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BY JOAN RICHARDSON

fter three years of implementing
a new writing program, teachers
in Arizona’s Gadsden Elementa-
ry School District #32 were still
confused about how they were
supposed to be teaching writing.

“We had inconsistent imple-
mentation. Often, teachers were
calling the same practices and com-
ponents by different names,” said
Olivia Elizondo Zepeda, Gadsden’s
assistant superintendent.

As a result, students were not
making the progress the district
wanted.

Then the district began work-
ing with Shirley Hord, a consul-
tant with the Southwest Educa-
tional Development Laboratory,
who introduced the district to Innovation Con-
figuration maps (ICs). Hord is one of the original
developers of IC maps, a tool that educators can
use to identify expectations about a new program
or other innovation.

“When she mapped the components of the
writing program, it was very evident that nobody

really knew what the focus of the writing program
really was. It was amazing to us that after three
years of professional development and implemen-
tation we were still confused,” Zepeda said.

Now, “our results are incredible,” she said.

Gadsden’s 6th-grade writing
results on the statewide assess-
ment soared from 45% in 2005
to 82% in 2006. Fifth-grade re-
sults remained about the same,
but 4th-grade results in writing
moved from 28% proficient in
2005 to 69% proficient in 2006.
“With an IC, there is no mis-
understanding; we have devel-
oped a common language. It’s
just very, very clear. It’s clear
for the people who are train-
ing. It’s clear for the principals

who know what to look for when they do a walk

through. It’s clear for the teachers,” Zepeda said.
An Innovation Configuration map clarifies

what a program or practice — the innovation

— is and is not. The IC creates a vision of what

a new program or practice looks like in use by
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Clarify your vision with an Innovation Configuration map

Continued fromp. 1

spelling out what is ideal and what is not ac-
ceptable. An IC map also shows the stages that a
teacher might move through as he or she moves
toward ideal practice.

NSDC developed a series of IC maps to
describe the responsibilities of 11 different role
groups for implementing NSDC’s Standards for
Staff Development. In the same way, educators
can use IC maps to measure implementation of a
new math or reading program, use of cooperative
learning strategies, or differentiation strategies.

Patricia Roy, one of the co-authors of
NSDC'’s standards IC maps, said developing and
using an IC map helps everyone involved with
a new implementation. “People who do train-
ing always think they are being crystal clear
about explaining new practices. They can’t even
imagine some of the ways that new ideas might
be implemented. But, when you’re training, you
don’t always know what it is that people heard.
ICs help with getting a clear picture,” she said.

Hord and Roy both say that individuals who
are involved with a new program or practice
— teachers and principals — should be involved
in writing the IC map for the implementation.
Hord recommends seeking assistance from an
expert during the initial writing of an IC.

“The most powerful part of the IC is that it
brings the group together to discuss and debate
it. As they do that, they are clarifying what this
thing is,” Hord said.

Another Arizona school district, Chinle Uni-
fied School District #24, also developed an IC
map to guide its instruction in writing. Nearly all
of Chinle’s 4,000 students are Native Americans,
most of whom live in poverty.

After attending a 6+1 Trait Writing work-
shop, a group of Chinle teachers wrote their own
IC map for implementing that model of writing
instruction. They used the components identified
by 6+1 Trait Writing and then wrote five levels
of implementation for each of the components.
They identified the levels of implementation as
highly effective, satisfactory, needs improve-
ment, unsatisfactory, and wrong direction. (See
sample of Chinle’s IC map on Page 7.)

Steve Brown, Chinle’s school improvement
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coordinator, said five teachers spent about 15
hours developing the IC maps. “We were lucky
because we had some teachers who were well
trained in (6+1 Traits) before we tried to develop
the ICs,” Brown said.

These teachers used the IC maps as they
instructed other teachers during a series of
workshops. After each session, teachers returned
to their classrooms with something specific to
implement, Brown said.

Chinle asked teachers to use the IC maps
to assess their writing instruction. After several
months of implementation, the district asked
teachers to use the maps for a second self-assess-
ment. “We would have run up against a brick
wall if we had anything that looked like an eval-
uative piece. We have learned to be very careful
about making sure that teachers understand that
this is a tool for coaching and for monitoring
their own work,” said Mike Reid, Chinle’s direc-
tor of federal programs.

Brown agreed. “Developing the maps went
really smoothly. But during implementation, you
have to go more slowly. Administrators have to be
careful that this is used as a program evaluation,
not teacher evaluation and to make sure teachers
know that this is for their own use,” he said.

Like Gadsden, Chinle also experienced
significant results on Arizona’s statewide writing
assessment after using the IC maps. Sixth grad-
ers scored 95% proficient in 2006, up from 59%
proficient in 2005. Fifth graders remained about
the same after making steady gains from the
low 30s to the mid- to high 70s over four years.
Fourth graders moved from an already high 65%
proficient in 2005 to 85% proficient in 2006.

Elizondo agrees that IC maps are best used
as self-evaluation tools for teachers. But as
teachers become more comfortable using IC
maps and more accustomed to looking at student
data, Elizondo said principals have been able to
show that teachers who are moving closer to the
ideal of implementation have students who are
achieving more.

“Teachers can look at the IC maps and see
what they are missing and what they need to
do. They identify their own areas of weakness.
That’s very good,” she said. m
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THINK ACTION!

Components

and variations

in Innovation

Configuration maps

should begin with a

verb. Here are some

possibilities.
Analyzes

*  Assesses
Attends

+  Collects
Contributes

*  Creates
Describes

«  Develops
Differentiates

+  Discusses
Engages

. Ensures
Establishes

+  Exhibits
Experiments

+  Explains
Identifies

+  Implements
Involves

*  Manages
Participates

+  Plans
Promotes

+  Provides
Recognizes

. Reviews

Rewards
+  Selects
Structures
. Uses
Works

SIX STEPS TO CREATE AN IC MAP

Copy the following page for each member of the group creating the Innovation Configuration.

Be prepared to write the components and variations on a large piece of chart paper oron a

whiteboard that can be seen by all members of the group.

components of the new program or
practice.

Using the tool on Page 5, have teachers
identify the key components of the new program
or practice. This is the hardest part of developing
an IC.

For example, if teachers were developing an
IC for cooperative learning, the major com-
ponents would be grouping patterns, tasks for
students, individual accountability, group skills,
interdependence, and group processing.

Sometimes, the creator of a program has
already identified the key components and teach-
ers are able to begin working with those. For
example, when teachers in the Chinle Unified
School District #24 in northeastern Arizona
wrote an IC for the 6+1 Trait Writing Program,
they were able to build on components that had
already been clearly identified for them by pro-
gram developers.

1 Visualize and brainstorm the

For each component identified in Step

#1, visualize and brainstorm the ideal

behavior for the key individuals in-
volved in the implementation.

For example, if grouping patterns is one of
the components, the ideal might be having teach-
ers assign all students to four-member groups.
Write that in the first set of spaces under Varia-
tion.

For each component identified in Step

#1, visualize and brainstorm the behav-

ior for the key individuals involved in
the implementation.

For example, in cooperative learning, not
grouping students together would be the nonuse
level. Write that in the last set of spaces under
Variation.

4 National Staff Development Council  800-727-7288 ¢ www.nsdc.org

Continue to generate variations for
4each component, essentially filling in the

gap between the ideal behavior and the
nonuse level.

Under grouping patterns for cooperative
learning, for example, variations would include
assigning students to three-member groups or
assigning students to work with a single partner.
Every component can have a different number of
variations. This is one of the differences between
an IC and a rubric.

The number of variations will vary with
each component. Write these variations in the
remaining spaces, moving from most ideal use to
nonuse.

Rewrite each variation, using an action
verb to begin each sentence and de-
scribe the behavior of the key individu-
al, such as the teacher or principal.
Assume that each sentence begins with the
phrase, “The teacher....”
For example, “the teacher assigns students
to four-member groups.”
See the list of action verbs at left.

Using the tool on Page 6, write the

variations from left to right, with the

most ideal variation on the far left and
nonuse level on the far right.

Although every component will have a
different number of variations, all of the com-
ponents will have an ideal variation. Placing the
ideal state in the far left column puts it in the
most prominent place for the reader.
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IDENTIFY COMPONENTS OF AN INNOVATION

COMPONENT 1: Variation: Variation: Variation: Variation:
COMPONENT 2: Variation: Variation: Variation: Variation:
COMPONENT 3: Variation: Variation: Variation: Variation:
COMPONENT 4: Variation: Variation: Variation: Variation:
COMPONENT 5: Variation: Variation: Variation: Variation:
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National Staff Development Council ¢ 800-727-7288 ¢ www.nsdc.org 5



S 14 € [4 |

:g Jusauodwod
S 14 € [4 |

: Jusuodwo)
S 14 € [4 |

:€ Jusuodwo)
S 14 € [4 |

:z Jusuodwo)
S 14 € [4 |

:1 Jusuodwo)

“U90M19q UI SUOTJBLIBA JOYIO0 91} 908[J "UON
-150d G# 9} UI UOTJBLIBA [9AQ] 9SNUOU o) pue uonisod [# Oy} Ul UOHBLIBA [BIPI AU} 99€[J UOIJBLIBA [OBd PuE juouodiiod yoed 9qLIosap ‘sqioA uonoe Juis() :suondalig

" 100L0a5N | uoneinbyuo) uoneaouuj ue depy

AUGUST/SEPTEMBER 2007 e Tools For Schools

National Staff Development Council  800-727-7288 ¢ www.nsdc.org

6



‘uorsstuIdd ypm pasn “Zuy QuIyD ‘pg# WSI [00YOS PAYIUN S[UIYD) :3IN0S

‘way} Jurpear
noyym siaded Aeme smoay ],

NOILDO3HId DNOYM

‘opeI3 e 2AIS isnf — yoeqpaoy
1o oy ‘soniqni op1aoid o3 s[req

AYOLOVASILYSNN

‘SJuUSpNIS 03 JOrqPadJ
10 ‘own ‘soriqnr sapraoid wopag

1NIWIANOUdNI SA3IN

‘uoljezjuehlo 1oy ssasse A|jewloyul pue £|je

orqpa”)
UOYILIM PUE [BQIOA SOPIAOI]

Juowssasse 192d 10
J19s 10} owiny sopraoxd A[[edrpordg

‘uoryeue[dxa
UM JUSPNJS 0} JUSWISSISSE IOY)0
Jo duqni e sapiaoid Ajjeuorsedd)

AYOLDVASILYS

*SOIUIAJUOD AUO UO dUO SIPIAOIJ

‘uoryeziuesio uo

oLIQNI PAYSI[qe)S uIsn syuapmnys
0} JOBQPI9J UINLIM PUB [BGIOA
parrelap pue ydwoid sapraoig

‘Sunum reuosiad Jo juowssasse
102d pue J]9s 10 oW SIPIAOI]

“SULIOJ

Are1dyy ojdnnu jo uonesrdde
3u1109s 10J sdoyssyom pue ‘soriqni
‘SJUUWISSISSE JO AJOLIBA B SIPIAOI]

JAILD3443 ATHOIH

w04 :€ 3usuodwo) uoneziuebio

"SS9[
A®S 0) I9JES $,J1 SJUIPMIS SAYIBI,

(*939 ‘siy3 poaau 3, uop NOA
‘9199p “01do} Jjo,, SYI] SpIOM M
‘A[1ABAY 00} UONBZIUBSIO SOpRID)

‘seapl puedxd
0} preje 9q 0} SJUIPNJS SASNed
YOIYM OBqPI) 9AIETIU SOPIAOI]

NOILLDO3HId DNOYM

1001 DdSN

‘Surpeid
UdYM OLIQNI S)IBI] -XIS 9sN 0} S[Ie]

“oeqpad) ap1aoxd 0 s[reg
AHOLDVASILVSNN

dew uoneinbyuor) uoizeaouu] HuLA 3I2143S1Q [OOYIS BjUIY)D

-oLIqnI
SIIBI] -XIS AU} UO SIUSPMNIS SOjey

(Iopeal
2y} Jo uonudNE Y} ALY NoA o
(939 ‘snooJ ‘poddns ‘Ajrred nok
UBd MO — SIUSPNIS 0} JoeqpIdJ
9A13ONNSU09 sap1aod wopleg

LN3IWIAOHdINI SA3IN

2[0Bqpa9j)
pafreap sapraoxd pue oriqnI
S)TRI] -XIS 9} UO SJUPMS Sajey

(Iopeal
) JO UonUANE AY) ALY NOA o
(939 ‘snooj q1oddns ‘Ajrre[o nok
ued MOH — SIUSPNIS 0} JOeqPad)
9A1ONIISU09 SApraold AJudisisuo))

AYOLDVISILYS

9eqPad]
parreIdp Ajown sapraoid pue onqna
SHBIL-XIS 9} UO SIUSPNISs Sjey

'ss9001d Sunim oy Jo sade)s
[e10A3S FuLINp OLIQNI S)BI] -XIS oy}
3ursn 3uISSISSE UL SJUIPNYS SISISSY

JAopvat
2y Jo uoyuayp ay) 2avy nod oy
(912 “snoof 1oddns ‘Afiiwjo nod
UDd MOEJ — SIUIPNIS 0 ORGP
2ARONIISU0D sapIA0Id AJudisisuo))

JAILD3443 ATHOIH

"JUSIUOD puE SEIPI J0J SSBSSE A||eWIojul pue Ajjew.io :g Juduodwo) Juajuo) 73 seap|

7

National Staff Development Council e 800-727-7288 ¢ www.nsdc.org

AUGUST/SEPTEMBER 2007 e Tools For Schools



ISSN 0276-928X

Tools For Schools is published four times a year (August,
November, February,and May) by the National Staff
Development Council, 5995 Fairfield Road, #4, Oxford, OH
45056, for $49 of each membership. Periodicals postage paid
at Wheelersburg, Ohio, and additional offices.

© Copyright, National Staff Development Council, 2007. All
rights reserved.

NSDC STAFF
Executive director
Stephanie Hirsh

BUSINESS OFFICE
5995 Fairfield Road, #4
Oxford OH 45056
513-523-6029
800-727-7288
Fax:513-523-0638
Director of business services  NSDCoffice@nsdc.org

Deputy executive director
Joellen Killion

Leslie Miller www.nsdc.org

Director of communications

Joan Richardson BOARD OF TRUSTEES
Sue McAdamis (2008)

Director of learning President

Cathy Owens Sydnee Dickson (2008)

Distinguished senior fellow  Karen Dyer (2009)

Hayes Mizell President-elect

Emeritus executive director Maria Goodloe-Johnson

Dennis Sparks (2009)

Charles Mason (2010)
Editor James Roussin (2009)
Joan Richardson Sue Showers (2008)
Designer William Sommers (2007)
Sue Chevalier Past president

COPYING/REPRINT POLICY

Please see www.nsdc.org/library/publications/permpolicy.
cfm for details and a form to submit a request.

BACK COPIES

Articles from all NSDC publications are available at no
additional charge to members in the members-only area
of the NSDC web site. Nonmembers may purchase and

download individual articles or entire publications for a fee.

Postmaster: Send address changes to the National Staff
Development Council, 5995 Fairfield Road, #4, Oxford, OH
45056.

NATIONAL STAFF DEVELOPMENT COUNCIL
Member Services

5995 Fairfield Road, #4

Oxford, OH 45056

Membership info: 800-727-7288

NSDC EMBRACES A NEW PURPOSE

or the first time, the Nation-

al Staff Development Coun-

cil has adopted a bold new
purpose that connects professional
development and student learning.
The purpose also emphasizes that
all educators have a responsibility
to learn in order to improve student
performance.

NSDC’s new purpose state-
ment says the organization exists
to ensure that “every educator
engages in effective professional
learning every day so every stu-
dent achieves.”

“At NSDC, we believe that
when educators engage in effective
professional learning every day,
then students will achieve,” said
NSDC President Sue McAdamis
of Rockwood, Mo. “That belief
requires that educators have a clear
vision of what such learning will
look like in their schools. Once
they have that vision, they will be
able to become skillful advocates
to achieve what they envision.
Individual educators can make a
profound difference, no matter what
their role, when they believe that all
students and teachers can learn and

perform at high levels, when they
possess a deep understanding of
effective professional development
practice, and when they consistently
and persistently act on these beliefs
and understandings.

“We want to make sure that
everyone understands that learning
is for everyone and that it’s all of
us learning that will impact student
achievement. If educators can re-
ally engage in learning every day,
then we firmly believe that student
learning will improve,” McAdamis
said.

The board shifted from a
“goal” to a “purpose” to send a
message that NSDC’s reason for
existence is ensuring effective pro-
fessional learning, McAdamis said.

“Goals are important because
most individuals and organiza-
tions believe they are essential for
improvement in schools. A pur-
pose, however, is the essence of
what we believe and what we are
deeply committed to. Our purpose
establishes the reason we exist as
an organization and focuses on the
essence of our work,” McAdamis
said.
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