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Today’s Presentation

* Congratulations!

* Introduction to Adaptive Implementation
— Why Adaptive Implementation?

— What is Adaptive Implementation?
* Five steps
* Al team
e Design and Action Plan (DAP)

* Let’s Give It a Try!
— Create your own Design and Action Plan
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Wearing Multiple Hats in Education

Multiple Roles in Education Multiple Partnerships in Education

* Special education teacher (BD/ LD) Public schools

* Social science researcher * Psychiatric/ residential centers and clinics
* Methodologist * Foundations

* Evaluator * Local education agencies

* Program developer * State education agencies

* Parent advocate * Federal agencies

* Parent volunteer * Non-profit organizations

* Universities




But Not At The Same Time




Leveraging Multiple Hats

B
Leveraging our experiences as:

- Ateacher
- Aresearcher
- A parent

[Insert Your Role Here]




Leveraging Multiple Hats

ADAPTIVE
IMPLEMENTATION




WHY ADAPTIVE IMPLEMENTATION?
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Challenges to Leveraging Multiple Hats

* Not speaking the same jargon... but the same words

* Tension between development/improvement and fidelity of
implementation

* Not learning from adaptations made in the field
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Challenge 1: “You say Tomato, | say Tomato”

What We Say What We Mean

Researchers

- Data

- Evidence

- Partnerships

Policy Makers

- Data

- Evidence

- Partnerships

Practitioners
- Data
- Evidence

— - Partnerships

- ==

Researchers

- Generalizable, no selection bias
-  WWC (internal validity)

- Where | can get data

Policy Makers

- Accountability, Annual Measurable Objectives (AMOs)
- Experts, curriculum/ standards developers

- Where | can communicate

Practitioners

- Johnny in my class

- Johnny’s DRP test went up from Sept to Dec
- What’s that?




Challenge 2: Fidelity of Implementation

Summative
Evaluation  Development &

Improvement




Fidelity of Implementation

High Fidelity of Implementation

Program High High Program
did not Fidelity/ Fidelity/  [ubglntn
work as Leapir s intended
intended 8
Outcomes Outcomes
Low High
Outcomes Outcomes
Low Low

Adaptation Fidelity/ =5018/4  Adaptation
occurred : occurred
and it did oW ngh and it

Outcomes Outcomes

worked

/ Low Fidelity of Implementation
\_.__A

not work




Summative Evaluation

High Fidelity of Implementation

P s = oy, ~ \
Program High High Pgogram
did not Fidelity/ Fidelity/  [aAaate
work as Leapir s thnded
intended 8
Outcomes Outcomes //

Low High
Outcomes Outcomes
Low Low
Adaptation Fidelity/ =5018/4  Adaptation
occurred : occurred

and it did oW ngh and it

Outcomes Outcomes

not work worked

/ Low Fidelity of Implementation
\_.__A




Program Development & Improvement

High Fidelity of Implementation

e P -~ ~
Program High N High P gram
Waodl Fidelity/ Fidelity/  Iubg'ntn
work as ( Leapir intdnded
intended\ 7
Outcomes P& Outcomes W,
N » .
Low — High
Outcomes = Outcomes
/ Low S
Adaptatifon Fidelity/ / Fidelity/ Aéaptation
occurr Low ’ High océurred
and it did Out N out and it
not Wor utcomes iy utcomes wbrked
4 ~ v 4

~ - -
Low Fidelity of Implementation

S




Challenge 3: Survival of the Fittest

Your plan

g

RS

o

Reality

Mﬁdehty of Implementation = Low




Adaptation

"It is not the strongest of the
species that survives, nor the
most intelligent that survives.
It is the one that is most
adaptable to change.”

A | Charles Darwin (1809 — 1882)
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Adaptation Happens All A

Warbler finch

Cactus ground finch

f Sharp-beaked
Woodpecker ground finch

finch |

Small Small ground
insectivorous finch
tree finch

Medium
ground

Latge finch

insectivorous
tree finch

Vegetarian
tree finch

ADAPTATIONS IN PLANTS | Adaptations

TUNDRA PLANTS TAIGA of Owls

e P - b

totally silent flight
from fringed flight
feathers that muffle
the sound of air passing

Adaptations of the Camel

[

/)5
that they can close
to protect them from
blowing sand

TROPICAL RAINFOREST

long eyelashes — + A e g
and thin, siit nostrils — ﬁﬁ \ //\/ large intestine for

large eyes set forward on the
head gives great depth perception
for hunting plus retinas of their
eyes are packed with low light
sensitive rods to see at night.

their necks have a lot of
flexibility for following
prey as they move.

sharp talons for catching prey

an extremely long

\ reabsorbing all the
\, water from the
"\ foods they eat

long, muscular |
. legs for walking

wide feet for
walking in sand
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We Do It Every Day...

What’s
for
Dinner?




Our Core Goal:
Make Healthy Meals for the Family




Hangry Kid Alert!

What will | do?

What do | need to see?




Don’t Feel Guilty... Adapt!

... But this
IS what
happened.




Adaptation Happens in Education

e = ——= Jypical worksheet with various uses:

Addition Focfs O 18

Five minute timed drill with 100 problems
4 [ 3 0 4 7 3 2 2 a =
= - a - .
8 4 1 3 5 7 5 3 0 5 =
- o a ~ A

4 6 0 6

0 3 2 7

9 3 8 3 1 7 B

8 3 =] 5 2 + 4

7 4

4 2 ol sl S RO ABE 5. ) RN6
g 1 7 6 a
# 9 #220 H0BY Wil 0 227 @) cend =l 200

Homework assignment

Quick formative assessment during
class

Work assignments for substitute
teachers

Flipped classroom for in-class work
Regular in-class work
Supplemental assignment




Adaptation Happens in Education

CERET | aadition Factos g — " Addition Facts 0-18

Five minute timed drill with 100 problems

4 € 3 0 4 7 3 2 2 9
+d 23 477 2. 28 i3 .+ 4%, 5.7 21
8 4 1 3 5 7 5 3 0 5 4‘ 1 8
+ 0 + 6 + 5 + 8 + 8 + 9 + 2 e A - + 0 + 4
0 2 2 9 1 a 5 2 7 4 + + +
+« 1 +« 4 +- 2 + 7 « 8 « 9 « B +« 9 e[y + 1
1 4 6 4 2 2 6 8 0 6
+ 3 .»C + 5 + 0 + 3 + 5 T 43 -03 + 7
4 G 3 8 S 3 1 7 2 8
18 B8 a3 % + 6 +5 +7 +2 +2 +4 Adapted
1 4 0 2 7 4 3 B 3 1
+ 4 + 2 + & + 0 + 3 + 7 + 9 + 5 + 0 + 6 u - -
= — = = Draw it out: Draw it out: Draw it out:
9 1 0 5 1 o 7 6 8 o
+ 9 + 9 + 6 + 9 + O + 2 + 8 + 4 o 221 ¢ + 0 - e - .
6 0 2 3 7 Q 8 6 =
+ 6 Py | + 8 + 6 . 6 « 4 +« 5 +« 0 -3 +
8 0 3 5 5 ] 0 d § 3
+ 3 +« 5 1. + 7 + 0 +« 6 +« 3 +« 9 +« 2 ]
0 7 5 8 1 2 7 9 & 9
w8 3% Sl g T 396 il av3 w99 #°%

Copynight ©2007 T. Smiuth Publizhing  All ights resecved.




Why Adaptive Implementation?

* Improve teaching and learning through capturing and learning
from adaptations

* Improve schools by capturing and learning from adaptations

* Applying “engineering” or “design thinking” into school
improvement— Let’s test it out!
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WHAT IS ADAPTIVE IMPLEMENTATION?
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Adaptive Implementation:

What It Is NOT
* Fidelity of Implementation

* Static
* Evaluative and accountability
* Monitoring
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Adaptive Implementation:

Our Goal (What It IS)

* Honor the education (teaching) profession by learning from
teaching innovations and adaptations

* Continuous improvement cycle approach to understand which
adaptations lead to improved outcomes

* Collaboration with teachers, school leaders, school coaches,
technical assistance providers, researchers, program developers
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Adaptive Implementation Process

Waypoints
Adaptation \
Resources
5. What did 2. What
learn? '
we learn Core resources do
Goal we need?

\

Implementation Activities




Takes a Licking, but Keeps on Ticking!
TIMEX

THE ACTION WATCH FOR ACTIVE PEOPLE
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Adaptive Implementation Process:
It Keeps on Ticking!




The Adaptive Implementation (Al) Team

 Recommend core group of people who are doing the work
(implementing), including:
— Developers
— Educators
— Administrators/ leaders
— Researchers/ evaluators/ data scientists
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The Role of the Evaluator

* Helps to design and collect systematic data
* Plays a “Critical Friend” role

* Asks “Why” to see the larger picture

* Helps to identify adaptations

* Helps to cycle through iterations

* Pushes beyond “business-as-usual”

&J




What is Adaptive Implementation?

* Al is a structured framework for a continuous improvement
approach.

* Al is for professionals “on the front lines” who need to make
adaptations in the field

&4




Congratulations!! Now What?

Waypoints

Adaptation \
Resources
5. What did 2. What
learn? '
we learn Core resources do
Goal we need?

_—~

Implementatlon / ACtIVItIeS

Congratulations!

/_\ ‘ _ (Now what?)




Project Exc-EL: Case Example from Investing in

Innovation (i3) Grant

* Project Exc-EL is a school-wide initiative that features three key
components:

— School climate and structures to support college and career readiness;

— Teacher and staff training and technical assistance; and

— Data-driven systematic coaching.
* QOutcomes of interest includes:

— Improve college readiness rates

— Overall student outcomes of ELs




Project Exc-EL: Logic Model from the Proposal

Project Goals:

Goal 1. Educators and partners will possess the knowledge and skills needed to effectively educate ELs within a framework of tiered interventions.
Goal 2. Structural elements of each school will ensure EL students are part of a smaller learning community with a common team of teachers and personalization

supports.

Goal 3. An interagency, inter-district team will be formed to leverage and share resources and provide support for at-risk EL students and their families.
Goal 4. An objective evaluation process will be integrated into project activities to document and improve process and outcomes.

Activities:

1. SIOP based training

2. RTI based training

3. Teacher teaming

4. Implementation of student
advisory and PLPs

5. Interagency team
developed

6. Process and Impact
evaluations conducted.

Project Outcomes:

EL students are engaged, self-directed learners.

L L

Outputs:

EL students will access and engage with academics in the classroom.
EL students will receive differentiated supports and enrichment activities based on their demonstrated progress and goals.

EL students will be well known by a team of teachers who meet regularly to explore their strengths and challenges and adjust
their instructional approaches.

EL students engage in ongoing and effective long term planning and access the resources needed to ensure they succeed.

EL students with critical needs (Tiers 2 and 3) will receive needed intervention and support through collaborative community-
wide efforts.

Project activities and progress will be strengthened through the use of continuous improvement mechanisms.

i

Long Term Outcome:

EL students are successful in postsecondary education and

EL students demonstrate proficiency on state assessments in core content areas e careers.
EL students progress in school and remain on track to graduate.
EL students graduate prepared to successfully engage in postsecondary education and careers.
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Step 3: What Will We Do?

Desi d Action PI

School Districts School Climate and Structures to Support College and Career Readiness School Waypoints

Ossining District
1 MS/ 1 HS =
200 ELs

Tarrytown District
1 MS/ 1 HS =
200 ELs

Project Exc-EL
Developers
UCLA/ CSSR Staff
Facilitates
partnership
Provides school
coaching
Trains &
supports
teachers and
staff
Facilitates
systemic
coachina

Community
Organizations
- Extended
academic
tutoring for Tier
1/ 111
College apps
and readiness
Family services
(job coaching,
ESL adult ed)

Data-Driven Systemic Coaching

Teacher and Staff Training and
Technical Assistance

School supports School provides

time for teachers extended services
to plan and to EL students and
collaborate families

Teacher Waypoints

Teachers meet Teachers help EL

regularly with EL students create
students to support PLPs, revise
personal, academic annually with

and career goals student
setting and growth

Teachers meet Teachers identify
regularly with data Tier 2 and 3 EL
team to differentiate students and
instruction provide supports

EL Student Waypoints

Students engage in Students
PLP planning, connected w
update annually teachers and staff

Students take Students access &
T2/T3 supports and engage w
interventions academics

EL College & Career Readiness
Student Academic HS Graduation
Performance

Post-HS Plans Attendance

- ——
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NOT a Logic Model for Evaluation

Resources Actlvitles Outputs Short-term outcomes Mid-term outcomes Long-term outcomes
Classroom materials Develop a teacher ‘Number of Teachers’ science — Teachers’ improved Students’
_— resource guide _— guides produced ——— instructional skills science teaching E— science
increased strategies used achievement
/ consistently increased
Science specialists i l
Conduct in-class Hours of mentoring , .
mentoring with | provided * Teachers’ positive A
scientists attitudes toward Students’ positive
science increased attitudes toward

science increased
Elementary school

science teachers

- — : Nufmber anldI size of
onvene professiona professional learning ,
learning communities |’ communities developed Teachers’ content R
knowledge increased District science
standards aligned
with Next Generation
Science Standards
Preliminary new
science curriculum
developed
Posslible evaluation questions
To what degree did To what degree was How many professionals To what degree did To what degree did To what degree did
the program have a the professional were involved in the the professional students’ positive improved science
sufficent number development learning communities development improve attitudes toward teaching affect

of teachers? sufficently developed? developed? science teaching? science increase? student outcomes?

Source: Lawton, B., Brandon, P.R., Cicchinelli, L., and Kekahio, W. (2014). Logic Models: A Tool for Designing and Monitoring Program Evaluations (REL 2014-007) ﬂ



Not Do)?

Waypoints

Step 4: What Did We Do (or Did

Project Exc-EL Key Components & Activities

School Climate and Strug.lra tﬁumoﬂo&ge and Career Readiness

Resources

School Districts

Ossining District
1 MS/ 1 HS =
200 ELs

Tarrytown District
1 MS/ 1 HS =
200 ELs

Project Exc-EL

Developers
UCLA/ CSSR Staff
Facilitates
partnership
Provides school
coaching
Trains &
supports
teachers and
staff
Facilitates
systemic
coachina

Community
Organizations
- Extended
academic
tutoring for Tier
1/ 111
College apps
and readiness
Family services
(job coaching,
ESL adult ed)

Teacher and Staff Training and
Technical Assistance

Data-Driven Systemic Coaching

Scho upports

time for teachers
plan and
collaborate

School provides

extende rvices

to EL students and
familiesi

Teacher Waypoints

Teachers meet
regularly with EL
students to support
personal, academic
and career goals
setting and growth

Teachers meet
regularly with data
team to differentiate
instruction

Teachers help E
students create
PLPs, revise
annually with
student

Teachers identify
Tier 2 and 3 EL
students and
provide supports

EL Student Waypoints

Students engage in
PLP planning,
update annually

St nts take
T2/T3 stpports and

interve n%

Students
connected
teachers and

gage w
cademics

EL College & Career Readiness

Student Academic
Performance

Post-HS Plans

HS Graduation

Attendance

- ——
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Implementation and Impact Evaluation

School Districts School Climate and Structyses™8 SUPpBM Gamllege and Career Readiness School Waypoints

?iASISr}quH%S:ICt School supports School provides

200 ELs time for teachers extended services
to plan and to EL students and

Tarrytown District collaborate families

1 MS/ 1 HS =

200 ELs
Teacher Waypoints

Project Exc-EL
Developers
UCLA/ CSSR Staff

Facilitates
partnership
Provides school
coaching
Trains &
supports
teachers and
staff

Facilitates
systemic
coachina

Community
Organizations
- Extended
academic
tutoring for Tier
1/ 111
College apps
and readiness
Family services
(job coaching,
ESL adult ed)

Teacher and Staff Training and
Technical Assistance

Data-Driven Systemic Coachingd

Teachers meet
regularly with EL
students to support
personal, academic
and career goals
setting and growth

Teachers meet
regularly with data
team to differentiate
instruction

Teachers help EL
students create
PLPs, revise
annually with
student

Teachers identify
Tier 2 and 3 EL
students and
provide supports

EL Student Waypoints

Students engage in
PLP planning,
update annually

Students take
T2/T3 supports and
interventions

Students
connected w
teachers and staff

Students access &

engage w
academics

EL College & Career Readiness ™y

Student Academic HS Graduation
Performance :

mentation.

mpopac 1AL ALION

Post-HS Plans Attendanggs®
— _— -—




LET’S GIVE IT A TRY!
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Core Goal

Waypoints

Adaptation

N / Resources
at di
2. What
we learn? ' Core resources do
Goal we need?

Implementatlon Activities

m\_d




Small Group Activity: 5 Minutes

* Team up with your grantee and evaluation

— Tip: | should see 16 small groups with grantee and evaluator sitting
together.

* Al book for each grantee team — You can keep it!
* Flip chart: Write your project title on the top

— Tip: Turn the flip chart paper horizontally for more room.
* Post-it Notes

— Write your core goals and place them on right Prorect Name

Write your core

- goal here |




Step 1: What Do We Need To See?

_—~

/ Waypoints ™~

\
J

-
Adaptatlon - \x

Resources
5. What did X
we learn? .
Core resources do
Goal we need?

Implementatlon Activities




Small Group Activity: 10 Minutes

* Post-it Notes
— Given your core goal, what behaviors should you see?

— Waypoints should be: oS
. Place waypoints
Important to you on right-side of ‘
° Th|ngs you can do flip-chart, above
core goal.

Demands effort and new learning

Builds on evidence of student need

Built by the people doing the work

More information: Go to p. 21 in Al book, or p.

— 88 in Appendix (Waypoint Assessment Tool).




Step 3: What Will We Do?

Waypoints

Adaptation \
N Resources
. at di
2. What
?
we learn? Core resources do
Goal we need?

o = R -
[ , . L
Implementation y, Activities N

~ i %
]

e S A




Small Group Activity: 15 Minutes

* Post-it Notes

— Write down one activity per note that makes up your program

 Activity Description: Very short description of key components (the “non-
negotiables”) of your program with WHO, WHAT, and for WHOM

* Large Marbles. Focus on the large marbles... Don’t get caught up on
documenting every minute detail of your program Profec Name

More information: Go to p. 46 in Al book, or p. 93
in Appendix (Design and Action Plan Template).

Place activities that
make up your
program in the
middle of flip-chart




Take A Step Back... Ponder

1. Does this make sense?
— Does it have a logic and flow to it?
— Is it cohesive? (Note: | did not say... “Comprehensive”)

2. Can we capture adaptations?

— Is there ways to collection information about “What Did We Do?”
with what teachers did and what teachers did not do?

&J




Taking This Home

* Design and Action Plans are great for:
— Communicating
— Project management and monitoring
— Partnership development and collaboration
— Collecting systematic data

— Thinking through adaptations

m




Take-Aways

* Think about adaptations made in the field and how you can
learn/ improve your model from them

* Create a core (Al) team... Partnerships are awesome!
* Keep iterating through...




Take-Aways

* Think about adaptations made in the field and how you can
learn/ improve your model from them

* Create a core (Al) team

* Keep iterating through




THANK YOU!

Contact Information:
Ryoko Yamaguchi

ryamaguchi@plusalpharesearch.com

¥ @PlusAlphaRes

@ company/plus-alpha-research-&-consulting-llc




TEMPLATES FOR ADAPTIVE IMPLEMENTATION
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Appendix: Templates By Each Step

Description Tools & Protocols
Core Goal A core goal 1s a high-priority set

by districts and schools for

practitioners to implement.

Step 1: Observable and measurable Waypoint Checklist

What do we want to waypoints (outcomes) aligned with Waypoint Assessment Tool
see? the core goal.

Step 2: Resources include money, people, Al Resource Management
What resources do materials, and technology. Tool

we have?

Step 3: A roadmap of activities that leads Pro Con Assessment (PCA)
What will we do? to the waypoint. Design and Action Plan (DAI
Step 4: An annotation of the roadmap of Data Review Sheet

What did we do? activities to describe what and how

1t was done.

- Step 5: An honest assessment of what was Discussion Protocol Tool
What did we learn? done, what worked, what did not
work, and what to do next.

Appendix starts from p. 85 SN I TS IT l




Adaptive Implementation Process




Step 1: What Do We Need to See?

Waypoint:

It doesn't impact what |
do every day, and |
can't really affect it. No
ownership. Wasting my
time.

Meh! I'm a good sport
and I'll play along.

This is why | went into
education! And it
affects what | do every
day. It's going to make
me better at my job.




Step 1: What Do We Need to See?

Five Characteristics of Strong Waypoints

d They focus on things that are important to you.
d They focus on things you can do.

d They demand effort and new learning.

d They are built on evidence of student need.
 They are built by the people doing the work.




Step 2: What Resources Do We Need?

Money

Carefully consider the type of money you’re seeking to access or use. Examples include:

e Are you using grant money that can only be used for certain things?

e Are you following federal, state, and local audit guidelines in your proposed use of
the money?

e Are there other funding sources that might cover the same things?

e Have you considered fundraising to create additional resources?

While money truly is just another tool to be used effectively and efficiently, it is a resource
that requires conversations with fiscal/financial staff to ensure appropriate usage and effective

tracking of expenditures.
What you have (Resources) What you don’t have What you could have

(Constraints) (Opportunities)




Step 2: What Resources Do We Need?

People

Carefully consider staffing needs over time.

e Unlike money, materials, or technology, staffing requires an extra measure of
careful thought because it involves the well-being and security of people and their

families.

e Whether you work in a union, right-to-work or other environment, you’re
entrusting people with important tasks that need to be matched with skills,
commensurate pay and benefits, and a funding stream.

e While it may the norm in education to slide individuals around as grant funds and
special pots of money become accessible, thereby bridging staffing and funding, it
1s not an effective way to recruit and retain committed professionals.

Does the intended role of a new staff member require highly specialized skills, or would this
present an opportunity for community engagement and volunteer opportunities? Is there a

community partner who could provide similar expertise?

What you have (Resources)

What you don’t have
(Constraints)

What you could have
(Opportunities)

i ——s




Step 2: What Resources Do We Need?

Materials

Materials are often combined or conflated with money, but the need to split these two
categories of resources is tantamount to understanding the nature of resources available to you.

e Materials may be included in the fees or funds expended when purchasing or
obtaining models or packages of resources—don’t be afraid to ask leaders and
vendors what is included (is it digital? can you copy it?), when materials will be
available, and what the cost of additional materials is. Get this in writing when
feasible and appropriate.

e Materials may be available as donated goods or at a reduced price through local
affiliates.

e Materials may have already been purchased or may be purchasable through extant
purchasing agreements or existing programs. Don’t duplicate efforts because
you’re afraid to ask.

Is there a community partner, state/federal office, or philanthropic organization tasked with
providing resources in this area?

What you have (Resources) What you don’t have What you could have

’_ (Constraints) (Opportunities)




Step 2: What Resources Do We Need?

Technology

While technology has traditionally been fetishized in educational circles and settings, it may
help to plan for technology needs as if it is merely another type of material. However, given
purchasing constraints and existing agreements, technology may need to be tracked separately
based on your local context. Though used to frame technology here, the following questions
can be used for the categories above as well:

e What critical need does the technology fill? Can this need be filled with extant
resources?

e s the technology worth it? It doesn’t take many gimmicky do-dads to get to a full-
time teacher’s salary (especially when one adds in service contracts, extended
warranties, etc.). Ensure that the technology adds real value.

e Again, is there another source that could fund this technology?

If the technology didn’t exist, how would you do what you want to do without it? Is the
answer more cumbersome than the purchasing process, the expenditure of funding, the
training needed to effectively use the technolog/, and the need to maintain the technolog/‘?

What you have (Resources) What you don’t have What you could have

’ (Constraints) (Opportunities)
_—\




What 3: What Will We Do?

Key Components & Activities Waypoints

Resource 1 Waypoint 1:

Resource 2

Waypoint 3:
Resource 3




Step 4: What Did We Do?

Waypoint:
Yes: No:
Activities and Key All the Some of the  No:
Components time time Not at all Notes

Activity: Describe

Activity: Describe

Activity: Describe

- Activity: Describe




Step 5: What Did We Learn?

Assess Plan

Questions for Review Questions to Assess Questions to Plan
1. What resources were used? 1. Will we do this again? 1. What is the timeline?
2. What did you plan to do? 2. What's our purpose? 2. Who is responsible for
(Improved outcomes, each task?

scale down, scale up)

3. What did you actually do?

3. What will we do 3. When is the next meeting?
differently?

What worked?

5. How do you know it worked? 47 ﬂ
\




