Using the Strategic Mapping Process to Systemically
Focus District Improvement Efforts


Agenda

District:  XXXX Public Schools 

Date: 

	Goals for the Two-Day Strategic Mapping Process

· To identify and prioritize district and school level issues and challenges to improve student performance

· To consider and strategically identify the state, district, and school specific strategies and resources that could most significantly and substantively support district improvement efforts

· To engage in a collective discussion about how to best develop a district-wide system of support for all schools and students


Day 1
8:00
Convene 

8:15
Opening Activities
· Welcome and Introductions
· Goals and Agenda for the two days
· Overview of the process and its desired outcomes
· Ground Rules
FACILTATOR DIRECTIONS

	Activity/Materials
	Directions

	Day 1: Opening Activities

Materials

· Powerpoint

Slides 1-6

· Facilitator Study Guide Pgs. 14-16

· Participant workbook

· Participant Agenda

	1. Welcome the group to the workshop and complete Introductions.

2. Pass out the following materials:

a. Participant Agenda for Day 1, 

b. Participant workbook Using the Strategic Mapping Process to Systemically Support District Improvement Efforts, and 

c. A copy of the powerpoint.

3. Review goals of the workshop and rationale (See goals state above).

4. Go through the Agenda for Day 1 and describe the process for the day.  Present the workbook as a tool for participants to use to follow along and write their responses, thoughts and questions during the activities.

5. State: “This activity will require the full participation from everyone in the room.  Before we begin we are going to develop ground rules that the group will follow.”  

6. Develop ground rules as a group to promote cooperative group discussions.

7. Use Powerpoint Slides 1-6 to introduce the Strategic Mapping Process and District Capacity Building.


8:45
Initial Choice:  Which schools do you want to focus on over the next two days?

	Activity
	Directions

	Initial Choice 

Materials

· Facilitator Study Guide Pgs. 17-18

· Participant Workbook 

Pg. 2 
	1. In a large group participants will discuss and agree upon a core set of 2-4 schools that they will use in the context of the Strategic Mapping Process. 
2. STATE: “During this activity, you will select 2 to 4 schools in your district that are facing significant challenges despite their efforts, to raise student achievement.  These schools will be the focus of your activities as you collectively assess and analyze the challenges, strategies, and resources impacting these schools’ and your district’s ability to significantly raise student achievement.”
3. Provide guidance to the group as needed, however the selection of schools should be one they agree upon as a group.


9:00
STEP 1: Describe the Context

What are the central characteristics of the targeted schools?


Developing a collective understanding of the schools to guide our discussion and thinking.
	Activity
	Directions

	Describe the Context

Materials

· Powerpoint Slide 7

· Facilitator Study Guide Pgs. 19-22

· Participant Workbook 

Pgs. 2-7

· Chart paper
	1. Introduce - Powerpoint Slide 7: Description of the Context
2.  Break the large group into small groups.  
3.  STATE:  “We are going to list characteristics under each area (explain areas); As we develop the context and subsequently identify issues and challenges, think of this as describing the school to gain a collective understanding so you can problem-solve, discuss, and use to think about during your work. At the end of this process, everyone should be able to say “This is school is ….. “, with there being some consistency across the group. It is important to try to describe the context in as non-judgmental a way as possible – these are the “facts” and we will have time to discuss implications in the next step of the process.”
4.  STATE:  “OK, for five minutes, in your groups, list  characteristics on pages 3-7 of your workbook.”
5.  Bring participants back to the large group to share      characteristics for each school.

6.  STATE: “OK, let’s share your characteristics.”  (Have people call out characteristics).

7.  A facilitator records participant responses on a piece of chart paper until the group arrives at an agreed upon list of characteristics for the group of schools.


10:00 
STEP 2 (Part I): Identify Issues and Challenges

In pairs or in groups of three to four, consider what are the issues and challenges facing these schools and the district?
	Activity
	Directions

	Identify Issues and Challenges

Materials

· Powerpoint Slide 8

· Facilitator Study Guide Pgs. 23-26

· Participant Workbook 

Pg. 8

· Chart paper
	1.  Introduce - Powerpoint Slide 8: Identify Issues and Challenges.
2.  STATE:  “We are now going to turn our attention to identifying issues and challenges, based on the context we just described, existing achievement data and other sources of data, and perhaps most importantly, your experience and knowledge as members of the district community. Keep your eye on the goal of improving student performance, but think broadly about potential issues and challenges that might relate to student performance.” (e.g., district and community issues)  
3. STATE:  “OK, for 10 minutes, in groups of 3 or 4, make a list of central issues and challenge. Use page 8 in your workbook to write your issues and challenges.”
4.  When the groups are finished have them share their top issues and challenges with the large group.

5.  STATE:  “OK, can I have groups (or pairs) share their top 2 or 3 challenges; if a challenge has been stated already, you can identify that as a challenge that you also identified, but then add some to the list.” (if you wish) “Ground rules: As we identify challenges, the facilitator will ask clarifying questions as necessary. Likewise, we invite others to ask clarifying questions, but to not make judgments or question the accuracy of a particular issue or challenge.”
6. A facilitator or recorder will write the challenges on chart paper, leaving lots of space between items with enough room for later annotations.  The other facilitator will draw out the challenges, asking clarifying questions as needed, and facilitate the discussion as needed.
7.  As issues/challenges are posted, confirm the written statement with the provider of the issue/challenge to ensure that it is captured appropriately. Go around room until “hefty” (15-25) challenges have been raised.
8.  Keep this issues/challenges posted for future reference.



11:00
STEP 3 (Part I):  System Diagnosis – Small Group Work


Divide into two small groups

In your group, discuss and prioritize the identified issues and challenges impeding these schools’ and the district’s success – in terms of their importance and influence on the school’s ability to improve student performance. Then, begin to organize and link these central issues and challenges as they directly (or indirectly) impact student achievement

	Answer the following 3 questions:

1.
Which three issues or challenges are having the greatest impact on student achievement in these schools?

2.
Why and how are these three issues or challenges having the greatest impact on student achievement in these schools?

3.
How do these three issues or challenges connect or relate to the other issues or challenge that you have identified?


	Activity
	Directions

	System Diagnosis
Materials

· Powerpoint Slide 9-11

· Facilitator Study Guide Pgs. 27-30

· Participant Workbook 

Pgs. 9-10

· Chart paper
	1. Introduce - Powerpoint Slides 9: System Diagnosis and Review the questions on Slide10: System Diagnosis Questions for Group Work with the group.

2. Divide the participants into new groups of 4 or 5.  Ask the groups to review and prioritize the identified priority issues and challenges.

3. STATE:  “OK, let’s go back to the challenge areas; get into new groups of 3 or 5 and begin to prioritize the core challenges that are hindering these schools from being successful in terms of student achievement.” 

4. STATE: “In your group, identify the 3 issues or challenges that you feel are having the greatest impact on student achievement in these schools.  Discuss why you see these as the top 3 central challenges.  Then, connect or relate these three challenges to the other top challenges that you have identified.”  
5. STATE:  “Assign a recorder for your group.  Record your group responses on the provided chart paper.  Use one piece of chart paper for each identified central issue.  We will collect these sheets at the conclusion of the day. You can also record the group’s work on pages 9 and 10 in your workbook.” 
6. STATE:  “Between now and until after lunch, we want to have each group (1) Prioritize the issues and challenges (at least three or more if you want), (2) Provide a graphic representation of at least one central issue and (3) Answer the reflective question posed on Slide 10: System Diagnosis Questions for Group Work.”


12:00
LUNCH
12:45
STEP 3 (Part II):  System Diagnosis – Large Group Discussion

As a group:

· We will prioritize the central issues and challenges impeding these schools’ and the district’s success

· We will begin to organize and link these central issues and challenges as they relate to each other and directly (or indirectly) impact student achievement

	Activity
	Directions

	System Diagnosis (continued)
Materials

· Facilitator Study Guide Pgs. 32-37 

· Participant Workbook 

Pg. 9-10
	1. Reconvene as a large group.

2.  Ask each group to nominate their top three challenges and put a star next to each challenge that a group nominates.

3.  Once the nominations have been made, turn attention to the challenge with the greatest number of nominations and ask the groups that nominated to discuss

4.  STATE:  “Why did you see this challenge as having a significant and substantive impact on student achievement in these schools?”
5.  Probe for HOW they see this challenge relating to and impacting student achievement, using the “if this issue was addressed, what would occur” approach.

6.  Remember to run this like a focus group; engage the group in conversation!  Try to get them to articulate why they see these central challenges as the leverage point to student achievement in the schools they are discussing, and work toward their articulation of the “systemic” impact they have. 

7.  NOTE: Listen for explanations, relationships, connections to other challenges and to student achievement.   If it is useful, put up separate sheets with the challenge and list below the links (or factors contributing to the issue and how addressing the issue would lead to improved student performance).  This is important for the development of the System Diagnosis Map that you will generate at the conclusion of Day 1.

8.  (To address the left over challenges) ASK:  “How about these other challenges? How do they connect/ relate to these other ones? Or do they?”
9.  STATE:  “As a group, agree upon a short list of priority challenges and issues.  What are arguments for one over the other in terms of identifying a central, systemic issue hindering student achievement in the schools and district?”
10. Confirm their agreed upon list.
11. STATE:  “Our next step is to create a “map” of how these challenges connect and relate to impact student achievement.  We have been listening to your comments and will develop the first “Draft” for you to review when we convene.”


2:00
Break
2:15
Refinement of System Diagnosis (and VISIONING, if time allows)

2:30
Look Ahead to the Next Day and Closing Reflections

Districts and District Capacity Building – Towards building a system of schools

· Examine these issues and challenges as interconnected rather than isolated

· Consider leverage points based on a “systems perspective”

· Identify and strategically align current and potential strategies

	Activity
	Directions

	Conclusion of Day 1 Activities

Materials

· Facilitator Study Guide Pg. 32

· Reflection Sheet


	1. Explain the activities were designed to get district leaders to begin thinking of the issues and challenges faced by schools as interconnected rather than isolated and a systems approach will build the district’s capacity to improve student achievement district-wide.  
2. The next steps will be to look at existing strategies and resources and the identification of new and innovative strategies to address the issues. 
3. Conclude the day with large a large group reflection of the day’s activities. Ask each participant to complete an individual reflection after choosing one of the high priority issues and answering the following questions:  

a. How do you see this issue influencing students’  performance in the identified schools?
b. In your current position, what responsibility do you have in assisting the schools (or district) address the identified issues


3:30
Adjourn

Day 2

8:00
Convene and Refreshments

8: 15
Review of where we are and goals for the day

FACILITATOR DIRECTIONS

	Activity/Materials
	Directions

	Day 2: Opening Activities

Materials

· Facilitator Study Guide Pg. 38

· Participant Workbook

· Participant Agenda for Day 2

· Chart paper from Day 1 Activities


	1. Welcome the group to Day 2 and pass out the Agenda.

2. Review the following goals of the workshop:

a. To identify and prioritize district and school level issues and challenges to improve student performance.

b. To consider and strategically identify the state, district, and school specific strategies and resources that could most significantly and substantively support district improvement efforts.

c. To engage in a collective discussion about how to best develop a district-wide system of support for all schools and students.

3. STATE:  “During the previous day’s activities you identified schools that despite their efforts, are struggling to improve student performance.” (Name the schools and review demographic information the group identified to describe the schools and review the central issues and challenges agreed on by the group.) “Thank you for all of your hard work.  At this point, do you have any further comments and/or reflections that you would like to add before we move on?”


8:30
STEP 3 (Part III): System Diagnosis - Considering a Systems Approach to District and School Improvement


Consider a graphic system diagnoses map generated during Day One, representing the central issues and challenges as they directly and systemically impact student achievement.
	Activity/Materials
	Directions

	System Diagnosis (Step III)

Materials

· Facilitator Study Guide Pgs. 39-40

· System Diagnosis Map
	1. Present the System Diagnosis Map you developed from the Day 1 Activities.  Describe what you did as you listened and developed the first draft of the map.
2. ASK:  “Do you have any questions regarding how I developed the map?”  

3. Give participants time to critique, revise, add and reconnect to the map as they see fit.
4. Once the map is finalized, have it copied for all participants.


9:30
STEP 4: Analyzing Strategies and Resources


Activity #1 – Describing the array of existing strategies and supports.  As a full group, list the current array of district, state, and school-specific strategies and resources that are currently being employed at these schools and the district to improve student achievement.
	Activity/Materials
	Directions

	Analyzing Strategies and Resources (Activity 1)
Materials

· Powerpoint Slides 12 -13

· Facilitator Study Guide Pg. 41-46

· Participant Workbook page 12

· System Diagnosis Map

· Chart paper

	1. Label chart paper, one for the State (SEA), the district, and the school.

2. Introduce - Powerpoint Slide 12: Capacity Building and Slide 13: Strategies and Resources to the group.

3. Put chart paper up on wall for discussion and ask the participants to brainstorm strategies and resources at each level.

4. STATE:  “OK, I need three different lists of ALL the strategies and resources being employed at the targeted schools and the district (not necessarily regarding the core challenges).  Take 10 minutes to jot down on pages 11-12 in your workbook.” (MODEL some ideas if necessary to get the group motivated and contributing to the lists.)

5. Ask the large group to quickly call out the resources and strategies on their lists.
6. Review the list and make revisions as needed so everyone knows what strategies and resources are being employed at the schools.


10:00
Break

10:15
STEP 4: Analyzing Strategies and Resources


Activity #2 – Assessing the sufficiency of existing strategies.  In small groups, link and assess how these district, state, and school-based strategies and resources address the identified challenges in the system diagnosis map
Will these strategies fully and sufficiently attend to the prioritized issues and challenges? 

	Activity/Materials
	Directions

	Analyzing Strategies and Resources (Activity 2)
Materials

· Powerpoint Slide 14

· Facilitator Study Guide pg. 41-46

· Participant Workbook Pgs. 12-13


	1. Introduce the concept using Powerpoint Slide 14: Strategies and Resources.

2. Ask participants to turn to pages 12-13 of their workbook.

3. Break the large group into 3 groups.  Each groups will take one; the State, the district or the school.  During this activity the group will assess which strategies and resources either directly or indirectly address the central issues and how they do so.

4. STATE:  “Now I want your group to assess, whether or not you think each of the strategies addresses the central issues identified by the group.  If they do address the central issue, explain how they do.  Use the System Diagnosis Map to guide your discussion and record your comments on pages 12 and 13 in your workbook.”


11:15
STEP 4: Activity #3 – Considering new or existing “high impact” strategies


Identify other district, state, and school-based strategies and resources or new strategies or ways of working together that could perhaps more effectively and directly enable these schools and the district to meet the central challenges
	Activity/Materials
	Directions

	Analyzing Strategies and Resources (Activity 3)

Materials

· Powerpoint Slide 15 Facilitator Study Guide Pg. 41-46

· Participant Workbook Pg. 14-15

· System Diagnosis Map

· Chart Paper
	1. Introduce information on Powerpoint Slide 15: Strategies and Resources.
2. Participants will stay in their small group for this activity.

3. STATE:  “Now that you have analyzed the existing strategies and resources, in your group, brainstorm and then identify other state, district, or school specific strategies that could perhaps more directly, significantly, substantively and systemically address the challenges. Place your strategies on chart paper for display.  Answer the following 1) What is the strategy or resource?, 2) Who will implement the strategy?, and 3) How will it be implemented?”

4. Each group should record comments and report the conclusion of their activity.

5. Participants can individually record their information on pages 14 and 15 of their workbook


12:00
LUNCH
12:45
Report Out
Small groups report on your analysis of the strategies and resources now being employed at the schools and the degree to which you feel they directly attend to the challenge you have discussed

	Activity/Materials
	Directions

	Analyzing Strategies and Resources (Activity 3 Continued)

Materials

· Powerpoint Slide 15

· Facilitator Study Guide Pg. 41-46

· Participant Workbook Pg. 14-15

· System Diagnosis Map
	1. STATE:  “Now each group is going to present their brainstorming of other strategies and resources that you feel might more directly and significantly address the central challenge as you discussed it.  We want other groups to ask questions for clarification and suggestions if needed.”
2. Each group should then present their information to the large group.


1:30 
STEP 5:  Integrating for Cohesiveness and Sustainability 


As a full group, consider what it would mean to strategically select, integrate and implement the most promising state, district, and school-specific strategies and resources that could significantly and substantively impact the success of your targeted schools

· Systems to support innovation

· Shifts in state or district policy needed to support innovation

· Influential external factors

	Activity/Materials
	Directions

	Integrated and Cohesive Systems of Support
Materials

· Facilitator Study Guide Pg. 47-57

· Participant Workbook Pgs. 16-18

· Powerpoint Slides 16-18

· System Diagnosis Map
	1. Introduce information on Powerpoint slide 16-17 using the following questions to begin discussions.

a. What existing state-level systems or supports would best support your district improvement efforts?

b. What shifts in policies or state-level strategies would enable our district to sustain improvement efforts?

c. What non-district factors impede the ability of your district to successfully implement a more integrated and strategic approach?

2. Reconvene the large group.

3. STATE:  “Now that you have analyzed the existing strategies and resources, and brainstormed and identified other state, district or school specific strategies that could perhaps more directly, significantly, substantively and systemically address the challenges.  In the large group, discuss what you think is needed to build as cohesive system of support for your schools.  Use the questions to guide your discussions.  You can also document your comments on pages 16-18 of your workbook.”
4. Encourage group discussion to address the questions.

5. Close the discussion with information on Powerpoint slide 18.


2:00  Step 5: Integrating Strategies and Resources
Begin to select and integrate the most promising state, district and school specific strategies and resources that could significantly and substantively impact the success of your targeted schools. 

	Activity/Materials
	Directions

	Integrating Strategies and Resources
Materials

· System Diagnosis Map

· Step 5 Results for moving forward
	1. STATE:  “We will be breaking up soon, and much of this work will have to continue in future meetings.  However, can we have some people from the district offer insights as to how some of these strategies that do not seem to be having a direct and significant impact on the central issues and challenges may be taken off the district and schools’ plate and how some of these other ideas may be “INTEGRATED” into those strategies and resources currently being employed at the district and how this might impact changes or revisions to your current district improvement plan.”
2. Allow time for open ended reflections on this without arriving at any final answers.


2:30 
Closing remarks and discussion

· Review and feedback

· Look ahead to next steps

· Thank you for your participation
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