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what is a health promoting school?

There is an important relationship between student, staff and
community well-being and the ability of any school to function at

its best and achieve all that is expected from the process of formal
school education. If people in schools are happy and healthy they can
learn, work and play better.

A health promoting school is one that works in a way which
demonstrates a whole school commitment to improving and
protecting the health and well-being of the school community. More
specifically, a health promoting school is one that uses a health
promoting schools approach. A health promoting school cannot be
defined by the presence of special projects, educational activities or
specific physical characteristics. Nor is it a program with a beginning
oran end.

the health promoting schools approach

A health promoting schools approach is reallya way of thinking
and working that is adopted by the whole school in order to make
the school the best possible place to learn, work and play. The
approach is defined by:

e people from across the school community working together to plan
and deliver school activities

e anongoing consideration of the broad range of factors which make
up the school, to ensure that positive and comprehensive school
systems, environments, programs and activities are provided.

Many schools that adopt a health promoting schools approach

find the health promoting schools framework an extremely helpful
instrument for ensuring their thinking and planning processes are
comprehensive and consider all aspects that make up the school.

the health promoting schools framework

The health promoting schools framework highlights three interacting
components of a school. The framework is a useful guide to help plan
what happens in your school in a comprehensive and holistic way.

. curriculum, // school . . .
refers to wha}t is taughtand learnt [ 4,2 g and I/ ey mclydes the physical and social
and how it is taught and learnt learning,d‘ i~ gthos and setting of the school

refers to the partnerships formed between the school
and members of the community including parents, local
businesses, non-government and government organisations
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how to plan and make decisions

Decision-making and planning are important parts of the
health promoting schools process. Decision-making occurs
throughout the process—from decisions about how to
introduce the health promoting schools concept, to decisions
about what will be included in the action plan. Planning is
vital for deciding where you want to go, how you will get there,
and if you have enough time and resources to do it.*

The tools in this section can be used to facilitate collaborative
decision-making and action planning in groups. Some tools
can be used in combination with other tools.

the tools include:

—  NOW O DI QINSEONIIT et eeeeeeeeeeseeeessanne 2

— how to identify and prioritise issues —

problem census and nominal group techniques .............. 4
— how to make decisions collaboratively..........ccceeverueruennene. 6
— how to evaluate options and make a decision

—deCiSION ANALYSIS3 ..ueeeeeeeeeereeeeereerecreereeereeeesreesesseeaeens 9
— how to make decisions in Sroups.......cceeeveeeecverreecvesrenne 10
— how to generate agreement out of disagreement

— delphi teCANIGUE 3 ......ueeeeeeeeereereereereeeeeeesreeeecve e 12
— how to produce a new solution when disagreement

exists —option one-and-a-Nalf ...........cceceeeeeveeeveevuennenne 14
— howto handle conflict ...ccueeeveeeeeccreeieeceeceecrecceeceeaeene 15
— how to highlight barriers and opportunities

for reaching a goal—force field analysis 3 ....................... 18
— how to map the potential for change in your school

—1ed and blUE ACHIVILY .....ccueeveereeeeereereerenresrenreseesressesaennes 19
— how to create an action plan......ceceeeeeerereerenenrenennens 21
—  hOW t0 SEt OULCOMES ....eveeverererererereneenteneeeeesreseesaeeens 27
— how to ensure the strategies of an action plan

are COMPrENENSIVE ....uveeeeecreeceeerecsreesreeereeeeesreesreesseens 29
— how to review and reflect on your progress ........cceeeeeene. 31
—  TEFEIENCES ettt sre s seens 34
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how 10 brainstorm

what 1o do

page 2

background information

Brainstorming is a very useful technique to use when people
are exploring possibilities in @ meeting or workshop. It can
be used to generate a large number of creative ideas. These
ideas may be available options, possible solutions to a
problem, or useful strategies. A list is written up on a public
space (such as a whiteboard, butchers paper, blackboard or
overhead transparency) where all members of the group can
seeit.

The rules of brainstorming state that every idea is accepted,
included, and listed without any criticism, judgment or
decisions. It does not matter how wild or wacky ideas may
seem at first glance. The quantity of ideas is more important
than the quality2 The aim is to think broadly and generate
ideas that may not have otherwise been considered.
Brainstorming provides all participants with an opportunity to
contribute and build on the ideas of others.

The brainstorming tool can be used on its own, within a
meeting, or as a quick five-minute tool that needs little
preparation. The activity can be completed in small or
large groups, but can also be used by individuals working
alone?. Completing the activity in small groups ensures all
participants have an opportunity to speak and put forward
theirideas.

A facilitator can run a brainstorm.

O Establish clear ground rules. This is most important, as
participants must understand that the group will not be
critical of each other’s ideas. The group environment
should feel ‘safe’ to participants so they can be as
creative as possible. Ground rules should include:

— no criticism or judgment

— say whatever comes to mind no matter how silly it
sounds

— no censoring of ideas as all ideas will be recorded.

O Ifthe group has not been together long, it may be useful
to practise the brainstorming process with a ‘fun’ issue.
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For example, “Let’s try to think of 100 uses for a skipping
rope?”’?

) Appoint someone to record all the ideas where the whole
group can see them.

O Statethe question or issue that is to be brainstormed
(for example, ways to make our school a healthier place;
what can our school do about.....?) Answer any questions
surrounding the issue or the brainstorming process.

O 1t may be useful to include some individual thinking time
before the group brainstorming to allow everyone to
participate, not just the ‘quick thinkers’:

— generate ideas and record them?
— close the activity when the ideas run out>.

O brainstorming has occurred in small groups, the
facilitator asks the spokesperson of each small group to
share their responses with the large group until all ideas
have been listed. In reporting back, the spokesperson
does not repeat any ideas already identified by a previous
group. The responses should be listed where everyone
can see them.

O Theideas can be analysed, discussed and used to make
decisions at a time following the brainstorming activity.
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how 1o identify and prioritise issues —
problem census and nominal group technique’

background information

This tool can be used to generate and then evaluate and
prioritise ideas, problems or solutions. It is done in a non-
critical, comfortable environment where people feel ‘safe’

to contribute. The tool can be used for large or small groups
and all participants are given the chance to contribute. This
tool is similar to, and an extension of, brainstorming but can
be used for large groups of up to 50 people. It is especially
good for use in a new group and is most useful when there are
many possible ideas.

WhaT TO do 9 A facilitator usually runs the session. Inform the

participants about what will happen in this activity.

O state the question, issue or topic that is to be addressed.
Answer any surrounding questions.

9 Ask participants to individually and silently write down a
list of their issues/ideas/solutions.

O Ask participants to form small groups of 5-8. Each group
is to select a scribe to record the group’s ideas, and a
spokesperson to share the group’s ideas with the
larger group.

9 In each small group, individuals share
their own list of ideas. It may be useful to
move around the small group with each person
contributing one idea at a time to ensure

all members are included.

O The list of ideas are clarified, discussed,
accepted, rejected or modified by the group.
The small group is to make a list of the items they
consider important, which will be shared with the large

group.

O It may be useful for the small group to prioritise the
list of ideas. The group could achieve this through
consensus, majority vote, or by scoring and then ranking
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the ideas on the list according to importance. For more
information, see How to make decisions in groups in this
booklet. Further negotiation and discussion is possible if
disagreement exists.

O Ask participants to retur to the large group. Each small
group presents their list. The large group combines
all ideas into one prioritised list, after any necessary
clarification and/or discussion. The list can be prioritised
using the same procedure.

O Ask participants to retum to their small groups to discuss
and prioritise the ideas on this new, large group list.

9 once again, ask participants to return to the large
group where the prioritised lists of each small group are
presented. The large group again combines these into
one large, prioritised list. The whole process can continue
until all the people in the large group accept the list, that
is, until consensus is reached.

Y
A
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how 1o make decisions collaboraively

backaround information

Making decisions collaboratively with the school community
o @ o is important to the health promoting schools approach.
o © o O o If time is taken to choose the best solution, and
o o o o

agreement is gained from all people involved, a sense
o of ownership and responsibility is developed and it
is much more likely that the decision will be carried
out.

The following decision-making model can be
used as a guide to make a quick decision.
Alternatively, the steps can be used in a more

structured, formal way in a group session. Within
this decision-making process, other decision-
making tools can be used. For example, the
decision analysis tool in this booklet could be used in the step

that considers options and consequences.

WhaT TO dO The basic steps are:

e issueidentification

e generating options

e consideration of options and consequences
e selecting appropriate options.

A number of factors are considered for each basic step.

step 1 issue identification
O What are the issues?

O Definea specific issue. Before making a decision, the
issue under decision has to be clear. If you find that there
is more than one issue, these may need to be separated
with a similar decision-making process being used for
each issue.

O What are the surrounding issues that need consideration?
What other factors impact on this issue?
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step 7. generating options

© What can be done about the problem orissue?

© How can it be done?

9 Listall possible ideas.

step 3 consideration of options and
consequem:es

©06 0000

Select an option.
List the benéefits of this option.
List the disadvantages of this option.

List the consequences of this option —short, medium and
long-term.

List any other impact this option may have.

Repeat this procedure for each option listed.

step 4 selecting appropriate option(s)

O After weighing up the advantages and disadvantages,
select the most appropriate option.

9 some suggestions for selecting an option include:

ask the group to choose the most appropriate
solution based on the advantages and
disadvantages of each

cross off the least appropriate options until only a
few are left and take a group vote

cross off the least appropriate options until only one
is left
take a group vote

use a decision-making tool to reach consensus
within the group, for example, the delphi technique
or problem census and nominal group technique.

alTemaTlvely... Turn these basic decision-making steps into a collaborative
process that involves more of the school community than just
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those present in a group. To do this, a number of other tools
could be used while following these steps.

For example,

9 10 help identify the issue, you could gather information
through a survey and then use the problem census and
nominal group technique in this booklet to prioritise the
problem issues.

9 10 generate options, you could have a brainstorming
session or use the problem census and nominal group
technique.

9 To evaluate options, you could use the force field
analysis, delphi technique or decision analysis tools.

9 Toselectan appropriate option, you could vote or use the
decision analysis, delphi technique, or option one-and-a-
half tools which are all included in this booklet.

page 8
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how 0 evaluate options and make a decision
— decision analysis’

Ko

what 1o do

backaround information

Decision analysis is used to help evaluate options and make
decisions. This tool is used after options have been generated
(possibly after brainstorming), when a decision must be
made. The options are evaluated against a set of criteria

and the decision is made on this basis. Although generating
criteria may be time-consuming, the decision is made
objectively which limits the time participants spend arguing
for their favoured option.

This tool is for use once options have been generated.

O Prepare a list of ‘musts’ that options have to satisfy to be
considered.

) Prepare a list of ‘wants’ that are highly desirable in an
option. If the list is very large, rank the ‘wants’ in order of
importance.

O Check each option against the ‘musts’.
Cross off any options that do not meet the
list of ‘musts’. o
o
O Check each option against the ‘wants’.
Compare each of the remaining
options according to how many
‘wants’ they meet. Cross off the
options that do not meet enough
‘wants’. You may like to rank the
remaining options.

9 Tentatively choose the most suitable
option or options. Examine the
consequences associated with the
option, both positive and negative.
Make a final choice.
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how 0 make decisions in groups

what 1o do

page 10

option T

option Z:

backaround information

Before making a decision, the issue should be defined and
the options and their consequences should be discussed.
Following this, decision-making in groups can occur in one of
several ways. Group decision-making usually requires good
facilitation skills.

See How to conduct a
meeting or workshop,
or How to conduct a
successful meeting

— checklist in Booklet 5.

&

&
< /[

Options include:

one ‘decision-maker’

One person in a group can make a decision. While this is

not a collaborative decision-making process, and is not in
keeping with the health promoting schools approach, it is
sometimes necessary. Although the decision-maker may have
collaborated with the group to gain information on which to
base the decision, one person makes the actual decision.
Making decisions in this way may not encourage participation
or involvement which in turn can lessen the sense of
ownership by others.

majority

A decision can be made based on the thoughts of the
majority of the group. This decision is usually made through

a voting process where the option with the most votes is
selected. Alternatively, a decision may be accepted if a certain

percentage of the group agrees, for example, 75 per cent of
the group.
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option 3: scoring

Scoring is similar to a majority decision and is especially
useful when ranking or prioritising a list of items. Each person
gives a score to each item on the list, for example, a score
between 1 and 10. For each item, add the group member’s
scores to give a total score. Rank the ideas according to the
total scores.

option 4: consensus

Consensus means that all group members are willing to
accept the decision. Consensus often requires a lot of
discussion and negotiation, but a decision made through
consensus is more likely to be carried out. This is because
all group members own the decision, no one opposes the
decision and people do not attempt to create barriers to
implement the decision. This collaborative decision-making
process is in keeping with the health promoting schools
approach.
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how 10 generate agreement out of disagreement —
dlelphi technique®

background information

The delphi technique aims to generate ideas, evaluate

these ideas and eventually reach a decision through
consensus. This technique uses a cyclic process with the
amount of consensus tending to increase with each cycle.

It is used to generate agreement out of disagreement. It
encourages people to exchange information without debate
or persuasion. Participants adjust their decision toward the
majority or provide reasons for their position. It requires a
facilitator with good facilitation skills and experience in large
group conflict resolution.

The delphi technique can be used for:

e problem-solving, forecasting and task-orientated
activities

e complex, unquantifiable issues

e small or large groups.

WhaT TO do This technique is similar to, but an extension of, the problem

census and nominal group technique. Thus, the first few
steps below are identical to those of the problem census

and nominal group technique. This tool does not have to be
used face-to-face; it can be used through correspondence,
for example, mail or e-mail. The information from participants
is collated and sent back to participants and responded to
again until consensus is reached.

9 Explain the task and process to participants.
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O Statethe question or issue to be addressed or outline
the information to be collected. Answer any surrounding
questions.

9 Each participant is allowed time to prepare their views on
the question and record any related information.

9O Ask participants to form small groups with people who
have similar views. Individual ideas are shared and
the group creates a list containing all the relevant and
important information, in order of importance.

O Ask participants to return to the large group and share
their small group lists, one item from each group at a
time. Write these where everyone can see them.

O within the large group, use a voting procedure to rank the
items from the most to the least important.

O With the new list displayed, ask participants to take this
information and individually consider what changes they
would like to make to their small group’s list.

O Ask participants to return to their small group and make
any changes to their group list, in light of the large group
list. The group can change their list to conform to the large
group list, or develop evidence for any item they wish to
keep that is not on the large group list.

O Return to the large group. Ask each group to present their
revised group list. If any items do not agree with the large
group list, ask for the evidence they have gathered to
(L " ". ' 0 ool support their views. This is spoken about briefly and only
clarification questions can be asked. The aim is to provide
‘~ Goecy information to inform and educate others in the large
group, not to persuade.

The cycle is repeated. The whole group votes in light of
new evidence, individuals think about it, small groups
revise their list and give reasons for their deviations from
the large group list. These are presented to the large
group which then takes a vote. This process continues
until consensus is reached.
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how o produce a new solution when disagreement
exists — option one-and-a-half
background information

This tool can be used when disagreement exists over which
option to choose. The aim is to produce a new option based
on the two options that cannot be agreed upon. This new
option is to contain the advantages of the two options,
while minimising their disadvantages. This new option
could be considered as ‘the best of both worlds’. This tool is
particularly useful when trying to reach a decision through
consensus.

what to do’

page 14

@

O

Define the two options and allow for clarification
questions so that all participants have a clear
understanding of what each option involves.

In the large group, list the advantages and disadvantages
of option 1. Then select which of these advantages are
most important.

Repeat for option 2.

Using tools that generate ideas, such as brainstorming,
list possible ways of achieving the best of both options,
thus developing a list of third options.

Select one of these new options, or combine key
suggestions into one option thereby creating option one-
and-a-half. Check that it avoids the key disadvantages of

{ . both options.
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how 10 handle conflict®

what 1o do

backaround information

Conflict occurs when people or groups have differing opinions
or views about a specific situation orissue. It can be both
constructive and destructive and affects every part of our
lives. Conflict can clear the air, and is constructive when
issues are bought into the open and solutions sought. If

we agreed all the time, we really would not be searching

for the best solutions to problems. If you do not agree

with something, you owe it to the group to put forward an
alternative suggestion if you believe it has a greater chance of
success. Working together to resolve conflict and find the best
solution can produce positive outcomes. Failure to address
the problem issues can cause feelings of anxiety to grow and
a decrease in group effectiveness.

A number of tips for reducing conflict are discussed.
Sometimes these are the responsibility of group facilitators.
At other times, these are the responsibility of group members.
Including some of the following tips as the ground rules for
how the group works can often reduce destructive conflict.

O Matters are to be dealt with openly and honestly.
Openness and honesty help to create an environment
of support and trust where conflict can be dealt with
constructively. Groups that operate on this basis have the
best chance of success.

O Feelings should be expressed, but not at the expense of
those of another person. Robbing a person of their self-
esteem will cause resentment and make you an enemy.

9 Each group member should be provided with an
opportunity to argue their case if they believe in it.
However, they should be prepared to drop it if the
majority of the group vote against it.

9 Share your opinions while genuinely listening to the ideas
of others. This enhances communication.
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The following range of strategies can be used to help resolve
conflict and gain agreement to deal with conflict.

@

@

Gain commitment from all parties or participants that they
want the situation improved and are willing to negotiate,
which could mean meeting others halfway.

Discuss the issue without attaching blame or attacking
anyone. Define the problem. Concentrate on the issue,
not the person who raised it.

Share information by asking each party to state their point
of view clearly and calmly.

Each party listens to the other side of the argument, asks
questions to check understanding, and interprets and
rephrases what they think is being said. The facilitator
should challenge inappropriate questions. Questions
should continue until the group is satisfied that a point of
view has been understood.
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9 Each party (or the facilitator) is asked to summarise the
situation. Ensure both parties are focussed on the issue
and not on each other.

O Ask the group to brainstorm solutions (generate options).
Others should listen to each solution. Questions should
be asked until a shared understanding of each solution is
reached.

O Decide on the solution that has the best chance of
success. Try to decide on one that is mutually acceptable.
If the other party does not support it, they will have
difficulty trying to carry out the decision.

9 Iftwo groups are involved, each group may like to have a
spokesperson that presents the group’s views. The other
group can only address questions to the spokesperson
of the group. This helps to remove blame and prevents
everyone trying to talk at once.

9 Itis sometimes possible or necessary to ‘agree to differ’.
This should only occur after both parties are satisfied that
their different points of view are understood.

O conflictis often due to a lack of effective communication.
Good communication will help possible conflict issues to
be discussed before turning destructive. Ensure effective
communication by:

— providing opportunities for views to be expressed.
Providing a chance for people to state their opinion
helps prevent them from leaving and complaining to
others about what happened

— creating an atmosphere that encourges
listening, rephrasing and questioning for
clarification

— valuing the opinions, skills and
contributions of others

— appreciating openness and honesty.

@1

A

(U
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how o highlight barriers and opporiunities for

reaching a goal — force field analysis®
background information

This tool is useful if a problem orissue can be stated as a
goal that has a number of possible solutions. For example,
the goal could be a healthier tuckshop. This tool does not
specifically generate options for reaching the goal, but

looks at both ‘driving forces’ (opportunities) and ‘restraining
forces’ (barriers) that relate to the goal. Once these forces are
identified, action plans can be designed to overcome barriers
and enhance opportunities. A force field analysis can help you
decide which actions to take.

WhaT TO dO O Define the problem or situation as a goal.

O Listall the driving forces (things that help to achieve the
goal- opportunities) that currently exist. Use other tools
such as brainstorming, discussion or problem census
and nominal group technique to generate this list.

O Ratethe strength of each driving force on a 1 to 10 scale

? where one (1) indicates a very weak influence and ten (10)
° indicates a very strong influence.
O Listallthe restraining forces (things that hinder the
gq achievement of the goal-barriers).
O Rate each restraining force on the 1 to 10 scale.
9, Identify how each of the highest scoring or most

influential restraining forces can be reduced.

©

Identify how driving forces can be used or strengthened to
help you reach a goal.

©

Sometimes, as a result of identifying a restraining force,
a new problem or goal is identified. These forces may
require a separate force field analysis (second order
analysis) before discussing how to deal with them.

O use strategies that reduce restraining forces and enhance
driving forces in your action plan.
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how fo map the potential for change in your
school — red and blue activity

what fo do

o

background information

When selecting priorities and action planning, it is worthwhile
to know how much potential for change exists within the
school. Examining what is already happening within the
school and what else could be done to improve the school
can do this.

This activity can be used once a list of priority issues has been
developed to:

e establish which needs orissues have the most potential
for change

e generate ideas or strategies for dealing with the identified
priority issue/s.

The following steps should be performed for each need or
priority issue.

O Invite participants to form small groups and hand out the
Mapping potential for change worksheet to each group.

9 Each small group may be given a different need or priority
issue. Write the issue at the top of the worksheet.

O 0n the worksheet, ask participants to list everything that
is already dealing with the issue in BLUE pen. List these
under the worksheet headings of:

— curriculum, teaching and learning
— school organisation, ethos and environment
— partnerships and services.

O 0n the worksheet, list ideas or strategies that could be
implemented to deal with the issue in RED pen.

In a group, or after returning to the large group, discuss:
e Where is there the most potential for change?
e What areas show the most potential for change?

e How can we best use this information?
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The ideas and recorded discussion that result from this
activity should be kept, shared with others and used to assist
the development of the action plan.

worksheet: mapping potential for change

BLUE: current practice RED: potential strategies

curriculum, teaching and learning school organisation, ethos and environment

partnerships and services
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how 10 creafe an action plan

backaround information

An action plan is developed to plan how the needs of the
school will be addressed. Developing an action plan is an
important step in the health promoting schools process. As
discussed in Booklet 2 — The process, an action plan should
include:

® the goal (the improvement or changes you hope to
achieve in the long term — what you want to ultimately
achieve)

e the outcomes (the improvement or changes you hope to
achieve in the short to mid-term)

e the strategies and actions to be implemented (what you
will do to achieve your improvement or change)

e the expected time line (when you are going to do it, how
long it will take and when it will be finished)

e the resource requirements (what you need for carrying out
the plan)

e theroles and responsibilities of key people (who will do
what)

e the monitoring procedures to be used (how you are
going to check the activity is going as planned and is
making a difference).

An action plan should include enough information to allow
another person to pick it up and implement it. The way the
goal and outcomes are stated is important®. When reviewing,
you can use the outcomes and strategies to find out whether

-

A
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what 1o do

parts of the plan were achieved. Monitoring and reviewing
your progress often will allow you to adjust your action plan
when necessary so you achieve the best results’. A health
promoting schools action plan should include strategies that
cover all three components of the health promoting schools
approach:

— curriculum, teaching and learning
— school organisation, ethos and environment
— partnerships and services.

An action plan could also include a rationale — that states why
you want to achieve this outcome.

O 0once the school community has determined an outcome,
use the blank action plan proforma in this booklet to
develop your action plan.

9O To determine outcomes, use the How to set outcomes tool
in this booklet.

O 1o identify strategies and actions, use the How to ensure
the strategies of an action plan are comprehensive in this
booklet.

O To help determine what monitoring and reviewing
processes will be used, see the How to review and
reflect on your progress tool in this booklet.

page 22



how to plan and make decisions

112Uno3 JooYdS Yim
uoI3dUN[u0d Ul UOIIRII0SSY Juqgey) pue ugisap uj ‘9)qissod
Aiessadau | $3201s mau Sujseyaind ypm SudZi}) B Sjudled Se 9A1}29)04d pue JuB)SISal UNS Se dle
J1 pausisapal swuojiun Pa)eI20SSe S1S0D ‘awl} | pue 93IWWO) Hewsung [4E]] AVICT A3y} aInsus 03 SWIOJIUN |00YIS MIIADI
uonoayoud
uns jo aajpoddns
112Uno?) j100Y2S Aonod pows ung 92110ead Juaund
dwl} | pueddPWWO) HeWSUNS Judy god 9y} dojanap 10 MaIARY dew o] ‘e
S9}IAI}OR J00PINO Sulnp
sjey Suleam s1ayodes} Jo siayoea} e Ainp punoiSAeld pue pods Suunp
uoipodoid paseasdu) ue — aAleIUaSaldal yels [4E]] AVIET Sley Jeam 0} S1aydeal ||e 95eIN0dUd
sjuapnis Aq ainsodxe ainsodxa uns Sujsjwiuiw
uns Jo sysu 8y} Jo aSpajmou| noge suapnis pue suaied ‘Yels o0}
Ul 9SealdU| paInsesw e — 99])]/WWO) YewsuUNg ged 3|3 0} pun{ 19due)) puejsuaaNy a}Aul
sjuapnis Aq ainsodxa
UNS JO S)SU 9y} Jo aSpajmou| sjuswyedaq jo winnaINd a3y}
U] 9Se3IdU| paInseaw e awn SpeaH 3dH pue ysisu3 [AWC]] AVIET] ul 2Insodxa uns Jo SySu 8y} apnjdul
sdoys wiojiun
pue Jajddns yym uopenosau ysnoiyy
1aMO] 39 J]Im S}ey JO 3502 awn JOUSAUOD wiojiun IAVIET SjuapnIs 1oy ladeayd syey axew
Sjey Jeam oym
S}ey pawwug-apim JOUSAUOD WwiojunN wiojiun J00YdS | Yeis pue sjuapnis
Suueam pue Suiseyaind $)201s mau Suiseyaind ]12Uno?) 100Y2S ay1 jo ued Aosjndwod e sawodaq Jo uorpyodoud
9q |]IM S}USPNIS Mau YHM PaJeID0SSE S}S0I ‘Qu} 99)IWWO) Yewsuns AVIETE 0} SWIq 9pIM YHM Sjey Sueam | sy} asealdulo] ‘T

$SIU} 2InseaL NoA |]1M MOH wia) Hoys

Juonoe 3y} Ul pandlyde aq

ipavyiom sey ASajesls ay) oju A8s3e13s ay3 Ind 03 ;Juonoe ay} 1oy saw} uopa|dwiod $S9W02IN0 3y} 0} Juswanoidwy

Jey) Mouy| noA IM MOH | palinbai ale S92IN0Sal JeYM a)qisuodsal aq |)Im OYm pue pels pajadxy 9A31YJ. 0} BUOP 3 |]IM JBUM Joasuey)
ysiuy  uels

sainpajoid Suuoyuopy sjuawaiinbal adnosay Amiqisuodsay aunauwi uoipe pue saiSajens s/awodnQ

page 23

guollelpel 19)0lAeI}IN 0} AJjUNWWOD |00YIS 3y} JO SIaqUIaW JO 3INSodxs 3dnpal 0
(W3] buoj ayy uir panailysb aq o} Juaaroiduil 1o abuoy)) —s/1eon

ajdwexa Ajajes uns e buisn ewniojoid wejd uole | oindly



how to plan and make decisions

uoleI0SSY
SU9Z|D) pue Sjualed
99))IWWO) Yewsuns Tula)] [4E]] ainsodxa uns Sujsiwiuiw noqe
Sjuapnis pue sjuaied ‘yels 03 e}
99))IWWO) Yewsuns Tuld)] [4E]] 0} pun4 Jadue) pue|suIdINY S}IAUI
uoleI0SSY
Su9ZIID) pue Sjualed S19))9ys apeys
pasiel spuny SuoIINGLIUO0D ‘D) | PUB 99)IWWO) Yewsuns VAIE]] T U] 19919 0} Asuow 1oy Suisielpuny
uawWISpunoI9
S955€])
S9IPN1S |RJUSIUOIIAUD seale papeys oy jenuajod J00y2s sy} ul
pue AydeiS099 pue seale papeys ysi|qeiss 0} | dpeys Jo junowe
Jpne uo uodai oo} 1pne jo saidod 99)IWWO) Yewsuns €ug) [4E]] Spunoi3 100YdS JO Jipne ue 1oNpuod | aylasealdul o] 7
¢S1ey pue
sjey Suueam ud312SUNS yum uaipyiyd Jiayy Aiddns
SJUSPN]S JO *OU U] 3SeIdU] 0} sjualed 93eIN0JUS 0} JaJB|SMaU
uassuns Suiduuq Janaismau JUBRISISSE UIWPY ul uopuanaid adued upjs Suysygnd
SJUBPNIS JO "OU U] 3SBAIDU| ul papnioul sjieiap 991)IWWO) Yewsung [4WIET] Twis) Aq syuased Suowe ssaualeme asiel
pajedoje Suipuny $$ 99)JWWO) HRWSUNS |  JJO-3uo AVIETE S$1502 U32425UNS 10j Suipuny )8d 99s
g@WOY WOl UdaIosuns Sulq 0} way}
9WOY WOJ) UdaIIsuns aAleIUaSaIdal yels Supyjse Ag yyeay umo Jiayy 1oy Aniqis
Su1uuq syuspnis Jo ‘ou pue|puno) juspnis | Sulosuo [4AIET] -uodsal 9.} 0] SUSPNIS 9ZINOIUD
yeis
¢S}Xd WOO0ISSE)I 0} 950)2 SIasuadsip pue syuapnis Aq
SWO00ISSE|I JBauU panly S19suadsip J0 1502 uasosuns Supded Ag aunos UsIISUNS | USSIISUNS JO ISN
s1asuadsip uaalosuns U3312suns JO 1502 99)WWwo) pewsuns | Sujosuo IATE]] Suifjdde jo sa130e1d BY) W aseanulo] ‘€
S100pu| J0 J9A02I9pUN
p1ay ase Aep ay3 jo yed Aep Jo sawi) awaixe $S9)
1593104 9y} Ul pa3dNpuod 112UN0) 100YdS pue 9y} 0] S¥B3I(Q PUB SAIJIAIIE ‘S9SSEeD
ale yoiym sasse)d pa shyd juswypedaq jo peaH 3dH | Sujo8uo | seahsiy) uoneanpa |eaishyd ainpayasal
S3u1UaAS 40 Aep By Jo Saw}
paINPaYISal S|eAIUIR) SaNuUdA SWIAIIXD SS9) 0} S|eAIUIED SUIWWIMS
Sujwwims pue saie|yle 1] POO}} JO D11y J0 1502 | Juswpedaq o pesH IdH | SuloSuo | uedh siyy pue S|eAluIRd SI[33]Y]e 3NPayISal
ysiul4 uels
sainpasoid Supojyuoy sjyuawsaiinbal adinosay Aniqisuodsay aunawiy uolpe pue saiSajells s/awonQ

page 24



how to plan and make decisions

Jseale payajold ul Aejd
dAjeUISeW| 95RIN0JUD SB ||aM Sk
awn 99WWOD) MewsSuns Ajaneaq o3 sSuipjing Japun sjeinw
pa1e|dwod jeinw juied J0 1502 pue juswyedsq vy ATIETR IIET away3 ured o3 syuspnis asiuesio
(SAemyied apisSuoie saasy Sunuerd
1ajured Jo 1502 /awi} pue juied aa3da)a.-uou SuiAjdde Aq
pajue|d saai} 5931} J0 1502 Jels spunous pue Ssjuawaned pue s)jem Se Yans sadeuns
pajuied syuswaned pue sjjem jured Jo 1502 991WWOD) YBWSUNS cua) T wia) WoJj UoljeIpel pajds|al 9Inpal
fonod ppws uns j00yds ayy
pasiaal Aanjod awn 991WWOD) YBWSUNS [AWIC]] T wia) oju uofjdrvloid apeys ajesodiodul
Ajunwwod jooyds ay} 0}
1s1je1dads Suidedspue) woyj $ain}d9)
PRI9AI|SP SHUN YoM dWI} | SJUSPNIS 9IUBIIS/SIBYIed) cu) (4]} JO SIS B pUB SHSIA 35IUBSI0
dJIApE pue
SEVNEREY] diysiosuods 1o suonesjuesio
921Ape pue diysiosuods awn S19Ydea}/10}RUIPI00D (4]} Sujdeaspue) |e20] 10BIUOD
aw} "2 ERIIETRIS PATIET ] 7 wia] wnnawInd up Sujuapies sapnjoul
pajue|d saai} $991} 40 }S02 291IWWOD) Yewsung dag saaiyjueld 03 j0oyds e Aep Ajiwey
ysiuy uels
sainpajoid Supojuop sjyuswaiinbal adinosay Aniqisuodsay aunawiy uoipe pue saiSajells

s/awonQ

page 25



how to plan and make decisions

wuaj jioys ayj

£SIY1 24nspawi noA Jjim moH ;uoiD ul paAalyab aq

;payiom sby Abaip.is ay) ojul Abajp.a3s ayj nd 0} ;uolop ayj dof sawif) uonjajduwiod £SowoI1no ay) 0] Juawanrodul

1Y) mouy noA Jjim MO | padinbal aip $324n0sal Iy | 3]qisuodsal aq JjimMm OYp) | pup Lp}S pajradxy aA31YID 0] dUOP 3q |]IM IDYM 10 abupy)
ysiui4 yels

sainpadoid Supiojuoy sjuswaiinbai adunosay Aniqisuodsay aunawil uojde pue saiSajells s/awod1nQ

...........:::.......................................................::........................................................::......................_MOAWJ s_so

(w13} buoj ayj ur panaiydb aq 0} JuawiaAoidui 10 abuoy)) —s/jeon

Uejd uoiLe

page 26



how to plan and make decisions

how 10 Sef outcomes

backaround information

Outcomes are the statement of change that you want to bring
about in the short to medium term, not what you are actually
going to do. What you are actually going to do is called an
activity or strategy. Outcomes are also different from goals, as
goals are the change you want to achieve in the long term.

what 10 do o

Specific? ©
@
©

Once a working group has identified outcomes, it is beneficial
to check if they are SMART outcomes.

SMART outcomes are:
Specific

Measurable
Achievable

Redlistic

Time specific.

Taking time to write SMART outcomes will help ensure
that you are able to achieve your outcomes. The following
activity can help you develop SMART outcomes.

Refer to the Action Plan and list the outcomes in the first
column of the table below.

For each outcome, consider whether the outcome fulfils
the criteria. The following questions are a prompt to help
you.

Is the outcome specific as opposed to being general or
vague?

Is the outcome stated in words that are easily
understood?

Is the outcome clear or ambiguous?
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Measurable? ©
9

Achievable? ©
O

Realistic? ©

9

O

Time specific? ©

O

Can change that has occurred as a result of action be
measured?

How will you know when improvement has occurred?
(What are the indicators of improvement?)

Can the outcome be achieved in the time available?

Can the outcome be achieved given available resources?

Is the outcome relevant to the issue?
Are you likely to meet your outcome?

Is what you are hoping to achieve possible?

Have you specified the time by which you expect to
achieve your outcome?

Have you allocated enough time in which to achieve your
outcome? Is your time frame realistic?

Table T checklist for SMART outcomes

Tick |Z| the box to indicate ‘Yes’ and cross the box to indicate ‘No’.

specific measurable  achievable realisfic fime-frame

It is useful to rewrite or remove any of the outcomes that you have marked with one or more

crosses E
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how 10 ensure the Strategies of an action plan are

comprehensive

what 1o do

background information

To ensure the strategies of an action plan are comprehensive,
it is useful to explore them in relation to the three components
of the health promoting schools framework.

@

As a group, generate or categorise the strategies and
actions under the three components of the health
promoting schools framework:

— curriculum, teaching and learning

— school organisation, ethos and environment

— partnerships and services.

Write these into the table over the page.

Consider if all of the components have been sufficiently
addressed. If one or more of the components has not
been adequately addressed, it may be appropriate to add
more strategies.

Check that the strategies take advantage of all
opportunities to address the three components of the
health promoting schools framework.
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how 1o review and reflect on your progress

backaround information

Reviewing and reflecting on your progress is an important
part of the health promoting schools process. Review and
reflection is needed to determine how well a particular action
has run, and what effect orimpact the health promoting
schools initiative has had in your school community.

WhaT TO dO making a ‘before and affer’ comparison

A common way to find out about the effect of an activity is

to collect two sources of data and then compare them.
You need to know what the situation was like before
(pre-data or baseline data), and compare this to what
it is like after the activity (post-data). To know if any
improvement or changes have occurred, follow these
steps.

© Collect data before the activity
commences (pre-data or baseline data).
Please note: you need to work out what type

of data you want, and how you will analyse

it before collecting it - See How to conduct a
survey in Booklet 6. The data can be collected
using any of the tools in Booklet 6 — How to
gather information.

O Collect data from the same source
following the activity (post-data). Usually you

will use the same method of collecting data for both the
‘before’ and ‘after’ data collection.

O Compare these two sets of data (before and after) to find
out what changes have occurred.

checking if outcomes were met

Another way to reflect on how well an activity has gone is
to assess how much the activity has met its outcomes. For
this to happen, there have to be clear outcomes set at the
beginning of the activity. See How to set outcomes in this
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page 32

booklet. Information that relates to the outcomes is then
collected to see if the outcomes have been met. This may
require collecting pre- and post-data.

For example, an outcome of a sun safety initiative may be to
increase, by 30 per cent, the number of students and staff
who wear hats within a particular period of time. To measure
whether this outcome is achieved, you would have to do the
following.

e (ollect baseline data (pre-data) to determine the number
of students and staff wearing hats in the sun before the
initiative (that is, the percentage of students and staff
that wear hats before attempting to address sun safety
as part of the health promoting schools approach). The
information could be collected using observations.

e Work out what your target is—30 per cent increase in hat-
wearing behaviour when in the sun.

e (Collect data after the sun safety initiative has been
launched (post-data) in the same way as before to
determine the number of students and staff wearing hats.

If this second collection of data reveals that hat-wearing
behaviour is at your target level (that is, an increase of 30 per
cent or more), then your outcome has been met.

However, even if your outcome is met, you still cannot be sure
that your sun safety initiative is solely responsible for that
change. For example, the change in hat wearing behaviour
may have been due to students and staff learning about

a colleague who has developed skin cancer, or a sun safe
campaign launched on the television, etc.

review without collecting before and affer data

Reviewing how well a part of the health promoting schools
approach has gone, does not always require pre- and post-
data. Reviewing includes looking at the strengths and
weaknesses of what has happened (the steps and actions
taken) and examining how it has happened (the planning that
allowed the steps to be taken). To be able to do this, you need
to keep a record of what and how things happen. Therefore,
recording is vital if you want to reflect on the process used in
your health promoting schools activities and improve them in
the future. See How to document your progress in Booklet 6.
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Some questions are included below to help you reflect on

and review your progress without needing pre- and post-data.
These questions can be asked at the end of an activity, during
an activity or before starting a new activity so you can learn
from previous mistakes. Think of these questions in relation
to:

e the outcomes of the activity
e the way the activity was conducted

e the planning of the activity.

questions for reflecting on and reviewing your progress

Did we meet/are we meeting our goals and outcomes?
What worked well? Why?

What did not work well? Why?

What worked better than expected? Why could this be?

What did not work as expected? Why could this be? What
could have been done about it?
o O What can we do better?

© What do we need to concentrate on?
(]

How could we have done it differently?

What was the reaction of the school community? What
did we do to influence this reaction?

Did we follow the plan?

Was the plan appropriate?

©@0 o6 0000

How can we plan better in the future?
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