Implementation in Schools: Uncommon Common Sense

Prof. Jonathan Sharples, Education Endowment Foundation




Culture change in
terms of evidence
engagement

Figure 18. External evidence sources used by schools in the current academic
year to support decision making and delivery (Prompted)
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“Our leaders are more evidence-rich than a
decade ago. But leaders face a clear choice
about the ways in which they use it.

Ironically, as the language of evidence
proliferates, there is a risk that it loses its
Impact. Surface-level compliance is the biggest
threat to any change in education.”

Prof. Becky Francis
Chief Executive

Education Endowment Foundation




Making, and acting on,
evidence-informed decisions
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I PUTTING

« ldentifying priorities;

» Selecting the right approaches to implement;
» Judging fit and feasibility;

«  Writing implementation plans;

» Designing professional development;

* Monitoring implementation;

* Developing an improvement culture etc.

o)

SUSTAIN EXPLORE

https://educationendowmentfoundation.org.uk/tools/guidance-reports/a-schools-guide-to-



What have | learnt?

Implementation...

* ....Is lots of small things done well — ‘uncommon common sense’
 ....Is rare — vision> shared vision> shared practice

« ....Is often about making implicit actions and processes explicit

« ...."isn't sexy!” (Sir Kevan Collins)

“It doesn’t matter how great an educational idea or intervention is in principle;
what really matters is how it manifests itself in the day-to-day work of people
in schools — the practitioner IS the intervention!”
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FOUNDATIONS FOR GOOD IMPLEMENTATION

1 Treat implementat
plan anc

Specify a tight area of focus for improvernent
that is amenable to change

Determine a programme of activity based on
existing evidence of what has — and hasn't -

wiorked bpefore.

Examine the fit ard feasioiity of possible
imerventions 0 the school context.

Make an adoption decision.

PREPARE

Create a clear implementation plan,
judge the readiness of the school to
deliver that plan, then prepare staff

and resources.

Develop a clear, kegical, and well-specified
rmplementation plan:

a Spacify the active ingrediantz of the
ntervention clearty: know wheara to be tight' and
where to be 'loose’.

o Dewvelop atargeted, yat multi-stranded,
package of implementation strategas.

< Define clear implementation cutcomes

and rronitar them using reioust and

pragmatic measUres,

Thorowshly assess the degree to which the
school is ready to implemeant the innovation.

Once ready to imgplement an intersention,
cracticaly prepare for its use:

a Create a shared understanding of

the implermantation process and provide
appropriate support and incentives.

o Introduce new skills, knowdadge, and
strategies with explicit up-front training.

< Prepare the implernentation infrastructura.

DELIVER

Suppeort staff, monitor progress,
solve problems, and adapt strategies
as the approach is used for the

first time.

Adopt a flexible and motivating
leadership gpproach duing the initial attempts
at implementation.

Renforce initial training with follow-on coaching
within the school,

Lize highly skiled coaches.

Complement expert coaching and mentonng
with structurad peer-to-peer collaboration.

Ui=e implemeantation data to actvely tailor and
improve the approach.

2 thoughtful adaptations onby when the
active ngredients are securely understood
and implemeanted,

Putting Evidence to Work: A School’s Guide to Implementation — Recommendations Summary

A SUSTAIN

Plan for sustaining and scali
imtervention from the outset and
cantinuou

Flan for sustaining and scalng an innovation
from the cutset

Treat scale-up as a new implementation
process

Ensure the imglementaticn data remains fit for
pUrpose.

Continuousty acknowledge, suppart, and
rewward good implementation practices




IMPLEMENTATION PROCESS BEGINS

l Identify a key priority that is

Treat scale-up as a new
amenable to change

implementation process

Systematically explore
programmes or practices
to implement

Continuously acknowledge
support and reward good
implementation practices

Examine the fit and
feasibility with the
school context

Plan for sustaining and
scaling the intervention

from the outset
SUSTAIN EXPLORE
STABLE USE ADOPTION
OF APPROACH DECISION
.
Use implementation data Develop a clear, logical
to drive faithful adoption and well specified plan
and intelligent adaption
NOT READY
/ - ADAPT PLAN

Reinforce initial training Assess the readiness of

with follow-on support the school to deliver the

within the school implementation plan

READY

Prepare pratically e.g.
train staff, develop
infrastructure

Support staff and solve
problems using a flexible
leadership approach I

DELIVERY BEGINS
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Foundations for good implementation

Treat implementation as a process, not an event;
plan and execute it in stages.

* Treatimplementation asa process not an event.

* Allow enough time, particularly to Explore and
Prepare; prioritise appropriately

* Do fewer things better — we tend to take on too

many projects (and underestimate requirements of
implementation)

* Decide what you can stop doing to make room —
de-implementation



Foundations for good implementation

Create a leadership environment and school climate
that is conducive to good implementation.

a) Dedicated leadership

“If not p’resent e Establish a clear vision for implementationand

al’ready an ” standards of excellence
?

‘implementation * Model best practice — ‘walk the walk

- ' endlv’ cli t * Create an environment of openness, trust, safe
- f rienaty climate experimentation, collective efficacy

-

b) Distributed leadership

e |dentify and cultivate leaders of
implementation across the school

* Build capacity through implementation
teams

“Culture eats strategy for breakfast”



trust

“Developing positive school culture is a
practical endeavour. Trust isn’t magically
created in a vacuum then applied —
trusted relationships are developed as a
result of quality daily interactions
(communicating clearly, delivering on
plans, making good decisions that staff
can see, and so on). It is about “walking
the walk not just talking the talk”.

Prof. Viviane Robinson

Foundation




Treat scale-up as a new
implementation process

Continuously acknowledge
support and reward good
implementation practices

Plan for sustaining and
scaling the intervention
from the outset

STABLE USE
OF APPROACH

Use implementation data
to drive faithful adoption
and intelligent adaption

Reinforce initial training
with follow-on support
within the school

Support staff and solve

leadership approach

IMPLEMENTATION PROCESS BEGINS

l Identify a key priority that is
amenable to change

hsmhubedindalad

SUSTAIN EXPLORE

* e

infrastructure

Systematically explore
programmes or practices
to implement

Examine the fit and
feasibility with the
school context

ADOPTION
DECISION

Develop a clear, logical
and well specified plan

HOT READY
- ADAPT PLAN

Assess the readiness of
the school to deliver the
implementation plan

READY

Prepare pratically e.g.

problems using a flexible I train staff, develop

DELIVERY BEGINS



Implementation / Explore

EXPLORE }

T

Define the problem you want to solve and identify appropriate
programmes or practices to implement

e ‘Devilisin the detail’— consider the variation in effects and what drives that variation
* ldentify the active ingredients for successful implementation

Focus on the
‘how’ as well as
the ‘what’

Be an
intelligent
consumer

Get beyond
the surface

Integrate

research evidence
with professional
judgement

Build a rich
evidence picture




Metacognition and Self-regulated Learning

Seven recommendations for teaching self-regulated learning & metacognition

What is metacognition?

e ‘Learning to learn’?

‘Thinking about thinking’?
‘Knowing about knowing’?

* 'Being aware of one’s awareness’?



IMPLEMENTATION PROCESS BEGINS

Treat scale-up as a new l Identify a key priority that is
implementation process amenable to change

Systematically explore
programmes or practices
to implement

Continuously acknowledge
support and reward good
implementation practices

Examine the fit and
feasibility with the
school context

Plan for sustaining and
scaling the intervention

from the outset
SUSTAIN EXPLORE
STABLE USE ADOPTION
OF APPROACH DECISION

within the school implementation plan

LN
Use implementation data Develop a clear, logical
to drive faithful adoption and well specified plan
and intelligent adaption
NOT READY
- ADAPT PLAN
Reinforce initial training Assess the readiness of
with follow-on support the school to deliver the

READY
Support staff and solve Prepare pratically e.g.
problems using a flexible train staff, develop
leadership approach I infrastructure

DELIVERY BEGINS



Preparation, preparation, preparation...

“The amount of preparation required for
introducing the interventions is a common
Issue that occurs across all programmes.

Where there are problems of implementation €
these often appear to be linked to a lack of shared N
understanding among senior leaders and ;
teachers of what is involved.”

Dr Jake Anders, EEF Projects Review



-‘ :
-

Develop a clear, logical and well-specified implementation plan

‘An important first step when preparing for implementation is ensuring there is a detailed
and shared understanding of the programme or practice that is being implemented. This
can be aided by creating a well-specified plan, which, in turn, can act as a basis for

practically preparing for implementation.

2 REDUCE VULNERABLE STUDENTS' PERSISTENT ABSENTEEISM A oo 3 IMPROVING BEHAVIOUR
Huntington Schoal - York AVA Frmn Implementation Plan Example




PREPARE

Create a clear implementation plan, judge the readiness of the school to
deliver that plan, then prepare staff and resources

Describe;

why we are doing this — a definition of the problem
what the intervention entails — the active ingredients/core components
how it will be implemented — the implementation activities

a means of knowing how well implementation is going — the implementation
outcomes

and the final intended outcomes (and so?) — the overall objectives

The process is more important than the output



Problem (why?) Intervention Description (what?) Implementation Activities (how?) Implementation Outcomes (how well?) Final Outcomes (and so?)

What needs to change e.g. teacher What are the essential ‘active ingredients’ of How will it be done? How will you know that it is working? How will pupils, teachers and the school

behaviour, student behaviour, attainment? the intervention? benefit?
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INTRODUCING KNOWLEDGE ORGANISERS

Durrington High School - Worthing

Problem (why?) Intervention Description (what?)
Teachers Active Ingrediant 1
= Maw specificationa require decisions Curmicuim Flanning:

soout what knowledge to teech in
reatricted esson tme.

There is & lack of cohesion and
Bocumulation betwesn knowledge
taught at K53 and K54

* Thera can be a lack of conaiatency

= A knowbsdge organisern, besad on
knowiedge thet will bulkd cuftural capitsl as
wial 23 mest apecificetion demands, to be
in place for every urit of work in ear 9 and
“faar 10 for al subjects by September 2018,

-

betwaen lessons in the sama Active Ingrediant 2
subjects regarding wihat knowladge i .
i3 being taught. Explicit Yocabulsny instruchion:

* Thera can be a lack of challenge in
le=aons for all or same students.
Cumiculum Teaching Assessmant
policy has an expectation of explicit
vocebuary instruction (of tier 2 and
tier 3 vocebulary] in &l subpecta.

= All kmowdedige onrgenissre to include tier 2
and tier 3 vocebulerny. This wocabulary i
taught explicity using stretegies such a3
‘BT,

Active Ingredient 3

Leszon Flannmg:

= Al teachers of the same subject explicity
taach the knowledge on the knowkedge
organiaer and go beyond this a3
approprieta.

Active Ingredient 4

Aszezament & Metscogniion:

= Teachers to uea knowledge organisers for
formative sssessment strategies such as
quizzing. and students to use knowledge
organiaers for manitorng of kkarning, for
axample through eetf-guizzing and ssif-
checking of work.

Students

* Studants experience difierant leeson
contant depandent on teacher
Marry studente are using naffective
reision atrategies.

Studants do not have a fremework
or schema for anganiaing new
informaticn.

There ig & leck of automaticity of
knowiedge making highar-onder
lzaming kess likehy.

Thera & & gap in tier 2 end tier 3
vocsbuary knowiedge betwesn
different groups of tudents
(disadwantaged &nd non-
disadvantaged).

Attainment

& Aftenment gap evident for
disadvantaged students whan
compared to national and non-
disadvantaged students st DHS

+ Crwerall ettanment for all students

2708

+3. 3 PE,

00K AR
X K% basics 5+

Attainment for PP students

amTema

- P8

LN AR
X% basics

-

-

-

-

-

Implemantation Activities (how?)

Mandate change

= |e= of CTA polcy to dedars & nowledge-besed
curmicuum to staff end students.

= Declar knowledgs organisars for Year 9 and Year 8
g3 a whole-school prionty from September 2018,

Conduct ongoing training

= |mtroduction of knowledige organisers at Movember
INSET.

= Share examples from different teechers in Januany
end March INSET.

» Refreaher for new members of staff in Septembear
2018 MSET.

Coaching/tailor strategies
= TA&L sanior leadars offer in-echool support with

production and use of knowledge organissre for
indiicual teams.

ldentify and prepare champions

= |dertify an individual per cumiculum aras who
mativetes coleaguas and modeks affective
implemantation. Thess teachers to present &t
INSETa In 20182019 and lead cne SPDe per term
on the knowdedge organisar in use for Year 9 end
“zar 10,

Develop academic partners

& Partner curmiculum keaders and other taechars
responaible for cresting knowledge crganisers
with externsl aubject specisliets, for exampla

departments in other achools, exam boards or
urivereihy pertners, to help create and moderate
K.

Model change
= EShare models of KOs via achool VLE

Monitoring

= Review of KOe & etending egenda item for TAL line
rranegement meetings {lest fortnight of evary tarmj.

= Line managers to review deparmental use of
knowledge organissrs &t termiy TEL reviews.

= DOngoing discussion and review of Kids &t TEL
brisfings with curmiculum leeders.

= Periodic moderation of knowledge onganisars by
ST vie VLE to ensure fidelity. Actions fad back 1o
ne menagers.

Implementation Outcomes (how wall?)

Short term

Figlity:

* Production of knowledge organissrs for all units in Year
8 and “ear 10 from September 2018,

* Hnowledge organizers to incorporete knowledge that
builds shudent cutturel cepital

* Agsesaments, including vocabulary sssessment, match
knowledge on knowledge organizers.

= Curriculum leaders to be accountsbke for ensuring
hmiowiledge organisere are wsed in their aress.

Reach:

= Al teachers using knowledge orgenissre for Year 9 and
‘ear 10 lesscns by Septermioer 2018,

Accaptabiity:

& Gtaff axperence a reduction in time apent on medium-
tern and lesson planning for Yesr 10 and Year 8.

& Clarity sbout knowledge to be taught in speciic unita.

Medium term

Fiasity:

= Knowledge organiers used to plan and review
curricuum for Year 9 and Yesr 10 on &anongoing basis.

* Production of knowledge arganissrs for all units in Year
11 from December 2018,

FReach:

+ Al teachers using knowledge orgenissre for Year 11
teaching and resvision materials by Januany 2019,

Accaptabiite:

= Sitaff experience a reduction in time apent on medum-
term and lesson planning for Year 11.

* Revislon s2sslons and rescurces ane cantralised.

Long term
Figlity:
& KOs in place for sl year groupe by Septamber 2018,

= Knowledge organisers are updated &s part of cumicukm
TENIEWS.

Reach:

= Al tepchears uaing knowledge orgenisare for sl year
QroupE.

Final Outcemeas (and so?)

Short term = Year 9 and 10

* |ncressed underatanding of the ams
of a knowledge arganisar, including an
understanding of what is & krowledge-
besed curmiculm.

From September 207T8:

* |ncressed engagement with know edge
anganisers as part of lessons end
homewwork.

Students experience clarity about
knowiedges they nead to know by the
end of each unit.

Medium term - Year 11
(plus Year 9 and 10)

Az shova plus:

= Al shudents using knowledge orgaiisers
as pert of keesons end homework’
FEREICN.

= All shudents using knowledge orgatisers
1o gelf-check ther leaming, including
inciusion of tier 2 and tier 3 vocsbuleny.
= All shudents engaging with knowledge
orgarissars a8 & metacognitive todl
to plan, moritor and evaksate their
leaming.

Long term = All year groups

As shova plus:

= Al etudernts able to Indepandenthy

plan effective revision sessione usng

knowiedge organisers as 8 central

FRECUITE.

All etudents exparience maore sccureta

gelf-monitoring of ther lzarming.

& Increased level of progress for
dissdventaged students (and other
Identiied in September anatysia).



Active Ingredients — defining the ‘what’

(0 woct Camarca
& 5.‘

Intervention Description (what?)

What are the essential 'active ingredients’ of
the intervention®?

b ‘ACTIVE INGREDIENTS’ -
the essential principles and practices for an
approach, which need to be adopted closely
to get the intended outcomes

i.e. What activities & behaviours will you see
when it is working?



PUTT‘NG EVI DENCE TO WORK: A Education
A SCHOOL'S GUIDETO IMPLEMENTATION Erdonel!

lmplementation theme - Active ingredients

In 2018, the EEF published Putting Evidence to Work: A School's Guide to Implementation—2 quide for gehoals on how to
implemant their plans and imerventions with the best chance of success. The quide is designed around a stage-by-stage
approach 10 implementation.

This supplementary st of sumimaries draws together mommendmlnna relating to specific themes acruss those slages-lhis
one focuses on active ingredients and fidelity. It provides further informatian on what we mean by ‘active 'mgredients‘r how to
defing therr, and ways in \which they can be used to suppoart implementation. We discuss the impartance of fidelity and how &
palance fidelity with thoughtful adaptation.

a. What do we mean by ‘active ingredients'?

1, Real-world examples of active iﬂgradienls—oulside education

. Real-world examples of active ingrectiems——in erucation

d. How do we define the active ingredients for our approach?

. Use your active ingredients 10 anchar the implementation process

{. Ensure programmes: and practices are delivered as intended, Le. with fickelity

g. Make thoughthul adaptations only when the active ingredients are gecurely understood and irnplemented.

Without these,

Education
Endowment
Foundation

how can
W .
e communicate or monitor the changes?



INTRODUCING KNOWLEDGE ORGA|

Durrington High School - Worthing

Problem (why?)

Teachers

.

New specifications require decisions
about what knowledge to teach in
restricted lesson time.

There is a lack of cohesion and
accumulation between knowledge
taught at KS3 and KS4.

There can be a lack of consistency
between lessons in the same
subjects regarding what knowledge
is being taught.

There can be a lack of challenge in
lessons for all or some students.
Curriculum Teaching Assessment
policy has an expectation of explicit
vocabulary instruction (of tier 2 and
tier 3 vocabulary) in all subjects.

Students

.

Students experience different lesson
content dependent on teacher.
Many students are using ineffective
revision strategies.

Students do not have a framework
or schema for organising new
information.

There is a lack of autormaticity of
knowledge making higher-order
learning less likely.

There is a gap in tier 2 and tier 3
vocabulary knowledge between
different groups of students
(disadvantaged and non-
disadvantaged).

Attainmeant

Intervention Description (what?)

Active Ingredient 1

Curriculum Planning:

* A knowledge organiser, based on
knowledge that will build cultural capital as
well as meet specification demands, to be
in place for every unit of work in Year 9 and

Year 10 for all subjects by Septermnber 2018.

Active Ingredient 2

Explicit Vocabulary Instruction:

* Al knowledge organisers to include tier 2
and tier 3 vocabulary. This vocabulary is
taught explicitly using strategies such as
‘BT

Active Ingredient 3

Lesson Planning:

* All teachers of the same subject explicitly
teach the knowledge on the knowledge
organiser and go beyond this as

appropriate.
Active Ingredient 4

Assessment & Metacognition:

* Teachers to use knowledge organisers for
formative assessment strategies such as
quizzing, and students to use knowledge
organisers for monitoring of learning, for
example through self-quizzing and self-
checking of work.

y s

D wact Cmrmaresa
v, WSt Somenset |

Active ingredients are....

* Asummary of ONLY the essential principles,
practices and behaviours

* The key defining features of the approach
(the ‘what’)

* Where we want consistency (adoptionvs
adaptation)

 Focused and actionable



Active Ingredients -
metacognition

ACTIVE INGREDIENT 1 " "
— Shared mental model Krowledge

- Staff have a shared understanding

of metacognition

« Staff are able to apply that model
dynamically in the classroom




When is a bike not a bike?!

DISCUSSION:
What are the active ingredients of a bicycle?

“The observable, replicable and irreducible
components of an intervention (Michie et al., 2013).”



Faithful adoption vs intelligent adaptation

M .
3

R &
)L

Is it a bicycle?! Critical adaptation?




Active Ingredients Implementation Activities

The actions, strategies and resources
you will use to introduce the approach,
as defined by the Active Ingredients

The essential principlesand
practices for an approach, which
need to be adopted closely to get

the intended outcomes

_BE
T

What activities & behaviours will What blend of activities are
you see when it is working? required?
‘TAs supplement not replace ‘Teachers receive training and coaching

teaching in the classroom’ on how to deploy TAs’



Implementation activities - The ‘How'?

“Typically, the application of a single strateqgy alone will
be insufficient to successfully support the
implementation of a new approach.”

~w : »
e L SRR A A -'. . y >
ER s By, 3
i R AT
N <« N N :
LRy e

%
\

Don’t just train and pray!



INTRODUCING KNOWLEDGE ORGANISERS

Durrington High School - Worthing

Problem (why?) Intervention Description (what?)
Teachers Active Ingrediant 1
= Maw specificationa require decisions Curmicuim Flanning:

soout what knowledge to teech in
reatricted esson tme.

There is & lack of cohesion and
Bocumulation betwesn knowledge
taught at K53 and K54

* Thera can be a lack of conaiatency

= A knowbsdge organisern, besad on
knowiedge thet will bulkd cuftural capitsl as
wial 23 mest apecificetion demands, to be
in place for every urit of work in ear 9 and
“faer 10 for al subjects by September 2018,

-

betwaen lessons in the sama Active Ingrediant 2
subjects regarding wihat knowladge i .
i3 being taught. Explicit Yocabulsny instruchion:

* Thera can be a lack of challenge in
le=aons for all or same students.
Cumiculum Teaching Assessmant
policy has an expectation of explicit
vocebuary instruction (of tier 2 and
tier 3 vocebulary] in &l subpecta.

= All kmowdedige onrgenissre to include tier 2
and tier 3 vocebulerny. This wocabulary i
taught explicity using stretegies such a3
‘BT,

Active Ingredient 3

Leszon Flannmg:

= Al teachers of the same subject explicity
taach the knowledge on the knowkedge
organiaer and go beyond this a3
approprieta.

Active Ingredient 4

Aszezament & Metscogniion:

= Teachers to uea knowledge organisers for
formative sssessment strategies such as
quizzing. and students to use knowledge
organiaers for manitorng of kkarning, for
axample through eetf-guizzing and ssif-
checking of work.

Students

* Studants experience difierant leeson
contant depandent on teacher
Marry studente are using naffective
reision atrategies.

Studants do not have a fremework
or schema for anganiaing new
informaticn.

There ig & leck of automaticity of
knowiedge making highar-onder
lzaming kess likehy.

Thera & & gap in tier 2 end tier 3
vocsbuary knowiedge betwesn
different groups of tudents
(disadwantaged &nd non-
disadvantaged).

Attainment

& Aftenment gap evident for
disadvantaged students whan
compared to national and non-
disadvantaged students st DHS

+ Crwerall ettanment for all students

2708

+3. 3 PE,

00K AR
X K% basics 5+

Attainment for PP students

amTema

- P8

LN AR
X% basics

-

-

-

-

-

Implemantation Activities (how?)

Mandate change

= |e= of CTA polcy to dedars & nowledge-besed
curmicuum to staff end students.

= Declar knowledgs organisars for Year 9 and Year 8
g3 a whole-school prionty from September 2018,

Conduct ongoing training

= |mtroduction of knowledige organisers at Movember
INSET.

= Share examples from different teechers in Januany
end March INSET.

» Refreaher for new members of staff in Septembear
2018 MSET.

Coaching/tailor strategies
= TA&L sanior leadars offer in-echool support with

production and use of knowledge organissre for
indiicual teams.

ldentify and prepare champions

= |dertify an individual per cumiculum aras who
mativetes coleaguas and modeks affective
implemantation. Thess teachers to present &t
INSETa In 20182019 and lead cne SPDe per term
on the knowdedge organisar in use for Year 9 end
“zar 10,

Develop academic partners

& Partner curmiculum keaders and other taechars
responaible for cresting knowledge crganisers
with externsl aubject specisliets, for exampla

departments in other achools, exam boards or
urivereihy pertners, to help create and moderate
K.

Model change
= EShare models of KOs via achool VLE

Monitoring

= Review of KOe & etending egenda item for TAL line
rranegement meetings {lest fortnight of evary tarmj.

= Line managers to review deparmental use of
knowledge organissrs &t termiy TEL reviews.

= DOngoing discussion and review of Kids &t TEL
brisfings with curmiculum leeders.

= Periodic moderation of knowledge onganisars by
ST vie VLE to ensure fidelity. Actions fad back 1o
ne menagers.

Implementation Outcomes (how wall?)

Short term

Figlity:

* Production of knowledge organissrs for all units in Year
8 and “ear 10 from September 2018,

* Hnowledge organizers to incorporete knowledge that
builds shudent cutturel cepital

* Agsesaments, including vocabulary sssessment, match
knowledge on knowledge organizers.

= Curriculum leaders to be accountsbke for ensuring
hmiowiledge organisere are wsed in their aress.

Reach:

= Al teachers using knowledge orgenissre for Year 9 and
‘ear 10 lesscns by Septermioer 2018,

Accaptabiity:

& Gtaff axperence a reduction in time apent on medium-
tern and lesson planning for Yesr 10 and Year 8.

& Clarity sbout knowledge to be taught in speciic unita.

Medium term

Fiasity:

= Knowledge organiers used to plan and review
curricuum for Year 9 and Yesr 10 on &anongoing basis.

* Production of knowledge arganissrs for all units in Year
11 from December 2018,

FReach:

+ Al teachers using knowledge orgenissre for Year 11
teaching and resvision materials by Januany 2019,

Accaptabiite:

= Sitaff experience a reduction in time apent on medum-
term and lesson planning for Year 11.

* Revislon s2sslons and rescurces ane cantralised.

Long term
Figlity:
& KOs in place for sl year groupe by Septamber 2018,

= Knowledge organisers are updated &s part of cumicukm
TENIEWS.

Reach:

= Al tepchears uaing knowledge orgenisare for sl year
QroupE.

Final Outcemeas (and so?)

Short term = Year 9 and 10

* |ncressed underatanding of the ams
of a knowledge arganisar, including an
understanding of what is & krowledge-
besed curmiculm.

From September 207T8:

* |ncressed engagement with know edge
anganisers as part of lessons end
homewwork.

Students experience clarity about
knowiedges they nead to know by the
end of each unit.

Medium term - Year 11
(plus Year 9 and 10)

Az shova plus:

= Al shudents using knowledge orgaiisers
as pert of keesons end homework’
FEREICN.

= All shudents using knowledge orgatisers
1o gelf-check ther leaming, including
inciusion of tier 2 and tier 3 vocsbuleny.
= All shudents engaging with knowledge
orgarissars a8 & metacognitive todl
to plan, moritor and evaksate their
leaming.

Long term = All year groups

As shova plus:

= Al etudernts able to Indepandenthy

plan effective revision sessione usng

knowiedge organisers as 8 central

FRECUITE.

All etudents exparience maore sccureta

gelf-monitoring of ther lzarming.

& Increased level of progress for
dissdventaged students (and other
Identiied in September anatysia).



IMPLEMENTATION PROCESS BEGINS

Treat scale-up as a new l Identify a key priority that is
implementation process amenable to change

Systematically explore
programmes or practices
to implement

Continuously acknowledge
support and reward good
implementation practices

Examine the fit and
feasibility with the
school context

Plan for sustaining and
scaling the intervention

from the outset
TAIN EXPLORE
STABLE USE ADOPTION
OF APPROACH DECISION

Develop a clear, logical

Use implementation data
and well specified plan

to drive faithful adoption

and intelligent adaption
MOT READY

- ADAPT PLAN

Assess the readiness of

the school to deliver the

implementation plan

Reinforce initial training
with follow-on support
within the school

READY
Support staff and solve Prepare pratically e.g.
problems using a flexible train staff, develop
leadership approach I infrastructure

DELIVERY BEGINS



DRIVING
| SCHOOL

You don’t expect perfection on the first attempt

You know you’re going to get better over time

You adapt and learn as you go, and as situations arise
You value inputs from skilled instructors during

deliberate practice.

“Anything worth doing well is worth doing poorly!”



This stage is about...

continuous dynamic
improvement

* Motivating and modelling

* |dentifying and solving problems

* ldentifying and using successes

* Helping staff apply their knowledge

DELIVER

Support staff, monitor progress,
solve problems, and adapt strategies
as the approach is used for the

first time.

Adopt a flexible and motivating
leadership approach during the initial attempts
at implementation.

Reinforce initial training with follow-on coaching
within the school.

Use highly skilled coaches.

Complement expert coaching and mentoring
with structured peer-to-peer collaboration.

Use implementation data to actively tailor and
improve the approach.

Make thoughtful adaptations only when the
active ingredients are securely understood
and implemented.




Key points

'SUSTAIN  EXPLORE

Implementation matters — the practitioner is the intervention!
View implementation as a process not an event
Implementation needs time, especially for preparation
Benefits from dedicated but distributed leadership

Have a clear, logical and well-specified plan

Specify the elements of the approach that you believe are
critical to its success — i.e. the ‘active ingredients’

Treat ‘Delivery’ as a learning process



School’s Guide to Implementation online

course

PUTTING EVIDENCE TO WORK: A SCHOOL'S GUIDE TO IMPLEMENTATION
Gathering and interpreting data to identify priorities

= A it vty iy O A R
School's Guide to Implementation online course
v f & Pry— ot i
irodsi s e
Contents duction -Jonath -l $harpies (] r

- — Watch later

iroduction
R Saaries on: Proct postamorem
s T —
*4 Dot entne, ot morherhu a0 e avey
3

Explore » Why and when did that happen?

-

- Viem K oot et egened boke by ? [
Prgan ) > + W  scmethng ot agpanad efrs dbvay?

e— e s o
A R e S i e s e e
Prepare 2) * D '°"; “: ind poobl 't sport g ara vy Dy Qg dets £ 2 088y Awt et
oot i ey

et

« Was the project intially successiul bt t st momantum?

Schools are in a better than ever position to judge what will work in their
classrooms. We have access to more robust evidence about ‘what works’
in teaching and learning and, as the evidence base has grown, 5o too has
teachers' appetites for it. Nevertheless, one of the characteristics that
distinguishes effective and less-effective schools, in addition to what they .

2. Use this examole to reflact on your school's wider

~

Practical Tools approaches 1o mpismentaton

iy o b
o e 10 o e
e

Do wa e encugh antion 1o how new approaches are
Impiemented?

i e et g v v S,
implement, is how they put those new into practice. — rmbremen it
T e e i e 7
l» Do we fai into simiar pattems of behaviour batween e
proi

PUTTING EVIDENCE TO WORK: ASCHOOL'S GUIDE TO IMPLEMENTATION 4
Master checklist

du
E |+ When has sometning been implomented war? Wnat
lessons can we lear trom this?

‘Putting Evidence to Work: A School's Guide to implementation’ contains checklists at the end of each
section to help you reflect on implementaticn in your school. All six checklists are outlined below.

1

PUTTING EVIDENCE TO WORK: A SCHOOLS GUIDE TO IMPLEMENTATION
Implementation plan template

Education
Endowment

Foundation
Treat implementation as a process, not an event; plan and execute it

in stages.
- Problem (why?)

What needs to change e.g. teacher
behaviour, student behaviour, attainment?

(what?)

What are the essential ‘active ingredients” of
the intervention?

Activities (how?)

Hour wil it be done?

Implementation Outcomes (how well?)

How will you know that it is working?

Final Qutcomes (and so7)
Do we implement changes across the school in a structured and staged manner? How wil pupls, teachers and the school
benefit?

What blend of activties aro requirad?

o
) Is adequate time and care taken when praparing for implementation? Do stafffaal the approach is feasibie and
o

Are there epporurities to make fewer, but more strategic, implementation decisions a5 gy o youses et
and pursue thesa with greater efiort? Short term
O Are there less effective practices that can be stopped to free up time and resources?
2 Create a leadership environment and school climate that is conducive
to good implementation.
O Does our school have a climate that is conducive to good implementation? Meduum torm
) Does the school leadership tsam create a clear vision and understanding of expectations
when changing practices across the school?
) Do stafl fasl empowered to step forward and take on implementation responsibilities?
O How do day-to-day practices affect the motivation and readiness of staff to change?
3 EXPLORE: Define the problem you want to solve and identify
appropriate programmes or practices to implement.
v Long term
O Are we confident we have identified a strong school improvement priority that is
amenable to change?
C) What are we looking to achieve by adopting a new programme or practice?
) Have we systematicaly identified the right approach to achieve these goals?
O Isthere reliable evidence it can have the desied impact, if mplemented wel?
0 Isitfeasible within our cortext?

This resource supports the Putting Evidence to Work: A School's Guide to Implementation guidance report.

https://educationendowmentfoundation.org.uk/tools/guidance-reports/a-schools-guide-

o -

. .
P T T NI 4



Thank you!

jonathan.sharples@eefoundation.org.uk

@Sharples_J . 4
@EducEndowFoundn
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