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Preface

In the late 1980s, we began pilot testing a new infrastructure mechanism designed to ensure that schools
paid more sysemdic atention to how they used resourcesfor addressing barriersto student learning and
promating hedthy development. Because we operationdized the mechanism asateam and focused it first
on resource coordination, we dubbed it a Resource Coordinating Team. Although the term doen't fully
capture, theams and functions of the mechaniam, theteemisbeing used in many places. In thisreport, we
dressthe fact that what we mean to focus on is resource-oriented mechanisms that are a permanent part
of the infredructure a dl levels For such mechaniams to become part of the infrastructure, school
reformers must undersand their importance and ensure they are induded as schools and didricts
resructure,

And, from a decentraized perspective, it isagood ideato concave the process of restructuring from the
school outward. That is, firdt thefocus is on schoal levd resource-oriented mechanisms. Then, based on
andyses of what is needed to fadlitate and enhance schodl levd eforts, mechaniams are concalved that
enable groups or “families’ of schodlsto work together where this increases effidency and effectiveness
and achieves economies of scde. Then, sysem-wide mechanisms can be (re)designed to support what
eech schodl and family of schools aretrying to develop.

A resource-oriented mechanism a a school, multiple schoal Stes, and system-wide are required for
overdgght, leedership, resource devel opment, and ongoing support. Such mechanisms providewaysto (a)
arive a decsons about resource dlocation, (b) maximize systemdic and integraied planning,
implementation, maintenance, and eva ution of education support (enabling) adtivity, (C) outreach to create
forma working reationships with community resources to bring some to a schodl and establish specid
linkageswith others, and (d) upgrade and modernize the component to reflect the best intervention thinking
and use of technology. At each sysem leve, these tasks require that saff adopt some new roles and
fundions and that parents sudents, and other representatives from the community enhance ther
involvement. They dso cdl for redeployment of exigting resources, aswdl asfinding new ones

This report pulls together our work on resource-oriented mechanisms. For more systematic changes
related to schools and thair interface with communities, seerchthe Center’ sresourcesthrough theinternet
— http://smhp.psych.udaedu or request that aresource list be sent to you.

Howard S. Adelman & Linda Taylor
Co-directors



Resource-Oriented Teams:
Key Infrastructure Mechanisms for
Enhancing Education Supports

Pdicy mekers are caling for higher dandards and greater accountability for ingruction, improved
curricula, better teaching, increased discipline, reduced schodl violence, an end to sodd promotion, and
more. At thesametime, it isevident that current srategiesto accomplish dl thisareinadequateto thetask.
Thisislikely to remainthe case aslong as o little atention is paid to reforming and restructuring the way's
schoals address many wel-known factorsinterfering with the performance and learning of so many young

people

The notion of barriers to learning
encompasses external and
internal factors. It is clear that too
many youngsters are growing up
and going to school in situations
that not only fail to promote
healthy development, but are
antithetical to the process. Some
also bring with them intrinsic
conditions that make learning
and performing difficult. As a
result, youngsters at every grade
level come to school unready to
meet the setting's demands
effectively.

Foneer initiatives around the country are demondrating the
need to rethink how sthools and communities can mest the
chdlenge of addressing persstent barriersto sudent learning
(see Appendix A). As awhoale, their work underscores a
redity that too few school reformers have acted upon.
Namdy:

If our society truly means to provide the
opportunity for all students to succeed at
school, fundamental changes are needed
so that schools and communities can
effectively address barriers to
development and learning.

Addressng barriersis not a odds with the "paradigm shift”
that emphasizes drengths, resilience, assats, and protective
factors Efforts to enhance postive devdopment and
improve ingruction dearly can improve readiness to learn.
However, it is frequently the case thet preventing problems
a0 requires direct action to remove or & leest minimizethe
impect of barriers, such as hodtile environmentsand intringc
problems. Without effective, direct interventions, such
barriers can continue to get in the way of devd opment and
learning.



What are Schools
Doing Now?

All schodlshave someactivity focused on soedific concans, such asleaning
problems, substance abuse, violence, teen pregnancy, school dropouts, and
ddinquency. Looked a as awhale, one finds in many schoadl didricts an
extensve range of activity oriented to Sudents nesdsand problems. Some
programs are provided throughout a schoal didtrict, others are carried out
a or linked to targeted schools. The interventions may be desgned to
bendfit al sudents in a school, those in specified grades, and/or those
identified as having specid needs. The activities may be implemented in
regular or gpecid education dassrooms and may be geared to an entire
class, groups, or individuds or they may bedesigned as"pull out" programs
for desgnated gudents. They encompassecalogicd, curricular, and dinicdly
oriented activities

While schools can use a wide-range of persons to hep students, most
school-owned and operated sarvices are offered as part of pupil personnd
savices Federd and sate mandates tend to determine how many pupil
sarvices professonds are employed, and gates regulate compliance with
mandates. Governance of daily practice usudly is centrdized at the school
didrict levd. In large didricts, counsdors, psychologigts, socid workers,
and other spedidists may be organized into separae units Such units
draddle regular, specid, and compensatory education. Anayses of the
gtuation find that the reault is programs and sarvices that are planned,
implemented, and evduated in afragmented and piecemed manner. Sarvice
gaff a schools tend to function in rdative isolation of each other and other
sakeholders, with a greet ded of the work oriented to discrete problems
and with an ovardiance on ecidized sarvices for individuds and amdll
groups. In some schools, astudent identified as & risk for grade retention,
dropout, and subgtance abuse may be assgned to three counsding
programs operating independently of eech other. Such fragmentation not
only is codly, it works againg developing cohesveness and maximizing
results

Smilar concarns about fragmented community hedlth and sodd serviceshas
led to increasing interest in school-community collaborations (eg., schoal-
linked sarvices). A reasonable inference from avalable deta is that such
collaborations can be successful and codt effective over the long-run. By
placing g&ff at schools, community agenciesmiake accesseesier for dudents
and families — espedidly those who usudly are undersarved and hard to
reach. Such efforts not only provide sarvices, they seem to encourage
schools to open their doors in ways thet enhance recredtiond, enrichment,
and remedid opportunitiesand greater family invalvement. At thesametime,
the emphad's on primarily co-locating community services a schodl Stesis
produding ancther form of fragmentation.



Toward Ending
Fragmentation

Resource-
Oriented
Mechanisms

Policymakers have come to gopreciate the rdaionship between limited
intervention efficacy and the widespreaed tendency for complementary programs
to opeaae in isolaion. Limited eficacy does seem ineviteble as long as
interventions are carried out in a piecemed and often competitive fashion and
with little follow through. From this pergpective, reformers have directed
initiatives toward reducing sarvice fragmentation and increasing access

The cdl for "integrated sarvices' dearly is motivated by a desre to reduce
redundancy, wade, and ingffectiveness resuiting from fragmentation (Adler &
Gardner, 1994). Spedid atention is given to the many piecemed, caiegoricaly
funded approaches, such as those created to reduce learning and behavior
problems, substance abuse, violence, school dropouts, ddinguency, and teen
pregnancy .

New directions are emerging that reflect fundamenta shifts in thinking about
current education support programs and sarvices Three mgor themes have
emerged so far: (1) the move fromfragmentation to cohesive intervention, (2)
the move from narrowly focused, problem specific, and specidist-oriented
sarvicesto comprehengve generd programmatic goproaches, and (3) themove
toward reseerch-based interventions, with higher sandards and ongoing
accountability emphasized.

To ensure devd opment of essantid programsfor addressing barriersto learning
and teeching, greater atention mugt be given to developing policy, leadership,
and infradiructure and to building capaaity (Center for Mental Hedlthin Schools,
1999a; 1999b). The focus in this report is on one facet of the necessary
infrastructure —r esour ce-oriented mechanisms.

Resource-oriented organizationd mechanismsfocus gpedificaly on ensuring the
gopropriate use of exiding resources and enhanding efforts to address barriers
to dudent leaning. Such mechaniams can reduce magindization and
fragmentation and enhance cog-efficacy of learner support activity by ensuring
dl such attivity is planned, implemented, and evauated in a coordinated and
increesngly integrated manner.

Credtion of resource-oriented mechanisms is essentid for garting to weave
together exiding school and community resources and encouraging sarvicesand
programsto function in an increesingly cohesive way. When such mechaniams
are aregted in the form of



"teams” they a0 are vehidesfor building working rdaionshipsand canplay a
role in solving turf and operationd problems, devdoping plans to ensure
avalability of acoordinated set of efforts, and generdly improving the atention
peaid to deve oping acomprehensve, integrated gpproach for addressing barriers
to Sudent leaning.

One of the primary and essentid tasks a resource-oriented mechaniam
undertakesisthat of enumerating schod and community programs and services
that are in place to support sudents, families, and gaff. A comprehensve"gap”
assesImantt is generated as resource mapping is compared with surveys of the
unmet neads of and desired outcomes for Sudents, ther families, and school
daff. Andysesof what isavailable, effective, and needed, provide asound besis
for formulating strategies to link with additiond resources a other schools,
didrict Stes, and in the community and enhance use of exiging resources. Such
andysesd 0 can guide efortsto improve cod-effectiveness Inasmilar fashion,
aresource-oriented team for acomplex or family of schodls (eg., ahigh schoal
and its feeders) and & the didrict leve provides mechanisms for andyses that
can lead to draegies for cross-school, community-wide, and digtrict-wide
cooperaion and integration to enhance intervention effectiveness and garner
economies of scae. For those concerned with schoal reform, establishment of
such mechaniams ae a key facet of eforts desgned to resructure school
Support services.

Thisreport firg explores such mechaniams a the schod levd, then in terms of
afeeder pattern, and findly &t the digtrict levd.

Focusing on
Resources at the

School L evel Crestion of aschool-site resource-oriented mechanismprovidesagood tarting
placein efortsto enhance coordinetion and integration of servicesand programs
and for reeching out to Didrict and community resources to enhance learner
supports. And, over time, such amechaniam can be evolved to do much more
—eventudly trandforming current gpproaches to addressing barriersto gudent
learning and promating hedthy devd opment.

As discussed here, the school levd resource-oriented mechaniam is dubbed a
Resource Coordinating Team. We initidly piloted such teemsin the Los
Angdes Unified Schoal Didrict and now they are being introduced in many
schools acrass the country (see Appendix B). Properly condiituted, such ateam
provides on-gite leadership for efforts to address barriers comprehensvey and
enaures the maintenance and improvement of a multifaceted and integrated
gpproach.

When we mention a Resource Coordinating Team, some schoal staff quickly respond:



We already have one!

When we explore thiswith them, we usudly find what they have is a case-oriented team-- thet is, a
team that focuses on individud sudents who are having problems. (Such ateammay be cdled a udent
Study team, student suicoess team, Sudent ass gance team, teacher assance team, and so forth.,)

To hdp darify the difference, we have deve oped the fallowing exhibit:

A Case-Oriented Team

Focuses on specificindividual s
and discrete services to
address barriersto learning

Sometimes cdled:

Child Study Team
Student Study Team
Student Success Team
Student Assgiance Team
Teacher Asdgtance Team
|[EP Team

ODOOOOO O

EXAMPLES OF FUNCTIONS:

>triage

>referrd

>Cas2 monitoring/management
>Case progressreview

>Case reessessment

A Resource-Oriented Team

Focuseson all gudentsand
theresour ces, programs, and systems to
address barriersto learning &
promote hedthy development

Possbly cdled:

C Resource Coordingting Team
C  Resource Coordinating Coundl
C School Support Team

EXAMPLES OF FUNCTIONS:

>Mmapping resources

>anayzing resources

>enhancing resources

>program and system planning/deve op.
>redeploying resources

>coordinating and integrating resources
>qdd "marketing’

In contragting the two teams the intent isto highlight the difference in functions and the need for
both teams (not to suggest one st of functions should take precedence over the ather).



Ancther way to hdp differentiate the two types of mechanismsis by use of two familiar metgphors. A
case-orientation fitsthe starfish metaphor.

The day after agreat storm had washed up al sorts of sealife far up onto the beach, a
youngster set out to throw back as many of the gill-living starfish as he could. After
watching him toss one after the other into the ocean, an old man gpproached him and

sad:

It"s no use your doing that, there are too
many, You're not going to make any
difference.

The boy looked a him in surprise, then bent over, picked up another starfish, tossed it
back, and then replied:

It made a difference to that onel!

And, of course, that is the metaphor thet reflects dl the important dinicd efforts undertaken
by s&ff done and when they meet together to work on spedific cases.

Theresource-oriented focusis cgptured by what can be caled the bridge metgphor.

Inasmall town, one weekend a group of school staff went fishing together down at theriver.
Not long after they got there, achild camefloatigg down the rapids cdling for help. One of
the group on the shore quickly dived in and pulled the child out. Minutes later another, then
another, and then many more children were coming down the river and drowning. Soon every
one in the group was diving in and dragging children to the shore, resuscitating them, and then
jumping back in to save as many as they could. But, there were too many. For every one
they saved, severd others floated by and drowned. All of a sudden, inthe midst of dl this
frenzy, one of the group stopped jumping in and was seen walking away. Her colleagues
were amazed and irate. How could she leave when there were so many children to save?
About an hour later, to everyone' srelief, the flow of drowning children stopped, and the
group could findly catch their breathe. At that moment, their colleague came back. They
turned on her and angrily shouted:

How could you walk off when we needed everyone here to save the children?
Shereplied:

It occurred to me that someone ought to go upstream and find out why so
many kids were falling into the river. What | found is that the old wooden
bridge had several planks missing, and when some children tried to jump
over the gap, they couldn’t make it and fell through into theriver. So | got
someone to fix the bridge.

Fixing and building better bridges is a good way to think about prevention work, and it is the way to
undergand the importance of taking time to focus on improving and enhanding resources, programs, and
sydems



As indicated, a resource oriented team’s focus is
not on specific individuds, but on how resources
are used. In doing 0, it provides whet often isa
misang link for maneging and enhandng systems in
waysthet integrate and drengtheninterventions. For
example, such a team can (@) mgp and andyze
activity and resour ces to improve ther use in
preventing and amdiorating problems, (b) build
effective refard, case management, and qudity
assurance systems, (¢) enhance procedures for
menegamat of programs and information and for
commur-ication among schod gaff and with the
home, and (d) explore ways to redeploy and
enhance resources — duch as daifying which
adtivities are nonproductive and suggesting better
uses for resources, as wdl as reeching out to
connect with additiond resources in the school
digrict and community. Indeed, such aschool-gte
team provides a key mechanism for weaving
together exiding school and community resources
and increesing cohesive functioning of servicesand
programs.

A Resource Coordinating Team exemplifies the
type of mechaniam neaded for overal conesonand
coordination of school support programs and
gydams for dudentsand families Minimaly, sucha
team can reduce fragmentation and enhance codt-
dficacy by assding in ways that encourage
programs to function in a coordinated and
increesngly integrated way. For example, theteam
candeve op communication among schoal gaff and
to the home about available assstance and referrd
processes, coordinae resources, and monitor
programns to be catan they ae functioning
efectivdy and efiaently. Moregenerdly, thisgroup
can provide leedership in guiding school personne
and dientde in evolving the schodl’s vison for its
support program (eg., as not only preventing and
correcting learning, behavior, emationd, and hedth
problems but as contributing to dassroom effortsto
foder academic, sodd, emotiond, ant physcd
functioning). The group dso can hep to identify
ways to improve exiding resources and acquire
additiond ones.

Magor examples of the group's activity are

C preparing and circulating alig profiling
available resources (programs, person-
nel, specid projects, services, agencies) at
the school, in the didtrict, and in the
community

C darifying how school staff and families can
access them

C refining and darifying referrd, triage, and
case management processes to ensure
resources are used appropriately (e.g.
where needed mog, in kegping with the
principle of adopting the least intervention
needed, with support for referral follow-
through)

C mediating problems related to resource
alocation and scheduling,

C ensuring sharing, coordination, and
maintenance of needed resources

C assdting in creation of area program teams

C exploring ways to improve and augment
existing resources to ensure awider range
are available (incdluding encouraging
preventive approaches, developing
linkages with other digtrict and community
programs, and facilitating relevant staff
development)

C evolving agtésinfrastructure for
developing a comprehensive, multifaceted,
and integrated approach to addressing
barriers to student learning and promoting
hedthy development (possibly including
hedlth and family centers as hubs)




recruit a
broad range of
stakeholders

ensure
motivational
readiness &

capability

Where cregtion of "another team'” is Seen as a burden, exising teams, such as
sudent or teecher assstance teeamsand schodl crissteams, have demondrated
the adllity to focus on enhandng resources and programs by augmenting their
membaship and agendas. Of course, in doing S0, they mugt take great care to
gructure the agenda o that sufficient time is devoted to the additiond tasks In
amd| schoolswhere there are S0 few &t that alarge teamisnot feesble, there
dill is anesd for some form of a resource-oriented mechaniam. Thus, in ome
ingances, the “team” may be as smdl astwo persons

Although a resource-oriented mechanism might be crested soldy around
psychosodid programs, it is meant to focus on resources rdaed to dl mgor
programs and services supporting the ingructional component. Thus it triesto
bring together representatives of dl these programs and sarvices This might
indude, for example, guidance counsdors, schoal psychologidts, nurses, socid
workers, attendance and dropout counsdors, hedth educators, specid education
gft, after schoadl program g, bilingua and Titlel program coordinators, hedlth
educators, safe and drug free schodl g&ff, and union reps. 1t dso should indlude
representatives of any community agency thet is sgnificantly involved with
schools. Beyond these "sarvice' providers, such ateam iswdl-advised to add
the energies and expartise of adminidrators, regular dassroom teechers, non-
certificated gaff, parents, and older sudents

The larger the group, of course, the harder it isto find a medting time and the
longer each medting tends to run. Neverthdess, the vaue of broad stakeholder
representation far outweighs these matters And, good medting fadilitation thet
maintains atask-focus and anaction arientation can make medtingsainvauadle
opportunity to enhance systems (see Appendix C).

For theteam to function wdll, there must beacore of membearswho have or will
acquirethedhility to carry out identified functionsand meke the mechenismwork
(others are auxiliary members). They must be committed to the team's misson.
(Building teeam commitment and competence should be amgor focus of schoal
management polides and programs. Because various teams a aschoal require
the expertise of the same personnd, someindividud swill necessarily beonmore
then one team.) The team must have adediicated leeder/fadilitator whoisabdleto
keep the group task-focused and productive. It dso needs someone who
records decisons and plans and reminds members of planned attivity and
products. Where advanced technology is avaldble (management sysems
dectronic bulletin boards and E-mail, dearinghousss), it can be used to fadilitate
communication, net-working, program planning and implementation, linking
adtivity, and avariety of budgeting, scheduling, and other management concarns



ensure
representation
on governance
& planning
bodies

Focusing on
Resourcesfor a
Complex or
“Family” of
Schools

The team meats as needed. Frequency of medtings depends on the group's
functions, time availahility, and ambitions. Initidly, this may mean once aweek.
Later, when metings are scheduled for every 2-3 weeks, continuity and
momentum are maintained through interim tasks performed by individuds or
subgroups. Because some participants are a a school on apart-timebass one
of the problems that mugt be addressed isthat of rescheduling personnd so that
thereisan overlgpping timefor meating together. Of course, theredlity isthat not
dl team memberswill be ableto attend every mesting, but agood gpproximeation
can be made a each mesting, with steps taken to keep others informed as to
wha was done. Wdl planned and trained teams can accomplish a great ded
through informa communication and short megtings

Properly condituted, trained, and supported, a resource oriented team
complements the work of the Stesgovernance body through providing on-Ste
overview, leedership, and advocacy for dl activity aimed a addressing barriers
to leaning and enhancng hedthy devdopment. Having & leest one
represantative from the resource team on the schoal's governing and planning
bodies enaures the type of infradructure connections that are essentid if
programns and services are to be mantained, improved, and increesngly
integrated with dassroomingruction. And, of course, having an adminidrator on
the team provides the necessary link with the school’ s adminidrative “table”

For many support service personnd, ther past experiences of working in
isolation —and sometimes in competition with others — make this collaborative
opportunity  unusud and onewhich requiresthat they learn new waysof rdaing
and functioning. See Appendix C for some resource ads that can hep in
edtablishing a Resource Coordinating Team and ensuring it is structured to
Operate effectively.

Schodls in the same geographic (catchment) area have a number of shared
concarns, and feeder schools often are interacting with sudents from the same
family. Furthermore, some programs and personnd are (or can be) shared by
saverd neghboring schoals, thus minimizing redundancy and reduding codis A
mullti-Ste teeam can provide amechaniam to hdp ensure cohesive and equitable
Oeployment of resources and dso can enhance the pooling of resources to
reduce cods Such a mechanism can be paticularly useful for integrating the
efforts of high schools and their feeder middle and dementary schodls (This
dealy is important in addressing baries with those families who have
younggers atending more than one levd of schodling in the same duder. It is
nather cog-effective nor good intervention for each schoal to contact afamily
separady inindanceswhere severd childrenfrom afamily arein nesd of oecid
atention.)



With repect to linking with  community
resources, multi schodl teams ae especidly
dtractive to community Jeswho often don't
havethetime or per to link with individud
schools. In generd, then, a group of Stes can
bendfit from having an ongoing, muiti-gte,
resource-oriented mechanism tha  provides
leadership, facilities communi-cation,
coordination, integration, and quality
improvement of dl adtivity the dtes have for
addressng barriers to learning and promoting
hedthy development.

Thus amulti-Steteam or Resource Coordinaing
Council for acomplex of schodls (eg., ahigh
schod and its feeder middle and dementary
schools) brings together one to two
representatives of each school's resource team
(see figure bdow). Such a mechaniam can hdp
(&) coordinate and integrate programs sarving
multiple schoals, (b) identify and meat common

High Schools

Middle
Schools

Elementary
Schools

needs with respect to guiddines and daff
devdopment, and (¢) credte linkages and
collaborations among schools and  with
community agencies.  In this last regard, the
group can play a specd role in community
outreech both to creste formd working
raionghips and enaure that dl patiapating
schodls have access to such resources. More
genedly, the ocoundl provides a useful
mechanian for leadership, communication,
maintenance, qudity improvement, and ongoing
development of a component for addressing
barriersto learning and teaching. Natural Sertin
points for counclls are the ing of need

nQ

assesIment, resource mgpping, andyses, ad
recommendations for reform and restructuring.
Spedific aress of initid focus may be on such
meattersasaddress ngcommunity-school violence
and devedoping prevention programs and sfe
schodl plans

Entire Feeder

Resource
Pattern Coord. Council
System-wide

Resources, Management,
& Governing Bodige

Community
Resources,
Planning, &
Governing

Figure 1. Developing and connecting mechanisms at schools sites, among families of schools, and district

and community-wide
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Council
functions

Council
member ship

System-wide
M echanism

Some spedific functions for aCoundl are:

C to shareinformation about resource avalability (et participating schools
and in theimmediate community and in geographicaly rdaed schools and
didrict-wide) with aview to enhanang coordination and integration.

C to identify spedific needs and problems and explore ways to address
them (eg., Can some needs be met by pooaling certain resources? Can
improved linkages and collaborations be crested with community
agendies? Can additiond resources be acquired? Can some saff and
other stakeholder deve opment activity be combined?)

C to discuss and formulate longer-term plans and advocate for gppropriate
resource dlocation relaed to enabling activities

Each school might be represented on the Council by two members of its
Resource Team. To assureabroad perspective, one of thetwo might bethesite
adminidrator respongble for engbling activity; the other would represent line
gaff. To ensure a broad oectrum of stakeholder input, the coundl dso should
induderepresentatives of dlassroom teachers, non-certificated gaff, parents and
sudents, as wel as arange of community resources that should be involved in
schools

Coundl| fadlitation involves responghility for convening regular monthly (and
other ad hoc) mestings, building the agenda, assuring thet meetings day task
focused and that between medting assgnments will be carried out, and ensuring
meding ummaiesaredrculated. With aview to shared leadership and effective
advocacy, an adminidrative leeder and acouncil member dected by the group
can co-fadilitate medtings. Medtings can be rotated among schoals to enhance
undersanding of eech Stein the counall.

Schod and multi-gte mechanisms are not sufficdent. A sysemwide mechanism
mudt be in place to support school and dudter levd activity. A system-wide
resource coordinating body can provide guidance for operaiond
coordingtion and integration across groups of schools Functions might
encompass (a) ensuring thereisa didrict-wide vison and grategic planning for
addressing barriers to sudent leerning and promating hedthy devdopment, (b)
ensuring coordination and integration among groups of schoolsand sysem-wide,
(c) edablishing linkages and integrated collaboration among sysemwide
programs and withthose operated by community, city, and county agendies, (d)
ensuring complete and comprehengve integration with the district’s education
reforms, and (€) ensuring evauation, induding determingation of equity in program
adivay, qudity improvement reviews of al mechanisms and procedures, and
ascertaining results for accountability purposes
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Phasing-in
Resource Teams
and Councils

The sysemwide group should indude () representatives of multi-school
coundls, (b) key digrict adminidretive and line gaff with rdevant expartiseand
vison (induding unit heads, coordinators, union reps), and (C) various other
stekeholders such as nondigtrict memberswhaose job and expeartise (eg., public
hedlth, mentd hedth, sodid sarvices recredtion, juvenilejudtice, post secondary
inditutions) meke them invauable contributors to the tasks a hand.

Astheabove discusson sresses, well-redesigned organizationd and operaiona
mechaniams that endble schoals to (a) arive at wise decisons about resource
dlocation, (b) maximize sysemdic and integrated planning, implementation,
maintenance, and evauation of enabling ativity, (C) outreech to create formd
working rdaionships with community resources to bring some to aschool and
edablish soedid linkages with others, and (d) upgrade and modernize
interventions to reflect the best modds and use of technology. Implied in dll this
are new roles and functions for some gaff and greeter involvement of parents
sudents, and cther representatives from the community. Also implied is
redeployment of existing resources aswdl asfinding new ones.

Building on what is known about organizationd change, our Center gaff for
many years has been working on a change modd for use in establishing,
sudaining, and scding-up school and community reforms. In this context, we
have developed a postion cdled an Organization Facilitator to ad with
mgor restructuring (Addmean, 1993, Addmen & Taylor 1997; Center for
Mentd Heelthin Schools, 19993, 1999, 2001; Taylor & Addman 1999). This
spedidly trained change agent embodies the necessary expertise to hep school
gtesand complexesimplement and inditutiondize subdantively new gpproaches
such asthe establisment of Resource Coordinating Teams and Coundils

The exhibit on the following pages offers an outline of phases for establishing
such mechanisms and summarizes some key facets of what has been discussed
above.
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Exhibit

Phasing in Resour ce Coor dinating Teams and Councils

Phase 1. Organizing Resource Coordinating Teams at a School Site

Creation of a School-gte Resour ce Coor dinating Team provides agarting point in effortsto
reform and restructure education support programs. Such a team not only can begin the process
of transforming what dready isavailable, it can help reach out to Didtrict and community resources
to enhance education support activity. Such a resource-oriented team differs from case-oriented
teams (eg., Student Assstance/Guidance Teams). The focus of this team is not on individud
sudents. Rather, it is oriented to clarifying resources and how they are best used.

Such ateam can help
C improve coordination and efficacy by ensuring

>hasic systems (for referrd, triage, case managemen? arein place and effective
>programs/services are profiled, written up, and circulated
>resources are shared equitably

C enhance resources through staff development and by facilitating creation of new resourcesvia
redeployment and outreach

C evolve asite's education support activity infrastructure by assisting in the creation of program
teams and Family/Parent Centers as hubs for such activities.

Among itsfirg functions, the Resource Coordinaing Team can help darify

(@) theresourcesavailableto the school (who?what? when?) — For example, the team can map
out and then circulate to staff, students, and parents ahandout describing " Available Special
Services, Programs, and Other Resources’ (see Appendix D).

(b) how someone gains access to available resources — The team can clarify processes for
referral, triage, follow-through, and case management, and circulate a description of
procedures to the school staff and parents.

(c) how resources are coordinated — To ensure systems are in place and to enhance
effectiveness, the team can help weave together resources, make analyses, coordinate
activity, and so forth.

(d) what other resources the school needs and what steps should be taken to acquire them —
The team can identify additional resources that might be acquired from the District or by
establishing community linkages.

Toward the end of Phase 1, a Complex Resource Coordinating Council (a multi-locdity
council) can be organized. This group is designed to ensure sharing and enhancement of resources
across schoolsin agiven neighborhood. Of particular interest arewaysto address common concerns
related to crissresponse and prevention, aswell asdeding with the redity that community resources
that might be linked to schools are extremely limited in many geographic areas and thus must be
shared.

Moreinfo on the functions of aResource Coordinating Team and the complex Council are provided
in the body of this report.

13




Phase Il. Organizing a Programmatic Focus and I nfrastructure for Education Support Activity

All sites that indicate readiness for moving toward reconceptualizing education support (enabling) activity into
adelimited set of program areas are assisted in organizing program teams and restructuring the site's Resource
Coordinating Team.

Thisinvolves facilitating
C development of program teams
C analyses of education support activity (programs/services) by program area teams to determine

>how well the various activities are coordinated/integrated (with a special emphasis
on minimizing redundancy

>whether any activities need to be improved (or diminated)

>what is missing -- especialy any activity that seems as important or even more
important than those in operation.

» efforts by program area teams related to

>profiling, writing up, circulating, and publicizing program/service information
>setting priorities to improve activity in a pro?rammatic area

>getting steps into motion to accomplish their first priority for improvement
>moving on to their next priorities.

Phase I 11. Facilitating the Maintenance and Evolution of Appropriate Changes

In generd, this involves evaluating how well the infrastructure and related changes are working, including
whether the changes are highly visible and understood. If there are problems, the focusis on clanfyler;? what is
structurally and systemically wrong and taking remedia steps. (It isimportant to avoid the trap of dealing with
a symptom and ignoring ongoing factors that are producing problems; that is, the focus should be on addressing
systemic flaws in ways that can prevent future problems.)

Examples of activity:

Checking on maintenance of Program Teams (keeping membership broad based and with aworking core
through processes for identifying, recruiting, and training new members when teams need bol stering).

Holding individua meetings with school site leadership responsible for restructuring in this area and with
team |leaders to identify whether everyone is receiving adequate assistance and staff devel opment.

Determining if teams periodicaly make a new listing (mapping) of the current activity at the site and
whether they update their analyses of the activity.

Checking on efficacy of referral, triage, and case management systems.
Checking on the effectiveness of mechanismsfor daily coordination, communication, and problem solving.

Evaluating progress in refining and enhancing program activity.

Phase V. Facilitating the I nstitutionalization/Sustainability of Appropriate Changes

A critical aspect of ingtitutionalization involves ensursigg that school staff responsible for restructuring education
support activity formulate a proposal for the next fi year. Such a proposal encompasses resource requests
(budget, personnel, space, staff development time). It must be submitted and approved by the site's governance
authority. Ingtitutionalization requires aplan that is appropriately endorsed and empowered through appropriation
of adequate resources.

Indtitutiondization is further supported by evaluating functioning and outcomes related to new infrastructure

mechanisms and fundamenta activities. With a view to improving quality and efficacy, the findings from such
evaluations are used to revise activities and mechanisms as necessary.
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About Mapping,
Analyzing, &
Deploying
Resources

It has been speculated that when the various sources of support aretotded in
cartain schoals, as much as 30% of the resources may be going to addressing
barrierstolearning. Whatever theactud percentage, thefact isthat intoo many
locales the resources are being expended in rather ad hoc, piecemed, and
fragmented ways. Thisiswhy mapping, andyzing, and (re)deploying resources
are such important functions for resource-oriented mechanismsto pursue

Mapping can be caried out in vaious ways. For example, in mgpping a
school's resources for addressing barriersto learning, someteamsbeginamply

by devedoping alig of names and brief descriptions of the work performed by
deff and those fromthe community who are & the schodl a varioustimes (see
Appendix D). This probably isagood garting point Snce o few schoolsssem
to have done even this smple form of mgpping, and everyone a or othewise
connected to a schoaol should have easy access to such basic information.

Evertudly, dl resources should be mapped (eg., dl programs, services,

personnd, oace, materid resources and equipment, cooperative ventures,

budgetary dlocaions). Moreover, to fadlitate subssquent andyses, efforts
should be made to differentiate among (a) regular, long-term programs and

short-termprgjectsand activities, (b) thosethat have potentid to produce mgor

resultsand thoselikely to produce superficd outcomes, and (€) those designed

to bendfit many students and those designed to sarve afew.

Because of the fragmented way policies and practices have been etablished,
there tends to be inefficdency and redundancy, as well as mgor gapsin efforts
to address barriersto learning. Thus alogicd focus for analyses is how to
reduce fragmentation and fill ggps in ways that increase efectiveness and
effidency. Another agpect of theandysesinvalvesidentifying adtivitiesthat have
litle or no effects; these represent resources that can be redeployed to hdp
underwrite the cogts of filling mgor gaps

Bdowwe describe how dl thiscan bedone using theframework devel oped for
operationdizing an enabling component (see Appendix A). Use of a wdl-
concaived framework avoidsthe tendency to create laundry-ligs of thevarious
programs and sarvices offered a aschoal . Such ligscommunicate afragmented
picture rather than a comprehendve, multifaceted, cohesve goproach and
provideinauffident informetion for anayzing how wel resources arebeing used.
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Step 1: School-Focused Mapping

The matrix below provides aframework for the school-based resource mechanism (eg., a Resource

Coordinating Team) to begin mapping.

AREAS OF CONCERN FOR MAPPING

Classroom- Crisis Support Home Community  Student System
Focused Response Involvement Outreach & Change
Enabling & Transitions in (including Family Activity
Activity Prevention Schooling  volunteers) Assistance

Systems of

Prevention

Systemsto

Respond

Early-After-

Onset

Systems of

Cae

As ads for mapping, our Center has
developed a st of toodls that outlines the
types of ativities schools might havein thee
vaious aess. (See Appendix D for a
description and for informetion on acoessing
these toals by downloading them from our
webgte or requesing a copy from the
Center.)

The mgpping should indude dl digrict-levd
and community resourcesthet have had some
direct connection with thework of the schoadl.
As noted above, the mapping should dso
indude efforts to differentiate (8) regular,
long-term  programs and short-term projects
and activities, (b) thosethat have potentid to
produce mgor results and those likdy to
produce superficid outcomes, and (C) those
designed to bendfit many sudents and those
desgned to serve afew.

After mapping each areq, the products can be usd
immediatdy to communicatein an organized manner
what the schoal iscurrently doing to addressbarriers
to learning and promate hedthy development. With
rdivey little effort, the products can be an
important gep forward in "sodd makeing' the
school's efforts to meet the needs of dl sudents
Appendix D provides examples of summaries
related to such mapping. After devdoping such
ummaies they can be copied as a st and
cdreulaed to dl dakeholders, and can even be
condensed into a brochure, newdetter, and other
formatsthat will beussful to Sakeholders. They dso
can be mounted as a s&t on poster board and
displayed prominently in the d&ff lounge, the man
hdlway, and anywhere d<ein the school wherethe
presentation will be widdy seen. The point is to
meke certain that everyone begins to undergand
what dready exigs and that work is underway to
devdop a comprehengve, multifaceted, cohesve
aoproach.
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Step 1:
Mapping the
" Family" of
Schools

Step 2:
Analyses

Onceindividua schodls have donethar initid mgpping, the schoolsin afesder
pattern (or an other-wise designated "family" of schools) can meet together to
pool the information. At this juncture, efforts should dso be mede to identify
other didrict-level and community resources thet could be brought to thefamily
of schools

Here, agan, the products of the expanded mapping engender a sgnificant
opportunity for socid marketing.

In anticipeting the analyses of resources, it isimportant & the family of schodls
leve to desgnate whether the resources currently are deployed a dementary,
midde, high schod, or & dl levds

With the initid mgpping done, the focus turns to andyzing how resources are
currently used. Theamisto deve op specific recommendationsfor improving the
work a each schoal through enhancing use of theresources currently & aschool
and enhanding resources through collaboration among the family of schodlsand
with neighborhood resources

Essntidly, the process involves conducting a gep andyds That is, exising
resources are lad out in the context of the vison schools have for a
comprehensive, multifaceted, and integrated gpproach to addressing barriersto
learning and promoting healthy development (e.g., see Appendix A). Fromthet
perspective, the andyss focuses on (1) what parts arein place, (2) what's il
missng, and (3) what needs to be done to improve matters

(1) What's in place? Discusson focuseson how effectiveand efficent current

orts are. Spedd attention is given to identifying redundent efforts, inefficent
use of resources, and ineffective activities. With respect to what is seen as
ineffective, the andyses should differentiate between adtivities thet might be
effective if they were better supported and those thet are not worth continuing
because they have nat mede a sgnificant impact or because they are not well-
concaved. This fadlitates generaing recommendations about what should be
discontinued S0 that resources can be redepl oyed to enhance current effortsand

fill geps

(2) What's still missing? Every school has a wish lig of programs and
sarvicesit needs. The andlyses put these into perspective of the schoadl's vison
for a comprehensve, multifaceted, and integrated gpproach to addressing
barriers to learning and promating hedthy devdopment. By doing this, the
andysesprovide an gppreciation of mgor ggps. Thus, rather thanmeking ad hoc
choices from a laundry-lig of wishes, recommendations can be based on a
%’eﬁdmﬂ;é ﬁ%/s's of current efforts that reguire enhancement and gaps that
to pefillea.

(3) How can resour ces be used better ? Anayses of how resources might
be used better firgt focus on identifying wasteful uses (i.e, redundancies,
ineffective activity, programs where codts far out-wegh benefits, lack of
coordination). Then, the emphadis is on promising programs thet are under-
supported. Fndly, discusson turns to exploring which gaps should befilled first
(eg., new activity that is as or even moreimportant then existing efforts).
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No schoal or family of schools can do everything a once -- epedidly
Step 3: when there is a great ded to do. Based on the andyses,
Recommendations recommenadations first must stress combining some efforts to reduce
for Denloving & redundancy & each sthod and for the family of sthodls ad
h epioying discontinuing ineffective activity. A second set of recommendetions
Enhancing focus on redepl E fresckup resourcesto strengthen promising efforts
Resources FHndly, reoom jons are made about prioritiesfor filling ggps and
for drategies to expand the pool of resources

With respect to expanding the poal of resources, the firg Srategy can
invave brading together the resources of the family of schools to
achieve economies of scale and to accomplish overlgpping activity.

Then, the focusis on enhanaing connections with community resources
inorder to enhance existing programsand sarvicesand fill spedific gaps.
Recommendations should darify how the limited community resources
can be added in integrated and equitable ways across the family of
schools Findly, recommendations can be made about seeking
additiond funds. (See Center Brief and Fact Sheet on Financing
Mental Health for Children & Adolescents.)

A Caveat

In building a comprehensive, multifaceted continuum of interventions, the team will be confronted by
the complementary chdlenges surrounding the needs for evidence-based strategies and
demonstrating resul ts. These matters must be addressed in ways that enhance rather than hinder

sem-wide effectiveness. The dilemmaarises because of thelimited natureand sz:oEeof interventions
that currently have strong research support. The best (not waysto be equated wit evidence-
based drategies for identifying and working with student's problems are for a smal num of non-
comorbid disorders. And, the data show efficacy -- not effectiveness. Clearly, before these Srategies
are seen as the answer, they must be widdy implemented in community and school settings, and they
must generate data that demonstrate enhanced cost-effectiveness.

But it should be stressed that there is a bigger problem related to addressing barriers to student
learning. Thisinvolvesinvesting in the devel opment and eva uation of interventionsthat go beyond one-
to-one and smal group approaches and that incorporate public hedth and primary prevention
initiatives. Such gpproaches must be comprehensive, multifaceted, and integrated and must encompass
afull intervention continuum in the form of ?/stems of prevention, systlems of early intervention (early
after the onset of problems), and systems of care. Development of such a continuum of overlgoping
systems requires mgjor school-based programs and school-community collaborations

In sampling the literature, it is evident that there is not a strong evidence base for addressing many
psychosocia problems (Center for Mental Hedlth in Schoals, 2001). Unfortunatdly, the field is not
moving in the direction of developing such an evidence base because (1) there is not support for the
type of research that must be carried out to determine the impact of comprehensive, multifaceted, and
integrated approaches, and (2) many inthefield arefaling into the trap of thinking large-scale problems
can be solved by reifying afew evidence-based interventions. It is striking that there never has been
a formd dudy of the impact on a caichment area (eg., a neighborhood) of a comprehensive,
multifaceted, and integrated approach that encompasses a full intervention continuum in the form of
systems of prevention, early intervention, and care.
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Concluding Comments

Mo of usknow how hard it isto work effectively with agroup. Many saff membersa aschool Stehave
jobsthat dlow themto carry out their dutieseach day inrdativeisolaion of other $aff. And despitevarious
frugrations they encounter in doing so, they can seelittle to be gained through joining up with others In
fact, they often can paint to many committees and teams that drained their time and energy to little avall.

Despite dl this, the fact remainsthat no organization can be truly effective if everyone worksin isolaion.
And it isagmpletruth thet thereis no way for schools to play their role in addressng barriers to sudent
learning and enhancing hedlthy devel opment if acritica massof sakeholdersdo not work together towards
ashared vison. Thereare policiesto advocate for, decigonsto make, problemsto solve, and interventions
to plan, implement. and evduae

Obvioudy, true collaboration involves more than medting and talking. The point isto work together inway's
that produce the type of actions that result in effective programs.

The danger in creating new mechanismsisthat they can becomejust another task, another meeting -- busy
work. Infragructure must be designed in kesgping with the mgor functions to be carried out, and dl
functions must be carried out in the sarvice of avitd vison. Resource-ariented mechaniams are vduable
only if they are driven by and help advance an important vison. Leaders and fedlitators must be ableto
indill that vison in team membersand hdp them hold onto it evenwhen theinitia exatement of "newness'
wanes

In outlining the ongaing functions of mgpping, andlyzing, and deploying resources, we have dso sressd
thet, in our work, resource-oriented functions are done in the sarvice of building, sustaining, and evalving
a comprehensive, mulltifaceted, and cohesive gpproach to addressing barriers to learning and promoating
hedthy development. It isthat vison that sustains us and our colleagues
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