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Are the structures and systems in your district aligned? 
Through a joint initiative,  the Harvard Graduate School of Education and Harvard Business School found that structures and systems, although separate components of the Public Education Leadership Project (PELP) coherence framework, are so interdependent that they should be addressed together. Structures and systems include things such as roles and responsibilities, reporting relationships, teams, accountability mechanisms, compensation arrangements, resource allocation methods, organizational learning processes, and training programs. 
This initiative found that districts usually have developed systems and structures to support generation after generation of reform efforts. The systems and structures, however, tended to stay in place long after the fad they were built for had passed from the scene. This type of system and structures often constrains rather than enables high performance. To effectively support a strategy, the structures and systems may need to be reinvented.

Structure helps define how the work of the district gets done. It includes how people are organized, who has responsibility and accountability for results, and who makes or influences decisions. Structures can be both formal and informal. 
Formal structures are deliberately established organizational forms that can be either relatively permanent or temporary. Examples of permanent structures are departments reflected on an organizational chart or standing groups such as the superintendent’s cabinet. Temporary structures are time-limited, as is often the case with task forces or cross-functional teams established to plan or implement a new project or program. Informal structures -- the way decisions get made or the way people work and interact outside of formal channels -- can be as (or even more) powerful than formal structures. 
Informal structures can be either positive -- principals calling each other to share ideas -- or negative -- decisions get made by people “in the know” instead of through established working groups. While formal power is primarily based on rank or position, informal power is garnered and reinforced through social networks. Informal power can be difficult to manage because it is usually earned or developed through tenure, expertise or competence. District leadership can have some influence over informal power by creating developmental committee assignments and job rotations, which allow individuals to gain informal power.
School districts manage themselves through a variety of systems, which are the processes and procedures through which work gets done. Some systems are formally designed by the district, while others emerge informally in practice. Whether formal or informal, the purpose of systems is to increase the district’s efficiency and effectiveness in implementing strategy.

Systems are built around such important functions as career development and promotion, compensation, student assignment, resource allocation, organizational learning, and measurement and accountability. For example, in the wake of unprecedented amounts of student performance data, many districts talk about the desire to increase “data-driven decision making,” yet many schools lack the expertise or capacity to do this well. One large urban district recently unveiled a year-long “school quality review” process that trains school staff how to form hypotheses to explain the root causes of poor performance, put interventions in place and evaluate their progress. The school quality reviews represent an important system for strengthening organizational learning and the capacity to drive improvement among those closest to the students.
Taking a Closer Look at Structures and Systems
School districts also must develop systems to comply with myriad external requirements even if these systems do not drive strategy implementation. For instance, federal regulations such as the No Child Left Behind Act of 2001 (NCLB) and desegregation legislation have required that school districts develop systems and processes to address these external demands. The emphasis on accountability also has put pressure on districts to develop complex systems to better track and manage student performance data.
Critical questions that all school districts need to address in assessing their structures and systems are:
· Which roles are critical to implementing our strategy? How do these roles and responsibilities need to be defined? What skills and knowledge do people in these roles need to be successful?

· Which reporting relationships would be most beneficial for implementing our strategy?

· How can these relationships be made clear to everyone? How are we currently organized? Who reports to whom and why? What is the span of control of our key middle managers?
· What informal structures or sources of power are influential in the district? Are they helping or hindering strategy implementation? How do we make decisions, particularly ones that impact schools? Who is involved? How do we solicit input from others? How do we communicate our decisions? How can decision-making be more transparent and coherent?
· When will we need cross-functional collaboration? How can we effectively structure this (e.g. ongoing teams, short-term task forces, updates)? What existing structures or practices need to be modified to facilitate this?

· How can we recruit and select people aligned with our strategy? How can we design and deliver professional development programs that are in line with our strategy and that provide value to teachers and administrators?

· Do we have a rigorous process in place to facilitate continuous learning among our educators and administrators? How might we create a system that enables people to analyze student data in order to improve performance? If we had such a system, do our people have the capacity to make effective decisions based on the results of their analysis? What is our plan for ensuring that this capacity exists at every school in the district?

· What types of accountability mechanisms are needed to help everyone feel responsible for driving improved student outcomes? How will we measure our performance? Over the long-term? On an interim basis? Have we defined what success looks like (or “what we’re trying to accomplish”) at the district, school and classroom level? Are we measuring and communicating our progress?

· How can performance evaluation be used to help people focus on the work required to implement our strategy? Can compensation be used as an incentive to meet performance goals? Should these incentives target individuals, groups or both?
· What systems do we need to help people get their work done more effectively and efficiently? Are any of our systems overly cumbersome and/or outdated given our strategy?

Voices from the Field: Aligning Structures and Systems

Pat Murray, chief academic officer/deputy superintendent of the Boone County school district, has worked over the past two years with the district’s 12 elementary schools to develop systems and structures to address students’ reading deficits. Based on Scantron results, 35 percent of 2nd graders were not exiting the grade level proficient in reading. The district discovered that a wide variety of interventions were being used to address reading skills, but interventions were often assigned by what was currently available rather than what was most effective for a student’s needs. In addition, goals were not set when interventions were determined, and they were not closely monitored for student progress. Board members were not satisfied with these results, and they charged the district to move from “good” to “great” and fully supported efforts for a new structure and system. As a result, Learning Support Systems developed a pilot program to pilot an RtI (Response to Intervention) process in grades K-2 in three elementary schools in the district. 
District consultants and leadership staff took multiple steps to develop a structure and system that would better meet the needs of the struggling readers. The structure included multiple components:

· selection of a data collection system

· use of universal screening

· entering and analyzing data

· determining individual student needs

· providing specific, targeted, research-based interventions according to a tiered timeline 
and approach

· monitoring and charting student progress on a weekly basis

· reviewing progress through advisory team meetings (ATMs) every six week to determine 
next steps
To prepare teachers for the RtI initiative, they needed training in support in multiple areas. They needed to better understand how to use the reading series they had adopted, how to incorporate interventions into daily instruction and how to do weekly progress monitoring. Students made significant progress, and the number of students recommended for evaluation for possible disabilities dropped significantly. Along with improved learning for students, the other major benefit was that true professional learning communities developed. Teachers at a grade level, along with a consultant, guidance counselor, principal, speech pathologist and school psychologist, met every six to eight weeks to look at all of the data on each child and discuss progress and needed next steps. These groups truly became a community committed to meeting the needs of every child, no matter what it took. Progress has been substantial, and the program will be expanded to grades 4 and 5 next year with the goal of every child exiting primary and elementary reading on grade level and ready for the future.

Teaching and Learning Model to Maximize College and Workforce Readiness
Aligning systems and structures involves collaboration and planning. In order for the state to create a focused teaching and learning model to maximize college and workforce readiness, collaboration and planning has taken place. The development of this plan is a result of Senate Bill 1.
Senate Bill 1 was signed by Governor Beshear on March 26, 2009. The bill called on the Kentucky Department of Education (KDE), in collaboration with the Kentucky Council on Postsecondary Education (CPE), to plan and implement a comprehensive process for revising the state’s academic content standards. CPE President Robert King and KDE Interim Commissioner Elaine Farris and respective staffs developed the attached plan that includes a graduated timetable to ensure all provisions of the bill are completed by December 2010. 
Along with KDE and CPE, the Kentucky partners include Kentucky General Assembly, Kentucky Board of Education (KBE), Education Professional Standards Board (EPSB), Legislative Research Commission (LRC), postsecondary chief academic officers (CAO), postsecondary institution content and college of education faculty, public P-12 educators, representatives from the business community, national content advisory groups, Collaborative Center for Literacy Development (CCLD), Kentucky Mathematics Center (KCM), Kentucky Science and Technology Corporation (KSTC) and educational consortia.  These partners will ensure the revised content standards meet the requirements stated within Senate Bill 1:

· Focus on critical knowledge, skills, and capacities needed for success in the global economy;

· Result in fewer, but more in-depth standards to facilitate mastery learning;

· Communicate expectations more clearly and concisely to teachers, parents, students, and citizens;

· Be based on evidence-based research;

· Consider international benchmarks; and

· Ensure that the standards are aligned from elementary to high school to postsecondary education so that students can be successful at each educational level.

Postsecondary introductory course standard reviews will occur simultaneously to ensure alignment. The following timelines represent targets from Senate Bill 1; every effort will be made to achieve or exceed these targets.  

WebEx Opportunity
Our next Instructional Support Network WebEx meeting for ISN members who wish to participate in discussions of the articles in this month’s ISN Newsletter will be Wednesday, June 10, from 9-10 a.m. EST. Michael Miller from KDE’s Office of Teaching and Learning will share information on Teaching and Learning Model to Maximize College and Workforce Readiness. In order to participate in the WebEx, please register at ISN Meeting, June 10, 2009.
Quotable Quotes
“The present structure of rewards in high schools produces a response on the part of the adolescent social system which effectively impedes the process of education.”










James S. Coleman
Education Links

    ISN Web page      Content Networks (Kentucky K12 Education Conferences -2009)    Refocusing Secondary  
Professional Development Opportunities Bulletin Board                   Improvement Planning Web Site
Teaching Tools                      SISI Toolkit                   Kentucky Education Cooperatives           
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