ASCA National Model: Reframed
When I began the implementation of a comprehensive school counseling program in one of my elementary schools, I was trained in the four areas of; Foundation, Management and Delivery System and Accountability as described in the ASCA National Model.  However, I received no training in the four themes (skills) surrounding the National Model (Leadership, Collaboration, System Change and Advocacy) including when and how to apply them.  Although the themes are evident in my school counseling program, I discovered certain skills were more effective in particular stages of implementation than others. I made this discovery by:

1. determining the staff’s Level of Readiness as they progressed through the implementation process;
2. deciding the level of Supporting (two-way communication) Behaviors and Directing (one-way communication) Behaviors I needed to support staff’s readiness, and;
3. applying the appropriate skill.

I reframed the ASCA Model to include the relationship between the Readiness of the Staff (R1, R2, R3 or R4), the degree of Supporting and Directing Behaviors, by the counselor (Hi to Lo), and the skill most effective in implementation (Leadership, Collaboration, Change or Advocacy).  My inspiration came from the “Situational Leadership” model developed by Paul Hersey.  I certified in this leadership program in the 1980’s and found it compatible with assessing the needs of a school staff as well as the skill level, of the leader, in implementing change (see diagram).
Readiness of Staff:  R1 (unsure and/or unwilling)
Hi Directing Behaviors/ Lo Supporting Behaviors
ASCA Skill for Implementation: Leadership
I began the implementation of my school counseling program by determining the Readiness Level of my staff; a mature staff who had not experienced a comprehensive counseling program from previous counselors.  Of course, there was resistance, particularly when attempting to integrate my philosophy of school counseling with the current school mission (that had not been revisited for the past 10 years).  As a result of this resistance and staff comments, I determined my staff was at a R1 Readiness Level in implementation.  This low level of staff readiness required that I take a high Leadership role in Directing Behaviors (one-way communication) and a low Leadership role in Supporting Behaviors (two-way communication). The staff needed information about comprehensive counseling, an opportunity to ask questions, assurance that comprehensive counseling would benefit their students (as well as them) and the organizational procedures I would be using to begin implementation.  I used “telling” or Directive Behaviors to communicate this message.
My organizational procedures were simple.  I compiled and distributed a Blue Counseling Folder for every staff member with handouts of my counseling philosophy, the ASCA Domains and standards, the types of data I could be collecting throughout the school year (with staff input) and referral forms to request counseling services.  Once again, time was allotted for questions as I explained each handout. Next, I administered a Needs Assessment with ample space for staff comments and concerns then scheduled a follow up conversation with my principal to review the results.  The principal and I agreed on the use of my time, programs I would administer during the school year, the professional development opportunities I would attend, and then we signed the Management Agreement.  Using Directing Behaviors I was able to communicate straightforward with the staff on what they could expect and what I could do for them and their students.  This mode of communication built the Foundation of my counseling program and established me as a Leader in the school because the staff knew where to go if they had questions or concerns.  

Readiness of Staff:  R2 (unsure but willing)

Hi Directing Behaviors/Hi Supporting Behaviors
ASCA Skill for Implementation:  Collaboration
After compiling data from the Needs Assessment, I began the Collaboration phase of implementation.  The teachers were feeling more comfortable with my direction in implementation yet were still unsure how it would impact them.  They had entered Readiness Level R2 (unsure but willing).   I used high Supporting Behaviors combined with high Directing Behaviors in engaging them in conversations to determine what intentional guidance lessons they needed to support their students’ learning and a positive school climate, the construction of a yearly calendar (which went in the Blue Counseling Folder), the responsive services I could provide, how we could plan for individual support and what data we would collect in measuring our progress. In short, I was “selling” the staff on a comprehensive counseling program that would benefit them, as well as their students, always praising the teachers for their willingness to work together in supporting their students’ learning, personal/social development and career education. 
As the school year progressed, I implemented procedures to build more Supporting Behaviors.  This included a commitment to a 24 hour turn-around for any counseling referral from a teacher or parent. 
The skill of Collaboration allowed me to Deliver and Manage a counseling program with a staff that had evolved from unsure to sure and willing to move forward.
Readiness of Staff:  R3 (sure and willing)

Lo Directing Behaviors/Hi Supporting Behaviors

ASCA Skill for Implementation:  Systemic Change

Change is difficult for most people.  Fortunately, my leadership in creating a Foundation with clear expectations and procedures and collaborating with the staff in Delivering and Managing an organized counseling program, built confidence and a willingness to make changes (R3).   
The staff and I had been collecting data throughout the year on our school climate using discipline referrals and pre/post student surveys from our anti-bullying program.  The results were not impressive. I was Accountable to the staff in reporting the data and for facilitating solutions. This was a time of “sharing” as we searched for activities to Fill in the Gap with those students who were frequently in the office for an infraction. Finally, we decided that I would begin small, intervention groups addressing life skills for those students who needed additional personal/social support.  This Systemic Change was difficult for those teachers who were reluctant to release their student/s from the classroom to attend a small group.  I approached this change using High Supporting Behaviors assuring the teachers I would keep the groups to 30 minutes and would send their student/s back to class on time.  I used Low Directing Behaviors because the staff was familiar with our comprehensive school counseling program and no longer required the one-way communication style on which I had relied in beginning my program.
Readiness of Staff: R4 (sure, willing and motivated)

Lo Directing Behaviors/Lo Supporting Behaviors

ASCA Skill for Implementation:  Advocacy

The definition of an advocate is “one who supports or defends a cause.” My “cause” was implementing a K-6 comprehensive school counseling program in my school.  By year’s end, the staff’s level of readiness in implementing a comprehensive school counseling program had reached R4.  They had experienced the benefits and were willing to support my continued efforts. I was approaching the last phase of implementation; Advocacy.   I used Low Supporting and Directing Behaviors because the staff was confident and informed about the counseling program and motivated in promoting the program to concerned stakeholders.  
To begin the Advocacy of our school counseling program, I created an Advisory Council consisting of three teachers, five parents, a school board member and our state legislative representative.  We met at the beginning of the year to discuss our purpose (to support student achievement and improve school climate) and the data the teachers and I would be collecting to monitor our progress.  We met in the middle of the school year to review our data from the fall and make changes, if necessary.  Then we met at the end of the school year to review the spring’s data and set goals for the upcoming school year.  We supported (and passed) a House Bill requiring school counselors, in my state, to implement school counseling programs.  The State Legislator, on the Advisory Council, assisted in this endeavor.  
To further promote the school counseling program, one teacher designed a website that consisted of the counseling philosophy, the yearly calendar, links to community resources and newsletters from me (http://schools.lwsd.org/juanita/).  The website served as an avenue of information for parents and community.  
Our Advocacy was also successful in community outreach.  Businesses/organizations learned about our counseling program and were willing to help the school with clothes, shoes, school supplies and food when requested.
My Advocacy included training to the staff on issues such as; child abuse and reporting, playground strategies for conflict and our district sponsored anti-bullying program.  The more support from the staff, the more respected the counseling program became.  I wrote a Counselor Summary at the end of the year and reported our progress in supporting student learning and promoting the school climate to the staff and Advisory Council.  

I Advocated for my own professional development by serving on my state’s executive board for school counselors, presented a workshop at the annual conference (release time from my principal via the Management Agreement), wrote articles and got involved in my state’s education association.  At the end of the year, I audited my program using the form provided in the ASCA Workbook.  Last year I completed my National Board Certification for School Counselors by the National Board for Professional Teaching Standards and I am now mentoring other state-wide counselors.
I have just concluded my fifth year of implementation in one of my elementary schools.  I will begin year two in my second elementary school.  The process takes time and perseverance.  With a counselor ratio of 1:1,137, I organize my time wisely and set firm boundaries around counselor expectations.  This is another example of how I Advocate for myself.
After a comprehensive counseling program has been institutionalized in the school, the upkeep is easy.  Train new staff members at the beginning of the new school year (Leader).  Meet with the teachers on any curriculum changes they would like per last year’s data (Collaborator).  Collect new data and report the results of impact on student learning and school climate changes.  Decide on school-wide modifications and implement them (Changer).  Share successes with interested stakeholders (Advocator).
