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investiga ion of, the utility If the Bight to.Reid model ior assessing
and planning iNleeded improvements in ,school'reading prograas. Among
the tindings were .the followina: (1)- The Right tef Read model was not
useful for addressing aIl'of the imiiroven!ett-related problems faced
brtl.re schools. In particuihr, it seemed too cumbersome for the
straightforward program changes.some schools needed.to,make and too
1 mited flor addressing complex Rroblems with political and tiscal
sourcs. (2) The model had 4'o be altered or adapted.in order to u,se
it in severarschools. The most 'frequent adaptationfs,includtd

. tailoring the model 4oir use in seCondary sc400ls, supplementing it
wi,th the use of addli'onal tools.an& strategiet for diagnosing
problem areas, and incorporeing;activities to help school sXaffs .

clarify their vallues and assumption's about program ilprovements. (3)
The model was helpful in aidina schools in considering guestions. -

about where they were, where they wanted to be, and how they should
get.there. (Appendixes contain checkpo.ints for the evaluation, project
and a chart cOmparing the model's implicit assumptions about prOgram
change with the "real world" constraints the the project
encountered.) (Author/FL)
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v."
. The Northwest Road,ing Consortium has-been a three year school i.mprovement

project funded tinder Ole Research and Development Program, National.
Institute of Education.

Four linkers, ontt each in Alaska,',,Idaho, Oreg Opnd Washington; worked ,

7 10 local schools per state:in improvement of reading intruction.
The linkers were, howsed in an intermediate agency in th'e state;the major
contractor for the NRC was the Washington State .1).partment, Superintendent

Publtic Instruction, A subcontract for development of a knowledge bass and
technieaL assistance wasihold by the Northwest Regional Educational
Laboratory (Pottland)Oregdn).

The NRC was origira1ly formed by the Right to Read Di.recors o. the
tcur states. The design of the project provided for interface wi h
'each state'l.! Right to Read program and thavstate R2R Plapning and_
Messment_ Handbook 'provided the basic 'model of problem-sol.ving used
wi.th local ',schools. One goal af the R2oR Directofs was the further elucidation
of thti R2R model. ThiS.paper discusses some of the learnings generated
through NRC experiences in the uSe of this m de n instructionalsimprove-
merit ef(orts, ,
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00111F. USE OF THE PI MIT TO READ Noun. I-OR I NSAUCT1O;ZAL IHPROV1D1LNT

The primary goal M the Northwest Re. ng-Consarcium has been to. aid.

instructional 1tpp'iov4.ment efforts in reading at lkica .). schools via linkage

with tesearci .nd development outcomes: The project, otriginally r

the stateXight to Read directorp frourAlaska, Idaho, Oregon and Washington

d b

usezi Ort.. Rjht to Read Plannina and Assessment Handbo.k.as the vehicle for

working with local schools sc'eking to improve reading instructioh\.

The group problem-solving
appr,

oach del .

lneated by the Right to Read
..

.

.ManuAl influenced vile philosophical orientation of the NRC. Districts$

selected to participate in project had pfeviously been involved inEthe

.ght to Read effort and therefore pi-oject schools were at least somevh
c ,

..familier with and supportive of, the model.

4 study of adoptions by NRC-sites, correlated with analysis of, the

decision-making process used by each site', showed that sites which sadher,*od to

a problem-solving modt'el were 'more likely to adopt/R4D outcomes as .501utions

for the prob2eAs. Fbr other sites-, however, the 2R model was not. 'tis

/v ,

.cormistently; in many cases because the R2R handbook was apparently papprop-.

Tinto for their needs, /At a fel:, sites, data from NRC cheokpoints'Opwea

little use 'of any'formil problem-solving model.,

to rxrwct iitly model for decisionrmaking. to meet the' needs of.01] schools

unrealistic. s Moore and Arends point out in the Delmont Conlerenco,

,Reports (NIK) November, 1977), no change strategy or proh1em-soling process

has wen proven by iesearch to Lead Lo comlistent 1.0nefits. TI!ic. R2R handbook

ri
i

.is directed toward particular types of program l'iange. School proltlems which

are.of trent magnitude, severity and political impact are b a Ole scope'

t*of the R2R model; relativejy.minor instructional improvement efforts may be

impeded by the steps in Abe R2R pro c s.
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MIMMI

at

The Icarning .oneraeod by v,Ar lac ions fn use f the R2R ';r1ode1

fulfilled a sq.'cond gOal of thP NRC: The further PlucidaLion of the mndel.
r

The pr- ;Ign !:upported

three-year period, to 1

developii'w,nral or:lentatioOlich led, over a
a

ification and refineMent of the R2R problep-solving
4Of''.et F)Tertations und util 1ztin of research and devp1opnent out .

,

i.
,

...

,
c Omer) , the'length of time linl,,ers were ipvqlved w4tli' sites:and formal
ljnk'r r;ining influencvd.the developrn al.riaitire of the project.

As a reuit of project-expe iences, R2R procedures'pere ex.pand d to
mrel monitorin needs of tue pr- adapt d to individual Deeds of local

. -

and modifieeto meet needs of 'secondary schools.

-toolt- the

The use of dia nostic-

incorporaron of organizational development strategies; the

identifiratioa of the

reeptions rop .:ent areas

of c ar fving educational
values and 'role

the R212 model was suppi emeAed.

TUi oncvna.:ated wie of th t R2ft Planning and Assessment Handbook as the.

model for. group prob solving activity's related to improvement of reading

instruction suggested directions for the developme.pt of a Tore flex le set

)elines maint,lioing the structtre and philosophy of the.Right to Ilead

/TIMM h guidel

ther basic -k'll

Tho R?R model

ould also be.applicable td improvement efi ts

entially an application of A PlF1nning Programming,
Eindetra .2.- 1 ); it ? designed to facilitate use 61 tie knowledge

I
(data) and proresses nocenry for what Corr i gan calls T! predictable education

$(Azranoll. AjJnnrh for Education, 1969). According to Corrigan,
the goal of such a .lystom-appronch ro edura tion is the assurance of:

4n. Total c jc'rrlvity in decision making ,

h. Total intetnnt-eunsistency between successive action commitmentsc. Total eonrrol for sensing, evaluating and correcting systemoperatiOn!-; (p.19 4L

Extensive use I the P/R model NRC gent evidence that i t did not
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addr,ess bud.ge if..cnIes As thoroughly as might be expecte r was it totalh

po*., I hI o m.tint,lin I u.icli tiu. I on objectivity and control.

The R.i8ht to Read mataual, categolized as a problem-solving model diaes

address thie essential questi.ons which Schmuck, et. aL suggest must be

an,wtrd. fur effect ive prdWet Solving:

1. Where are we .o

2. Wheie do we wan't to be?
3. How can we get there?

(Schmuck, Runkel, Arends and Arehds. Second Handbook
of_Orz2.r. zational Development in Schools. 1977)

Certainly the R2R,Plannin&and_Assessment Handbook provides the tools for

answering 'these key questions with the clarity snd objectivity espoused by

a 1-!1"BS system; the .model is highly systeMatic and ralional. When olueions
-

.

school problem c.an be identified primarily Arough the colletion and

analysis of data", the R R model is effecCive. Many school problems are

however, mora coaplex and Multi-faceted than'sugge ted by system approathes;

certainly the human aspect is more cOmplex .

key isue is the deg .-to iahich the rati;nal problem-solving
p.Tadigm...is pertinent to school impr6vement. Ih light'of the
Aap between tenets of the rational paradigm and the behavior of
people in schools as they define and deal with their day-to-day
realityt. seems critical. tha:t-I (linking approaches) be invest-
igated that build more closely on the way effective school-based
people actually do solve educational problems, rather than on
nOrmative ideas about how problems should be ,soived-" (Moore,
Belmont Conference Report 1977. p.17)

An rly at tempt by.NRC )ersonnel to snnuaarize learnings about the use-

of the Rn proces result,ed in the identification of several basic discrep-
.

ancies het ; 'umpt ions made by the R2V model and 'the behavior of people

in schools. The general conclusion drawn at that time (July, 1977) was

at the reasons env s oned by R2R for participation are frequently not'

those held by the scl\lo School-based reasons seemed to be more related

tO soc' O/flo lit economic) factors than to conLmjtmc'nt to instructional
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Amprovement. Further analysis of experiences with schools over the

,duTation of the plojert indicat,ed that the issues were far more complex

than had been identified initt ily. Factors such as awareness, readiness

7

and the mat.eh between school needs and th4 asistance b ing provide& all

impact,on schoO4 improvement efforts.

Although the work done at that ebrly rneeting.was somewhat unfocused,
b.

it proVided a starting p int for the emergence .of one.'of the major

learnings of the NRC -- the importance of the role of philosophies and

values in ipstruccional improvement efforts.

"Decision-maki g of any kind...is. difficult when those involvedi
hold different values about the purposes of education and the
ways of%sohooling. it is all the more difficult when organiz7
ation members are unaware of these differenes and their
influence on the way in which collabprativeapork is carried
out." (chmuck, Runkel, Arends and Arends; 1977 p.352)

114.The necessity for in luding processes that permit exploration of the varying
s ,

edu'cational values that may surtound the problem-solving process is a

recomm_ d tior that comes out el:ea-Ay in NRC sumMaries of.learnings These,,

learnings suggest that philosophical variations may occur within at least

three area's in- instructional improvement efforts:

- Proeedures for improving iistr'uctiona1 programs
Charaeterist'cs of an optiMum instructional program
Usefulness of esearch and development outcomes and aceessibilitYi
of such informs on

Moore (Belmont Confe ence Report, November,. 1977) supports the findping

that so-called rational signs for problem-solving cannot be considered
%

"value-neutral." He p n s out that those who advocate that schciols get

involved in rational problem-solving processe "are advoca i g a specific

change in the way a school, school community,or school district makes

decisions (and that) that may or may n_t have berieficial effects for thTse

client system." 'A particular problem-solving model may' in itself be an

innovation for a school -- a "soluti problere at le those

4
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1,

who phi I sp1dc I ly m ,)ort that type of approach. The implirations of

intluthning a typv of dr I stun mki ng that may, at 3pwit initially, impt-ae

the Instructional

previously made eff

provement efforts of a par cular school that, hp

tve changes via some olper approach need to be

ctrefully considered.'

NRC e periences with schools inVolved in instructional improvement

'efforts have led to the generaliation tbat group probleni-solNting is a

complex process yhich must be used flexibly anA adaptively. School prol;lems

and,therefore, improvement efforts are multi-dimensional in nature. There

is a need for processes that permit.'

Analysis o'f both cognitive and af ective aspects of the:problem,
'Consideration of the several social-psychological levels at

the-problem exists, and .

Recogntion that a multi-determined problem may require multiple
solutions

(Schmuk, e.t. a).. , 1977)

-If the Rigit to Read, model issupplemented with,such process sl then findings

of the 'RRC suggest that it.ran be an effeCtive mechanism for exploring

res%rch a d development outcomes as a basis\ instructional mproverzi

.\
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Checkpoint

A PPENDI X A

tOints for Nutthwest- Rocling Consortium
(Dcumrtat ion points - si_te)

Svle tion and commit ent of site

Checkp-oi t 2: Orginiaton of building task for.ce

Chvckpoint
-

Initiation oi task force meetings and jietermination of
,

4*
target group

'Checkpoint 4: Comr:letion of assessment procedure
. ..

..._

Checkpoint 5 Problem identification completed; statement of critical,

r)riorities '
1 4\

i

Chec point koment of s te-specific problem .statememt and es'tab-

1ishingof goals and objectives

Checkpoint 7: Research and Developme t Outcomes reviewed; statement Of

Checkp

Ch.eckpint

Checkptl'int 10:

unresolved needs:.

Comp1etio5 of implementation planning

Installa ion of R & 14 outcomes
1.

activities (moni.toring inst 1 tion

Checicpo M nitoring implementation progress

Ch.pApaant 12: Evaluating

All checkpointspc
InsqrUcional

nr 6 m improvements

ude related R2R charts and a
mprovement" Survey.

te for ,
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1

Al) 'NEM B

An early attempt s'INRC personnl to summarize 1earnings'abou.t

the use of the R2R pr'ocesS generated t.he following-list of discrepanties

betwee'n assumptions initia ly held about the use of t is process and

alternatIvt observations of behaviOrs of people in some schools.

R2R " e 1 d"

b.

d.

c.

f.

g.

h.

The school/district has a real need
and eommitment to str n then the

.reading program.

,1

All school personnel nave the deire
and mocivationto ,improve the reading
program.

,

There is suf icient payoff for teac.hers
th3t they want to be involved.

All lpersoimel support this (R2R).
\.process for making changes.

Tcher s viow Aemselves as developers
of.curriculum.

The Tak Vo:cv has access to all
necessary information and has the
knowledge and skills needed for
implementing change. .

The Task Forn has both decision making
skill and decision making power.

1.

N

2.

3.

4.

5.

.

6

7

Statitical evidence of academIc
deficiency is needed to nstrat e

to funding agencdes that there is'a
reason for =receiving MON4Y.

.

. *a

Becoming a "R2R bistrict" is a way
to keep up with oxher districts.

.

_

The Community is putting pressute on

the district; this is a way' to show
,responsiveness. .

The R2R movement is just like til
.

the other federal programs," it is
a waste of time because it won't
make any 'difference.

Curriculum development is the
respon§ibility of admidistrators.

Commitment to reading abd instruc
tional improvement is real, bul the
process used to ranch goals does

.

doeg' not.resemble the R2R model.

The R2R director for tlit- district
is frequently "powerless."

The R2R director for the distr E has
time, power and support to "carry the
ball."

.

-

(NRC Staff meeting, Issaquah ) July 1977


