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Pieces of the Pie: Responses to the Survey
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Completing and Scoring the Survey

As you discuss each item in the in-depth questionnaire, color the appropriate piece of the pie according to the following scale:

The team strongly agrees

color the piece “green”


The team somewhat agrees

color the piece “yellow”


The team disagrees


color the piece “red”


There is no consensus


color the piece “red”

Pieces of the Pie: Survey Instrument

This interactive tool offers an opportunity to assess your readiness to proceed with your project or initiative. Please respond to each statement in the context of the proposed project or initiative. Note that “we” in the statements refers to the project participants. 

A. Planning and Focusing

1. Goal: All of our project participants can clearly state what it is that we are trying to achieve. We have a clear sense of the end point of the project.

Strongly Agree
Somewhat Agree
Disagree
Uncertain


2. Research: We have read articles and/or books which support the intention of our project.

Strongly Agree
Somewhat Agree
Disagree
Uncertain


3. Data Gathering: We have information (data), which indicates that this project should be a priority in our organization.

Strongly Agree
Somewhat Agree
Disagree
Uncertain


4. Action Plan: Our project plan identifies the key strategies, timelines, participants and lead person(s).

Strongly Agree
Somewhat Agree
Disagree
Uncertain


5. Resources: Our project plan includes adequate supports in terms of time, professional development, equipment and supplies for our project.

Strongly Agree
Somewhat Agree
Disagree
Uncertain


6. Commitments: On our project plan, we have noted how each participant will be accountable to the project.

Strongly Agree
Somewhat Agree
Disagree
Uncertain


7. Obstacles: Our project plan lists possible difficulties we may encounter throughout the process.

Strongly Agree
Somewhat Agree
Disagree
Uncertain


8. Leadership: We have a project leader and we have clearly listed on our project plan the responsibilities for this person.

Strongly Agree
Somewhat Agree
Disagree
Uncertain


9. Systemic Impact: We have thought about how this project might impact other aspects of our lives, our people and the organization. We have considered the “big picture”.

Strongly Agree
Somewhat Agree
Disagree
Uncertain


B. Implementing and Monitoring

10. Indicators of Implementation: Our project plan clearly indicates what project participants, and other stakeholders will be doing when the project is “up and running.”

Strongly Agree
Somewhat Agree
Disagree
Uncertain


11. Measures: We have taken 1, 2 or 3 measures and written these as specific, measurable, achievable, results-oriented and time-certain measures.

Strongly Agree
Somewhat Agree
Disagree
Uncertain


12. Monitoring: We have agreed on how we will track the progress of our project.

Strongly Agree
Somewhat Agree
Disagree
Uncertain


C. Analyzing and Reflecting

13. Indicators of Impact: Our project plan clearly describes what success will look like for the project participants, the stakeholders and the organization.

Strongly Agree
Somewhat Agree
Disagree
Uncertain


14. Data Analysis: We have described a process for what information about this project will be collected, how we will collect it, who will collect it, how often we will collect it and how we will use it.

Strongly Agree
Somewhat Agree
Disagree
Uncertain


D. Sharing and Celebrating
15. Celebrating: We have discussed how we will recognize the participation and contributions of participants and leaders.

Strongly Agree
Somewhat Agree
Disagree
Uncertain


16. Sharing: We have discussed possible methods of sharing and diffusing project learnings.

Strongly Agree
Somewhat Agree
Disagree
Uncertain


Pieces of the Pie: Questions for Deeper Understanding

The following questions under each statement are intended to stimulate discussion among project participants with the hope of developing a more complete understanding of each component of effective projects.

Planning and Sharing

1. Goal: All of our project participants can clearly state what it is that we are trying to achieve. We have a clear sense of the end point of the project.

· To what extent did you generate your project’s goal(s) collaboratively? What groups were involved?

· Can you state which population group(s) will benefit from the project? How will they benefit?

· Have you clearly articulated the goal(s) of your project?

· Have you written the goal(s) of your project down?

· How have you communicated the goal(s) of your project to your participants and also to stakeholders

· How do you know that the stakeholders in your project understand the intent of your goal(s)?

· How do you know that all stakeholders in your project support the intent of your goal(s)?
· Do your project goals align with your organization’s vision, mission, values and goals?
2. Research: We have read articles and/or books which support the intention of our project.

· Have you considered the nature and demographics of the people for whom the project is intended?

· What articles and/or books have you read that support your project?

· In what ways have you shared these articles with others in your project (e.g. study group, discussion, e-mails, etc)?

· What other sources of information (e.g. periodicals, Internet, library, organizational documents) have you considered in the development of your project’s goal(s)?

· How did you use the information gathered from your research to develop the project’s goal and or strategies?

3. Data Gathering: We have information (data), which indicates that this project should be a priority in our organization.

· What qualitative data do we have to support the need for this project in our organization?

· What quantitative data do we have to support the need for this project in our organization?

· Do we know where the data came from? Is it relevant to our situation? Is it credible?

· How did you share your findings with others?

· How did the data inform the development of the project goal(s)?

4. Action Plan: Our project plan identifies the key strategies, timelines, participants and lead person(s).

· How did you identify the key strategies for this project?

· How do you know that all of the project participants are aware of the key strategies?

· How did you secure collective buy-in from all project participants? The organization? The community?

· Have you clearly articulated the timelines for this project?

· Have you shared the project timelines with all of the participants? The organization? The community?

5. Resources: Our project plan includes adequate supports in terms of time, professional development, equipment and supplies for our project.

· Have you clearly identified key resource people for this project? Have these people accepted this leadership role?

· Have you developed and shared the list of key resource people with all participants? Does this list include contact information?

· Have you brainstormed a list of needs for this project in terms of staff time, release time, professional development, collaboration time, project writing, equipment, books, travel etc?

· Have you developed a budget that accurately meets the project’s anticipated needs?

· Have you shared this budget with others and asked for feedback?

6. Commitments: On our project plan, we have clearly articulated how each participant will be accountable to the project.

· Has the team collectively developed a set of norms and standards by which they are willing to live by?

· Has the team collectively developed a set of expectations, roles and responsibilities for individual team members? Have you clearly articulated the roles for each participant?

· Do all participants involved with this project understand what is expected of them? Have you written down these expectations and shared them with the team? How do you know that all team members understand their roles?

· Does the team have a strategy in place to resolve conflict, should it arise?

· Is there collective buy-in for the commitments in this project? From the participants? From the organization? From the community?

7. Obstacles: Our project plan lists possible difficulties we may encounter.

· Have you clearly articulated the list of obstacles that you anticipate encountering in this project?

· Have you shared this list with other participants in this project and asked for feedback?

· Have you developed strategies to address these challenges before they arise?

8. Leadership: We have a project leader and we have clearly listed on our project plan the responsibilities for this person.

· Did the project team develop the roles and responsibilities for the team leader?

· Are the roles for the project leader clearly articulated and communicated to all participants in the project?

· Do all participants understand and accept the roles and responsibilities of the project leader?

9. Systemic Impact: We have thought about how this project might impact other aspects of our lives, our people and the organization. We have considered the “big picture”.

· What else is going on?
· Are we able to take on this project at this time?
· What impact will this project have on other projects (what are the side effects?)
· How will this project impact those involved? Those outside of the project?
· How might this project change the roles of people in our organization? What will you NOT have to do if this project is successful? What might the impact of this change be?
· What “monster” might we create by doing this project?
· What beliefs and assumptions are we bringing to this project?
· How will we sustain this project?
· What are the obstacles to this project?
· How will this project change what you are currently doing? What could be the impacts of these changes? How might these changes impact others?

B. Implementing and Monitoring

10. Indicators of Implementation: Our project plan clearly indicates what project participants, and other stakeholders will be doing when the project is “up and running.”

· Have you articulated how you will know when this project is up and running?

· Would you be able to describe to an observer what he or she could expect to see if this project was running effectively?

· Have you developed a measurement tool that focuses on Measures of Implementation that will measure the extent to which your project is up and running?

11. Measures: We have taken 1, 2 or 3 measures and written these as specific, measurable, achievable, results-oriented and time-certain measures.

· Is your team in agreement on what it is that you are trying to measure?

· Have you developed a measurement tool that focuses on Measures of Student Learning?

· Have you field tested the measurement tool before administering it to the larger population?

· Does the tool really measure what you want it to measure?

12. Monitoring: We have agreed on how we will track the progress of our project.

· Do you have a clearly articulated process to be able to answer the question “are we doing what we said we would do”?

· Have you designated a person or persons who will ensure that the project is kept on track?

· Do you have strategies in place to address concerns as they arise?

· What is your plan if the project seems to be drifting off course? Do you have collective buy-in for this course of action?

C. Analyzing and Reflecting

13. Indicators of Impact: Our project plan clearly describes what success will look like for the project participants, the stakeholders and the organization.

· Have you clearly articulated what success will look like for your project?

· Do you have or have you developed a tool that will measure success in this project?

· Have you clearly articulated your expectations for this project to staff and management? Other stakeholders?

14. Data Analysis: We have described a process for what information about student learning and/or behavior to collect, how we will collect it, who will collect it, how often we will collect it and how we will use it.

· Have you clearly articulated who will collect data for this project?

· If there is more than one data collector, do they all have the same understanding for collecting the data – are they all using the same method in the same way?

· Will the team be involved in the analysis and interpretation of the data? What will this look like?

· Do you need support in analyzing and interpreting the data?

· Will the data be used to inform teacher practice? How are you planning on doing this?

Sharing and Celebrating

15. Celebrating: We have described a process for what information about this project will be collected, how we will collect it, who will collect it, how often we will collect it and how we will use it.

· How are you promoting the project before it begins?

· What strategies do you have to celebrate the project both during and after the project itself?

· What might be the most effective way to celebrate the accomplishments of the project team?

· Who needs to be included in the celebration? (eg Board, media, sponsors, etc)

· Have you built the celebrations into the budget?

· Have you articulated who might be interested in your final report? How will you share your findings with these interested parties?

· Have you thought about presenting your findings to other professionals in the province? What might that look like?

16. Sharing: We have discussed possible methods of sharing and diffusing project learnings.

· Who needs to hear about this project? At the local level? At the provincial level? At the national level? What is the most effective strategy to share your findings?

· What is the most effective medium to share your findings? How do you know?

· Have you built sharing into your budget?

Piece of the Pie Work Book

Now that you have had a chance to work through the in-depth questions and evaluate your project, you maybe asking, “What next?”

This next section of the workbook provides your and your team with an opportunity to articulate the answers to the in-depth questions. By writing down your thoughts, observations, questions, etc, you will be that much more confident regarding your project’s readiness.

For each piece of the pie, we have provided space for you to articulate your answers to the in-depth questions. Don’t worry if you do not have all of the answers in one sitting. You will need to work with your team and those involved in your project to ensure that you have complete and accurate answers.

We suggest that you start exploring those pieces of the pie that are highlighted in red, first. Then move to the yellow pieces and then to the green.

Work on those pieces of the pie in the “Planning and Focusing” section first. Work though the pieces one at a time. If you get stuck, move on to the next one.

You may wish to divide the work between teams or pairs of people, with a plan to come back on a specific date to share your findings.

Good luck with your planning. Remember:

“Nobody plans to fail, they just fail to plan.”
Unknown
Planning and Sharing

1. Goal: All of our project participants can clearly state what it is that we are trying to achieve. We have a clear sense of the end point of the project.

To what extent did you generate your project’s goal(s) collaboratively? What groups were involved?

In the space below, describe the process that was used to generate the project’s goal.

List the names of the people who were involved, their role in the project and contact information:

Can you state which population group(s) will benefit from the project? How will they benefit?

In the space below, write a short paragraph indicating the target population for this project. Try to be as specific as possible, including age, gender, workgroup, etc.

In the space below, write a short paragraph indicating how this target population will benefit from this project. Indicate how this project will their situation improve?

Have you clearly articulated the goal(s) of your project?

What specifically is your goal for this project? What do you want to see as the end result of your efforts?

How have you communicated the goal(s) of your project to your participants and also to stakeholders?

What methods of communicate did you use to communicate the goal of your project? 


How do you know that the stakeholders in your project understand the intent of your goal(s)?

What specific techniques have you used to check in with your stakeholders to ensure that they not only received the message regarding your project goal, but that they also understand the intent of the project?

How do you know that all stakeholders in your project support the intent of your goal(s)?

What specific techniques have you used to check in with your stakeholders to ensure that they not only received and understood the message regarding your project goal, that they also support the intention of your project goal?

2. Research: We have read articles and/or books which support the intention of our project.

Have you considered the nature and demographics of the people for whom the project is intended?

Not all projects are “one size fits all”. How do you know that this project and the project’s goals are appropriate for your target group? Briefly describe how you have taken into consideration the nature and demographics as the people you are trying to serve through your project. 

What articles and/or books have you read that support your project?

It is rare that a project is a first. Often scholars and researchers have written articles and books that will support your efforts. In the space below, write a list of books and or articles that you have read that support the intentions of your project. This list will be useful later on if others are interested in where you got your research.

In what ways have you shared these articles with others in your project (e.g. study group, discussion, e-mails, etc)?

Quite often, the project leader does much of the research and so is often well versed in the theory. Sadly, this research is not always shared with others, creating a knowledge void and the potential for limited buy in for the project. Articulate in the space below the information that has been shared with others and who received it.

What other sources of information (e.g. periodicals, Internet, library) have you considered in the development of your project’s goal(s)?

There is a wealth of information available to support project ideas; however there is a tendency to hang on to the first article, book or website that supports the intention of your project. In the space below, indicate those other sources of information that you have explored to support your project.

How did you use the information gathered from your research to develop the project’s goal and or strategies?

In the space below, explain how the research that you have found influences the development of your project goals.

3. Data Gathering: We have information (data), which indicates that this project should be a priority in our organization.

Sometimes, excellent projects are initiated in the absence of data to support a need or a priority. To avoid this, it is important that we consider why this project is needed or is a priority.

What qualitative data do we have to support the need for this project in our organization?

Qualitative data is often dismissed as being soft and meaningless; however, some of the richest sources of data come from the observations and stories of the people that we work with. In the space below, describe how your qualitative data has demonstrated a need for this project

What quantitative data do we have to support the need for this project in our organization?

Quantitative data is often dismissed as being hard and unfriendly; however, some of the richest sources of data come from statistics, percentages and numbers. In the space below, describe how your quantitative data has demonstrated a need for this project

Do we know where the data came from? Is it relevant to our situation? Is it credible?

In our efforts to gather data and research, it is possible to select data that looks like it will support our cause, but is really irrelevant to our situation. In the space below, explain how your data and research is relevant to your specific project.

How did you share your findings with others?

By sharing your findings with others, you can build capacity and excitement for your project. Who have you shared your findings with and how did you share them?

How did the data inform the development of the project goal(s)?

We have found that in some cases, the project goals are generated in the absence of data to support the project. When this happens, it is possible to put a great deal of time and money into projects that are not necessary or are misguided. In the space below, clearly articulate how your data has informed the development of your project’s goal(s).

4. Action Plan: Our project plan identifies the key strategies, timelines, participants and lead person(s).

It is important to point out that strategies are very different from goals. Strategies are things that you do to achieve a result. Goals are the product of implementing strategies.

How did you identify the key strategies for this project?

In the space below, please articulate how you generated your project’s strategies. How did you pick them?
Do the key strategies for this project support the goal(s) of project?

How do you know that all of the project participants are aware of the key strategies?

How did you secure collective buy-in from all project participants? The organization? The community?

Have you clearly articulated the timelines for this project?

Have you shared the project timelines with all of the participants? The organization? The community?

5. Resources: Our project plan includes adequate supports in terms of time, professional development, equipment and supplies for our project.

· Have you clearly identified key resource people for this project? Have these people accepted this leadership role?

· Have you developed and shared the list of key resource people with all participants? Does this list include contact information?

· Have you brainstormed a list of needs for this project in terms of staff time, release time, professional development, collaboration time, project writing, equipment, books, travel etc?

· Have you developed a budget that accurately meets the project’s anticipated needs?

· Have you shared this budget with others and asked for feedback?

6. Commitments: On our project plan, we have clearly articulated how each participant will be accountable to the project.

· Has the team collectively developed a set of norms and standards by which they are willing to live by?

· Has the team collectively developed a set of expectations, roles and responsibilities for individual team members? Have you clearly articulated the roles for each participant?

· Do all participants involved with this project understand what is expected of them? Have you written down these expectations and shared them with the team? How do you know that all team members understand their roles?

· Does the team have a strategy in place to resolve conflict, should it arise?

· Is there collective buy-in for the commitments in this project? From the participants? From the organization? From the community?

7. Obstacles: Our project plan lists possible difficulties we may encounter.

· Have you clearly articulated the list of obstacles that you anticipate encountering in this project?

· Have you shared this list with other participants in this project and asked for feedback?

· Have you developed strategies to address these challenges before they arise?

8. Leadership: We have a project leader and we have clearly listed on our project plan the responsibilities for this person.

· Did the project team develop the roles and responsibilities for the team leader?

· Are the roles for the project leader clearly articulated and communicated to all participants in the project?

· Do all participants understand and accept the roles and responsibilities of the project leader?

9. Systemic Impact: We have thought about how this project might impact other aspects of our lives, our people and the organization. We have considered the “big picture”.

· What else is going on?
· Are we able to take on this project at this time?
· What impact will this project have on other projects (what are the side effects?)
· How will this project impact those involved? Those outside of the project?
· How might this project change the roles of people in our organization? What will you NOT have to do if this project is successful? What might the impact of this change be?
· What “monster” might we create by doing this project?
· What beliefs and assumptions are we bringing to this project?
· How will we sustain this project?
· What are the obstacles to this project?
· How will this project change what you are currently doing? What could be the impacts of these changes? How might these changes impact others?

B. Implementing and Monitoring

10. Indicators of Implementation: Our project plan clearly indicates what project participants, and other stakeholders will be doing when the project is “up and running.”

· Have you articulated how you will know when this project is up and running?

· Would you be able to describe to an observer what he or she could expect to see if this project was running effectively?

· Have you developed a measurement tool that focuses on Measures of Implementation that will measure the extent to which your project is up and running?

11. Measures: We have taken 1, 2 or 3 measures and written these as specific, measurable, achievable, results-oriented and time-certain measures.

· Is your team in agreement on what it is that you are trying to measure?

· Have you developed a measurement tool that focuses on Measures of Student Learning?

· Have you field tested the measurement tool before administering it to the larger population?

· Does the tool really measure what you want it to measure?

12. Monitoring: We have agreed on how we will track the progress of our project.

· Do you have a clearly articulated process to be able to answer the question “are we doing what we said we would do”?

· Have you designated a person or persons who will ensure that the project is kept on track?

· Do you have strategies in place to address concerns as they arise?

· What is your plan if the project seems to be drifting off course? Do you have collective buy-in for this course of action?

C. Analyzing and Reflecting

13. Indicators of Impact: Our project plan clearly describes what success will look like for the project participants, the stakeholders and the organization.

· Have you clearly articulated what success will look like for your project?

· Do you have or have you developed a tool that will measure success in this project?

· Have you clearly articulated your expectations for this project to staff and management? Other stakeholders?

14. Data Analysis: We have described a process for what information about student learning and/or behavior to collect, how we will collect it, who will collect it, how often we will collect it and how we will use it.

· Have you clearly articulated who will collect data for this project?

· If there is more than one data collector, do they all have the same understanding for collecting the data – are they all using the same method in the same way?

· Will the team be involved in the analysis and interpretation of the data? What will this look like?

· Do you need support in analyzing and interpreting the data?

· Will the data be used to inform teacher practice? How are you planning on doing this?

Sharing and Celebrating

15. Celebrating: We have described a process for what information about this project will be collected, how we will collect it, who will collect it, how often we will collect it and how we will use it.

· How are you promoting the project before it begins?

· What strategies do you have to celebrate the project both during and after the project itself?

· What might be the most effective way to celebrate the accomplishments of the project team?

· Who needs to be included in the celebration? (eg Board, media, sponsors, etc)

· Have you built the celebrations into the budget?

· Have you articulated who might be interested in your final report? How will you share your findings with these interested parties?

· Have you thought about presenting your findings to other professionals in the province? What might that look like?

16. Sharing: We have discussed possible methods of sharing and diffusing project learnings.

· Who needs to hear about this project? At the local level? At the provincial level? At the national level? What is the most effective strategy to share your findings?

· What is the most effective medium to share your findings? How do you know?

· Have you built sharing into your budget?




























Revise





Stop





Continue





Sharing and Celebrating





Celebrate improvements, accomplishments


Share your learnings with others





Analyzing and Reflecting





Develop indicators of impact


Analyze the data








Choose one of three possible courses of action: revise the project, continue or stop.





Your findings may indicate that the project should be terminated.





Implementing and Monitoring





Develop indicators of implementation


Develop SMART measures


Develop monitoring systems (check-points) including data collection timelines





Planning and Focusing





Use research and data to develop goals


Develop an action plan


List the necessary resources


Consider the commitments which participants need to make


Think about possible obstacles


Discuss the leadership requirements


Consider the systemic impact





Make adjustments and implement these as necessary
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