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Introduction


This report presents the results of your Community Catalyst workshop. It describes the vision that Maine Adult Education intends to achieve by the year 2009, identifies the bottlenecks to achieving the vision, describes the plan of work required to achieve it, and indicates how to allocate adult education resources in order to achieve the vision most efficiently and effectively. 

What is a Community Catalyst?


The Community Catalyst workshop develops broad-based support for renewing, reviving and sustaining an organization or community. It enables participants to think creatively and to act on their commitments.


The Community Catalyst software enables a diverse group of participants to:

· Create a new vision of their organization or community

· Brainstorm options for achieving the vision

· Choose the best initiatives

· Develop objectives

· Establish priorities

· Identify bottlenecks to progress

· Establish goals and milestones

· Organize implementation projects

· Identify implementation teams and team leaders.

The overall result is to focus and organize the commitment of participants in order to advance the organization or community from where it is now to where it wants to be at a specific date in the future.
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Maine Adult Education

Strategic Vision for the Year 2009
Created July 17, 2001

In all adult lives, learning never ends. Access to lifelong learning opportunities is essential to the vitality of individuals, families, communities and the state. The Maine Adult Education System provides the infrastructure for adults to learn. All parts of the system recognize and address the needs of adult learners in a variety of settings. We create seamless pathways to further education, training, employment and personal development.

We have a strategy and structure that enables all Maine adults to access lifelong learning in a manner that respects the learners’ needs, interests and abilities. We have a safe, nurturing and intellectually stimulating environment in which all adults are recognized as lifelong learners. We support their search for the means to express themselves fully and in responsible and productive ways.

Learners are active partners in the creation and realization of their educational goals. Individuals learn more about themselves and their passions. They see themselves as successful individuals, family members, workers and community members.



Adult education is an integral part of the educational system. The Maine Department of Education provides strong leadership. This includes a State Director of Adult Education and a staff that provide system-wide leadership, resource management and staff development. The Adult Education system encompasses a wide range of learner-centered, standards-based educational programs. It is composed of professional staff, a statewide volunteer adult literacy network, and adult learners in every Maine community, including state and county correctional and behavioral health facilities. 

Effective leadership and management are present at each level. Adult educators have a place at the table and a decisive voice wherever community and state economic development decisions are made. We collaborate with associations, agencies, organizations, businesses and institutions to provide barrier-free services to adult learners. We have a flexible, innovative and locally accessible statewide delivery system committed to a diverse population of adult learners. 

Maine Adult Education has a strong, diversified funding base that allows us to accomplish our vision. Total adult education expenditures from all sources are approximately $100 million per year by 2010. State and federal funds continue to provide support for a high level of services to those most in need. 

Maine Adult Education is accountable to adult learners and to public and private funding sources.  We believe that quality education serves as the foundation for Maine’s future. It is our vision that all Maine people have equal opportunities to lifelong, quality educational services.
Top of the Document

[image: image1.png]Diagnostic Matrix

WHAT How
.
*3
6
*9
IF WHY

ACCOMPLISHMENT STAGE




1. Build Capacity

2. Develop Staff

3. Build Partnerships

4. Promote Adult Education

5. Increase Financial Resources

6. Increase Access

7. Implement Standards

8. Create Seamless Pathways 

9. Integrate Technology

Top of the Document

About the Location of Objectives

	In the WHAT Quadrant

Objectives on the optimum path: your organization or community has adequate information and high expectations of these objectives. Focus on developing plans to move these objectives forward.  Ask “WHAT must we do to advance these objectives to higher stages of accomplishment?”

Objectives off the optimum path: these objectives put your organization or community is at risk.  You have high expectations of their value, but lack knowledge about what it will take to implement them. Get the information you need quickly, then take appropriate action to move ahead.


	In the HOW Quadrant

Objectives on the path: your organization or community has hands-on experience that indicates that you are making progress.  Focus on HOW to advance these objectives more efficiently.  Refine your methods in order to work better, faster, or more efficiently. 

Objectives above the path indicate a possible emergency.  Act quickly now, to bring these objectives back on the optimum path.

Objectives below the path may have advanced further than necessary. Minimize the amount of resources you allocate to these objectives.



	In the IF Quadrant

Objectives on the optimum path: your organization or community has limited information and is unsure of their value in helping to achieve your vision. Ask “IF we pursue this objective, what will be the impact, good or bad, on achieving our civic vision? “  

Objectives behind the path need more under-standing of their feasibility before deciding to advance them. 

Objectives ahead of the path: make sure these objectives are not absorbing resources that are needed for higher priority objectives. 


	In the WHY Quadrant

Objectives on the optimum path: although their priority is low, these objectives are strategically important for achieving your vision. Develop a plan to sustain them with the minimum possible resources.

Objectives behind the path: your organization or community may have lost confidence in their importance or in its ability to accomplish these objectives.  Take a fresh look at their value compared to higher priority objectives.  Ask, “WHY should we put any more resources into advancing these objectives?”
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Maine Adult Education Action Agenda
PRIME CONSTRAINT - BUILD CAPACITY

Expected Results
1.   We serve 25% more adult learners statewide compared to 2001. 

2.   50% of part time programs include full time staff that enables them to provide core services. 

3. 25% of adult education vocational activities are customized workplace training. 

4. All adult education programs provide the minimum core set of services (adult basic education, high school completion, vocational education and enrichment), plus access to statewide programs via technology.
5. In addition to providing core services, 50% of full time programs also focus on volunteers literacy programs, family literacy services, outreach programs for the homeless, workplace literacy programs, English literacy (ESL), transition programs for institutionalized people, and migrant education services.
Matrix Thinking
Currently Stage 7. Move to Stage 8 by 7/1/2005 and to Stage 9 by 7/1/2009.

Lead
Becky Dyer

Milestones

· 25% of part-time programs have a plan to increase their capacity by 1/1/2002
· LVA Maine will have successfully established a new community-based volunteer literacy program in the downeast area by 6/30/2002
PROJECT 1 – Increase Local Program Capacity- Patrick O’Regan, Project Leader
8       Facilitate making Equipped for the Future a philosophy with adult education and with  

          partners

20
Increase capacity of small programs to provide a core set of services

  84      Increase the number of full time adult education programs

100 Develop an immediate strategy using MAEA to insure success in appointing distinct State Director of Adult Education

PROJECT 2 – Expand Literacy Services – Carol Wynne, Project Leader
  26
Expand volunteer literacy programs to under-served areas statewide

  38
Offer family literacy services

  39      Establish outreach programs for the homeless

  48      Develop strategies for family literacy programs to connect with Head Start and  

            elementary schools

  65
Expand capacity to serve migrants, immigrants, second wave migrants, refugees, etc.

PROJECT 3  – Expand Delivery Systems Deferred
    5
Use current technology to allow more adults to participate in learning opportunities

  34
Make training in current and emerging technologies available to adult learners

  63
Develop adult education programming for statewide dissemination over TV

64 Make use of new digital public TV and ATM systems

PROJECT 4 – Increase Employability Skills

  18
Increase vocational educational opportunities

  60      Help other programs develop certificate programs

  61
Expand the number of sites that offer certificate programs

  62
Add new certificate programs

  72
Develop curriculum materials that stress applied courses and tech prep courses

129
Provide more experiential training opportunities for adult learners

PROJECT 5- Customize Workplace Training – Betty Gundersdorf, Project Leader
  33
Offer customized adult education training at work sites

  87      Develop more opportunities for service-based learning for students

PROJECT 6 – Develop Transition Programs -
150 
Develop transition programs for institutionalized people with mental illness back into society
  78
Continue to develop transition programs for released inmates
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	OBJECTIVE II

 
	DEVELOP STAFF

	Expected Results


	1. 40 programs have received intensive services around EFF.

2. Content area training has been provided in the key areas identified in the Adult Education Strategic Plan to all adult education programs so that each one has been fully implemented.

3. The staff development system is fully funded.

4. The staff development delivery includes partner agencies and organizations thus enabling the attainment of the goals and objectives of the Adult Education Strategic Plan.

	Matrix Thinking


	Currently at Stage 7. Move to Stage 8 by 7/1/2005 and to Stage 9 by 7/1/2009.



	Milestones


	· 5% of ABE programs are participating in EFF by 8/1/2001.

· Partners have collaborated on offering five different staff development opportunities by 6/30/2002.




Co-Leads

Evelyn Beaulieu and Gail Dyer 
PROJECT 1 – Provide Content Area Training

  40
Increase staff awareness of mental illness

  50
Develop staff development around issues of students displaying behavioral issues

  68
Develop better strategies for working with 16-20 year olds

  80
Identify/conduct grant development and grant writing workshops

  82
Have workshops for adult education directors on developing contracts with businesses

  85
Offer variety of opportunities for professional development for directors

123
Expand staff development to include administration and program management

149       Increase staff awareness of community resources for people with mental illness

PROJECT 2  Deferred
132
Build in celebrations of accomplishments

134      
Always act professionally and treat one another with respect

136       Honor diversity

138
Help students find ways to respect differences and diversity

139  
Bring humor into our daily lives and into classrooms

PROJECT3 – Increase Resources Deferred
  14
Fully fund statewide staff development system that includes regional hubs

  16      Have staff development resources available in "all" categories of adult education

  44
Provide resources for participation in national conferences and events

  66
Make more resources available for teachers of ESL students

PROJECT 4 – Deliver Services

  49
Utilize emergent technologies in the delivery of staff development

  51
Link staff development to graduate programs at University of Maine

  69
Do joint staff development activities with our partners

  74
Provide more time for practitioners to share ideas

122       Explore opportunities to collaborate with adult education in neighboring states and 

            Atlantic Canada for staff development

155       Provide more experiential training opportunities for practitioners

PROJECT 5 – Oversee Statewide Initiatives 

  28      Search for best practices among all adult education programs

  42
Connect Maine adult education to national research projects

108
Annually increase the number of programs that are receiving intensive services around EFF 

146       Determine the components of a quality adult education program and replicate quality

            adult education model in local communities
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	OBJECTIVE III

 
	BUILD PARTNERSHIPS

	Expected Result


	60% of adult education programs have formalized written statements of collaborative parameters with at least ten community partners.



	Matrix Thinking


	Currently at Stage 3. Move to Stage 4 by 1/1/2003.

	Milestones
	· 50% of adult education programs will have advisory boards with at least one adult learner members by 1/1/2002

· All adult education programs have a community resource document by 7/1/2002

· All adult education programs have e-mail connectivity by 1/1/2002

· All adult education programs and their Career Center partners have MOU’s by 7/1/2002.




Lead


Marcia Cook

Marcia wants to develop an advisory board to assist with implementation of this objective.

Unorganized Initiatives Incorporate these initiatives into existing projects or create new projects for them.
Start 43, 77, 79 and 90; Defer Others

  43 
Continue to work with partners to define how we can work together better

56      Provide support for direct services to people to communicate, in order to avoid  

          duplicating services

  77
Design a strategy to participate wherever adult education can impact decision-making

  79
Insure that all of our partners know what all the resources are

90
Develop advisory board between adult education and partners to share information and 

          strategies, agencies, resources, redundant data collection

152
Design strategy to get a place at the table where community decisions are made

153
Design a strategy to be present wherever decisions affecting adult education are made

154       Design strategy to get a place at the table where economic development decisions are 

Made

PROJECTS 1 – Internal Coordination – MAEA Committee, Project Leader

  10
Provide a facilitator to help integrate all the programs in communities

  23
Involve more learners in learning center advisory board meetings and decisions

102
Continue to foster positive relationship between MAEA, CALL and DOE, etc.

103
Strengthen and support regional collaboration

115       Involve adult learners statewide in strategic planning and decision making process

PROJECT 2 – Communication – Steve Thompson/Marcia Cook, Project Leaders
  43
Continue to work with partners to define how we can work together better

46       Establish an effective system-wide communication system, i.e., list serve, e-mail, 

          newsletter, etc.

55       Further develop relationships with TANF, food stamp recipients, non-custodial parents

          and career centers

97       Establish a statewide, electronic referral system for adult learners across organizations           

            and agencies

106       Develop strategies to enable adult education directors to know about other programs and 

            resources

109
Develop data warehouse for agency information that all agencies can retrieve - eliminate 

            redundancies in collection

PROJECT 3 – State/Regional Partnerships – Marcia Cook, Project Leader
56       Provide support for direct services people to communicate in order to avoid duplicating 

          services

83     Continue current involvement with all boards with statewide and regional focus.
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	OBJECTIVE IV

 
	PROMOTE ADULT EDUCATION

	Expected Result


	1. All programs have effectively implemented two new strategies for promotion and awareness of adult education.

2.   The number of people who are impacted by or have an impact on (stakeholders) has increased by 25%. compared to 2001

3. Survey of state-wide marketing campaigns reflect 50% increase in public

      awareness, compared to 2001.



	Matrix Thinking


	Currently at Stage 7. Move to Stage 8 by 7/1/2004.

	Milestones
	· 10% annual increase in all programs involving stakeholders to visit programs and attend graduations by 7/1/2002

· All programs have media access by 7/1/2003

· Develop and distribute a core services brochure to all programs and partners by 7/1/2002




Lead


Anne Kemper 
PROJECT 1 – Promote Image and Awareness of Adult Education Statewide

    1
Do a statewide marketing campaign

    7
Create and sustain positive relationships with the media

  12
Do a statewide public image campaign

  91
Identify effective marketing tools - brochures, etc. define adult education and its niche,  

            products and services 

  92
Make explicit adult education's ability to customize programs and services for businesses

104       Continue to support/expand use of Marti Stevens Interactive & Improvisational Theater

112
Develop/produce a white paper re benefits of full-time adult education programs

151
Make explicit adult education's ability to customize programs and services for learners 

PROJECT 2 – Expand Stakeholder Relationships

    6
Include adult education space in the allocation of the capital building fund

31       Increase awareness of business and industry of need to upgrade employee skills through

          adult education

  35
Increase credibility of adult education with K-12 education

75       Foster relationships w/legislators so they can come into programs and become conversant

126
Include superintendents in adult education decision making to gain support and advocacy 

135       Help day school teachers understand their relationship to adult ed - ownership of space

PROJECT 3 – Develop Resources

  57
Secure additional private funding for marketing

  67
Develop a data collection system that justifies need for adult education

114
Develop a promotional program on what is adult education in Maine

79       Inventory ways that adult education programs are currently involved with K-12 

education.
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	OBJECTIVE V

 
	 Increase Financial Resources

	Expected Results


	1. Total adult education expenditures are $100 million per year.

2. All adult education teachers of subsidize-able courses are paid salaries that are comparable to the local teacher pay scale.



	Matrix Thinking


	Currently at Stage 7. Move to Stage 8 by 1/1/2003.

	Milestones
	· By 7/1/2002 a plan will be in place to increase the adult education’s total budgets by $10 million per year

· By 1/1/2002 a set of criteria for determining comparable compensation for adult education teachers will be developed 

· In each of the first five years, 10% of the adult education programs will adopt the recommended pay scale




Lead


Andy McMahan

PROJECT 1 – Develop Fiscal Plan 

  58
Have a plan to get to $100 million

116
Develop implementation plan that carries out intent of strategic planning workshop

PROJECT 2 – Improve Teacher Compensation

  29
Make adult education teachers' salaries comparable to day teacher salaries

113
Increase number of full time, salaried teachers with benefits

124       Provide adequate, paid preparation time for part-time teachers.

Top of the Document

	OBJECTIVE VI

 
	INCREASE ACCESS

	Expected Results


	1. All regional alliances have access to professional LD screening. 

2. All programs have a plan for effectively recruiting and retaining learners 

3. Each program has an effective recruitment and retention system in place.

4. No more than 10% of adult education students separate from the program due to child-care or transportation barriers.



	Matrix Thinking


	Currently at Stage 3. Move to Stage 4 by 7/1/2003.

	Milestones
	· By 6/30/2003, no more than 30% of adult education students will leave due to child care or transportation issues

· By 12/30/2001, 50% of adult education programs have planned a student focus group




Lead


Mary DuRoss

PROJECT 1 – Reduce Barriers

2       Help our students access child-care (advocate for application of existing DHS resources,  

        etc.)

    3
Help our students access transportation

  81      Develop student focus groups to help identify barriers, issues and needs related to literacy

PROJECT 2 – Improve Services to Special Needs Populations – Shannon Cox, Lead
  22
Create pool of educational psychologists and clinicians to do LD screening for adults

25       Create pool of consultants to help teachers develop ways to deal with learning 

          disabilities/low cognitive levels

94     Develop strategies and services for special education young adults 

PROJECT 3 – Enhance Recruitment and Retention – Joan Tremberth, Lead
  30
Develop more effective ways to bring adult learners into programs and retention

  32
Refine/improve recruitment and retention strategies for adult learners

111       Develop statewide communication system so that adult learners can communicate with 

            one another.
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	OBJECTIVE VII

 
	IMPLEMENT STANDARDS

	Expected Results


	1. Student will stay in programs long enough to achieve their personal goals.  Programs will reach 70% retention rate of students in-progress by 2009.

2. By 2005, all WIA-funded programs will have been mentored through the EFF Implementation Project. 

3. When the expanded national reporting system based on EFF research becomes available, Maine AEFLA programs will use it.



	Matrix Thinking


	Currently at Stage 6. Move to Stage 8 by 7/1/2009.

	Milestones
	· Identify stages of implementation of EFF in WIA-funded programs by 1/1/2002

· 50% of WIA-funded programs have implemented EFF by 1/1/2003

· Begin implementation of revised reporting system by 7/1/2004




Lead


Mary Schneckenburger
Determine which projects will be started and which deferred.

Incorporate the following initiatives into existing projects or create new projects for them.

PROJECT 1 – Implement EFF

110
Develop implementation plan for Equipped for the Future – (Plan is developed and project is in progress, the EFF Implementation Project with National EFF Center).

PROJECT 2 – Assess Results

  19
Have one straightforward, research-based, simplified, statewide assessment system

98       Refine the current reporting system to reward teachers for full range of their activities and 

          achievements

99 Hold adult education programs accountable for their ability to provide services

PROJECT 3 – Coordinate with Other Standards

71
More clearly define relationship between EFF/Adult Ed standards and other standards such as ME Learning Results, vocational standards, etc.
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	OBJECTIVE VIII

 
	CREATE SEAMLESS PATHWAYS 

	Expected Result


	50% of all adults who express an entry goal of post-secondary studies or training enter  programs of study in higher education.



	Matrix Thinking


	Currently at Stage 6. Move to Stage 8 by 7/1/2005.

	Milestones
	· The number of articulation agreements between the adult education system, technical college system and university system has increased by 100% by 1/1/2003.

· Career guidance and development services are in operation at all full-time adult education programs by 7/1/2005.




Lead


Anne Niemiec, with Larinda Meade as backup

PROJECT 1 – Integrate Services - Roger Woodworth, Project Leader
    9
Coordinate Maine Adult Education with the statewide community college system

  15
Create college connection certificates that are statewide and delivered locally

  53      Develop articulation agreements with technical colleges and universities

54       Cultivate relationships with colleges and universities to get their students involved in 

          adult education programs 

  89
Inventory ways in which adult education programs are currently involved with post-  

            secondary education

105       Work with the University, college and Technical College systems to develop transition into college courses

PROJECT 2 – Assist Transition to Continuing Education – Pete Myrick, Project Leader
24       Cultivate more organizations to provide scholarships for adults for post-secondary

          education

36       Increase numbers of guidance counselors and support for career development and post-

          secondary entry

37       Develop a mentoring program for adult education students going on to post-secondary 

          education and to employment

  52
Standardize assessments for transition to higher education

70       Forge partnerships with organizations like ME Education Services, FAME, etc. to 

          provide funding for access to higher education

76       Provide career and guidance counseling for all adult learners

Deferred Initiatives

148
Increase credibility of adult education with post-secondary education
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	OBJECTIVE IX

 
	INTEGRATE TECHNOLOGY

	Expected Result


	Compared to 2001, all adult education programs have increased by 50% their use of technology that supports and/or provides curriculum.



	Matrix Thinking


	Currently at Stage 3. Move to Stage 4 by 1/1/2002.

	Milestones
	· Identify liaison between state ATM project and Maine Adult Education by 9/1/2001

· All adult education directors have received an information packet on ATM and other distance technologies by 9/15/2001

· 50% of adult education directors have participated in an ATM orientation over ATM by 12/30/2001

· Standards for equitable access for adult learners are in place by 7/1/2002




Lead


Patte Bowman
PROJECT 1 – Partnering ATM and Adult Education

  13     Make sure that Adult Ed is at the ATM table

PROJECT 2 – Develop Plan for Integrating Technology, Sandy Mawford, Lead
  88
Develop system to insure we are current with changing technology

107
Develop statewide plan for use of technology in adult education programs

156
Provide equitable access to technology for all adult learners.
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APPENDIX A

Eliminated Options with Number of Votes

Init. #
Votes
Initiative

4
17
Elect Larinda as governor

86
15
Create evaluation plan and gather/share information that helps adult education people 

                             be accountable to funders and learner

133
15
Take time to celebrate accomplishments

137
14
Be as brave and as willing to try challenges as our students are

142
14
Be adaptable to all situations and teaching styles

143
14
Provide crisis management training

17
13
Require all inmates who don't have a GED to participate in adult education

59
13
Make sure adult education courses are accredited

131
13
Budget diplomas and awards

125
12
Develop a barrier elimination plan 

27
11
Expand literacy volunteer programs adjunct to all adult education programs

121
11
Have fun

45
10
Increase capacity of literacy through accreditation and professionalization programs

96
10
Identify resources to help adult education programs acquire additional program sites 

118
10
Coordinate multi-age, multi-level and inter-generational curriculum planning

47
9
Support and financially assist participation in professional organizations

95
9
Accurately and universally define non-completion rates in high schools

127
9
Take better care of ourselves

117
6
Correlate/align adult education offerings with K-12 courses - make them community     

                             events for families and children

141
6
Provide training for instructors to teach citizenship 

11
5
Have funds for sign language interpreters available to each program as needed

73
5
Make adult education programming available to high school students and vice versa

93
4
Provide financial and other resources to assist programs to screen adults who

                             interact with K-12 children

101
4
Develop linkages with specialty schools outside the academic arena

119
4
Make sure we have a place to go with no access and no technology - treat ourselves 

                             well as adult learners

140
3
Buy every adult learner a laptop computer

144
3
Establish a statewide siesta between 2 and 3 p.m. daily

21
2
Increase capacity of all programs to offer fee-for-service training to employees

120
2
No more 14-hour days

130
2
Have massages for every adult education teachers and directors weekly

41
1
Maintain parity of instruction etc. among all adult education programs

128
1
Provide training for directors on How to Sponsor Caribbean Tours

145
0
Don't be afraid to let your participants go early
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APPENDIX B

Community Catalyst Stages of Accomplishment

Stage  0
We hadn’t thought about it until now.

1 We are talking about it publicly, wondering if it will help achieve our vision.

2 We are trying to decide if it is feasible and actually worth doing.

3 We are developing goals and budgets and identifying potential resources.

4 We are getting commitments for people and funding.

5 We are committed to a time line and a start date.

6 We have started work, but it’s too soon to know if we are getting positive results.

7 We are showing a lot of progress, but are still putting more into the project than we are getting out of it.

8 We are meeting our goals more often than not, but we cannot yet do it consistently.

9 We are consistently meeting our goals and continuously improving our

            operations.

10  
This is the payoff! It’s time to celebrate our success and redirect our


attention to other projects.
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APPENDIX C

Recommendations for Making Progress

The Diagnostic Matrix and Action Agenda are guides to achieving your new vision of Maine Adult Education. 

· The Matrix shows how resources are being matched to your priorities. It indicates what you must do to make further progress.

· The Action Agenda includes projects developed by Community Catalyst participants, including tasks, projects, goals, milestones and the names of objective leaders.

The following are specific recommendations for how to focus Maine Adult Education on achieving your vision for the year 2009.

General Comments

Congratulations to the Adult Education Team and program members for having man-aged its resources effectively in relation to its objectives. Five of the eight strategic objectives – including the top four - are in the “Optimum Path of Accomplishment,” indicating that the resources they have received are appropriate to their importance in achieving your strategic vision for the year 2009. In our eighteen years of experience, this is a rare occurrence and indicates a highly disciplined and well-focused effort by the entire organization.

Our experience indicates that the Adult Education Team will achieve its vision most efficiently and effectively by making sure that the Prime Constraint (Objective One) receives first call on resources. Advancing this objective from Stage 7 to Stage 8 should produce sufficient new capacity to make achieving the other objectives possible. 

Adult Education objectives are in three priority groupings: 

· Objectives 1 through 5 are close together and of higher than average priority. No single objective stands apart from the others, either in accomplishment or in urgency

· Objectives 6 through 8 are at the same level of priority, somewhat lower than the top five

· Objective 9 is the lowest priority objective by a wide margin.

The stages of accomplishment of Adult Education objectives indicates three different types of achievement to date:

· Objectives 1, 2, 4 and 5 are at Stage 7. They have received sufficient re-sources to advance well into the implementation phase but have not yet produced the rewards and satisfactions that will come with the more advanced stages of accomplishment. In their current position, these objectives will continue to require substantial investment of resources and management attention in order to move them to higher stages of accomplishment.

· Objectives 3, 6 and 9 are at Stage 3. These objectives are in the early stages of planning and will require further design and financial planning before they are ready to be implemented.

· Objectives 7 and 8 are at Stage 6. More information will be needed in order to understand what actions should be taken on these objectives. Additional feedback may indicate that the implementation of these objectives is satisfactory. If not, it may be necessary to review and refine the design and planning of these objectives, or to revise the resources with which they are being implemented. 

Specific Recommendations

The Prime Constraint (Objective One) - Build Capacity

Stage 7: Implementation Focus

Because this objective has been identified as the bottleneck to achieving the Adult Education vision, every effort should be made to direct resources into advancing it to Stage 8. When allocating the Adult Education Team’s resources, efforts to advance this constraint should receive preference. Individual initiatives and projects within this constraint that are at lower stages of accomplishment should receive appropriate planning or implementation resources as soon as possible.

 Progress on the initiatives and projects within this objective will depend on finding the right kind of resources and upon careful monitoring of progress. Those participating in it should receive training that will enable them to take appropriate action to advance to higher stages of accomplishment. 

Avoiding Tactical Bottlenecks 

Community Catalyst participants have identified several initiatives from Objectives 2 through Nine that may constrain the advancement of this objective. The Objective 1 team should begin their work by deciding whether these potential bottlenecks should be included in their work or returned to the objectives from which they have been moved. 

Objective Two - Develop Staff

Stage 7: Implementation Focus

Advancing this objective will need both planning and implementation resources. Individual initiatives and projects within this constraint that are at lower stages of accomplishment should receive appropriate planning or implementation re-sources as soon as possible. After allocating resources to advancing the Prime Constraint, efforts to advance this objective should receive the next highest priority.

Objective 3 - Build Partnerships

Stage 3: Planning Focus

Advancing this objective will require very different type of resources from those assigned to the top two objectives. The resources required chosen for this project must be capable of planning projects and developing mutual relationships. The most efficient way to advance this objective may be to create a more formal working group consisting of current and potential partners, who can be educated and involved in the work of this project through group interaction rather than in one-to-one meetings.

Objective Four - Promote Adult Education 

Stage 7: Implementation Focus

Many of the comments provided for Objective 2 above will also apply to this objective. A critical task for the Objective 4 team will be to identify the initiatives and projects that will require substantial funds and to find potential funding sources and the dates by which funds will be needed. Initiatives and projects that do not require extensive funding can proceed immediately. Careful cooperation with the Objective 3 team might make it possible to capitalize on the resources of partners in planning and implementing projects in this objective.

Objective 5 - Increase Financial Resources

Stage 7: Implementation Focus

Because it enjoys the support of the Commissioner of Education, the Governor and the Legislature during the current two-year budget cycle, the Adult Education Team is in a favorable position to implement this objective successfully. Advancing this objective will require inside knowledge of the DOE funding cycle and the capacity to further increase political support for adult education both with within and outside the department. The other key to implementing this objective is maintaining and increasing the past and present success of adult education to access resources outside local and state tax dollars. Because adult education is closely linked to the mission and values of the Maine Community Foundation, their staff might provide some direction and guidance whether or not they become an actual funding source.

Objective 6 - Increase Access

Stage 3: Planning Focus

The Objective 6 team will probably need to develop close relationships with Objective 3 to increase agency cooperation, and with Objective 9 in order to integrate its needs for technology. Excellent planning and relationship-building resources at both the state and local program effort will be required to advance this objective to higher stages of accomplishment. 

Objective 7 - Implement Standards

Stage 6: Early Implementation/Focus

Community Catalyst participants noted a good deal of uncertainty (“fog”) surrounding this objective. The Objective 7 team needs to identify the reasons for this uncertainty  - several are possible - before deciding how to proceed. Depending on whether the uncertainty is found to be rooted in planning, communication, or implementation causes, the team can then choose appropriate resources to help move this objective to higher stages of accomplishment.

Objective Eight - Create Seamless Pathways

Stage 6: Early Implementation Focus

The same general comments given for Objective 7 apply here also. The work outlined in the action agenda indicates that success on this objective will depend on excellent planning and assessment resources.

Objective Nine - Integrate Technology

Stage 3: Planning Focus

The same general comments given for Objective 6 above also apply to this objective. Despite its low priority, the Objective 9 team may be able to make substantial progress by cooperating with other objective teams who also have technology needs, and especially with the Objective 3 team to gain access the technology of current and potential partners. This team will gain some advantage by forecasting its financial needs and sharing them with the Objective Five team; also, by seeing if some of the technology required for Objectives Two and Four can be used also to help advance the projects in Objective Nine.
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More About the Community Catalyst Action Matrix
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Imagine growth as people (the objectives) climbing a spiral staircase (going through the stages of accomplishment).  Think of the matrix as looking down on the staircase from above. You can roughly gauge each person’s progress up the spiral.  The matrix makes it easier to see the developmental character of growth and determine the optimum path for achievement so that the change inherent in growth can be managed constructively. You’re helping “people” climb the “staircase” as fast as they can.  The methodology culminating in the matrix accelerates learning and action by supporting clear communication and encouraging effective allocation of re-sources.  It pays off by enabling you to get things done much faster than with other ways of getting organized.


The creation of and commitment to a vision or goal leads to the emergence of initiatives to fulfill that vision.  If a vision is where the rubber meets the sky, initiatives are where the rubber meets the road.  Properly organized into objectives, these initiatives evolve through the stages of accomplishment until they are completed and make way for new goals and objectives in an unending progressive spiral of exploration, development, performance and refinement.  The ideal in this concept is to move along the growth spiral as quickly and efficiently as possible.
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The matrix provides a means to map the status of current objectives. This is done by graphing the priority of the objectives (based on combined factors of urgency and importance -- vertical axis) against their current stage of accomplishment (horizontal axis).  This is all done in the context of achieving a strategic vision jointly developed by the Civic Assembly. 


The priorities laid out on the vertical axis come from the Prioritize module of the Community Catalyst( process and are a randomized paired-weighting of the objectives.  The matrix organizes the stages of accomplishment into four summary categories of action (explore, develop, do, and refine) and displays them as vertical bands progressing from left to right.  This comes from the Stages module in the software during which the participants assessed the current stage of accomplishment of each objective. The numbers 0 to 10 at the bottom of the matrix designate the stages.


Accomplishing goals that involve numbers of people, supportive relationships, skills, resources and time requires careful deliberation on issues of effectiveness (“What actions will help us achieve our vision?”) and issues of efficiency (“How can we carry out those actions while making the most efficient use of our resources?”).  The initial assessment of what might or might not be effective derives from theory or past experience.  Improvements in efficiency derive primarily from on‑going experience with what does or does not work.  The following diagram illustrates how the matrix displays the two complementary components of successful growth.
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The left half of the matrix displays objectives that need to be explored in the context of effectiveness.  It covers accomplishment stages 0 – 5; that is, before you have actually begun to implement.  This is the “conceptual” part of the accomplishment cycle -- research and development.  For these stages, you rely primarily on historical or theoretical information to make your decisions.


Once you begin to take action, you get real data -- feedback.  Now you can try different ways of doing things to find which actually work best.  So, the right half of the matrix displays objectives that need to be tackled in the context of efficiency.  This is the “concrete” part of the accomplishment cycle – discovering how to do in practice and refining those activities once understood.


Not too surprisingly, successful accomplishment requires a functional marriage of conceptual and concrete thinking.  Often this is not easy to achieve because people often specialize in one and have difficulty communicating with those who specialize in the other.  Both types of folks may use similar language, but they mean different things. In effect, each group operates in subtly different experiential universe.  One point of view sees the world through the lens of potentialities while the other sees the same landscape through the lens of activities. 


The quadrants of the matrix also provide useful information about what to do with the objectives in them.  The quadrants tell you the types of questions that need to be answered about the objectives in them.  Starting at the bottom left and going clockwise the questions refer to context (If?), process (What?), content (How?) and judgment (Why?). 


Objectives in the lower left quadrant, “If,” are characterized by limited information and low priority.  Objectives show up there because you need to research them in terms of potential impact on achieving the overall strategic vision.  In effect, you are asking, “If I pursue this, what might be the consequences, either good or bad, relative to the overall context (the strategic vision).
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An objective climbs to the upper left quadrant if you have confidence that it will contribute substantially to achieving your strategic vision.  To move such an objective forward, you need to develop or identify the processes or methods through which they might be accomplished.  In effect, you are asking, “What process will bring it to successful production so that it supports fulfillment of the vision.


Once a process is defined and supported, an objective moves into the third quadrant (upper right).  Now you have hands-on, operating experience with the objective.  You can begin to discover how to make it work most efficiently to support the vision. Here you focus on carrying out the objectives more efficiently.  You are asking, “How do I interface all the specific content elements to get the greatest productivity.  Achieving this can be as simple as arranging words into sentences to write a letter or as complex as assembling the seven million parts in a KH-11 satellite so that they fit into a space about the size of a car.


Eventually an objective moves up to the lower right-hand quadrant.  Here you have hands-on, experience but low priority.  This means that you are coming to the end of the accomplishment cycle so you need to make a judgment.  It is time to assess whether or not the objective still contributes to achieving the overall strategic vision.


You want to balance your resource commitment with your return on your investment as precisely as possible so that you can support the rest of the cycle, especially the high priority parts of it.  In order to do this, you ask, “Why, would I put any resources into this?”  Then you can determine what is really appropriate.


Effective, successful action depends on adequate resources. Insuring that you have adequate resources requires that you allocate them appropriately. Different stages of priority and action require specific approaches to allocation ranging from venturing (exploration), through investment, reward, and recycling, to containment. Objectives falling into a quadrant also fall into strategies of allocation associated with that quadrant.

[image: image6.png]WHAT HOw

EXPLORE DEVELOP o REFINE

REWARD

SUSTAIN
RE-CYCLE






Growth requires stepping out into the unknown -- venturing. Successful venturing requires careful risk/reward analysis.  The ability of an objective to support the vision represents the determining criteria for whether or not to venture with it.  While you must venture, you also have to preserve the bulk of your resources for the later stages of accomplishment.


Development and implementation require investment.  When you invest, you need very precise knowledge of what you expect your investment to accomplish and have mechanisms in place to tell you whether or not you are succeeding.

Each objective represents an investment.  Converting your investment into successful fulfillment of the overall vision requires disciplined use of resources.  The late stages of the cycle (stages 8 – 10) provide the surplus, the return on investment, necessary to support continued growth of less advanced objectives, the realization of the vision and the initiation of future endeavors.


Sometimes an objective drops in priority while still in the learning to do stage.  It fails to reach stage 8 before it moves into the lower right hand quadrant.  The fact that it remains on the matrix indicates that it is still important.  In this case, it is usually best to send it on around to quadrant one, rethink it and, applying lessons learned, to keep it moving on around and up the spiral.  Even when you do something that doesn’t seem to work or that threatens to become obsolete, you can still learn from what you did and do it better the next time around.  Sometimes objectives will climb through several cycles of transformation before they get into the reward area.  Some objectives never do get there, but they help catapult other objectives forward.


An objective successfully in the refinement stage but low in priority may be supporting basic infrastructure, a regulatory necessity or a political boondoggle.  Best to judge its real contribution to achieving the vision and decide to sustain, contain or terminate it. Some objectives require that you do them well even though they make no positive contribution to achieving the vision.  For instance, responding to an IRS audit produces no value.  Yet, it has to be done with care and accuracy.  Act on objectives in this part of the matrix with precision and efficiency, but allocate just enough resources to sustain levels of activity that support the overall vision.
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The action matrix lets you see the optimum path for accomplishment within the scope of the information available to the participants at the time they do the Community Catalyst.  Each objective charted on the matrix denotes a cluster of activities that they believe are necessary for the success of the vision.  In effect, each objective represents an opportunity as well as a constraint that must be removed by accelerating it through the stages of accomplishment to full maturity.  The highest priority objective takes first call on resources.  There also may be specific initiatives among the subordinate objectives that are critical to accomplishing the number one objective.  These need to be identified, coordinated with the primary objective and completed.


The action matrix shows the relationships between objectives as they participate in fulfilling the goal and how well resources are being applied to priorities.  More importantly, it tells you what you need to be doing with your resources.
Consider the implications of an objective’s position on the matrix.  Objective #10 is low in priority and people have only begun to think about it.  It is on the optimum path.  That means it is getting attention or resources appropriate to its position.  The same is true of #s 2,3,4,5,6,7 and 8.  In contrast to this, Objective #1 is very high priority but it is still in the planning stage.  That puts it behind the path.  This implies that people are willing to put a lot of resources into something that they do not yet have any clear plan in place through which to accomplish it.  That is a pretty risky position to take.  It leaves you open to being blindsided by things that you haven’t considered.  Frank Lloyd Wright produced beautiful designs for a mile high building.  Unfortunately, construction materials strong enough to erect it did not exist at the time.  Objective 9 is also off the optimum path.  It is low in priority but people are deep into implementing it.  The risk here is that resources are being expended on efforts that may not be critical right now.  Eli Goldratt argues in his Theory of Constraints that any effort put into a non-bottleneck is wasted.  That seems somewhat extreme, but certainly any effort that detracts from breaking a higher priority bottleneck is at risk of being wasted.


The relationships between objectives can be as important as their position on the matrix. Consider #s 4, 5, 6 and 7. In practice, when a group of objectives cluster in this way, they tend to compete for resources.  Unless you have some way to set clear priorities, like the matrix, it is hard to tell which actually has first call on resources in such a situation. On one day #4 seems to have priority, but the next day #5, or #6 or even #7 seems more critical.  Anytime you see a group of objectives close enough together to fit in the space of a single square, there is likely to be serious tension over resources.  Often that tension can cripple progress for all of them.


One of the strengths of the matrix is that, over time, you learn to recognize patterns like these that affect day-to-day actions.  Ray Kurzweil argues in his Theory of Chaos and Time that increasing order accelerates performance.  Using the approach underlying the matrix has just this effect; discussions become more focused and precise, decisions are made quicker, clarity of purpose and action replace confusion and conflict.  The right things get done on time and within budget.  Studies at Boeing Company of a similar, though less integrated group planning process, indicated that it produced a 91% reduction of calendar time for completion of projects that required extensive group interaction.


Historically, the pay-off for increased discipline has been substantial and dramatic.  Some disciplines are fun; others chafe.  Some are complex and some are simple.  A simple discipline that creates a high degree of order is more valuable than a complex discipline that produces a little order.  When you can substitute the former for the latter, you increase productivity.  The Community Catalyst( methodology is a discipline that produces a dramatic and fundamental increase in order.  It illuminates knowledge that might otherwise go unnoticed while focusing action on what is critical.  This helps a community get the most out of its resources.

But all this discussion of order and discipline could be misleading.  Complex entities like organisms, organizations and communities are emergent phenomena.  They do not grow or function linearly.  You might ask yourself, “What is more important to me, my heart or my brain?”  On reflection you realize that this is a nonsense question.  They are interdependent parts of a whole.  You, your consciousness, every action you take emerge from a system of organs, all of which have to work together.  The point of the Community Catalyst™ process is not to reduce complexity to linear, hierarchical, machine-like functioning.  Its great strength is that it allows you to very quickly include all those interdependent parts in creatively designing and mapping out goals and actions; and do it much faster than has ever been possible before.  Ironically, in spite of all its focus on order and discipline, a Community Catalyst can be a way to bring constructive “play” into people’s lives.  Two decades have shown us that the econometric approaches to planning do not work very well.  What works is for people to interact intimately with their world of neighbors, government, and civic institutions (their whole strategic community) and create the results that are really important to invent an enriching, sustainable community.  The Community Catalyst is a tool for creating community-wide breakthroughs as much as it is for simply aligning action and strategy.
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 APPENDIX E

Adult Education Catalyst Participants

	Ms. Barbara VanBurgel
Maine Dept. of Human Services
11 State House Station
Augusta ME 04330

	
	Ms. Shirley Nardi
Oxford Hills Adult Education
256 Main Street
South Paris ME 04281

	
	Mr. Richard Charest
Maine Dept. of Corrections
111 State House Station
Augusta ME 04333-0111


	
	
	
	
	

	Ms. Sally Davis
Tech. Asst. & Train. Coord.
Women Work & Community
Stoddard House- UMA

46 University Drive
Augusta ME 04330-9410

	
	  Ms. Nancy Arnold
Maine Health-Raising Readers
PO Box 404

489 State Street
Bangor ME 04402-0404

	
	Ms. Jan Foster
Augusta Learning Center
33 Union Street
Augusta ME 04330


	
	
	
	
	

	Ms. Eleanor Lockwood
Director
Windham Adult Education
406 Gray Road
Windham ME 04062

	
	Ms. Ann Marie Barter
ABE Coordinator
Windham Adult Education
406 Gray Road
Windham ME 04062

	
	Mr. Bob Crotzer
Retired-MDOE
7 Waverly Avenue
Pittsfield ME 04967


	
	
	
	
	

	Ms. Trish Ohler
Maine Dept. of Labor
55 State House Station
Augusta ME 04330-0055

	
	Ms. Ann Piroso
ABE Coordinator
Livermore Falls Adult Education
PO Box 95
Livermore Falls ME 04254

	
	Mr. Joe Corbin
Director
MSAD #24 Adult Ed.
319 Main Street
Van Buren ME 04785


	
	
	
	
	

	Mr. Tim Dresser
Director
MSAD #5 Adult Education
400 Broadway
Rockland ME 04841-1702

	
	Mr. Joe Testa
Director
MSAD #13/59/74 Adult Education
55 Weston Avenue
Madison ME 04950

	
	Ms. Shelly Reed
Alternative Education
Maine Dept. of Ed.
23 State House Station
Augusta ME 04333-0023


	
	
	
	
	

	Ms. Dougie Taylor
EFF National Center
140 Paul Smith Road
Hull GA 30646

	
	Ms. Alvalinda Lindsay
Adult Learner
Windham Adult Education
406 Gray Road
Windham ME 04062

	
	Ms. Mary Schneckenburger
CALL
University of Maine-CALL
73 Ferrin Road
Litchfield ME 04350


	Ms. Patricia Clark
Adult Learner
PO Box 654
West Farmington ME 04992

	
	Mr. Walter Ridlon
Technical College System
89 Manley Road, Apt. 14
Auburn ME 04210

	
	Ms. Yvonne Davis
Vocational Education
Maine Dept. of Education
23 State House Station
Augusta ME 04333-0023


	
	
	
	
	

	 Kathy Kane
University of Maine System
PO Box 6792
Scarborough ME 04070

	
	Ms. Carolyn Drugge
Head Start Programs
Maine Dept. of Human Services
11 State House Station
Augusta ME 04333-0011

	
	Ms. Lois Whitcomb
IASA
Maine Dept. of Education
23 State House Station
Augusta ME 04333-0023


	
	
	
	
	

	Mr. David Stockford
Director, Special Services
Maine Dept. of Education
23 State House Staiton
Augusta ME 04333-0023

	
	Ms. Gail Dyer
Maine Dept. of Labor
55 State House Station
Augusta ME 04333-0055

	
	Mr. Ellis King
Maine Dept. of Corrections
111 State House Station
Augusta ME 04333-0111


	
	
	
	
	

	Ms. Janet Smith
EFF Field Coord.
Women, Work & Community
RR 1, Box 1170
Farmington ME 04938

	
	Ms. Rebecca Dyer
Adult & Family Literacy Consultant
Maine Dept. of Education
23 State House Station
Augusta ME 04333-0023

	
	Ms. Marcia Cook
Adult Education Coordinator
Maine Dept. of Education
23 State House Station
Augusta ME 04333-0023


	
	
	
	
	

	Mr. Bob Aubrey
Coordinator, ME Ad. Corr. Educ. Assoc.
Maine Adult Correctional Education Task Force
RR 4, Box 160
Skowhegan ME 04976

	
	Ms. Louise Sidelinger
Vocational Rehabilitation
73 State House Station
Augusta ME 04333-0073

	
	Mr. Steve Telow
Maine Dept. Human Services
11 State House Station
Augusta ME 04333-0011


	
	
	
	
	

	Ms. Mary DuRoss
ABE Coordinator
Bailey Evening School, Morse HS
826 High Street
Bath ME 04530

	
	Mr. Andy McMahan
Chief GED Examiner
Maine Dept. of Education
23 State House Station
Augusta ME 04333-0023

	
	Ms. Linda Brackett
Livermore Falls Adult Ed.
P. O. Box 95
Livermore Falls ME 04254


	Ms. Bonnie Fortini
Director
Machias Adult Education
RR 1, Box 12-A
Machias ME 04654

	
	Ms. Laura Coombs
Executive Director
Literacy Volunteers of America-ME
39 Deering Street
Portland ME 04104

	
	Ms. Brenda Gagne
Director
Noble Adult/Community Ed.
P. O. Box 819
No. Berwick ME 03906


	
	
	
	
	

	Ms. Larinda Meade
Co-Director
Portland Adult & Community Education
196 Allen Avenue
Portland ME 04103

	
	Mr. Ray Therrien
Director
MSAD #9 Adult Education
108 Fairbanks Road, Suite 3
Farmington ME 04938

	
	Ms. Anne Niemiec
Director
Lewiston Adult Education
156 East Avenue
Lewiston ME 04240


	
	
	
	
	

	Ms. Patte Bowman
CALL
University of Maine at Orono
5766 Shibles Hall
Orono ME 04469-5766

	
	Ms. Carol Wynne
CALL-Reading Excellence Act
5 Martin Avenue
Waterville ME 04901

	
	Mr. Patrick O'Regan
Director
MSAD #6 Adult Educ.
Bonny Eagle HS

700 Saco Road
Standish ME 04084


	
	
	
	
	

	Mr. Tom Nash
Director
Sanford Community Adult Education
52 Sanford High School Boulevard
Sanford ME 04073

	
	Mr. Darrell Gilman
Director
MSAD #34 Adult/Community Education
6B Lions Way
Belfast ME 04915

	
	Ms. Betty Ryder
Director
Boothbay Adult/Community Ed.
236A Townsend Avenue
Boothbay Harbor ME 04538


	
	
	
	
	

	Ms. Shannon Cox
CALL
University of Maine at Orono
5766 Shibles Hall
Orono ME 04469-5766

	
	Ms. Evelyn Beaulieu
Director, Center for Adult Learning and Literacy
University of Maine at Orono
5766 Shibles Hall
Orono ME 04469-5766

	
	Ms. Barbara Goodwin
Director
Massabesic Adult Education
P. O. Box 499
Waterboro ME 04087
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Adult Education Catalyst Facilitation Team

	
	Michael Thorne Kelly
	Mkelly@amcinc.com                                 207 442-0658

	
	Larry Lemmel
	Llemmel@clinic.net                                   207 443-6292

	
	Sandra Carstens Kelley
	Mkelly@amcinc.com                                 207 442-0658

	
	Daniel H. Thompson
	Dan.thompson@amcinc.com                   207 882-7606
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