Introduction

Educating All Our Children

A Resource and Planning Guide

Are you interested in doing something different in order to get
better results for your students?

Areyou.
e 1nterested in saving staff time and resources by 1ntegrat1ng the
initiatives and programs operating in your school?
.. worried about your students’ test scores, especially when they
are disaggregated by sex, race, and other factors?
. concerned about students from a different culture moving into
your district, a culture you’ve never worked with before?
.. interested in preventing recurring problems, such as
harassment and truancy?
... wondering what will happen to graduating students who
are not prepared to enter a diverse workforce and civic life?

We may be able to help you, but it will take some time--yet also
save time in the long run--and propel you in directions your school
may never have travelled before.

Our Focus

This process has been designed to assist educators and community
members as they grapple with huge systemic and individual
changes in education. It can be used in any change or assessment
effort to develop new skills and to assist in deepening commitment
to diversity and equity for all students, in all programs and
activities.

REMINDER:
Equity:
Fairness and
justice or
impartiality
(getting what
you need).




In preparing this guide, our own commitment to teachers and
other educational personnel in making the practice of diversity
and equity a valued standard in their districts and classrooms is
based on these beliefs and assumptions:

e that the process and products of the guide are designed to work
anywhere with any group of any size, and must mesh with
initiatives already in place;

e that student learning can be positively influenced by changes in
school policies and practices that are part of systemic school
reform measures, although there is no simple cause-effect
relationship between school reform and learning;

e that passing new laws and creating policy is one way to move us
toward equity, but attention to compliance alone can limit our full
embrace of diversity;

e that principles of science suggesting a natural tendency to order
and diversity, which assure survival, are also operative in
organizational systems and communities and need to be
acknowledged and supported;

e that each of us knows the pain and injury of discrimination
because each of us is “different” in some way and that this
knowledge can be a motivation for creating alternative responses
to difference;

e that attention to diversity and equity for all students will increase
individual and collective student achievement;

e that, while we have already spent great time, energy, and
resources on attempting to achieve diversity and equity, and have
made some progress, the creative, integrative process presented
here is intended to enhance, deepen, and expand that effort.




Diversity as a Positive Quality

“Diversity” is a well-worn term these days. We all have some
understanding of the idea of diversity. Too often, however, we
have thought of it in negative or deficit terms, even though we
have all found ourselves at times in the position of being
different from the larger group. Each of us is unique and each
of us has probably experienced some painful exclusion or
limitation because we were perceived as different from, or
inferior to, others. Perhaps we were shunned as a new student,
were the last one picked for the ball team or cheerleading
squad, or were told we were too big, or too young for a role in a
school play. Maybe we were called names because of our color,
laughed at because of our speech, or humiliated because our
family was poor. In certain cases, being treated differently may
have had a negative effect on how we felt about and performed
at school or at work. Because we all know how it feels to be
different from the group, we all have some knowledge or
experience--superficial or profound--of why it is important to
embrace diversity and equity.

The media periodically reports stories of students’
underachievement, or lack of preparation for adult work.
Often, the subtle implication is that students are at fault for
being different from the mainstream, or for an incapacity in the
existing system. It is time to focus attention on improving the
system to meet individual needs, without blaming the
system, or its clients, or those who operate it. We believe that if
we focus on the basic mechanisms of attaining equitable results
for our students, systems and structures will change to make
diversity and equity a reality for all. If the principles of equity
and diversity were truly incorporated into our school systems,
an enormous shift in our society would occur: the educational
institutions of our state and nation would be transformed.

Nature provides a relevant metaphor for the concepts we
propose. Nature operates on a principle of abundance of
possibility. It consistently moves toward developing increased

DIVERSITY:
“Differences
among people
or peoples
reflected in a
variety of
forms, includ-
ing but not
limited to race,
culture,
perspective,
talent, inter-
est, ability,
gender, sexual
orientation,
age, religion,
language and
socioeco-
nomic status.”
--Programs for
Educational
Opportunity

Nature as a
model




“In today’s
global
business
environment,
being able to
interact
effectively with
people
different from
ourselves is a
necessity for
leaders,
managers,
and individual
employees in
every
organization.”
--Harris &
Myers
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possibilities through greater diversity. Species that are extinct
have, for the most part, died out because they could not or
would not diversify (Gould, 1993).

Though 80% of the total species that have existed on the planet
may now be extinct, those remaining bring gifts and surprises
that represent unimaginable and tenacious forms. Life forms
opt to survive, to evolve, to diversify. From a drop of water to
the universe as a whole, there is abundance of form and
resources, richness and variety, that allows chaos to develop
into patterns, to emerge into an order that is stunningly
beautiful and elegantly efficient. The order and growth that are
inherent in the processes of nature are a metaphor for this
program. We believe that when people and systems are open to
the richness and utility in human difference, change will occur
in organizational systems and structures.

Diversity and equity are everybody’s issues, because we are
each a part of the variety. It doesn’t belong to the “others.”
People and their systems must relate to, support, and value
difference. Survival depends on it.

Changes in How We “Do” Equity

Many attempts have been made to change individuals and
programs so that they are more inclusive of individual
differences. In the early years of this effort to accept diversity
and equity, we worked to change attitudes. Some organizations
still hold what they call “sensitivity” sessions. It was soon
recognized, however, that it was harder to change attitudes than
to change behavior, and harder still to change behavior when
participants could not see any benefit to change, nor understand
its dynamic.

We were also encouraged to ignore or deny race- or gender-
based differences in the early days, to “treat everyone the
same.” Equality meant everyone getting the same, being treated
as if primary differences of heritage, identity, or personality
were not significant. Treating everyone the same has some

4




major hazards: 1) Many students become lost in the large group
and we cannot see what they need as individuals; 2) students
need different things to help them succeed, based on individual
experiences and capabilities; and, 3) when we treat people who
are unequal the same, we get the same, unequal results.

Our new efforts will concentrate on transforming ourselves and
our systems and structures, with an emphasis on the results we
want to achieve in schools. There have been bills, laws, codes,
policies, edicts, directives, and prayers passed down to us,
demanding that we accept this responsibility on behalf of all
children. While some educators have only made cosmetic
changes, many individuals have made great efforts to
incorporate well-intended change ideas and strategies into their
practice. However, these efforts often proved temporary and/
or superficial. We have learned that achieving equity must be
systemic and long term. (See Figure 1).

IS NOT IS

Program of the day or month An ongoing process

A quick solution A way of thinking
Win-Lose Win-Win

Reapportioning the slices Making a bigger pie

A case of A case of “There is a better
“If it ain’t broke, way. Find it.”

don’t fix it.” (Thomas A. Edison)
Restricted to one aspect of the Applicable to all purposeful
educational process only activities or systems

(e.g., tech ed or p.e.)

Authoritarian Empowering

“Been there-Done that.” (Over in A profession-long

a year or two without  * commitment

regard for success)

Figure 1. A schematic that summarizes what equity and diversity are and are
not.




“Systems are
not amenable
to imposed
solutions. . ."
-Wheatley

Key Point: For
systemic
change to
occur, it must
be created
within

the system.

“If we take
time to reflect
together on
who we are
and who we
could choose
to become, we
will be led into
the territory
where change
originates.”
--Wheatley &
Kellner-Rogers

Systems, like huge water balloons, tend to revert to their
original shape as soon as the pressure from the outside is
removed. In the instance of diversity and equity in education,
this reversion to former practice does not happen because
people are bigoted and prejudiced, although these behaviors do
indeed exist and contribute to the difficulty. Rather, as Meg
Wheatley indicates in her book, A Simpler Way (1992), systems
are not amenable to imposed solutions. They resist being
treated like nonliving things. For systemic change to occur, it
must be created within the system. While some have been
working on respect for individual differences diligently for
years, we are far from truly embodying the value of diversity in
our classrooms, districts, groups, communities, and
organizations. Yet, sometimes our efforts inadvertently
contribute to greater difficulties: creation of internal competition
for limited resources, labeling, isolating, lowered expectations,
intimidation, resentments, stigmatization, negativity toward
and blaming of the very people to whom we are trying to relate
in a different way.

While we have come a long way toward raising consciousness
about the need for equity across all populations, we are not
there yet. These inequities are not due to a lack of

concern or caring. Effecting change in human systems, in
attitudes, and in behavior takes time. Three decades of effort
represent the groundwork. We feel it is now time to capitalize
on this groundwork, to integrate diversity and equity fully into
education.

Wheatley and Kellner-Rogers (1996) are stating a belief

that underlies the approach we are taking. There is so much
new information on systems--how they work, how they
don’t work and how they change--that we feel a new look at
how change might occur is warranted.

Systems evolve with their environments to provide support
and stability even as they stimulate change. This stability
provides freedom for individual organisms to experiment and
change (Wheatley, 1992). We hope, through our process, to
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encourage organizational systems to provide stability to
individuals as they grow and change to meet a more diverse
world.

A system maintains itself and survives only if change is
occurring somewhere in it all of the time. Ilya Prigogine, the
Nobel laureate, describes what he has labeled “dynamic
systems,” in which disequilibrium is a necessary condition for
growth (Prigogine, 1983). As these systems process information
from the environment, they can become firmer in their identity
and less permeable to externally-induced change. Therefore,
high levels of internal autonomy and identity result from
staying open to the environment.

This seems to bring into question our age-old belief that
survival and stability come from maintaining boundaries and
controlling input from the environment.

Think about this theory as applied to schooling. We have seen
some schools that seem to isolate themselves from external
influences. In these schools, teachers are unaware of or
uninvolved in professional organizations and do not visit
colleagues in other schools. Parents and community members
are sometimes perceived as almost irrelevant, even as enemies
of the school. The school system and the structure collude in
this isolation: the negotiated agreement between school board
and teachers does not allow for the visitation of other schools.
Teachers are not paid for professional development. The
physical layout of the school encourages teachers to close their
doors and work alone. Educators leave school as soon as their
classes end because they seem to have nothing in common with
their colleagues. There are only two telephones in the school,
so calls to or from parents are impossible to complete. What
will happen in this school? Will students acquire the skills and
knowledge they need in the current world? Will the strong
walls the school has built around it fortify it against the outside
world? Or will the school’s isolation and perceived arrogance
contribute to community resentment, which expresses itself
through resistance to school taxes, unwillingness to work with
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Phase 1 will
help you
establish
your vision
and values.

the school on vocational issues, or open hostility to teachers?
Contrast this fictional school with the dynamic learning
organizations you have seen. There is a constant flow of new
information into and out of school, parents visit and
volunteer in classrooms, and the community feels that the
school is receptive to its needs for future citizens and workers.

Which school is likely to get the long-term support it needs
through taxes, community involvement, and pride?

We do not suggest that change for the sake of change is the
goal. Rather, we believe that when a system is truly open to
useful, new ideas, it will accept those ideas that support its
fundamental values. The principle of “self reference”
(Prahalad & Hamet, 1990) suggests that, in response to a signal
for change, the system alters in a way that is consistent with
itself. In other words, a system will change but only in ways
that preserve its integrity and allow for self renewal. “A clear
sense of identity is the real source of independence from the
environment”(Wheatley, 1992).

In order for systems, school or otherwise, to change and
embody a new orientation to diversity, the core identity of the
system needs to be explored and opened. Solutions cannot be
imposed upon systems. Solutions must come from the sytem.
They must be created from its heart or core. To be effective,
they must reflect a change in the fundamental values that the
system embodies and implements.

Those involved in an organized system must believe that
something more beneficial exists for them when they endorse
possible changes in the system. People want to find ways to
express and embody their own beliefs and purpose; they look
to the core of a system to determine whether it will support and
enhance this possibility. Indeed, when a system projects its
vision and beliefs, such as a commitment to diversity and
equity, equity unfolds relatively effortlessly and with elegant




efficiency. Energy is produced for system use, rather than
being drained away. '

Wheatley describes walking into a store where customer service

is a core, or “heart-held” value. Customers sense that value
immediately in the store’s environment and in the behavior of

the employees. They “know,” or recognize it, without having to
read a policy statement. Are diversity and equity heart-held values
for staff and students in your school?

Finding the Framework for Student Learning

In order to address the diverse learning needs of our students, we
need to know the culture in which a child lives outside the school.
Successful schools take the culture in which students live and create a
context for learning. Each student can receive the same information,
but the framework we place it in creates the possibility for learning.
That framework must reflect some knowledge of the students’
cultures.

Most of our frameworks are created for white, middle-class students.
Most educators are white and middle class. The majority of our
students, however, do not live in the white middle class. The ability
to adapt to that dichotomy is a major skill a teacher needs.

Everyone needs to know how the majority culture works in order to
succeed in it, but if we are a part of the majority we do not need to
know about it to survive. We do not even realize we define a culture,
if we are in the majority. Those who are not a part of the majority
culture often understand that culture better than those within it. They
are bicultural: their own and the majority. When our students come
from cultures other than white and middle class, we as educators
must understand those cultural contexts in order to choose the
strategies to help students learn. If we attempt to educate without
taking into account our students’ cultures, learning will not happen.
Children come to school as ready to learn as their backgrounds have
prepared them to be. School has to adapt, even while transmitting
the majority or school culture.

The
information
about culture
and learning is
gleaned from
o a series of

e workshops

o presented by
¢ John Kibler for
e the Wisconsin
o Department of
¢ Public

e Instruction.




“Ifyou’re in a
situation in
which you
need to solve
a cultural
problem, you
are the only
tool you
have.”

John Kibler

Our credibility depends on our learning something about each of
our students’ cultures. When we have many students from many
cultures in our classrooms, we must learn enough about each child’s
culture to be credible. Obviously, we cannot learn everything about
each student’s culture, but we can learn enough to create a learning
context.

Keep in mind that the Five F's--Food, Fashion, Festivals, Famous
People, and Folklore--are only the tip of the cultural iceberg. What
is much more important is what lies beneath the surface of the
water. More important than the external manifestations of culture
are the internal values, mores, and habits taught to a culture’s
children. It is more important to learn about how a culture
describes a supreme being, birth, death, childrearing, and
relationships between the sexes. The Five F’s are a good place to
start, but they are not enough, and often support the limiting
stereotypes about a culture.

Here are some things to keep in mind about cultures:

e Everyone has one, even if we cannot immediately see it.

e We cannot generalize interests, values, or habits to all people in a
cultural group or to individuals, but there are some
commonalities to all people in a given culture.

* Everyone interacts in many cultures, depending on the situation.
For example, one may interact in a particular way when in an all-
male culture as compared to an all-female situation.

e We change our responses depending on the culture we are in at
the moment.

e Each of us has operated in a majority culture and minority
cultures, although some people design their lives to spend most
of their time in a majority culture.

* “Home” has a learned culture--which we cannot see-- that may be
very different from school culture.

In this guide, we have created and borrowed many activities
designed to help educators learn about their students’ cultures.
First, we have provided opportunities to learn about our own
cultures, since we rarely are aware of them. When we are unaware
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that we have a culture, others’ cultures are not meaningful to us.
Second, we have provided models for finding out about the
cultural backgrounds of the students in your schools and relevant
strategies for honoring them.

Our goal is to enhance the values of diversity and equity in the
vital system on which you choose to focus, so that they are
enduring and fully integrated throughout. The challenge to achieve
equity in schools is outlined in the following two pages by the
National Coalition of Educational Equity Advocates.

Both diversity and equity will enhance achievement and future
success for all your students. We intend that this process become
an ongoing part of all that you do in your organization, and a
source of energy and excitement to everyone involved in the
learning process.

We hope that those who use this resource and planning guide will
collaborate in ways that truly enhance success for all students.
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The Challenge

We, as a nation, must assert that the . . . inequitable state of public education
is not inevitable and will no longer be tolerated. Equity depends on much
more than access to schools and their offerings. For example, we know a
good deal about what drives poor and minority youth out of school—our
schools can stop doing those things. There are effective pedagogies that
involve students in active, creative learning—we can make their use routine
rather than exceptional. We know that critical thinking is more important,
more useful, and more exciting than rote memory recital—we can engage all
students in the fullest use of their minds. Abandoning the piecemeal ap-
proach to meeting the needs of historically marginalized students, we can
restructure our schools to make them places of excellent learning opportu-
nity for 4ll. Incorporating the following ten principles permits schools to
achieve equity in excellence as an integral element of their structure:

1. School governance and administration are committed to the integration
of equity and excellence. All decision-making considers the potential
impact on the learning opportunities of all student groups. Publicizing
disaggregated school data regularly permits comparative monitoring and
evaluation of learning opportunities and outcomes by race, national
origin, language background, gender, disability, and socioeconomic sta-
tus.

2. Every school program is accessible to any student who can benefit from
participation and is not based on race, national origin, gender, disabil-
ity, or socioeconomic status. All students have equal opportunities to
make informed choices about program entry and to prepare adequately
for program participation. Schools and feeder schools meet their shared
responsibility to plan for and to prepare students to participate in chal-
lenging classes.

3. All students attend school in a climate of respect, free from discrimina-
tion, bias, and harassment. Curriculum content, instructional materials,
and teaching methods acknowledge and value all students’ cultures and
languages.

4. The school has resources adequate to provide opportunities to meet the
highest learning standards established by the school, its district, and its
state. The resources provide for a satisfactory physical plant and match




the needs of the students. All students have equal access to learning equip-
ment and technology.

5. The curriculum provides a progressive sequence of interdisciplinary,
multicultural content aligned with the highest district, state, and na-
tional content standards. It is active, cumulative, and inclusive of all
cultures and both genders; it reaches beyond understanding content to the
development of skills for evaluating and using information; it includes
exposure, instruction, and experience in the fine and practical arts of di-
verse cultures.

6. The school involves all students in a variety of active, student-centered
instructional methods. Instruction fosters independent and cooperative
learning, mastery of learning skills, higher order thinking ,and second
languages; it recognizes and responds to variety in learning styles, includ-
ing those which may reflect culture and gender.

7. The school assesses student learning on a frequent and continuing basis
for the primary purpose of improving teaching and learning. Assess-
ments are aligned with learning opportunities, are conducted in a variety
of formats, involve the student in self-appraisal, reflect understanding of
multiple domains of intelligence and academic learning, and have equal
consequences for all students assessed.

8. The school provides a variety of curricular and enrichment activities to
meet the academic, vocational ,and personal interests and needs of all
students. It actively encourages the participation of all students and all
groups of students and is active in identifying and removing barriers to
students’ involvement.

9. The school makes effective partners of the parents of all student groups.
It informs parents of education rights, student progress and options; con-
sults them on policy matters; recruits them as cultural and local-history
resources; welcomes them as program volunteers; and consistently involves
them in short- and long-range school-wide planning and implementation.

10. The school is an important link in a school-community network that
supports a safe, caring environment of continuing and stimulating expe-
riences for children. It provides early educational services; provides or
collaborates with daycare programs; provides parenting programs for
community adults; and it collaborates with community agencies and
groups through referrals for health, social, recreational, and cultural pro-
grams and services.

Educate America: A Call for Equity in School Reform
The National Coalition of Educational Equity Advocates
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Using This Resource and Planning Guide

Why should it be used?

Connections to Organizational Improvement. All improvement
efforts must be looked at through the lens of equity and diversity in
order to ensure the best education for all students. This guide
provides a process for doing that.

Collaborative school improvement efforts to save time and
energy. Integrating all your school’s initiatives, special programs,
mandates, and values will ensure that all are continued and become
a part of the daily fabric of your school.

Infusion of equity into all aspects of your educational program to
help all students and make everything about your school better.
Students doing well now will do better and be better prepared for a
diverse adult life.

Provision of a systematic, systemic process. There is a road map
here that can help you achieve any school initiative. Itis tested and
piloted and shown to be a productive method. It may be used with
any project, large or small. It provides a way of looking at an issue
and a means for addressing the issue.

How have others used this process?

Those who piloted the guide used it in a variety of settings for

diverse purposes:

e An elementary school committee used it to plan and implement
activities to introduce staff and community to newly-arrived
Hmong students in the primary grades. The intent was to prevent
harassment or discrimination by European American students
and introduce teachers and staff to relevant cultural norms and
learning expectations.
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o An alternative high school used the activities with students who
were interested in discovering whether the police detained
students from their alternative school more than students from the
high school, and whether Native American students were detained
more frequently than European American students.

e A high school committee used the five-phase process to design a
federally-required equity plan.

e A high school concerned about truancy used the guide to examine
exactly who was truant, why, and how to address the problem.

e A high school used the process to integrate programs for
respecting diversity among students, including issues of race,
ethnicity, sexual orientation, gender, and religion.

What does the Resource and Planning Guide include?

You have already read the introduction, which sets forth the

principles and intentions of the guide. This section offers a guide on .

how to use the book. Following this preliminary material, you will
find five phases, all of which include the following;
Alarge star telling you where you are in the process
Introduction to and overview of the phase
The concepts that define the intent of the phase
A list of outcomes you should expect when you finish the
phase
An outline of the goals, objectives, and activities in the phase
A chart depicting the contents of the phase
The complete instructions for activities chosen or designed to
help you achieve the goals and objectives
A final page of transitional questions to ask yourselves in
order to ensure that you are ready to move to the next
phase

The appendix includes a handy glossary, supplemental materials,
references, and resources.
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Phase 1:
Where do you
want to go?
Phase 2:
Where are you
now?

Phase 3:
Planning to go
where you want
to go from
where you are.
Phase 4:
Implementing
the plan.
Phase 5:
Maintaining
momentum.

IN THE
MARGINS:
TIPS
*‘REMINDERS
*DEFINITIONS

How should you start?

°Read the Introduction. This gives you an overview of the
principles behind the development of the phases.

*Review the Appendix. There are several resources that will be
helpful to you as you work through the phases, and it will serve
you well to know what is there. The information will be helpful
as you complete the activities, and will also help as you
implement your plans.

*Begin at Phase 1 and work through sequentially. This model is a
common one, used often because it works. We encourage you to
follow the sequence at first, especially the first three phases.

° Allow yourself to cycle back to other phases or to the
beginning, as needed. If you find that you want to return to an
activity you have skipped, feel free to do so. When you finish all
five phases, return to the beginning to see if your vision needs
modification.

What do the graphic icons mean?

There are two types of icons:

The large star. The large star describes where you are in the total
process. See Figure 2 for an overview of the phases.
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Figure 2. Organization of what you will find in each phase.

Purpose:

To put a team
together and
begin thinking
about “what
can be.”

Purpose:

To learn about
the current

system and its
results.

Purpose:
To establish,

maintain, and
assess the new
system.

QOutline of what you find

*Guiding Questions & Concepts
+Goals & Positive Outcomes.
*Objectives, Activities, Places to
Look for Existing Data
*Equity, Team Development,
and Evaluation Activities and
Benchmarks

Purpose:

To implement the
activities designed
to achieve stated
goals and create a
new system.

Purpose:
To define the

new system and
develop guide-
lines for how to
realize it.




The small star found in the margin of the narrative within each
phase identifies the number of that phase (Figure 3, below).

Figure 3. Phase identifier.

The circle. Within the activities of each phase, the circle (see Figure
4) identifies the phase number at the top, the concept the activity
addresses, and the goal and objective number the activity addresses,

at the bottom.

TEAM BUILDING

1.3

Phase number

Concept

Goal and objective number

Figure 4. Situating the activity.

What can you expect from the activities?

Except for two suggested assessment instruments, the activities are
complete. Everything you need to complete each activity should be
included in the material that accompanies each one. The activities
address the content of the phase as explained in the narrative and
the concepts, and also include ways to build a team and address
equity. As you work through the phases, you will notice that the
team and equity activities become more sophisticated.
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Possible solutions to common problems

"We don’t have time for this.”

From “Five
e Create a realistic timeline for completion. Don’t expect \évraeftéo
people to spend all their time on this project between Time,” by
meetings; for most, this is one more thing added to an Rick Ross, in
already full schedule. The Dance
e Examine your meetings carefully. Sometimes people get of Change

frustrated with meetings that seem pointless or fraught

with problems. :

- Is this meeting necessary? Can occasional business be
taken care of via e-mail? Is the purpose for the meeting
clearly stated? Is there an agenda, no matter how
skeletal, for every meeting? :

-- Have you established ground rules for the meetings?
Having ground rules to point to makes it easy for
members of a team to address small irritating
problems that can grow when not dealt with. For
example, pointing to the rule “Everyone has a chance
to speak” can remind someone who is monopolizing the
discussion to let others speak.

e Look at your calendar.

On a sheet of paper, write out the elements of the vision for

yourself, your group, and the vision you created in Phase 1.

Then write the word “None” on a line by itself. Now open

the primary calendar or diary in which you keep your

appointments. Look at the appointments you have made for
the next two months. For each appointment, make a hash
mark next to the element of your vision to which it is most
applicable. If it doesn’t apply to any, mark the word “none.”

What percentage of the marks have fallen next to the word

“none”? If it is more than 30 to 40 percent, then you are

spending this time on nonessential work. What can you do

to eliminate some of that work entirely?
e The Attention Appraisal
At the top of one side of an 8.5 x 11-inch sheet of paper, write
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“No one
else is
supporting
this.”

“What, in your opinion, do I pay too much attention to?” On
the flip side, write: “What, in your opinion, do I pay not
enough attention to?” Give the sheet to each of your team
members and ask them to be candid. Collect them, read
them over, and adjust your attention accordingly.

* See below for ways to integrate many initiatives.

“No one else is supporting this.”

According to Peter Senge, et al. (1999), as investments in
change initiatives go up, more help is required. That help
may include coaching, training, consultation, mentoring,
approval from authorities, or other forms of guidance for
developing a change initiative. If help available is limited
(perhaps because there isn’t enough institutional support for
it), the resulting “help gap” leaves people frustrated because
they are investing time with little payoff; the change intuitive
is ineffective and learning capabilities do not develop.
Another problem is that people may drop out of the team in
their frustration. Here are some strategies for meeting this
challenge: :

* Make sure that everyone is invested in the common vision
your team develops. This means that, in Phase 1, you use the
activities provided to really design a solid vision that

" everyone agrees with, if not entirely, then with most of it.

° Start with a smaller team, then expand as you get to Phase 3.
One of the pilot sites for this guide started with a large (45 +
member) group that consisted of three committees combined.
After a few months, many people had dropped out of the
group. The coordinator’s opinion was that the group never
developed a common vision out of what appeared to have
been three separate visions.

© Invest early in help. It may take several months, with
several missteps, before your team finds the right person or
persons to help you move your plan forward. Those in
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administrative positions are often responsible for a larger

part of the system and can see how parts interact. They “No matter

may also know how to approach boards or community how far you

groups. have gone

* Seek help when you need it. Sometimes it is difficult to ask down the

wrong road,

for help, but you may need to talk to someone who has turn back.”

worked on a change initiative before and can help you —-An ciént

prepare for the pitfalls. Beware, however, of the cynics who proverb.

say “You'll never get that to work here.”

o Keep everyone apprised of your team'’s vision and
progress. If your district has e-mail, a brief occasional note
to the staff and administration is all that is needed to let
people know you are still working and committed to the
process.

"This isn’t relevant to more pressing problems we’re dealing with.”

This is where integration of ongoing initiatives and projects
is crucial. Use the activities in this guide to help you find
out what is going on in your school. Integrate as much as
possible; this guide can help you do that.

State
programs

Federal
programs

* Maybe you've focused on the wrong target system to
change. This should appear as you complete Phase 2’s
analysis of the current system. Feel free to change your
focus.

* Send out emissaries to other committees and working
teams. Ask for ten minutes to let them know what your
team is working on, and find out if you can help integrate
some of their purpose into yours, or vice versa. Let them
know that a major part of your work is on equity and

Local
1nitiatives

Educating All Our
Children Process
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diversity, and you’d be glad to share what you've been
learning about those concepts and how they are being
dealt with in your school.

e Let everyone in the system know the results you're
getting in Phase 2. Maybe your project is the most
relevant to student learning in the school, but others just
do not know about the disparate results for some groups
of students and how your project can help them improve
results for all children.

° Ask specific questions in your team about relevance.
Sometimes a group can get enthusiastic about a side
issue and forget where they are going.

Let’s get going.
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