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“I can change, you can change, we all can change:” Managing Complex
 Systems Change
 PBIS Conference March 2010Dean Richards and Lisa Bates
 Adapted from presentations and materials from Heartland Education Agency

Page 2
                        

Targets
 • Identify a process for systems change
 • Identify barriers to systematic change
 • Know how to develop an action plan to foster system change

Page 3
                        

Three Phases Needed for Systems Change

Page 4
                        

CONSENSUS

Page 5
                        

Consensus Building
 Schools Need:– time and support– access to consensus building tools
 NASDSE

Page 6
                        

Don’t Commit Assume-i-side
 • Don’t “assume” we can SKIP this phase
 • Don’t “assume” we have enough commitment to go forward
 • Don’t “assume” the staff will just be compliant Heartland Education Agency

Page 7
                        

Consensus Is…
 • derived from Latin roots meaning “shared thought”
 • a process for group decision-making
 • a gathering and synthesis of ideas • arriving at a final decision
 acceptable to all• achieving better solutions

Page 8
                        

Consensus does NOT mean:
 • A unanimous vote• A majority vote• Result is everyone’s first
 choice • Everyone agrees• Conflict or resistance will be
 overcome immediately Heartland Education Agency

Page 9
                        

From• Why do I have to do
 this?• How do you expect me
 to do my job when I have to do everyone else’s?
 • Does this mean that I have been doing it wrong?
 • Am I going to have a job or how will it change?
 To• How can I improve
 outcomes for students?• How can I become better
 at doing things in this way?
 • What role will I create for myself in this process of change?
 • How can I improve the communication events in which I participate?
 • How can I grow in my job performance as I collaborate with others?

Page 10
                        

Effective Consensus Process
 • All group members contribute - everyone’s opinions are voiced, heard and encouraged
 • Differences are viewed as helpful• Everyone agrees not to sabotage
 the action or decision made by the group
 • Members agree to take responsibility for implementation
 Heartland Education Agency

Page 11
                        

Consensus-Building Tools
 1. Building Consensus (Fist-to-Five)
 • Process/steps to reach consensus- Generic
 2. Formula for Success• Tool to begin analysis of key RtI components
 3. Managing Complex Change• Tool to begin addressing
 elements of complex change

Page 12
                        

Consensus-Building Tools
 1. Building Consensus (Fist-to-Five)– Process/steps to reach consensus-
 Generic
 2. Formula for Success– Tool to begin analysis of key RtI
 components3. Managing Complex Change

Page 13
                        

Fist-to-Five Quick Check
 • 5 fingers– All for it…I can be a leader for this decision
 • 4 fingers– All for it…You can count on me to support this no matter what.
 • 3 fingers– For the idea…I will support it in concept but may not be out in front of the
 gang leading in implementation.
 • 2 fingers – I’m not sure…But I trust the group’s opinion and will not sabotage the
 decision.
 • 1 finger – I’m not sure…Can we talk some more?
 • Fist– No…We need to find an alternative.

Page 14
                        

Fist-to-Five Quick Check Tool
 HOW to USE it:• Someone makes a statement that
 he/she needs consensus on
 • fist or one or two fingers – 1) the group has not reached consensus. – 2) You will need more discussion or dialogue.
 • three, four, or five fingers– you can declare consensus.

Page 15
                        

Consensus-Building Tools
 1. Building Consensus (Fist-to-Five)2. Formula for Success– Tool to begin analysis of key
 components3. Managing Complex Change4. Shared RtI Vision

Page 16
                        

Formula for Success
 Big IdeasCore InstructionThree AssessmentsSupplemental InstructionIntensive Instruction
 = SUCCESS
 +

Page 17
                        

Managing Complex Change
 Big Ideas Core Instruction
 3 Assessments Supplemental Instruction
 Intensive Instruction
 Efforts lack focus and priority. There is not a focus on important skills for
 improvement.
 + +
 ++

Page 18
                        

Managing Complex Change
 Big Ideas Core Instruction
 3 Assessments Supplemental Instruction
 Intensive Instruction
 Overall low achievement. Student learning problems across all subgroup
 areas.
 + +
 ++

Page 19
                        

Managing Complex Change
 Big Ideas Core Instruction
 3 Assessments Supplemental Instruction
 Intensive Instruction
 Lack of direction to know what needs to be improved, which students need intervention, and whether or not interventions have been
 effective.
 + +
 ++

Page 20
                        

Managing Complex Change
 Big Ideas Core Instruction
 3 Assessments Supplemental Instruction
 Intensive Instruction
 Lack of resources due to attempts to provide intensive instruction for students who needs
 could be met through strategic interventions.
 + +
 ++

Page 21
                        

Managing Complex Change
 Big Ideas Core Instruction
 3 Assessments Supplemental Instruction
 Intensive Instruction
 Gap increases between average and “at risk students.” Continued low
 performance for some subgroups.
 + +
 ++

Page 22
                        

Managing Complex Change
 Big Ideas Core Instruction
 3 Assessments Supplemental Instruction
 Intensive Instruction
 Student Success
 + +
 ++

Page 23
                        

Formula for Success Practical Application
 • Discuss which components your school/district has and does not have in place
 • How can we build consensus around these 5 components?

Page 24
                        

Consensus-Building Tools
 1. Building Consensus (Fist-to-Five) 2. Formula for Success3. Managing Complex Change
 • Tool to begin addressing elements of complex change

Page 25
                        

Managing Complex Change
 CHANGE
 Vision Skills
 Incentives Resources ActionPlans+ +
 ++

Page 26
                        

Managing Complex Change
 Vision Skills
 Incentives Resources ActionPlans
 CONFUSION
 + +
 ++

Page 27
                        

Having a Shared Vision
 • Shared vision provides incentive to all involved.
 • Shared vision provides coordination and focus to your actions. – (Drives your decisions!)
 • Shared vision promotes sustainability.

Page 28
                        

Managing Complex Change
 Vision Skills
 Incentives Resources ActionPlans
 ANXIETY
 + +
 ++

Page 29
                        

Skills
 • Develop skills in the 5 components – Assess needs through staff input and
 data analysis– Start small and build capacity– Aligned professional development– Coaching is critical

Page 30
                        

Managing Complex Change
 Vision Skills
 Incentives Resources ActionPlans
 RESISTANCE
 + +
 ++

Page 31
                        

Incentives
 • Motivations for teachers• Show staff the pay off• Staff will not be “compliant” unless
 they believe it good for them and their students
 • Show change will make their job more effective and efficient
 • Work smarter not harder

Page 32
                        

Managing Complex Change
 Vision Skills
 Incentives Resources ActionPlans
 FRUSTRATION
 + +
 ++

Page 33
                        

Resources
 • Giving staff the resources that they need to accomplish the goal– Time to collaborate– Curricula – Allocation of money– Staffing supports– Professional development

Page 34
                        

Managing Complex Change
 Vision Skills
 Incentives Resources ActionPlans
 FALSE STARTS
 + +
 ++

Page 35
                        

Action Planning for Consensus Building
 • Assess needs from consensus building– Where will we begin?
 • District, school, grade level????
 – What are the first steps that are needed?
 • Who does the work?• When will it be done?• How will it be done?• What resources are needed?• Who are the stakeholders that need to be
 addressed?• How will we define success and readiness to move
 to the next stage?

Page 36
                        

Managing Complex Change Practical Application
 – Review the complex change formula with the person next to you.
 – Identify your biggest challenges.– Identify what you have in place that can
 foster this change process?– If you identify actions that you need to take,
 record these in your notes.

Page 37
                        

Consensus Building Action Planning

Page 38
                        

How do you know when you are ready to build your
 infrastructure?• Do 80% of staff agree on the vision
 and 5 components?• Have you committed to integrating
 the core beliefs with value, mission and visions?
 • Have you developed a communication plan with all stakeholders?

Page 39
                        

Infrastructure Building
 Professional Development (BI)Leadership (BI)Data based teaming
 (BI)
 Universal screener (3A)
 Core Curriculum with strong instruction (CI)
 Decision rules and protocol (BI)
 Progress Monitoring (3A)
 Interventions (SI& II)

Page 40
                        

Building Your Infrastructure
 • Form a leadership team– District level– School level
 • Choose your infrastructure components
 • Develop team and staff skills

Page 41
                        

Infrastructure Building Action Planning

Page 42
                        

Implementation
 • Leadership needs to lead and follow– Examine district wide systems
 • District wide data over years of implementation• Staff input
 – Communicate with staff• Logistics• Implementation issues
 – Review day to day processes
 • Celebrate Success and share with all stakeholders

Page 43
                        

Implementation Review Action Planning

Page 44
                        

the bottom line…perception is about
 emotion…
 Educational change depends on what teachers do and think. It’s as simple and as complex as that. Michael Fullan
 The Emphasis has to be on Growth

Page 45
                        

NASDSE – School Level
 • http://www.nasdse.org/Portals/0/SCHOOL.pdf • Action Plan-Next Steps– * Page 49: Self-Assessment on Consensus
 Building– * Page 52 Self-Assessment on Infrastructure
 Building– *Page 60 Self-Assessment on Implementation
 Building
 http://www.nasdse.org/Portals/0/SCHOOL.pdf

Page 46
                        

NASDSE – District level
 • http://www.nasdse.org/Portals/0/DISTRICT.pdf• Action Plan-Next Steps– * Page 24: Self-Assessment on Consensus
 Building– * Page 27 Self-Assessment on Infrastructure
 Building– *Page 33 Self-Assessment on Implementation
 Building
 http://www.nasdse.org/Portals/0/DISTRICT.pdf

Page 47
                        

Thank you for the slides adapted/used for this presentation:
 Dave Tilly, Heartland AEA11Wendy Robinson, Heartland AEA 11
 IDM Development Team, Heartland AEA 11George Bastche, Michael Curtis, & Clark Dorman,
 PS/RtI Project - DOE/University of South FloridaAmelia Van Name Larson, Pasco County Florida
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