: . . (W-l, Rl=7, R2=§)
N B . - L Y4
b+ - ' b
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- Prescriptive Inforpation from Related Literature and Research

- T

Ceneral Intensity and Scope Suggestions
N - A S

o

e _
In the RDU Consortium Project managed by the Network, linking agent
activity was typified by: )

e A long-term relationship with sites that continues through the imple-~
mentation stage

e Intensive work with four sites per linker . .,

. [}
e Participation in establishing’a multi-constituent problem-solving group

® A generalist, rather than a content=Bpecific, set of skills
F ' ’

" e Use of a rational problem-solving process
‘s Access to baterial and human resources via a substantial linkage system

e Sharing with an agency supervisor, a home based Ypartner” in the
tﬁ entarprise - '

e Value on guality of linkage servige,'rather than quantity of program
adoptions ' y

s Extensive documentation of linkage work
R

» Expgr%ﬁentation with the linking agent role * (Taylor, 1979)

bn "
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.8, Ease of Management -vWill';he.system promote mandgement 'control
without elaborate supervisory structures] (W=l, Rl=7, R2=5)

.9, Highest Possiblé Level of Effort — Will the system allow the
Department to ipvest gsufficient resources to imnsure success of
the school improvement process? ) (W=3, Rl=12, R2=24)

10. Potential for Effective Quality Control - Will the system pro-—
- mote the flow of accurate information about quality of sexrvice
-~ delivered to clients? . * (W-1, Ri=5, R2~5)

f

Totals: R1 = 112, R2=141

*Key: W = Weighting
Rl = Alternative 1 rating
R2 = Alfernative 2 rating

PDE Policy

» The fundamental concept behind the school imp¥ovement field
activity program asserts that there is a desirable level of inter-
action between the field representativé and, the local district. -
A further assertion is that 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 district, its resources and its problems, is

the best judge -of 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 menth
and that he/she:contact the district one each week by phone.

» Generally, field representatlves 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 représentatives are expected to spend 25 days a
year (2-3) districts in the field.

b4




Chart 1. TECHNICAL ASSISTANCE: ROLE AND IMPLEMENTATION

Part 3’

. ) N 2 N
DESIGN QUESTION: SHOULD THE ROLE DEFINITION BE FORMAL AND STRUCTURED OR INFORMAL AND UNSTRUCTURED?

gzggyrigtive Information from Related Literature and Research

Job Descripricng and Formality

e The basic argument is that clarification of both what the job entails,
" . through a written description, and of the organization status of the
job and role accupant, should reduce personal anxiety and ambiguity
for the role occupaat., 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 efficagy. In addition, reported roles conflict tends to lncrease
rather than decrease with formalization.
(Louis, Kell and Young, 1981)
e The technical assistance group (TAG) clarifies job responsibilities
in writing and/or through clear shared understanding among TAG
members . (Moore, et. al., 1977)

9¢

e Ensure that- all traansactions between the intermediary and tﬁe client
are coherent and coordinated with the general goals of tbe dissemina-
tion (school improvement) program (Emrick and Peterson, 1978)

e Provide opportunities for choice in the content and style of target
group involvement (Emrick and Peterson, 1978}

o The types of formal training that were typically provided .to educa~
tional linking agents and facilitators had 1ittle impact upon job
satisfaction and performance. More important is the development of
apypropriace 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 reove all af the
wigsziness” surrounding a marginal role like that of a linking agent
(Louis, Keil and Young, 1981)

Q
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Task '‘Analysis of LRPSI Process

L8

e PDE staff conducted a task analysis of the Long Range Planning for
School Improvement (LRPSI) Process and outlined ‘the specific activi-
ties LEAs might engage in regarding each step. BDE school improve-

“ment staff then outlined the specific services PDE field representa-
tives might perform to assist LEAs with the major steps in the
improvement process (see below) .

SPECIFIC DUTIES IN THE SCHOOL IMPROVEMENT PROCESS

. -

e 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
Cuide is stated and a list of suggested field representdtive
activities is presented for each of the steps. The list of activ~
jties is to be considered as a suggestion and not as 8 conplete
and final statement.

«

STEP 1

PREPARE AND . IMPLEMENT A DISTRICT AMMINISTRATIVE PLAN FOR LRPSI

<z

‘~Clarify LRPSI process and requirements

~Clarify technical assistance services (PDE, IU, IHE)
~Negotiate technical agsistance

-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
ANALYZEVBUILDINGJDISTRiCT PROGRAM AND SERVICES: STRENGTHS AND NEEDS
~Advise district on necds asscssment models :

"6
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e Litersture and Research

i wopagrtius Linking dgent Role ;

'set

The Consevtium linking agent. rule was by no ma3ns predetermined or

in eoncrety;' rather, it was viesed as an apprupriate role for

wxperimentation. No job desgeription existed; and while the role for

the first vear was envisioned fu teims of ‘the problem=solving: process

steps, the second and third years were decidely of .n for individual

iuterpretation. “he 16 milestones, developed jointly by Consortiun

Central staff and the linkers, pul some meat on the bones of the . a

workscope by alding a few of the "whats,' but ndne of the Yhows."

io tlow Jdid liuk-vs decide what te Jo? There were four major types

of inpct te their role formulativns: :

.V'Cduﬁﬁitium central dketched the outline of the role by determining
the poals, number of sites per linker, lmvel of intensity, time
perind, ruscaree pool, budget, and some tasks (such as documenta-
tion reguirvnents) .

e Lach agevney'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 which

it lganed

. Linkers themselves shaped the Consortium linking agent role to
fit with their own skills, background experiences, styles of
working, psychological needs and energy levels

e The sites tu a great degree influenced the design of the role by
their view of the linking agent role,: their responses to the linker
as a person and as- a professional, thair situational constraints,
oven their motivation for participating in the Consortium project.
The role a single'linker plays varics across sites, as can be seen
in the studies ’ - )

- ‘ ) L (Taylor, 1979)

y
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~Provide workshops on needs assessment techniques and strategiles
-Assist in interpretation of EOA 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 asscssment procedyres are consistent with
LRPSI requd rements ' '

Maintain frequent contact with Il advisor and IPC coordinator

STEP 2b
ANALYZE MANAGEMENT AREA STRENGTHS AND NEEDS

.

i—Advise district on possible needs assessment strategies

«Provide workshops for district or group of districts with
similar needs

-RBroker techrnical assistance .

~Interpret LRPSI guiddliness and reguirements

-Mdnitor district propress with Section ITI, LRPSI

~-Assure district efforts are consistent with LRPSI requirements

-Maintain frequent contact with IU advisor and IHE coordinator

STEP_ 3 .

DEVELOP ACTION PLANS FOR PRIORITY PROGRAMS -AND SERVICES, ARD
MANAGEMENT GDALS

~-BroFer technical assistance in prioritv poal area

~Assist district in develonine evaluation design(s)

-Provide iriformation reparding personnel:develooment state-wide
-Provide information reparding aveilability of non-district
supnort services ) ’
Zvrovide information reparding ongoing community involvement
strategles . ’

~Interpret LRPST requirements in action planning :
~Assist district with developing a locally meaningful action

plan format . /

~Monitor district prdgress in prepa.rng action plans 7
~Maintain frequent contact with TU visor and IHE coor-—
dinator - - ) o) :

ral

/




. - ’ ’
. B Chart 1.  TECHNICAL ASSISTANCE: ROLE AND IMPLEMENTATTON ‘ f/

¢ ‘: . . . LPart 3 (continued) . SN ///ﬁ

e e o e s W e T e e vt min pr e

- - -— i
DESIGN QUESTION: SHOULD THE ROLF DEFINITION BE FORMAL AND STRUCTURED OR INFORMAL AND UNS KGCTURED?
. : AN . g

>

e e i S £ 9 e e e e s a0 i W s @7 S ————-— -

1
., Preseriptive Information from Related Literature and Researih Pennsylvania Techqiga €istance Network Design Features

. e e mmpan

| ‘ ' : STEP-4 ° _ . -

-IMPLEhENT BUILDING AND DISTRICT ACTION PLANS

- Assist district with the implementation of action plans

- Assist district with securing financial ‘and technical

. : o : . assistance resources needed to implement action plans

. ~ Monitor district implementation efforts . -
: , - Maintain frequent contacq/sith IU advisor and IHE coor-
' ’ : dinator ) ’
, . STEP_5
EVALUATE IMPROVEMENT ACTIVITIES, REPORT AND RECYCLE

i

86

- Broker. PDE technical agsistance in designing evaluation
. program ’ "
‘ . - . = Secure assistance as needed in the conduct of district
' ’ -~ SI evaluation procedpres . ,
{ ..~ Secure assistance as needed with interpretation of dis-
trict SI evaluation data K
) '~ Interpret LRPSI evaluation requirements for district
¢ ) personnel
- Monitor district progress with ST evaluation -
B . ~ Assist district with securing gegistracion, if desired
. ' - Maintain frequent contact with IU advisor and IHE coor-—

dinator

&

e The listing provided above is mot intended té be a final listing.
It is expected that as the field representative comes to know
o . ) the district he/she serves, the importance of this or any such
7 3: . . ’ . 1ist will diminish and the true and accurate description of what
’ . - need# to be done and what the field representative-needs to do
. ‘ . *  will energe 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 Wg;thwhile
. : conclusion. - . T { qg .

v L]

ERIC |

’/




;’L\.;/ o

Generfy Linkiug Steps

»

Q

Aruitoxt provided by Eic:

ERIC

-

o . ' . i} - 2 v
. : Chart 1. TECHMIUCAL ASSISTANCE: KOLE DEFINITION AND IMPLEMENTATION

129 ‘.

Q,
¢

Part 4 R * . .

WHAT STEPS OR STRATEGIES ARE INVOLVED

DESIGN QUESITON:

IN IMPLEMENTING A TECHNICAL ASSTSTANGE), LINKER/FIELD AGENT ROLE? -

-
.

Prescriptive Informatign from Rellated Liteérature and Research

Fusagerent: o initiation ot o relatlonship between linker and clienmt
to bulld mutual understsnding and trust .

_________ conduct of dizlogue with eclient system staff
Lo build liiker wderstanding of client system goals, operatious,
politivs and needs ‘ )

vontext Specification:

Diaphosnt . \}inkernclient identification of a.priority client neced and
negotiation 0f Iinker assistance  (information, products, direct or
brokerey services) "to be reudered ’

7
Colicction/Translation: activities engaged in by linkers to access
and prepare resources {information, products, expert asgistance)for
use by the client system
Presentation: ‘specific linker activities engaged in over-time to
aeilitate information usage by the client system...
struvtured experiences, over-the-shoulder assistance, modeling,
provi®ion $f materials or ind2pendent intervention

Diqu&@gwn«pq;\-iinkyr termination of a particular cycle of #

sifor renegotiation of new assistance tasks
. (Patrick, MvCann and Vhitney, 1981)

[eed

[}

Pennsylvania Technical Assistance Network Desipgn Features

«

‘PDE Procedures, Designed to Facilitate Linking Steps
- N
e Engagement: a specific PDE field representative is assigned to
each district. Opportunities for field representative interaction
with LEA staff are systematically built into the. initial, orientation
and planhing sessions conducted by the state for LEAs’
A - .
¢ Context Specificatio;: field represdntatives are encouraged to
Teview 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 represeniatives are also provided with current district pro-

‘ file data or information (census data, enrollments, attendance,
5“‘§!g¥grawals, graduates, vocational education, -special education,
professional personnel, support personnel, school buildings,
finance, Thtle IVC, Title I, Executive Academies and EQA testing

record) for fami\liarization purposes and for delivery to their
respective distri¢ts for use in LRPSI planning M
4

q

. -
» Diagnosis: the LRSI task analysis provided in;Takle 1.3 can be
‘shared with district staff to facilitate diagnosis of district

- i .

needs
s

e Collection/Translation: SIAD staff have prepared information” and
tesouvse ‘guides regarding each major step in LRPSI, for use by
TA partuners, to (1) reduce the time technical assistance staff
have to spend on collection and translation:of informagion 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.

s e Presentation and Disengagement: Field Representatives and other
TA partners are pretty much on their own in these two areks...
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.

General Guidelines

e ldentify and gain access to targets by méans of the personal
referral networks and informal Communication channels existing with-
in the client sorial system *(Emrick ‘and Petercon, 1978)

o Use iu-person (preferably face~-to-face) communications; with
accompanying "hatd copy"<materials (Emrick and Peterson, 1978)
» Attend tu and difterentiate the organizational level most approxi~
" mate to the intended locus of impact (Emrick and Pnterson, 1978)

09

. Target tue primary.point of entry at the organizational level
most proximate to the intended locus of impact
(Emrick and Petercon, 1978)

v

e Provide &or and secure prior informed concurrence of all adminis~

trative levels above the level of primary interface
. (Enrick ard Feterson 1978)

In:lueuti‘l opinion leaders facilitate effective ‘dissemination
and utilization R _(Havelock and Havelock, 1973)

T

To achieve utilization a "“synergy" of combined, sequential and
repeated messages pertaining to the innovation must be directed at
(Havelock and Havelock, 1973)

A
| |
. the pateutiel\:ii:%?

. i P,
4 . Y ‘ .o
¢ ifescurie persons must be able to simulage the user's
salvivg process (Havelock and

problem-
Havelcck, 1973)

s Efioctave utillzation requires reciprocal feedback
: (Havelock and Havelouk, 1973)

.
a

‘s Factlitatirs constancly cldrify their role with members of the
Heboul conuunlty” (Moore, et. al., 1977)

7

Q

.

. * ' N
. .
. B o
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5

PDE Practices - . .

. : - ) .

"e In the first wave of the school improvement effort, close to half .
‘of the 78 districts involved asked that specific PDE staff members
be assigned as their field representative. PDE complied in large

part thus capitalizing on existing communication chapnels and:’
social systems, B

e The TA Network encourages face to face ¢ommunications between TA
partners 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. - )

e Districts were asked to appoint coordinators for their school
improvement efforts. In most cases these individuals vere

opinion leaders in the district (superintendents,. assistaft superin=-
tendents, prinvipals and even a few téachers). TA Network staff
establish and maintain primary communications, with distriet prior
.approval, with the designated district coordinators for school
improvement.

e PDE has- used a variety of approaches (interviews with all 78 Wave I
superintendents, correspondence, newsletters, information guide-
lines and resource publications, summer workshops, teleconferences,
presentations to administrators and teacher representatives,
training sessions and news-releases) to repeatedly publicize the’
goals, procadures and' timeline for the school *mprovemtnt effort

. in Pennsylvania. e

-

Clarification 'of the role of TA Network partners (PDE field
representatives, IU advisers and IHE coord{nators) is part of the
agenda of all PDE orientation and planning se551ons conducted .

with LEAs.
'77,

.
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The - techaical assistance yroup (TAG) strongly emphasizes councrete
assistance on immediate problems as a major aspect of its
assistance efforts : ; (Moore, et. al., 1977)

. @ Facilitators consciously contrcl the formats for imteraction with

Pusitiveiy influential field agent features:

receivers of-technical assistance (RTA's) (e.g., group meeting .
w3, individual interview) Jvriug the catfy process
' - . ‘ (Moore, et. al., 1977)

.
.

&
& As generqiists thgy could respond to a wide range‘of interests

-

s As gtate eunpliyees, and™\therefore vupsiders, they could be objective

. As\prevluas teachers or alministrators in the regionm, they were

e Their lack of power to mandate change

rRiC

Aruntoxt provided by Eic

familiar with norms and cistoms which probably added to their
credibility *

. .

(Sidber, Louis and Metzger, 1972)

1

selves and practitioners

minimized friction between thew~

|-
Ll

i
?ennsylvaﬁia Technical Assistance Network Design Features

f
The TA Network and éupporc systems are geared toward.providing
concretel assistance with the immediate process problems facinhg

LEAs wi#h the schodl improvement. process.

3; . .
Inicial/state and TA Network contacts with LEAs are state

iniciyged and designed to facilitate the entry process.
. {

|
TA staff serve primarily in generalists roles.

TA staff have mo regulatory functions and operate in a
clien?-cencered capacity.

"

'
/

1
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General Skills Required of Field Representatives

Rey Skills .
e ...frwm a lar of 16 .. the four which were picked by the majority’ e Because of the wide differences in gsize and available administrative
of field agents as "most important" included: having the ability resources among school districts invelved in the school improvement
to comrunicate ideas in a clear, concise and persuasive manner; ) process, the school improvement field representative's role will vary
being sensitive to other people's moods and feclings; having the with both the location and the stage of the school improvement process. ’
ability to get help when needed; and having the ability to work School improvement field representatives will, however, generally
in different ways with different sites ‘ . require skills as: .
: (Louis, Kell and Young, 1981) . ‘ _ _ .
Resource Linkers k : .
o0 ’ 1. /conveying infdrmation, . '
e Both linking agencies and linkers need to be gensitive to the 2./ interacting among clients and resources (1y, IHE, PDE, etc.).
fact that linking is a consultative process that relies heavily ) ’ . ) Y
on a wide range of communication skills. Linking relies on five ‘Process Helpers ., .
general sets of skills: (1) interpersonal communication and T~ 1. providing leadership in the School Improvement Process.
as .consw1ting skills to establish/maintain client relationships 2. understanding the School Improvement Process and conveying
B and to obtain information about client task ewvironment, goals, this understanding to clients. -
and needs} (2) networking skills to span boundaries, -develop 3. acting as catalyst to facilitate client progress in the School
information sources and obtain desired resources; (3) analytical Improvement Process.
information search, selection, management, analysis, and S ! . ”
synthesis skills to access and process information quickly and .,  Solution Brokers ‘ {
efficiently; (4) creative information translation, bisociation T. acquiring knowledge of sources of R&D products available for
and interpretation skills to translate varied sources of infor- school use. : :
A mation and jargca into conceptual frameworks and language 2. assisting clients in identifving and developing solutions to
understandable and relevant to clients; (5) general educational i problems. U
skills to design the varied presentations needed to deliver s 3. providing technical assistance in adoption, implementation and
informatica to clients in instructive, motivating and relevant evaluation of new programs or school improvements.
wavs * (Patrick, McCann and Whitney, 1981) Key Assumptions
e Most PDE staff have had experiencé in stand-up fleld roles involving
dissemination, clarification and/or technical support of specific PDE
. ~ policies or mandate at one time or another. The assumption was made
. , . therefore, 1f one worked for the department in the first place, then
one could assume with appropriate training the role of a sc ool improve-
. L ment field represeuntative. . : .
» PDE staff can act as brakers of the services and skills of othere to
& . : i facilitate LEA's school improvement viforts. .
. : . , ‘
| . . 1 :
O . ‘ . ' . ’
ERIC - | .. |
oo o v X
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DESIGN QUESTION: HOW ARE TECHNICAL ASSISTANCE STAFF BEST SELECTED?’

Prescriptive Information from Related Literature and Research

[

Ceneral Information

s On the whole, it appears that many different types of individuals can
move into a field agent position and survive -~"even prosper -- and
io sume good for their clients (Louis, Kell and Young, 1981)

e ...carteat data do not support a "science of selection” for the field
-~ - « agent role. The only personal characteristics of agents that emerge
as significant ave agént experience, and innovativeness. It is clear
that manapers of fleld agents should take care not to put individuals
who are highly innovative -- i.e., creative, inquiring, independent,
etc. -- into this type of role,. These ingividuals 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)

£9

e The recruitment, selection and training of staff is highly complex.
Social action orientation (Emrick and Peterson, 1978)

O

ERIC

Aruitoxt provided by Eic:
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PDE Memo Eliciting Volunteers for Field Representative Role

January 30, 1981 /

A}

Subject: School Improvement Field Representative Application
To: PDE Professional Staff not Currently Serving as School
Improvement Field Representatives

.

From: Commissioners of Basic Education, Higher Education and Planning

e As the first year of the School Jmprovement 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 ingredjent 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 Representative has reduced uncertainty
and confusion and has promoted effective 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 additlonal persons to serve as field representa-~

tives. 4

e PDE Field Representative will serve as the locagl school distriét s
primary contact among three assisting partuers in schonl improvement
— the intermediate unit, the department, .and part{cipating colleges
and universities. For purposes of planning, it 1s'estimated that the
Field Represemtative will visit the district -approximately once pex
month and contact the district approximately dnce per week by phone.
The actual levels of cortact will, of course, vary with local need
and cenditions. In serving the district, the Field Representative
will perform four basic tasks: Y |

a. Assist the school district in its feour majo} school improvement
activities (assessment of needs, program planning, program
implementation, and program evaluation), ‘

84
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i.

Serve as a broker to the local school district for PDE
technical assistance resources,

Work closely with intermediate unit and college and university
representatives to codrdinate assistance to the school district,
and :

Monitor school district progress in‘schodl improvement for the
PDE. :

. other conditions of the assignmeft, the staff member will:

division chief,

Negotiate, to the ex At nossible, his/her assignment to a
particular. clus §f echoel improvement ‘districts, .

Receive broad-ba technical assistance and logistic support
through the School Improvement Administrative Unit, the

Director of the Bureau of School Improvement and the Commissione
of Basic Educa’.ion, ’

Rece{va‘special training in school improvement processes,

Have confirmation in writing of the specifics of his/her
school improvement assignment, and '

Be relieved of regular assignments in an amount €qual to school
improvement duties, :

Renew his/her school improvement assignment annually.

The school improvement Field Representative role promises to be an
exciting and highly revarding experience.” 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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Education by February 14, 1981. Wave II assignmex/t:a will be made by
March 16, 1981. o

[} /

To Ccnmissioner of Basic Education

I am int:erest:ed in serving as a Havé 11 School Improvement Field
Representative, FPlease include ny name a.mong the list: of candidates.

RAME

ADDRESS

(Bureau, Division, Tocation)  ~»

PHONE

-
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Prescriptive Information from Related Literaturesand Research

Make use of rhange agents, interventionists, linkers, facilitators,
intermediaries, assiscgﬁée groups, advecstes (or whatever thelir
titie!) who are most homophilous with the target subculture )

s : : (Emrick and Peterson, 1978)

Lecating *linking agents" or facilitators in Intermediate Education
Agencies proximate to' the client -schools facilitates reffective
service delivery and respousiveness. At the same time, it increases
problems of project management (Louis, et al, 1977)

The TAG develops strategies appropriate to its geographical‘rela4
tionghip with respect to RTAs (Moore, et. al., 1977)

Provide for choice among appropriate alternatives along dimensions
such as process, style, and degree of involvement by the target group
. ¢ . " (Emrick and Peterson, 1978)

* “

+ - - - - 3

Penﬁhylvania Technical Assistance Network Design Features : ,

Brief Description of TA Partnership and Partners '

e Partnership: Refers to the effort jnitiated by the department of educa-’
tion to provide .an effective working relationship among PDE/IU/SD/IHE,
particularly in matters related to a district'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 copduct of PDE-qponsored'Otientation or
Planning Workshops for the distf%ifs.' .

: = ’ . ' J'
e PDE SI Field Representative: A professional staff met.. v of the Penn-
aylvania Department of Education who has been identified and trained
to assist a school district with the general process of preparaq&6n, re-’
view, and implementation of its long range plan for School:improvement,
and who serves as primary department liaisomn for a school district re-~ °
garding school improvement activities. Field representatives engage in
direct process assistance, assistance brokerage, communication, -progress
monitoring and LRPSI review.

e TU SI Advisor: A person’ who has been identified by the intermediate
unit's executive -~irector to serve in cons tant capacity to gricts
ssistance in prepgring and

» within that intermediate unit who request
X implementing their long range plans for scficol iprovement, #nd who
.« serves ag liaisou for the intermediate unit regarding school improvement

activities. IU advisors engage in: direct prodgss assistance, asgistance
brokerage and communication. . 7 :

A person who has been identified tg represent a
particular college/university and to serve as liaison with school dis-

+ tricts, intermediate units, and the department of education, for school
improyement purposes. THE coordinators engage in: direct process
assistance, scxvice brokerage, communication and pairing agreements.

"o TIHE SI Coordinater:

~

°

~




L9

O

ERIC

Aruitoxt provided by Eic:

9y

‘a

om Related Litverature dnd Research

f

. N I - ,
Penq§212§yia Technical Assistance Network Design Features
¥

College andvUniversity‘Assistance Role ' v ‘

.college/university assistqnce %ple .'

. The éollegé and universiﬁy acceptance includes an q&ligation
a

{(a) to form pairing relationships, (b) to support a\school
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

{tems 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 speeial topics which would help implement the.

Zolleges and universities involved in pairing relationships with
school improvement districts will receive PDE funds to help
support services requested by the distrct. IHE~-Distyrict pro-
posals will be solicited to distribute available funds.
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Traapin Cosiderations T ‘
. !
1¢ conducting tratuing activities, make use of concrete experienceyg, | °

[ ]
(Emrick and Peterson, 1978)

voausipoments, and materials

~ e Perhips the most useful training, however, was that which focused
on more general aspects of the orgadizational change process,.and
n role eclarification, and therefore opened up a variety of options
for rolen that agents could play on site (Louis, Kell and Young, 1981)

e Provision of training is likely to be seen by rolg occupants as a
sign of the organfzation's desire to attend to their needs -- &
gesture that'may be appreciated even when the content is not always .
JMon target' (Louis, Kell and Young, 1981)

89

° ...trainihg usually emphasizes the acquisition of knowledge. .. |
‘However, the acquisition of skills —- especially interpersonal
skills -- is équally important, is much more difficult, and occurs

A .

much less frequently than knowledge acquisition . . ;
. (Louis, Kell end Young, ;1981)

e ...training programs that were designed by the central projects had
only modest impact wipon the agent's job related attitudes...formaﬁ
* ,training tends to be selectively effective...the perceived useful
*of the training had no relationship to job attitudes
(Louis, Kell and Young, 198}1)

ess

e -0y the end of the~pr0ject, the project director claimed  that a'mdjor
organizational lessem that he had learned was that linkers needed
role clarification mere than training (Lowis, Kell and Youn$, 1981)

e (lLinkers) complained that they did not nceé counseling...but immFdiate
C assistance with content related questions (Louis, Kell apd Young, 1981)

;gbi. By the end of the second vear of the projbct, other linkers outfstripped
the centraa office as the most important source of assistance with the
process aspects of their role (Louis, Kell and an £, 1981)

S’f; : o |
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*Design of Orientation and Training Programs ' C,

e A staff development program in June of 1980'kin£ernql training) for PDE,
IU, IHE provided PDE field representatives, IU school improvement advis—
ors, and IHR school improvement coordinators in-depth understanding of:

-gchool improvement cutcomes and process

-research underpinning school improvement and the process of change

-long-range planning requirements ) ’ .

—~the Educdational Quality Assessment- testing program :
-redources available, to faeilitate needs assessment, action planning,
jmplementation planning, evaluation planning, and an opportunity to .
practice “consultant" skills '

~the Techlnical Assistance Network and clarification of(the various

partner roles. :

bA staff devblopment session for PDE field represéntativeé in June, 1§ﬁ1,
focused on the development of Technical Assistance Neétwork staff skills

regdrding:

~the LRPSI process :

-entry skills in-working with districts

-a gimuliition of tie entry process -in a schcol 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 assistance.

The Department designed and juplemented: orientation and training
programs'for school districts and their school staffs involved in Waves
I and II of school improvement (external training) and orientaticn and
training pregrams for the Department, institutions of higher education,
and intermedlate unit staffs who assisted Wave I and II schools either
by providing technical assistamnce or by "Prokering" assistance,

Exterpal training consisted of the design and delivery of one-day

) 9{5
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orientation programs to proJide school superintendentSs, school boand
members, and another member of the school district staff, with an.
overview of the Pennsylvinia School Improvement Program, an in-depth
.presentation of the revised Long Range Planning Guidelines, and an
- opportunity to react to plans for sumer planning workshops.

e Summer workshops (external training) for Wave I and LIxDistricts.
‘brought together Wave I and II school principals and their staffs
together with Department field representatives, intermediate unit
advisors. and institutions of higher  education coordinators to
develop: ' :
) ~shared understanding of school improvement outcomes and process
)7 —-shared understanding of long-range planniné
S -specific action plans for implementing the school imptovement
process in specific districts
~identify district training and technical assistance needs.

® As specific district training and technical assistance needs become

‘ krown, the Department plans to design a serles of Executive Academies

which will be responsive tu those needs.

e Other on-going. irnservice activities will be planned to mget the
evolving needs of localdistricts and TA staff.

i
Y

* .
See Appendix B for additional information on orientation and training.
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5 . Part 1 oo ' ) ©oa
N < _ . " . . . - . _
' . . . -
; DESIGN QUESTION: WHAT ORGANIZATIQNAL DESIGNS OR- STRUCTURES ARE RECOMMENDED FOR TECHNICAL ASSISTANCE ‘NETWORKS? : v . :
, v : . . . . : . . :
' Prescriptiye ¥nformation from:Related Literature and Research \ Pennsylvania Technigal Assistance Network Design Features
: - ; A . hd . .' g .
Organizational Structure . : ) Organization and Support ’ . L .
: . " 3 . '] . h( 1;" ) .
e Effective operations seem to depend’ on a.balance. between size and e - PDE field represéntatives are organized into small 8 to .10 person
organizational complexity. Small is better. Staff size conducive regionally-based 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 ary responsible for 1nterpreting LRPSI policy and guidelines,
condileting two-way information and prob eﬁléolving sessions, and.clari-
fying the field repreaehthtive ‘and other teéchnical assistance partner
roles. STAD steff have only infdrmal organizational pewer over field

to "family" operation. : (Emrick and Peterson, '1978)

# '...what the agent, brings to the jobs will have less impact on his/
he5ﬂjob attitudes than the characteristics of the organizations in
‘ whiwh they work...The findings of this report...suggest that, on
: the whole, the need to “retool™ existing staff will not pose a

~ problem tp the expansion of boundary spanning roles in educational 2 representatives -and must rely on their expertise and interpersgnal

service agencies, so long as fmportant features of organizational . skills to elicit the resdpect of- the field representatives. The field
design and management are attended to. : . " representatives, in turn, have np regulatory powers-over LEAs gnd must
) : (Louis, Kell and Young, 1981) depend on their expertise and interpersonal skills to establish®:théir

- - . L ¢ entitlement with district staff. ‘ -

o e ...there is somwe evidence to suggest that agent's perceptions of . ) oo - .
support and influence are a function of the organizational design ® The long-range planning £8r school improvement (LRPSI) process has been
and actual behaviors of those who managed the project. : ., PDE's top priority since late 1979. Support for the effort<has been -

' (Louis, Kell and Young, 1981). : manifested in several ways. The LRPSI effort has:impacted every bureau
F) - _in' the department. All levels of professional ataff, from specialists,
e Avoid organizational complexity. (Emrick and Peterson, 1978) to bureaw-and dfvision chiefs, to the Secfetary of Education have become
: : ' ’ o . »  1involved as field,representatives. In addition, the Commissioner of
N Administrative Structures’ - . ' Basic Educhtion and the Director of the S&Jpol Improvement Bureau, who

o " . have line authority for the LRPSI effort, farticipated actively in the ,

e The founding leaders form a core staff that subscribes to the basic - majority of all school improvement and TA Network planning, orientation,
assumptions of the initial strategy formulation and who have had *training and implementation’-sessions conducted_in 1980 and 1981. ‘

sufficient experience in the settings in which assistance is to'be . : o : ‘

provided to develop creative but Fealistic notions of how the Network Administration/Structure

strategy can be refined. - (Moore, et. al., 1977)

e PDE management creqted a core administrative unit, the school improve-
e The leadership‘establishes itself as the legitimate interpreter of ~ ment administrative division (SIAD)"for the management and continufd de-
the.nature of the TAG strategy and of .the limits it implies, while : velopment of- both the LRPSI,process and the concomitant technical assis-
facilitating the adaptatiog of the strategy based on the an 1ysis o tance network. The initial six members of the SIAD were spaff who had
of TAG exnrerience . (Moore et. al. 1977) initiated and/or accepted leadership positions {subcommittee chair-
. e . personsy on the 25 member school improvement task force initiated in
} . .

/ ) *
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The TAG integrates a set of deckgion—making and_p%obleprsolvlng pro-

cedures it has found useful (¢ g., brainstorming, active listening) -
into its ongoing operation, B (Maoore, et. al., 1977)
o } =

The TAG increases .ailministrative support roles or the. responsibility
of people in those roles to relieve overload on pregram staff as 1t
expands. ' (Moove, et. al.,, 197%)
v il e .
Both linking ageney and NETWO staff members obgerved that linking
agents needed and wanted superyision ‘and feedback, yet they reacted
negatively when this came from %he centrdl office. . . '
S S (Louis, Kell and Young, 1981)

W .

" The criginal SIAD staff included the former director of the state's

- ¢onsulting.

Pennsylﬁénia Technical Assistance Network Design Features

September 1979 to develop a school rimprovement plan for the state.

five.year competency-based education program which’involved 12 pilot
districts (Broject 81), iand the recent director of the state's Research
and Development Utilization project. The remaining SIAD staff had‘€§—
tensive experience in educational planniﬁé, development, management and
Thege staff, led by Ronald Lewis, the Commissioner of Basie
Educatidp (a former superintendent of schools with recent experilence as
art LEA in another state's school improvement effort) were the driving
force behind the conceptualization of the state'l schodl improvement
effort, -commonly referred to as LRPSI.
knowledge base and experlence to establish their entitlement .as the
legitimate originators, implementers, interpreters, adaptérs and '

managers -of the LRPSI process and the TechnicalvAssistance-Network. ) ..

., . »

. STAD staff have met on almost a'weekly'basis since the late winter of

1979-80 to, attend to th€ management and coritinued develapment of. LRPSI
and the-Technical Asgistance Network. ‘A "Critical Incident" reporting
prﬁhedurg was instituted early in the project to identify and trouble-
shoot issues and problems that fleld representatives ‘encountered in the

field (see Appendix C), .

PDE management added five people to the SIAD staff (N=11) early in 1981
toraccommodate the "increased admioistrative support required" whem 124
Wave» IT schools were added to the 78 que?I schools already involved in
the LRPSL process. . - )

N

The decentralized organization and management of the field representa~
tives, on the basis of gegional groups of schools involved in LRPSI,
tendéd to defuse the potential’ problem of "supervision and feedback
coming from the central office." Regional field representative meet-

ings are devoted to problem solving, experience and resgurce sharing,
coordination, and 'social support among thé“field representitives aild .

.+their region director. In addition, most STAD staff have had direct

‘experlence 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.

\-

These staff had the line’ authority; - -
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Admiﬁistraﬁive Structure
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Pfescriptiﬁe infcrmétion from Related Literature and Research ]

. Pennsyl&anié Technical Assigtance Netwoékrbcsign Features

Network Adminiétrationlsﬁructure

’

e The tonflict between "paper wurk" and "people work" was one that arose
again and again in interviews:and disqussions-with agents. This prob-

' lem is...a perennial one for org 1za “ons that rely extengively on
field based staff...the need for; eveloping mechanisms of agent account-
ability (largely affected,througb papervork) and the development of '

' .- local loyalties and- support systems do not always complemept- one
e another. ‘ (Louis, Kell and Young, 1981)

e Overt conflict over the documentation expectatfons was one of the few

areas where.there was actually substantial didagreement over how the "¢ -

1inking agents should use their’ time. (Lauis, Kell and Young, 1981) N
. . . . . L B .o ) .
o ® The NETWORK...reduced the burden to monthly reporting forms Jy the
middle of the project. ' . (Louis, Kéll and Yowg, 1981)
. ® The TAG eé bilshés regular procedufes for supervision and mbnitcring .
of work, ;! . ’ (Moore, et. al., 1977)

‘e .The TAG develops effective meéans for documenting and communicating’
_ 'TAG and RTA accomplishments for both internal and_external audiences’ .
: : . E : (floore, et al, 1977) pa
. . . )
e ...devoted 100% of ler time to the field agent position...about 20
days per year at each of her four sites during the first two years,
- less during the third. ® The first year{..doﬁumentation.u.required .
. approximately 15-20% of her time... The second and third yearws.
. the amount of time required for documentation was judged to have
" decreased to about 10-152 (Louis, Kell and Young,:1981)

e -SIAD staff developed a management information system to document,
supervise and monitor field representatives, technical assistance
fpattnerS‘and‘LEAs"interaéticns in the.course @f LRPSI. The SI
’ Field Repregentative School Contact Log, the Field Répresentative
Critical Incident Report and the Monthly Regional District’Progress
Statements submitted by SIAD staff constitute the primary reporting.
and gocumenta;ion components yegarding the field implementation ac:
tivitids of tie preject (see Appendix C). As & reault of field

‘repregentdtive input, the Field Representative School Cortact Log

+.|was simplifiéd and shortened between Waves I and II (see Appendix

-’ ¢...FleldaRepresentative SI Monthly Progress Repoxf). Most of the

- above documentation is now rendered on a’mgnthly basis--although the -

" fi{eld representative foxms werehacted on, on.a*weekly basis in the
first year of {mplementation of the technical assistance network.

L3
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. Chart 3. TECHNICAL /ASSISTANCE: ORGAN;ZATION, MANAGEMENT AND LEMENTATION ' h :
- . N » o ‘ . Part 2 . ‘ .
: DESIGN QUESTION« WHAT CONCEPTUALIZATION, STARTUP AND MAINTENANCE 7KETO§S REQUIRE KTTENTION? s .
: / L . ’ . ‘. .
- - et '> s .‘ ,,5'-;' o ! N .
Prescriptive Information from Related Literatuge arid Research . L . PennsJ&vaﬂia Technié:I-Assistance'Nethck Design Featufes .
> - 1 — ; -
Conceptualization C : ' / o , "~ LRPSI ané[?echniéal,Ajsistance Network Conceptualization '

_ » Linking agencies should establish.clearly stated goals and sefviceé_v - e The members of the Schcol'lmprcvément rask Force and subsequent SIAD °

descriptions and illustrate to client. s¥stems How these. goals and' . staffl developed "an initial plan for a school improvement /change
_ services are congruent with client's goals and work activities, . strafegy." The descciption of the problem. solving approach to .
(Patr;cT, McCann and Whitney, 1981) : + school improvement provided at the beginning of this -paper outlines
C v . - the essqnt%gifgoala, components and.processes of the state's plan .

‘e Place early emphasis on the philosophy and’ iddology of the infor- ’ ) or ktrategy’for school improvemen€. The plan Ancludes “clearly .

mation, products, or services being disseminated. . . : -~  gstated goals and services descrjptions” (see Chart 1, Parts 1.and 3).
. o . (Ehritk and P.terson,” 1978) The original plan was called Shape III (i.e,, third draft of the
T . ’ . Tagk Force's tonce»ggalization of a state plan) and was entitled,

- ® The Founding leaders developed an initial pl#n for a change strategy. ° ; The School Improvément»Program: An Overview of Its Developing Shape, *
This initial-Formulation generally includes dn analysis of what is R ) ‘(April 28, 1980). Within the first few months of the program, the
deficient~in current.education; how things could be better, what role - terms ''School Improvement Initiasive of Effort; and YLong Range o

. groups should receive effective assistance to make thege improvements, Planning for .Schao provement" (LRPSI) began to be used synonymously.
t - R

ERIC

Aruitoxt provided by Eic:

¢ The TAG helps the RTA to intermalize a cycle of analysis and ‘action.

_what subsystems of the school community aye priorities for the tharige . : . : . .. :
effort, and what the role of the facilitator should be. . . .. "éarly emphasis" was placed on. the development of widespread (PDE,
. e . - (Moove, et. al., ¥917) IUs, IHEs, LEA) "understanding of the philopophy, cohponents and
4 ‘ kN ) * process" of the School Improvement Program via a wide variety of

e Provide appropriate high quaE{ty materials or'sté;e ways in which ' ridted, televised ardd face-po-face media. ; *
materials can be obtained. : (Emrick apd Petersgn, - 1978) ; R ’ - . o
.o - ' - . : ¢ e One of the major goals of the Program is to assist LEAs with the -«
® Avoid organizational.complexity. - (Emvick and Peterson, 1978) ’ © implementation.and intérnalization of~all phases of @ cyclic problem
e ’ - . . . . Y - golvihg process (administrative planning, needs assessment, action
® The TAC has built into its approach mechanisms that allowsit to Be  * plhnning: jimplementation and ‘evaluation) designed .to facilitate the
responsive to local need§ and conddcions. . (Moore, et. al., 19775 o o " didentificatiop, prioritization afrd solution of locally (district and

. ind#vidual schoﬁlg) identifie¢“qeedé and conditions. In esgence,” - -
LRPSI or the School Improvement Initiative is/a state manda -d
_bottom-up process (---to coin an oxy@oron). . -

(Moore, et. 51., 1977)

Y

. .. . o ] . . . - . : :
e Effective TAGs (tectmical assistance groups) are proficient at mapping * .. @ SIAD staff and the Technical Assdistance partners have develgped a
the socisl systems they are trying to cliange, using sophisticated “"gystematized entry process' to: ;establi§h the crsd;bility of* the
analysis and predicition of interacting roles and actions : ta = schqQol improvement and the technical assistance process with LEAs
) ) . "3 . . and develop realistic expectations* regarding available technical
" ‘ < , . _— ’ assistance services and LEAs' needs. - . : 1 Ud . )
. . . . . | o . . )
, . S ’ . . .
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Pennsylvania Technical Assistancd Network Design ¥eatures .
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. ‘s TFollowing carvful mapping of a potential change site, cffective TAGs ® By progfﬁm'design, the association of a Technical Assistance Partners '
" aceomplish three tasks during the entry process: (1) establishment team (3-5 individuals) with a district is understood to fepresent a
= of TAG credibility with school systew; (2) development of mutual “"long-texrm" assistance commitment. ' : .
. obligations and limits, and (3) redlistie assessment of whether or : L . * .
not TAG capubilitics match the needs and characteristics of the e Both the LRPSI process and the Technical Assistance Network are
schoul system ’ . ' “adaptive %o local conditions, constraints and crises.”
e In addition te facue-to-face dssistance, efregtive TaGs develop and . : Communications Structures G e - . !
use - .ariety of quallty materials o . o - - . :
: : e Select forms of cggmuniiition are employed by SIAD and Technical Assist-
o . Adapt tu the strengths and weaknesses of théir positicn . - ance Partners-stalf: et ' )
o Adupt to local conditions, constraints, and crises . . ﬂm(V')’:}3801ar face-to-face communitations are emplbyéd between: (1)
‘ ) i _ - ) e SIAD and field representative staff; (2) field representative and
o Loug term positive change 1§ associated with: (1) accurate mapping district staff; and (3) Technical Assistance Partners . :
of Social systems, which:leads te assimilatioen of the hnovation by ) ’ ' .
- a critical mass of teachers and parents, and the active sypport of -regular phone communications are also employed especially regarding
o~ . the school principal, (2)ca focus on central soclal progesses and i * 2 and 3 above . ’ ' : ' .
structures, (3) efforts to develop cotmitment to the innovation by o : X :
administrators, and to develop a permanent network of local facili- -a "Hotes fromethe School Improvement Desk" publication is used
.. tators, (4) attempbs to develop internalization of positive L regularly to keep all PDE school improvement staff abreast of
attitudes among practitioners » L (Moore, et. al., 1977) - future events, prpcedural items,“anq available resources and
. ° . . information
Communicatlon Structures - ) -
. T T . -a “"School ‘Improvement Update” monthly publication is shared with
: e The TAG develops regular mechanisms for communicating with geograph- bqth Technidal Assistance Partners and LEAs involved in LRPSI to
iéﬁlly dispersed sites, including rhe effective use of the telephone, . proside notification of future eveq}s, LRPSI progres$s reports and
' written comrunications, and on-site visits  (Moore, et. al., 1977) general LRPSI information. :
M R " i -~ .
o [he TaG perfects a set of curmunication mechanisms appropriate to the " Funding . . ,
wrOUD, capitalizing on the strengths and minimizing the weaknesses of - A . . . .
: or é&e.mcchdnism chesen. The TAG relies heavily on face~tu-face effec— ¢ PDE plans to fund School Improvement and the Technical Assistance
rive vommunications (Moore, et. al., 1977) Network o~ a long term basis. Each participating district receives
‘ : . . R one dollar per student to support LRPSI startup efforts. Intermediate
., e The TAC teams its facilitators aud for develops other effective mech- Units also receive some annual funding to defray the costs of supportirg
anisms for information sharing and joint analysis that avoid the . 1U school inﬁtoyemént technical assistance advisors. The IUs recelvel
ﬁ“u;rr of facilitator isclation” (Moore, et. al., 1977) these funds o6n.a prorata basis related to the total number of students in-
) - the IU area that are in disirices that are starting school improvcment
N Franding cactivities in a given year. Finally, Institutions of Higher Education
TemltT C. are awarded $2,000 to $4,000 grants based on school improvement "palring
o fhie iautprswes for long-~toern rather than short-term fundine and obtalns proposals" submitted jointly by LEAs and THE school improvement coordina-
sundiug for an adiitional period of about tiree jears in whieh to field tors, Appendix D presents information on fhe IHE-LEA ‘proposal}'submission
Lest ant medify au initial detsiled formulation eoi the strategy . process and purposa in thes context of the feachnical Assista{fe Network,
¢ N (Mowra, et. al., 1977) ] g
/ 1o ' 103
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‘Chaft 3., TECHNICAL ASSISTANCE: ORGANIZATION, MANAGEMENT AND IMPLEMENTATION »
Part 2 (continued) ' . . B!

+

DESIGN QUESTION: WHAT CONCEPTUALIZATION, STARTUP AND HAIENANCE FACTORS REQUIRE ATTENTION?.

freacrigtive Information from Related Literature and Research " .  Pennsylvania Technical Assistance Network Design Features

<
.

Startup and Maintenance ) . PDE Startup and Maintenance Practices and Procedures
e Staff training focused on practical aspects of project operations |, e TA staff trainfns has focused on the development of skiliz associated
- operations ) . . ~ with the major LEA implemeptation steps javolved in the LRPST process.
* . < - 3
High levels of support activities for participants (vieits, feedback) - Meetings of the SIAD staff with the field representatives occur om av‘t’
) . E 5 weekly or bi-weekly ‘Yasis dependent on field representative or school
Frequent meetings of project staff* : impravement initiative needs., '
' e Staff involvement in decisions affecting project operations o Staff representing literally all of the bureaus and divisions of the
. (Berman and McLaughlin, 1978) . PDE were involved in the initial task force canceptualization of the
\4 i . - ) ) statewide school improvement effort -~ thereby fostering involvement
- e The facilitator effectively communicates in the entry process the and group ownership.
. nature of the TAG's strategy, the values, it involves, and limits,on . s
the nature and amount of agsistance available s SIAD stafi have generally employed a majority rule approach to propose
(Mooxe, et. al., 1977) recomendztions for the Director of School Improvement regnrding
. decisions about LRPSZ and technical assistance network policy, develop-
e The TAG seeks to develop a crifical mass of support so that its ment ov implementation concerns —-— thus fostering staff involvement.
v efforts lead to changes in norms, roles, and subsystems rather
than in individuals e 'The LRPSI planning p ocess suggested and outlined by PDE for use by
(Moore, et. al., 1977) ° LEAs strongly recommends: (1) the inclusion of -representatives of all
' ’ ) ~. major interest groups in_ the schuol district and community in all
¢ Considerably more time and resources are required to ‘facilitate , phases of LRPSI, thereby promoting the development ef a critical
& educational change than was previously anticipated mass of support for identified improVement pwiorities; (2) attantion to
(Emrick -and Peterson, 1978) the critical role played by principals in supporting change; and (3)
» , - the desirability of utilizing sustained technical assistance with all
. .4 The requirement for more time and resources suggests a need for - phases of the process. w0 -
some central process by which the relevancé of new knowledge
* can be established, use priorities can be set and support for ® The LRPSI process was designed to permit districts and schools: to work
dissemination can be determined - . " through their awn locally identified improvemertt’ priorities at their own
LU : : (Fmrick and Peterson, 1978) pace,-~ thus allowing for individual differences among: dist:icts-

*

. R

¢ Anticipate that utilizations involving some form of implementation o ) ' '
process will be gradual and cumulative ' ‘

- . _ PR (Emrich and Peterson, 1978) ' : . . :l t)‘(f . PO
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that {led pragah 18 x comnrehenaive ond; the TAG's y to 3 » . ‘ N M
;h:il‘l ) [:}Sx:kt’\i ,‘u.::j ;‘1' ?;:u xtf'“?(;*\t;u;lmi.:: EQC’:'.";\; z‘ibli{%i:yazc ! -Perspect ives on POE El‘:}‘d Repre:—;vlggtiva Non—SLandard Role
Tpponed feoconn aidden agears and aﬁdiiiann!/ta?rivs apprepriate . e o o
o Lt R e s ’ o PDn;hus recognized rhe streds and uncertainties assocliated with the pro- - “
ety et. ab. o 100T) viszional nature of the field representatives' role in the Department.
s PDE has portrayed the job as an opportuhity for staff development and
s - recoguizes that there will be variability among field representatives in
U TR : ”rTz:{Wf:;ﬁ”;agjggyv C . the implemsntatlon of the role. PDE furthe. recognizes that another
‘ : factor influertcing role implementation is variability in district recep—~ °©
e stacd e oture wl fue teekd ¢ (Movex) jeb has . tivity to working with field represceutatives. Therefore, given the some~
R A S ETPRIPE ST : e Ary ney o what provisional status of the role wivl the uncertainties regarding its
h 2l CnsoTen G wd nrvatn duprlementation thst are beyond ficld representatives' control, PDE clivoe
) for the present not to include in their anmval job accountability review
furtner, bedsnes o luker's job s ngn-sf%ndard, the work must be : of staff, that part of the staff's work devoted te the role of PDE field
loawaed wnile L1 is being done. While a linker is learning by . representative ‘
doing in a job that has a largely, vnaialyzable technology, nagging . .
questious arisn de basfho dnd shost what 1s hest done next . ¢ PDE ful%& subscribes to the notion that rhe field representatives learn
’ . ) . N the ,work best by doing it and by sharing their on-the-job experlencos
i fonally, tie Minler oo control the pace of the work, While with their peers. Accordingly, an important part of the field represent—
{inhers can cxert sopne lefliesce, the ultimate determiration of the atives’ ongoing training consists of the regular small group meetings
pate of the wol e determined by the school personnel with whom they conducted with the field representatives assigned to a region and thelr
wok ‘ : (Levis, ¥ell and Youpg, 1981) reglonal director for the purposes of sharing field experiences, and
, : . engaging in group problem solving and peer socialization. Furthermore,
S Liikess tosks te Lol arsors a rioge of clients with varied PDE has picmuted-che importance and status of the field represertative's .
i rietn Sen tegids, to provide specific services in cousiderarion of © role systematically from the fmcepticn of the program. i};Lgumg_éhe-abnvv‘“'”"'
a vange of ontevnal clieen, intrapersonsl, and time related forces, activities constitute organizational support mechatisms desipned to foster
to werr inoa situation woaich Jemands rele varicoy and a high tolerance | opeuness, sharing, autonomy and a seane of identify among the field repre-
for uncertalnty, and to move in and out of vartous client groups -—- ) sentatives. . B
Clipkirg, agencies need to institute organizaticnal support meclnlons ‘fg' _ . .
whizh foster opeuness, sharing, autonomy and a vense of identity among .
linkinyg agents i (Patrick, McCaun and Whitney, 1981) - . v s
t ) a * .
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TAG and facilitators astablish credibility with RIA'S by % 1lding e The Technical Assistance Network in the context of the LRPSI/mandate

o the RIA's personal idencification yith the faufl(tatoﬂ/, the , repg?:i%;i a iuitiinsdigighipr;o;i;yiefforthgi t?e stite‘tadestiblish
TAT' s logitiwacy through recommenddtions f persens respictEdtby b ,C;i ) z : tli is.r eqiurZes elping tec cal assistance role in
the BTA;  the TAG's ability ro deponstrate that the faciMiators ™ this era of declining res :

can ae of Jonurnete practiral help; the TAG's ability to demeastrate . T* . .

»

.

f.

£ : .

. o '
\ ’ - L
. ’
= " .
. . . *




. \ . *
» .‘ ’ N -
>
I : b ' \:"\
- Chart 4. TECHNICAL ASSISTANCE: SUPPORT SYSTEMS
. N . Part 1 ' o . ' "
¢ . N N "«
) . . . A
: * I ,
-y DESIGN .QUESTION: ' WHAT PRODUCTS, INFORMATION AND MATERIALS SUPPORP' DOES A TA NETWORK REQUIRE? ) '
- T - o - - - - " — - : ; ’ : JL
Prescriptive Information from Related Literature and'RéEearch PennsylvaniavTechnical‘Assistance Network Design Features .
¢ The TAG develops flexible systems of materials to aid the direct . ~ LRPSI Process: _Assistance Information and Resource Materials
agsistance process that are consistent in format, but made up of : . .
separate items dealing with specific topics of concern to RTAs at ® Information Guides* : .
various points in the assistance process (Moore, et al., 1977) . ‘ °
. ) . -~ LRPEI Guidelines and Instructions
¢ The TAG develops a clear language and method of cammunication- for . - .
" key terms and concepif that is understood by RTAs - . (1980-used by Wave One districts. 1981-revision based on Wave Ongé ex-
-, ‘ (Moore; et al., 1977) perience) Itemizes information required to be documented by school
e ' A . . distyicts in pre aring Long—Range Plang for School Improvement.
; P
o' The TAG develops and refines -sophisticated formats for structured
exjeriences that train RTAs in the most central aspects of ‘the - LRPSI Overview ) .
TAG's approath (Moore, et al., 1977) - : .
4 : ’ d Provides general information on the background, suggested planning
. Materﬁ:is development and provision represent a complex and crucial - process, and assistance available to districts during Long-Range Plan~-
:j' comporent of an effective linker operation, Materials translation/ ’ - ning for School Improvement.' - : ]
develoﬁﬁgnt may be critical (Emrick and Peterson, 1978) - . ’ ' Sy
> . o .o o T LRPSI Process Guide o ’
. "’ & . .-‘* . . ) o
. : . , Subtitled "A Step-by-Step Approach to LRPSI" Provides general
¢ . guidance to districts in organizing the planning process.
) . . Resourre Guides
s ' . . S ™ . - LRPSI Resource Guide Part Ore: Administrative Plénning
O, . ] * . - i
’ ) . ‘ T o Provides.more specific background information to technical agsistance
’ ‘ partners on Step 1 of the LRPSI suggested process.
v' -l i ) .
o . - LRPSI Resource Guide, Part Two. Planning for Community/Staff Involve-
e ment .
4 . o ) . .
. . . : Provides more gpecific suggestions to technical assistance partners
l.J-\) i ' . 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 ag”developmental, and is an outgrowth of the,
. C \ ) ' "sbaping" process of the school improvement program. - :
. . ' .
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: . . . \ . / B |
! . . J o1 ' ) o |
Q . C ‘ ’ - : , . .
ERIC o o . L 3
LY . . 'S

o e i - o - , . L A




PR . . ) . B . . . o,

Pennsylvania Technical Assistagce Network Design Features
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Prescriptive Informa:‘on from Related Literature and Research
- N ¥ B -

- URPSI Resource Guide, Part Three:: Programs/SQtvices Needs Assegsment

173 ‘
° S Provides greater detail to technical assistarce partners in assisting
¢ districts with Section 1 of the Guidelines CLRPSI process step 2a).,
. . ' - - LRPSI Regourse Cuides, Parts Four-Seven (intended for preparation- -
. during 1981—82) : : \\\
' . — : N
J . ‘ : ] . ~ Part Four: District Hanagement Needs Asséssment: (Process step Zb, A
o ‘ . 4 . ‘ ‘ . Guidelines Section 2) - '
. : .- .
X - Part Five: Action Planning (Process step 3 Guidelines Sections 1- 5)
~ Part Six: Implementation (Process step 4), ¥
- : - RN - - Part Seven: Evaluation (Process step 5) )
‘ ® Otber Related Guides and Materials '
\] v - " - . "
® - : . _ - Technical assistancé supplements - : )
. . ] - Staff training materials™ - ‘ '
. . « " = Relation of Middle States to LRPSI (prepared in cooperation with 7 :
‘ ; the associatjions-of elementary and secondary school principals and
the Middle States Association)
~ K-12 Needs Assessment guides (prepared by a task force of PDE and.
. fdeld staff) N
- Planned course guidelines (Bureau of Curriculum and Instruction) n
) ) ® School Improvement Neusletter ©
i . . . : . - AAnewsletEer‘ School Improvement Update, keeps district staff and
- ‘ - . Network partners informed. A contact phone numbér at the Bureau of
. ] . . . . . School Improvement is in operation to handle callg for general assis-
’ ' ’ : ) o _tance or information. The following listing presents-the type of '
. . . - . information that is regularly addressed in the UPDATE which is dis-
. . - o tributed to all districts participating in LRPSI and all technical
Yoo . LB . _ ’ " assistance partners. . N
~ 81 contact lists andlphone numbers x
~ map of school improvehEnt districtr{; ‘
112 , . ,
. . §?
o - - :
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) Pennsylvania Technical Assistance Network Design Features

‘Prescriptive Information from Related Literature and Research

v

- announcement of available SI publtcations/materz{:
. dates/locations/agenda for SI meetings and workghops
. _ . . : o -teleconference information v N .
, o ' : - items on SI funds -
. . ‘ - items on evaluation .o
: ' ‘ . - : ] -~ items on commumity involvement ,
) ' - items on programs such as Title v-B - o .
. : ~ items on EQA and needs assesement U
. : ~ items -on registration procedures . . ‘ .
’ ‘{tems on District Profiles . ¢
, ] PDE Resource Center updates .
- ' ‘ - Executive Academy information :
: information on the IHE Partnership Program
updates on professiona‘l education/certification activities
s o - brief updates on aspects of SI as they occur at PDE
. . '=- brief updates on specific SI-related events and activities
, ) ;o : : - .- ."Review of Recent School Improvement Activities" article
. . : "Message from the Commissioner" article :
"Report on School Improvement Initiatives, 1979~-80" article -

L
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' DESIGN QUESTION: WHAT RESOURCE SYSTEM SUPPORT IS ADVISABLE FOR A TA NETWORK?- . ’
Prescriptive Information from Related Literature and Research Pennsgylvania Technical Assistance Network Design Features
e Make use-of 411 rélgvanc and available human and material resources Role and Function of PDE Resource Center ﬁ
.internal and external to.the system as necessary and feasiblé o : . '
: (Emrick and Peterson, 1978) A resource center was. developed to coordinate dissemination .
- activities within the Department and to respornd to school _

e ...support structures at the project level may have greater impacts
upon the agents thau training procedr~es * :

@ The TAG develops strong organizational leadership ‘that initially
organizes resources around the stated strategy
: (Moore, et. al., 1977)

~» The TAG develops a contagt/feéounce'network to provide legitimacy,
ideas, mutugl support, potential staff members, and fonding leads

. , ) (Moore, et,Agl,4/i977)

o

Q N . . 4

™

(Louis, Kell and Young, 1981)9‘

- to overcome weaknesses similar to their own.  The resource

requests for information about technical assistance, programs
that work, and instructional materials that are available
for. individual schopl improvement efforts. A centralized
system for the dissemination of such information should
result in an economy of scale sinc¢e this fungtioninow exists
in many different areas. Currently there is neither a centrsl : 4
location for school perspmhel to seek technical assistance in :
school improvement effoits, nor a systematic way for one school

system to discover what other similar school systems have done

center will help assute that the best technical assistance .
avuilable for a particular grbblem is made known to school

district personnel. It will also make known programs that

have worked in other districts so that a school district and . . +
fts school(s) may adapt (adopt) the program for its own use. :
Thus; a district or school building may more readily create

needed change withouyt extensive and costly program development °
efforts. . S

o
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- Pennsylvania Tethnical Assistance Network Design Features f

e A key component of the resource center is the Pennsylvania
Educational Resource File (PERF). The PERF resourcd file:

.was developed by the PDE Resource Center and Beséarch Infor~
mation. Services for Education (RISE). It contains informa-
tion useful to school districts looking for resources outside
their districts but within the Commonwealth. Access to PERF

;18 via PDE field representatives or RISE. School improvement,

. partners regdily cooperated with the Resource Center in all

- phases of the development of PERF. .The computerized PEREL&ﬁle
will be comprised initially of three simultaneously accessible
categories of information resources: - (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, General Nceds Assfis—
ment, Variables Related to Student Achievenent, and Management
Coals. This Pennsylvania-specific database currently is.being
expanded by resource cetnter staff and the schoel improvement
adwinistrative unit. o . . ’

e Access to other computerized research and technical information
is also coordinated through/PDE Resource Center, located at
the Department of Education. Computer terminals which access
to over 100 bibliographic databaseg were installed for use
. through Resource Center staff, This information is ‘avatlable

¢ to school districts with the assistance of PDE school improve-

ment field representatives. When fully operational, the
Resource Center will help assure that knowledge of the range -
of technical assistance availahle in a specifit area of need -

Vs is at the disposal of.school district personnel.

s Services by networks such as RISE, PRISE, and VEIN are,still
being provided through intermediate units, . .

v
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General Concerns . . '

If the TAG collects research data, it is.focused on providing uselul ,
information about program process as well as resylts
R - e .. Moore, et al, 1977)

. ]
The TAG develuns regularized mschanisms for analysis of their direct
assistance activities . A " (Moore, et al, 1977)

Evaluation studies can be conducted to: (19 describe ongoing linking
activities (program documentation or program processes); (2) appraise
the degree to which focused linking activities meet their goals and
objectives (specific goal.achievement or objectives-based); '(3)
provide information for the improvement of> 1inking. activities
(formative); and (4) provide information about the gverall effec-
tiveness of linking activitieg (outcomes-based or surmative)

/ (Patrick, McCann and Whitney, 1981)

Given the proposed framework, a formative evaluation of the clignt—f

" entered linking process might be focused around the following questions:

o A

What are the key goals and objectives of the technical assistance/
linker effort? .

What are the most improtang activities and characteristics of the
technical assistance effort? (Linking steps, decisioms, forces)

Are these important activities being implemented? (e.g., engage~

~ment, context specification, collection - agency goals, agency

support for linkers, interagency relationships, etc.)

Are the activities contributing to the achievement of the objectives?
(i.e., Are ey state priorities being sérved, is ef fective® technical
assistance being rendered, and is R&D-based informaticn being
translated from research into practice?)

x

. '
Pennsylvania Téchniggi Assistance Network Design Features

{ « ’

#Outline of PDE's School Improvement EValuation Design

.+ - PROCESS EVALUATION . .

Guidelines (PHE Level)

[}

® Are the Guidelines estlbliéhed‘by PDE for long-range planning effective

*

in encouraging schools and communities to incorporate a systematic plan
for assessing the effectiveness of current practices; identifying goal
areas and practices in need of improvement; and making changes in .

\bractice? . .

+

Evaluatian Questions Ac;eptable Evidence and Data Source

1.1.1 Design and conduct Wawve I’
: user survey (for district
superintendents and LRPSI

" . coordinator).

1.1 How do théaguidelines insure
the quality of the LRPSI
» process? '

1.1.2 Same for Waves II, III, IV,
and V at appropriate times,

1.2 How have the guidelines'i
changed over time?

1.2.1 Content analysis of all

i published guidelines.

1.3 What shpport'documénts were
prepared and provided for
LRPSI?

ale for development, timeline,
annotation of purpose and use.

1.4 Are relevant audiencea
aware of and have they
used these documents?
Have they been effective?

i.4.1 LEA user survey.

1.4.2 Field rep survey.’

. ' 121'

& 3

4

*PDE staff primarily responsible for the development of the evaluation

3

design include Grace Laverty, Frank Reardon and Peg Stank. An evalua-

tion advisory group consisting of Dave Barrett, Joe Yarwprth, Russ
Dusewicz and Keith Kirshner also contributed to the design.

b
1.3.1 List publications with ration _




Prescriptive Infofmation from Related Literature and Research
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e What adjustments in the implementation of the linking or assistance
. steps -- e.g. linkers' decisjons regarding scheduling, coordination,

style and role; linker training and.preparation; and/or linker '

agency organizational activitles -- might lead to the attainment of te

tHe objectives? '

General Concerns =

e Which approaches to,.diagmosing and serving client system needs work

best? = :

L o

e Which linking stvle or role works best -- in what situations?’
e What problems are involved in implementing the technical agsistance/
linking steps; in reaching linker decisions; in providing organi-
zational support for linkers; in managing a client-centered linking.
operation? How can these problems be solved? .

~

¥ ‘

¢ What measures can be suggesfed to operationally define: (1) the
degree to which client system priorities are being mét and (2) the
_degree to which information is being transformed from research to

practice? (Patrick, McCann and Whitney, 1981)

.

ERI

Aruitoxt provided by Eic:

Pennsylvania Technical Assistance Network Design .Features

1.5 What changes were insti-
.tuted in the PDE long-
range planning group to
facilitate LRPSI?

N

1.6 What kind of Jadministrative
unit’was inftiated for .com-
pliance, mdeitoring, and
facilitation of LRPSI? How
has it changed? '

How do-the LRPSI guidelines

representatives and coordinators/advisors to assist LEAs in following

LRPSI guidelines?

Evaluation Questions

2.1 What is the level of effort

s expended by the:PDBE field
representatives?

2.2 What is the extent and use-
fulness of materials and
rqeources provided to LEAs?

1.5.1 Historical review of PDE

»

organization and rationale
for changes. -

1.5.2 Interview membefs'of'origiﬁgl

LRP group and LRPSI management
group.

1.6.1 Description qf SIAD and its

¢

1.7.1

functions. Historical review
of development of the SIAD.,

»

"

1.7 User survey.
, compare with the previous ' )
LRP in terms of usefulness -
and ease of compliance? .
.Fieid Representatives (PDE Lével)
.. 4 3
‘e 1Is an effective level of assistance established for providing field *

Acceptable Evidence and. Data Source

2.1.2

2.2.1

2.2.2

2.[.1gSuﬁ;ary of field rep contact

logs for frequency, type, and
purpose of school contact.

Information from field rep ’
survey.

Record and summarize informa-

tion from contact logs. *,

. e
Questions on user survey.
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_Prescriptive‘lnfomation from Rglate'd -Literatmsearch " Pennsylvania Technical Asiistance Network Design Features -
. . Outline of PDE's School Imprcvemeﬂt Evaluation Design
. Evaluation Questiomns v Acceptaﬁle' Evidence and Dafa Source
. = 7
T . 3.1 What 1s-the level of ' '3.1.1 Expenditure report. °
technical assistance being : N
provided by the PDE? ©3.1.2 User survey -
‘ ‘ v 3.2 What is the level of T 3.2.1 Expénditure report.
' ’ - " technical asgistance being . . -
© ~ provided by IUs? ° . 1 3.2,2 yser survey.
b~ ’ ’ ’ . : ’ . Technical Assistance Network (PDE Level) .
, . ¢ 1Is 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? .
\Y;l& ) ., Evaluation Questions Acceptable Evidence and Data Source
. o 3.3 What is the level of 3.3.1 User survey. :
) - R : ) : . téchnical assistance being - ¢
’ - provided by other IHEs?
B i s
‘ . 3.4 What is the level of - "3.4.1 User survey.
’ . . - . technical assistance being ) -
- provided LEAs? * -7
3.5 What is the nature and . 3.5.1 User survey. .
extent of the system o : .
established for coordi~ - 3.5.2 Intetview SI chief on planned
R ‘nation among the TA agents? coordination efforts.
1? {}L S ) ) 3.5.3 Interview the teclmical
e . . . : : assistance agents. . - -

ERIC . B '

.
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“ Pennsylva'n;g Technical Assistaﬁce Network Desig:i -Features

e ) . , b . , B -
. Resource CenYer (PDE Level) .
- - : e Is a center in plaee to coordinate.dissemii;atioﬁ activities, within PDE.
. ) for dissemipatiocn of the best available technical information.in responte
: ‘ to LEA needs? s Yo T - :
Evaluation Questions o Acceptable Evidence and Data Source
’ "4.1 What 1is the level of use of 4.1.1 Summarization of resource
. the resource center by center logs and records of
- technical assistance agents use, : '
.. and LEAs? ‘
- F 'y . . ¢ . N
. 4.2 What is €the leve_l,,of pro- 4.2, 1 ‘Intexrview resource center
. active dissemination staff. ;
o activities undertaken by S : -
" _the resource center In 4.2.2 CGollect copies of avatlable’ .
- response to LRPSI needs? , documents. . '
1 : , ) L Grieutation and 'frginin& Segsion (PDE Level) ' ) . v
o Is an effective program 1n place for pravidinz.,,lkills. training and ;Lnfox:m'a- .
. tion sessions to facilitate awireness, roles and relationships, needs °
assessment and action planning .on the part of LEAs and thedir technical
' assistance agents? < /
N ‘  Evaluation Questions . Acceptable BEridence and Data Source
) N 5.1 What orientatiop and training 5.1.1 List the dctivities with . -
R © sessions were p'rovided by PDE, + descriptions of programs,
@ s how often, .and who partici- purpose, agencies represented,
pated? and attendance (by category).
I : . - '
P 5.2 How ‘effective are the orientas 5.2.1 Participant evaluations of .
) . tion and training -activities . effectiveness (where available).

in meeting their objectives? «
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Pennsylvenia Technical Assisﬁance Network Des;én Features °

Outline of PDE'e School Improvement Evaluation Design

Evaluation Questions

Acceptable Evidence and Data Source

5.3 What is the dynamic nature
of orientation and training
activities across the LRPSI
‘waves? . -

egistration (PDE Level)

5.3.1 Interviews of organizers,
" presenters, -and participants
who have attended sessions at
multiple time perioda.' ‘

5.3.2 Comparison of dgcndas of all
i . meéetings.

e Is an effective formal procedure in place ‘for acceptance ofa. school
district's LRPSI and for validation of action taken by the district to

implement and evaluate its plan?

Emaluation Questions

6.1 What is the progress of LEAs
under the LRPSI guidelines?

6.2 Wha& is the number and pro-
- portion of distritts pre~
registered ut.specific times?

6.3 What is the number -and propor-
tion of districts registered
, at specific times

-
—

Acceptable Evidence and Data Source

- §.1.1 Use data from the "School
Improvement Monthly Progress
Report" as completed by field
reps. §

. 0 ’ E T
6.2.1 Documentation of preregistra-
tion dates within each Wave
Look at extensions and reasons.

6.3.1 Documentation of registratiom

. dates.  Again look af ejtepn-
' L sions and reasons. 123

-

]
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i’ennsylva:}ia Technical Assistance

Educational Quality Assessment (PDE Level)

. : : 4 _ . @ Is a systen in p}&ce‘,to effectively utilize EQA information in identifying
. . : . ’ o ", needed activities and areas for improvement of educational practices in
! connection vwith LRPSI? oo :
N Evb].uatio;m Questions ’ > ] Accep'table Evid_ence and Data Source
7.1 How' are EOA results tied into 7.1.1 User survey.
' district information in their ) . \
long-range plans for sclivol 7.1.2 Examine a sample of LIPs and
. imptove-ent?q* . construct a scidle of use.
1] e . . . B . .
, . A 7.2 What is the extent of synchron- | 7.2.1 Compare lists of schools in
. : . . ization of the EQA testing ° ) EQK each year with district
. - : . cycle with LRPSI? . i assignment to the LRPSI v
. ! . . , n Co waves. T v .
o] . : o ‘ -
~ Fiscal Support (PDE Level)
ot ’ . )
. ’ e Is an effective fiscal resource pool available within PDE to facilitate ..
o - . . school Gaistrict involvement.and activities with respect to LRPSI?
) Evaluation Ouestions : ‘ Acceptable: Evidence and Data Source
) R 8.1 What 4s the amount of non— 8.1.1 Interview appropriate PDE
. state funding used to support thej- persons (e.g., Akers, Edwards,
’ . . . the school improvement Weinberger, Clark and Lewis).
v o . Ainitiative? o Ask for budget breakdowms.
. . 8.2 What is the smount of state 1 8.2.1 See 8.1.1.
4 > : o . funding used to support .
: school improvement? : : ) : - L.
* 8.3 What is the amount of funds in 8.3.1 Interview managers of categor— .,
N program areas which have been . . ical funds (¢.g., Makuch,
) . - ‘. ’ redefined to become available Campbell, Dallam and Blair),
. . S ) for LRPSI? ‘ : . ' ~
. %} .
’ :
A e . ) ’ o -
13u o . 131
Q : o : L s ; '
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. Outline of PDE's School Improvement Evaluation Design

Evaluation Questions .

Acceptable Eviden‘ce‘ and Data Source

8.4 Yhat is the extent of direct
and indirect PDE expenditures
in support of the school
improvesment process?

5.5 How is school improvement money
being spent by LEAs? = IUs?
THEs?

IR T

“echnical Assistance (PDE level)

, 8.4.1 Actual calculation of direct
_costs and close examination
of indirect costs.

8.5.1 Summarize LEA, IU and IHV
expenditure reports.

5 , ,IMPACT EVALUATION
(Preliminary Working Outline)

~¢

€.

e Are all components of the PDE technical assistance effort operating effec-
L tively to provide adequate agsistance to school districts in meeting their

. LRPSI needs?

- . 1.1 To what extent has a satisfactory constellation of technical assist-

o . ance efforts been institutionalized which provide improved help to
school districts in meeting LRPSI ngeds? ' .

~Aggregate school district satisfaction of needs based upon

’ documentation and interview data.

-Systematic school*Improvement (PDE Level)

.

_g‘ e 1Is an institutionalized set of guideliﬁes gnd procedures in place vhich
have been demonstrated to effect systematic gchool improvement as

evidenced by local cutcomes?

<
.

133
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Pennsvlzania Technical Assistance Netiork Design Features ’
w——— rJ .
1.1 To what extent haver an indiyidualized set of guidelines and proce-

dures been established which have been demonstrated to effect
systematic school improvement?

..

~Analysis and synthesis of aggregate process’ data and aggregate
, local evaluatioms.

Student Growth

é
e Is student growth and. development. improving on a statewide bagis as a
result of the LRPSI process?

1.1 To what extent has aggregate statewide impruvement in student growth
been evidenced? ’

-EQA data

~Standardized test results
-Local evaluations,

o 135
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APPENDIX A

SELECT REVIEW OF RECENT RESEARCH ON
SCHOOL IMPROVEMENT AND CHANGE

The'design of Pennsylvania's School Improvement initia;?ve was
influenced, inlpa}t, by sevé&alyréCent studies of schapl improvement,
disse;ination and change. Some of the importan% findings éhich were qf
infiuence are cited as follows: | " -

Berman and McLaughlin'é RAND change agent Study, Volume 8,'(1978)‘
reported éhe following-cqncluéions and'recomméndationéél |

‘e 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
‘"plack boxes." Change (or control) camnot be brought about simply
by developing new technologies, - providing incentjves for their
adoption and introducing these technologies’into districts in
the form 6f targeted, accountable projects. ,

e ‘federal "seed money" stimulated LEAs to undertake projects but
did not insure successful implementation oxr long-run continuation
(i.e., many adoptions, a few gsuccessful implementations, and the
long—run-continuaﬂ%on of still fewer)

e The differences betw=en success and failyfe were not based
on differences in "project guidelinesg" or-"more money."
Success or failure depended primarily on how the districts
implemented their projects and on whether they planned for
long-term continuation. } : ‘

e LEA implementdtion strategies spell the difference between
‘success or failufe 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: T e
~Concrete, teacher-specific, and extended training
-Classroom assistance from project -or district staff
~Teacher observation of similar projects in other -

classrooms, schools or districts

A

1
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~Regular project meetings that focused on practieal problems
~Teacher paiticipation in project decisions . L
~Local mateXkials development

-Prlncipal participation in training

It would be best to start with the perspective that schools are
responsible for improving their own performance but require
short and long-term assistance. Within this perspective, it

is expected that: ’

~Educational performance could be improved if more atteption
were paid to all stages of the local change process. '

-Educational performance could be improved with adaptive imple~
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 and change studies (1978) reported that:

Information alone will not likely affect much "change~oriented"”
utilization of school improvement related knowledge.
-%ersonal intervention is required.

The quality and ava11ability of materials play a central role in
supporting and maintaining dissemination efforts.
~A materials/in-person interacticn model is supported.

Improvement oriented change in.schools seem to require more than.
easy access to information and recources.

~A rational model of béhavior is not supported. .

Interpersonal or social influences appear to be the prime

.determinants of utilization. ' ,

-Schools are reactive, loosely coupled bureaucracies.

'~ -The successful change process is driven by mutual
- self interest.

Qualitative more\tnan 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. TFour aspects predominate successful

change/utilization efforts: \\

—Interpersonal style

-Local ‘comitment

-Training _
~Gradual and cumulative change.




[}

e Some form of personal intermediary or'linkgge“is essential
to the dissemination (change) process. ! '

e A relatively comprehensive yet flexible external.sdpﬁort

' system is needed to.provide key materials and in-person
utilization assistance. ) '

. Considerébl§ more time and resources are requiréd to
facilitate educational change than was previously
anticipated. ‘ : : :

¢ The requirement for more;time and resour®es 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. -

e Some form of intermediaries or knowledge linkers should be

established. '

Karen Louis' preliminary findings,'implications and recommenda-
tions regarding Abt's study of the R&D Utilization Program (AERA, .

1980; AASA, 1980) indicated the following:

H . R
. ,

e All componedts 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 rationmal,
.participatory problem-solving process -~ have 'a strong
impact upon knowledge utilization processes 4nd outcomes.

e ‘The effects of the variablés measuring RDU strategies
outweigh characteristics of -the school sugh as readiness
to engage in a change program. )

e 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 schoolsrgre drawn. -These include:

~the need to emphasize using externally developed products
where they are ‘available and .appropriate

-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, participdtory
change teams - .

-searching for external facilitators who can provide assist-
ance and stimulation to a locally driven process.

o | ‘,; éz 138
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Associates study are:

Louis and Rosenblum's (1981) mﬁjor conclusions from the Abt

-

410 A ﬁeil—designed dissemination strategy-which emphasizes

the provision of high quality information, technical’
‘agssistance, and‘'small amounts of funds to local schools
can be effective in promoting improvements in schools,
in educational practice, and in benefits to students.

Local commitment, resources, and energy continue to be
agsential and critical elements in improving schools.

Local development or adaptation of innovative products is
not as essential as previous ;esearch;hgs indicatéd; both
R&D-based products and validated practitioner-deyeloped
products can produce significant benefits in°*schools 1f:
(a) they are carefully selected by practitioners to match
their local conditions and needs, and (b) the schools can .
- readily obtain the technical assistance and inservice
training required to master the use of the new product.

The "array of existing R&D-based and validated products is
not as extensive as expected and frequently is insufficient
to match the full range-of educational problems identified
as priorities by local practitioners. :

" The goal of building an ongéing 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. '

v .o ’ .




. . - APPENDIX B | . o .

o 'PENNSYLVANIA LONG—RANGE PLANNING FOR SCHOOL-
T . .© IMPROVEMENT: FIELD ORIENTATION AND TECHNICAIL ASSISTANCE :
D o _ PARTNER TRAINING, 1980-19811 :

/ ) ) ‘ N .. i, . W

- (oncepkual Overview I . . ' , . o

e , &

3

¢ The school 1mprovement,program was introduced to'the educatlon communlty
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 f1nal form and titled Long-Range Plannlng for Schopl " b
Improvement (LRPSI) )

A Overall 501 school districts in Pennsylvanla are scheduled to pacrtici- .

"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 flve "waves'': . i . _ .

Wave I (first year) - - 78 districts T,

Wave II (second year), - - 124 districts plus 8 technical schools
Wave III (third year) - (approx ) .=. 150 districts plus technical schools
Wave IV (fourth year) = (approx.f ~ 147 districts plus . technical schools

Wave. V (flfth year) _ - 2 urbag districts,

o To effedtively and eff1c1ently 1mplement the Long—Range Planning for
‘ School Improvement (LRPSI) Program fotr local school districts and tech~ -
nical schools, a flexlble yet fairly structured sequence of . orientatlon -
and- training has been ‘required. ., : L e

-

e The essential parameters of the drientation/training effort have been:

- the process itself ‘should remain flexible and developmental in
nature, ‘ _ . e ' '

- all persons should be acquainted with a certain consistent base of
information about the process and the planning requirements,

- orientation and training should be prov1ded at-the - least expense
of 1ndiv1dual and institutional time and money possible, and

-  continuous. feedback and ease of coordination and communication- among

B the persons 1nvolved should be maJ,nta‘_Lned and encouraged _

c . . : A ¥4

lThlS appendix cites materials prepared in large part by ,Ethelyn 0.
Brewster, Information Specialist for SChOOL Improvemeént, and Jeff Grotsky,
. Chairman of the School Improvement Tra1n1ng Committee.
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‘ s To date, the technical assistance training(has involved 80 staff mem~

» bers of the Department of Education thus far, 39 intermediate unit
staff, and 75 college/university faculty. Though the IU and IHE'per-
sonnel remain fairly constart, the number of Department staff has- o
increased from approximateiy 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.

. . Considering the number of persons involved -- in terms of districts
+ . . scheduled for planning for scheol improvement and in terms of :the
Qechnical Assistance Network team approach that has been adopted -=
the awareness, orientation and training sessions provided, both
“internal and external have been extensive. -

Chronological Listinguof Orientation and Training Conducted hy,PDE

) Superintendents/IU Directors Meeting (April 18 1980) L . Lo

All ‘superintendents from Wave I school districts were invited to Harris-
burg to meet with Secretary Scanlan and the school improvement adminis~
trative staff to discuss the final shaping 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
v : and comment was initiated regarding issues that were not firmly -~ .
* " resolved (e.g., funding, evaluation, ‘exact nature of training, etc. )

e Wave T Orientation Meetingg (April 28 April 30; and May 2, 1980) ‘ .

' ' +. The Bureau of School Improvement . organized three one-day meetingsg in
;>_.- - Pittsburgh, Philadelphia, and Harrisburg. 'District planning teams,
AN school board members, and teacher organization representatives were
“y invited to participate. Staff from the intermediate units and colleges/
‘universities also were asked to attend. The Secretary of Education, the
Commissioners of Basic and Higher Education, and the improvemert staff.
-used the day to familiarize district personnel with the school improve~
. ment process, requirements, and timelines for completing LRPSI

' Statewide School Improvement Teleconference (May 21, 1980) s
The Department of Education, w1th the assistance of station WQED in
Pit%sburgh, conducted a statewide teleconference linking thg seven
instructional television stations 4n Pennsylvania. - A1l school districts = -.

‘were notified of the program, and ‘Wave I districts received specific e
information and were given directions on phoning in questions and con-
cerns. Initial presentations by Department/staff”were followed by an
open question/answer period, with the Secretary and Commissoners present.

o
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e Technidal Assistance. Partner Training, Messiah Collége
(June 4-5, 10-12, 1980) — ,,

A critical éompoﬁth of the school improvement program is. the ready B
availébility of a team of persons at “the Department, intermediate units,
and colleges/universities who will provide direct *fassistance 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
SR training and support of the state's technical assistance staff. -Work-
Y shop sessions included: an overview of the school improvement program;
A LRPSI guidelines and instructdons; a district scenario of the LRPSI
process; general TA role clari jcation and coordination; information
on needs assessment, -action plﬁnning, implementation, evaluation and
=planning; resource ‘retrieval; and questions and answers. - ; .

o Administrator Days;(Juﬁe‘lS-é6;'1980) ‘ Lo, N

N 4

To expand the awareness of the process among district personnel, after-
> ‘noon workshops were prepared for a series of six annual meetings régu-7

larly planned for administrators. A general overview was also provided

during the .morning session. : : S

Y e Summer:Workshops for Wave I Planning Teams (July-August 1980) .

N : j .
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 '@ - D
K team members. Total number of participants was around 1,100. The work-—— iR
shops were held at college campuses. .PDE, IU, and IHE staff were present - .

to offer assistance as necessary and to facilitate the sessions.

'B Teacher‘OrganiZatioh Representative Trainiﬁg Sessién (August.ZO,vIQSO}

- The Department of Education spOﬁsored»a onq—déy inservice meetinngof
Pennsylvania State Eduécational Association and Pennsylvania Federation
of Teachers representatives from,Wave I districts. Information on school

2

improvement' and puilding staff participation was sg;essed,r

[

° B .

. ,§§90nd Statewide Teleconference (Ocﬁobef'8,.1980)

The second teleconference was conducted similarly to the first. .The
‘topic, however, was geared more specifically teéiieas assessment,gand
Educational Quality Assessment in particular. 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 helpful, ' ’ ' y

% 14,
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EQA/SI Workshops (November 1980 - January 1981)

- among the field representatives. Meetings continued almost weekly up

"~ Developing the Long-Range ‘Plan for School lmprovement

.— How to Chart School District Progress for Completing LRPSI

~a— Middlestates and School Improvement

'~ Theme 2 of School Improvement

Six regional workshops were canducted by the Department. Staff from '

. EQA conducted the first day of the workshops. Participants were dis-

tricts that completed EQA tedting in the 'spring of 1980 and Wave I

districts. The second day was devoted to sz§~bl improvement topics.

Each regional coordinator for.school improvement organized the second

day's discussion’ based on needs expressed by districts in their region.
Y. .

Education Congress (November 1980)

Along with partial participation in the EQA/SI workshops the 1980

. Education Congress (one day) served as an .initial orientation for .

Wave II districts. . A general progress report.on School TImprovement's

. basic education initiative during the morhing session was followed by
‘afternoon workshops organized primarily aréﬁnd a. question/answer format,

PDE/IH/IHE Follow-Up Training (1980 - early 1981)

During and subsequent to the six-day workshop conducted at Messiah
College, PDE field representatives began to meet regularly at the

-Department of Edhcation, here the effort was to: reinforce the infor-

mation presedted 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

until ‘the summer workshops, -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, and: then a skill-building meeting. This
pattern continued into March of_l981. A topical list of the skill~
building'WOrkshops conducted includes:

- How to Do Needs Assessment ' .
-~ How to.Interpret EQA Data for LRPSI

~ How'/to Do Action Planning

- How to Write Evaluation Plans

- Hey to Find Resources for Schcol Improvement Districts
-~ How to Interpret School District Profiles '
-~ 'How to Use the EEO Workforce Utilization Forms

- Title IV-C and School Improvement
- - Title I Needs Assessment and School Improvement

. @




Wave TI Orientation Meetings (April 2 - May 22, 1981)

‘ g . ) . / . \ . . .
During this time, the organizational pattern of technical assistance

““was evolving into a regional support base. Field representativas were

also provided with regular issues’ of a single-sheet communication

* device called Notes from the Schbol-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" pewsletter was also published monthly and

shared with all TA‘partners/and Wave I. and II districts.’
. .- P .

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 3, -198%. - £ .

1

Tnstead of conducting three regional meetings as in Wave I, a series

of 22 half-day workshops were conducted at intermediate units across
the state. Invited partigipants were the same as for Wave I, but the -
number of participants from-each district was less, and in most cases,
the primary district staff attending were superintendents and .the
designated LRPSI coordinator. This change in procedure was made due

to feedback and evaluation of the previous year and Wave I meetings by.
PDE, district and IU staff, : - '

PDE Follow-Up Trainingh&April - Juhe 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 beey®invol
during Wave I. ' : o

- . . . ‘ . ©
Technical Assistance Training, Toftrees (June 11-12, 1981)"

" Toftrees Conference Center for PDE's Wave I and n~w Wave] IT field o
- 4 SI 'guidelines. -
. A simulation of the administrative planning phasé of LRPSI was conduc--

, 2y > Y
A oné and one-half day’ training session was canducted infJune at
representatives. New staff were familiarized with the

ted, highlighting the assistance roles of the field representatives. B
The implementation of the partnership process was described and dis-
cussed. ‘Finally, regional problem solving activities were scheduled
with report-outs by region. x o ° -

- 3
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. Summer Workshops for Wave Ii Planning Teams (June, 1981)

Three one-day regionalﬁworkshops were conducted for 124 Wave II district
planning coordinators and select administrative staff. The district
workshops were designed to prepare the .district a&mlnistrators and

planning coordinators to organize appropriate staff in their distrizts |
to develop and write management.plans for completing LRPSI. ‘The work-

- shops provided techniques, examples and simulation activities which '
will help the representative work with their local teams. In addition, b vl
PDE field representatives, IU advisor and college and university
coordinators participated in the workshops ‘and provided follow-up on-site
assistance as requested 4 . l

e Teacher Representatlve Orientation Session (June4¥1981) : . -

, The Department conducted a one-day inservice workshop for teacher o . I
representatives*from Wave II districts. The agenda was similar to . -

the 1980 program.,

hh’,
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. APPENDIX C .

PFNNSYLVANIA SCHOOL IMPROVEMENT TECHNICAL ASSISTANCE REPORTING SYSTEM:
FIELD ‘REPRESENTATIVE CONTACT LOG, CRITICAL INCIDENT REPORT,

'AND FIELD REPRESENTATIVE SI MONTHLY PROGRESS 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

1mprovement field representatives from various bureaus in the PDE,
assisting over 200 Wa;e I and Wave IT school districts with locai school
1mprovement efforts, and a parcnership network 1nvolving IUs and IHEs.
At the PDE, the Commissioner of Basic Education established a Special
'unit, the School Improvement Administrative Div1s1on_(SIAD) to provide '

ongoing support for school improvement activ1ty. SIAD staff prepared

three reporting formats for documentation of technical assistance efforts

r

and progress reporting: the School Contact Log, the Crit1cal Inc1dentw“

Report, and a Monthly Distr1ct Progress Statement. The School Contactf
Log was subsequently modified, to lighten the reporting requirements of
:field representatives. Thqs; the’Field'Representative SI Monthly Progress
Reportntoo}'the place'of the School Contact Log in year two of The school
) %mprovement effort.f TJ/ |

»




ST FIELD REPRESENIATIVE SCHOOL - CONTACT LOG

PDE Field Representative

School District»

Page of
Date _ I

rs

1. Date 2. Type of Contact

3. Name LEA Persons Involved~

h3

£

‘4. Check Others Involved

Phone Visit

Other

IU ‘THE .

Other

£

6. Description of Adtivity

5. Type of Assistarce Provided

Direct:. SI Process Help
Intervene for LEA. at- PDE
Sécure'Resource for LEA
Conduct Workshop

Direct Small Group
Planning Session

Help with Evaluation

7. Follgw—up Provided

Clarify PDB Policy or
Procedure

Interpret Data

Assist with Community .
Involvement ’

Other

1. Date }2. Type of Contact 3. Name LEA Persons Involved | 4. Check "Others Involved
. ' . _ .
Phone _ Visit IU . IHE R
. Other ' Other
. v

6. Description of Activity

s}

5. Type of Assistance ?rovided.
___.ﬁirect SI'Prqcess Help »
- Intervene for LEA ét PDE
- Secute Resource for LEA
___:Conduct Workshop |

Direét Small Group
‘Planning Session

Helb with Evaluation

7. Follow—up Provided

14v¢

10r

Clarify PDE Policy or
Procedure

Interpret Data

Assist with Community
Involvement

Other

4




- possible. -If additional comments are warranted for any item, continue the

GENERAL INSTRUCTIONS o IR ' o~
] ] . . - ‘ ' & $
v The School Contact Log is intended to retord all contacts between che
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 representative serves two districts, two separate logs
should be maintained. When it seems 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
Pqpéon on the last day of each month. Summaries of contacts will be in--
cluded in the monthly report prepared for the Commissioner of Basic Education
by the School Improvement Administrative Unit. .The field representative
should retain one copy of his/her records. .

Every effort should be made to make resﬁonses to -items as brief as

O

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 name of the field representative, the date of the, report and
the page number. On second and subseduent pages, only the school district
name, page numbers and date need to be included. ‘ .- »

Ttem i. - Indicate the date of the contagt."

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 jand/or specify other persons
under "Other." An.example of "Other" could be a community
leader, private contractor, p¥ess representative or other
person who plays an important [part in contact being '
reported. ‘

Ttem 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 follrw-up aéfivities. If additional
space 1is required, continue comments on separate plain
bond paper.
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CRITICAL INCIDENT REPOR@

School District _ 3 : - - ’ Date_ - °
From: » | To:
(PDE Field Representative) -

°©

*(ST Contact Person) -

In Section I. below, please describe any incident that, in your best .
judgement, DEMANDS immediate attention and/or action from some managehment
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 ¢n actions
to resolve the problem. A statement of the action taken will be returned to

you. In describing the incident, be brief; however, if additional comments -

- are necessary, continue the comments on plain bond paper.

.SECTION I: Briefly describe the ilcident and attach pertinent support
documents. (To be completed by PDE Field Representatlve )

NE

SECTION II: Follow-up Action Taken. (To be completed by SI ‘Contact
Person.)

Date Initiated : : -, Date Completed " .

SI Contact Person

o
Vi

~

U ——

*STAD Regional Directors=Contact Persons .
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(Short Form)r

o

FIELD REPRESENTATIVE

S. I. MONTHLY PROGRESS REPORT

" Month . ~ 19

DISTRICT- ’ WAVE ADM. UNIT#
TO: ' ‘ REGION# FROM: ( .
(Regional Director) , (Field Representative)
DISTRICT CONTACT PERSON ' PHONE ( )
I.U. ADVISOR - I.U.# PHONE ( )
I.H.E. CONTACT PERSON . - PHONE ()
. . ‘
A. TFIELD REPRESENTATIVE ACTIVITY LOG : C. TYPES OF SERVICE PROVIDED (Check)
Number of: .
District Visits 1. School Improvement Information
District_Phd?e Contacts 2. - School Improvement Materials
____ District Contacts at PDE, 3. Participated in School Im-
IU, or other location _ provement Activities at 'Dis-
IU Contacts /f _ trict .
.___ IHE Contacts / ’ 4, Formal S.I. Presentatlons
‘ . 1\ﬁ¢y given
. ___ Letters Sent &Jf’ 5. Consultants obtained
n ) L 6. District S.I. M_terlals Re-
g . viewed
[.—-_v * N
i B. LRPSI PROGRESS CHECKLIST — 7. Other

¢

» Administrative Plan Completed
Needs Assessment Completed for

[Check most necently completed.milestone) .D. COMMENTS AND/OR CONCERNS: If you
checked any of the seven items
LA ‘ above please comment below. Code
comments to .respective number.

Programs and Services
Needs Assessment Completed for
Management Goals
Priorities Identified for
Programs and Services
Pyiorities 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 ‘ : /'
Registration Issued v . .-
' 104 .li)‘J

(Use reverse side 4if necessary)

‘. -+ PRlease submit by the 7th of each month for the previous month.
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: A COMMONWEALTH OF PENNSYLVANEA
0A-501  12-67 & .

Date
SUBJECT: Monthly District Progress Statement
- - . -‘7/ '
TO: ' VO g .
(Regiona. SI Coordinator) * '
" FROM: - ' ; |
(PDE Field Representative) : ‘\/ . . : .

Attached are my monthly logs for the
School Disg;ict(s) for the month of ‘ . On the
chart below,} I have indicated the date of the most recently
. completed school 1mpr0vement milestone in each district.

Date o Most Recently Completed Activity

g
. %)
o 9 By <l§ o
0] o) - o o |go 5 8 v|l8 o Q
— O gl © ) 0 o 6 old I BT L] ]
o o Ofr o -l ] S P ) -V S TR RPN T} ) e
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v glo 5 aorlg Olpe Hla O] gl O1e B ﬁ(u A O|m 0 ]
: o Qe —HiH N A& glo P8 Oojd - Ol 53]
H PR . alo «olpy 060 ViD o Alg 0w - R
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__— w O LU LHedwjo LDIB M | o ol §°H gl < g %
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Additicaal Comments:
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Date of Most Recently Completed Activity
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APPENDIX D
. SCHOOL IMPROVEMENT TECHNICAL- ASSISTANCE NETWORK ;
'PENNSYLYANIA DEPARTMENT OF EDUCATION, INTERMEDIATE UNIT
AND COLLEGE AND.UNIVERSITY PARTNERS --
'AND THE/DISTRICT PARTNERSHIPS
(Angust, 1981)
PDE PARTNERS

‘e School Improvement Administrative Division

The SIAD consists of 11 staff: ) J .
P - Interbureau‘Liaison: Kennard Bowman

- SchoolVImprovement Regional Directors:

Regien IU# Directors*
I 4y 5, 6. Robert A. Bowser
« : I . 9, 10, 17 Joseph Skok .
: - III ¢ . 16, 18, 19, 29 Harry J. Benedetto
v : 14, 20, 21 . Jeffrey Grotsky -
v 22, 23, 24, 25 . Richard Dumaresq
- VI ' 12, 13, 15 James Blair
VII 8, 11, 28 - - Irvin Edgar
VIII : -1, 7, 27 William Good
X - . 3 Randall Bauer
X 2 Barbara Saunders

(*Note: Staff no longer with SIAD who contributed to the school
improvement initiative are: Helen Hall:, Jay Smink and

Judy Zaenglein.)

e TField Representatives (Waves I and II)

.-There are currently 76 PDE field representatives providing assigtance
to approximately 202 districts:

" PDE Field Rep

PDE Field Rep

Clyde McGeary
John Meehan ~
Kennmeth Miller

Kenneth Adams
lLoretta Adderson

Randall Bauer o 4

Carol Bellew
John Billman

James Bishop

James Blair

Leann Miller
Tom Mullikin

William Murphy

Biagio Musto
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PDE Field™Rep

.- o

John Brandt
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 Haas

. Lee Herron.

-John Heycock,
Jamés Holmes
Karl Hope

PDE Field Rep

Wayne Neff ‘
, Marjorie Peck : co
~John Peifer ¢
Mario. Pirritano ‘
James Porter
* Paul Raffene)erger
Vernon Register
John Resetar '
Neil Richvalsky s
+ Jessie Sanders
' Robert Schell ~
Robert Schwille - °
_ James ‘Sheffer
' Bruce Shellenberger
Ronald Simonovich
Gene Skiffington
Joe Skok

N * Ruby Sollenberger’ g

Ron Stainbrook

Alan Husland Jane Stockdale “
William Isler Janet Straw’
William Kautz Kenneth Swatt
Charles Lebo - Helen ‘Swaincott
William Lentz . Eugene Urbanski
’ James Lewis Robert Volciak:
Edwin Lint ‘Roberta Waldman
Bernie Manning Kenneth Wallick
Samuel Marcus Wally Weaver
John Markish Clyde Weidner
' James Massey ) James Wetzler
’ K - Thomas Winter
Jean Wright
f - INTERMEDIATE UNIT PARTNERS f, .

=

° Intermediate‘Unit School Improvement Advisor(s)

Ip# AIntermediete Unit School Improvement Advisor(s)a
1 Fayette/Green/Washington TIda M. Procyk, Limda H. Weber
2 Pittsburgh-Mt. Oliver Curtis Walker :

3 . Allegheny Wayne Brandon, Therese Walter ‘.
4 Midwestern Janice Hadgkiss - .
5 Northwest Tri-County Jack Jarvie .

6 -

There are currently 36 Intermediate Unit
providing agsistance to select districts
LRPST provess.

¢ et e e =

e

Clarion Manor
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™~

Intermediafe'Unit

Westmoreland
Appalachia
Seneca Highlands

Central

Tuscarora
Lincoln
Lancaster-Lebanon

»

v

“n .

Berks County.

.Capital'Aiea

Central Susquehanna

. BLAST

. Luzerne

Northeastesxn Educational

Colonial Northampton
Carbon-Lehigh

Bucks County
"Montgomery County
Chester County
Pelaware County

»n

Philadelphia

Beaver Valley

Arin

3

- Schuylkill - )

\

Robert Hohl
.Robert V. Flynn

School Improvement Advisor(s)

Gene Malarbi, Harrie Caldwellk

Clyde Klinger '

-Charles Sarokon
~ John DeFlaminis - -
.Anthony\F./ Labriola -

Paul Ridger, Mike Clemens
Lee'R. Rhodes '

Joan Straub

John E. Fiorini, Jr.

Thomas O!Donnell S
Vito A. Forlenza ’ '
Vincent Yuskiewicz = .
Floyd Keim '

' Metro Yurchak

David Barrett .
Charles Garris, John Bush =
James Shields,

Nicholas Spennato

Bernard Kelner

‘Thomas Zelesnik

Thomas P. Carey
Joseph Yarworth

‘B. J. Steiner

COLLEGE AND UNIVERSITY PARTNERS -

e College and University (IHE) Resources for School Tmprovement

Column
Ona

A}

Column’
Two

“Column |

Three .

Column
Four

IU - For planning burposes, the geographical area (inter-
-mediate unit) in which the IHE is located is giver. This

"IHE - Alphabetical list of (1) Pennsylvania colleges and
universities with approved certification prédgrams and (2)
" community colleges exﬁréssing in Interest in an assistance
-role

. (IHE = Institution of Higher Education.)

is not to be considered ,as imposing limits on:the IHE or the

. school district/IU.

are coded as follow§: E =

‘administration.

s

Code waﬂéﬂﬁfgéé'curriculum areas of potential assistance
elementary, S = secondary, A =

School imﬁo&kment Coordinator s Presidents of IHEs with an

part

rs 'V/r

‘identified §I coordinator have expressed a desire ta assume a

ole in School Improvement and have appointed

109
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the person listed
. needs.

Bloomsburg, PA 17815
717-389-3215

.

’
-

\'

) organize IHE resources to meet districts'

Contact Person - Where no SI coordinator is given, the :
bfficial contact person for teacher education matters may be

Macauley, Jr.

110

Contaét
Person

Clifford A. Burket.

j

N

Robert P. Schall

A. Robert McGilvray

.
3

Walter Smietana

/

‘Sr. M.

Pacglli

4

Fregerick Jones

A. Richard Polis

= . able to provide information regarding the IHE"S involvement
+ " in School Improvement.
| ¢
School
‘ . - Improvement
IHE T 4 Iu vCode.‘C%ordinator
Albright College 14 S
Reading, PA 19603
- 215-921-2381
Allegﬁeny College . - -5 ES Robert P.
Meadville; PA 16335 - ' Schall
814--724-3100
Allentown College of 21§ A. Robert
~ . St. Francis de Sales McGilvray
Center Valley, PA 18034 - :
215-282-1100 , -
Alliance College 5 ' ES
‘Cambridge Springs,
PA, 16403
814-398-4611 - ‘
Alﬁernia Cbllegé 14 .ES
Reading, PA 19607 . )
215=777-5411 .
Ant{och‘UﬁiV. Phila, 26 vEé F;éderick”
Philadelphia, PA ' Jories
19108
215-629-1370
Beavef College 23 ESA A Richard
Glenside, PA 19038 v "~ Polis/Joan
215-884-3500 Co - Schmidt
Bloomsburg State_Collége 16 ES Howard

‘ .
Howard Macauley,

) Jr.

>




School

A Improvement: Contact
IHE A IU° Code  Coordinator - ° Person
Bryn Mawr. College 25 S  Janet Hoopes , Janet Hoopes - .
Bryn Mawr, PA 19610 e o, R : N '
215-645-5000 ‘ :
Bucknell University ' 16 .ESA William Moore/ William Moore
‘ Lewisburg, PA 17837 ' _ " Hugh McKeegan o .
. 717-534-1324 < -

" Cabrini College ‘ 25 ES. L _Ruth E. Sower ‘
Radnox, PA 19087 T e : o ' : \
215-687-2100 ' : ' o
California State College . 1 .ESA William =~ -  William Benedetti
‘California, PA 15419 ; " Benedetti “
412-938~4126 : T e
Capitoi'Campus 15 ES Donald . Stanley N. Miller

v ~ Pemn State University - ' ‘ < Alexander
" ' Middletown, PA 17057

717-787-6205
Carlow College 2 ES  Frances Sabo Sr. Marie Immaculee \\:

* pittsburgh, PA 15213 ’ : : o Dana A ’
412-578-6000 ' .

‘ Cedar Crest College .21 ES ) ' Howard L. Klopp
Allentown, PA 18104 ' s
'215-437-4471

: o L
Chatham College 2 ES (N . Vivien C. Richman
. Pittsburgh, PA 15232 ' : ' B
' '_412—441-8200

| Chesfnut Hill College * - 26 ES Sr. Marie. = Sr. Margeret Mary

- philadelphia, PA 19118 Cornelia : _ Murphy
215-248-7000 - o :

‘ ‘ Cﬁeyney State College 25 ESA  Herbert W. Herbert W. Womack '
: . Cheyney, PA 19319. . : Womack . .
. 215-758-2282 . oo ) S0
. . . : .
Clarion State College A 6 ES Donald Morgan Thomas Matczysnki
‘.- Clarion, PA 16214 ‘ o )
814-226-2000
R | e
P o . : 111
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IHE

'-College Misericordia
. Dallas, PA 18612

717-675~2181

Dickinson College
Carlisle, PA 17013
717-243-5121

Drexel University ,
Philadelphia, PA 19104
215-895-2000

Duquesne University

Pittsburgh, PA 15282

412-434-6000

East Stroudsburg State
College '

East Stroudsburg, PA
18301 '

.717-424-3211 .

Eastern College
St. Davids, PA 19087
215-688-3300

Fdinbqro State College
Edinboro, PA 16444
814-732-2000

- Elizabethtown doilege
Elizabethtown, PA 17022

717-367-1151

Franklif & Marshall
College

Lancaster, PA 17604

717-291-3911

Ganron University

Erie, PA 16541 ]

814-871-7000 ’

+ Geneva College

Beaver Falls, PA 15010
412-846-5100

,IH

18

~ School
Improvement

"Code ‘Coordinator

ES Josepﬁ Rogdn.

15 s
26. 8
2 ESA Mary Frances
Co. Grasinger
t -
20 ES

25

13

)

13

27

Donald R. Bortz

Contact

Person

“Jameg J. Pallante

Gary:D'Lamater'

]

Lois Pearsop

0

Dorothy A. Frayer
Lester J. Bowers

ES ° . Helen W. Loeb f\Hélen W. Loeb

1 - _\,

ESA  James R. Flynn . Martin Farabaugh
: \

ES  .D. Paul Rice D. Paul\;,Rice —

/ -
8 Barbaré Michel
3 . . N
S Robert Wehrer
"ES
112

Terry Blue

1
Robert Wehrer
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School

. _ - Improvement ‘Contact
IHE E - IU Code Coordinator Person
Gettysburg College 12. ES Bruce L. = Bruce L. Packard
Gettysburg, PA 17325 ' ‘Packard .
717-334-3131 ' .
Grove City College 4. ES Joseph Joy . Jean A.Wilson
Grove City, PA 16127 , ’ L . o
;. . 412-458-6600 : ‘ .
© -Gwynedd-Mercy College’ . 23 ES Sr. Marie . Sr. Catherine Rawley
Gwynedd Valley, PA , N\ Madeleine Smith - o
19437 ‘ .
215-646-7300
‘ 3 . . » . -
Holy Family College - 26 ES Joseph M. Burak Sr. M. Immaculata
_Philadelphia, PA 19114~ . -
215-637-7700
Immaculata College 24 ES Sr. M. Lalande  Sr. M. Lalande
.- Immaculata, PA 19345 s
. 215-647-4400
o « o 'ﬁ'
gindiana Univ. of PA - 28 ES Charles M. Charles:ﬂ. Kofoid
Indiana, PA 15705¢ Kofoild
412-357-2480 ‘
. *‘Johnstoﬁn, Univ. of 8 ES David L. Dunlap/ David L. Dunlap.
- ' Pittsburgh at Gail §. Ditkoff
' Johnstown, PA 15904 o
814-266-6119. .
Juniata College - 11 ES Thomas Woodrow Thomas Woodrow
Huntingdon, PA 16652 .
814-643-4310
Xings College 18 S _Denton B. May Michael Eeky

iilkes-Barre, PA 18711
717-824-9931 T

Kutztown State Collége 14 ES Dorothy Moyer , Henry M. Ryan
Kutztown, .PA 19530 . ' : .
2155683-4254 -

‘ i avette College B 20 S Clay Ketcham ' Clay Ketcham
‘ . Zaston, PA 18042 : ,
.t 215-253-6281 . !

[
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IHE

LaSalle .College

Philadelphia, PA 19141 -

215—951f1000

Lebanon Véliey College

I4

- Annville, PA517003

717-867-4411°

Lehigh University
Bethlelem, PA 18015
215~-861-3001

Lincoln Univeristy

Lincolrt. University,
PA 19352

215-932-8300

Lock Haven State'Cdllege

Lock Haven, PA 17745
717-893-1381

Lycomigg College

Williamsport,. PA 17701 -

717-326-1951

Mansfield State College
Mansfield, PA 16933
717-662-4041

Marywood College
Scranton, PA 18509
717-348-6211

Mercyhurst College
Erie, PA 16501
814-825-4000

Messiah College
Grantham, PA 17027
717-766~2511

Millersville State
“College

Millersville, PA
17551

717-872-3379

20

24

10

17

- 17

19

15

13

ﬂv.

o |
School -

Imprevement

ESA

ES

ES-

ES

ES

ES

ES

ES.

Coordinator -

»

. A
‘Preston Fedan

.,

Michaél Grella

Stinson Stroup/

Robert Leight

Ira Masemore

;
4
,

Leslie Evans//

Sr. Frances
Russell

]

‘Edward Gallagher

/

/

Qo

Terry Stouanpr \

Robert Labriola

114
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. Contact’
Person

Marilyn Lambert

Richard A. :Reed ////

. /-
Perxy A. Zirk;f ‘
y !

/

~ Judith Thémas

-/
/,

/
Ira/&asemore

;

/

/

S

/ Forrest Keesbury

» !
I
i

/
John M. Higgins

B
|

Sr. M. Espiritu{ o
Dempsey ‘

Brian J. McHugh

Terry Stoudnoﬁr

PO

James Maurey, Jr.




L 4
IHE - Iu
Moore College of Art 26

Philadelphia, FA 19103 *
215-4568-4515

Moravian College - - 20
" Bethlehem, PA 18018
215-865-0741

‘Muhlenberg College 21
Allentown, PA.18104
215-433-3191

. Neumann, Cbllege 25
Aston, PA 19014
215-459-0905

Pennsylvania State . 10
University '
University Park,
PA 16802
814~-865-4700
Phila. College of Art 26
Philadelphia,*PA 19102
 215-893-3100 '

Phila. College of the 26
Performing Arts )
Philadelphia, PA 19102
215-875-2200 ~

Point Park College 2
pittsburgh, PA 15222
412-391-4100 - *

Robert Morris College 3
Coraopolis, PA 15108
412-264~9300 .

. lnsemont College 23
Rosemont, PA 19010
215~-527-0200

Saint Francis College 8
. lLoretto, PA 15904
814~472-7000

. School.
Improvement
Code ~ Coordinator * .

S Hilda . ~

Schoenwetter

’

ES John Dilendik

ES |
E Sr. Mary Ruth
Schutz C .
3 @
ESA Robert F. Nicely,
Jr. ,
S
k.
S *

ES L1loyd C. Welling

S Phyllis Morfison

ES Sr. Margaret Mary
- Bell

ES Frank T. Koe

“Dduglas S. Medlin- P

‘ Karen MclIntyre

Contact
Person -

Janette Banks

. [y
James J. Heller,

A

Harold L. Stenger
]

Sr; Mary Ruth
Schutz :

Henry Hermanowicz

9

|

Arlene Gostin

P

3 .
? . 1]

-

Phyllis Morrison
Anna-Maria Moggio

Frank T. Koe
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L[HE

St. Joseph's University
Philadelphia, PA 19131
215-879-7300

Sainf Viﬁcqnt College
Latrobe, PA 15650

412-539-9761

Seton’Hill College

.Greensburg, PA 15601

412-834-2200

Shippensburg State
College

Shippepsburg,-PA 17257

717-532-9121

Slippery Rock State
College

Slippery Rock, PA 16057

412-794-7255

«Susquehanna University -
. Selinsgrove, -PA 17870

717-374-0101

‘Swarthmore Coliege

Swarthmore, PA 19081
2i5f447~7000

. Temple University .

Philadelphia, PA 19122

© 215-787-7000

*

Thiel College .
Greenville, PA 16125

- 432-588-7700

Univ. of Pennsylvania

Philadelphia, PA 19104 °

215~243-7014

“.iv. of Pittsburgh
Pittsburgh, PA 15260
412-624-4141

15

16

25

26

.26

School

Improvement
Code Coordinator
ES  Irene Kenney
S
ES © .
ESA Dale B. Merkle

ES  John A. Hicks

a -
a

o ‘
S Barbara Lewis

S Eva Travers
ESA

Elliott Seif

ES Albert A. Zimmer

ESA
ESA Jean E. ﬁinsand
4
116
y -
16.

>

Con%act

Person

Irene Kenney

John F. Bleyer

tl

Dwight Troutman

Wwilbur 0. Carthey
B. Wayne Walker )

Charles J. Igoe
Harrison Wright

Peter J. Cistone

Albert A. Zimmer

Dell H. Hyme's

-~

James Kelly, Jr.




THE

Iniversity of Scranton
Scranton, PA 18510
717-961-7400

Ursinus College
Collegeville, PA 19426
215-489-4111

Villa Maria College
Erie, PA 16505
814~838-1966

Villanova Universiéy
Villanova, PA 19085
215-645-4500

Washington & Jefferson

College
Washington, PA 15301
412-222-4400 ’

Wavnesburg College
Waynesburg, PA 15370
412-627-8191

West Chester State
College -
West Chestet, PA 19380

215-436-2321

Westminister College

New Wilmington, PA 16142

412-946-8761

Widener University
Chester, PA 19013
215-499-4000

‘Wilkes College
Wilkes-Barre, PA 18703
717-824-4651

Wiison College
Chambersburg, PA 17201
717-264-4141

23 .

25

24

25

18

12

-

. School
Improvement

" Coordinator .

ES

ES

ESA

ES

ES

Joseph F. Fusaro |
9
Robert V. Cogger.

Robgrt Buchmeier

Chalres W. Good

Samuel Farmerie

Robert J, Wri; -

.
h,

&

IEd&in L. Johnson

117

Raymond
)

Y

-

Contact

Person

t

Robert V.’ Cogger

Robert Buchmeier

?

]

Henry 0. Nichols

William W. Leake

Donald Christian

Ricﬁard Strayer

Samuel Farmerie
Robert J. Wright
Eugene L., Hammer

Eugene Beecher

L. Kimblé




THE .

York College
York, PA 17405
717-846-7788 -

COMMUNITY COLLEGES

Bucks County Community
College

Newtown, PA 18940

215-968-5861

Butler County Community
College

College Drive, Oask Hills

Butler, PA 16001
4£12-287-8711

Lehigh County Community
College
2370 Main Street

Schnecksville, PA 18078
. 215-799-2121

Montgomery County
Community College
340 'DeKalb Pike
Blye-Bell, PA 19422
216-643-6000

Northampton County Area
Community College _
1835 Green Pond Road ~
Bethlehem, PA 18017
215~-865-5351

Reading Area Community
College .

10 S. 2nd St., Box 1706

Reading, PA 19603

215-372-4721

IU Code

School
Improvenment
Coordinator

12 ES

22

21

23

14

Lynn S. Orlando

Charles Rollins

James 0. Miller

" Robert L. Barthlow

Albert Rauer

William Connor

Robert Gill

118
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Contact

-Person

Dean Cheesebrough

\
O

{

“
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IHE/DISTRICT PARTNERSHIPS

1981—1982 Coilege and University/District Rartnerships

Sixty-four Wave II districts and 31 Wave I districts have joined with
25 colleges/universlties in this year's IHE partnership program.

Partnership activities as of February 10, 1982 included:

Partnership Wave Partnersh&g Wave
Bloomsburg State College King's College
Midd-West S. D. ~ I Pittson Area S. D. . II
Bloomsburg Area S. D. II :
. Shamokin Area S. D. II Lehigh University
’ ‘ Parkland S. D. II
Chevney State College Pennridge S. D. , IT
West Chester Area S. D. IT Upper Perkiomen S. D. IT
Clarion State College Lock Haven State College
Cranberry Area S. D. I West Branch Area S. D. II
St. Mary's‘Area S. D. I
Union S. D. : I, Mansfield State College
Fairview S. D. IT Towanda Area S. D. IT
Punxsutawney Area S. D. II Canton Area S. D. - IT
Redbank Valley S. D. II ,
Titusville §. D. II Millersville State College
Warren Co. S. D. IT Antietam S. D. I
) Daniel Boone Area S. D. I
Duquesne University S. D. of Lancaster I
Bentworth S. D. .. I Tulpenhocken S. D. I
West Allegheny S. D. IT Conestoga Valley S. D. IT
Mt. Lebanon S. D. II Donegal S. D. I1
south Park S. D.} IT Lebanon S. D. IT
: | Palmyra S. D. II
East Stroudsburg State College Exeter Tywnship S. D. II
Delaware Valley S. D. II Muhlenberg Township S.D. II
fast Stroudsburg S. D. II Wilson S. D. - II
Northampton Area S. D. II ’ _
Pennsylvania State University
Eastern College . Clearfield Area S. D. II
Radnor Township S. D. IT West Branch Area S. D. II
Gwynedd-Mercy College Saint Francis Cellege
Abington S. D. I Bellwood Antis S. D. I
Souderton Area S. D. i Tyrone Area S. D. I
Wissahickon S. D. Blacklick Valley S. D. II
Indiana University of Shippensburg State College
Pennsylvania Central York S. D. I
indiana Area S. D. I Cumberland Valley S. D. I
Penns Manor S. D. IT Shippensburg Area S. D. T
Apollo-Ridge S. D. II Upper Adams S. D. I
Blairsville/Saltsburg S.D.I1 Conewago Valley S. D. IT
Leechburg S. D. =~ - II Greencastle-Antrim S.D. II
United S. D. 1T Greenwood S. D. II
Mifflin County S. D. II
. Big Spring S. D. IT
it i

:  West Shore S. D.

ya




Partnership Wave ‘ Partnership Wave
Temple University ' West Chester State College
Wissahickon S. .D. I Wallingford Swarthmore
Ridley S. D. 1T “ S. D. I
) A ' Downingtown Area-S. D. 11
University of Pittsburgh - Upper Darby S. D. I1
Butler Area S. D. I .
Tririty Area S. D. I Widener University
Frazier S. D. I1 Bristol Boro S. D. I
- Keystone Oaks S. D. 11 Rddnor Township S. D. II
Uniyersity of Pittsburgh- - York College of Pennsylvania
Johnstown S Central York S. D. I
Forest Hills S. D. I1 Upper Adams S. D. I
Somerset Area S. D. I West York Area S. D, I
-Conemaugh Valley S. D« I Southern York and So.
‘ ‘ ’ WesternS. D. oI
University of Scranton ' ;
: Wallenpaupack Area S. D. II Lincoln University .
: Oxford Area S. D. I1

Marywood College
Western Wayne S. D. 11

164
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"APPENDIX E

. COLLEGE AND UNIVERSITY ROLFS AND
PARTNERSHI. PROPOSAL PROCESS FOR SCHOOL IMPRCVFMENT

COLLEGE AND UNIVERSITY ROLES

¢ Introduction

. o .
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 e

district, (b) appoint its -own coordinator for assistance services,

(c) evaluate the quality of services and (d) support professional

Jdevelopment activities for' its own education faculty.. Because of resource

and size limitations, some colleges and universities may wish _to form a

consortium to respond to a district's invitation. _ ; )

® Pairing Relationships

Pairing relationships are intended to provide high visibility for
many existing forms of cooperation and to stimulate new forms. A
relationship involving a collége, university or consortium and one or more
sqéoel 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: :
y ‘a. a specific number of consultant days (e. g., 10 days)

/ contributed by the college, university or consortium
to the school distriet,

b. a rate of compensation for any consultant-daysbevond —
,rthewﬁumbéf*Uf*COﬁtrIbute&'days,

¢. school district requests for college, university or
individual faculty member services through the college,

. : university or consortium school improvement services
coordinator, ’

d. gpportunities for various short term professional )
experiences for education faculty members in the
school district®, )

" *General Standard TTII: "The appropriate faculty shall have ‘the
.nstitution’s support for continuing professional development including
experiences in situ designed to keep the faculty informed of the
perspectives of basic education." Policies, Procedures and Standdrds for

| the Certification of Professional School Personnel (Harrisburg:
fernnsvlvania Department of Education, 1978)

121
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ERIC

Aruitoxt provided by Eic:

' Evaluation of Services ' .

_ihe needs expressed by school district faculty -and administrators.

- e i

%5

e Coordinator ‘ . ,

The college, university or consdrtium will appoint a member oflitq
staff to coordinate its services for School Improvement. This coordinator,

'along with thée Pennsylvania Department of Education's field representative

and the intermediate unit school improvement advisor, will assemble college
or university assistance as requested by school district administrators ..
and faculty. Because colleges and universities vary consigerably in gize
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: i I v '

’
-

‘a. meeting with th Vintefmediate unit advisor and - L
"~ department fieYd representative for information ' -
sharing,

s

b. recelVlng all school digtrict requeste for 3551§5§nce
' and assembling available services,
\ .
c. providing the advisor and field representative with
information about faculty'assistance capability,

d.~ascertaining a school distrlct s sattsfactlon w1th
the college s or university's assistance,

€. participating in six days of tralning for field
representatives, advisors and coordinators and in
the two-day summer workshops for school districts
with which partnerships have been established and

hY

f. facilitating the college, universi;y or consortlumwfﬂmm—Lw"%"MWW"“4“7

—-- —-——-—faduley's use of opportunities for professional | o -
experiences in the school district’ :

for some tolleges and universities, the coordinator's only role may he to
provide a school district's initial contact with an institution. For
others, ‘the coordinator may become involved in extensive school district -
work along with the department's field representaLive and the intermediate
unit s advisor.

ey

The college, university or consortium will develop its own polnc1es
and procedures which should assure that the services of the institution or
faculty members reflect well the institution's capabilities and; respond to

According to the pairing letter of understanding, ail school district

' requests for college, university, consortium or individual faculty

assistance should be directedfto the coordinatoxr.
. R
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. e Fducation Faculty Development

R Accofding to General Sténdard III--in effect since 1976~-colleges

,and universities with approved certification programs support contiruing

professional development including experiences in situ to keep the faculty
informed of the perspectives of basit education. The pairing relatibnshlps
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 because the

- changing climate of the public schools requires changed procedures, content

and expectations for educators and those who prepare educators.
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, school districts should gain valuable technical assistance and colleges ;é‘
and unimersities should gain essential school district experiences for

. " PARTNERSHIP PROPOSAL PROCESS FOR

“
.

- o SCHOOL IMPROVEMENT T T .

L

Request for Progosals
College and University Partnership Program for School Improvement )
: Pennsylvania Department of Education:
Oftice of Higher Education
Harrisburg, PA 17126

~

Introduction AR a

5
Y 4

Qchool 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 im schools and in professional .
preparation and certification. It is a cooperative partnership involvin
.. faculty-~elementary, secondarv, college and university——students, '
administrators, school board members, parents and.other community member
using the resourges available through intermediate units, colleges, uni-
‘versities, research and development centers, and the Pemnsylvania Depart-
ment of Education and aimed toward making every school a- good school

e . . . ’
Program Goals . o : . I |

- The college. and uniﬁersity partnership program for school improve- |
ment is intended above all else to promote a mutually beneficial nela— .
tionship between school districts and colleges and uhiversities. The'** ¥ I

i
Al

1
(—y 7

faculty Pairing rPlationships betwéen a school district and a- college,
universityqor consortium Should be created which will be sustained long
after the fUnding period for this request for proposals.  School dis—
tricts shoul& receive college and university technical assistance at’
ninimum’ cost to the dlstricts. All colleges and universities'with an
interest” In‘school improvement and a relationship with a Wave I district
should haVe an Opportunity to participate. ‘ ..

The statement df "College and University Roles" in school improve-
ment (4/28/80)~~written in consultation w1th the Higher Education Ad-
sory Committee on School Improvement—-presents the general expecta-
Lions for this request for proposals. Pairing relationships, contri-
buted assistance services and field training opportunities are foxms of
jcovperation which have always existed among Pennsylvania's school &is—
tricts,,colleges and should (a) provide greater visibility to ekisting
forms of cooperationm, (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 and universities. ' L

Applicant Eligibility

kY
A proposal may be submitted by a college, university or consortium .

of colleges and universities which.has made mutually acceptable arrange- '
ments with (a) school district(sa to provide assistance.

N '
i
D m—,
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Wk to the district and Category B supports general assistance as well as g
///4%§ focusg& approach to improvement in one or more of the Twelve Goals of

}'ﬂgpuality\Education. Category C supports general assistance as well as
;/~ ‘the steps which will lead to ‘and implement an exemplary partnership--one

Consultation and/or Technical Assistance (39 proposals
at amounts up to $1,000) :

B. Speéial-Projth: Twelve Coals of .Quality Education¥
(6 proposals at amounts up to $2,000)  ,

C. Exemblary Partnership 3 proposals at. amounts pp‘fo
$3,000) o o

-
v

.Proposals in all categories shall reflect the attached‘statement of
"College and University Roles." Category A supports géhgral agsistance

ship, research, and technical assistance’and one which may be replicated.

which addresses*issues. such as\ governance and management of the partner-
in another ld¢ét10n by-partneré\with similar characteristics.

vExampies of the kinds of géﬁeral assistance a school district might
\\Qggd during the first year (Need% Assessmeént and Action Planning Stages)
. of\school improvement include: \ . % T

. 4 . .

W:-— goal definition, clarific;fion and analysis

o ~- curriculum analysis wiéﬁ'réspect to scope,lsequencé, testing
<i and materials\;2 ' \ n
) -— instructionalsddta cpllection, analysis and interpretation

¥

-~ improvement evaluation design .
~~ leadership training in projedt management and budget
. &

-— identification and demonstration of teaching methodologies/
v strategies : .

-~

-- team/group facilitation
~-- data management

.~ formative and summative evaluations
. . LI ) NN

e

LY n N

*Communication, Mathematics, Self Esteem, Analytical Thinking, N
Understanding Others, Citizenship, Art and the Humanities, Science and
Technclogy, Work, Family Living, Health and Environment. A brief |, .
.Cescription of each goal appears at the end of this request for proposals. ™®

. . .

. .
° &
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- identification of successful practices and current research
-~ community involvemeit processes
~-~ organization (district) self-development

i

e Use of Grant Funds

Program grant funds may be used by the college, university or
consortium for. : . o’

.

1. Reasonable‘transport tion‘andﬁ
and faculty—éonsultaZt.*\

*2., Faculty-consultant honorarja for services above and beyond on—'
going faculty responsiblli es-and-college or university
~ services. X : A é?

3. Reasonable meal expenses assotiatkd with a college/uriversity
training program in school improvement and joint planning
- meetings (Categor® C only) with school district staff.

S
’

4, Reasonable transportation meal expenses to district and IU
" buildings for in situ (General Standard III) ‘experience
programs. o~ ' . .
L[S : b .
Program grant funds may not be used for adm1n1strat1ve or clerical staff
services, coordination servieces or in place of regular salaries.

) Funding Period °

W . . ’
s Progects funded through this ‘request for proposals must be comp 1 e;\QQ;

bv June 30, 1981.

e 'Proposed Format

’

‘A proposal may be very brief--two to five pages in length, including
the cover page which 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)

-

o o . _ ‘ .
*The travel destinations include buildings within Wave T districts,
intermedigte unit offices, Harrisburg and other locations designated by the
PDE. .

o
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~a replication of the partnership.

A sample cover page is attached to this request for ropoqals. The final
report will include documeptatior of grant expendifures and a project

evaluation. Category C project final reports will include a description
of the steps leading to tgzrexemplary partnership as well as a partner-

ship description suffici to guide other ins itutions and distrlctq in
’

+ Application Procedures

Proposals in five (5) coples shall be rece1ved by the department on
or before September 1, 1980 withi\noticé of funding by September 15, 1980.
Proposals which are late because ¥f the timing of a district's invita-
tion or summer vacation schedules Will be considered throughout Septem-
ber and October as funds are available. For late proposals, please .indi-
cate. before Septembter 1 your intent ‘respond. . A copy of your "letter
of Undez/iandlng" with a school district must be appended to the pro—:
posa;/ ’Mail or deliver the proposal to}

,/
P

P Sam B. Craig, Jr. N

- for Higher Education ”
Pennsylvanla Department of Education
16th Floor - 333 Market Street \
Box 911
Harrisburg, PA 171267

Special Assistant to the Commissiohei\

Please direct questlons whlch arise in the preparatlon of your proposal
* to Sam B, Craig, Jr., Harold C. Wisor, or Jane A, Stockdale. :
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‘APPENDIX F :
' vf‘
. | ‘
SAMPLE LONG RANGE PLP:NNING FOR - SCHOOL IMPROVEMENT .
Resource Guide: /
(Settions 1-3 .only) /f
& : . ] ‘
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| éilide Three

- Needs Assessment
(Programs and Services)

-Compiled and edited by;
James W. Blair

Ethelyn O. Brewster
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128 .




ACKNOWLEDGEMENTS AND CREDITS

Individuals from the School Improvement Administrative Division and other
offices snd Bureaus of the Department of Education reviewed draft copies of
this guide and gave helpful sugge‘tions to the editors. In addition, practicing
. educators from outside the Department of Education who serve as members of a
core review group also provided substantive comments on draft copies. Members

. of the core group are as follows: ' ) .
Carl P. Beck Solanco, School District
Robert Flynn . ., Capital Area Intermediate Unit
‘Jan Hadgkiss - " Midwestern Intermediate Unit ¢
Richard A. McCann ' Research for Better Schools, Inc.
Dale Merkle Shippensburg State College
Edward M. Patrick : Research for Better School's, Inc.
Eleanor Patton . Williamsport School District

The following school districts and intermediate units have' given permission
to reprint materials used in various sections of this guide.

Harrisburg
, ) Indiana Area
¢ Owen J. Roberts
' Saucon Valley .
Solanco
Tuscarora Intermediate Unit
\ West -York Area
: R :
| , Three persons deserve spec{al recognition for their contributions to this
. gurde -~ Judy Zaenglein and Ed Patrick for laying the groundwork and Darlene
Henry for serving as primary typist.

a

129

.




Section
Section
Section
Section
Se;ﬁion
Se;tion

Section

~7

. - LRPSI RESOURCE GUIDE:
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SECTION 1:
iNTRODUCTION TO PROGRAMS AND SERVICES NEEDS ASSESSMENT

‘ Programs and services needs ‘assessment is the ‘process by which a district

determines prlmary areas of student strengths and needs on a building basis dnd

! districtwide, Figure 1 presents an excerpt from the LRESI PROCESS GUIDL which

-

: describes the major cutcomes, baS1c tasks,'and reporting requirements aSSOC1dted

: . -

with programs and services needs assessment.

N,
s
Figure 1
< Step 2a Analyze Building/District Programs and Serv1ces B
. Strengths and Needs . '
" Major The major outcome of programs and services needs
Outcomes assessment is the determination of the primary areas of

kY

student strength and weakness on.a building basis, and the
assignment of priorities to +the needs identified. To
achieve/fhe 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 B Establish district goals for programs and serviges
Tasks ’ and analyze the relationship of the district’'s goals
and planned courses to the Twelve Goals of Quality
Education
2, Develop and implement a plan for assesSing strengths
r and needs in the area of programs and services
7 3. Collect, analyze, and summarize data on current
student p.rformance (growth) on the district's goals
- and data regarding staff and community perceptions of
L goal importance and level of attainment
. 4. Determine priorities for action .planning at both the *
school and district levels

Reporfting 1. List the district's programs and services goals

Requirements Relate them to the Twelve Goals of Quality Education,
2. List the titles of the district's Planned Courses
* (K-12). Relate them to the Twelve Gaqals.
3
. i .
f a. Indicate which Planned Courses deal with intergroup

relations and content regarding minority, racial,
ethnic group, and/or womens' roles.

) . 131
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=4

b. De.cribe the extent of coordination and articulation
among Planned Courses across grades, goal areas
and buildings (K-12).

€. Describe systemafic procedures used to adapt
curricuium sources (texts, etc. ) to local needs

List the data sources for each goal used to assess
student growth.

List by building for each goal area, whether student
growth is QV1dent not evident, or that no data are

available.’ . ' ,
5. Llst district and building goal prlorltles
Jime . Approximately 4-6 months.

Invoived

ire Yeilowing poigts abouy programs and services needs assessment should
" be emphasized:

]

J

1. Definition and Purpose: | .
Needs assessment is most often defined as a systematié process
for examining the relationship between ideal or intended conditions
(goals/obJectlves -- 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 strengths and needs.” Areas of strength are goals
which .are being achleved areas of need are goals whick/ are not
being achieved. e

The process assumes that the district and schools have a set of
_goals and a program which helps students achieve them (See
" LRPSI Process Gulde)

13 (=4
The outcome is a list of priorities by goal area which a school's
staff and community want to address to ma1nta1n student performance.

A distinction can be made between discrcpancy and deficiency
models (how one exzmines the relationship between WHAT SHOULD BE
and WHAT 1S8). Deficiency models tend to focus on goals for
which achievement or. performance is low. Discrepancy models

focus on the performance status of all godals: equal attention
is given to strengths ard needs, and both are considered in 4 7
- setting priorities and a.locating resources. i o
. , 7 t ‘ g -
K Types of Needs Assessment Studies aud-Data: . +

"L

Several general types of studies and supportlng data can be pursued

in conducting a needs assessment to detlymine areas of school strength
and need:




ERIC.

QA 170x Provided by ERic:

3

Studies of staff and community opinions about goal importance--
useful for focusing the subsequent collection of performance
data to determine needs and useful for establlshlng priorities
once needs are identified. s

Studies of staff and community opinions of student performance
(discrepancy questiomnnaires, etc.) --- useful for the subjective
_measure of the degree to which goals are being achieved.

Studies involving analyses of program data (e.g., planncd course
analyses; curriculum mappings) =-- useful for determining which
goals are not addressed systematically in the curriculum.

Studies involving 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 be1ng achieved:

. Combination studies (joint analyses of opinion, program and/or
‘test data).to verify the overall picture --- useful for obtaining
‘cross-validated informatjon (objective and subjective) on thé&®
status of school or disfrict needs.

Critical Decisions

R4

v

The critical decisions which school staff make when planning needs
assessments generally involve the following questions:

What are the specific purposes of the study?,

E

At what level and in what form will district goals be.sga;ed?

. What procedure will be used to determine relative goal importance-
and who will be involved? :

Which goals can actually be assessed via achievement data
analyses? -

L4
. . ¢ .
-~

C A, A . . ‘
. What objective data and subjectjve informatipn will be collected

and used to assess goal achievement?

. What procedures (decision rules) will be used to combine da
into® a fomm that facilitates determination of stre hs an
needs at the school building level? :

. What decision rules will be used to combine and evaluate data
from the various school buildings in order to determine priorities
for action plannlng at the district level?

133 '17;1. ' .
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Analysis Procedures and Decision Rules:

Each of the needs assessment studies and resultant data provide
comparative information about.goals. Objective data wn relative gozi
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 symmed 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 empléyed (tabular approach, decision matrix and formula
approach) to combine data for final decision-making are illustrated
in Section 5. . '

General Cautions:
el -

. Needs assessment should focus not oaly on easy-to-measure
. cognitive goals or skills but also should examine more
difficult-to-measure §kills, 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 have not beggﬁinvolved,
do

priorities ‘tend to be viewed as coming from the top and are

less apt to be accepted and supported. . ‘ﬁ

‘ |

v N " - j

[a)
3
1
* ey
1oy
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SECT!ON 2: '
DISTRICT VARIATIONS IN PROGRAMS AND SERVICES NEEDS ASSESSMENT

Technical assistance partners should expect to see variation in the wa 2y

districts approach programs and services needs assessment Some of the vari-
ations among districts will reflect: '

1. Needs Assessment'Expertlse/H1story District staffs vary in knowledge
and skills. For example, some districts will have recently completed
Middle-States, an IU sponsored Evaluation Review, or a more general
needs assessment indeperfdent of LRPSI. - These districts will likely
desire to use these data as part of their LRPSI needs assessmené.

They should be encouraged to do so. Other districts may hav. last
completed a needs assessment during their prev1ous long-range plannlng
effort and may be open to suggestion for the current LRPSI 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. N

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 wiil be able to complete more
readily the planned course analyses called for by LRPSI: (The
Planned Lourse - ‘Guidelines) T

1

4, Information and Data Available. Districts will vary widely 1h the

quantity and quality of information they ma1nta1n with regard to both-
instruction and management. : '

«

At one extreme.lfg districts that:

. have critenion referenced 1nstruct1ona1 systems rn plaée for one
or several subject areas.

. administer batteries of achlevement tests at several grade
levels

- systematically update goals, curriculum and testing.
. maintain extensive student records.

. follow-up graduates to adjust course offerings.

a
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At the other extreme are districis that:

. have less precise instructional systems.

. have access only to EQA data and perhaps a single standardized
test. - S . .

. are much less systematic about the relationship among goals,
curricula and testing. :

. are less systematic about student records and follow-up.

Bistricts that differ widely in their policies toward curriculum,
“instruction. and testing will vary in their capacity to identify
specific student needs. 1In general, a more detailed assessment of
needs. should be expecteéd from districts that have more fully developed
policies and practices in these areas.

L9+
.

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 nceds assessment.

the procedures they employ to determine the importance of the
goals. \ F

the goals for which test data is actually ‘collected. y

the kind and amount of opid&on 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. ' '

the level of specificity of assessment for each goal.

the nature and. extent 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 ahove variations are to be expected. The intent of LRPSI is-that each
di.tricr implement programs.and seryices needs assessment in a manner that is
most f:uling to the district's capabilities and operating procedures. Overall,
LKPSI needs assessment is intended to encourage districts to engage in data-based
. analyses of student performahce in all goal areas. ‘ : ‘

’

-
»
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. SECTION 3 . -
POSSIBLE ROLES FOR TECHNICAL ASS!STANCE
“WITH PROGRA.MS AND SERVICES NEEDS ASSESSMENT

~+ This section suggests ways in which technical assistance partners can
assist districts and maintain partnership relations with district staif and
other technical assistance partners. Technical a551stance partners can prOV1de
a number of services: "

Assisting with Proérams and Services Needs Assessment

1.. Provide a conceptual overview of the purpose and outcomes of programs
and services pefeds assessment. Clarify and interpret the information
in the Reviséd 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 IU's or
IHE's might provide help to address those needs; negotiate what help
districts would actually like ko receive. For example:

facilitate delivery of district's EQA results. -«

assist W1th-1nterpretat10n of "district profile data" or EQA

report.

present and explain methods and procedures- ‘used hy other dlstrlcts.

deliver workshops to district and school staff. .
. make district statf aware of PDE workshops or Executlve 'Academies

on needs assessment.

- o Maintaining Partnershirs
. jul

1. Initiate regular contact with technical assistance partmer working
vith the district to coordinate provision of services, information
i sharing and problem-solving. . ' .
2. Examine past dlstrlct needs assessments to develop an understandlng

of district 2xperience and expertise.

3. Initiate conversations w1Eh-K5y 5T§tr16EM§E5ffw§EBEt'needs assessment (T\/
~and explore district attitudes, capabilities and needs. If possible,
discuss past needs assessments in detail: purpose, infermation
collected, use of information, consultanEs used, problems encountered,
etc. :

4. Maintain regular communication with key district staff.
. . /
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APPENDIX G .

LONG-RANGE PLANNING'FOR SCHOOL IMPROVEMENT
"MID-PCINT LRPSI PROGRESS REPORT GUIDELINES

 (May'1, 1982)

A Mid*pOlnt Progross Report should be submitted to the Department of

| “ducation after substantial progress has been made in the district'
| implenmentation of its Long Range Plan for Sc ool for Improvement. The
| . report should be-approximately five pages in| length, and should contain

ttw» information outlined below. The completpd report should be given to
the district's PDE school improvement field epresentative who will
ivoward it to the approptiate regional direg¢tor in the School Improvement S
;uninistrative Division (SIAD) ‘ ’ o N : o
: { / ‘ .
& Major Districtnwide Activities and Outcomes (LRPSI Sectlons 1- 5)

o

Describe (1ist), by LRPSI section, each of the major activities which
are completed or in ‘progress. Provide a brief evaluation of the
cutcomes of the activity to date. Use appropriate supporting data
where possible. '

%. Individual Build1ng~Level Activities and'Outcomes
By building, 1ist each priority goal and»provide‘a-brief—impact
statement for’each~gbal's=implementation progress‘

-

S, Di strict~Wide Needs, . Lonstraints, Required A551sLande

Describe any diqtrlct—wide LRPSI-related needs revealed by yghr
ongoing evaluation. Intlude constraints,technical a551stance required
and any additional related concerns. ' ' . ’ o

. , © OPTIONAL = .  °

}deting the Long Range Plan for School Improvement ' .

Nescribe 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.

3 [N

NOTF: Substantial LRPSI changes (for example: addition or change in

goal priorities; major educational: program changes;, school buiiding

closing&, renovation or construction; major emrollment changes; grade
: reorganizations staff reorganizations) should receive school board

~ approval before submission to the Bureau of School Improvement via the C e
b o * : ’




school improvement field representative.

- An abbreviated examgple of an LRPSI'Progress Rgport is attached and
represents one reporting method, School districts may select their own
format and reporting style. Questions concerning the report may be

" diredted to the PDE School Improvement fieid representative or regional
’ director. v .
. ) . - L
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. (OPTIONAL EXAMPLE],
S LRPST PROGRESS REPORT

School District E qumitted by
' . ‘ (Typed Name)
Address : Signaﬁure ' :
o - ‘ - (Superintendent or LRPSI Coordinator)
d Date
Fhone , SI Field Rep.

:

“AJCR DISTRICT-WIDE ACTIVITIES AND OUTCOMES (1L.RPST, SECTION§‘1—5)
, - . .
° Activities Completed or in Progress:

_<Jopion 1 Programs and Services

Priority Goals v Qutcomes
« i, (Communications ’ Mean scores of comfercial tests

" (SAT, CAT) and EQA show a slight
increase in the elementary pro-
gram. Secondary scroes have °
increased within EQA predicted
batid.

Faculty survey indicates overall
. ' improvement ‘in student writing
skills at all levels.

3

/. Mathematics The intent to complete a K-12 :

° s ' . mathematics continuum. . .

rjigtion 2:  School District Management'

¥

i Direct supervisory and curri- Act 80 days were used for inser-

culum development efforts " vice of staff on district-wide
toward improving curriculum priority goals. Our IHE partner
and instruction in each . (Everyone University) provided
priority goal area.. ' “assistance according to the needs

identified by staff. Meeting
dates were ... ‘

i . -
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Section 3: Personnel Development

. 1. Examine staff inservice needs The inservice needs assessment was
.according to the priority goals completed. Inservice courses
and ‘establish inservice courses. district-wide and on a credit
’ basis have been provided for
the goal areas of communication,
mathematics, self-esteem, and
instructional skills.

section 4: Communication/Staff

[ ’ .

Involvement *‘ 1 *
i, Continue community involve-~ ' . . Parent advisory council meetings
" 'ment in the Long Range Plan have been continued and directed
for School Improvement toward continuing dialogue dbout
process. _ . priority. gonals and School Improve-
L . ment. A policy committee has been
R ' _ established to review and advise

on use of cable television in-
structional programs durlng 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 :

Yection 5: Nondistrict Support Services

Nondistrict resources required during the impdlementation phase of
LRPSI have been concerned primarily with programs and services
(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. |

[HE Consultant -~ Communications goals, four meeting Re: PCRP
. IU SI Advisor - assisted with inservice needs survey
e PDE Field Rep. — advised on committee composition
CB Energy Associates - advised on energy plan

e
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