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2

Six Strategies 
Moving From Adoption to Full 
Implementation

The superintendent informed Bob Yurself  that he would be responsible for 
the coaching of  campus staff  across the district in the implementation 

of  the three strategic change initiatives, in the elementary, middle, and high 
schools, to improve mathematics in each of  the buildings across EveryWhere. 
Bob would be provided an assistant administrator for his school, so that half  of  
his time could be devoted to his district-level coaching position for the change 
effort.

EVERYWHERE BEGINS THE 
IMPLEMENTATION JOURNEY

First, the elementary schools would adopt a new math textbook that would bet-
ter prepare students for integrated math learning in the middle grades. The 
current elementary math text was not sufficiently comprehensive to prepare 
students, for they were now expected to do more than basic computation; they 
would learn to reason and communicate proficiently in mathematics.

Second, math teachers in Grades 6–9 did not understand the best way to 
facilitate instruction where students work together to solve problems, reason 
about possibilities, justify their ideas and solutions, and look for connections. 
The Connected Math Project (CMP) was quickly adopted to address state 
math scores, but without the appropriate professional development for teachers. 
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HANDOUT 2.1

Assessing the Degree of Implementation of the Six Strategies

Name of  the Change Effort:

Strategy High Degree
Some 
Implementation

Poor 
Implementation

None, No 
Implementation

Articulates a 
shared vision 
of  the change

Creates a plan 
and identifies 
resources to 
achieve the 
vision

Invests in 
professional 
learning about 
what the 
change is and 
how to use it

Assesses the 
degree to which 
the vision of  
the change is 
implemented

Provides one-
to-one or small-
group 
assistance to 
support 
implementation

Creates a 
context that 
supports and 
encourages the 
change

Access this reproducible resource at go.hbe.com.au
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(respect, positive regard, trust) for achieving productive work and 
learning.

 Encourages staff  to share their practices and to give feedback to each 
other.

They should write these component statements on their map at the 
appropriate place. Celebrate with another short break when the 
identification and articulation of  components are accomplished!

 5. Now comes the development of  the variations for each component. 
Refer back to the New Math IC map (Handout 3.2), and remind partici-
pants that the left cell under each component is Variation 1 and is a 
description of  the ideal manner in which the component is being imple-
mented, with the succeeding variations across the continuum being 
descriptions of  decreasing quality.

 6. For Component 1, “Supports, develops, and shares leadership with oth-
ers,” Variation 1 might look like this (remember that each phrase should 
begin with a verb):

Demonstrates responsibility for leading the work and development 
of  the PLC; promotes the identification and assignment of  leader-
ship roles for others; develops suggestions for creating leadership in 
others; shares authority, power, and decision making with others.

Variation 2, then, might eliminate the least important factor from the 
list above and would look like this:

Demonstrates responsibility for leading the work and development of  
the PLC; promotes the identification and assignment of  leadership roles 
for others; shares authority, power, and decision making with others.

Variations 3 and 4 might further eliminate additional factors or 
modify the factors so that the factor loses quality and power.

Variation 5 might indicate doing none of  these factors and might be 
stated like this:

Fails to support, develop, or share leadership with others.

The variation statements are judgment calls and depend on the IC map 
creator’s intentions about what is included in the #1 description, what 
might be expected to be seen in schools where PLCs are being created in 
their ideal form, with the succeeding variations on the continuum expressing 
lesser value. Both the components and the variations (which expand on the 
component and give more description) are the product of  the map writers 
and how they decide to define the new practice, program, or process.

There is no magic number of  variations, and the same number of  
variations is not required for all the components on the map. The 
number of  variations used depends simply on the number of  descriptors 
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LEARNING MAP 3.5

Reviewing and Revising the Map

Outcome

Learners will produce a reviewed and revised edition of  their developing IC 
map.

Assumption

A considerable amount of  time, effort, thoughtfulness, trial, and error are 
required for constructing a useful IC map. This task is typically not done well by 
a single individual; a small group that includes at least one person with clear 
knowledge about the innovation is necessary. Further, careful reviewing and 
revising during map creation will increase the accuracy of  the map.

Suggested Time

60 minutes

Materials

1 copy of  each small group’s IC map for all of  the groups

1 copy for each participant of
Handout 3.5, Critique of  an IC Map

Engaging in Learning

 1. Organize so that two groups (of  map makers) meet together. Each group 
will independently review the other’s map and mark items that are not 
clear, are questionable, or need clarification. Distribute Handout 3.5, 
Critique of  an IC Map.

The reviewers should look for active voice, marking passive voice 
phrases; they should also check to ascertain that the person (identified 
in the upper left corner of  the handout) is understood to be the subject 
of  the component and of  the variation phrases that begin with a verb 
(thus providing a complete thought and sentence).

 2. After the critiquing and marking are completed, each of  the paired 
groups should plan for how they will share their feedback with the other 
group (note hints about feedback, provided on Handout 3.5). Then the 
two groups share with each other.

 3. Solicit questions and/or concerns across the large group. Ask for volun-
teers to share their maps and the feedback they received.

 4. Request that the groups give further critical attention to their maps, 
revise their maps, and produce clean copies of  their maps to bring to the 
next session.
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LEARNING MAP 4.2

Generating Responses to Concerns

Outcome

Learners will suggest assistance and support appropriate to each  individual’s 
Stage of  Concern.

Assumption

One size does not fit all, and the assistance provided to implementers should 
be differentiated according to the individual’s needs and concerns. In this way, 
implementers receive appropriate support so that they become more knowl-
edgeable and effective with use of  the innovation.

Suggested Time

60 minutes

Materials

1 copy for each participant of
Handout 4.1.b, Typical Expressions of  Concerns
Handout 4.1.c, Practice Scoring Stages of  Concern

Engaging in Learning

 1. Request that participants access Handout 4.1.c, Practice Scoring Stages 
of  Concern, and Handout 4.1.b, Typical Expressions of  Concerns, that 
we used last session. The chart in Handout 4.1.b will help to remind you 
about the concerns definitions. Statements about concerns (such as 
these) provide the basis for understanding individuals’ needs for assis-
tance with an innovation in order to use it more productively.

 2. We scored Statement 1 on Handout 4.1.c as which concern? Yes, 3: 
Management. Reflect a moment and imagine this person thinking 
about how to find time, and so on. If  you are the change leader/
facilitator or a collegial facilitator (colleague of  the person) of  imple-
mentation, what might you consider doing to support this person in 
planning and getting these management issues under control? 
Solicit responses from the group. Yes, sitting with this individual and 
generating a list of  materials needed is a good start. Yes, encouraging 
the individual to invite teammates to a meeting where they can pool 
resources so that each one is not burdened is another good idea. Or 
suggest that this individual visit a colleague and ask for help in 
accessing and organizing materials.

One of  the most significant support actions we have ever seen was a 
principal who had shelves built into each teacher’s classroom on which 
to organize and store materials.
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Another significant shift across the district relates to communication and 
reflection. How staff  members talk to one another and engage each other is a lot 
different from the past. In each of  the buildings there is much more listening and 
asking questions to support a reflective culture. There is also a lot less telling and 
being directive. It is now understood that learning occurs through the social inter-
actions that staff  have with each other. The more respectful and honoring these 
interactions are, the more potential exists for increasing learning and exploring 
new behaviors. The carefully guided implementation of  the mathematics changes, 
grounded in the use of  the Concerns-Based Adoption Model (CBAM) concepts and 
approaches, created a culture of  inquiry and improvement that incorporated the 
skills one might see in good coaching. Communication in EveryWhere is viewed as 
the social lubricant that makes learning and change sustainable and successful.

Bob Yurself  came away from this experience with very important under-
standings about guiding change. He made a note to himself: “The knowledge base 
that has resulted from rigorous research on change and on change leadership has 
given school and district educators the concepts, tools, techniques, and approaches 
that can increase the probability of  success in change projects—the research-based 
constructs in CBAM are key elements to be employed for that success.” Bob realized 
that the learning and application of  the CBAM tools have a flow to them that made 
implementation of  a change highly successful. He wanted to remember that flow 
so he could replicate his change success in the future. As Bob reflected, he could see 
a guiding change series of  spiraling steps appear.

IMPLEMENTING CHANGE 
THROUGH LEARNING

The following is Bob’s set of  ideas and activities. You can take it as your own or 
add to it in order to guide future planning of  changes that will make a differ-
ence with staff  and students in your school or district.

 Identify and communicate appropriate data to validate this change—It is 
important to remember that one source of  data indicating a problem doesn’t 
mean staff  will quickly run off  and change what they were currently doing in 
order to shift to something different. Staff  members need to see multiple sources 
of  data and especially the kinds of  data that are valid from their point of  view.

 Create a sense of  honest urgency for change—There are two ways you can 
create urgency in change. You can do it through fear or you can do it through 
hope. Our experience has shown us that when you align a change initiative 
with people’s values and their hope for a more positive and engaging future, the 
urgency that is evoked taps into the positive side of  the human spirit.

 Explore the why of  the change through dialogue before getting to the 
what or how—It is important to build a common understanding for the need 
to change. This can happen best not only through the examination of  data, 
but also with open dialogue about the data. Invite collaboration by 
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