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	Bold state names indicate participation.


	Also present on the call:
	Larry Wexler, OSEP

Diane Moore, facilitator
	Caroline Moore & Audrey Desjarlais, TACS/WRRC

	
	Dana Colon, facilitator
	SERRC, NERRC, NECTAC


PRESENTATION

(Notes on the presentation part of the teleconference are based on the presenters’ “Conceptual & Reflective Outline,” appearing in black. Our notes appear in green.)

We have two projects here:  OR Reading First Center, in 50 elementary schools in OR,  and the Western Region Reading First Program.

My assumption is there are schools and districts with whom the folks on this call interact who may be interested in implementing Reading First programs to improve outcomes for students.  

Clarification of Terms

Scaling—implementing an initiative in other sites without the same start-up funds

Sustainability—continuing an implementation even after initial funding expires

Extension—moving an initiative into other grade levels in the original implementation site

Reframing the issue 

· Because Reading First funding can never reach all the schools that could benefit from it, and because it is funding of limited duration, it would behoove us to think of our focus less in terms of scaling Reading First and more in terms of working to implement and sustain strong outcomes-based school-wide reading programs in the schools we serve.

Rather than thinking of this as something linked to grant funding, we can think of it as a kind of system that can be implemented under various circumstances.
· The focus should be on reading performance (formative & outcome measures) and on implementing (replicating) what has been shown to produce improved reading performance with students.

We are good at process, but NCLB asks us to take a look at an outcomes approach (accountability).  

·  “Those who are able to sustain their outcomes successfully and/or to scale up their implementations will be those who see Reading First not as a funding stream, but as a different way of thinking about teaching and learning.”
· If we think about “culture” as “how we do things here” and reading culture as “how we do things here in reading”, then what we are talking about is working toward a large-scale cultural transformation in schools around reading.  As the educational systems in our schools are still characterized by a process model, rather than an outcomes model, we are talking about large-scale systemic reform of schools in general and reading instruction in particular. 

Important to differentiate instructions for kids’ different needs.  The reading culture can define practices that have been effective in turning things around.  Transforming the cultures of schools can seem daunting, but we can put systems in place that can carry expectations forward, even after startup grants have gone away.

· This would be a huge and complex undertaking.  That is not to say that it cannot be done.  Indeed, we are seeing more and more examples of such transformations each year.  It simply means that we must approach this with a strong sense of purpose, a clear vision of the desired outcome and a solid understanding of the issues involved and the resources available to begin. 

A possible process
These are questions you can pose to districts, to get people to hone in on what’s most important, focus folks’ attention and rally their energy.  Produce a list of schools that are demographically matched.  Within those matches, schools performing at a higher level can motivate those that need to improve; prompt the lower performing schools to take a look at what they’re doing that’s different.

· Start with outcomes  (“Begin with the end in mind”—Covey) 

“What outcomes do you seek through this initiative?” 

· Do an early accountability check  

“Who are your constituents?”  “What do they expect of your organization?”

“Who are your funding agents?” “What do they expect from their investment?” 

· Affirm your mission  

“What is the purpose of your organization?  Why does it exist?  What is ‘Job #1’?” 

· Clarify and share your vision  

“What is your vision for the programs you serve?  Is it a shared vision?” 

· Articulate your beliefs

“What do you believe is possible with respect to your mission and vision?” 

· Do a “SWOT” analysis (identify strengths, weaknesses, opportunities and threats (or barriers) with respect to your mission, vision and goals

“What are the strengths of your organization(s) that will help you reach your vision?”  “What are the weaknesses?”  “What current contextual variables facilitate or impede working toward your goals?”  “Considering these variables, what opportunities lie before you with respect to your mission and vision?”  “Considering these variables, what barriers could impede your progress, and how can they be addressed?” 

· Consider the resources that you control (both obvious and “dormant”) and those you might be able to influence or recruit that can help you reach your vision.

· Examples might include Reading First statewide outreach funds, state literacy funds, reprioritized/reallocated district funds, and perhaps others.  Grant money can help with start-up costs, but you should begin from the outset to identify on-going funding sources and recurring resources to provide a better opportunity for sustainability. 

· Consider the policies you control (or could create) at the district or state level

· Some districts (Hillsboro and Medford, Oregon) and some states (Iowa)* have created policies and/or other infrastructure to support movement toward the vision and its eventual sustainability.  
Hillsboro has 24 elementary schools, including 4 Reading First schools (of 9 title schools).  They’ve made concerted effort to scale up.  Strategies:  wanted to make sure other title schools (not reading first schools) establish a 90 min. block for reading, have collaborative team meet once a month, use Reading First materials, and use reliable and valid assessment system.  They pushed these elements at the superintendent level, got these elements approved in writing, then presented to board (not as policy, but as info).  See attachment Component Three.  Site plans were then required to write this into their programs.  For all schools, they wanted to make sure they made the most of their professional development (opened it to all schools, titled and non-titled).  District brought a popular presenter/expert to present, and invited all teachers.  Also, when Reading First provides TA to coaches, they invite non-reading first coaches to attend.  Paid for out of title funds.  Non title principals started their own grassroots reading cadre; contacted district Reading First coordinator about effective practices.  Four pieces of advice:  (1) look at what’s in place in your state, what can you open up to non-reading first schools; (2) get folks to visit model sites; (3) get creative about presenting reading first data in varied settings (hard to argue with data); (4) broaden the base of understanding of the need for reading first components among people in leadership positions in the state.

Put dreams in writing, to pass on when key people move on, in order to continue to foster the vision.  This can include hiring practices, rules and regs, etc.  

· Consider what advocacy or support groups are available or could be formed to stimulate or support progress toward the vision. 

· In Oregon, one such group is the Literacy Leadership State Steering Committee

· Is there such a group is your state?  Business groups?  Community groups? The support of key district leaders is so important.  Who are the constituents? Who are the spokespeople? Reading First requires a statewide Reading Leadership team to coordinate efforts to improve reading instruction.  In OR we requested our group (LLSSC) be expanded to K through 12, which was approved at the federal level.  This team will review plans for improvement, sustainability and expansion of the Reading First program, working on the effective integration of Reading First into existing programs.  Policy considerations that have been posed:  What role should RF model play in beginning reading instruction?  What role should OR advocacy group play?  These considerations were well received.  Another goal of the group is a pre-K plan for literacy.

Iowa is another great example.  Have used similar infrastructure.  WA state is yet another example.

· Work toward greater alignment of the reading initiative with “parallel entities”
· Alignment with state standards in reading

· Alignment with other programs/departments at the state and district levels (e.g. general education, special education, federal programs (Title 1a), ELL)

· Alignment with the state teacher/administrator licensing office/function

· Alignment with the teacher/administrator training programs in the state
What role could state licensing for principals/teachers play in transforming practice in the state?

· Identify available strategies, tools & other resources to facilitate progress

· Required or optional planning processes and tools

· Current/future state and district literacy plans

· Current/future projects and initiatives (e.g. RMC Sustainability Project)

See Sustainability Planning Worksheets in your handouts:  put together for AZ, to help districts plan for implementation and sustainability.  

Other projects developing helpful documents:  National Reading First TA Network (Austin, TX, FL state U).  Contact your state reading first director for further info.  A self assessment tool is being developed by RMC, coming out this spring.

We are just now beginning work on a handbook/primer for elementary school principals on developing and sustaining Reading First.  Consult OR’s Reading First website (oregonreadingfirst.uoregon.edu) to see when it becomes available.

QUESTIONS & ANSWERS

Q - Larry:  How do you handle fidelity checks?  We’re scaling up a variety of different practices (not just reading), and this can be a really big issue.  What is the cost/benefit?  Is there a methodology being used?

A:
I see this as a supervisory function. The need is to identify the key features, and develop a checklist or observation protocol.  Also need to make time for such measurements.  This can help the principal or coach identify needs along the way.

Q - IA:
Are you collecting data on fidelity of implementation, tracking which strategies are being implemented in the classroom?

A:
We have used a 90-minute observation including a lesson, with documentation of whether teacher is using program as written.  We collected lots of data through this the first 2 years.  Also use School Action Plans (using the RF schoolwide model) each school year, doing regular checkins (monthly, or…) to see if implementation is happening properly.

Closing Comments

Larry:  Scaling up is a large concern of our program, and everyone struggles with it, but we’re also seeing dramatic successes.  It’s great to get the perspective of another DOE-funded project!  If you folks have further questions, email Dana or Diane.
Thanks to our presenters for their time and the opportunity to ask questions.  Thanks to all participants.

Notes from this call will appear, along with the handouts, on the SIGnetwork.org website.






