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or a variety of reasons, many

educators todav regard a school

improvement studv such as ours
as irrelevant. No one, it seems, 1s imple-
menting “innovations.” Yet, we would
argue, several movermnents are afoot that
cry out for informed guidance. Micro-
computers, for mstance, have captured
the fancy and the purse strings of the
education community. And hardlv a
school in the countrv has been un-
touched by the “effective schools”
movement; districts, consorha, regional
service agencies, and state departments
are leaping on the bandwagon to en-
courage (or require) schools to imple-
ment findings from a vanety of studics
of effective schooling practices. Schools
are scarching for, developing, and im-
plementing innovations—these among
others.!

The NETWORK dailv assists schools
engaged in implementing innovations,
and we eagerly use the indings from our
study to make their efforts more success-
ful. In this article we highlight the
findings we have discovered to be most
useful. There are, specifically, four in-
gredients that are critical to our scenano
of successful change: (1) a well-dehned,
“classroom-friendly,” effective innova-
tion; (2) ample, appropriate, and contin-
uous help for teachers from a varicty of
players; (3) clear direction from admin-
istrators; and (4) attention to institution-
alization.

A Well-Defined, ‘‘Classroom-
Friendly,” Effective Innovation

The “what" of anv school improvement
effort is vitally important. Innovations
can be selected from one of the many
pools of exemplary practices, such as the
National Diffusion Network (NDN) or
dissemination networks sponsored by
state education agencies. They can be
purchased from publishers or distribu-
tors of educational materials and pro-

grams. Or they can be developed i the
school or district. While our study gave
high marks to local development as well
as to adoption of externally developed
practices, it's important to consider that
dc\'clopmcnl costs an average of 20)
times the cost of adoption

Whatever the source of the mnova-
tion, 1t should be clearly defined so that
evervone mvolved knows what it will
look like, what its kev components are,
what should be happening when it s
bemng used i the classroom, and how
to  know when implementation s
achieved

Prosect Catch-1p

Besides being well-defined, an mno-
vation needs to be “classroom-friendly,
to contort some computer jargon. It
needs to “At" a real. hve classroom
setting; its introduchion must employ
strategies that help teachers incorporate
it mto the continuous job of teaching

Finally, an mnovation needs to be
effective—it needs to carrv some evi
dence that it has actually made a differ
cnce  with  students

I'ecachers have

enough to do without implementing an
unproven program. As Crandall points
out 1 his arhicle, they also will not get
the all-aimportant reward of secing stu-
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Successful change can occur
anywhere if programs are
effective and workable,
teachers receive the help
they need, administrators
provide clear direction, and
programs are ushered into
the established curriculum.

[

dents grow, which leads to continued
use and a strong sense of ownership
Our own expeniences with instruc-
tional technology allustrate this pomnt
With the expanding presence of micro-
computers im schools, 1t 1s casv to forget
that mucrocomputers by themscelves hit
cntena: well-defined,
“classroom-friendlv,” or cffective. Tt s
not the hardware atself that 1s the mno-
vation as much as it 1s the use of the
hardware for a vanety of structional
purposes. Since the apphications of mi-
crocomputers range from simple dnlls
to programming to word processing, the

none  of our

inmovation must be defined by its partic-
ular mstructional application. A specific
application that can be broken down
imto kev components 1s much casier to
describe, implement, and assess than an
ambiguous. foggy spectre called “educa-
tional computing.”

Recently we helped develop a micro-
computer-based writing program called
QUILL." Designed to support effective
writing instruction, QUILL has worked
partly because its technological and in-
structional components (hardware and
software, classroom  applications, and
management) have been mtcgmk‘d mto
a program that teachers can understand
and use in a classroom of 30 students
without totally disrupting their routmes
T'o help them understand QUILL. we
deseribed 1t clearly through a Prachcee
Profile® that defined QUILL's 15 com-
ponents, including aspects of wnting
mstruchion, computer use, and class-
room management

QUILL 1s “classroom-friendlv™ simce
it 1s not only a set of matenals (software),
but an actual nstructional tool that
encourages and supports certain teach-
ing behaviors and strategies. For exam-
ple. through a teacher’s ginde and re-
quired tramimg activities, teachers learmn
how the planning, storage, and text-
editing systems in QUILL can help
students in the three stages of the wniting
process: prewriting, composing, and re-
vision. Finallv, we have made certain
that QUILL 1s cflective through held-
testing 1in a vaneh of classroom scttings.

Ample, Appropriate Help From a
Variety of Players

As Cox points out in her article, there
are plenty of roles to plav in helping

Susan F. Loucks 1s Management Asso-
ciate, and David A. Zacchei 1s Coordi-
nator of Computer Traiming, The NET-
WORK, Inc., Andover. Massachusetts.

teachers use a new practice. In cfforts
that cut across schools, there 18 an espe-
cially important role for someone n the
central office. whom we call the “local
facilitator  Although we infrequenth
found building prncipals and cven
teachers functioning in this role, a dis-
trict curniculum coordinator or staff de-
veloper i1s more apt to have the legitima-
cv. centralitv  (for  communication
purposes), time, skills, clout, and re-
sources to perform it well. The local
facilitator acts as cheerleader. building
commitment carly and maintaiming ot
through constant encouragement: link-
er. bringing in outside expertise and
1deas and linking resources and expertise
within the distnet: and trouble-shooter.
helpig teachers solve problems and
maximize thair efforts after use has be-
gun. Some local facilitators perform all
these functions and more: others take
responsibilitv for orchestrating the of-
fort, making sure the full range of func-
tions is performed. Whatever hus or her
strategy. this person 1s enitical to success.

External facilitators—trainers,  con-
sultants, and resource providers—can
actually “deliver” the mnovation. As
tramners, thev should be highly credible.
having had classroom expenience with
the mnovation as well as a firm grasp of
how to work with adult leamers. They
are to be emulated by participants in the
training; thev need to be firmlv ground-
ed in the realities of teachers and class-
rooms

Often external facilitators work close-
Iv with local facilitators and building
{and sometimes distnct) administrators
to cnsure that the support svstems for
imitial and continued use of the new
practice arc in place. Thev conduct
mitial training tailored to the needs of
teachers. From the study findings, we
have leamed one important wav to dif-
ferentiate assistance; it depends on how
much of a change an innovation re-
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quires of potential users. For those fac-
g onlv a mmor change i their class-
TOOITI prachcc—lhut 15, those for whom
the innovation is a rehnement—httle
tme and enerey and few resources are
required. A workshop that introduces
them to the prachice. trams them in
components they don't already use. and
revs up thar enthusiasm for at s all
that's neecessary. Time to use the inno-
vation and an occasional reminder of its
importance tend to increase implemen-
tation success. Assistance resources can
be saved for those facing a major
change. :

Teachers for whom an innovation
requires major changes need long-term,
intensive  assistance.  Initial - traiming
should provide practice in the actual
behaviors to be used i the classroom
Further, activitics should be sequenced
to answer the questions or concerns the
teachers are most likelv to have * These
begin with personal concerns (Can 1 do
1t? How wall it affect me?) and manage-
ment considerations (How can | fit all |
need to do into one short dav? What
matenals and cquipment do 1 need?)
Teachers should have time to plan for
use of the new approaches and behav-
iors, to actually schedule how they wi!
fit in the daily classroom routine

Such training is often the responsibil-
itv of the external facilitator. But at 1y
only a first step. Then the local facilita-
tor can provide “coaching,” which -
volves practice in the classroom, giving
help and dircct, specific feedback. (This
can also be done by a peer who has been
trained and knows what to observe. |
Regular follow-up, again orchestrated
by the local facilitator, should include
informal “comfort and carig” sessions
after school. where teachers bring their
successes and problems to share; and
more formal training sessions, where
additional strategies are offered and skills
dl'_'\'(_'l“p(.'d 5

The principal may or mav not take an
active, helping role in implementation
Where he or she s particularly interest-
ed in the new practice, this may be
approprate. Also, where hdelity to the
innovation’s components 15 desired,
carcful monitoring and feedback from
the building level is essential. Other-
wise, acknowledging that the innovation
is important, arranging so that school
resources and schedules support its use,
and communicating  requests  from
teachers to the local facilitator, are func-
tions that principals can play best

Now, to illustrate these ideas with our
cfforts in educational technology. In
planning for QUILL's implementation

with administrators, we are carcful to
specify our expectations and responsibil-
ihies as well as those of the school
district. We require that a local facilita-
tor be selected to take specihe responsi-
bilitv for providing continuous support
Local facilitators. most often district ley -
¢l language arts or computer coordina-
tors, attend a trammng session prior to
teacher training that familiarizes them
with the program and defines their role
This not only makes our jobs as external
facihtators casicr, but it savs to the
teachers, “We in the distriet are com-
mitted to making QUILL work, and vou
have our full support. ™

Principals also receive attention fron
us. Although they do not need the full
trarming required of teachers, we behieve
they must be familiar with both QUILL.
and their special role. We conducet a
short, two-hour semmar for principals
that gives them the opportunity for
hands-on experience with the QUILL
software and onents them to classroom
use of QUILL through the Practice
Profile. We also give them a hist of wavs
they can help teachers and talk about
the concerns and problems they are
most likelv to encounter as their teach-
ers become QUILL users. The local
facilitator works with us i this seminar,
which ends with a discussion of how
support responsibilitics can be divided to
best meet teachers” needs.

The traming we do for QUILL 15
designed to be as responsive and Aexible
as possible while providing appropriate
learning  orportumtics.  Simce  using
QUILL requires major change for many
teachers, combiming new skills in com-
puter use and wnting instruchion, we
designed an intensive three-day traiming
workshop. Training 15 a balance be-
tween learning the ins and outs of the
software and working through wnting
activities that demonstrate some of the
mstructional principles QUILL was de-
signed to support. We discuss inanage-
ment assues and how QUILL can be
applied to specific writing activities and
projects mentioned by teachers. As they
overcome their personal concerns and
beecome familiar with the capahbilities of
the hardware and software, teachers start
recognizing and exploring how QUILL.
can support and expand their current
mstructional practices.

Three davs of training can leave
* achers feeling prepared. vet still a bit
overwhelmed. To make the transition
from theory to practice, we team with
the local facilitator to spend time in
classrooms answening questions, making
suggestions, and providing feedback,

support, and guidance. This helps muake
the crucial hrst step of implementing
QUILL casier.

Omnee teachers are on their way, local
facilitators convene sessions to  assess
progress.  discuss  problems,  and  ex-
change successes. These sessions need
to be scheduled purposely, or they don't
occur. Here the support svstem func-
tions bevond trmimg and into the mn-
plemientation phase. Information from
these sessions feeds into addibional tram-
ing sessions. As teachers become adept,
opportunities to “show off” are planned
For example, we have found that ar-
ranging a  demonstration session for
teachers by teachers builds conhdence
and paves the way for expansion of the
program into other classrooms. Teach-
ers become local experts and can pro-
vide assistance and support to new users,
act as cffechive advocates to other teach-
ers and parents, and help ensure that the
program becomes mstitutionalized

Clear Direction From Administrators
As both Huberman and Niles stress i
their articles, admimstrators in suceess-
ful improvement sites take their leader-
ship roles senously and provide the di-
rection needed to engage teachers i the
new prachices. The “adnumistrator as
thug™ picture 15 not what we are advo-
cating. Rather, what i needed s an
admimistrator who sav ., “We're going to
do this together, and we're gomg to get
all the help we need ™ In some schools.
we found that the decision to imple-
ment a new practice was made with
teachers fullv imvolved; in other schools,
teachers were merely targets of the proc-
ess. In either case, with clear and con-
timuous direction and assistance from
admunstrators, improvement cfforts re-
sulted i comnutted, skilled teachers
who deseribed many benehits of using
the practice.

If the implementation effort is school-
based, the administrator who must act 1
the principal; if district-based, it can be
cither a line admmistrator like an asso-
ciate supernintendent, or a curnculum
coordinator or staff developer, but only
if thev have legitimate power.

What docs admumnstrator “direction”
look like? First, it is a clear and public
statement to teachers, other staff, and
even parents, that the imnovation is an
important pnionty. But it is more than
words. It 15 demonstrated when princi-
pals case up on their requirements for
teachers in other content areas: when
teachers who are mvolved in the imno-
vation arc asked to make presentations
to parent groups; and when resources
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that could have gone clsewhere are
spent on matenals to support the inno-

vation. Somctimes direction means re-
quiring teachers to attend traiming they
“didn’t exactly volunteer for.” (Our
experience with this situation s that
teachers still become advocates, grateful
that someone “gave them a shove ™)
Finally, direction from administrators
means monitoring classroom use, either
formally or informally, to be sure the
innovation’s key components
place, and if not, why. Staying close to
teachers, ercouraging, reminding—all
the time making certain teachers get the
help they need—are all-important be-
haviors. Just as vital is the administra-
tor's responsibility to discontinue using
a new practice when other priorities get
in the way. In the case of QUILL, with
microcomputers so costly and the de-
mand for using them in other content
areas so high, one administrator decided

4are n

that the necessary hardware could be
put to better use. Such a decision is
often no harder than the decision to be
involved and stav involved in a new
practice. This is what “administrator
direction™ 1s all about

Attention to Institutionalization
As Miles points out in his article, there
are many details to be attended to if a
new practice 1s to be incorporated into
the life of a school or district. First,
supports must be provided. These in-
(.'I'I.'ld{_':

® Providing continual administrative
direction and support, as noted in the
previous two sections

® Establishing routines for supply
and maintenance

® Writing the innovation into curric-
ulum guidelines or regulations

® Orienting new or reassigned teach-
ers

® Spreading the mnovation to all or
most of the eligible users

Second, threats must be eliminated
These include creating a line item n
the budget to serve as some protection
against budget cuts and sharning the ex-
pertise and responsibility among several
people to avoid losing energy and mo-
mentum through loss of the kev advo-
cate. Careful attention to these supports
and threats is a crucial role for admmis-
trators in an improvement effort.

In addition to the assistance and sup-
port activiies, we have attempted to
make QUILL a thriving, established
resource in the schools. To avoid the
trap of having only one or two district
pioneers (or martvrs, depending on vour
perspective) venture into the world of
technology, we ask that several teachers
from a district become QUILL users,
traiming at least two teachers per build-
ing. This provides a “critical mass™ of
users who can gain moral support and
professional advice from each other,
while also becoming local experts who
can help pass on the skills to other
teachers. This level of effort also dem-
onstrates the commitment of the admin-
istration, provides opportunities for staff
to grow, and eliminates the “star teach-
er’” syndrome, where an improvement
cffort rises and falls on the shoulders of
one or two dedicated teachers.

In our initial training of local facilita-
tors, and again in our seminar for prin-
C1p.1|s. we hist and discuss bncﬂ}' the
“supports”  for institutionalization.
Once teachers have integrated QUILL
into their routines, we actually start

working with local facilitators to build
these in. This means discussing how
local expertise might be used to train
new or additional teachers; suggesting
sources or additional funds for more
equipment and matenals, and strategies
for procuring them; and encouraging
new policies by high-level administra-
tors and school boards that ensure sup-
port for QUILL. It also involves helping
schools evaluate their use of QUILL
(which, naturally, cannot wait until
mudway into the vear). Nothing speaks
louder in discussions of prionties than
clear evidence of cffectiveness.

In the rush to jump on the new
bandwagons, particularly ones loaded
with microcomputers, educators often
forget the demands of institutionaliza-
tion. No matter how much time and
money are invested in training and ma-
tenals, microcomputers are guaranteed
to join TV sets and overhead projec-
tors in classroom closets without atten-
tion to incorporating them into the life
of the school

Qur 1mage of success 1s likelv to be
controversial, partially because it chal-
lenges educators at all levels to be deci-
sive, pro-active, and clear about what 1s
important to them and to their schools
But in an environment of declining
resources, decreasing public  conhi-
dence. and increasing demands for
schools to keep up with socict's trends,
we cannot afford to reject this scenano
Rather, as we tell teachers about new
practices, “Trv it first with its kev cle-
ments intact. We think vou'll find it
works, and vou'll join us n helping
others use it. ]

'Although microcomputers fit most peo-
ple’s view of an “innovation.” we beheve
that implementing effective schools research
fits that term as well. Since we define an
mnovation as any wdea, product. or process
that requires different behaviors, then in-
creasing hme-on-task or engaging in goal-
and standard-setting prachces  congruent
with effective schools can likewise be consad-
ered innovations

*In collaboration with Bolt Beranck and
Newman, Inc. of Cambndge. Massachu-
setts, we designed, ficld tested. and are now
disseminating QUILL

*See Susan F. Loucks and David P. Cran-
dall, The Practice Profile: An All-Purpose
Tool for Pragram Communication, Staff De-
velopment, Evaluation, and Implementation
(Andover. Mass.: The NETWORK, Inc .
1981)

*See Gene E. Hall and Susan F. Loucks,
“Teacher Concems as a Basis for Facilitating
and Personalizing Staff De 3
Teachers College Record 80 (1978): 3653
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