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INTRODUCTION


Today’s schools are being asked to raise student achievement by a myriad of education stakeholders concerned about students’ readiness for education at the next level and ultimately, successful employment in a global economy.  Parent groups, school boards, state departments, legislators, chambers of commerce, and institutions of higher education are asking schools to set high achievement standards and are holding schools accountable for high student achievement.  Aware of today’s labor market trends, increasing technology, and global economy, educators are working harder than ever to help students master the rigorous academic content needed for success in tomorrow’s world.


Schools involved with the American Student Achievement Institute (ASAI) participate in a systemic change process, Vision-to-Action, designed to raise student achievement.  Schools and communities work collaboratively to discover locally appropriate strategies for raising student achievement.  As a result, ASAI schools have experienced measurable increases in the percentage of students who meet high academic standards.  Higher percentages of students master a more rigorous curriculum, pass all their classes, and meet state assessment standards for educational progress.  For example, at Clear Creek Elementary School in Bloomington, Indiana, the percentage of students passing the Indiana State Test of Educational Progress (ISTEP+) increased from 49 percent in 1999 to 69 percent in 2000, (see Appendix A).  The percentage of students passing all classes at Mount Vernon Middle School in rural Fortville, Indiana rose from 64 percent in 1998 to 81 percent during the first grading period of the 2000-2001 school year.  Students’ standardized test scores at Mount Vernon increased as well, (see Appendix B).  The percentage of freshmen passing all courses at Center Grove High School in Greenwood, Indiana increased from 74 percent to 80 percent while the percentage of sophomore passing the Indiana State Test of Educational Progress increased from 72 percent to 80 percent, (see Appendix C).


These, and other ASAI schools raised student achievement by working through a comprehensive, data-driven, and systemic change process called Vision-to-Action in which a small team composed of school and community members facilitated systemic change activities with the entire faculty and representatives of community stakeholder groups.  Over a period of three years, these groups worked collaboratively to define their common convictions, create a common vision for student success, and implement strategies to move students toward the vision.  Each school-community establishes vision data, analyzes current data (disaggregated by gender, ethnicity, and economy level), and a sets a data target.  Current practices are then analyzed within sixteen force fields to determine which forces in the school and community are interfering with achievement within the targeted data field.  Once key forces are identified, schools then develop a multitude of high-leverage strategies to impact achievement from several different directions.

HISTORICAL PERSPECTIVE


The Indiana School Guidance and Counseling Leadership Project (ISGCLP), a predecessor to ASAI, was designed and implemented by MDC, Inc. in 1991.  ISGCLP was created to help Indiana schools make sound guidance a more deliberate and pervasive force in the lives of all students; thereby, supporting higher educational aspirations and achievement by Indiana’s young people.  The ISGCLP Institute was conducted with cadres of schools in 1991, 1994, and 1995.  School teams worked through a change process originally conceived by George Thomas (1991).  The model was further developed by MDC., Inc. and evolved into Moving From Vision to Action: A Planning Guide for the Indiana School Guidance and Counseling Leadership Project (1994).  Additionally, ISGCLP’s philosophy and practice served as the foundation for the American School Counselor Association Leadership Development Conference in 1995.


After the completion of the original ISGCLP Institute in 1995, a small group of participants decided to resurrect the Institute in 1996 as the Indiana School Guidance Leadership Project (ISGLP).  These past participants had witnessed the Institute’s ability to raise student achievement in their own schools and they were committed to bringing the institute to additional Indiana schools.  ISGLP was revived with new leadership and a revised Vision-to-Action change process based on lessons learned from the first three Institutes.  


Since 1996, six institutes have been conducted under the direction of the institute’s new leadership. In 1999, ISGLP changed its name to the Indiana Student Achievement Institute (InSAI) to more accurately reflect its whole school reform process and the “ripple effect” of sound student guidance on other aspects of the school and community including quality teaching and a supportive learning environment.  
In 2000, InSAI incorporated as the American Student Achievement Institute (ASAI), a non-profit corporation whose purpose is to raise educational achievement for all students and close achievement gaps between rural, minority and low-income students and their more advantaged peers.


Several  resources have been developed to support participating schools, including:


Vision-to-Action:  A Step-by-Step Activity Guide for Systemic Educational Reform 


Guiding All Kids: Systemic Guidance in Achievement Focused Schools 


ASAI Student Achievement Self Study


ASAI Educational Force Field Self Study


Promising Practices for Achievement Focused Schools


Indiana Site Visit Guide for Achievement Focused Schools
FOUNDATIONAL BELIEFS


At the core of the American Student Achievement Institute is a set of beliefs that serve as the foundation for change.  While these beliefs are not prescribed, they are introduced throughout the Institute for educators and community members to consider.  Using these beliefs as a springboard for discussion, each school and community is asked to develop local beliefs, or core convictions, by answering the question, “What do all students deserve?”  This question focuses attention on students, rather than the adults who work with them.  It challenges faculty and community members to look within themselves and invites them to work from the heart.  Thus, local initiatives are driven by a set of local beliefs rather than external funding opportunities, government mandates, and local politics.

Every child deserves to be surrounded by a culture of high expectations:

All students need to be surrounded by adults who have high expectations.  However, this is often not the case in today’s schools and communities.  Many students attend school in an environment in which no adults believe in them or expect much from them.  Often, educators and community members reserve their high expectations for only those students who come to school eager and ready to learn, and possess low expectations of those who sit in the back of the room, disengaged, with their homework never complete.  Others have lower expectations of low-income, rural, and/or minority students.  This foundational belief invites educators and community members to have high expectations of all students.
Every child deserves a rich array of options for the future:


All students need to be aware of all career opportunities and educational options.  This allows students, with guidance from their parents, to make informed and meaningful decisions about their futures.  Unfortunately in many schools, various opportunities are often not communicated to all students.  For example, in some elementary schools, only the brightest students are told about enrichment opportunities.  In some high schools, only the best students are told about the most competitive colleges while only the weakest students are told about apprenticeship programs.  This foundational belief invites schools to inform all students about all opportunities so they can make informed decisions about their futures.

Every child deserves rich educational and career guidance in order to define the pathways to the future options he or she chooses:


Every student deserves educational and career guidance in three areas:  academic development, career development, and personal-social development.  However, in reality, three groups of students tend to receive better guidance services than others:  1) Bright students who tend to self-refer to the school counselor, 2) students with behavior problems who are referred to the counselor by teachers and parents who hope the counselor will fix the students, and 3) students enrolled in special education who receive educational and career guidance as part of their annual case review.  This foundational belief invites schools to establish a guidance system that reaches all students.

Every child deserves a rigorous curriculum and rich teaching within a supportive environment to realize the options and pathways developed through the guidance process:


All students deserve the opportunity to master a curriculum that will enable them to experience success at the next educational level and eventually, success as a citizen and competitive worker within a global economy.  As the world becomes more technical, even students not going to college will need to master educational content formerly reserved for the “college bound.”  Yet, many schools do not provide all students with a rigorous curriculum.  For example, some elementary schools place students in lower level reading groups instead of providing adequate support to enable all students to master rigorous reading content.  High schools often place students in watered down general math classes instead of requiring all students to take algebra and other upper level math courses with adequate support initiatives.  This foundational belief invites schools to enroll all students in a rigorous curriculum with sufficient support structures to enable all students to be successful.

THE VISION-TO-ACTION CHANGE PROCESS


The Vision-to-Action systemic change process brings about whole-school reform, including the transformation of student guidance, teaching, and the learning environment.  The process is vision-based, data-driven (using disaggregated data), and includes a local analysis of sixteen force fields that influence achievement.  High-leverage strategies are implemented within targeted force fields.  Each strategy is supported by a strategy plan, resistance plan, professional development plan, and evaluation plan.
Premise


The Vision-to-Action systemic change process does not prescribe core values, one-size-fits-all strategies, or best practices to which schools must adhere.  Instead, the Vision-to-Action process helps teachers, counselors, administrators, parents, businesses and community members create their local convictions, vision, and the initiatives that are “right” for their school, their teachers, their students, and their community.  Vision-to-Action is also not a top-down approach to educational reform.  Instead, a small school-community team facilitates change activities in which all faculty members and representatives from all community stakeholder groups participate.  The activities help the school and community discover the initiatives that make the most sense for their local situation.  In this way, the initiatives that emerge from the process truly reflect the perspectives of the local practitioners and community.


Organizational Structure


Steering Team:  The ASAI organizational structure encourages every teacher, student, and community member to become involved in the change process.  Each participating school establishes a Steering Team consisting of six members (counselor, administrator, two teachers, a business representative, and a parent).  Team members are selected to ensure that at least one team member exhibits each of the following leadership qualities:  1) credibility, 2) natural leadership, 3) technical competence, 4) authority, and 5) ability to allocate resources.  Team members also have a demonstrated history of being successful change-makers within their community.  


The role of the Steering Team is not to make decisions.  Indeed, the Steering Team has no power.  Rather, the team simply facilitates the Vision-to-Action change process within the entire faculty, student body and community.  Each member of the Steering Team is responsible for certain activities conducted by the team.  A “point person” is designated for: 1) working with the faculty, 2) working with the community, 3) working with the student body, 4) working with achievement data, 5) working with the force field, 6) establishing a guidance system.  The only stipulation given for the assignment of Steering Team members is that the Data Point Person must be a school employee since this person has access to confidential student data.  


The Steering Team attends training sessions every six weeks during the Institute Planning Phase (first year).  A Team Mentor (ASAI alumni) attends all sessions with the team and conducts site visits each year.  At each session, team members learn about systemic change, raising expectations, and meeting resistance.  Team members become familiar with a few steps of the Vision-to-Action change process and practice the steps before returning to their school-community.  Between sessions, the Steering Team conducts assigned activities with the Full Faculty, Community Council, and Student Body.  Each school-community is supported by a $2,000 planning grant which most schools use to purchase time.  During the Implementation Phase (years two and three), teams implement their strategy plans, revising as warranted.  Teams are supported by an annual site visit from their Team Mentor and a $1,000 implementation grant in year two.  There is no funding provided in year three.  Beginning in the fall of 2001, teams will attend a “kick-off” session in the fall of each implementation year, and a “continuous planning update” session in the spring of each implementation year.  


Community Advisory Council:  In order to provide diverse perspectives for the reform process, the steering team establishes a Community Advisory Council whose members represent parents of various student populations, community stakeholder groups, and local businesses.  Depending on the community, the Advisory Council may be as large as thirty people.  The Council provides important input into the change process and acts as communication network among the school, Steering Team and community.  Input from the Community Advisory Council enables the change initiative to reflect community stakeholder perspectives.


Full Faculty:  The entire faculty and school support staff participate in activities facilitated by the Steering Team to ensure that every faculty member has a voice in the change process.  This provides a variety of perspectives and creates a “grass roots” movement, rather than a “top-down” directive, which results in increased ownership in the change process and its resulting initiatives.  It also creates a work environment in which “everyone knows everything.”  There is no hierarchy of power created by differing knowledge bases.  Input from the Full Faculty enables the change initiative to reflect the perspectives of all faculty members and support staff members.


Student Body:  All students occasionally participate in “Whole School Breakouts” and other activities to gather student input or reflection concerning an issue.  During “whole school breakouts,” each classroom appoints a facilitator and a recorder.  In upper elementary schools, middle schools, high schools, these roles are filled by students while in the elementary school, adults assume these responsibilities.  The students, led by the facilitator, discuss inquiry questions important to the change process.  For example, when developing the vision statement, students are asked, “What would make it easier for students to learn?”

Visioning


The Full Faculty, Community Council, and Student Body work together to develop a lofty vision for student success.  The vision answers four questions:  1) What are our core convictions for all students?  2) If the faculty and community members were living by these core convictions, what would be their attitudes and behaviors?  3) In an environment in which the adults are living by these convictions, what would be the student’s attitudes and behaviors?  4) In an environment in which the adults are living by their convictions, what would be the school’s achievement data?  Vision-based reform encourages schools to define the ideal and then implement strategies to bring students closer to the ideal.  The vision creates excitement and energy as stakeholders align school and community initiatives toward a common focus.

Data Collection and Analysis


Once the vision data is established in the Vision Statement, the Steering Team completes the Student Achievement Self Study.  Achievement data is disaggregated by gender, ethnicity, economic status, and in the high schools, curriculum pathways.  This study helps the schools to display key achievement data in a user-friendly format.  The data is shared with the Full Faculty, Community Council and Student Body with the following inquiry questions:  1) What about the data pleases you?  2) What about the data surprises you?  3) What about the data disturbs you?  4) What achievement gaps exist between all students and the vision?  Between subgroups of students?  

Data Target


After analyzing the current data, the Steering Team works with the Full Faculty, Community Council and Student Body to identify the one data field in which the school and community would like to see improvement.  They then identify a data target that represents a realistic step toward the vision data which can be met within a certain period of time.  The data target identifies the group of students who will change, defines a standard for educational achievement, and states the percentage of students who will reach that standard by a given date.  Schools are encouraged to identify only one data target.  This focuses everyone’s energy and helps the faculty and community not feel overwhelmed by the initiative.  In most cases, additional data fields will be impacted since many strategies will have a broad impact, influencing more than one data field.  
Force Field Analysis


Once the Data Target is established, the Steering Team conducts sixteen force field analyses to identify the key forces that interfere with student achievement in that data field.  Each force field analysis includes: 1) a survey of students’, teachers’, and community members’ perceptions, 2) data related to the force field, and 3) discussion summaries resulting from inquiry questions.  The sixteen force fields include:


GUIDANCE
TEACHING
ENVIRONMENT

EXPECTATIONS


Curriculum
Curriculum Content
School Policy

Faculty


Relationship
Instruction
Behavior Management

Parents




Assessment
Student Assistance

Community



Extra Time / Help
Parent Involvement

Students






Community Involvement







Resources

Strategy Plans


After the key force fields are identified, schools search for strategies to impact those force fields.  A collection of strategies organized by force fields, Promising Practices for Achievement Focused Schools, helps teams conduct strategy research.  The teams also conduct site visits to schools implementing strategies related to the key force fields they identified.  After the strategies are identified, teams develop a plan for each strategy including an implementation component, resistance component, professional development component, and evaluation component.  Although this work is time consuming, it provides a sound foundation for successful implementation of the strategies.  The strategy evaluation plan is helpful later, should the achievement data not show improvement.

SPECIAL EMPHASIS


While the American Student Achievement Institute focuses on all aspects of the Vision-to-Action change process, particular attention is given to the guidance and expectations force fields, and to the resistance that results in any change process.

Raising Expectations Force Field


During the institute, the Steering Team, Full Faculty, Community Council, and Student Body participate in on-going activities that help individuals examine and discuss their expectations of all students.  At the heart of the activities are the following questions:  1) Do we really believe that all students can learn at a rigorous level?  2) Will we commit to teaching a rigorous curriculum to all students?

Student Guidance Force Field



Schools develop a competency-based guidance curriculum that focuses on three guidance content areas:  academic development, career development, and personal-social development. Competencies within each area are aligned with the school’s vision statement and achievement data target.  Guidance activities help all students master the guidance competencies.  Activities are delivered to all students by involving the entire faculty, parents, and appropriate community members.  Accountability is achieved through assessments that measure student mastery of the guidance competencies.



Schools, parents, and community members also work together to develop a system in which every student has a meaningful guidance relationship with a caring adult who knows the student, values education, understands the educational system, and has a grasp of career development and educational planning.  This adult meets with the student on a regular basis to support educational progress and assist with age-appropriate career development.

Overcoming Resistance


Resistance to change is discussed at every training session.  Resistance is presented as a natural and understandable reaction to change, usually resulting from fear of loss.  Steering Team members learn how to anticipate resistance, identify the cause(s) of resistance, and then implement anti-resistance activities to help the faculty and community members lessen their resistance to change.  Using anti-resistance strategies, Steering Team members involve all teachers and stakeholders in the change process.  They establish local core convictions as the driving force in the change process, and help all stakeholders make decisions by consensus.  Team members create a sense of urgency for change through the presentation of labor market trends, an awareness of our global economy, and an understanding of educational systems in other countries.   Finally, team members honor the resistance and respect differing opinions.

IN THE FUTURE


The American Student Achievement Institute will continue to conduct Student Achievement Institutes in Indiana, taking in thirty-six school-community teams each year.  In February 2002, ASAI plans to begin a “train-the-trainers” program.  While still in the development stage, it is expected that trainers will participate in a three-year training process.  During the first year, trainees will attend an institute in Indiana as a member of an Indiana school-community Steering Team.  During the second year, the trainee and a member of the ASAI staff will facilitate an institute in the trainee’s home state while also training a co-trainee.  During the third year, the trainee and his or her co-trainee will conduct an institute by themselves with significant assistance and review by the ASAI staff.  After the third year, the trainee and his or her co-trainee will become certified ASAI Trainers, providing they finish the training in good standing.  ASAI Trainers will be expected to renew their certification on a regular basis.

APPENDIX A:  CLEAR CREEK ELEMENTARY SCHOOL

Contact:  Ms. Victoria Rogers, Principal

300 W. Clear Creek Drive, Bloomington, IN  47303

Phone:  812-824-2811   /   Email:  vrogers@mccsc.edu


Clear Creek Elementary School includes students in preschool through grade six.  Thirty-one teachers support the current enrollment of 547 students.  Clear Creek located in on the southern edge of Bloomington, Indiana (home of Indiana University), approximately sixty miles southeast of Indianapolis.  Ninety-seven percent of the students are Caucasian and eighteen percent participate in the free lunch program.

	Targeted Students
	All students in the class of 2011

	Data Field
	English / language arts achievement

	Standard
	% who show a basic understanding of reading on the Terre Nova assessment

	1997-1998

(Class of 2011 as kindergartners)
	1998-1999

(Class of 2011 as first graders)
	1999-2000

(Class of 2011 as second graders)
	Vision


	Current Data
	Target
	Actual
	Target
	Actual
	

	(not tested as kindergartners)
	 n / a
	51%
	80 %
	83%
	100 %

	Spin-Off Results:                               % of third graders passing English / language arts and math ISTEP+ exam
	1999-2000

Class of 2010 as third graders
	2000-2001

Class of 2011 as third graders

	
	49 %
	69 %

	Strategies:
Guidance


Career clubs (integrated with academic curriculum)


Instruction


Literacy groups - six or fewer students with a facilitator (teachers, parents, community 

volunteers) that focus exactly at their instructional level, half hour per day


Drop Everything and Read Program – school wide, minimum of twenty minutes per day


School-wide literacy celebrations with authors, poets, and songwriters


Bookmobile at school


Multi-age instruction


Assessment


Teachers using classroom data to analyze success of lessons


Teachers consider themselves as researchers


Parent Involvement


Reading in the Home – 71% participation in parent meetings


Writing in the Home – 55% participation in parent meetings


Parent Nights sponsored by individual classrooms and teaching teams


Parent Teacher Organization providing financial support for literacy


Expectations


Faculty discussions – 99% of students being successful is not enough, standard is 100%


Community Council (S.U.C.C.E.S.S.) – pro-active solutions to raising literacy discussed


Each classroom has a bulletin board related to literacy




 APPENDIX B:  MOUNT VERNON MIDDLE SCHOOL

Contact:  Mr. Tom Harmas, Principal

1862 West State Road 234, Fortville, IN  46040

Phone:  317-485-3160  /  Email:  tharmas@mvcsc.k12.in.us

Mount Vernon Middle School serves students in grades six through eight, and has a current enrollment of 592.  Thirty-one teachers are present in the building.  The school is located in a small town, Fortville, approximately twenty miles east of Indianapolis in central Indiana.  Ninety-nine percent of the students are Caucasian and five percent participate in the free lunch program.  

	Targeted Students
	All eighth graders

	Data Field
	Student mastery of course content

	Standard
	% who pass all courses


	1997-1998
	1998-1999
	1999-2000
	2000-2001

(1st marking period)
	Vision

	Current Data
	Target
	Actual
	Target
	Actual
	Target
	Actual
	

	64 %
	75 %
	78 %
	75 %
	75 %
	75 %
	81 %
	100 %

	Strategies:
Guidance Curriculum


Career speakers program


Study skills initiative – flex time 


Content


Curriculum alignment with state standards


Curriculum alignment with high school curriculum


Leadership development program – seminar & student run activities


Instruction


Teaming


Just Do It – homework incentive program


Student ski trip – honor roll incentive program


MaReader program – local program, individualized reading assignments


Extra Help / Time


After-school tutoring, twice weekly


In class one-to-one tutoring


Counselors meet with students who are failing


Parent Involvement


Progress reports when students not doing their work


Parent-teacher conferences (fall)


Student-let conferences (spring)


Community Involvement


Partnership with Indiana Precision Technology


Expectations


School and community focus on CTBS and ISTEP+ scores


“All Kids Can Learn” is school and community mantra 






APPRENDIX C:  CENTER GROVE HIGH SCHOOL

Contact:  Ms. Sandy Hillman, Assistant Principal

2717 S. Morgantown Rd., Greenwood, IN  46143

Phone:  317-881-0581  /  Email:  hillmans@centergrove.k12.in.us

Center Grove High School includes 1,953 students in grades nine through twelve and 110 teachers.  It is located in an urban setting, Greenwood, on the fringe of Indianapolis.   Ninety-seven percent of the students are Caucasian and two percent participate in the free lunch program.   
	Targeted Students
	All ninth graders

	Data Field
	Student mastery of course content

	Standard
	% who pass all core courses (English, algebra, ancient world studies, science)

	
	CLASS OF 2001
	CLASS OF 2002
	CLASS OF 2003
	VISION

	% Pass of freshmen passing all core courses
	June 1998
	June 1999
	June 2000 
	

	
	Baseline Data
	Target
	Actual
	Target
	Actual
	

	
	74.3 %
	85 %
	80 %
	85 %
	80 %
	100 %

	Spin-Off Results:

% Passing ISTEP+ Eng and Math
	1998

72 %
	1999

74 %
	2000

80 %
	100 %

	Strategies:
Guidance Relationship



Academic Advocate Program (teachers provide one-to-one guidance / set GPA goals)



Ambassador Program (upper classmen provide guidance for freshmen)



Orientation (freshmen spend ½ day at school with their advocates and ambassadors)



Instruction



Freshmen Houses (teaming with English, math, social studies)



Extra Help / Extra Time



Mandatory tutoring for students earning D’s or F’s in core classes during resource period



Expectations



Shared data representing the percentage of freshmen passing all courses to teachers



Policy



Students who fail the first semester of math are given credit with a grade of D- if they pass the second semester with a grade of C- or higher



Parent Involvement



Parent volunteer room



Parent volunteer coordinators (two, each work 3-4 days a week)



Parent volunteer committee (7 volunteers)



Projects:  Parent database, guidance volunteers, staffing for special events



Community Involvement



Community Advisory Council



Indiana University students as “internet gophers” – research for interdisciplinary ideas

















































7. STRATEGY PLANS


Implementation


Resistance


Prof. Development


Evaluation





6. STRATEGY SELECTION








8.


ACTION





5.  FORCE FIELD ANALYSIS





	Guidance	Teaching	Environment	Expectations


	Curriculum	Curriculum	School Policy	Faculty


	Relationship	Instruction	Behavior Management	Parents


		Assessment	Student Assistance	Community


		Extra Time/Help	Parent Involvement	Students


			Community Involvement


			Resources





3. CURRENT


DATA





2.  


VISION


DATA





4.  


DATA


TARGET





1. VISION STATEMENT





Steering Team / Community Council


Full Faculty / Student Body





VISION-TO-ACTION SYSTEMIC CHANGE MODEL
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