Team Map Activity
Purposeful Teaming
Step 1
To begin, we suggest you take an accounting of all school teams at work in your building, describing them in terms of
a) who serves on the team,
b) the responsibilities and purposes they fulfill, and
c) the specific roles people play on those teams necessary for them to function properly (e.g., team leaders, agenda creators, notetakers).
“Teams” may refer to committees, subcommittees, or work groups tasked with a specific aspect of life at your school (e.g., a Reinforcement Committee focused on maintaining a school store and planning school-wide celebrations). At this stage, the goal is not to try to optimize these arrangements. For now, just make a rough map of what the current state of teaming looks like in your building. With that in mind, the order in which you list teams is not important – simply add teams as they come to mind. Feel free to use the template offered below to engage in this activity. We also offer an example of a completed team map to show what kind of information might be documented.
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Step 2
After creating a preliminary list of all teams within your school, reflect and decide to what extent the team configuration would benefit from being integrated with each other or with the Ci3T Leadership Team. We offer a graphic organizer below as a starting point for your reflection and considering options for re-configuring teams if needed.
Considerations for Re-configuring Teams
	Reflections
	Suggestions

	Does the current configuration of teams allow your Ci3T Leadership Team to act as the executive committee in your school?
	· Ensure the leader of each team is a member of the Ci3T Leadership Team.
· Create procedures for submitting substantial decisions to the Ci3T Leadership Team for final approval. 

	Are all the critical needs of your school fulfilled through your current teaming structure?
	· Consider adding subcommittees (if needed) until all aspects of Ci3T implementation have a set of individuals whose responsibility it is to fulfil, led by a Ci3T Leadership Team member chairing the subcommittee.
· Strive to use the least number of teams possible (more teams = more complexity in coordination and communication).

	Is there redundancy or overlap between teams? If so, is this redundancy productive (e.g., facilitates easier communication due to people serving across multiple teams) or unproductive (e.g., teams trying to serve redundant roles, requiring conversations to occur twice)?
	· Examine how to consolidate teams based on overlap. 
· Consider merging teams or shifting responsibilities to a more appropriate team to remove redundancy.
· Ensure teams are “right sized,” taking into account a reasonable number of people to facilitate decision making.

	Do team members have sufficient decision-making power to put plans in place?
	· We strongly encourage the principal serve as the team leader of the Ci3T Leadership Team as they are the instructional leaders for the school with decision making authority.
· Ensure key decisions by other committees or teams are vetted by the Ci3T Leadership Team

	Is there a structure in place to facilitate communication between teams? For example, how can teams working on connecting students to Tier 2 supports (and monitoring implementation of those supports) provide updates to the Ci3T Leadership Team about what is working and what supports are needed?
	· Ensure each team’s leader is on the Ci3T Leadership Team to report back to as well as bring information to the team. Consider an efficient technology solution for inter-team communication (e.g., Microsoft Teams, Monday, Slack).


Based on your reflections, you may be planning substantive, minor, or no shifts in your overall team structure. Depending on your decisions, we encourage you to revisit the team map you created during Step 1. Make changes to the members of those teams and their responsibilities in accordance with your reflections. For example, if you determined some teams did not have sufficient decision-making power, perhaps an administrator (e.g., principal, vice principal, dean of students) could be added to that team. Or, if you identified additional sub-committees necessary to facilitate some aspects of implementation, add rows and draft initial members (e.g., roles, if not yet specific names) and responsibilities.
Step 3
Lastly, a critical consideration on the topic of school team configuration is within-team and across-team communication. Groups of educators might be doing excellent work, but if there is not a clear plan and procedure by which they communicate this work to other teams (e.g., the Ci3T Leadership Team) and colleagues (e.g., professional learning community), the value of this work may be diminished. Therefore, the last step in completing a map of your school teams is to plan for how communication will take place between teams.
A common approach is to have members of the Ci3T Leadership Team embedded on each subcommittee or leading each subcommittee (if feasible). That member would be responsible for making sure their subcommittee is well-informed about Ci3T updates (e.g., plans for professional learning, knowledge of where to access data) and be ready to explain tasks delegated to that team. For example, if you have a Professional Learning subcommittee, a Ci3T Leadership Team member serving on that subcommittee can share decisions regarding what professional learning is needed based on recent data. They can also share resources for providing professional learning (such as sharing ENHANCE Ci3T modules!).  Similarly, this person can also share updates about progress being made by subcommittees to the Ci3T Leadership Team, which enables information to flow in both directions.
If this set-up is impractical based on limited team member time, an alternative is to set up a carefully structured digital space where agendas can be saved and linked, allowing subcommittee members to see relevant action items from the Ci3T Leadership Team and for the Ci3T Leadership Team to access updates on those action items. For suggestions about setting up digital meeting structures, see module A Guide to Effective Ci3T Leadership Team Meetings. 
Step 4
As you finalize plans about team configurations or structures, we encourage you to create a visual to help communicate how teams are related to each other and their respective roles and responsibilities. You might create a polished version of the Team Map Activity table or utilize the example School Team Organizational Chart template to create your own infographic. Consider adding this to the Ci3T Implementation Manual as an appendix and also to each committee/sub-committee agenda to ensure the teaming structure is transparent to all team members.
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Lincoln Elementary School Example Team Map
	Team
	Members
	Team Responsibilities
	Team Roles

	Ci3T Leadership Team
	· Building administrator
· District representative
· General education teacher 1
· General education teacher 2
· Special education teacher
· Parent representative
· Student representative
· Additional 1 (e.g., school psychologist)
· Additional 2 (e.g., school counselor, social worker)
· Ci3T Coach
	· Guide school-wide implementation of Tier 1
· Develop, update, and provide staff with implementation materials (e.g., print/digital copies of Ci3T Implementation Manuals, posters, tickets)
· Facilitate collection of data (e.g., screening, treatment integrity and social validity)
· Review summary data to examine overall student performance (e.g., percentage of students in low-, moderate-, and high-risk categories) and examine by grade levels and teachers
· Share data with stakeholders
· Use data summaries to identify professional learning needs
· Provide faculty and staff with ongoing training and resources to support Ci3T implementation
· Solicit district support when needed (e.g., requesting professional learning funds, collecting data, using district data systems)
	· Team leader
· Notetaker
· Timekeeper
· Data analyst

	Grade-level PLCs
	· Educators from each grade level meet together
· Reading and math interventionists rotate through PLCs (join 1 PLC per week)
· Special educators and related service providers rotate through PLCs (join 1 PLC per week)
	· Collaborate on curricular planning
· Review class-wide data and connect students to teacher-delivered Tier 2 or Tier 3 interventions (teachers can also individually review their data and connect students to these Tier 2 and Tier 3 interventions)
· Coordinate with interventionists to review data (student progress, treatment integrity, social validity) for ongoing Tier 2 and Tier 3 interventions
	· Team leader
· Notetaker
· Ci3T Leadership Team liaison

	Prereferral Intervention Team (e.g., General Education Intervention [GEI] Team)
	· School psychologist
· Reading specialist
· Math interventionist
· Behavior specialist
· Special education teacher
· General education teachers  
	· Coordinate with general education teachers and interventionists to review and revise intervention plans for students receiving Tier 2 or Tier 3 interventions (implemented with fidelity) but not making expected progress
· Create formal goals and action plans for increasing intervention intensity
· Coordinate with parents and community agencies as appropriate
	· Team leader
· Notetaker
· Timekeeper
· Data analyst
· Ci3T Leadership Team liaison

	Mental Health Team
	· School psychologist
· School counselor
· Parent involvement facilitator
· Behavior specialist
· School nurse
· Social worker
· Building administrator
· Special and general education teachers (when discussing their student)
	· Review school-wide and student-level data reflecting mental health needs (behavior screening, office discipline referrals, nurse visits, attendance, health records)
· Coordinate across multiple stakeholders (parents, general and special educators, related service providers, community mental health providers) to implement Tier 2 and/or Tier 3 interventions to support student well-being
· Review data for Tier 2 and/or Tier 3 interventions supported by Mental Health Team
	· Team leader
· Notetaker
· Timekeeper
· Data analyst
· Ci3T Leadership Team liaison

	Special Education Team
	· School psychologist
· Special education teachers
· Related service providers
· Building administrator
· General educators (when discussing their student)
	· Review special education caseloads
· Review data relevant to upcoming annual Individualized Education Program (IEP) meetings, re-evaluations, initial evaluations; plan updates to annual goals, service plans, behavior intervention plans as needed
	· Team leader
· Notetaker
· Timekeeper
· Ci3T Leadership Team liaison

	Building Logistics Team
	· Building administrator
· General education teacher
· General education teacher
· General education teacher
· Special education teacher
· Specials teacher
· Instructional coach
	· Coordinate building logistics related to master calendar, arrival/dismissal, celebrations, special events, etc.
· Review school policies and procedures as needed (in conjunction with Ci3T Leadership Team)
	· Team leader
· Notetaker
· Timekeeper
· Ci3T Leadership Team liaison

	Professional Development Team
	· Special education teacher
· General education teacher
· Instructional coach
	· Determine professional development needs based on school-wide data, collaborating with the Ci3T Leadership Team
· Manage professional development calendar
· Plan and communicate with faculty and staff about upcoming professional development opportunities
· Coordinate annual Ci3T roll-out plans (in collaboration with the Ci3T Leadership Team)
	· Team leader
· Notetaker
· Timekeeper
· Ci3T Leadership Team liaison

	Reinforcement Team
	· Behavior specialist
· General education teacher
· School counselor
· Special education paraprofessional
· Instructional support assistant
· Administrative assistant
· Parent(s)
	· Manage school-wide store for students to use universal reinforcers to:
· purchase supplies and other tangibles
· enter chance drawings
· purchase special privileges and other non-tangibles (e.g., have lunch with the principal, donate to nonprofit organizations)
· Manage printing of school-wide tickets and distribution to all faculty and staff members
· Plan school-wide celebrations for positive behavior
· Coordinate activities and opportunities to reinforce faculty and staff and family/community members (see Procedures for Reinforcing in your Ci3T Implementation Manual)
· Plan school-wide service projects (e.g., tickets to participate in and/or purchase items for local nonprofits)
	· Notetaker
· Timekeeper
· Ci3T Leadership Team liaison
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