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Introduction

How can educators organize middle and high schools so they provide the supports students need to keep them in school and on-track for secondary, post-secondary, and future success?  Or more directly, how do we organize our schools so that students stay in school, behave appropriately, try hard, and succeed in their courses?  

A central lesson from secondary school reform efforts to date is that structural reforms such as small learning communities, interdisciplinary teams, and flexible scheduling create necessary but insufficient conditions for responding to the needs of all students.  Realizing the potential of these reforms requires they be activated by groups of adults with the will, skill, and time to translate these opportunity structures into personalized, responsive, and effective learning experiences for students.   In the words of one school reform leader, “small schools are the launch pad, not the rocket ship.”  As the secondary school reform movement matures, there is growing understanding that it is now time to build the rocket ship.  This guide offers a research based framework for and trends from schools beginning to build an essential part of the rocket ship—an early warning and collaborative response system.  This guide shares a variety of samples from schools in Philadelphia, San Antonio, New Orleans, Chicago, Los Angeles, Washington D.C., and how they have begun to use these systems to more effectively support their students.   A more in depth study on five DN schools is detailed in the new report Learning What it Takes: How Schools are using Early Warning Indicator Data and Collaborative Response Teams to Keep All Students On Track, where we examine the implementation of early warning systems, documenting school-based challenges and barriers and steps taken toward overcoming them.

The schools that have begun creating early warning systems and intervention response systems have taken the research on early warning indicators and the predictive value that they hold in identifying at-risk students and combined it with a variety of intervention plans to help them address the needs of students.  A growing consensus has begun to solidify around the indicators that tell us which student behaviors will push them off the path to graduation if left unattended.  The challenge for many schools is how to link this data to a response system that provides timely and appropriate interventions.  This task is increasingly challenging for schools that have a large number of students with one or more risk factors and students facing severe underlying challenges that are often seen by in school behaviors (ie poverty).  

The systems that schools are creating and using to address these indicators vary based on the needs of students and the resources available at their schools.  There are trends that lead towards successful coordination of these systems and ultimately the more efficient and timely support of student needs.  These key items of the early warning and tiered response systems that will be discussed throughout this guide are:
1) Provision of regularly updated warning indicator data (from routinely collected student data) on each student to teachers, support staff, and administrators;
· Regular monitoring of trends in student level data
2) Regularly scheduled meetings of school personnel teams to discuss students with warning indicators, plan interventions, and follow up on implemented interventions (making changes as indicated);
3) Organization of a “second team of adults” to assist in delivery of interventions for students showing warning indicators.  This can be additional school staff or outside agency staff who provide additional interventions for students in need and are coordinating closely with school staff.


This guide describes the research behind the development of early warning and intervention systems as well as observations and tools that may be helpful to teams undertaking this work.  The guide is organized into five chapters with examples and background for each section.
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Early Warning Indicators
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This chapter will cover:
What are the ABC indicators?
Which students need my help?
)













Creating an early warning system is dependent on timely access to accurate data.  The process of data collection is ongoing so that school based staff members have student level data in order to make intervention decisions.  Most of the data for early warning systems is available daily (behavior, attendance) although some of the information is updated more infrequently (grades, benchmark tests, diagnostic exams).  The EWI system is built on shared definitions of what data should be monitored as well as a shared definition of success and student performance standards for Attendance, Behavior and Course performance.


Student Level Indicator Data
 (
District/School software systems
Some 
software 
systems have been built where teachers and other staff are able to view an EWI report that automatically flags students and is connected to a full student profile.  For instance, if the user is able to not only look at the report with their current students’ data profiles but also click on a specific student and look at their previous year’s data, it helps to further the conversation around diagnosing root causes or specific student needs.
)The systems work most effectively when classroom teachers and other school staff have access to student level reports as well as reports at the grade and school level, summarizing information for all of their students.  A sample report (Sample #101) includes data on the attendance (prior year attendance, student’s attendance so far this year), behavior (the number of negative behavior comments regarding the student on the prior quarter’s report card), course failure (math grades for the prior two quarters, literacy grades for the prior two quarters), as well as the most recently available information on student’s reading level and math and reading proficiency scores.  This information is designed to highlight students who are already beginning to fall off the path to graduation so that the school can intervene.    

The goal for early warning data is that a report is available for each teacher and staff member that shows each of the students that they teach.   The report will include at a minimum, their attendance, behavior, course performance records, and standardized test scores as well as being linked to the full student record.  This report will automatically flag the students who are at-risk so that a staff member can see which students are falling off the path to graduation.  In many cases, there is some work that needs to be done to produce this report as the information often resides in different data warehouses, or data systems. 






Data Collection and Reporting:  Who, How, and What

First, a school will need to determine how ABC data is collected and where it can be accessed in the school and District.  An EWI system is most effective when school staff can look at a full profile of a student so knowing these details will be essential.  The goal is to have access to a report that would show a students’ current data profile in each of the A,B,Cs.

	
	Attendance
	Behavior
	Course Performance

	Student A
	89%
	3 susp.
	B+
	B-
	F
	C+



It will need to be determined how this data is collected, how often is it updated and what it looks like when it is provided.  A scenario is below of one school and where they needed to go to create an early warning indicator report.

 (
Sample School #1
Attendance
 is entered by attendance secretary
Attendance report – Available immediately
 in pdf format
Excel report can be created by administrator login
Suspensions/Referrals
 logged by Administrator
Discipline report (Suspensions) – Available immediately
 on administrator login
Referrals – Available in hard copy immediately
 (monthly report is run by student)
Grades  
are entered by Teachers
Course passage report –Usually 2-3 weeks after marking period ends
 in excel
Teachers enter grades in the online grade book every 2 weeks
Benchmark tests 
sent to district office
Benchmark repor
t – Usually available within 1 week
State test 
submitted to state DOE
State test report – Usually takes 2-5 months
)

Who collects it?  Questions you may need to ask about the process.
· Is there a school point person(s) for collecting data?
· How will current data manager, data entry, and/or reporting jobs change to ensure school staff have access to reports?
· Do we need to compile data from multiple systems?
· What new rules or processes might be required to fill any gaps?
· Will new users need to be given access to certain data systems?
· Will training be needed for staff on how to use the data systems and reports?


How is it collected?  For each of these areas, Attendance, Behavior and Course Performance, you will need to answer the following questions:
· Do you already collect this data? Electronically or manually?
· Which data (if any) do you not yet collect?
· What data needs to move? Where and who will accomplish this?
· Who is the data gatekeeper? (Who provides access?)
· Who has access to data now?
· Where is data currently stored?
· Who enters new data now?
· What are existing rules/processes for data management now, and why are they in place?

































Developing a Quantifiable Student Tier System for Your School
Schools implementing an EWI process will need to place all students into one of three tiers of severity for the purpose of monitoring student progress.  Many schools use different ways to indicate when a student has met an indicator level.  Attendance, behavior, and academics are the three areas which we must include because they are the best predictors of whether or not a student will graduate high school.  The more warning indicators a student has, the more focus the group needs to place on devising the proper interventions to combat the deficiencies the student is facing.

Your school will develop your tier system based on your needs, past student achievement, and current student expectations.  The first step is to name or put a symbol to your early warning tiers, and there are multiple ways for you to do so.  Some examples are:

A student who has NO ISSUES in any of the EWI categories could be represented by:  the color green, the number “1”, “level 1”,  a symbol such as “(+)”

A student who has given CAUSE FOR CONCERN could be represented by: the color yellow, the number “2”, “level 2”, a symbol such as “(-)”

A student who needs to be on the WATCH LIST could be represented by: the color red, the number “3”, “level 3”, a symbol such as “(!)”
	Name
	EWI Status

	Student A
	+ or Level 1

	Student B
	- or Level 2

	Student C
	! or Level 3



Once you have developed your early warning template, you must decide how to quantify each tier.

 (
Things to think about
Tips and Lessons Learned:
New students
:
 
Create rules around how many days a student must be enrolled at a school before s/he is included in the analysis.
Coding
:
 
If your system doesn’t code automatically, 
e
stablish coding for student data for what are typically missing entries (e.g., “no grade given”, “student transferred”, “incomplete”), so that these data gaps will not contribute to a less
‐
than complete picture of student records.
Interpretation of attendance data
:
 
Be careful with assumptions, e.g., do not assume that “0 days absent” is equal to 100% attendance. Data may be missing or incomplete.
Data entry
:
 
To the extent possible, ensure that teachers and school staff (or others responsible for data entry) input consistently formatted data regarding grades, attendance and behavior to reduce misinterpretation.
Treatment of missing data
: 
Missing data in any EWI category may result in an entire entry being 
dropped (and may in turn lead to under
‐
reporting of students with EWIs)
. 
Missing data could be coded so that any other EWIs present wouldn’t be lost (may result in over-reporting of individuals with no EWIs)
.
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Determining Cutoff points for the ABCs
After compiling the data and deciding on a way to indicate student status, a school must determine what cutoff they will use to determine when a student is on-track or off-track.  There are recommended cutoffs that can be used but ultimately the work of your school and district will help to clarify the cutoff points in your district based on local data.

[image: ]
 Attendance Levels
As you start out, you will need to select an attendance rate appropriate to your student population to maintain consistency. Barring undertaking a rigorous look at longitudinal data to determine your exact threshold, our experience with various cities suggests that 90% be used as the default threshold for on-track, 86-90% sliding, and 85% or below, off-track.  In terms of the number of days, this is 18 days or less for 90%, 19-27 days for sliding, and more than 27 as off-track.  This is roughly 1 day absent for every 8 days in school.  

In Philadelphia, the Ed Fund/Johns Hopkins research showed that students who came to school less than 80% of the time were much more likely to drop out of school than to be promoted on time and eventually graduate. Other cities have replicated this research, and the off-track threshold varies by city. In almost every city except Philadelphia, a 90% threshold has been significant. 

When developing your attendance metric points, you must take into consideration historical attendance data for your school (by grade and whole school totals), as well as the expectations you have for the upcoming year’s attendance.  For example, your last five classes of incoming freshman maintained an 87-91% average daily attendance rate.  As a school, you are committed to ending this year with a 90%+.  Keeping that in mind, you decided on the following tiers:
· GREEN:	0-1 absences per week
· YELLOW:	2 absences per week
· RED:		3 absences+ per week


Behavior
Behavior quantifiers can be very subjective, and there are many educators who feel very strongly about what is and what is not acceptable in the classroom, so it is extremely important that your  teams get on the same page regarding what should be considered “off-track” prior to the development of your behavior tiers.  (please reference Appendix ## for suggestions of quantifiable behaviors)  In addition, there are a variety of ways that Districts monitor and track behavior in their buildings from a citizenship grade to office referrals, suspensions, and serious incidents.  You will need to first determine what is available and the system that is used to collect this data.

Sample #101 shows an EWI report that used negative behavior comments from report cards. This information, which appears on student report cards, was collected every marking period.  Pink slips, office referrals, or other measures that indicate continuing or chronic behavioral issues provide a more up to date indication of student behavior.  If report card marks are used, those should be compiled at the end of each marking period, with a separate plan established for ongoing monitoring of behavior data in between marking periods.


Behavior Data may include:
· Number of in school suspensions
· Number of out of school suspensions
· Number of suspension days
· Number of positive and negative comments on a report card
· Number of office referrals
· Number of team referrals

In Philadelphia, the Ed Fund/Johns Hopkins research found that students earning a final negative behavior mark were much more likely to drop out than to be promoted on time and eventually graduate.  Using metrics that represent mild, sustained behavior (e.g., behavior comments, a poor behavior mark, or office referral), rather than suspensions or pink slips, which are more episodic, is beneficial as these have been shown to be more predictive of future dropouts. If your school does not collect behavior comments or marks, other indicators may be possible. 

 (
Comments from Teachers using an EWI System in their School
Teacher Comments about Identifying Students by Behavior
“
Severe behavior problems generally get the most attention, usually based on behavior first and foremost.
”
“
Most of the conversation is around behavior especially students with anger issues, fighting, acting out, or disruptive.
”
Sometimes we have to redirect to students who don’t usually get discussed because they do not have behavior issues, but are doing poorly; we are now trying to hone in on the quieter kids
It is telling when a student acts out of character
Report card comments can be us
ed to determine behavior issues
It is difficult trying to decide what constitutes bad behavior, behavior seems subjective. 
If we marked all bad behavior, we would have too many students on the focus list.
Teacher Comments about Identifying Students by Home Life
Interaction between the parents and students can tell you a lot.
Homelessness and family disposition can greatly affect schoolwork.
It is important to note emotional trauma
)




















Course Performance
In the EWI research that has been completed by Johns Hopkins University and others, , English and math scores are considered the most “tell tale” subjects into the academic eye of a student; therefore, the examples shown here demonstrate those content areas only.  However, additional evidence in high schools suggests that failing any one of the core courses has implications for a student remaining on-track to graduation.  Some districts have begun to calculate the predictive nature of benchmark tests on state assessments. 

Your school’s tier system will widely depend on your grading system.  In some schools, an “A” is any grade over 90%, while in other schools, an “A” is a 93% and above.  You also have schools that use performance based grading policies, so creation of the tier system here again is based on your school’s grading policies and expectations but whatever the grading scale red flagged students are those at risk of failing the course.  For instance:
		GREEN:	class grade of 90%-100% 
		YELLOW: class grade of 80%-89%
	RED: class grade 79% or below


 (
Comments from Teachers using an EWI System in their School
 – about identifying students by Academic Performance
 “At the beginning of the year we look at final grades from the previous year”
“Grades are more important than standardized test scores and show change quicker”
“A problem can arise when there are discrepancies between test scores and grades”
“Quality and completion of classwork and homework is very important to examine.”
“Classwork completion correlates with behavior”
)
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Monitoring of team, Grade, Academy, and School level ABC data
The role of school staff and most importantly teacher teams is to use the data profiles to ensure that they are intervening with the appropriate students and making decisions that will help to support them.  In many schools, they set up small learning communities so that staff can more easily monitor a small group of students within their team.  These teams will use the student profile data regularly and look at trends, at least quarterly to help identify areas for improvement or larger areas of need that require a Tier I change in strategy or policy to support additional students. 

Administrators must keep abreast of the data, offering encouragement and support to teachers in interpreting and using the data for decision making.   In addition, administrators, Instructional coaches, Team leaders, and counselors will need to continually monitor trends in the areas they support.  This may result in additional support for teachers, additional focus from an administrator, an external program, or leveraging resources to address a need.

Attendance
Attendance should be tracked daily at the student, classroom, and school levels. Most schools and districts have some way to collect attendance data and adjustments should be made if necessary to ensure that the data are accessible and monitored regularly. While it is impossible to say which of the indicators is the most important, many schools put an emphasis on attendance in order to show the importance of this for students and staff. Daily, weekly, and monthly competitions and recognitions make use of timely data to examine progress and support.



















--------------------Questions from the Field----------------------

What does it take to develop an early warning system at the district level?
An ideal early warning system for a district is developed within that district’s data system.  At a minimum, creating an early warning system involves:
· Assembling longitudinal data for individual students on a) graduation status and b) potential predictors of dropout, such as student attendance, behavior, grades, and test scores; 
· Identifying the threshold level of each predictor that gives students a high probability of dropping out; and 
· Checking that the predictors identify a high percentage of the students in that district who drop out of school. 
The Everyone Graduates Center provides technical assistance and customized analyses to school districts and states that are interested in developing early warning systems.  Districts with the capacity to analyze their own student data may be able to use the Early Warning Indicator tool developed by the National High School Center.


Are there examples of schools and districts using early warning systems?
There are a number of schools and districts around the country who have begun incorporating early warning systems into their work.  Notably, Chicago uses an early warning system for its ninth graders.  Ninth graders who do not earn on-time promotion to tenth grade and/or who fail at least one semester core course are flagged as having a high probability of dropping out of school.  These indicators are also part of the accountability system in the Chicago Public Schools.  

Several middle schools in Philadelphia are using an early warning system to identify and intervene with sixth graders who are already indicating that they are on the path to dropping out.  A menu on the district’s computerized data system allows teachers to track student attendance and grades during the year.  Teams of teachers meet periodically to review student data on attendance, grades, and behavior.  Students who are not responding to a less-intensive intervention are given more intensive support. Likewise, students whose school outcomes have improved can be supported with a less intensive and costly intervention.


What if there is no data system or we do not have access to the data system?
If this occurs, it may be necessary to depend on the data manager in the school or district to get the necessary information.  Try to establish an awareness of the extra burden this places on multiple individuals, the team and the school personnel and the hindrance this will place on the determination of student intervention as well as their effectiveness.

Sometimes teams will have to use data from set points in time (marking periods) and bring other data themselves to meetings (grade books, daily attendance logs, suspension reports, etc.) if the data system doesn’t have updates.


What if the data isn’t updated regularly?
The school staff need current data on attendance, grades, and behavior for weekly meetings and to help tie daily work to data.  Sometimes this is related to technical errors, some of it is because users are not entering data in the appropriate time.  It is the responsibility of the teachers and other school staff to be current on data entry.  When team meetings are occurring, regular updates about the importance of the data can be effective.  It will be very obvious that data is not current when students are discussed at meetings.  It will also be evident whose responsibility the missing data was.

There are also other ways to use data that staff members can bring when the software system is not updating.  This could include behavior rankings, teacher gradebooks, or qualitative notes from team members.  Many times teams will have to use concrete data points (marking period, interim reports) and then use other data in between these points to continue pushing forward.























SAMPLE TOOL #100: Developing Tiers

The following tool is to be used by your team. With your team share your answers to the discussion questions. Afterwards attempt to quantify these ideas by deciding what are the cutoffs for a green student, a yellow student, and a red student for each of the ABC’s. For example, is missing school 5 times in two months considered a yellow or a red student?

	ABC
	Discussion
	Quantified

	Attendance
	What does good attendance look like in your school?


What does average attendance look like in your school?


What does poor attendance look like in your school? 
	Tier 1 Green



Tier 2 Yellow



Tier 3 Red



	Behavior
	What does good behavior look like in your school?

What does average behavior look like in your school?

What does poor behavior look like in your school? 
	Tier 1 Green


Tier 2 Yellow



Tier 3 Red


	Course Performance
	What does good course performance look like in your school?


What does average course performance look like in your school?


What does poor course performance look like in your school? 
	Tier 1 Green



Tier 2 Yellow



Tier 3 Red





Sample #101: EWI Data Sheet Provided to Classroom Teachers
[image: EWI and Tiered Intervention Tracking System v2 page 2]



	Tiered Interventions

	

	This chapter will cover:
· The levels of interventions
· Which interventions go with which EWI indicator



There are many promising prevention and intervention strategies at each of the three levels for attendance, behavior and course failure.  Establishing these three-tiered systems, with strong primary foundations and effective tiered interventions tied to an early warning system, must begin at the middle school level (if not the elementary level as well).  As research summarized previously in this report has shown, as many as 50 percent of high school dropouts can be identified by the sixth-grade.  Timely interventions can significantly reduce a student’s dropout risk.   Additional students who begin slipping off the graduation path by displaying these same early warning indicators in seventh, eight, or ninth grades need similar interventions.  At the ninth grade level, course failure becomes especially powerful in throwing students off-track to graduation.   Although the vast majority of students who are at risk of dropping out can be identified before the end of ninth grade, it is crucial that a warning and intervention system continue throughout the high school years to address new or continuing problems faced by students after ninth grade.  All of this research points to the fact that tiered intervention systems can be valuable in supporting students in need across the secondary school spectrum(6-12).    

Schools working on tiered intervention systems often go through a series of steps to help them develop a tiered intervention system that works effectively for their students.  The goal of these steps is to ensure the best use of current resources and to bring in additional resources that are needed for students.
1. Mapping current resources
2. Detailed plans for accessing resources
3. Identified needs of students
4. Bringing in additional resources

Mapping current resources
Schools usually start with mapping out what they have available in their building and the focus of their intervention strategy.  Suggested guidelines for creating a comprehensive map are listed in the chart #103.  The resources that staff members identify should include more formal intervention such as “double dose” courses or intervention labs, to oftentimes more informal interventions such as after school tutoring and lunch groups.

There are many different types of interventions that can be used as you will see in the following pages.  Interventions, in many cases, are designed to meet the unique needs of students within that school so may not always be transferrable.  Oftentimes, as teams are mapping out their available resources, they begin to identify new interventions that they would like to develop to support their students.  





Sample #103 – Intervention Plan

	
	Focus of intervention

	Type of Intervention

	Attendance

	Behavior
	Course Failures

	School-Wide (All Students)
	Every Absence Brings a Response

Create Culture which says Attending Everyday Matters

Positive Social Incentives for Good Attendance

Data tracking  at teacher team level
	Teach, Model, Expect Good Behavior

Positive Social Incentives and recognition for Good Behavior

Advisory

Data tracking  at teacher team level
	Research Based Instructional Programs

In-Classroom implementation support to enable active and engaging pedagogies

Data tracking  at teacher team level

	Targeted (15-20% of Students)
	2 or more unexcused absences in a month brings 
Brief Daily Check  By an Adult

Attendance Team 
Investigates and problem solves, why isn’t student attending
(teacher, counselor, administrator, parent)

	2 or more office referrals brings involvement of Behavior Team

Simple behavior checklist brought from class to class checked each day by an adult

Mentor assigned 


	Elective Replacement Extra Help Courses-tightly linked to core curriculum, preview upcoming lessons, fill in knowledge gaps

Targeted Reduced Class Size for students whose failure is rooted in social-emotional issues

	Intensive (5-10% of Students) 
	Sustained one on one attention and problem solving

Bring in appropriate social service or community supports 

	In-depth Behavioral Assessment-why is student misbehaving
Behavior contracts with family involvement
Bring in appropriate social service or community supports
	One on One Tutoring






Interventions for Attendance
Interventions for attendance range from working on creating an atmosphere where students want to attend to specific problem solving to address reasons for chronic attendance.  

	Attendance Intervention examples

	Attendance  (Immediate)
	Attendance (long term)

	· Phone call/email to student
· Phone call/email to parent
· Teacher meeting with student
· Home visit with parent
· Have student get involved in a club or after-school activity
· Student signs an “attendance contract”
· Attainable goals should be developed by teacher and student

	· Attendance “action plan” developed and signed by team leader, student, and parent/guardian with attainable goals and a reward if completed
· Weekly “perfect attendance” certificates (individual or academy wide)
· Creation of monthly rewards system for students with highest attendance
· Attendance competition between teams

























Interventions for Behavior
Behavior interventions vary much more widely depending on the type of behavior that students are exhibiting. Some of these behaviors are ones that teachers and staff see each year, however, oftentimes, new behaviors require creativity and planning to prevent and counteract behavior that distracts from the learning environment.  Sample #104 shows a structured way to think about not only what types of interventions should be used but who in the building should provide them so that as the severity is increased, it involves additional individuals.

	Behavior Intervention examples

	Behavior (Immediate)
	Behavior (long term)

	· Separate environment (student is placed in a team teacher’s room for the remainder of the class with work)
· Student must write a reflective journal entry about their behavior and how it affects those around them
· Phone call to parent
· Meeting with teacher
· Student signs a “behavior contract
	· Team meeting with student and parent/guardian to develop a “behavior contract” with attainable goals and a reward if completed 
· Meeting with the principal or assistant principal/team leader
· Match “troubled” students with a mentor whom they like and respect
· Introduce a “character education” program into your school
· Assign student to a leadership position on the team
· Have student(s) assist with planning of the next academy celebration

















Interventions for Course Performance
Interventions for Course Performance often are provided through structured programs that are available as intervention labs, after school or Saturday support, and pull out groups as well as individualized plans that teachers have created to work with students in their class.

	Course Performance examples

	Academics (Immediate)
	Academics (Long Term)

	· Teacher tutoring
· Peer tutoring
· Extra credit opportunities
	· Set a weekly tutoring schedule for the student
· Invite the parent/guardian to a team meeting to preview what the student will be learning in the upcoming months and give them training and materials to support it at home
· Change the student’s schedule to see if they can be more successful with a different teacher or surrounded by different students
· Effectively group students for cooperative learning activities in the classroom that sets struggling students up for success




Detailed plans for accessing resources
The work of staff members is finding a series of interventions that are research based, appropriate for their students, and readily available for their students.  The most common second step in the intervention mapping process is to ensure that each staff member on the team knows details about the intervention and how to access this resource.  Some teams have found it helpful to include a second part of their resource map that includes information similar to what is seen below. 

	Intervention
	Referral Process
	Contact
	Capacity

	Individual Counseling (school related or outside)
	Complete a referral form and leave in guidance
	Ms. Grant or your grade’s counselor
	Each counselor has 20 slots a week for scheduled individual counseling sessions



Identified needs of students
Part of the challenge of the intervention system is connecting the appropriate resources to the students most in need. When teams are able to access EWI data, they have a structured way to identify students off-track to graduation and thus in need of additional intervention. 

EWI data is most often used to identify an individual student who needs intervention.  Many teams than decide what intervention is appropriate or may have pre-set interventions.  For instance, any student who fails a course may be automatically enrolled in the intervention lab for the following semester.


Creating or bringing in additional resources for students
As these intervention maps are being developed, schools should work to develop interventions that have a mix of immediate and long term effects so that students and staff see both a short term response but continue to have long term solutions for challenges.  For instance, each absence that a student has should have some response to it (possibly a phone call home, a conversation with the student, etc.) but in addition, staff will be working to build a culture of high attendance through public recognitions and positive events at the school.  In this case, both the immediate needs of the student (a tier II response) and the long term prevention/recognition for all students are part of the attendance plan.  The following pages show a variety of ways that schools have used to organize their interventions and suggestions for interventions that staff can use.

In addition, there are times when the coordination of interventions at a school won’t be enough and staff will need to look for additional supports outside of the school building.
 (
Things to think about
Tips and Lessons Learned:
Books:
 Teams at one school noted that they lack new strategi
es so they are consulting other schools and a variety of 
books for 
new intervention ideas.
 They are using one book called, 
Love and Logic
, to find solutions. 
This school a
l
s
o uses flip-charts
 of behaviors they see
 often. 
Staff did mention, h
owever, 
that some 
team members spend the meeting time reading the flip-charts rather than conversing about the student
s
. 
 The facilitator 
recommends that 
the team 
look through the flip-charts before the meeting
 in an activity to learn more about what it has included.  
Behavior Captains:
 Another school uses what they call behavior captains.” The job of the behavior captain is to help other
 teacher
s, volunteers and teachers find new interventions for students by researching books and other sources. The team can
 select a team member who can
 
fulfill this 
or this job could rotate.
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1. Teacher Intervention
Inform student of the successful academy student guidelines and expectations in a positive format. If the behavior continues, the student should be asked to remain after class. At this meeting, do the same as above and send student to next class. This is followed up by a phone call home to ensure open lines of communication and proactive support.
2. Separate Environment
If the student’s behavior persists after the intervention above, the student is provided work and brought to another team teacher's classroom. Assistance should be sought with this process from team leaders and/or deans. This should be set up in advance after the intervention above.
3. Counselor Intervention
Refer the student to the counselor and allow the counselor to work through the issue with student and to later have a meeting with student and teacher to process a positive working relationship. This is followed up by a phone call home from the counselor.
4. Team Leader Intervention
The Team Leader provides reinforcement of expectations and may possibly invite student to a team meeting to discuss behavior and strategize as a team to create a prescriptive plan for improvement.
5. Intervention with Academy Principal
Academy Principal meets with the student before the student is allowed to return to class.
6. Team Meeting
Student and parent meet with Academy Principal and team.
Pyramid of Behavior
Intervention
Strategies
Sample #104
)





























Sample #105: Diplomas Now Tier II interventions for Behavior and Attendance
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[image: ]Sample #106: Diplomas Now Tier II interventions for Course Performance
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Building Your Team:
 
What teachers
 
can do
 collaboratively
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This chapter will cover:
The power of teaming
What can teachers do together?
Teaming structure
)













A teacher team is a professional community “in which teachers pursue a clear shared purpose for all students’ learning, engage in collaborative activity to achieve that purpose, and take collective responsibility for student learning” (Newmann & Wehlage, 1995, p.30).  Within the context of this report, teaming is referring to an interdisciplinary team of teachers who share students that they work with.  In some schools, this may be a group of teachers who support, for example, all of the 6th grade students.  In its most pure form, the interdisciplinary team is a team of 3-4 core subject area teachers who support a group of 75-115 students.  The 75-115 students only have those teachers during the school day.  Teaming can be used to great effect to create an environment that fosters shared understanding, a sense of identity, high levels of involvement, and a mutual sense of belonging to work together to achieve what cannot be accomplished when teachers and other staff work alone.  The key to teaming in this context is that the individuals on the team work exclusively with a defined, small group of students and have the time to work together as a team. The Assistant Principal, Principal, and other staff will work across a number of teams of teachers depending on the size of the school.

History:  Teaming isn’t a new concept but it continues to be relevant to today’s students and today’s schools. Teaming is often looked upon as a means of positive movement in one uniform direction to benefit all stakeholders involved.  This approach is seen outside of schools in businesses and other enterprises as well.  During the sixties, there was a great movement towards interdisciplinary work in schools, with mixed results of implementation and success.  Presently, teaming is used all over the country to provide supports for both students and teachers.  Teachers in public middle schools probably know it best, since many middle schools are designed around the idea of such interdisciplinary teams.  

Interdisciplinary teams, first and foremost, must have students at their center and are able to provide seamless and consistent supports to students.  Second, they provide a complete look at a student with multiple disciplinary perspectives on student learning.  Third, teams enable teachers to learn other perspectives and hone their own in efforts to communicate to those outside of their field.  Interdisciplinary teaming is not easy, and most teachers are pushed to become reflective and open learners.  It creates a body of peers with which you can examine the work of teaching.  Accountability and fresh perspectives are essential, but it is just as important to have a body of professionals who understand your circumstances and your style.  In short, teaming must be driven by and done with teachers rather than something done to them.  Fourth, teams that focus on interdisciplinary curriculum impact student learning and better prepare students for the type of thinking and problem solving that they face in an increasingly competitive marketplace.  And lastly, empowered teams take on many responsibilities, sharing burdens that presently rest exclusively on other shoulders.

What can teachers do together
A group of teachers who have a common and consistent meeting time and share a group of students can do a variety of things to help support each other and the students they teach.  
Student support is working on direct academic skills as well as the more indirect factors on student academic performance.  The team can look at a complete profile of the student (Attendance, Behavior, and Course Performance) and organize supports both individually for the student and for the whole team.  The team can create a climate of support by creating a team identity, exclusive physical space, recognitions and awards, student or teacher events, as well as team meetings with students.  In addition teams may complete outreach (or interventions) that could include parent contacts, home visits, neighborhood tours, and events.

	Voices from the field on working as an interdisciplinary team

	“Teaming is beneficial to the well- being of the students.  In this environment our students need extra assistance.  The EWI meetings allow students to succeed.  For teachers, the teaming makes us more able to learn about our students’ strengths and weaknesses based on collaboration.  This means we can zone in on problem behaviors to really see what assistance is needed.”
· Teacher on an interdisciplinary team

“The lesson I learned while being a City Year Cops Member working with the Diplomas Now team is that the only way to achieve success is to have strong communication and have everyone on the same page.  If the administration and team members are not working together with the same goals in mind, the system will not work well.”

“Decisions regarding policies/incentives/interventions need to be agreed upon by all the team members.  Although each member will be in charge of different tasks, if the whole team isn’t on the same page, students won’t see a cohesive system.”
· A City Year Americorps member working on an interdisciplinary team

“How the team is started up is to me the most important aspect.  Establishing positive relationships, group norms, and common goal set is of major importance toward forming a successful team.  Spending time getting to know each other through ice breakers and defining norms and goals pays off throughout the school year.”
· School Turnaround Facilitator on interdisciplinary teams



Pedagogical development is a focus on the art of teaching and can be a frequent topic for teams.  Questions like “How can I improve my use of group work?” or “How do I create work that challenges the advanced students?”  These questions about the profession of teaching are at the heart of our work, and often are the lowest priority in our busy day.  This section will help outline some models that have already proven effective, and discuss some ways to make such work a higher priority.  Peer observation, reading circles, Critical Friends Groups©, and action research are all pieces of pedagogical development.

Curricular planning as a team can assure that there is always Literacy taught across the Curriculum, Numeracy integration across the curriculum, Interdisciplinary Projects assigned, and Curriculum Mapping utilized by all team members.   These strategies provide consistency for students and reinforce skills that have been taught in multiple classrooms.  

Data analysis and interventions – Data offers information on the progress of students. With data available, teacher teams can get the right intervention to the student.  Also, through looking at data the team can decide if there are other students who may be showing warning signs of getting off track to graduation.




 (
Things to think about: 
Team Meetings
Tips and Lessons Learned:
Space - 
T
here should be a room that allow
s teachers to sit down together around a table without distraction
.  
Teams should meet together facing each other so that it is an open discussion.  
If the room is not otherwise used, teams can also use this space to meet with parents, store records of students, 
post data, and house other team materials.
  
Time to evolve -
 
Teaming can be the most effective way of moving a teaching staff towards an effective and reflective practice.  It is important to remember that this takes time, and those who feel they are holding teams accountable should balance their need to serve students with the understanding that it takes time for adults to reflect on and improve their practice.  Pushing teams too fast can give them repeated experience with failure and ruin their potential.  
Significant and consistent time to meet -
 Most teachers already meet informally and constantly with other teachers, but this happens a minute here or there, or after work hours.  If teams are to be held to constructive standards, they must have significant
 and consistent
 time to meet, plan, and build.
  
Norms:  D
eveloping meeting protocols -
 
Norms 
serve two functions: creating them helps everyone think through what proper behavior on a team entails and it can hold group members accountable to the process without 
 making the disagreements 
personal.  
Norms should be established early and 
ideally be posted or included on the agenda for each meeting.  Norms that have been established and posted will be quite useful for any teachers who may be added to your team, any parent, administrator, business partner or other faculty member who may attend a team meeting.
Reflection: 
Teaming can be very powerful as
 it involves personal as well as professional change on the part of everyone working in a school.  A powerful way to achieve this change is by reflection and collaboration.  Teams of teachers can increase awareness of students, work to refine the craft of teaching, reach out to parents and community members
, and improve school climate.  Teams should regularly take time during meetings to reflect on their initiatives and individual practice.
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Choosing a decision making process
Teams need to be clear about what decisions they are empowered to make in their building.  For example, in one school teacher teams developed and implemented an incentive program for their students while in another school, the district had implemented a district-wide incentive program which the teams followed and supplemented to meet the needs of their students. Teams may use their vision statement to prioritize the areas they want to emphasize.  Early on they must determine how decisions will be made.   Decisions can be made in a number of way:  simple majority, majority with minority rights, consensus, etc.  We advise that teams develop and agree to follow a decision making process.


Building Strong Teams
Teachers and others working in the field of education must acknowledge that this is now the era of collaboration. As Dufour, Dufour, and Eaker point out in their book Revisiting Professional Learning Communities at Work: 
“The research has been clear and consistent, professional organizations for teachers and administrators at all grade levels have advised us, and our direct observations in our schools and districts confirm it:  Isolation is the enemy of school improvement.  In fact, it is difficult to find either supporting research or advocates for the position that educators best serve their children, themselves, or the profession by working in isolation.  We know this.  Yet, we have been reluctant to do anything to correct the situation.” (page 177)

Professional organizations for educators have made statements that indicate their acceptance of collaboration as an effective tool for educators.  Read these statements from two professional organizations:

· High performing schools tend to promote collaborative cultures, support professional communities and exchanges among all staff and cultivate strong ties among the school, parents, and community….Teachers and staff collaborate to remove barriers to student learning….Teachers communicate regularly with each other about effective teaching and learning strategies.  (National Education Association, 2007)

· It is time to end the practice of solo teaching in isolated classrooms.  Teacher induction and professional development in 21st century schools must move beyond honing one’s craft and personal repertoire of skills. Today’s teachers must transform their personal knowledge into a collectively built, widely shared, and cohesive professional knowledge base.  (National Commission of Teaching and America’s Future, 2005, p. 4)

Perhaps a review of this information and an open discussion of the reasons for the teacher’s apprehension can lead to a beginning of acceptance of the teaming format.  As teachers see the improvement in their own classrooms as well as the benefits of shared efforts, the resistance to team membership may disappear.



The upcoming pages have activities that can be used as reflective tools and planning tools for teacher teams as they continue to work together.


Sample #107: Assessing your team’s progress

________________________________________________________________________
(Team and School name and date)


________________________________________________________________________
Team members who participated in the self-assessment


CLIMATE

	Just Getting Started
	Making Progress
	We’re On Top of It


	Planning for a climate that is conducive to teaching and learning 

Developing team ID and goals and communicating them to students

Formulated ideas on how to increase team spirit

Planning a venue for students to share interests / needs
	Staff and Students developing ideas about how to make their team unique 

Team ID, goals, and student work are promoted / displayed within Academy

Staff and students expressing pride about emerging team ID, goals, relationships, and activities. 
	Staff and students proudly identify themselves with their academy team
 
Team ID, goals and student work are displayed in abundance 

Team spirit evidenced by high level of involvement in activities

Staff and students view their team as a caring environment where all are serious about education

Student interest is now driving the theme and unique nature of the team










ATTENDANCE

	Just Getting Started
	Making Progress
	We’re On Top of It


	Identifying ways to track attendance

Generating ideas for addressing attendance concerns

Generating ideas for celebrating student success




	Tracking student attendance 

Celebrating student success

Identifying resources for improving student attendance

Students are being called when absent
	Tracking both student and staff attendance

Following a process for addressing attendance concerns

Celebrating student and staff success 

Reflecting on the impact of your efforts to improve attendance




DISCIPLINE

	Just Getting Started
	Making Progress
	We’re On Top of It


	Articulating team goals for behavior

Generating ideas for addressing behavior concerns

Sharing team goals with students

Generating ideas for celebrating successful behavior




	Tracking behavior 

Celebrating student success

Identifying resources for improving student behavior

	Tracking student behavior

Following a process for addressing behavior concerns

Involving off-team staff in behavior solutions (e.g. Guidance)

Celebrating student and staff success 

Reflecting on the impact of team program on student behavior 






ACADEMIC ACHIEVEMENT

	Just Getting Started
	Making Progress
	We’re On Top of It


	Articulating team academic goals

Identifying high-risk students

Identifying academic PD goals (ex. interdisciplinary planning)

All teachers trained and implementing appropriate curriculum

Planning for the 84 minute block,
Developing 18 Week Plans, and identifying instructional innovations that engage learners


	Tracking achievement data; analyzing patterns

Celebrating student success

Coordinating with appropriate off-team staff  (ex. Special Ed.)

Designing / redefining appropriate course sequence for academy

Utilizing interdisciplinary themes and instructional innovations to engage learners

Defining success for students interested in academy fields

Scheduling Report Card conferences
	Following a process for addressing academic concerns

Celebrating student and staff success 

Business/community partners involved in and supporting academic program

Hosting Report Card Conferences

Reflecting on the impact of our program on academic achievement 

Significant time in meetings is focused on teaching and learning




.




Sample #108: “Getting to Know You”- Bonding and Value Activities

The activities listed in this section can be used in a professional development before the start of the school year.  The purpose of the activities is to introduce teachers to teaming processes, as well as teacher teams building relationships.

DAY 1:  Getting to Know Your Team- Activities should be designed to focus on helping team members get to know and understand each other’s value systems, learning styles, and motivators.

AGENDA

I.  Welcome and Individual Introductions: The organizational facilitator and/or school principal and/or academy principal welcome the teachers.  Encourage everyone to introduce themselves, their content area, and their years of service.

II. Why Teams?:  Teaming research should be presented to teachers to help them better understand the benefits and expected outcomes.  Please refer to page of the Playbook for teaming research provided by Talent Development High School researchers.

III. Team Assignments:  Teachers should be placed into teams by academy or grade level administration prior to the Summer Training.  When team assignments are revealed, make the process fun and be sure to explain to teachers WHY they have been placed together.  (i.e.  veteran teacher paired with a new teacher, teacher with strong scores paired with teachers with strong energy)

IV. Getting to Know Your Team:  Once teams have been assigned, they should be given the opportunity to share information about themselves and their working style within their groups to begin the team process on a positive note.  This portion of the day should be allotted the most amount of time.  Some suggestions of how to build team understanding and respect are:
a. Team Resume
b. Personality Quiz
c. Learning Style Activity
d. Values Activity
e. General Info Activity

V. Review of Day 1 and Preview of Day 2:  Identify most important “take aways” from the day, and let teams know that they will begin day 2 with a creative team introduction.

Team Training Handout: Mix, Match, and Exchange




Name: _________________________________________

Some reasons why I became an educator:




An Interesting fact about me:





A belief I hold about effective teams:






Name: _________________________________________

Some reasons why I became an educator:





An Interesting fact about me:





A belief I hold about effective teams:

Sample #109: Team Résumé Exercise



Background
Each of you has a unique array of talents, skills and experiences to offer your team. When working in teams, it is important to understand what each person brings to the group. By getting to know your fellow team members, you will be able to leverage each of your individual talents, skills and experiences for the good of the group.

Purpose
The purpose of this exercise is to provide you with an opportunity to familiarize yourselves with your other team members and gain an understanding of the vast talents, skills and experiences each of you can bring to your individual groups.

Activity Duration
Your team will have 15-20 minutes to create your team résumé. You will then be given 3-5 minutes to present it to the entire group.

Activity Directions
Your team has the task of creating a “Team Résumé” to be written on chart paper. This team résumé should reflect the most predominant talents, skills and experiences your team has to offer. Each team will be required to come to the front of the room while the team spokesperson presents the team résumé to the rest of the group (bonus points will be awarded for creativity).
· Select a team recorder
· Use the chart paper and markers to create your team résumé
· Your team résumé should include, but is not limited to the following:
                             
· Team Name (This should be something that uniquely identifies your team based on the information shared in this activity)
· Names of each of your team members
· Hometown, State and/or high schools attended
· Previous work experiences
· Special skills and/or talents of team members (These can be technical or non-technical in nature)
· Team members’ major accomplishments
· Personal hobbies or interests
· Other pertinent information



-----------------------------------------------------------------------------------------------------
Questions from the Field

Dilemmas in Teaming
Dilemmas are those perpetual questions that have no real answer.  At either end of a dilemma is a legitimate and necessary process that does not arrive at the whole truth.  Below are some key dilemmas in planning for and using teaming in a school setting

A. Democracy v. Efficiency (or “How much time is this going to take?”): 
Teaming is a process that prioritizes voice and the construction of knowledge.  Over time, it changes instructional practice and communication patterns in a school.  This time is a problem for some, however.  Most schools operate in a sense of perpetual crisis or urgency. Even when it is working well, teaming can seem a painfully slow process and it can even seem to waste time, since the answers it provides are not immediate nor are they always definitive.  This should be balanced out by the fact that teaming, done well, focuses on what is important to a school versus what is urgent to the school (breaking up a fight v. the school’s math scores or resubmitting the budget to central office v. real professional development).  Teaming at times doesn’t answer the desperate need to fix this problem NOW, but it will build a democratic and long term plan for the future.

B. Team Identity v. School Identity
As teams grow and become more efficient, they will begin to act more independently.  Within limits, this is exactly what should happen—administrators get fewer headaches and teachers have more control over their professional lives.  There is too much of this good thing, however.  Teams need to constantly remind themselves that they are a piece of a larger vision, and that there are some decisions that should be made with others in the school.  Team leaders should be in constant communication with those outside their team to keep everyone informed and on focus. 

C. Adult Needs v. Student Needs
Anyone who has graded papers in the back of a professional development session knows that teachers need to be brought into the circle of school reform.  Taking the time to do this is time you cannot spend on training for this year’s magic curriculum.  Ignoring teachers, however, means that the magic curriculum cannot work.  Schools need to stay focused on student learning, but they must also keep in mind that they CANNOT answer student needs without serious consideration of the needs of their staff. The two are interdependent and most be attended to accordingly. Effective teaming allows teachers a voice in the agenda of meetings and the time allotment of meeting.  This will lead to a higher level of teacher engagement as well as ownership of tasks accomplished. 
D. “Why can’t we just meet as a department?”
Lots of people resist membership in an interdisciplinary team since they already felt that they were part of a team: their department.  This is really two challenges: coming to believe that interdisciplinary teaming is an effective practice and giving people time to become as personally connected with their team as they were with their department. Some issues cannot be addressed as a department. Meeting as a team that shares a cohort of students allows teachers to address student issues and to plan interdisciplinary units which cannot be done as effectively when meeting as a department.  
E. Adults as Learners
Teaming tackles two important issues for school reform in terms of adult learning.  First, it explicitly acknowledges that adults in school must be learners in order to be effective.  Second, it is flexible enough to allow teachers to learn in the style that is most effective for them.  (How many teachers have sat through a two hour lecture on different learning styles?)  Teaming forces schools to practice what they preach, modeling for students and giving teachers fresh perspectives on their own learning.  

F. I Didn’t Volunteer for This
There is no answer to this challenge.  Forcing teachers to be on teams without time to explain why, or giving them some time to plan, will seriously impact how effective teams will be.  If it is forced on teachers without explanation, school leaders must be ready to wait a long time for their teams to be cohesive and productive. Some school leaders like to let some teachers volunteer first, and let the public sentiment build.  This can be very effective, but care must be taken not to create an elite set of teachers that are resented by the rest of the staff.
G. Teachers v Battalions
Effective teams work to define and answer their own needs.  This requires some time to be autonomous.  Schools that use teams only for disseminating information, or by piling school wide requirements on them, cannot expect these teams to be innovative and productive. There must be a commitment to allowing teams to assess and address their needs while remaining a part of the overall school community.





Team Norms
What are Norms? Norms are rules of conduct established by the team and followed at each team meeting. Norms serve two functions: creating them helps everyone think through what proper behavior on a team entails and it can hold group members accountable to the process without getting personal.  We recommend establishing norms for your team as early as the first meeting.  Norms should ideally be posted or included on the agenda for each meeting.  Norms that have been established and posted will be quite useful for any guests or newcomers to the team.
	
One team’s example of meeting norms:
1. Honor time (once established, start and finish time can be substituted)
2. Set phones to silent
3. Fully participate
4. Respect the opinions of all
5. Avoid sidebars
Parking lot ( a place to post questions or issues that were not addressed but will carry over to next meeting;  can be done anonymously or with signature; can also be done by asking for agenda items at the end of the meeting)


Team Plans: Communication, Climate, Attendance, Achievement and Promotion
Teams that work together must be deliberate about the atmosphere that they are creating and the goals that they work towards.  Many teams have developed team plans that lay out explicitly how the team works together.

Communication Plan
The communication plan covers internal communication among team members such as meeting schedules, decision making structures and team communication norms, as well as external communication of how the team works with students, parents, and other teams throughout the school.  
· They communication plan may also contain a definite course of action and person responsible for each of the listed categories.  
· Items that may be included are daily welcoming, team meetings, and celebratory events.  
· It is also important to include time to meet with students as a team.  Include both students who are doing well so that the teacher team can express their recognition and pride to this student and students who are working with interventions so that the teacher team can express their concern and willingness to help to this student.  


Climate Plan
The climate plan covers expectations, events, and initiatives that the team is using to develop a strong climate among their students.
· Developing and Sustaining Positive Climate: The school needs to be a place that students find welcoming but also a place that shouts out “learning happens here”.  
· PBIS whole school and in each classroom:  The teacher team and support staff should maintain consistency across staff members and recognize when students meet expectations.  These expectations and successes should be charted through individual classrooms, grade teams, academy hallways, and across the school.  Charts should be attractively displayed and updated regularly. Successes, after being charted, should be recognized. This can be done in the following ways:
· Incentives 
· Trips, assemblies, guest speakers, programs
· A point system- “ Behavior Bucks”
· Welcoming students daily: Students should be greeted each morning when they enter.  This should include outside of the school and outside of classrooms in the hallway.  Each teacher should be outside their door to greet students as they enter each classroom before and at the end of each class period.
· Nagging and Nurturing: Motivation is an intrinsic part of the responsibilities of the teacher team and school staff.  This means talking to students and checking on them frequently.  Many students benefit from a daily “check-in” from a staff member to review their day.

Attendance Plan
Teams of teachers have a large role to plan in attendance, especially in creating the atmosphere where students want to attend.
· Setting attendance goals:  Many teams develop a goal in addition to the school wide goal that is specific to the students they teach.  This percentage should be based on the previous year’s attendance and the goal the team wants to achieve.  The team should publicize the goal and develop a plan to attain that goal.
· Making it visible: Charts displaying both the set goal and the daily percentage should be posted in highly visible hallway areas of the building.  It is important that the goal be posted on these charts and that the charts are kept current.  
· Weekly and monthly attendance recognition:  It is important to recognize good attendance regularly (weekly and monthly).  The team should choose the method of recognition they want to use and who will help put the plan in action.  
· Weekly certificates for perfect attendance with copies posted in the classroom
· Monthly parties for those with three or four weeks perfect attendance
· Coupons for perfect attendance to be redeemed at PBIS store
· Dress down Fridays for perfect attendance
· Field trips for monthly perfect attendance 
· Tracking and analyzing attendance: Analysis of trends in attendance must be shared at regular meetings.  The team can evaluate whether existing strategies are successful or should be modified to be more effective in achieving the goal set. 
· Proactive steps to avoid low attendance days: There are certain days that seem to foster low attendance – the day before or after a holiday, Fridays, the days before and after testing, the last few days of each semester.  The team can plan ahead to have events of high interest to students on these days. Some examples would be field trips, guest speakers, pep rally, student/faculty sports events, double PBIS points or coupons, end of the day dance.

Achievement and Promotion Plan
Achievement and Promotion Plans get to the heart of the work of teacher teams.  There are many things that can be done in an interdisciplinary team to reinforce student skills, create high expectations, and provide additional student supports.
· Data driven decision making: Teams can set goals for achievement levels and should be regularly using this information to make decisions.  Student grade data can be used to analyze class progress and individual student progress as well as identify students for interventions.  Special attention should be paid to math and English/reading grades as these are indicators of students in danger of dropping out.  Goals can be set as to percentage passing all subjects, percentage passing math, and percentage passing English. 
· Individual Report Card Conferencing:  Individual report card conferences are a regular initiative used at Talent Development schools.[footnoteRef:1]  They are held at the end of each marking period and/or for each progress report.  Students meet with an adult to discuss their report card, progress in their classes, and to think about what they can change to improve.  The adults for report card conferences can be school partners, volunteers, or staff who don’t work directly with the student.   [1:  Creating a Ninth Grade Success Academy, Legters and Morrison, 2001] 

· Safety Nets: Analyzing data helps determine the students who need extra help and teams of teachers often have the role of finding that support.  This could include extra tutoring, community support, after school programs, credit recovery programs, or twilight school for those students who have exceptional circumstances.  
· Celebrations: Celebrations and recognitions should take place for staff, students and partners.  Students should be recognized for course achievement.  A “rites of passage” or “move up” celebration can be held to recognize those ninth graders who advance to the tenth grade.  In addition to student recognition, school staff and partners should be recognized for their dedication, hard work, and benchmarks they have reached.  




The following pages contain charts which can be used by a teacher team to create team plans.


Sample: Academics Promotion Plan

	
	Did this occur last year?
	Will we do it this year?
How?
	How often? When? Where?
	Who will organize?
	Meeting topics?

	Academic success rewarded
	
	
	
	
	

	Academic curiosity is promoted
	
	
	
	
	

	Connections to academics and future choices are explicitly made
	
	
	
	
	

	Reading is coached in all classrooms
	
	
	
	
	

	Courses linked by cross curricular connections
	
	
	
	
	

	Career connections are made within courses
	
	
	
	
	

	Academic projects are completed and prominently displayed
	
	
	
	
	





Sample: Communications Plan

	
	Did this occur last year?
	Will we do it this year? How?
	How often? When? Where?
	Who will organize?
	Meeting topics?

	Welcoming students and setting the tone

	
	
	
	
	

	Meet regularly as a team

	
	
	
	
	

	Meet as a team with students

	
	
	
	
	

	Meet with parents and stakeholder

	
	
	
	
	

	Newsletter

	
	
	
	
	

	Celebratory activities involving all students

	
	
	
	
	

	Celebrate teachers and support personnel

	
	
	
	
	







Sample: Climate Plan

	
	Did this occur last year?
	Will we do it this year? How?
	Who will organize
	How will it be maintained
	Needs

	Efforts to improve attendance
	
	
	
	
	

	Incentives, rewards, and recognitions
	
	
	
	
	

	Uniform classroom expectations plan
	
	
	
	
	

	Plans to give extra help for students
	
	
	
	
	

	Plans for catching students who are failing and for getting them back on track
	
	
	
	
	

	Plans for teachers and administration will handle discipline problems
	
	
	
	
	

	Plans for promoting teacher collaboration at all levels
	
	
	
	
	

	Plans for academic promotion activities
	
	
	
	
	

	Celebrations for student and teacher successes
	
	
	
	
	







Sample: Attendance Plan

	
	Did this occur last year?
	Will we do it this year? How?
	How often? When? Where?
	Who will organize?
	Meeting topics?

	Student attendance data is collected and displayed daily
	
	
	
	
	

	A plan for tracking class cutting and tardiness is in place
	
	
	
	
	

	There is an academic promotion plan in place
	
	
	
	
	

	There are weekly, monthly, and quarterly attendance rewards
	
	
	
	
	

	Each team has a routine for calling homes
	
	
	
	
	

	There are clear uniform consequences for tardiness and class cutting
	
	
	
	
	







TEAM CALENDAR
The teacher team should have a calendar.  This calendar should keep all members of the team, as well as members of the school informed of activities.  Below is a sample calendar.

	Sample High School   January 2010 
SS(SAMPLE)


	Monday
	Tuesday
	Wednesday
	Thursday
	Friday

	
	
	




















	
	1

	4
Perfect attendance certificates 
	5
9AM- School Leadership Meeting
	6
	7
Ninth Grade Team Meeting 10AM
	8



	11
Perfect Attendance certificates 
Report Card Conferences 1st and 4th period
	12
9AM- School Leadership Meeting
	13
 Guest Speaker for Whole school
10:00-11:00
	14
Ninth Grade Team Meeting – EWI
 10AM
	15

	18
HOLIDAY
MLK Day
	19
9AM- School Leadership Meeting
	20
	21
Ninth Grade Team Meeting
10AM
	22
School Wide MLK Program

	25
Perfect Attendance Certificates 
	26
9AM- School Leadership Meeting
	27

	28
Ninth Grade Team Meeting – EWI
 10AM
Attendance Recognition- 2:45- 3:45 pm
GYM
	29










 (
Meetings around Early Warning Indicators
)




















 (
This chapter will cover:
Scheduling meetings
Participants at the meeting
What the meeting looks like
)















Introduction
Interdisciplinary teams that have begun work on using early warning indicators have created a variety of practices and templates to help increase their effectiveness.  The items included in this chapter detail different areas that teams should consider when beginning their meetings as well as examples from different teams.


Talent Development Secondary (TDS) and Diplomas Now reform models
TDS has taken the early warning indicator research and incorporated it into the teaming structure that is essential to the TDS model.  The TDS model offers a rubric and framework for how small teams can have efficient and effective meetings to support students.  In addition, TDS has entered into a partnership called Diplomas Now with City Year, and Communities In Schools that pairs TDS’s whole school reform with tiered supports from City Year and Communities In Schools.  Many of the observations included within this chapter come from schools working as part of the TDS model.  


What does it look like?
Teams have an Early Warning Indicator (EWI)/Tiered Response Meeting every one to two weeks.  Team members come to the meeting ready to discuss students who are showing early indicators. The facilitator(s) for the leads the discussion about each student as the team discusses what the indicators are, why they may be there, and what can be done to correct them.  The facilitator or recorder takes notes on each student discussed using a tracking sheet.  The facilitator records any targeted or intensive interventions that the team decides are needed.  At subsequent meetings the team reviews the status of these students (whether the student’s situation has improved, stayed the same, or gotten worse) and determines whether the interventions chosen seem to be working, need more time to work, or need to be supplemented or changed.










Meeting Structure and Process
Following is a general meeting structure what a team meeting on early indicators looks like.  As you can see from this outline, at time, students with major crisis that are not on the focus list can be discussed, and often first. Otherwise, teams usually keep to a preselected number of students.

1. Pass out Data and look over with some brief announcements (no longer than 5 minutes)
2. Assign Roles (note taker, time keeper …)
3. Look at focus list – anyone else with major issues that need to be discussed today (pregnancy notification, recent fight, suspension …)
4. Discuss students, one at a time, about 5 minutes each (can talk about more than one student only if it is a very similar problem)
a. Anything new revealed about the student
b. New telephone numbers
c. What intervention will be?
d. Who is in charge of making sure the intervention occurs?
5. Time to wrap-up – any other students to add for next week.


Developing meeting protocols
Before beginning a process for discussing students, teams must agree upon the protocols to be used at each meeting.  Establishing protocols helps keep members on task, helps focus on actions, minimizes conflict, time off task, and ineffective planning.

	Voices from the Field: 
EWI meeting expectations from a middle grades school

	
· All meetings will be held from 8:10 – 8:38. Meetings days are as follows:
· Tuesdays: 5th/6th grade in Ms. Anderson’s office (bi-weekly)
· Wednesdays: 7th grade in Mr. Sam’s office (bi-weekly)
· Thursdays: 8th grade in Mr. Washington’s office (weekly)
· Please be on time and make sure you sign in at every meeting.  Regular, on time attendance will count toward your INTER scores.  
· Staff attendance guidelines:
· Elective teachers will attend one grade level EWI meeting/week.  
· Sped teachers will attend EWI meetings each week for the grades they support.  
· Student Engagement Team members and Mental Health Providers will attend all EWI meetings.  





Discussion of Students
A common practice was to divide the students into two categories, those that had been discussed previously and those who had not.
Step 1: Progress Reports 
Review students receiving interventions, spend agreed upon time on each student to discuss the following:
· Changes in data
· Follow-up reports on interventions
· What’s working?  What’s not?
· Describe successful interventions so others can replicate
· Discussion of next steps
Step 2:  Discuss New Students 
A.  Brief review and assign those that need data collection to team members.  
· Student Name
· Staff Member Recommending Intervention (if applicable)
· Areas Off-Track (Attendance, Behavior, Course Passing)
B. Discussion of Contextual Information 
· Identify specific student challenges that can be remedied through intervention
· What do we know about what’s going on with this student?
· Who has the strongest relationships with the student?
· What else do we know about the data?  What else do we want to know about the data?

















Roles of participants
Each team needs a facilitator who will take lead of the meeting. The facilitator needs to make sure the data is handed out to the team, keep the team on task and focused, and keep track of any new information.  This person may also decide to play the additional roles of timekeeper and note-taker or can assign these roles to other team members. Some facilitators have found that taking notes during the meeting was distracting and would prefer that another team member take this job, which often rotates.

The individuals will vary depending on who is on the team but there will be some consistent participants.  The goal is to have every teacher who supports the student to be discussed in attendance at the meeting.  In addition, the team must create clear roles for each participant at the meeting.  The three main roles that each team should have are:
· Facilitator
· Recorder
· Timekeeper


Facilitator:
The facilitator plays a key role in ensuring that the team meets regularly, has the data, information, and training that they need, and facilitates the meetings.  This position can be filled by a Team Leader, an AP, or in some cases by a facilitator from a partner organization.  In the TDS schools that were visited, this role was completed by an Organizational Facilitator from Talent Development.
· Summer Training:  Prior to the start of school, the team needs to make decisions on and receive training on:
· research behind  the purpose of EWI meetings
· introduction of participant roles, data tools that will be used, and interventions that are available for students
· Data Collection
· Determine how attendance, behavior, and academic data is or can be collected for each meeting
· Meeting Facilitation
· runs meeting from welcome to close by facilitating acute discussions surrounding students on the “watch list”
· must keep all participants focused and on-task
· at close of meeting, reviews assigned interventions and the timeframe in which they need to be completed
· Meeting/Intervention Follow-Up
· forward meeting notes to all EWI participants, principal, and assistant principal/academy leader
· Follow up with any team members who were not able to attend

Teacher:
· Take the lead in designing a feedback process to ensure that the EWI process is meeting the needs of all students in the team
· Assist with creation of short and long term intervention list
· Participate in weekly EWI meetings
· share academic and personal information about students on the “watch list”
· make academic and personal intervention recommendations based on knowledge of the student’s learning style, academic level, and personal issues 
· Complete assigned interventions as needed
· Act as recorder or time keeper when needed (rotating responsibility)


Counselor:
· Assist with creation of short and long term intervention list
· Participate in weekly EWI meetings
· share academic and personal information about students on the “watch list”
· make academic and personal intervention recommendations based on knowledge of the student’s learning style, academic level, and personal issues 
· Complete assigned interventions as needed
· Act as recorder or time keeper when needed (rotating responsibility)



Principal:  
· To build a strong foundation for the EWI process, the principal plays a strong role in creating a school schedule that creates interdisciplinary teacher teams that share common students.
· The principal also supports and enforces the EWI process as part of the school’s culture beginning with initial training and continuing throughout the year.  
· Principals do not need to attend EWI meetings but it is encouraged that he or she stop in periodically to provide observations and feedback of the process to help the team improve the process and the results it’s bringing about in the classroom.

Assistant Principal/Academy Leader:
· Although it is not necessary that the assistant principal/academy leader attend every EWI meeting, it is encouraged that if available, he or she do so.  The meetings are a fantastic opportunity for this individual to get the pulse of the team/academy regarding the “what” and “why” of weekly and ongoing issues.


Other Support Individuals (Outside agencies, psychologists, deans, etc.)
· Assist with creation of short and long term intervention list
· Participate in weekly EWI meetings
· share academic and personal information about students on the “watch list”
· make academic and personal intervention recommendations based on knowledge of the student’s learning style, academic level, and personal issues 
· Complete assigned interventions as needed
· Act as recorder or time keeper when needed (rotating responsibility)

	Role
	Before the meeting begins

	Facilitator
	· Reviews the EWI reports and notes:
· Look for unusual data, students who should be discussed, and data from students who need follow-up
· Reviews documentation from the last meeting and identifies staff members who need to give follow-up reports
· Asks team members for names of students who are sliding off and need to be added to the focus list

	Teachers
	· Make sure grade books are up to date
· Gather student work, classwork projects, homework, documentation, or other evidence that might be helpful when doing follow-up reports
· Ensure accessibility to students’ test and interest survey results 

	Volunteers, tutors
	· Update intervention trackers and other documentation
· Gather student work or other communication for follow-up reports
· Reflect on informal check-ins with partner teachers


	Counselors, social workers
	· Update intervention trackers and other documentation
· Bring feedback for services provided to students that can be shared with the team





Exploring your school’s resources: How to involve the counselor, coach, and elective teachers

It is primarily the core content teachers (math, English, social studies, and science) teachers who comprise the team that meets to consider students and curriculum.  Oftentimes, this is because of scheduling.  Those who teach the elective subjects make these meetings possible during the day because they teach the cohort of students at this time or in many cases elective teachers work across a number of different teams and grades.  The team must figure out additional ways to include these members as they play a vital role in supporting students.  

Teachers in the elective disciplines are an invaluable asset to the team.  They can help plan interventions and incentives for students who are highly engaged in their areas and in need of interventions.  The secret is to work together to find ways to utilize all areas which the student finds engaging.  Teachers involved in the co- curricular areas can be extremely instrumental in creating incentives which will help improve student engagement and foster the development of positive attitudes in students.   
The teachers can also review minutes of each meeting, submit items to be included to the facilitator, and use daily behavior contracts completed by students to share information on student progress.  Examples of these contracts are included in the appendix.


Second Team of Adults – In the Diplomas Now schools that were observed for parts of this report they have a 2nd team of adults from City Year and Communities In Schools (CIS) to provide additional supports to students.  In a Diplomas Now school, this includes one City Year corps member for each homeroom of students and a CIS Site Coordinator to work with the team.  Other sites have used AmeriCorps members, local college students, retired service organization members that can help the school provide targeted and intensive supports to students at the needed scale.  These additional resources are coordinated within the team structure so that new partners are attached to a team within the school. 









Sample #110:  Roles of Participants
Not every school has the same personnel and needs. Use the following sheet to plan the roles and assignments for your particular school. 

	Role
	Person(s)
	Tasks

	Facilitator 
	Mr. Swinter – Math – Team Leader
	· Send out meeting reminder
· Print data updates
· Set up meeting room
· Facilitate meeting
· Send out notes after meeting

	Time Keeper 
	Mr. Roads – SS
	· Provide updates to the team during student discussions (every 2 minutes)
· Stop the discussion with 5 minutes remaining.  
· Facilitate announcements


	Data Point
	Ms. Smith - English
	· Show the data for each student on the projector
· Determine what data is new (grades, benchmark, etc.)
· Print data updates


	
	
	



Scheduling meetings
The team should set a time to meet that can be consistent across a semester and ideally a year.  For example, the team might agree to meet on the second and fourth Wednesday of each month throughout the school year.  The Facilitator can then set up a calendar for the year with these dates scheduled.

 (
Things to think about: 
Team Meetings
 about EWI
Tips and Lessons Learned:
When and where should a team meeting take place?
The “when” must be determined by the team.  There are benefits to having the meeting within the school day if possible.  The meeting should take place in a room where all participants can meet with work space and access to an overhead.  Ideally, this is a conference room or other space where there aren’t distractions and the room is already set up. 
 For example, one team decided it would be best to meet in one of the teacher’s classrooms. They started the meeting spread all over the classroom. However, the teacher felt that they were more productive when they moved to a conference-like table. The closeness helped them to communicate more effectively.
Frequency of meetings
The number and frequency of meetings should ideally be determined by the team members but no less than every other week
  
It is recommended that 
meetings be held biweekly for the purpose of reviewing the interventions set in place for students showing indicators of dropping out of school
. Team m
eetings to review student work, discuss teaching strategies, and design interdisciplinary projects will also be held with the frequency to be determined by the team members.  Once a monthly meeting schedule is agreed upon, any deviations from the scheduled should be a team decision.
Length of meetings
Again the will of the team and the parameters set by school and district have to be considered but no less than 45 minutes. 
  
It is recommended that meeting start and finish time become part of meeting norms.  Any deviations from that established time shou
ld be agreed upon by the team. 
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Meeting Notes
Either the facilitator or one of the team members should be assigned to take notes. These notes can consist of new information about a student such as new problems the student is facing at home or in school or new information such as telephone numbers.  Most importantly, the notes should document what interventions were agreed upon.  These notes will help team members remember which interventions they agreed to implement during the week as well as a reminder for updates at the next meeting. These note pages should have the name of the student, a description of the intervention, and the person in charge of implementing the intervention. It is also beneficial to have a date of when the group should check back in on the intervention. The more accurate the notes, the more likely interventions will be implemented in a timely manner.  On the following pages are two examples of intervention notes taken at meetings at two different schools. 

	Voices from the Field:  
Using Early warning indicators in team meetings

	Interviewees were asked to list any challenges they faced while implementing EWI meetings, some of them related to working with indicators and some of them related to how their team of teachers works together. 

Scheduling: One of the most reported challenges of the EWI process has been the scheduling of and attendance at the meetings. If there wasn’t scheduled common planning time during the day, many schools had to be creative about when they could meet.  A few interviewers reported that they originally had early meetings, some as early as 7:30 in the morning, but attendance was quite low.  Another interviewee, however, feels that earlier meetings are better since it is difficult to “switch gears” in the middle of the day. Some schools have even tried simultaneous meetings of multiple teams in order to cut down on scheduling confusion. However, this caused issues for school staff who need to be in each meeting.  There didn’t seem to be one universal time that worked for each school but regular, uninterrupted time when all team members could participate were the common goal.

Coordination: Even with teams showing good attendance and productivity, often key members of the group are not able to attend. At one school, for example, the dean of students often can’t attend due to scheduling conflicts.  Since the dean of students is in charge of many interventions for his or her students, having that individual in the meeting would make the meeting even more productive.  

Consistency:   Most EWI team members reported a rocky start to the process. Some teams did not have all essential team members at the beginning of the year and some teams didn’t share the same students. One teacher stated that they had team members replaced and moved mid-year. This caused a lack of organization and the need for additional time to reset team expectations.


Follow up for EWI Meeting
Examples A and B

6th Grade Team
	Student/ Indicator
	Point Person
	Intervention
	Follow-up date

	Samuel (section 6-1): 
- Att. & Beh.

	Mr. D, Ms. S
	Mr. D will continue conversations and check in with bball coach
Ms. S will encourage mother to join PTA
	12/1

	Daniel (Section 6-3)
- Att.

	Mr. P
	Follow up regarding academic transfer
	12/1

	Shakia (Sec. 6-2)
- Aca.

	Mr. D, Ms. S
	Mr. D will recruit for after school club
Ms. S will work on adding him to Boys Club
	12/1

	Malik (Sec. 6-2)
- Aca. & Beh.
	Mr. T, Ms. S
	Mr. T will find specific class jobs/responsibilities
All teachers will ensure they provide positive reinforcement
Ms. S will ask her to join Girl Talk
	12/1

	Michaela (Sec. 6-3)
- Att.
	Mr. P
	Mr. P will follow up regarding transfer status
	12/1






















Follow up for EWI Meeting
Example – Diplomas Now School


	
Student 
	Follow-up
	Issue 11/4
	Action
	Person
	Follow-up

	Danny
	Acting up, talking a lot; shutting down in afterschool
	Talking, getting defensive, not in a good mood; not working as well in History either
	Call Home
	Teacher A
	Couldn’t reach mom; talking with Danny, asked what was happening, he apologized

	Josh
	Very hard for CY to work with her, once S. starts, she demands more
	Got 9/108 on notebook check; hygiene problem; in afterschool program she doesn’t stay, calls for a pick up
	Needs to apologize for rude behavior; referred to CIS; Assign a student to help (D or J)
	CIS
Teacher A
	CIS talked to mom, she was referred to her for music (EL); apologized for her behavior; mom almost had an altercation w/another parent

	Mike
	On CIS focus list; about to be OT’d last week; GRYD counselor trying to get mom involved in parent/child “Get it Straight” program; got suspended today; therapy every Tues, referred to Mr. M.
	Rude to teachers; said he is doing better in history because teacher is strict; made his own social contract, what do I want to be when I grow up and is my behavior helping with that
	Change schedule to all male teachers?; making strides w/teacher B, maybe keep in her class, Teacher A would like to try; wants computers; make it an incentive
	CIS
Teacher A
Teacher B
	Rough week last week, but this week he is doing much better. No work on Monday, but started working on Tuesday










Outside school contact – parents/guardians
A positive partnership between the home and the school has been one of the seven characteristics of effective schools for almost 3 decades (Lezotte, 1991).  Studies have shown the explicit benefits of a strong connection with parents.  Henderson and Berla (1995) and Henderson and Mapp (2002) report students whose parents are involved in their education are more likely to earn higher grades and test scores and enroll in higher level programs; be promoted, pass classes, and earn credits; attend school regularly; have better social skills; and graduate and go on to higher education.  These are the same outcomes we as educators want for our students.  
The National PTA has established these research based standards of effective school-family partnerships and teams should work to build these into their early warning work.
· Implement regular, two-way, and meaningful communication between home and school
· Offer advice and training regarding parenting skills
· Make sure parents become partners in the education of their children
· Collaborate with the larger community and utilize community resources
· Securing the support of family will help guarantee the success of the school and its students.
The following activities have been successful in involving parents in the school:
· Open house at the beginning of the year
· College night to explore available opportunities and financial aid processes
· Report card conferences
· Math and or Literacy night
· Rites of passage or move up day for freshman
· Showcase of student talent and work
· Spoken word night
· Work days with lunch provided

Holding team members accountable
No team can achieve success unless all members participate and follow through with tasks undertaken.  It is essential to establish roles for routine tasks at the first few meetings.  When tasks such as taking and distributing minutes or collecting check in/check out sheets for the week are not done, their absence is obvious.  In some cases this visibility factor is all that is needed to keep everyone accountable. 

The team leader and team members play a role in ensuring that teammates complete all tasks.  Tasks such as implementing interventions for students or bringing student work to review are more likely to be neglected and require a more subtle approach. Private offers of assistance, “I noticed you have been really overwhelmed lately.  Is there anything I can do to help?”, serve two purposes.  They let the team member know that their lack of effort is noticed.  They also show concern and a willingness to help. This is one way to build team identity while fostering ownership of the teams’ work.  









































-------------------------------------------------------------------------------
The following information was gathered during observations of meetings around EWI meetings around the country.  There are 4 sections of data:
· Information shared at the meetings
· Student data used for discussion
· Time spent on student discussions
· A transcript from an EWI meeting
	

Examples of Information Shared During an EWI Meeting















Examples of Interventions Observed in Team Meetings:


	
Intervention
	Examples

	Parental Involvement
	Phone calls home
Teacher-parent meetings
Parent workshops
Parents invited to sit in class

	Clubs
	Girl club about gossiping
Men who dream
English as a second language
Sports/Reality-oriented physical experiences
Lunch
High school readiness/career
“Chicken Soup for the Teenage Soul” reading club

	Instructional Changes
	Reach them on their level
Hands-on experiences
Use of manipulatives so that they grasp the idea
Tied to personal lives with relevant examples, YouTube videos
Humor
Work with different peers during collaboration
Move student’s seat closer to the teacher
Re-teach what the students do not understand
Conduct/behavior/daily report Sheets
Peer Help – think-pair-share
Changing classrooms

	Counseling
	Meet with students 1 on 1 to form relationships
Home visits
Community based organizations and resources
Working with clinical depression, pregnancies, and death in family
Help getting needed things: glasses, alarm clocks
Anger management plans
Drug prevention/decision making group counseling
Pep Talks

	Tutoring
	One on one with teacher
After school tutoring clubs
Pull-outs for individual instruction
Small group tutoring in class

	Detention
	Lunch
After-school
Take-away gym time

	Positive Reinforcement
	Games time for good attendance
Incentive sheets
VIP lunge or lunch







Data
Student data should be available at the start of every meeting and available for staff before the meeting. One school that was observed sends out an email with the focus list (students to be discussed) 4 days before the meeting. At some meetings this data is handed out to each team member on paper or in a folder. Other teams have decided to project this data onto a screen so that everyone can look at it together and take notes on the same page. Either method seems to work in different situations and the facilitator can decide what is best for his or her team. Below is an example of a data sheet that was used. This sheet includes the student’s name, attendance, behavior, math and English grades, and a summary of all three. This is just one way to present data. 



Sample Student Data Profiles
	Student
	ATT
5wk
	ATT
10wk
	Beh
5wk
	Beh
10wk
	Math
5wk
	Math
10wk
	Eng
5wk
	Eng
10wk
	EWI
5wk
	WEI
10wk

	Danny
	
	
	
	H
	C
	B
	A
	A
	AT
	A
B      1
CM  
CE

	Josh
	5/2(1)
	9/6
	S
	S 
EL 
M
	D
	D
	C
	C
	A   5/2
B     S
CM D
CE
	A
B      3
CM   D
CE

	Mike
	
	/12
	S
E
EL
H
M
	S
E
EL
H
M
	F
	F
	D
	D
	A  
B      5
CM  F
CE    D
	A     /12
B      5
CM  F
CE    D




Student Discussion
In the meetings observed, teams focused on around 5-10 students per meeting and each student was discussed for around 1-10 minutes each. When some teams started the EWI process they found it helpful to have someone in charge of a stopwatch so that no student is discussed over a certain time period.  There were some challenges identified.
· Unless two students have very similar EWI indicators, teams talked about one student at a time. Having one student discussed at a time lets the team focus on that student in order to match an appropriate intervention. 
· The discussion for one student takes over the entire conversation since he or she is having a lot of difficulty.  One facilitator told us that teachers were so focused on one student and would let the whole meeting be around that student, she had to eventually remove that student from the focus list for a time so the group could get the pattern of conversations. In this case, a stopwatch could be useful to help monitor time.
· When one student is discussed each week because of the large numbers of indicators.  In this case, other student with fewer EWI indicators are ignored in favor of the troubled student.  It is important to rotate students discussed each week in order to give interventions time to work and to make sure to address the needs of all students.


Below are the observed total meeting minutes and number of students discussed from five EWI meetings observed. 
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A strong team will have a balance between discussion of the students’ difficulties and decisions on implementation of interventions.  Having too much discussion, or in some cases what interviewees called “griping” about a student’s behavior or class failing, is not a productive use of time.  
· One team facilitator mentioned that her team had trouble getting out of the mentality of complaining until one teacher stopped the meeting as said “ok, I understand this student has problems, what are we going to do about it?” The teachers now frequently ask that question. 
· Another team follows a structure where those participating in the meeting have to first list the Strengths of the student, then the student’s Weaknesses, and finally Supports the student needs.

It is important that all team members participate in both the conversation about the problems the student is facing as well as interventions that can be used to support the student. Sometimes members of the team may feel unimportant in this discussion and need to be reminded that they may have information that can be valuable. 





 (
Professional Development
)

How can we have summer training when some teachers have not been hired?
You cannot control hiring dates.  Do not use this as a deterant for a summer retreat/training.  Work with the teachers you have and allow them to help transition the newcomers when they are hired.


 (
This chapter will cover: 
2-3 day Summer Training Schedule
)

As teachers begin working on using early indicators and tiered support systems, they will need to do upfront work as a team.  The following resources are a recommended series of topics that could be used during summer professional development days.


Sample Summer Training:  2 or 3 Day Agenda

DAY 1:  Getting to Know Your Team
Activities should be designed to focus on helping team members get to know and understand each other’s value systems, learning styles, and motivators.

I.  Welcome and Individual Introductions: The Organizational Facilitator and/or school principal and/or academy principal welcome the teachers.  Encourage everyone to introduce themselves, their content area, and their years of service.

II. Why Teams?:  Teaming research should be presented to teachers to help them better understand the benefits and expected outcomes.  Please refer to page ## of the Playbook for teaming research provided by Talent Development High School researchers.

III. Team Assignments:  Teachers should be placed into teams by academy or grade level administration prior to the Summer Training.  When team assignments are revealed, make the process fun and be sure to explain to teachers WHY they have been placed together.  (i.e.  veteran teacher paired with a new teacher, teacher with strong scores paired with teachers with strong energy)

IV. Getting to Know Your Team:  Once teams have been assigned, they should be given the opportunity to share information about themselves and their working style within their groups to begin the team process on a positive note.  This portion of the day should be allotted the most amount of time.  Some suggestions of how to build team understanding and respect are:
a. Team Resume (See Appendix ##)
b. Personality Quiz (See Appendix ##-Compass Points Activity)
c. Learning Style Activity  (See Appendix ##)
d. Values Activity (See Appendix ##)
e. General Info Activity (See Appendix ##)

V. Review of Day 1 and Preview of Day 2:  Identify most important “take aways” from the day, and let teams know that they will begin day 2 with a creative team introduction.

DAY 2:  Teambuilding  
Activities should be designed to increase teaming practices among academy or grade level teams, specifically strategies that relate and can be utilized during team meetings.  If time is short, choose either the “Building Something Together” activity OR the “Community Service Project”.  The main focus of the day is to encourage teaming, but especially as it relates to EWI meetings.


I. Welcome and Team Introductions:  Facilitator welcomes the teaching staff back for day 2.  Give teachers a set amount of time to develop a creative and entertaining way to introduce themselves to the rest of the academy or grade level group.

II. Building Something Together:  Provide teams with a project that they must work on together while at the same time competing with other teams.  (i.e.  utilizing construction paper and scotch tape, who can create the tallest tower?)  Announce winners of the contest and provide them with some sort of a prize.

III. Community Service Project:  Provide teams with a community service project within the school walls that can be performed as a group.  (i.e. painting a classroom or faculty room, landscape around the school)

VI. Why EWI?:  Please refer to page ## of the Playbook for EWI research.

IV. What Does EWI Look Like?:  Please refer to page ## of the Playbook for sample EWI documents that were developed and utilized by other Talent Development High Schools.

V. Team Goal Setting:  Utilizing the previous end-of year data, help teams within the academy or grade group develop their goals for the upcoming school year.  Teachers should consider attendance (daily, weekly, monthly, and yearly), behavior (suspension rates, referrals, etc.), and academics (benchmark scores, AYP data, etc.)

VI. Developing Your School’s Tier System:  Please refer to page ## of the Playbook to guide the discussion surrounding your school’s tier system.

VII. Review of Day 2 and Preview of Day 3:  Identify most important “take aways” from the day, and ask every teacher to create 1-3 sample profiles of students that will be utilized during EWI role play on Day 3.


DAY  3:  Planning and Practice  Activities should be designed around year long academy or grade level planning, and time needs to be put aside for EWI meeting role play and practice.


I. Welcome:  Provide an ice breaker activity that gives another opportunity for teams to work together.

II. Creating Your Calendar:  Provide teams with an empty calendar and instruct them to fill in the following important item:
a. EWI meetings (one per week)
b. Attendance celebrations (one per month)
c. Report Card Conferences (at the end of each quarter)
d. Academy Academic Celebrations (at the end of each semester)

III. EWI Role Play: Each team will be given various fictional student profiles and EWI data sheets to review.  This information will be utilized when the team attempts their own EWI model meeting.  Teams will take turns running through an EWI meeting process while the  other teams observe.  At the conclusion of the demonstration, the teams on the outside will give positive and negative feedback regarding what they have witnessed.  Best practices observed in each meeting will be scribed and become EWI meeting norms for the whole academy or grade group. 

IV. Reflection and Conclusion:  (Think-Pair-Share Activity)  Ask each individual to write down 3-5 “takeaways” from the training, which they will then share with a partner, and eventually with the whole group.

**If your school is only able to provide one day for Teaming/EWI Training, the most important portions of the preceding agenda that need to be presented are:

-From Day 1:
Welcome and Individual Introductions
Why Teams?
Getting to Know Your Team

-From Day 2:
Why EWI?
Team Goal Setting
Developing Your School’s Tier System

-From Day 3:
EWI Role Play
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Resources for Pedagogical Development

Teaching and learning should be at the heart of any work in school.  To that end, teachers must seek out and participate in professional development that allows them to articulate and answer the needs of their students as learners.  Many organizations have designed protocols that allow teachers to do this safely and productively.  The Coalition of Essential Schools, The National School Reform Faculty, The North Central Regional Educational Laboratory, and the Small Schools Workshop are some of those who design and promote structures for talking about teaching and learning.  Below are different paths that groups of teachers can take to focus on their practice.  Many of them use a strict format to structure discussion and require a facilitator. 

Why Use a Protocol?   Teachers want to use their time effectively and efficiently.  Administrators demand the same.  Unfortunately, teaching and learning for adults and students is not always a straight line or a five minute problem solving session.  Using protocols like those listed below structure these difficult discussions in ways that
1) Protect the time necessary to have these discussions,
2) Maintain the balance between open-ended and productive, and
3) Facilitates understanding of the process by supervisors/observers.



Critical Friends:

Description:	“A Critical Friends Groups represents the basic unit of support for educators engaged in improving schools and increasing student achievement. A Critical Friends Group generally range between six to twelve teachers and administrators who commit themselves to two years of learning to work together with the aim of establishing student learning outcomes and increasing student achievement. A Critical Friends Group usually meet for two hours per month at which they establish and publicly state student learning goals, help each other think about improving teaching practices, collaboratively examine student work, and identify school culture issues that affect student achievement. Group members also observe one another at work at least monthly and offer feedback to each other in challenging but non-threatening ways.” - http://www.nsrfharmony.org/glossary.html#Critical_Friends_Groups

Summary:  A medium sized group of educators who gather regularly to focus on student achievement.  The structure provides time for one member to raise a question and explain the circumstances.  Group members ask questions and reflect on their responses.  The one who raised the question ends the session by reflecting on the group’s response.	
Notes:
· Critical Friends is copyrighted by The National School Reform Faculty (NSRF).  They are based on Bloomington, Indiana and work often with the Coalition of Essential Schools.
· An article on their use in one school is at http://www.educationworld.com/a_admin/admin/admin136.shtml
How to Pursue:
· www.nsrfharmony.org


Teacher Talk

Description:	 “The message of Teacher Talk is that the people with the problems are also the people with the solutions, and that only the self-activity of teachers can, in the end, improve teaching in any fundamental or sustained way.  Teacher Talk unlocks the tacit knowledge of teachers, makes that know-ledge public and shared, and therefore subject to deliberate and thoughtful change.  Teacher Talk is a form of voluntary peer staff development and can be conceived as teacher action research, formal teacher reflection, sustained appreciative inquiry.” - http://www.smallschoolsworkshop.org/ayerstalk.html

Summary:	A medium sized group of teachers who rotate hosting the sessions in their own classrooms.  The first twenty minutes is a presentation of the teaching space by the host and some discussion by the group.  The second twenty minutes is a presentation on a student and their work and discussion by group.

Notes:
· Designed at the Small School Workshop based in the College of Education of the University of South Florida
How to Pursue:
· Small Schools Workshop at www.smallschoolsworkshop.org for both information on the model and to schedule training


Examining student work
Making the Whole Student Visible: The Descriptive Review of a Child 

Description:	The process aims, writes Rhoda Kane sky in her essay condensed below, to "make the child visible" as a "unique person who is trying to make sense of the world." Guided by a facilitator, the presenting teacher describes the child; then questions and comments from other participants evoke new information and insights. The intent, she says, is not to change the child but to help the teacher see the child in a new light, and "use the child's interests and values to create harmony in the child's school life." - http://www.essentialschools.org/cs/resources/view/ces_res/57#6

Summary:	A medium sized group is presented by one of its members with a description of a student in a number of areas (Physical Presence and Gesture, Disposition, Relationship with Adults and Children, Activities and Interests, and Formal Learning) and a focusing question.  The group comments on and questions what they have heard with a facilitator keeping the group on the focusing question.
Notes:		
Condensed without permission from Exploring Values and Standards: Implications for Assessment. New York: NCREST, Teachers College, Columbia University, 1993.


Collaborative Assessment Conference 

Description:	 “A piece of student work has the potential to reveal not only the student’s mastery of the curriculum’s goals, but also a wealth of information about the student him/herself: his/her intellectual interests, his/her strengths, and his/her struggles.  The Collaborative Assessment Conference was designed to give teachers a systematic way to mine this richness.  It provides a structure by which teachers come together to look at a piece of work, first to determine what it reveals about the student and the issues s/he cares about, and then to consider how the student’s issues and concerns relate to the teacher’s goals for the student. The last part of the conversation – the discussion of classroom practice – grows out of these initial considerations.” -http://www.nsrfharmony.org/protocol/doc/cac.rtf

Summary:	The process involves a group of educators who begin by examining a piece of student work brought by a member who does not provide any explanation or context for the group.  The group describes the work without judging, reflects on questions raised, and speculates on context.   Finally, the presenting teacher shares some perspective on the work, responding to comments and questions as they see fit.

Notes:		
· by Steve Seidel at Project Zero, Harvard School of Education
How to Pursue:	
· http://www.nsrfharmony.org/protocol/doc/cac.rtf
· Looking Together at Student Work by Tina Blythe, David Allen, and Barbara S. Powell (New York: Teachers College Press, 1999)




The Slice from the 1996 Project at University of Minnesota

Description: “What might one learn by examining all the student work produced during a narrow time period by a broad sample of students in a particular school or district? In a 1996 project of the Bush Educational Leadership Program at the University of Minnesota, one Minnesota district agreed to capture such data in a “vertical slice” and analyze what it revealed about the purposes of education in the real district they referred to as “Prairieville.”

The collection came from a sample of two Prairieville elementary classrooms at each grade in two socio-economically different schools, and from a sample of secondary students that cut across curriculum “levels.” Everything students did from the morning of January 10 to noon on the following day – homework, worksheets, artwork, notes, drafts, even discussions or events captured on audiotapes, videotapes, or photographs – was to make up the completed archive. Later, groups of school people poured for two hours over its contents. Then, in a Socratic seminar with the archives as its “text,” they discussed the implications of what they saw.”

Notes: 
Copied without permission from vol.12/no.2, Horace entitled "Looking Collaboratively at Student Work: An Essential Toolkit" by Kathleen Cushman (writer/editor), Coalition of Essential Schools



Tuning Protocol from Coalition of Essential Schools
Description:	“The tuning protocol was originally developed as a means for the five high schools in the Coalition of Essential School's Exhibitions Project to receive feedback and fine-tune their developing student assessment systems, including exhibitions, portfolios and design projects. Recognizing the complexities involved in developing new forms of assessment, the project staff developed a facilitated process to support educators in sharing their students' work and, with colleagues, reflecting upon the lessons that are embedded there. This collaborative reflection helps educators to design and refine their assessment systems, as well as to support higher quality student performance. Since its trial run in 1992, the Tuning Protocol has been widely used and adapted for professional development purpose in and among schools across the country.” - http://www.nsrfharmony.org/protocol/doc/tuning.rtf

Summary:	A teacher brings a piece of student work to a group of teachers, and presents it along with anything else the teacher would find relevant: student background, relevant standards, etc.  The group members examine the work; ask clarifying questions, a give warm/cool feedback.  The meeting ends with reflection from the presenter on what they have heard, and reflection from the group on the process.

Notes:
· Also supported by the National School Reform Faculty
How to Pursue
· http://www.nsrfharmony.org/protocol/doc/tuning.rtf
· Looking Together at Student Work by Tina Blythe, David Allen, and Barbara S. Powell (New York: Teachers College Press, 1999) 


Observation Tools
Peer observation is an exciting opportunity to receive consistent formative evaluations of classroom practice.  It is a chance for teachers to compare feedback from an outsider with their own impressions.  This foments reflection and learning in a way that celebrates the teacher as a professional.  And, if the teachers are on the same team, they could learn to see their own students in a new light.  
It is very possible for any school staff to develop their own format for observation, but we will do two things here: list some different things that observations can look for and give some sample formats for teachers to use and adapt.  The things that can be observed are infinite, but we can quickly suggest some foci to get you started.
· Physical patterns: where teachers spend their time, the movement of students, and use of items in a room.
· Teacher Behavior:  who does the teacher interact with the most, what kinds of interaction does the teacher have with students, what kinds of questions does a teacher ask
· Student Behavior: qualitative accounts of student behavior, student interaction, patterns of student engagement in work

There are two important points for those thinking about peer observation:
1) There is a fundamental difference between observation and evaluation.  There is a place for evaluation in a teacher’s professional life, but it need not be at the heart of peer observation.  Observation is “what you saw” and thus clearly involves decisions by the observer, but should be presented as information rather than judgment.  Observation allows the observed teacher to be reflective, and interact with the observer based on a body of data.
2) There must be time for reflection.  It is a powerful experience to simply be in another teacher’s room, but there must be time for the “post-observation” to facilitate reflection and to improve the process for the next set of visitations.
Reading Circles
Using articles or books can not only keep faculty on the cutting edge, but can be a safe place for a new team to start discussions of teaching and learning.  They are quite simply a consistent meeting time that is facilitated and focuses on one issue.  Reading circles can be used to spark interdisciplinary conversations, discuss innovations in classroom practice, or reflect on the conditions that impact urban schooling today: your options are as varied as the books you can find.  Another advantage of Reading Circles is that teachers can pay explicit attention to their subject matter.  For example, by reading Radical Equations by Robert Moses, teachers can discuss pedagogy and high quality math instruction.  
For some sample articles on teaming, try:
· Toward a Theory of Teacher Community by Pamela Grossman, Samuel Wine burg, and Steven Woolworth, Teachers College Record December 2001 (rich and varied topics, but very long)
Action research
A much lauded element of professional development, action research is an intensive effort by staff to design and answer questions about effective practice in schools using consistent methods of inquiry.  Although consuming in terms of time and staff, it not only provides answers to questions, but establishes a context for reflective practice and generates larger ownership of school reform efforts.  It is “learning by doing” at its best.  
Here is a format for an action research project at its most basic:
1) The group comes together to IDENTIFY a PROBLEM.
2) The group designs and enacts a PLAN.
3) The group COLLECTS DATA, framed by the problem that was originally stated.
4) Using their observations, the group REFLECTS on lessons learned and the success or failure of the plan as devised in #1.  If satisfied that the problem is being solved, or the question is being answered, they continue with the original plan.  If not, the group agrees to a 
5) REVISED PLAN and is back to #1.

For notes on action research in general, just does a web search for Action Research and you will get lots of options to learn from.  For some information focused on work by teachers, try the following:
· http://www.ncrel.org/sdrs/areas/issues/envrnmnt/drugfree/sa3act.htm
· http://www.madison.k12.wi.us/sod/car/carhomepage.html


Resources for Curricular Development

If pedagogy is the “how” of teaching, then curriculum is the “what”.  There are a number of reasons for teachers to come together and focus on curriculum design.  For any group of teachers, an issue like student writing may be important enough to warrant time for planning and reflection by groups of teachers. In the Upper Academies at Talent Development, the theme of the Academy should be reflected in all of the classes, and teachers can work together to plan units that support the Academy choices students have made.  Curriculum planning as a general discussion is difficult because it is so circumstantial.  In this section, we will define the ideas we present, give some benchmarks for such work, and specific examples of people doing or supporting interdisciplinary curriculum.
Interdisciplinary Units
Interdisciplinary units are those that require students to see a question, concept, or problem from more than one disciplinary perspective.  Teachers may want to explore this because 
· real life is not restricted to disciplines,
· many universities are now asking students to work this way, and 
· It requires resources that forces student work outside of the classroom.

Interdisciplinary work runs counter to the ways that most teachers were trained, how schools are organized, and how most Americans think of school.  Doing this work requires a relearning of your own discipline, awareness of others, and a common vocabulary for discussing such work.  All of this takes time and dedication so do not expect this process to go too deep at first.  We suggest here some different ways to think about interdisciplinary work:

I. Some beginning steps toward interdisciplinary units might simply be a regular sharing of what each teacher is covering in their classes.  There may be some obvious parallels in what teachers are covering, encouraging some weaving of student work.  This weaving of required curriculum can get as involved or complicated as time and energy would allow.

Here are some suggested steps:
1)   Answer this question together with your team: What are you planning to teach this semester?
2) Identify a common theme, idea, or concept that reflects your career academy or curriculum and will be the basis for the project.
3) Identify the Content Standards and Benchmarks that will be addressed.
4) Decide what the final project will be.  
5) Develop timeline for the project. (Start & end date)
6) How will each teacher prepare students for the project?
7) Identify tasks for each team member and establish responsibilities.
8) How can your business partner support this project?
9) Brainstorm a motivational activity for the beginning and the conclusion of 	 your unit.  What’s your hook?

II. Different than the explicit linking of curriculum is the planning of a project that may not begin with any required topics.  Each discipline has at heart a perspective on learning and information (e.g. science might be the creation and challenging of theories; history might be the narrative exploration of cause and effect).  Almost any topic of interest to students and teachers can be explored from these various perspectives, developing skills and increasing a student’s explicit awareness of the differences between curricula.  Given enough time and freedom from curricular requirements, teachers can develop riveting and appropriate student work based on interest and need.

III. Senior projects are becoming more popular, often linked to internships and portfolio presentations.  They usually involve seniors designing a project that dominates their last year of high school, and a presentation to a group of people with an important perspective on the topic or student.  Teams of teachers, especially in upper-level Academies, can work with individual students to plan around their interests.  Students may come to single adults as their expertise is demanded, or can meet with a panel of teachers who oversee the entire process.  
There are lots of strong proponents of interdisciplinary work.  Some websites worth exploring are
1) http://www.ncrel.org/sdrs/areas/issues/content/cntareas/math/ma4inter.htm The North Central Regional Educational Laboratory is a great organization in general, but this page lists some key questions that teams should consider before committing to a planned unit.
2) http://volcano.und.nodak.edu/vwdocs/msh/llc/is/icp.html This page excerpts a speech that summarizes a major justification for interdisciplinary curriculum and gives an outlined structure for planning. 
3) http;//www.thirteen.org/edonline/concept2class/   Heidi Hayes Jacob has an example interdisciplinary project based on the statement “Seeing is believing” Do you agree? Justify your opinion.  All steps of the project are mapped out.

Reading/ Writing/ Numeracy across the curriculum
Teams can work together to create and use programs that focus on literacy and numeracy across curricula.  This work should be based on your local standards and the needs of you students.  Here are some suggestions for structuring that work:
1) Teams can develop interdisciplinary standards for student work.  In such a program, teachers would work to develop and understand requirements of student writing so that they hold student writing to a common body of standards.
2) At agreed upon times, all teachers explicitly cover their discipline’s perspective on different themes like numeracy.  (E.g. where does the mathematical theme “patterns within information” come up in classes beyond mathematics?)
3) Teachers take meeting time to train one another in the standards of work that students are having trouble in (e.g. if students were having trouble writing paragraphs, the English teacher can train the other team members in the writing of paragraphs- allowing those teachers to apply this as they see fit in their own classrooms).
4) Teachers take meeting time to discuss increasing student vocabulary in each academic discipline and discuss strategies effective for helping students “own” the words. The English teacher can again take the lead in sharing strategies for this application.

Curriculum Mapping
Curriculum mapping is a technique for exploring the primary elements of curriculum:
· What is taught
· How instruction occurs
· When instruction is delivered       

It is a process for collecting data that identifies the core content, processes, and assessment used in curriculum for each subject in order to improve communication and instruction in all areas of the curriculum.  http://artsedge.Kennedy-center.org/professional resources/howto/curriculum map.html

A curriculum map will:
· Help identify seams and gaps;
· Identify repetition within scope and sequence;
· Allow vertical alignment of assessments, content and methods across years or grade levels;
· Support horizontal alignment of assessments, contents and methods between subjects;
· Improve both curriculum delivery and assessment over time.
(www.leasttern.com/workshops/Mapping/WhatIsCurricMapping.ppt.pdt) 

At the heart of curriculum mapping is the visual articulation of curriculum covered in real time (what you actually cover in class as opposed to the big picture framework).  This “mapping” can lead down a number of paths:
1) By making class time use explicit, mapping can help teachers coordinate interdisciplinary tasks
2) By forcing a teacher to look at their work in a new way, mapping can help a teacher reflect on their use of time.
3) It can support accountability measures by comparing the “maps” to the requirements.

Almost all of the work that goes on as “curriculum mapping” is based on the writing of Dr. Heidi Hayes Jacobs at Curriculum Designers, Inc.  ASCD offers a number of relevant books on the process and there are even some on-line agencies (http://www.curriculummapper.com and  http://www.rubiconatlas.com) which can support you (check them out for free).      



Resources for Student Development
Getting to Know Students
What assessments of students are useful to all teachers?  What things would students like their teachers to know about them?  Careful consideration of these questions can provide powerful inroads to instruction and student engagement in the beginning of the school year.
Talking about students
Focusing on students without simply complaining can be difficult sometimes.  Development of norms for discussions, using formats that involve student work, or watchful team leaders are all ways to work around this.
Meeting with students
Many teachers meet with students one at a time.  There are ways to coordinate the message that teachers bring to student in their conferences.  There are also suggestions for engaging the student in such a conversation, rather than just lecturing him/her.
Motivation
Much of the school day is dedicated to handling problem students.  Time and money should be set aside for praising those students who take advantage of all that school can offer them.  Not only is this effective practice in terms of altering student behavior, but it helps teachers be positive about their work environment.




















Sample Teacher Script—Talking to a PARENT (positive)

Good morning!  May I please speak with (Parent Name)?  

Hi (Parent Name).  My name is (Teacher Name) and I am (Student Name)’s (Content Area) teacher.  I am calling because I wanted to share some good news regarding your son/daughter.  

(Student Name) has shown amazing improvements in (Content Area) class!  He/she has been turning assignments in on time, participating in class, and has really brought up his/her test grades.  Most importantly, (Student Name) is providing such a great example for the rest of the class.  He/She is a pleasure to work with, and myself and the other teachers on (Student Name)’s team, are truly grateful for the support and guidance you are giving your child outside of the classroom because it shows when they are here in school.

Do you have any questions regarding your child’s progress in any other classes at this time, because I’d be happy to share whatever information I have.

Thank you again for your continued support!  If you ever have any concerns, please don’t hesitate to give me a call at ###-#### or email me at teacher@schooladdress.com and we can set up a meeting one-on-one, or with the whole team.  

Have a great day!

Sample Teacher Script—Talking to a PARENT (negative)

Good morning!  May I please speak with (Parent Name)?  

Hi (Parent Name).  My name is (Teacher Name) and I am (Student Name)’s (Content Area) teacher.  I am calling because I have some concerns about (Student Name)’s (CHOOSE ONE OR MORE IF NECESSARY:  behavior, attendance, academics).   

(Student Name) has been (State the problem Ex.  Disrupting class, Skipping class, Failing English), and I would like to work together with you to devise a plan to fix this problem to help your child become more successful.  I and the other teachers on our team care about (Student Name), and we know that he/she has the intelligence and ability to achieve, and we need to head off this problem as soon as possible. We would like your assistance and insight to develop the best plan of action for your son/daughter.  

Were you aware that (Student Name) was having any problems in his/her classes?  

Would you be willing to come into school to participate in a conference with your child and your child’s teachers?  At the conference, we will first highlight the positive things your child has accomplished this year.  We will then discuss as a group, what the current problem is, and we will devise different attainable action items for your child to work on over the next few weeks.  Is this something that you would like to be a part of?

Great!  We look forward to seeing you on (Day and Date) at (Time).  Thank you for your continued support and investment in your child’s success!

Sample Teacher Phone Script—Talking to a STUDENT (absence)

Good morning!  May I please speak with (Student Name)?  

Hi (Student Name).  This is your teacher,  (Teacher Name).  I am calling because I and your other team teachers have noticed that you were absent today, and we wanted to check that everything was alright.  Are you ok?  
(Let student share why they are absent)   

Well, I’m sorry to hear that you’re (not feeling well, taking care of a sick brother/sister, etc.) but we do want you to know that we’ve missed you today, and we look forward to having you back in class tomorrow.  Are you planning to come to school?  

If student answers “yes”:  Great!  Please come prepared to (take your algebra test, hand in you assignment on the Illiad, etc.), and we’ll see you tomorrow!  

If student answers “no”:  I’m sorry to hear that you won’t be back tomorrow.  I’m going to ask all your teachers to prepare work for you so you don’t get too far behind.  You miss a lot when you’re not in class!  How should I get to the work to you?  Should I email you, have a parent come pick it up, or send it home with someone that lives in your area?  (student chooses best way to reach them)  

Great!  Is there anything else that I can do, or anything that you need while you’re out of school?  (student response)  

Ok, well please let me know if there is.  See you in a few days!

Rest up today (Student Name), and we’ll see you soon!  


Missing assignments





Interventions





Grades check-in


Behavior check-in:


Successful grades


Failed assignments


Behavior issues in/out classroom


Recent parent/family communication


Recent parent/ family/ guardian life event


Specific days/time of absence


Attendance Follow up 


Recognition /celebrations





Other students involved in issues
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