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IS3 High School Principal and Building Level Team Coordinator
 External Grant Evaluation Phone Interviews
Spring 2014

Telephone Interviews were conducted with each of the Iowa Safe and Supportive Schools Grant High School Principals and Local Education Association (LEA) Coordinators in the Spring of 2014. In addition, phone interviews were conducted with the principal of each of the IS3 matched site high schools. Semi-structured interview questions were developed to address the following around IS3 fidelity of implementation:
· What is working?
· What is not working?
· Lessons learned?

IS3 Funded High School Results

Q 1.



Q 2. 
What do you see as your Greatest Challenges?
Resulting Themes: 

· Grant management; Total – 14
· Time - for students to meet, for Core Teams to meet, for communication, etc.; Total – 12
· Staff buy-in; Total – 6
· Parent/community involvement; Total – 3
· Improving relationships: Total – 8

Note: For the above question it was considered a theme if one or more participants interviewed responded with the same comment. 

Principal or LEA Coordinator Quotations Regarding Challenges:

“We had misunderstandings on how to spend our money, but that was our problem within our business office. The DE really helped us and it was resolved.”

“Our challenge is to not let the daily demands of the school compete with the necessary focus on adult-student relationships.”

“Staff doesn’t want our youth leaders to miss too much class time.”

“Our core team was too small. We have had a hard time coming up with good ideas for improving school climate.”

“Some staff don’t realize that the extra work on improving climate that we need to do now will, in the long run, make their jobs easier.”

“Staff is enthusiastic.  They bring me (the coordinator) so many ideas, and it seems like I am the only person who can initiate those ideas.”

“We will have a hard time sustaining our efforts if we lose our coordinator.”

“ Too many initiatives going on at once.”

“Knowing what is working and things that need to be done to get at it.”

“Me (the coordinator)- it challenges my thinking; I’m stretching into other areas.”

“Getting parents to take the survey.”

“I want the improvements to happen faster” (The principal).

“Getting a vision of what we focus on.”

“Digging down deeper with student ideas on continued improvements.”



Q 3. 



Q 4. 
What has been the biggest impact of the grant?

Comments clearly revealed that schools now view the most important financial resource needs as staff professional development and student voice/leadership. Principals and coordinators shared they saw these two areas as having the most direct effect on building a stronger climate and culture to set the context for teaching and learning.

Resulting Themes: 

· Staff PD included state workshops, Fierce Conversations, Adult team training; Total – 21
· Student trainings/retreats; Total – 15
· Hiring a coordinator; Total – 10
· Facility improvements/enhancements; Total – 4







Q 5. 
How are you doing things differently as a result of participating in IS3?

Several statements made addressed fidelity of implementation, moving from a punishment model to a discipline approach, more training/professional development, alignment of energy and a structure to focus efforts on objectives.

Resulting Themes: 

· Listening to students; Total - 12
· Using data effectively; Total - 11
· Better coordination, planning; Total - 5
· Seeing our successes and acknowledging them to staff, students, and parents; Total - 4
· Anti-bullying actions; Total - 3

Q 6. 
What would you have done differently?

Responses were limited as many shared they were still learning about all aspects of the grant. They seemed to be saying, “We worked our way through the process.”

Resulting Themes: 

· Hire a coordinator sooner; Total - 6
· Communicate more effectively; Total - 4
· We are doing things now that we wish we had started earlier; Total - 3
· Involve more people more quickly; Total - 2
· “More careful analysis of data.”  - 1
· “Had a better understanding of our work.” - 1
· “Started faster on adult-student relationships.” – 1

Q 7. 
What was the most beneficial support you received?

Schools consistently stated that IDE IS3 staff have been responsive to questions, have helped with clarifying things we were uncertain about, and have wanted us to be successful. The state conferences they arrange are all well planned and useful.

Resulting Themes: 

· Very positive about DE support and guidance from virtually every school. (Majority)
· Ironed out expenditures; Total - 7
· Mandate to hire a coordinator; Total - 2
· “More personalized understanding and support. What was an issue for our school was not relevant to all of us.” Total - 1
· “Allow school to be in on interview for selecting AEA support person.” Total - 1

Q 8. 
What training has been most beneficial and why?

Resulting Themes: 

· All schools reported they were most pleased with the IDE Learning Supports Workshops including IS3 Adult and Student Team Workshops, PBIS Workshops, and Olweus Workshops (Bullying Intake).
· Specific training that the principal and/or Coordinator reported staff found to be useful included “Capturing Kid’s Hearts” from the “Flippin” group, PLUS, Berkowitz, and Youth Frontiers. 
· It was also suggested that the “Creating a Welcoming Environment” workshop was beneficial.
· [bookmark: _GoBack]Work with the data consultants was also reported as beneficial as they learned to “drill-down” on their data, make graphs and charts, etc.

Note: For the above question it was considered a theme if one or more participants interviewed responded with the same comment. 

Q 9. 
What functions need to be sustained?

Resulting Themes: 

· Youth leadership teams, classes; Total - 15
· PBIS; Total - 9
· Everything we have going now; Total - 5
· Adult teams; Total - 4
· Advisor-Advisee; Total - 2
· “Work to improve staff to staff relationships.” – 1

Q 10. 
Talk about the grant expectations. What will you do to meet these expectations?

Resulting Themes: 

· All reported they would meet the grant requirements.
· Others reported the following:
·  Continue to use our data to make decisions
·  Continue to implement PBIS
·  Continue with core teams
·  Continue working on relationships
·  Continue to link the work to their local CSIP
·  Determine a way to keep an IS3 Coordinator



Q 11. 



		Q 12. 
Two or three years from now do you believe your work will continue to be focused on relationships to improve the culture/climate?

Principals reported that the climate of the building was extremely important to support learning and was now a part of their culture. They also suggested that to sustain the work there would need to continue to be an LEA Coordinator to facilitate the IS3 plan. Principals also suggested IDoE support would need to continue.  LEA Coordinators suggested the continued use of data to support decision-making was important as well as continued work on relationships in the building. They also reported that student leadership and a strong advisory program were important to building the desired climate/culture. 

Principal Resulting Themes:

· Desire a welcoming school.
· The climate is extremely important to support learning. 
· It is part of our culture.
· We do not want any students to feel isolated.
· Need the LEA Coordinator for sustainability.
· Absolutely – never give up.
· Need survey support.
· Desire the IDoE to sustain their support.

LEA Coordinator Resulting Themes:

· Continue the survey.
· Always work on adult to student and student to student relationships.
· Keep a strong advisory program.
· Students need to continue to feel empowered.
· Continue to use the survey data and other indicators to drive decisions.
· Absolutely – we see benefits every day.
·  The importance of a safe and supportive climate/culture is the foundation.

Note: For the above question it was considered a theme if one or more participants interviewed responded with the same comment. 

Principal Quotations Regarding Continued Focus on Relationships:

“Expectation is to continue – more important than a math strategy as climate/culture is the base!”

“We will not give up on improving our culture/climate as students move in and new staff are hired. Adult-student relationships are core to our culture/climate.”

“This is not dependent on one leader at our school.”

“Culture affects everything.”

“Relationships are important to sustain morale – especially in hard financial times.”

“It will always be sustained as the culture is the deep systems issue. We now have an approach that can sustain us. Trainings for new people will be part of it.

“Every four years we have a new group of students in our building and staff changes. We can sustain the work because it primarily takes effort and focus rather than money.”


LEA Coordinator Quotations Regarding Continued Focus on Relationships:

“If we can keep a coordinator position.

“If current leadership stays.”

“Our staff has embraced this work.”

“Yes, but we will continue to need survey results from DE. Difficult to do on our own.”

“A coordinator will always be needed in such a large school.”

“We have a system in place of shared leadership.”

“We must keep student voice.”

“This work is now one-third of our CSIP plan.”

“Keep the IS3 work embedded.”

Q 13. 
What was the most beneficial support you received from the AEA/External Consultant/Coach?
The benefit of the AEA Coordinator/Coaches were generally perceived as essential by both the LEA Principals and the LEA Coordinators. It was suggested the external coordinators bring a real sense of support to the LEA Principal with a regularity of contact, an increase in expectations, and an unobtrusive way of increasing the level of accountability to meet the integrity of the grant.

Principal Resulting Themes:

· Provided survey data.
· Provided survey data analysis and reporting.
· Navigation of the grant.
· Facilitated Core Team meetings.
· Provided on-going communications.
· Provided trainings to staff.
· Provided ideas on how to use grant money.
· Checked in and was quick with answering questions.
· Helpful at all times.
· Kept a regular schedule with the high school.

LEA Coordinator Resulting Themes:

· AEA Coordinators have been essential to our success.
· Report writing assistance.
· Helped manage the logistics of the grant.
· Provided networking opportunities.
· Helped with program adoptions.
· Supported writing our plan.
· Shared webinar information.
· Safe Schools Certification Application Support.
· Conducted focus groups.
· Communicated regularly with weekly phone calls.
· Provided as much support as needed.
· Helped work out budget expenditures and draw downs with business manager.

Note: For the above question it was considered a theme if one or more participants interviewed responded with the same comment. 

Principal Quotations Regarding Beneficial Supports:

“Helped us rewrite our plan in the 11th hour – we did it!”

“Positive change, very helpful, not intrusive and sure knows the Toolkit.”

“A great team meeting facilitator.”

“I have learned you do not dictate policy – as it will not work for deep change.”

“Here on a weekly basis spending many hours with us on program, budget, RTI coaching and sharing information from the IDE Core Team.”

“Very, very helpful – not intrusive but poses thoughtful questions so we think deeper about our work.”

“Helps us see how small successes can be celebrated and built on.”

“Our consultant did a workshop with all staff on Welcoming Environment – very beneficial for all.”

LEA Coordinator Quotations Regarding Beneficial Supports:

“Whenever I meet with my consultant/coach I am more motivated.”

“Taught me how to work with faculty and administration.”

“The extra effort in coming to meet on a regular basis is very valuable. Phone call check-ins are also important.”

“Overall motivation.”

“Helped me reflect on what we are doing.”

“Being my mentor.”

“Without the help from my consultants I would not have taken the job.”

“They help us with another view and keep us focused on data.”

“I cannot say enough about this help – organized, gets information to us, meets regularly.”
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	IS3 Matched High School 
External Grant Evaluation
Principal Phone Interview Results
Spring 2014

	Responses of Matched HS 
with IS3 HS Below
	Q1. Current Safe and Supportive Work 
	Q2. Current Successes
	Q3. Current Challenges
	Q4. What we have learned

	Oelwein HS
	We conduct a Safe and Supportive student survey. We have started the “Word to End the Word” program to improve student understanding and compassion for children with intellectual disabilities. We have a Diversity Club. We will start a mentoring program next year with seniors working with identified Freshmen. We do Earth Day community service program. We started a Leadership class at the high school with 31 students. We have “Cadet Groups” that meet once a week to discuss one of Covey’s 7 Habits.
	The leadership class and the Cadet Groups seem to hold the most promise.
	We haven’t been able to do the “Leader in Me” program at the high school because the consultants say we must have 70% staff buy-in.  We have some resistant staff who say the program is really designed for younger kids so they do not buy-in. Our kids want staff to bring energy to the classroom so I hope we are able to attract some younger teachers who can bring that energy. Maybe if we can get turnover, we will start to see some older staff getting uncomfortable and they may join the movement. We need more faculty who can build relationships. 
	Improving school climate is a continuous task. Kids need actual training on how to interact appropriately.

	Columbus HS
	This is our 2nd year of PBIS, but our first year of implementation. We spent an entire year planning with the faculty. We are doing our own professional development on how to improve the success of our at-risk students. We have a success center time built into the school day for 30 minutes and also a Saturday School program. We go the extra mile to help students.  Using the philosophy that it’s never too late to learn, we allow re-takes of exams, and re-dos of assignments. We have talked about effective types of homework.
	With PBIS, our office referrals are actually up this year, but that may be due to the fact that we are tracking them all for the first time. We seem to have more consistency in behavior expectations for students. We are getting good help from the AEA. 

	Staff buy-in for much of this work is an issue.  We talked about it all last year and some staff members resisted.  This year, I just decided we were going to do it.  Some say, “When are we going to quit giving these kids crutches?” They want the kids to all be accountable, but it just is not that black and white. Our homework conversations have had mixed reviews. In PBIS it has been a challenge for students and staff to daily live the pillars of safety, attitude, and respect. 
	Be patient. No improvement plan is perfect. You must be prepared to fail if you want to later succeed. Do not be paralyzed by analysis - activities. Understand your local needs. Be flexible. Break the old models and do what it takes to allow students to succeed.

	Marcus-Meriden-Cleghorn Community HS

	We have done a lot of work to educate students on appropriate use of cell phones and social media. We brought in a guest speaker on the topic, and that seemed to be effective. To increase student recognition and involvement in activities, we have lined the walls of the commons with big posters of our various activities with action shots of students. We have an organized program of teachers writing good news notes home to parents. We are part of a regional consortium of schools who are taking the same approach to improving school safety. We have turned our central study hall into a student assistance program. It started with a general study hall monitor helping students, but now our certified teachers come to the study hall during their planning time to work with students. We are now meeting weekly with our advisory program instead of just a few times a year.
	The posters in the hallway have helped improve student involvement in activities. The study hall program is an intervention tier that has boosted academic success. The principal is getting far fewer complaints from students being subjected to cyber bullying. This may be attributable to the ongoing education program. The advisory program has brought more adult advocacy to the student body. It seems that overall climate and a feeling of school unity has been helped a lot by these initiatives.

	Getting the same school safety protocol for the regional safety consortium was a bit difficult. Sometimes we are limited in our overall efforts by scarce funds.

	A lot of climate issues boil down to kids feeling supported by the adults in the school. If we can convince faculty and staff to support students outside the classroom, such as attending their events, it helps reinforce the message that we care about them.


	Iowa Valley Jr-Sr HS

	We run an advisory program that meets for 20 minutes at the end of the day. We do grade checks there and also provide topics for the faculty to discuss with students. We have started the “Shield” program that pairs high school students with middle school students to talk about positive relationships. We have a zero tolerance policy for bullying.
	The Shield program has been a huge success. Kids are taking ownership of what is acceptable behavior. Kids understand that they cannot be bystanders if they see instances of bullying. 

	Bullying is kind of a “buzz” word. We are trying to educate our parents on what bullying really is.

	We need to take a tip from America’s anti-smoking campaign. If we can make bullying socially unacceptable, that would be great. The message needs to be pervasive.


	Winfield-Mt Union Jr-Sr HS

	We are a small school. We have a middle school and high school advisory program. Every teacher has about six students. They advocate for their students. They check on grades, develop relationships and talk about how adults can help students succeed. The program meets 20 minutes a week. It helps every student be noticed. Also, about every six weeks, our student assistance team meets. They identify students who aren’t doing well academically or who are having attendance issues. They strategize as to how to help them. 
	We do not have data on success but anecdotal evidence that we are helping students. We have not been doing it long. In fact, it started in January. We formerly had advisory programs but dropped them years ago. We will keep some of our same students all the way though high school, but allow faculty to change the composition of the teams a little each year. The staff actually came to me asking to revive the program. Before, we met too often and lost instructional time. They like the current 20 minutes a week.
	Some students do not respond well to our efforts. They might give lip service to the adults but not follow through.

	You need to design programs that work for your situation. We are still a work in progress.


	Sioux City, West HS
	We do an advisor-advisee program. We are a PBIS school. We run a student leadership class which led to a leadership club. The club aims to improve school climate and culture. They will organize assemblies where students who usually aren’t in the spotlight can gain some recognition. We do the “Circle of Friends” program that pairs regular education and special education teachers together to lead recreational activities for special needs and regular education students. We also have an effective at-risk program that helps students learn about improving relationships and understanding restitution. We also do “Rachel’s Challenge” named for the first victim at Columbine. It encourages participants to pay it forward. One of the core concepts is to not be a bystander if you witness bullying. We do an “Understanding Social Systems” class that is required of all juniors. This is based on Senge’s work. The class designs service projects and takes on policy issues. There is a lot of civic engagement and some emphasis on conflict resolution.
	We do culture and climate surveys and have seen improvement in our data. 

	There was some faculty resistance to the Advisor-Advisee program.

	I’m a big believer in the advisor-advisee program. It gives students the chance to talk about non-academic issues with an advocate. Students get to know other students that they do not normally hang with. Remember to have fun with your activities.


	Davenport, Central HS
	We do a school within a school that is designed to reduce our suspensions. Students have a shortened schedule and have limited unstructured time. We target 15 students. Their attendance rate has increased dramatically. They are now earning 3-4 credits per term whereas they were earning nothing previously.
	We have an improved climate. We tailor activities to what we think works in our school. As mentioned, we have improved credit achievement and attendance along with graduation rate of the targeted students in the school within a school program.
	We used to use administrators to call parents of students who needed to come to Catch-Up Day. That worked really well. Now we ask the departments to call parents. The departments are not as reliable and are not providing a consistent message to parents. We are seeing a 9th grade lag in achievement so part of our RTI model is to establish 9th grade academies and build in academic help twice a day.

	Building relationships is a key to success. You must be out and about in your community building those relationships with families. Know your students and community and do those things that will work for your population. We stress a lot of “WE” in our activities.  There is no “THEY”.

	Keokuk HS
	6 years ago I became principal, we had 7 fights in the first 5 days. I needed a cultural change. We needed a good program that linked ethics and morale together.
We were doing Character Counts but needed something stronger – we went to Smart and Good High Schools and Power to Achieve. That includes lessons for high school. Pella Corp. put resources into our study, handouts, etc.
We use lessons at advisor time and homeroom time. We started running grading reports and students were failing, we had teachers working with them in our media center to give them help.

	
	Right away – build buy-in. Build relationships – not “touchy-feely”.

	Keep track of data and act on it.
Involve students.
Directly teach skills in relationships and engagement.
Be present – future oriented.
Adopt/adapt a program – could be “Capturing Kids Hearts” or something like we are using.
Believe in what you are doing.



	Waterloo East HS
	We are an International Baccalaureate School. We have a community – school coordinator.
All staff needs to know how to hold high and reasonable expectations. We confront student incidents quickly – resulting in very low incidences – we are a safe school. Our staff established a structure to build assemblies to recognize all students and not just for those in sports; developed a spirit group that is multi-cultural; hold diversity assemblies; various methods for student input.
We have United Way support.
Our calculation of ELI students who were sent to Roosevelt on a bus was 240 hours a year – they now are staying in our developed program at Hoover.

	We use the Instructional Practices Inventory collecting data 4 times a year.
	Over use of the word bullying. Bullying law helps determine the threshold. Health Initiatives.
Clearly defining the climate/culture needed for student engagement and success.

	Get consensus on direction by all. Examine methods of student input. Develop a Spirit Council.
Re-define student leadership by putting students from negative roles in positive leadership roles and teach it. Adjust the structure to match what is wanted to engage students.

	Burlington Community HS
	Last few years we have been doing PBIS – very beneficial; now on Tier II. Narrowing in on safe schools.
2010 graduation rate was 83%; 2013 graduation rate was 93%.
Referrals are down.
We have advisory periods.
1:1 graduation supports.
Emphasis on Respect, Responsibility and Initiative. We teach lessons on this.
We put data on matrixes on walls across the school for students and staff to see. Directly teach students skills to work together and support each other.


	We track our data, analyze what we need to do and then make a plan.
	We have in-coming students from urban and inner-city schools - - we put much effort into orienting these students to our expectations - - this takes focused attention to integrate them.
Attention to bullying - - we have defined it more explicitly rather than a general issue – we directly teach the continuum in 4 categories: Teasing; Sexual innuendos; Harassment; Bullying – pattern of behavior, repressed aggression, intended to harm, imbalance of power. (We have consequences for each but treat bullying like a suspension).
We work to educate our public on these elements/categories.

	Data is the key.
Gather climate information by surveys – students, staff, parents. With this formative information, look at best practices. Look at current strengths: what are we doing?, how are we doing?
See the change needed and teach it, hold accountable and monitor progress – this is no different than teaching math or science.


	Waterloo West HS
	Restructured to learning communities. Divided up department so they have common planning times. Homeroom advisory – stay with same group all 4 years. 2014-15 will have career/academic pathways. Cohorts of 9th graders for better transition. PBIS now in all tiers.
Staff member meets with all 8th graders in spring to welcome and discuss expectations for HS. Large bio-med program 120 students – another 100 will come in.
Remodeling athletic and academic wings. Have begun case management (RTI students).
Culture has completely changed.

	Office referrals are down.
Suspensions are down.
	Responsibility and commitment by all. Courage to make changes.
Sheer volume of suspensions my first year – we are starting to overcome it, but need to do better.
With 1600 students – requires attention to detail and keep the big picture in mind.

	Develop learning communities.
Determine ways to engage students. Build student and staff pride for your school. See incremental change but work to lead to cultural change. Build consensus with staff.


	Resulting Themes from Matched Sites
	Advisor/Advisee – 6
PBIS – 4

Student Leadership Class – 2


	Collect and Use Data – 7
	Staff Buy-in Around Staff and Student Relationships – 5
Bullying – 3
	Importance of Building Relationships Between Staff and Students – 3 

Student Engagement – 2


Note: Data in the above table represents the principal interview responses for the high school matched with the IS3 high school indicated in the far left column. 
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74% of how students perceive caring is:
1) through help with school and
2) seeing students as a person with feelings, family, and life beyond school.
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March 2013
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Over 80% of teachers believe our next steps should be 3 things:
 1) Continue to connect with students
 2) Incorporate soft skills into lessons
 3) Give more specific feedback to students
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Almost 75% of IS3 Principals and Coordators report improvements in the following 4 areas: 
     -Adult/Student Relationships
      -Including Students' Voices
      -Staff Training
      -Data Use
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Jdo 4 Key things:

-Use data

- Form Adul/Student Teams

 Listen to Students

~Provide Training for ALL staff

3%

seData

Form Adut-
Student Teams

ustento
Students

Provide Traing_ Walnaina  Value Cuture/  Misc

for NSt Poitive Atitude. Adhievement
Connection

Totsin

200

0%

aox

0%

o

sox

o

0%

0%

0%

o




Microsoft_Excel_97_-_2004_Worksheet2.xls
Tallies

		

				Pareto Chart								Complete the appropriate chart by placing the titles and the

												totals highest-to-lowest in the gray fields and clicking on the

												appropriate tab below to view your graph.

				4 Item Pareto Chart:										5 Item Pareto Chart:

				Key in the titles in order from highest response to lowest response.		Totals Go Here- Order from Most to Least				Percent of Total Displays Here		DO NOT CUT AND PASTE- NAMES OR VALUES!!!!		Key in the titles in order from highest response to lowest response.		Totals Go Here- Order from Most to Least				Percent of Total Displays Here

								0%		0%								0%

								0%		0%								0%

								0%		0%								0%

								0%		0%								0%

				Total N		0												0%
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				6 Item Pareto Chart:										7 Item Pareto Chart:

				Key in the titles in order from highest response to lowest response.		Totals Go Here- Order from Most to Least				Percent of Total Displays Here				Key in the titles in order from highest response to lowest response.		Totals Go Here- Order from Most to Least				Percent of Total Displays Here

								0%		0%				Use Data		23		23%		23%

								0%		0%				Form Adult-Student Teams		18		18%		41%

								0%		0%				Listen to Students		16		16%		58%

								0%		0%				Provide Training for Alll Staff		16		16%		74%

								0%		0%				Maintain a Positive Attitude		9		9%		83%

								0%		0%				Value Culture/Adhievement Connection		9		9%		92%
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														Total N		99
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				Key in the titles in order from highest response to lowest response.		Totals Go Here- Order from Most to Least				Percent of Total Displays Here
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74% of how students perceive caring is:
1) through help with school and
2) seeing students as a person with feelings, family, and life beyond school.

How do I know teachers care about me?
March 2013
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54

Over 80% of teachers believe our next steps should be 3 things:
 1) Continue to connect with students
 2) Incorporate soft skills into lessons
 3) Give more specific feedback to students

Item

Number

Percentage

What miight be some next steps for teachers?
West High School--October 2013
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		Use Data		Use Data		Use Data
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		Listen to Students		Listen to Students		Listen to Students
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Almost 75% of IS3 Principals and Coordinators advise other schools to do 4 Key things:
   - Use data
   - Form Adult/Student Teams
   - Listen to Students
   - Provide Training for ALL staff

Number

Percentage

What Advice Would You Have For Other Schools Starting This Work?
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What Would You Identify From Your IS3 Work

that is Now Standard Operating Procedure In Your School?

100%

Over 50% of Principals and IS3
Coordinators report that having a|
student focus and their specific
program have become part of
“the normal way of doing things”
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