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Implementation Drivers

Selection: Selecting Staff for Active Implementation

<Karen Blase>

I think it’s important that we spend just a little bit of time talking about the selection driver, because it’s one of those important variables in getting good implementation, and it’s sometimes one that is overlooked.  Now, we all select staff, and we all have our HR department, our policies, our procedures in place to help us do that well, and adhere to all of the legal pieces.  Now, what we don’t often do are think about those things that are going to be largely unteachable, meaning there are values or attitudes that we would like people to come to us with, that increase the likelihood that there’s going to be an uptake of a new program or practice.  

There are two main processes that are very helpful to selection though an implementation lens.  One process is to have some Scenarios <the word "Scenario" appears on the screen> built in that allow you to assess for the unteachables <the words "assess for the unteachables" appear on the screen>.  So, for example if in my school, parent and community engagement is really important, I’ll want to present some scenarios where community and parents are involved, and ask people “How would you feel about that?”, “What would you say and do in that setting?”, “What’s your opinion of that kind of involvement?”, because I want to know that they’re aligned <the words "check for alignment with values" appear on the screen> with our commitment to be very engaged with the community, and meaningfully engaged with parents.  So, one way is to have these little scenarios.  

The second way is to be sure that people are comfortable with the level and kind of professional development we’re going to do.  That means:  Are they up for Coaching? <the word "Coaching" appears on the screen>

One of the things that we do is set up a behavior rehearsal <the words "conduct behavior rehearsals" appear on the screen>, and that means a practice session where we’re asking them to engage in some of the kinds of work, kinds of instructional practices, kinds of intervention practices that they’ll actually be doing in the setting, in the classroom, with parents, at meetings.  We set them up to kind of just show us how they would normally handle it.  

The real part of the role-play begins after they finish their interaction.  When we ask them to change their behavior, we say:  Here are the things that were wonderful about what you did.  We ask them to reflect, because I want to know how able are they to observe their own behavior (some people cannot).  Then I’m going to provide them with some feedback that is aligned with the way that the innovation is going to work, or the way the community, or the way our school works, and ask them to try again and change their behavior.  So, I’m looking for two things in that role-play, both of which relate to coachability.  One I’m looking for is “Are they a learning person?”  <assess willingness to learn> So, when I’m providing feedback, are they leaning forward, are they nodding their head, are they saying “Oh that’s interesting”, are they asking me questions?  Then, when I ask them to try it again, will they?  And I have to be able to give them good behavioral feedback, and if I do, can they change their own behavior based on good, descriptive feedback on my part?  

So often we’re very interested in data about the people that we’re helping, we have to be equally interested in data about our own behavior. One of the ways that we ask people to demonstrate an interest in data about their own behavior is to assess their comfort with observation, and their comfort with feedback <the words "gauge comfort with feedback" appear on screen>  about their behavior and their ability to change their behavior based on feedback.  And we can set that up during role-plays during the interview.  

