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Abstract—With the implementation of Every Student Succeeds Act (ESSA)
in the United States, teachers have been given new responsibilities tied to sup-
porting student scholastic and behavioral needs. The recent implementation of
ESSA has left educators with minimal professional development support op-
tions to acquire skills to support students under this Act. To meet the diverse
professional needs of teachers, it is necessary to look toward new cost-effective
methods for professional development that stretch beyond in-person trainings,
and that will prepare teachers to support the scholastic and behavioral needs of
all learners. The authors propose incorporating the Blue Ocean Shift (BOS)
strategy to identify alternative methods for teacher development. BOS comes
from the business setting and is a strategy used in market development. The au-
thors apply BOS to education through exposing its applicability as an assess-
ment process. This assessment process can support the identification and devel-
opment of online teaching tools for supporting multi-tiered systems of supports
(MTSS) coaches in their training of teachers for school improvement efforts.
The authors analyze the current professional development options provided to
teachers and evaluate the use of BOS to determine innovative practices that
MTSS coaches can implement to develop teacher skills and promote student
learning.

Keywords—Blue Ocean Shift; teacher professional development; online pro-
fessional development; multi-tiered systems of supports (MTSS)

1 Introduction

Despite increased demand for skill improvement for educators, there are few alter-
natives to face-to-face professional development to promote teacher growth in the
wake of new laws and regulations. For example, under the Every Student Succeeds
Act (ESSA) in the United States, teachers are asked to implement a schoolwide sys-
tem of supports that target a variety of outcomes, but most significantly, the im-
provement of student academic performance and behavior. Under ESSA, these
schoolwide initiatives, known as multi-tiered systems of supports (MTSS), work to
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provide robust scholastic and behavioral supports for all learners. These whole school
supports offer a three-tiered continuum of interventions for students and can conse-
quently lead to the uniform systematization of school interventions to enhance the
outcomes of all learners (ESSA, 2015; Horner et al, 2019; Horner, Sugai, & Fixsen,
2017; Lane, Menzies, Ennis, & Bezdek, 2013; Nagro, Hooks, & Fraser, 2019). To
support teachers and enable them to meet the demands of ESSA, professional devel-
opment must be offered in a way that will enhance educators’ skills, while remaining
cost-effective and accessible.

Currently, MTSS coaches and leaders of school improvement initiatives possess
limited time and resources for supporting staff directly and on a regular basis. Since
stakeholders (staff, coaches, administrators, etc.) have limited resources, it is valuable
to look towards alternative means for coaching the growth of educator practice. The
current professional development opportunities for classroom teachers are time con-
suming, typically face-to-face, possess minimal relevance to the classroom environ-
ment, and present teachers with limited autonomy and choice. In this paper, the au-
thors look towards a new strategy for developing resources for MTSS coaches to
support teacher development in the hopes of improving student success within the
PreK-12 setting (Nagro, Hooks, & Fraser, 2019). These coaches need efficient and
effective resources to support teachers, which subsequently improves schools.

To identify the needs of their end users in a more effective way, developers in cor-
porate settings have turned to market development strategy known as Blue Ocean
Shift (Kim & Mauborgne, 2005; 2017). Blue Ocean Shift is an evidenced-based strat-
egy from business that can help schools implement evidence-based practices in the
area of PreK-12 professional development. Blue Oceans, as opposed to Red Oceans
that are filled with competition, are markets that are untapped by designers. The au-
thors regard the Blue Ocean Shift strategy as an assessment process which, when
considered, aids the identification and development of online teaching tools that re-
gional, university, and/or district level MTSS coaches can use to support teachers in
their school improvement efforts. The authors examine the current professional de-
velopment opportunities offered to teachers and evaluate the use of Blue Ocean Shift
to distinguish innovative practices that can present MTSS coaches with the tools they
need to foster teacher development and student learning.

2 Available Professional Development Opportunities

2.1  Face-to-face methodology

Professional development provided to classroom teachers are typically presented in
a face-to-face format, although this method is not the most effective. The one-size-
fits-all approach typical to this format is problematic as, “teachers are not a homoge-
nous population but represent diverse perspectives, experience, expertise, receptive-
ness to new ideas, and potential for leadership roles” (Taylor, Yates, Meyer, & Kin-
sella, 2010, p. 85). Since face-to-face professional development, typically provided by
school districts for the whole staff, commonly provides non-differentiated content to
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practitioners, it does not always align with the diverse levels of expertise and experi-
ence of classroom teachers (Taylor et al., 2010). Additionally, since these meetings
generally involve a single day of in-service training, there is limited expectation that
teachers will implement these practices within their instruction (Badri, Alnuaimi,
Mohaidat, Yang, & Rashedi, 2016). While professional development is integral to
progressing the instructional competencies of teachers, the inability of traditional
face-to-face development to meet the needs of all educators is problematic. Many
teachers find that face-to-face district-provided professional development does not
adequately support their needs (OECD, 2009).

2.2 Teachers and the learning environment

Currently, most teachers do not believe that the professional development they are
provided by their district meets their needs as there is a disconnect between the con-
tent presented to teachers in these meetings and the actual needs of the classroom
environment (OECD, 2009). The diverse experiences of teachers cause traditional
face-to-face meetings to be incapable of supporting all educators. Likewise, “effective
professional development is on-going, includes training, practice and feedback, and
provides adequate time and follow-up support. Successful programs involve teachers
in learning activities that are like ones they use with their students and encourage the
development of teachers’ learning communities” (OECD, 2009, p. 49). Since these
meetings tend to be one-off instances, teacher growth in relation to their new
knowledge is stifled because they are unable to engage in long-term learning that is
applicable to the classroom environment. Working to develop a high-quality teacher
workforce requires more time than is typically allotted in face-to-face professional
development sessions. It is important to look towards alternative, or augmentative,
professional development methods that can outperform the face-to-face approach
alone.

2.3 Cost and accessibility

The common practices used in teacher professional development are, oftentimes,
costly and time prohibitive, causing teacher access to be varied. One central reason
why teachers are unable to engage in these opportunities (outside of those provided by
their district) is due to their time-consuming nature. Classroom teachers currently
struggle to balance their immersed work schedule, personal life, and extensive teach-
ing obligations, making it challenging for them to regularly engage in long-term,
effective professional development (OECD, 2009). Likewise, both in-person and
online opportunities that are not provided by a school district require a substantial
amount of money to participate. Such options are expensive to design for classroom
teachers because high-quality development opportunities are created by educational
experts who are knowledgeable of the best practices that will enrich teacher effective-
ness (de Kramer, Masters, O’Dwyer, Dash, & Russell, 2012). Although face-to-face
and online teacher professional development are both costly to design and deliver,
face-to-face meetings incur more expenses than online opportunities. Expenditures for
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face-to-face instruction include: travel expenses, presentation fees for facilitators,
session design, physical space rental, and participation fees. In addition to these ex-
penses, there may also be a loss of instructional time for teachers because face-to-face
learning typically occurs during the school day (de Kramer, et al., 2012). Due to surg-
ing expenditures for face-to-face instruction, online professional development pre-
sents a cost-effective learning opportunity for teachers to look towards.

A central benefit of online professional development is that an expert facilitator
can support participants in a timely manner and interact with them more frequently.
Through online professional development, the facilitator is better able to gauge teach-
er understanding of the material as well as provide individualized support. For exam-
ple, by examining participants’ written reflections on the professional development
content, facilitators can evaluate the teachers’ content comprehension. Facilitators are
then able to offer detailed feedback and supplementary support according to the needs
of each classroom teacher (Cho & Rathbun, 2013). The customized nature of online
learning also includes long-term assignments directly tied to the classroom. By ex-
tending the length of a professional development session, teachers can, “create work
products that would be used in their teaching and which would also provide the [facil-
itator] with tangible evidence of the effectiveness of what was learned” as well as the
value of the professional development (Cho & Rathbun, 2013, p. 155). Through
online learning, educators can engage in professional development that is worthwhile
for teachers and coaches alike.

3 Conducting Valuable Professional Development

3.1  Assisting coaches to support teachers

MTSS coaches provide valuable support for advancing teacher competencies to
meet the learning needs of students within the classroom. An educational coach is an
individual who works with educators to support their role as a classroom teacher.
They offer support with instruction and advise teachers on how to best support the
learners in their classroom. For MTSS coaches to have a significant impact on teacher
practice, it is imperative that coaches remain respectful and evaluative towards class-
room teachers. To engage educators, coaches must implement practices that value
teacher autonomy within their classroom. By developing a respectful rapport, a part-
nership can be formed that fosters open dialogue and enriched teacher practice (Han-
over Research, 2015). Ultimately, however, effective coaching must be correlated
with teacher and student outcomes. Through continuous evaluation, teacher strengths
can be highlighted, areas for improvement can be recognized, and coaches can com-
municate progress to stakeholders (Hanover Research, 2015). By documenting these
elements, while centering the work of coaches on student and teacher outcomes, the
classroom environment will improve because growth is grounded in comprehensive
learning. One valuable resource for coaches to facilitate professional development is
online-based instruction. Implementers of online learning must also consider nuances
of working with adults.
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3.2  Executing adult learning

Within the academic setting of a professional development session, teachers take
on the role of adult learners while coaches become the educator hoping to impart
knowledge on teachers in attendance. For the most efficient practices in teaching adult
learners, coaches must ensure that teachers are able to freely “work at their own
speed, choose to study particular aspects of a course, adopt whatever learning style
suits them best, and be free to choose what they learn” (Jarvis, 2004, p. 154). As adult
learners, classroom teachers possess the capacity to make decisions about what will
best support their professional growth. By constructing a learning environment in
which teachers are empowered as independent learners, educators will be more en-
gaged in learning because their insights and experiences are respected.

Online professional development programs must consider practices which properly
cultivate the professional growth of educators to subsequently enhance student learn-
ing. According to Bichelmeyer (2006), the central features of quality instruction for
adults possess the following characteristics:

Encourage student-instructor interaction so that students may become cognitively
engaged with the learning environment; Cooperation among students in order to
take advantage of the different skills and expertise of the various learners; Encour-
ages active learning so that adult learners are engaged in solving problems and ad-
dressing issues that apply to their daily lives; Emphasizes time on task so that the
majority of the adult learner's time is spent engaged in learning activities rather
than listening to information presented by others; Provides prompt feedback to
adult learners about their performance related to learning activities; Communicates
high expectations; Involves respecting the diverse talents of adult learners and the
various ways in which they learn. (p. 515-516)

Engaging in these practices ensures that classroom teachers, as adult learners, feel
their professional development opportunities are advantageous while also providing
them chances to apply what they have learned to their personal classroom environ-
ment. By guaranteeing content that is applicable to contemporary classrooms, while
assessing the previous and present experiences of educators, teachers have a greater
ability to engage the material and collaborate with others during the learning process.
A teacher’s knowledge and mastery of the content will continue to broaden when they
are provided with the opportunity to collaborate alongside colleagues and MTSS
coaches. When implemented correctly, there are advantages to providing online pro-
fessional development.

4 Technology-Based Professional Development Alternatives

4.1 Advantages

Although not the same level as an advanced university-based degree, engaging in
online teacher professional development offers opportunities for educators to partici-
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pate in a community for an extended period. One of the benefits of online sessions, as
opposed to the one-off, district-provided, face-to-face meeting, is that educator learn-
ing opportunities can become long-term and cumulative by allowing teachers to de-
velop and synthesize their skills over time (Gaible & Burns, 2005; Darling-
Hammond, Hyler, Gardner, & Espinoza, 2017). When educators participate in online
professional development, they are typically required to generate classroom artifacts
related to their work (i.e., teaching strategies, curriculum units, lesson plans, learning
goals and objectives). Professional development that is teacher-centered, “values each
teacher’s needs by supporting each one’s active engagement in the [program] and
creating knowledge that can be immediately usable in each participant’s teaching
context (Cho & Rathbun, 2013, p. 144-145). In a teacher-centered practice, educators
can effectively implement educational theory into their classroom setting and reflect
on the outcomes over an extended period. Broadening a teacher’s learning within the
classroom context holds the potential to enrich their effectiveness, thus enhancing
student learning.

Another benefit of technology-based professional development is its typically
asynchronous nature. In a network meta-analysis, Wu (2019) found that among the
three formats commonly used in adult learning—face-to-face, blended, and online—
blended learning appears to be the most efficient form of instruction (P-score=.9946),
followed by online (P-score=.4315), and lastly, face-to-face (P-score=.0793). Online
learning (blended or fully online) appears to potentially provide better outcomes for
adult learners when compared to face-to-face learning opportunities (Wu, 2019).
Long-term professional development programs commonly follow a self-paced instruc-
tional model or a learning-community model (de Kramer, et al., 2012). Under a self-
paced instructional model, educators independently engage in learning after which
they share their knowledge individually to the online facilitator. Conversely, in a
learning-community model, educators interact and collaborate with other teachers as
well as the online facilitator. Under both models, teachers train online and engage in
classroom-centered activities to evolve and develop their practice. Teachers partici-
pate in asynchronous communication with the facilitator and/or their fellow teacher
participants. The supplemental time provided in this setting offers teachers the oppor-
tunity to participate in deeper reflection through the “removal of social and physical
boundaries from the communication space” (de Kramer, et al., 2012, p. 239). The
asynchronous format of online discussion provides an equal opportunity to share
views about the course topics as well as openly discuss learning in relation to the
classroom. Both facets are beneficial to the development of reflective practitioners. A
flexible schedule is also imperative for educators participating in online learning as
they may not always have the means to partake in learning at a specified time or loca-
tion (Watson, 2008). Ultimately, this structured approach enriches the quality of edu-
cator performance as they can focus on professional development at times when they
are able to give their absolute attention to the content.
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4.2  Limitations to online professional development

Online teacher professional development possesses the capacity to reach educators
in new ways and broadens teacher access to quality sessions. One of the drawbacks of
offering online-based professional development sessions, however, is that current
technologies have the tendency to isolate users. While an online forum can bring
educators together, like the self-paced instructional and the learning-community mod-
els, it also has the capacity to seclude teachers because the forum does not always
require participants to engage in collaborative conversations with other educators
(Kebritchi, Lipschuetz, & Santiague, 2017; National Research Council, 2007). The
individualized nature of learning via an online platform has the potential of fostering
feelings of isolation because the teacher is working independently in an asynchronous
setting. The asynchronous setting of a self-paced instructional model can potentially
effect teachers negatively because their independent engagement with the material
removes the opportunity to develop their comprehension in relation to the perspec-
tives of their peers. Removing this crucial social component of learning is problematic
because it removes a teacher’s ability to clarify and refine his/her understandings.

The monetary cost of online teacher professional development is an additional bar-
rier. Because online opportunities are typically provided by knowledge experts, par-
ticipation in these programs are costly. Unfortunately, the reality is that not all teach-
ers have financial support from their district or the personal finances to participate
independently (National Research Council, 2007). Without access to financial sup-
port, teachers may be more likely to only engage in the free face-to-face professional
development meetings typically provided by the school district. Compounding the
cost of these programs, another monetary barrier is the lack of access to personal
technology. Many educators do not have access to computers or iPads that allow them
to engage in innovative online professional development and collaborate with others
(National Research Council, 2007). The lack of financial assistance hinders educators
from not only accessing these programs but from affording the technology necessary
to participate in the first place. These barriers significantly force teachers into a posi-
tion where they are less likely to engage in alternative professional development
which are technology-based. As it has been established, current face-to-face profes-
sional development meetings are unable to account for the diverse needs of teachers
and are therefore ineffective. Developers of professional development for educators
could use the Blue Ocean Shift approach to address these complications and hin-
drances to developing training around MTSS.

5 The Blue Ocean Shift Strategy

Rather than creating resources that are in competition with existing tools, alterna-
tive resources should be developed to meet the unmet needs of schools and educators.
Kim and Mauborgne suggest (2005; 2017) that many developers create products by
comparing their offerings with existing ones in their field. This type of focus is con-
sidered a “red ocean.” When designers of online content are working within a red
ocean, they are looking for ways to develop products that are in some way better than

10 http://www.i-jac.org






Fig. 1. The blue ocean theory of change in teacher professional development

5.1  Step One: Identifying where there is the most to gain

The first step in the BOS process asks a team to identify where they currently are
in terms of research and development of a chosen approach. Within the field of educa-
tion this team is made up of the creators and planners of professional development.
The goal here is to establish what research says about the current opportunities being
offered to teachers. The BOS further suggests using a visual map to chart this status.
It requires an identification, based on the mapped chart, of which area has the most
potential for improvement. At the university level, for example, at some institutions
there is a perceptible trend in which fewer educators are returning for advanced de-
grees. Although there are faculty that regularly engage in cutting edge research in
their respective fields, educators continue to desire knowledge and skills pertaining to
their effectiveness in the classroom. To close this gap, it is essential to identify how
educators can be assisted in developing their skills through professional development
offerings. For example, a local district may be implementing an MTSS initiative.
While they have access to initial professional development and coaching, instructional
staff still lack deep skill sets required to implement the approach.

Professional development can be offered in a way that enhances educators’ skills
with cost-effectiveness in mind. The value of professional development, while not on
the same level as an advanced degree, must match the needs of educators in the field
to carry out their work. Continuous efforts to meet such needs can only be achieved
once the unmet demands in the market are pinpointed and value is allocated to the end
users.

5.2 Step Two: Identifying where the team is in terms of innovation

To estimate where a team stands in terms of innovation, Kim and Mauborgne
(2017) suggest using a technique known as the canvas tool. This tool provides a one-
page visual analysis that describes the current opportunities of one district compared
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to what others are offering in the field. For example, within the field of MTSS, the
following areas can be advantageously analyzed for this form of comparison:

e How teachers in the local districts are supported in their implementation of MTSS
professional development by the district, universities, or other technical assistance
providers

e How teachers and MTSS coaches perceive these offerings

e How current offerings (e.g., online, books, webinars) address the needs of teachers
and coaches who implement effective strategies for students.

A strategy canvas tool can contrast what is currently being offered to a district with
the most valuable resources in the field of professional development. To exemplify
this, one might compare one’s own university existing courses on MTSS to an organi-
zation that provides online modules to teachers in the field (see Association for Su-
pervision and Curriculum Development for examples of online modules). Perspective,
according to the BOS, should be from the lens of an end user not the developer. This
step will help to divulge how a product competes with others in terms of time and
resources for end users. Figure 2 presents a strategy canvas that examines the teacher-
determined value of current professional development opportunities made available to
them.

Strategy Canvas: Comparing the Value of Professional Development Opportunities

High

Educator
Valuation

Professional Development Factors
Low

Price Convenience Time Autonomy  Relevance to Collaboration
Classroom

=o—Advanced University Coursework District Provided Face-to-Face

=o—Online —e—Webinar

Fig. 2. A stragery canvas which fuctions to analyze current professional development offering
according to what teachers value
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5.3  Step Three: Imagining the project’s direction

The next stage of development involves creating a user utility map (see Figure 3).
This map includes the steps that most consumers of any product go through when they
commit to using a resource—from selecting a resource to its discard. The vertical axis
of the map suggests areas consumers consider at the time of a product's purchase.
These factors cover how the product will enhance their productivity, and the re-
source’s simplicity and convenience. The horizontal axis consists of stages consumers
go through during a significant purchase. Buyers typically follow a continuum of
steps when purchasing a product. Developers can use this map to compare their cur-
rent and potential offerings for consumers on each quadrant of the matrix.

As the user utility map is developed, the main points of potential users must be
identified; in this case, teachers and MTSS coaches. This step further seeks to estab-
lish the unmet needs of these potential users and how current professional develop-
ment opportunities (e.g., the face-to-face format or online modules) can be intimidat-
ing to them. To illustrate this universally, take the following example: many people
are intimidated by the remote controls that come with new televisions. In fact, some
prefer a remote with fewer buttons that guide various functions rather than multiple
remotes that each have distinct purposes. The end-user’s perspective should be the
final guide for determining the functionality of a product.

Focus must remain on the utility of the project across three main groups of people.
The first group includes individuals who are soon to be a non-consumer. These could
be educators who are utilizing current opportunities but actively looking for another
solution. The second group are those that are refusing a product. These are educators
who have actively considered utilizing professional development opportunities but
have ultimately chosen not to. The third group includes the unexplored non-
consumers. This group comprises educators who have never thought of using alterna-
tive resources that a research and development team can provide. For instance, some
teachers may be struggling to implement MTSS in their classrooms, but have never
thought about accessing online content to support their implementation efforts. Again,
the goal is to assess the available opportunities, or potential ones, through the eyes of
the end user. In the example provided in Figure 3, the "X" in the matrix indicates an
area of focus for one’s competitors in one’s industry. An "O" in the matrix indicates
that one’s new Blue Ocean offering will address this area. Some areas of the figure
are left blank because neither approach addresses that quadrant.
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Buyer Utility Map: The Six Stages of Buyer Experience Cycle

Purchase | Delivery | Use | Supplements | Maintenance | Disposal
Educator (6] o o0/X o/X O
Productivity
Simplicity o o o O O o
Convenience (@) o @) o o o
Risk (6] X O O o
Fun and O (6] O
Image
Environmental O (6] O (6] (0] o
Friendliness

X = Current Industry focus; O = Blue Ocean Offering

Fig. 3. Example of utility map for crating products for edicators

5.4  Step Four: Identifying a path to reach the goal

Step four focuses on how to solve any unmet needs of the end users. The Blue
Ocean Shift process suggests using a user utility map that follows six key phases.
First, the obstacles which the project is attempting to solve must be identified. As
mentioned in the previous step, the end users are not just educators who currently
utilize professional development opportunities, but those who may never have consid-
ered engaging them in the past. The current obstacles which teachers face in profes-
sional development may include support for implementation of strategies and rele-
vance of content to meet the needs of their students. Second, the two largest strategic
groups in the field must be established. This phase might consider why teachers and
administrators choose to purchase an instructional or pedagogic book rather than hire
a consultant for development opportunities. Third, developers distinguish the chain of
people who must commit to using the professional development resources financially.
This commitment may be comprised of staff time specifically allotted for the use of
either free services or those which must be paid for. These individuals might include,
but are not limited to: state education agencies, regional offices of education, local
education agencies such as school districts, building administrators, department
chairs, and school staff. Fourth, determine the consumers' perception of the industry.
Specifically, developers should identify overarching themes in changes which are
likely to come thereafter (changes in policy, accountability, etc.). This phase seeks to
identify trends in the overall field of education, particularly those that seem to be
irreversible. For example, if standards-based education begins growing in promi-
nence, then its inclusion in professional development must be considered. Fifth, seeks
to identify educational trends based on the online product under development. For
each shift, it is crucial to detail how that trend will change what the end users value
and how their needs will impact what is being offered to the organization over time.
Sixth, ask the team to record their insights from each of the previous actions. The goal
of this utility map is to help identify potential actions that will improve opportunities
available in professional development by eliminating irrelevant materials, reducing
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efforts to access content, raise the emphasis on key areas, and create new options as
needed.

For example, teachers may be implementing an MTSS approach that is designed to
increase student engagement within their classrooms. The competing instructional
offerings require the teachers to complete a three-credit hour, face-to-face course on
instructional strategies. The cost for the course is $3,000 in tuition. The Blue Ocean
offering may alternatively offer a short (4 hour) online professional development that
teachers can complete for continuing education credit at a cost of $100. The Blue
Ocean offering would only focus on the particular skill-set the teacher is trying to
improve (i.e., student engagement). The Blue Ocean offering could include options
such as

e Access to an online module and workbook at $100 (basic option)

e Access to the modules and workbook, plus membership in a supported social me-
dia platform for collaboration with others for $200 (advanced option)

o All of the aforementioned resources, plus access to three synchronous online small
group coaching video sessions for $400 (premium option).

In this example, the Blue Ocean offering reduces the cost of the course, the amount of
content presented, and the time needed to travel to campus. The offering is increasing
the choice teachers have in the level of support they need to implement their MTSS
strategy in the classroom.

5.5  Step Five: Implementing the ideas successfully

The last strategy of the BOS is to select a final approach to research and develop.
To accomplish this step, Kim and Mauborgne (2017) recommend holding a “fair” to
share the visual examples of the work teams have created in the previous steps. Dur-
ing this fair, the main intent is to invite leaders from other organizations, the devel-
opment team, representatives of users from current opportunities, and representatives
from non-customer groups in order to present what strategic options have been newly
designed. The two primary goals of the fair are to obtain feedback about the current
direction of research and development and then share the reasons behind why one
idea is chosen over another. The participants are then asked to vote on each possible
strategy and share how they made their final decision. The second goal is to secure a
commitment from the internal team and stakeholders who collectively agree on the
direction in which to head. Because various groups of people have become involved
since the beginning of the BOS process, there is a greater likelihood of obtaining
commitments for the time and resources necessary to move forward in the approach.
Once a particular strategy is determined, end users can then be rapidly tested before
rolling out the final product.

It is imperative that the chosen model is financially viable. This includes address-
ing the cost of resources needed to implement and maintain the work. It is crucial to
consider the expense of the product for end users as it can signify its potential sustain-
ability. While developing approaches, using grant funding can be helpful straighta-
way, this does not always lead to continuation. The expense to the end user reflects
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how much it costs to develop and maintain the product, compounded by the value the
offering provides. As previously established, educators are already constrained by the
costly nature of professional development. For this reason, it is vital that the opportu-
nities offered to educators within the district are not only affordable for them, but
affordable for the administration as well so as not to drain financial resources that are
needed elsewhere. One consideration to keep the costs of production down is to part-
ner with existing groups within the organization that can help with implementing the
chosen strategy. Specifically, if an organization already has course designers familiar
in the development of online training for effective instruction, partnering with them
has the potential to yield cost saving resources, not to mention time. Another key
strategy in rolling out the project is to empower those who will be interacting with the
end users in a way that they feel as if they are a part of the team. The most important
people on the team, once the product is ready for implementation, are those who are
interacting with the end users. This includes faculty working directly with schools or
the enrollment coordinators that interact with potential teacher participants that utilize
online resources. Treating these individuals with respect and appreciation goes a long
way towards energizing their efforts to be ambassadors for the approach. Although an
online training product may seem to be beneficial, if the people interacting with the
end users are not as invested in the work, then the project very well may not take off
as hoped. Development teams should also consider the investment of MTSS coaches
who provide support for the implementation of professional development.

The BOS further suggests drawing a model for how the product will be maintained
over time. This model incorporates the project benefits in the organization (e.g., in-
creased revenues in teacher enrollment and enhancements in the use of technology
across other more traditional programs) and the advantages for end users (e.g., ability
to supplement content from face-to-face training and access to relevant content to
support instructional staff). Having a visual model helps everyone on the team under-
stand how to sustain the project. The last component of step five is to initiate imple-
mentation with a small pilot. According to Kim and Mauborgne (2017), Apple started
with only two physical retail stores. This allowed the company to test their approach
and identify any problems that needed to be addressed. After this pilot, they eventual-
ly developed 25 new stores, which ultimately lead to 490 stores worldwide. Kim and
Mauborgne refer to this as a smart rollout strategy. In the field of education, this
might involve testing an approach with one or two schools first. Then, upon success,
expand it to the next district followed by the region and then eventually the entire
state. A slow and sequential rollout will help the team develop an approach that is
more likely to be well received and expand itself effectively over time.

For instance, the Blue Ocean fair might lead to the development of an online pro-
fessional development to help teachers in a large urban district to improve their class-
room climate. As previously mentioned, the suggested offering might include three
price points that cover a support continuum. The price points would range from basic
access to the materials to MTSS coaching from content experts. The offering would
also provide the district's MTSS coaches with access to the social media platform and
assessment results. Coaches could tailor their professional development and feedback
based on the teachers’ progress through the curriculum. Finally, participants could
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have payment plans which allow them to pay for the course over three monthly in-
stallments or pay all at once at a discount. Piloting the course before a significant
rollout would be critical.

A pilot evaluation project might be implemented with a district and include mech-
anisms for rapid feedback. For example, staff could be asked to complete a self-
assessment on their satisfaction with online content, a pre-post checklist on the level
of fidelity of implementation of the strategies within the professional development,
and a pre-post measure of classroom climate for their focused setting. District coaches
also could provide feedback on their satisfaction with the effectiveness of the content
to support the school's MTSS implementation efforts. Alternatively, using a control-
waitlist evaluation design, teachers could be assigned to a treatment (e.g., access to
the modules at different levels of support) or control condition (e.g., access only to the
district MTSS training and coaching). After an initial evaluation stage, teachers in the
control group could have access to the full offering. Ideally, a random selection of the
treatment group would be observed to determine their level of implementation of the
offering over the duration of the course. Brief interviews or focus groups also could
be added at the end of the evaluation period to obtain additional feedback about the
value and utility of the offering. These evaluations would provide evidence for the
efficacy and efficiency of the Blue Ocean strategy and suggest improvements for
scaling the offerings to additional settings.

6 Conclusion

Coaches and leaders of MTSS-related school improvement initiatives have limited
time and resources to work with staff directly. They require efficient tools to help
train and support staff. The BOS process is one way that developers of online tools for
coaches and leaders can identify effective resources that benefit everyone involved.
Few tools exist that were designed to support individuals who are coaching staff with-
in schools. The BOS process will allow districts to identify the needs and problems of
these individuals. If these tools can be provided within MTSS efforts, they may have
the ability to improve outcomes for all students, including those who are struggling
academically. Creative tools can help the instructional staff to be more successful
implementing MTSS. The BOS process provides developers of online professional
development with strategies beyond typical research and development. It is possible
that this business model can be implemented with a variety of development needs to
increase the success of students and teachers in PreK-12 schools. The key ingredients
needed to address these demands are a desire to add value to the end user and an ef-
fective process such as the BOS to help meet these needs. Optimistically speaking, the
value of innovations developed through the BOS will help to identify the needs of end
users and those potential users who have never considered using what is being of-
fered.
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