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Oregon’s Move to Scaling Up Effective Practices

Oregon’s Department of Education, districts and schools face three primary challenges in ensuring that all students learn both academic and social-behavioral skills. These include lack of a) a cohesive conceptual framework and aligned professional development, b) knowledge and skills in prevention and selection of evidence-based practices, and c) specific skills in implementation and scaling up capacity.

Addressing these Challenges through Scaling Up
Scaling Up promotes state level implementation capacity to support evidence-based practices designed to improve students’ academic achievement and behavioral health.  As the Department improves its capacity to carry out implementation, organizational change, and systems transformation strategies, it will maximize education outcomes for all students.   

The major goal for the Department in the Scaling Up process is to establish the infrastructure, strategies and data systems for effective implementation and sustainability of effective educational practices. Evidence-based practices must be chosen carefully to meet student needs and implemented equally carefully to achieve desired benefits.  One without the other is not sufficient.  The practice must be an effective solution to an apparent need and the expected benefits must warrant the efforts and resources required to implement, sustain, and potentially scale up the practice in the state.  There is no advantage to scaling up new educational practices that are no more effective than current practices. 
Scaling Up is Unique and Different from the Usual Professional Development
	Professional Development
	Scaling Up
	Components

	Implementation capacity  
(teacher or school level)
	Implementation capacity (district and state level)
	Focus

	Specific to innovation presented
	Aligned to universal, research validated  core components
	Identification
(key components)

	Specific to innovation presented
	Common across innovations
	Vocabulary

	Networks specific to implementation sites
(schools or grade levels)
	Recursive and span from classroom to state levels
	Communication

	Related to specific intervention
	Related to implementation fidelity and support
	Student achievement

	Specific to the innovation
	Universal, focusing on components that are core across innovations
	Collaboration


The Scaling Up Design

There are three distinct teams in the Scaling Up process that help plan for creating and sustaining the sources of effective implementation skills. These three teams are: a) state management, b) state transformation, and c) regional implementation.

The State Management Team (SMT) is comprised of the Department’s senior leaders of general and special education. Their key contributions include leadership, policy development, and problem solving as the capacity process develops.
The State Transformation Team (STT) has the task of creating enough Regional Implementation Teams to saturate the state.  Staffing the STT in Oregon includes ODE and consultant staff, the university consultant, and the two State Transformation Specialists (funded through IDEA and the EESC).   The STT reports to the SMT and helps develop the infrastructure supports necessary to sustain the process in the coming years.
Regional Implementation Team (RIT) membership includes expert practitioners from districts, schools, education service districts, and universities. They will be working directly with districts and schools to build the local system and communicate to the SMT any issues or challenges that preclude further development.  
Communication in the Scaling Up Process

The communication process within Scaling Up is illustrated below.  The State Management Team sanctions the scaling up process and institutes new policies to support the initiative (Policy Enabled Practice-PEP).  As the RIT conducts the implementation work in districts and schools, policy-related issues will become apparent (e.g., staffing, funding, accreditation, reporting).  Getting this information from the front line and communicating it directly to the State Management Team is a critical part of the decision making processes (Practice Informed Policy-PIP).

 Communication loops in the scaling up process
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Learning from EBISS Implementation
The Department selected a major grant awarded to them in 2006 to initiate Scaling Up.  This grant, Effective Behavior and Instructional Support Systems (EBISS), is creating a cohesive framework for academic and behavior support by merging two well researched initiatives, Response to Intervention (RTI) and Positive Behavior Support (PBS).  Because of the national interest in both of these models as key evidence based practices, the Department was able to focus on learning about implementation rather than understanding the initiative.  The core components of this grant are measurable and available for SMT to monitor and discuss relative to statewide issues.  The core components are:
1) District Leadership and Commitment

2) Action Planning with Schools

3) Coordination and Coaching

4) Professional Development and Training Capacity

5) On-going Assessment and Evaluation Systems

6) Visibility and Political Support 

7) Funding 

Full implementation of an initiative within a district requires the engagement of all schools and includes establishing and sustaining ten critical features:
1) Effective “Foundation Practices  

2) Data-based Action Planning 

3) Universal Screening

4) Team Structures 

5) Progress Monitoring

6) Intervention Planning and Implementation

7) Fidelity Monitoring

8) Training, Coordination and Coaching

9) Funding

10) Coherent District Policies

Decision Support Data Systems
Core to Scaling Up is the establishment of decision support data systems for academics and behavior.  Full implementation and scaling up cannot be accomplished without quality improvement information, school wide fidelity, and student academic and behavior outcomes that assess overall performance of schools and districts and provide data to support high fidelity implementation.    Complementary to this effort are two projects underway through Oregon’s Department of Student Assessment, the Data Warehouse and the Data Project, involving the development of a comprehensive data system that will be readily accessible to district and school staff, accompanied by training and coaching geared to State standards. 
Summary

Knitting together knowledge and skills from the practice/ innovation side (from our district, university, and regional partners) with knowledge and skills from the implementation and scaling up sides (from our Scaling Up Consultants) is well underway in Oregon.  This work promises to change current challenges into successful outcomes, including developing a cohesive conceptual framework with professional development aligned from the state to the classroom, successfully implementing evidence-based practices within a preventive framework, and efficiently scaling up current and future innovations selected for their capacity to improve teaching and learning for all students. 
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