Action Plannin
Change

ble to:
h a Steps to Action Chart.
he action researcher in the action

After reading this chapter you should be 2

8.1 Complete an action plan by working throug

8.2 Become aware of challenges that confront t
planning process.

8.3 Become aware of conditio

environments.
8.4 Become aware of what teacher researc

ns that facilitate educational change in school

This chapter discusses different steps in action planning that help ensure that. tegcher
researchers are able to implement positive educational change based on the insights
they gain through action research. Action planning basically attempts to answer the
question, “Based on what | have learned from my research, what should | do now?"

A Steps to Action Chart is presented to guide teacher researchers through
the action planning process. The chart identifies the findings of the study, the
recommended action that targets a given finding, who is responsible for specific
actions, who needs to be consulted or informed about the findings of the study and
the concomitant actions, how to monitor the effects of your actions through the
collection of data, a time line for when the actions and monitoring will occur, and any
resources that will be needed to carry out the action. A blank Steps to Action Chart is
also included for your personal use.

Finally, this chapter will discuss action planning within the context of challenges
that face the teacher researcher and the conditions under which action research and
the educational change that follows it can occur.

.
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hers gain by engaging in action research.

Reflecting on an Absenteeism Policy
Jack Reston

This vignette is the story of an elemen
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powerful because it illustrates the willingness of a school principal to investi-
gate the effect of a policy he had developed. Further, Jack tackled difficult
problems facing many teachers and principals: how to keep children in school
and the importance of being in school. The result of the study was an action
plan that required the change of a district-wide absenteeism policy.

was selgcted to serve on a committee of administrators to review current policies

concerning students’ absenteeism. The task of the committee was to write a new
student absenteeism policy, which led to the adoption of a new absenteeism policy
and procedure. | recognized throughout this process a need to look into student
absenteeism with more depth and understanding, and for this reason | selected the
topic of student absenteeism for my action research project.

I initiated my research project with a review of our school's attendance rate pro-
file for the fast 5 years. The profile showed little or no change in the attendance rate.
This was a concern because | cross-referenced the attendance rate with the funds
allocated for various attendance incentives designed to motivate students and could
easily see that the dollars spent on incentives were not affecting the attendance rate.
| sat at my desk and thought about all my current and past efforts. It was clear that |
was not truly passionate about student absenteeism. | had never taken time to clearly
understand its causes or researched the best solutions to prevent it. | was passionate
about my belief that a child's success in life depends on a solid educational founda-
tion. | was passionate about my belief that students cannot afford to miss class at any
time. | was passionate about my belief that absenteeism is a symptom or gauge ofa
student experiencing failure in school.

| began by asking three questions:

1. What student characteristics are associated with student absenteeism?
2. What are some longitudinal effects of student absenteeism?
3. What are some effective strategies to prevent student absenteeism?

| reviewed current studies, literature, local and national profiles, written surveys, and
interviews. | found that absenteeism was highly associated with dropping out of
school, academic failure, and delinquency. | learned what students and parents in our
school believed about the relationship between school and absenteeism. | concluded
that [ really did not understand the befief systems of families at risk for poor atten-
dance in school. | conducted a massive survey of students and parents within a four-
day period of time. Surveys gathered data concerning such things as respectfulness
of students, safety in school, conflict management, discipline, school rules, self-
esteem, and academics. In addition, the survey gathered data on mobility rates, vol-
unteerism, and levels of education in parents. The identity of the families surveyed
was kept unknown. Instead, the surveys were coded as “at risk” or “not at risk” data.
| collected data from the surveys in three stages. First, each family in the school
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We began a concentrated effort to improve the success of students at school
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principal contracts, daily planners for students, individual conferences between the
student and the principal every 14 days to review grades and behaviors, bgan‘er
assessments to locate students having academic problems, improved instructional
techniques and alignment of curriculum, and more concentrated efforts to improve
the self-esteem of students,
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absenteeism:
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TO support Kurt Lewin’s prophetic statement, “No action without research; no

research without action” (cited in Adelman, 1993, p. 8), this chapter discusses
how teacher researchers can ensure that action is a natural outcome of their action
research efforts. Without action, we have done nothing more than replicate what
We sct out to avoid—doing research on someone for our own benefit, whatever
that may be. But the reward for us all in this process is taking action to improve
thc. educational experiences of our children—action is at the very heart of the
action research endeavor.

In Jack Reston’s vignette, we see a principal and members of the school com-
munity (children, parents, teachers, and student teachers) who persevered in trying
to solve an important problem that faces many schools—how to keep children in
school. Reston’s action plan identified a number of actions targeted to the findings
of the study: developing students’ skills to deal with the anxieties of life and school,
developing strategies to ensure student success in school, developing meaningful
relationships with families, improving instructional techniques and curriculum
alignment, using strategies to develop meaningful relationships/partnerships with
families, and so on. In the action planning process, Reston had reflected on the
findings of the study and what he now understood about the problem of absentee-
ism. As a result of this reflection, he was better able to plan the next steps in the
action research process.

Action planning is a natural next step in the action research process. Using

the guidelines in this chapter, you will be able to ensure that the necessary steps are
taken to bring your efforts to fruition.

Developing Action Plans

At this phase of the action research process, the teacher researcher is basically try-
ing to answer the following question: “Based on what I have learned from this
investigation, what should 1 do now?” At this point, teacher researchers should
reflect on the taken-for-granted assumptions that guided them to the investigation
in the first instance and determine what course of action to take next. This reflec-
tion allows time for both teachers and administrators to determine what they have
learned from their investigations and the related professional literature and to
decide on the necessary steps to action.

To facilitate this process, consider using a Steps to Action Chart similar to
those shown in Table 8-1 and Table 8-2. (Table 8-1 shows a generic Steps to
Action Chart; Table 8-2 shows the Steps to Action Chart created by Jack Reston

for his study of student absenteeism.) By working through the steps included on
the chart, teacher researchers will have a list of the following:

® What they learned (findings)
= The recommended actions that target a given finding
= Who is responsible for specific actions (responsibility)
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® Who needs to be consulted or informed about the findings of the study and the
associated actions
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table 8-2 » Jack Reston’s Steps to Action Chart

Who Is
Responsible
for the Action?

S.um_rnary of T ~Teacher Who Needs
Findings and  Recommended S -Student to Be
Research

Questions

1.0 What student
character-
istics are
actributed
to student
absenteeism?

to Findings PA - Parent(s) Informed?

1.1 Lack of 1.1 Model 1.1T,S,P
respect respect for
others.

1.2 Poor conflict 1.2-1.4 Develop 1.2-1.4T,S, 1.2-1.4 PA

management skills to P,PA
skills deal with
life’s daily
anxieties.

1.3 Lack of self-
discipline

1.4 Behavior

problems
1.5 Poor 1.5 Improve 15T, P
academic strategies
performance to develop
success in
school.
2.0 What are
some longitu-
dinal effects
of student

absenteeism?

2.1-2.3 Students 2.1-2.3 T, B, S
need to be
connected to
school.

2.1 Dropouts

e
-
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Who Will

Action Targeted P - Principal Consulted or Monitor/

Collect Data? Time Line Resources

T, P: Ongoing  None
1. Observations throughout
2. Intentions  school

3. Surveys year.
4. Test data
T,P: Ongoing  None

1. Observations throughout
2. Intentions  school

3. Surveys year.

4. Test data

(Continued)

T ——————
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a2 sense of
“belonging”
at school,
3.0 What are
some cffective
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Principal
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3.2 Daily 3.2 Purchase and 3.2 P
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3.3 Diagnosuic 33 Work with - 339
touls dustrict office
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3A Self-esteen 34 tmplement 34T
sirategies sclf-enteem
curriculum,

1.8 Impraved 1S Encourage  3,87T,p
teaching and ongmng '
curriculum professional
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1, Observations throughout

2. Intentions  school

1. Surveys year.

4, Test data
3,288 for
planners

1.5 1) for
PP,

_/

Responsibilities
Sharing findings with colleagues

Ongoing monitoring (data collection)

e Time line for action
e Resources )

This routinization of instruction still suggests that as a reflective teacher, you will
continue to collect data—to monitor the effects of your instruction on your stu-
dents’ performance and attitude. At that poing, asa self-renewing school faculty or
as an individual teacher with a reflective professional disposition, you will con-
tinue your systematic inquiry into some other aspect of your pragtice. (See Research
in Action Checklist 8=1 for a list of steps to action.)

Levels of Action Planning

Action planning can occur at a number of different levels within the school=—
individual, team, and sehoolwide—depending on the scope of the action re-
search effort, Action planning also may take place ata number of these differ-
ent levels during o single investigation. For example, the problem under
investigation may have had a sehoolwide foeus, such as 1o determine the etfects
of an innovative reading curriculum (with an cruphasis on constracting mean:

as measured by statewide assexssment scores and

ing) on student performance
monthly criterion-referenced tests). Participation in the schoolwide etfort might

also have necessitated that reachers meet in grade-level teams to plan appropri-
ate reading interventions and to analyze regularly collected data, Finally, indi-
vidual teachers would need to adapt the intervention as appropriate for their
own students' needs, Tn this case, action planning should be undertaken at all

levels within the school.

Individual
Typleally, individual action planning will be characterized by reacher researchers
who have worked through an action rescarch eycle as part of a course, licensure, or
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a Instructional strategies. Findings of a study related to the implementation of
new instructional strategies (e.g., cooperative learning, high-level questioning
strategies, increase in “wait time,” teaching reading across the curriculum,
and so on) would provide the teacher researcher with specific actions for the
next cycle of developing and implementing any new instructional strategies.
Following the Steps to Action Chart, the individual teacher researcher would
be responsible for all actions, including consulting with grade-level colleagues,
department heads, district-level teaching specialists (e.g., a teacher on special
assignment [TOSA]), parents, and the school principal. The teacher may iden-
tify specific additional professional development activities that need to be un-
dertaken (and budgeted for) before the next action research cycle.
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u i H . . -
Community involvement. Findings of a study related to community

of

Ac
to

involvement (e.g., Jack Reston’s vignette at the start of this chapter) would
provide the teacher researcher with specific actions for the next cycle of how
to improve community involvement in solving local school problems.
Following the Steps to Action Chart, the individual teacher researcher would
be responsible for all actions, including consulting with grade-level col-
leagues, department heads, district-level curriculum specialists, parents, the
school principal, and probably the district superintendent.

.Blénk Stéps to Action Chart

Who Will
Who Needs to Monitor/
Be Consulted Collect
for the Action? orInformed? Data?

tion Targeted Responsible

Findings Time Line Resources

Although the primary audience for the findings from any of these studies is

the individual teacher, it is important for teacher researchers to tap into the kind of
support networks one will find at universities. As Elliott (1991) suggested,

A small band of isolated reacher researchers can tap into a reflective counter
culture in the form of an action-research network which transcends school
boundaries and is linked to a teacher education institution. Membership of
such a network can provide the kind of cultural resources which strengthen
the capacity of aspiring teacher researchers to resist the time pressures oper-
ating on them from inside schools. (pp. 66-67)

This networking transcends not only school boundaries but also global

boundaries via participation in online action research listservs and chat rooms.
This kind of cyberspace network can strengthen the resolve of teachers who must

work

in isolation to continue with the process through the action planning stage

and into the next revolution of the cycle.

Team

In an

era when schools have increasing authority to make decisions about curricy-

lum and instruction, it is common to see teams of teachers, administrators, and
sometimes parents working collaboratively on action research projects. Often these

group

s grow out of networks developed in an action research course among teachers

Scanned with CamScanner



220 | CHAPTER 8 | Action Planning for Education

al Change

by teacher researchers who are undertaking action rege
r by tea

1 onent of their practice. Individual reachers can still work throygp
a regular comp

Action Chart {see Table -1) and in so doing remind themselves of the Steps
Steps to Action

d to be taken to implement action and monitor the effects of the actiop
that need to be taken

In all likelihood individual teacher researchers will have focused thejr actigy
n all likel )

h orojects and interventions on ar issue related to curriculum, instry
research projec

at. classroom management, Or commumt})lf mv}?lvfe xﬁent: In these
. L. i
:l'slses:;?lltirl'g action plan will focus on activities such as the following:

er

arch g4
grant requirement 0

Ct'lOn,
areas,

u Curriculum development. Findings ofa ;'ijudyhrelatecilto Cumcul!lum develop.
ment (and implementation) would provide the telac €r researcher with spe-
cific actions for the next cycle of curlflf:ulum deve. opment (e.g., the inclusion
of new and/or revised lessons), additional learnmg artifacts (resoyrc.es and
materials), and so on. Following the Steps to Action CharF, the individual
teacher researcher would be responsible not only for all actions but also for
consulting with grade-level colleagues, departm?nt heads, district-level cur-
riculum specialists, parents, and the school principal.

n Instructional strategies. Findings of a study related to the implementation of
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strategies, increase in “wait time,” teaching reading across the curriculum,
and so on) would provide the teacher researcher with specific actions for the
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» Community involyement. Findin
involvement (e.g., Jack Reston’s vi
provide the teacher researcher wit
to improve community involve
Following the Steps to Action Ch

gs of a study related to community
gnette at the start of this chapter) would
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ment in solving local school problems.
art, the individual teacher researcher would
be responsible for all actions, including consulting with grade-level col-
leagues, department heads, district-level curriculum specialists, parents, the
school principal, and probably the district superintendent.
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Summary of
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Research
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Although the primary audience for the findings from any of these studies is
the individual teacher, it is important for teacher researchers to tap into the kind of
support networks one will find at universities. As Elliott (1991) suggested,

A small band of isolated teacher researchers can tap into a reflective counter
culture in the form of an action-research network which transcends school
boundaries and is linked to a teacher education institution. Membership of
such a network can provide the kind of cultural resources which strengthen
the capacity of aspiring teacher researchers to resist the time pressures oper-
ating on them from inside schools. (pp. 66-67)

This networking transcends not only school boundaries but alsg global
boundaries via participation in online action research listservs and chat rooms.
This kind of cyberspace network can strengthen the resolve of teachers who must
work in isolation to continue with the process through the action planning stage
and into the next revolution of the cycle.

Team

In an era when schools have increasing authority to make decisions about curricu-
lum and instruction, it is common to see teams_of teachers, administrators, and
sometimes parents working collaboratively on action research projects. Often these
groups grow out of networks developed in an action research course among teachers

- L——
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small teams of teachers burn out without feedback and support from the envirop.

ments in which they work.

Schoolwide

Schoolwide action research, as the name implies, is al_)out_ all of the members of the
school community working together with a single goal m‘mmd. For example, a school-
wide emphasis on improving reading, writing, or math is a common area 9f focus in
elementary schools. Similarly, and sadly, it is not uncommon to sce a high school
focus on the effects of a drug and alcohol curriculum on student attitude, under-
standing, and levels of use. However, the distinguishing feature in these examples is
that they have been agreed on by the whole school faculry as the focus for a school-
wide improvement effort that will be driven by the findings of an action research ef-
fort. Cooperation, collaboration, and communication are no less important in the
action planning phase than they were during the other steps of the process. )

The challenge at the schoolwide level is how to actively engage all the partici-
pants in goal setting that is integral to the action planning process. There will al-
ways be finger-pointing and denial, and it will take a skilled facilitator to move 2
faculty through the Steps to Action Chart if progress is to be made. Do not undet
estimate the pecessity of meaningfully engaging all of the school community in this
action planning process, or you will risk perpetual isolation in the world of play-
ground supervision—been there, done that, bought the umbrella!

Action Should Be Ongoing

This discussi : . ;

only atctu;: londa bofm action planning is not meant to suggest that action occur?

teaching nec::sit of the action research process. The very dynamic nature ltl)c

course of a day ;;Ziéhat teachers make many changes to instruction during e d

part of the teaching pro(:; 2stsh°Ff0rmative feedback (data) collected as an mtfftfe
* . . e

to include on lesson plans “E or example, preservice teachers are often red%

; valuation” ) o
know if your students have achiey nd statements to the effect of “How " orher
words, what data will yo N

your instructional obiectives?” &
u collect that informg your postplanning at the end
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Voices from the Field
Action Should Be Ongoing

In tl}is vignette, the teacher researcher speaks
passionately about how the findings of her
study will lead to changes in her future in-
structional practices. Specifically, Rachelle
plans to continue using formative assessments
with her students as her study indicated that
students performed better on their summative
assessments, students better retain informa- video example 8-1
tion, students do a better job of “keeping on  Rachelle, the action researcher n
track,” and it resulted in an improved class- S video, fomdl mmmter
room climate. These are powerful insights ml.nra rms:m
for a beginning teacher who will continue to * i s

: Would you agree with her statement
make changes in her classroom practices as a  that she has “completed” her action
result of her action research. research project?

ENHANCEDetext

the day? Often these data are collected intitively and informally in noninvasive
ways. It is such a normative aspect of teaching thar we take it for granted. As
teachers, we have been programmed to collect, analyze, and interprer data quickly
and efficiently so that we can suggest “findings” and take necessary “actions™

(remediation, reteaching, related material, extension activities) that enable learn-
ing to proceed in a connected fashion.

The Importance of Reflection

Action planning is also a time for reflection—reflection on where you have been,
what you have learned, and where you are going. Action planning and reflection
give you an opportunity to identify your individual or collective continuing profes-
sional development needs. This reflection is facilitated by the review of the related
literature you collected early in the action research process in concert with your
own findings. The following questions may also be helpful prompts for reflection:

a What were the intended and unintended effects of your actions?
m What educational issues arise from what you'tve learned about your practice?

Clearly, these are not questions that elicit quick and easy responses. They urge you
to look back at your practice from the enlightened viewpoint of someone who has
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Voices from the Fleld.
The Importance of Reflection

speaks eloguently

is vignette, Jureen .
In this vignette, J R eflection for

i nce
about the importa ' .
teachers. As she states, «With all research,

answers lead to more quesnons!“ 'For
Jureen, this translates to new qucstln-lons
about emerging technologies 'and ow
they can effectively be used \j{th and by E'NHANCEDetext

students in an increasingly digital world.  video example 8-2 e
Given her previous action researcl} expe- J_l:jreegni,s t:\z acrgzgc :?Sear;her in this
rience, Jureen will be able to continue to V'm.eét andryaboux ; f‘ll\éeil?\ c;lgat:]er
reflect on her use of technology and to P portant

‘ h b educational issue it addressed. Itis
" replicate her research in another CONtEXL  oar that her action research project

with a focus on emerging technologies .and was very meaningful to her and that ft
how they can effectively be integrated into  changed the way she thinks about
classroom instruction. her own teaching.

systematically inquired into the effects of teaching on student outcomes. In under-
taking such reflection, you will position yourself to act responsively to the findings
of your study. The remaining sections of this chapter will help you to further iden-
tify challenges that you may face when attempting to implement change and wil

guide you in meeting those challenges and effecting positive educational change in
your school.

Some Challenges Facing Teacher Researchers

—————"

As you refl, .
resZarchersc cf;gcn ';tlyfhcm;f al Steps to action, consider the challenges that all fCﬂChzr
educational change bawden doing action rescarch and when attempting t© ¢ em
avoid living out Saras;;’ on the results of their inquiry. If indeed we are 8078 .
they will remain the g,;,msc*S 1(?)9(;}) P[li;lphccy of “the more things chang¢, tll:esleﬂg g
.5), ¢
e alack f)? ::: s beprepate g ud<oess gl.mwnf‘f
Professiong| :
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Lack of Resources

;?l(lf fS::rC;\tdy of resources is Perhaps the greatest obstacle to action planning you

e. Many excellent action research and change efforts have been blocked by
thc_]gck of cla'ssroom resources and materials. Bur by being innovative and re-
maining energized by what you have learned about your practice, you will find
ways to make: change happen. This may mean using creativity to solve materials
management issues. Don’t wait for an administrator, central office person, or phi-
lanthropist to offer what you need to be successful. Go after the grants, however
small, to fund the resources you identify as critical to the success of your interven-
tion. {See Chapter 9 for further discussion of grant sources available for teacher
researchers.) Use the data you have collected, analyzed, and interpreted as a way
to build a case for resources that may be presented to Parent-Teacher Associations,
district-wide committees, school boards, granting agencies, and so on to make a
case for what you need.

Action researchers also need professional as well as material resources. If ac-
tion research is to become a part of your professional disposition and be continued
over time, it must benefit both your own continued professional development and
student outcomes. Identification of promising practices will suggest the kinds of
professional development you need to seek, either individually or collectively. If
your local university or school district can’t provide the professional development
you seek, use the Internet to find out who does. Again, use your findings to make a
compelling, persuasive case for the kind of professional development you need—
not what someone else thinks you need.

Resistance to Change

Any type of change, however small, may be viewed as threatening by some. After
all, the status quo is familiar and comfortable. But the era of schools that refuse to
innovate is past. The ever-changing social and political environment in which we
live necessitates that teachers become sophisticated instructional leaders and deci-
sion makers who have the skills to empower students and other individuals in their
learning communities. Participation in and support of the action research process
is critical if there is to be a shift in the culture of schools to the reflective practitio-
ner culture of the self-renewing school. Living the commitment to a dynamic
school culture as opposed to living the traditional “advocate of constraint”
persona will go a long way toward revitalizing an individual school’s culture and
bringing about positive change. o

For example, Jack Reston’s investigation of the effect of the school/district
policy on absenteeism showed that artendz!nce rates had remained the same de-
spite costly student incentives th:}t were an 1n.rcgral part of the policy. Once he re-
alized that the current intervention was having no impact, Jack knew he had to
take responsibility for trying to cha.nge the system to make Eastview Elementary
School an environment where all children (especially those at risk for absenteeism)
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dually. In doing SO h
change.

would want t :
such as the way afim‘m_
spent with them mc':lm
the institutional resistance t0

erfere with Others’ Professional

Reluctance to Int
Practices
Unfortunately,
mess around in someon

invited. The dilemma here
the desire to persuade colleagu

there seems to be a pre\failing CUltl_lfal value n SHChC_!OIS of “Dont
¢ elses professional practice”—especially if you are not
for the reacher researcher arises from a conflict between
es to experiment \a{it.h or embrace new practices thag
have been shown via action rescarch to have positive Eff“t? anda “"'?SPCC.Y ft?r the
. < of colleagues and their right to exercise authority within the
professional expertise of ¢ 0SS b 59)
confines of their own classroom (Elliott, 199_ » P27 '
Often teacher researchers faced with this dller:lmz.a back away from their in-
vestigations and change efforts to “keep the peace with cplleagues. Howev.er, if
we are to learn from our own and others’ professional practice, we must be willing
to set aside the traditional protection of each other’s classrooms and to embrace as
a community of learners the proposed action plan that emerges from our research,
How you approach this professional collaboration with other teachers in
your school is as important as trying it at all. It is critical to the success of your ac-
tion research and change efforts, particularly at the schoolwide level, not to have
alienated yourself from others by appearing to be a member of some “enlightened
elite” who now knows all of the answers to the problems that affect students’ in-
ability to do well on statewide assessments! You will have gone a long way to revi-
talizing the professional disposition of teaching if you have been able to nurture
your own and your colleagues’ understanding of the problems you have investi-
gated and built a teamwide commitment to implementing action based on your
findings. Collaboration can help break down these stubborn professional barriers.

Reluctance to Admit Difficult Truths

I we view action research and action
we should also be aware of the increas
teacher researchers, We can’t have it b
the changes we have recommended b
must be prepared to look into the mj
us has the power to m i
ones that have the

planning as one way to empower teachers,
ed accountability that these efforts place on
oth ways: If we want the authority to maxé
ased on our action research findings, then &

rror and face what w frer all, if each ©
ake the most ® What we see. A Lol
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Voices from the Field

Reluctance to Interfere with Others’ Professional
Practices

In this vignette, our teacher researcher explains
the challenges she faced conducting action re-
search as a student teacher in her cooperating
teacher’s class. This is a common challenge for
preservice teachers, as they try to collaborate with
another teacher in all areas related to curriculum,
instructiop, assessment, and classroom manage- video example 8-3

ment. Tl.us can be pamcylarl'y.problematlc fqr As a “student® teacher, Rachalle
a beginning teacher who is willing to systemati- . «onstraints on both the
cally investigate the impact of his or her presence  measures she could use in her
in a classroom on student outcomes and to share  action research and the kinds of
those outcomes. Further, the teacher researcher  action she could take. However,
may need to decide what to share and what not ~ many teachers have similar

to share with a colleague in order to sustain a col- ~ SXPenences: especislly wher

ENHANCEDetext

¥ P . i . they are concermed about
legial wqunng relagons}up where action research e g with another teacher's
and sharing of findings may not be the norm. professional practice.

B e

For example, Deborah South (Chapter 1) had hoped to find in her action
research project that the group of “unmotivated” students in her study skills class
would respond positively to her instruction and guidance. Instead, she noticed an
alarming and demoralizing trend: Students’ grades were dropping. Deborah had to
wrestle with this “difficult truth” and carefully consider her own responsibility for
the students’ performance before coming to a conclusion about the best way to
effect change to benefit these “unmotivated” students.

Finding a Forum to Share What You Have Learned

The potential for an action plan to serve as the catalyst for reflective conversation
between professionals is limitless. Elliott (1991) argued that such data sharing
“promotes a reflective conversation and is at the heart of any transformation of
the professional culture” (p. 60). However, an open conversation about what the
data from the study suggest (analysis and interpretation) and how these findings
have been transformed into a proposed action plan will not always be an easy one.
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::,i(:::l(i::gsa Forum to Share What You Have Learned

ok S i how they plan to use

in this vignette discuss. [0 USE 4 profes.
e e e Sy e o s o
si o T

research. They also plan to us€ th_is forum as z-l
way to develop future collaborative actnofn re
search projects with a possible K-12 pcusi
Clearly, there are many face-to-face and virtua
bl
opportunities for teacher researchers. to }s-,hmie
i i issing in schools
their work. What is perhaps missing
is a culture of research and leaders who value E-NHANCEDetext
classroom-based research. The research on pro-  Vvideo examgle 8-4
i i ities i asive. and  Thethree action researchers in
fessional learning communities 15 persu y g di. this video plan to share their
action research provides a process whereby indi- ncings Wit thel eofecir o
vidual, team-level, and school-level BIOUPS CAN  ynair taaching program. How
and should work collaboratively to tackle impor- e ——— T
tant educational issues. audience?

What is needed is a forum (local, national, or global!) for teachers to share
their accounts and a recognition by the profession that change-oriented action
research is an important part of the professional competencies of being a teacher.
Eor example, some preservice teacher preparation programs are incorporating ac-
tion research into their requirements. Individual schools are providing teachers
with opportunities to showcase their action research skills as part of an annual
tcachc; evaluation .cycle,‘ state and federal grants incorporate action research as
g:;tcex?]btr];iifﬂmcnoml improvement cycle, school-based decision-making teams

& an action research model to guide their school improvement efforts,

and state teacher-licensip i i o
R & agencies are incor, i i h into contits
ing license renewal requirements B Catae iy

Alth .
sharing'ofO :ei}égzici‘:;:esﬁarc,hers typically have not published their findings d“:
tion research siges Teac]ic €1s” stories has also been facilirated by Web-ba_se ahe
dctlorethen tgye ol WIS €an now use a global forum to share their storics: th

en based on thejr research, and what they have learn® p

tch cycles, (These online journals include Educatio™

. 1 c
,‘Acnon Research International, and Action Resi;“;rn
e

lans and what teacher researchers ar
her-as-researcher culture. (See ChaP
rd out,”)

P e e
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Voices from the Field
-; Make Time for Action Research Endeavors

The teacher researcher in this vignette makes a
strong case for making action research a part of
who you are as a professional educator and in-
c.ludes It as a set of proficiencies along with cur-
riculum, instruction, assessment, and classroom
management. She also makes the point that there
is a time demand at the start of the process when =~ ENHANGEDetext

you need to clarify your area of focus, research ~video example 8-5
questions, and data collection strategies but thar N this video, Rachelle talks
the process itself (data collection, data analy- :ggu;some Wsy3£ n:akﬂ
sis, data interpretatior_l, and action planning) dai{; m;e:zznt:eazher.ov\y;g;{
can occur as a normative part of your teaching

° other suggestions can you
practice. offer?

Making Time for Action Research Endeavors

We have already discussed the challenge of making time for action research in your
busy daily schedule. Just when you thought the action research cycle was over and
you are ready to return to “just teaching,” you are thrust back into the process
with further reflection about the actions suggested by the findings of your study
and the who, what, and when of the next cycle.

“You mean I need to take more action and monitor its effects? But I don’t have
the time to do one more thing!” This exasperated call for putting the brakes on the
process is not uncommon or unreasonable. By the time you have arrived at action
planning, you may be all but spent and happy to claim that the status quo is working
just fine. If you fall into this category of teacher, [ would suggest that you follow
your instincts. Allow yourself time to reflect and plan at a bearable pace. You are no
good to the students in your care if you are burned out. (As the parent of a child in
eleventh grade, the last thing [ want is my child’s teach‘.:r all worn out from a year of
doing action research!) The goal is to evolve to the point where action and research
become a part of your professional life _but not at.the expense of the energy that you
need to be vital, creative, and exciting in your daily teachl_ng. After all, if the action
research process cannot be normative and undertaken without adversely affecting
your primary focus of teaching children, then it should not be done.

On the other hand, if you have arrived at the action plan_m.ng phase with renewed
energy and enthusiasm for your work, if you are gommltt.ed to 1mp1ementin$ a
locally contextualized innovation that you believe will contribute to the well-being
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tional initiatives.

Facilitating Edu;:_qtqu@_l__gga]jg?,,_ — .

The goal of action research is to enhanc‘? the li‘ves of students and teachers through
positive educational change. We have just dlscusscq several common challenges
that teachers face when attempting to effect educational change based on action
research findings. In addition to being prepared. to address those challeng% you
can help create an environment that is conducive to change. The following are
eight conditions that facilitate educational change (adapted from Fullan, 1993;
Miller & Lieberman, 1988; Sarason, 1990).

Teachers and Administrators Need to Restructure
Power and Authority Relationships

The first condition for fostering action research and encouraging educational
change is that teachers and administrators need to restructure power and authority
relationships. Power relationships in schools have the potential to empower or
underpower action planning efforts. Power is not being used in a pejorative sensé
here—teacher researchers have the potential to harness the collective power of
their colleagues, including administrators, to bring about meaningful change
through a democratic, liberating, and life-enhancing process. For this to happen,
participants in the action research process must be prepared to ask the hard ques
“hons related to implf{n01lring action based on the findings of the study: What is
Z;:ﬁﬁg??ﬂﬂgﬂ;:g?g Who'l:s responsible for doing what?’Who needs t0 g‘:
When will tasks be COl’.n I:t‘:d‘: Ewlzhe effects of the implementation be monitored:

Asking these qUEStEJns invari ‘l‘); resources are needed? final
decision-making power in the schm] PG Barlses o bau RIS t'h - itis
lkely that a team of teachers ool. In an era of school-based decision making ! =
thority to answer action plan;ni[;mms’ stadents, and administrators will have the ﬁer
your school has a professional Org qzesno“s and to make decisions. Howcve_ﬂ,.whet y
ing in place will determine the 4 bureaucratic model of school-based decisto” ma i

amount of influence you will have individually Of -
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oS o T e el e
responsibilities to su! tes, to rormu

rules to govern subordinatr: ll;oh o b 28 bqrdlna s, to form !ate
ap i it Yin e aw&;r, and to implement centralized control, planning,
At and - In contrast, the professional model emphasizes the professional

: nd expertise of teachers in diagnosing and addressing student needs, with
an aim to provide teachers the rights they expect as professionals.

quer should be seen as an investment, not as a means of controlling people.
Accordmgl roAMiller and Lieberman (1988), “If we look at power this way, reach-
ers and principals can hold leadership roles, and, working together, they can help
t!’lE schoo‘lg build a professional culture” (p. 653). This view emphasizes a reflec-
tive practitioner culture that empowers rather than underpowers teachers.

Deborah South was empowered, for example, to make changes to the study
skills program for unmotivated students based on what she learned from her ac-
tion research study. Jack Reston was empowered to change the absenteeism policy
for his school and to recommend changes to the district’s absenteeism policy based
on his new understandings of what worked and didn’t work for keeping children
in school. Viewed in this way, power was an investment in the quality of the edu-
cational experiences of many children.

Both Top-Down and Bottom-Up Strategies of
Change Can Work

In effecting educarional change, both top-down and bottom-up strategies of
change can work (Hord, Rutherford, Huling-Austin, & Hall, 1987). Top-down
strategies can be thought of as changes that are mandated by school/district/state
administrators without giving teachers an equal voice in the decision-making pro-
cess (bureaucratic model). Alternatively, bottom-up strategies can be thought of as
change that is driven by teachers when given the authority to make decisions (pro-
fessional model). The debate over whether top-down or bottom-up efforts at
change produce the greatest effects has flourished for many years. Fullan (1993)
concluded, “What is required is a different two-way relationship of pressure, sup-
port and continuous negotiation” (p. 38), such as a continuous discourse between
administrators and teachers involved in a collaborative action research project.
For example, the teachers at Highland Park High School worked collabora-
tively with the school’s assistant principal and involved him in the team’s action
research activities. In this respect, there was obvious support from the school’s
administration for the action research effort. Alternatively, the teachers at Billa-
bong Elementary School (Chapter 2) were quite resentful that the principal had
mandated a math text for the school without consulting teachers in the process.

Teachers Must Be Provided with Support

Additionally, teachers involved in change efforts brought about by action research
must be provided with support. Support for teachers in their endeavors ideally
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Every Person Is @ Change Agent

N collective efforts are critical to successful.change,‘and every person
E:;}:l:?i;;:ce{:lltal!l??: be a change agent. The act.ion_ r;search vignettes in this b.OOk illus-
trate the porential for change to happen at the m_dmduc.ll, team, and s;hoolwxdg levels,
But perhaps the key point of all these exqmples is that it took the desire of an individ-
ual teacher or principal to initiate the action research process and to effect positive ed-
ucational change based on the findings. As Fullan (1?93)_ reminds us, “l*?ach and every
teacher has the responsibility to help create an organization capable of individual and
collective inquiry and continuous renewal, or [change] will not happen” (p. 39).

Change Tends Not to Be Neat, Linear, or Rational

Equally important, those involved in action research must recognize that change
tends not to be neat, linear, or rational. Consider as an example the work of Cathy
Mitchell and the Duct Tape Theater (Chapter 3). Although Cathy was able to confirm

L ——

Voices from the Field
Every Person Is a Change Agent

In this vignette, the teacher researcher provides
a goodl example of how change in her classroom
is pOSslbIF (locus of control) in spite of not being
able to directly impact district-wide policy about

a basal reading textbook adopr; “
ption. Based

outcomes of her study focused on gcndzr l;}ir:llsd}e > o

basal reading texts, J; &

: canette clearly explains how ENHANCEDetext
:l:\:i Pls-:lr: ;0 mplement critcal thinking questions Y1960 example 8-5 researcher
plementary read; . 3 J e, the action
A Chang:rysta ading materials with her leannett

rts with indiv: in this video, studied the
and Jeanette’s work individual teachers,  reaers her district reauires-

o r:sea:chm?fy lead to future collabora. what ways can she be &n agent
perceived proble ¢HIOTtS targeting a common  of change? What constrai'®
£ and challenges might she 5"
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that her object; ,
sheralis fe v’.!Ogtri‘i’zeegf fhnakl}r,lg teen theater a more meaningful experience was sound,
s e T t ::]t the approach of interactive improvisation did not have the
expected, and .as s Ilence dld, not respond to the “Violence Improv™ scene as she
soluri()ns! she hO:e:jezu t,:fll;acnc})]n research project did not provide her with the tidy
A or. Although recommitted to her goal, Cathy is still faced with
figuring out new ways to goal, Cathy is still fac

A o make teen theater a more meaningful experience. For Cathy,
processes of action research and change will be recursive and cyclical.

Teacher Researchers Must Pay Attention to the
Culture of the School

A sixth condition is that teacher researchers must pay attention to the culture of the

school. Change efforts should always be viewed in the context of the culture of the

school and classroom in which the action research effort is being conducted. For ex-

ample, until Jack Reston investigated the effectiveness of his school’s absenteeism

policies, it was assumed that the current reward system of drawings and certificates
was effective. Instead, he found that the reward system made no difference for at-
risk students. As a result, he tried to isolate what intervention would make a
difference to these children. He used surveys and interviews to attempt to thoroughly
understand the culture, values, and belief systems of the families of children at risk
for absenteeism. Based on his findings, he was able to recommend meaningful
changes to the school’s policy on absenteeism that specifically responded to the
needs of this group, especially their need to feel connected to the school.

The Outcome of Any Change Effort
Must Benefit Students

A somewhat obvious condition for doing action research and effecting educartional
change is that the outcome of any change effort must benefit students if it is to be
continued. Action research can provide a method for recording, measuring, and
analyzing the results of an educational practice or intervention. For example, as
discussed in Chapter 5, the data collected by James Rockford in his study of the
effectiveness of keyboarding software on the class word processing rate provided
conclusive evidence that the keyboarding software being tested was very effective
and that time spent on computers at schools was criFical. These persuasive data
gave James confidence in the benefits of this educational intervention and sup-
ported his recommendation that teachers take students to the computer lab every

day, monitor keyboarding habits, and see that each student received a minimum of
I

10 minutes of practice per day.

Being Hopeful Is a Critical Resource

Finally, bein hopeful is a critical resource if teachers are to perform action re-
séZchand sfay the course of change. Recall the words of Cathy Mitchell, whose

teen theater action research project was described in Chapter 3:
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rt of this project is that I felt renewed energy for

at this time I was busily seeking a replagement for
my work. Last year 1o everyone that [ wasn’t going to direct teens
myself and a'ndn(zugf,l::.,gconsidef that there was a problem th:;?t could be
anymore. 1 dti n :-nedie 41t feels really good to expect something to hap-
addriis;?ya\r:mr[l:ing life as a result of the research and reflecrion that 1
pen i

myself have done.

AZ a result of her action research i{qui_st Cathy has created a powerful re-
source for herself—the hope that she will dlSCOVf.?F new ways to mal_<e her Wor.k
meaningful for teens. Even though she once felt like quitting, she writes that this
new hope is powerful enough to sustain her through future change efforts.

For educational change to be successful, all those involved must be optimistic
about the results of the transformation. (Of course, they also need to be realistic:
Being hopeful is not the same as being naive.) Reform efforts can sometimes gener-
ate negative emotions and a sense of hopelessness because the individuals involved

may be on the defensive from external attack or part of small groups of reformers
suffering burnout (Fullan, 1997). But if we are going to make progress with reform
efforts, we have to weather the negative emotions to succeed.

At the action planning stage of the action research process, you may again
hav? to confront negative emotions from other stakeholders in the process. This is
a.c.rmcal rum.ing point in the action research process: You can easily adopt the po-
sition that thisis a llos.[ cause, or you can rely on the most critical resource any 0
‘:izgj‘}'lz;hqp{"& I;?‘V(‘idually, we all must take a stand on whether our investigd-
we shouldyl]leav: colllilecltt;%is ;'hiit'warmm Rl patiog, I e Loges gOOd lol?e,
hope you felt when you firsltnb T L : musimodhyand EUS.IElCF tou
theaugh the setion Sanring iii: yolxlr3 project, then use thaF hope to spstalin fyace
of important lost causes maypbc 1c5555. cing hopeful and taking action i . :rma'

nent s}t{ate of despair” (Fullan, 1997 ;g]ezt;oln;l;yz;irammg han B REIRAE
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from each other’s experience by sharing our stories. Whenever possible, share your

action rt'aseard.l stories with others. In doing so, you will help revitalize the pr ofes-
sional disposition of teachers.

What Do Teachers Gain Through All of This Work?

If you are now living this process, perhaps in a quiet, unassuming way, what fol-
lows will validate your work as a professional—contribute to your sense of self-
efficacy—for it is within that we all find the rewards that teaching has to offer.
Returning to our earlier discussion about critical/postmodern perspectives of ac-
tion research, you will recall that what we believe as a professional community
and what we as individual teacher researchers have gained through all of this work
has systematically guided us to action.

Having invested a great deal of time and energy into investigating the taken-
for-granted relationships and practices in your professional life, you have now
arrived at the point where the “rubber meets the road.” Will you really initiate
action and continue the process? If you answer in the affirmative, you have gone a
long way toward embracing some of the tenets of a socially responsive approach
to research: You have engaged in a democratic process that has encouraged the
participation of your colleagues. The process has been equitable, with the partici-
pants all having one voice. The experience has been liberating and has freed you
from accepting with blind faith something that may have been forced on you.
Finally, the experience has been life enhancing for you as a professional and for
the students who will benefit from your teaching.

Voices from the Field
What Do Teachers Gain Through All of This Work?

As the teacher researcher in this vignette asserts,
no matter where she teaches, she will be better
prepared to tackle problems because of the skills
she has learned through the action research pro-
cess. This is an important takeaway for action
researchers: No matter what challenges they con-
front in their teaching careers, action research
provides a systematic, disciplined, step-by-step
process for moving forward and contributing to g i A

our collective understandings about what works  on what she gainede frs r;e:ects
in schools. research project. st
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i jon Plans
Developlpg AchOn'P s an effort to answer the question, “Based on what [ haye
ke dietiaplancitg - rch. what should I do now?” Without action, we have
learned g?:] rﬂ':g::;:n rc‘pliCﬂtE what we set out to avoid—doing research o
33;:;21?8 fi)rgour own benefit, whatever that may be. B_ut the rewz_lrd for all of
us in this process is taking action to iImprove the educational experiences of our
children—action is at the very heart of the action rcsmrc.h endeavor.

2. To facilitate the action planning process, consider using a Steps to Action
Chart that addresses issues related to what you as a teacher researcher have
learned (findings), what recommended action targets a given finding, who is
responsible for specific actions (responsibility), who needs to be consulted or
informed about the findings of the study and the concomitant actions, how
you will monitor the effect of your actions by collecting data, on what dates
the actions and monitoring will occur, and what resources will be needed to
carry out the action (see Tables 8-1 and 8-2).

Action planning can occur at a number of different levels within the school:
individual, team, and schoolwide.
4. Individual action planning is done by teacher researchers who have worked
through an action research cycle and can still work through a Steps to Action
Chart and, in so doing, remind themselves of the steps that need to be taken
_t](_nmplerr_nem actiqn and monitor the effects of the action. ]
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Some Challenges Facing Teacher Researchers

8. Some of the ch

ne allenges faced by action researchers who seck to implement
positive educational change include lack of resources, resistance to change,
rt.jluctancc to interfere with others’ professional practices, reluctance to admic
difficult truths, difficulty of finding a forum to share what you have learncd,
and lack of time for action research endeavors.

Facilitating Educational Change

9. Eight factors for facilitating educational change in a school environment are

that (1) teachers and administrators need to restructure power relationships;
{2) both top-down and bottom-up strategies for change can work; (3) teach-
ers involved in change efforts brought about by action research must be pro-
vided with support; (4) every person is a change agent; (5) those involved
must recognize that change tends not to be neat, linear, and rational; (6)
teacher researchers must pay attention to the culture of the school; (7) the
outcome of any change effort must benefit students to be continued; and (8)
being hopeful is a powerful resource.

What Do Teacher Researchers Gain Through All of This Work?

10.

The ultimate payoff for teacher researchers who have stuck with the action
rescarch process, have learned and internalized the action research skills, and
are now committed to action and self-renewal is the belicf and knowledge
that the real beneficiaries of your work are the students in your care. There
can be no argument against this powerful and altruistic goal.

Develop an action plan based on your action research findings and present it
using the Steps to Action Chart format,

How would you apply what you have learned about the challenges of imple-
menting educational change to overcome potential obstacles that you may
encounter in taking action?
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