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BEST PRACTICE EXAMPLES OF TEAM COLLABORATION 
IN SUPPORT OF I&RS 

 
 
 
 
EXAMPLES OF BEST PRACTICES FROM OTHER STATES 

School-based teams are used in a variety of configurations in school 
districts across the country as an approach for providing supportive 
services for regular education students’ learning, behavior and health 
issues. Research data and field experiences from a variety of states 
clearly support the efficacy of the I&RS team approach. The names and 
structures of the programs differ, but the concepts, characteristics and 
operating principles are the same. Described below are similar programs 
in two states: 
 
 

Pennsylvania 
 
 

Over a five-year phase-in period, all 501 
Pennsylvania school districts implemented the 
Instructional Support Team (IST) program in 
grades K-6, and the Student Assistance Program 

Core Team program in grades 7-12. These programs are designed to 
assist any student who is experiencing difficulty in the classroom due to 
consistent academic, social-emotional or behavioral problems. The IST 
and Core Team models help create a seamless system of support within 
schools for students and teachers, where assistance is provided in the 
regular classroom for the student who is at risk for school failure.  

Instructional 
Support Teams  
and Core Teams  

 
Some of the most extensive research on building-based collaborative 
processes has been conducted in Pennsylvania. Highlights of the reports 
on Pennsylvania’s experience with the multidisciplinary team approach 
for solving problems in the general education program are described 
below: 

 
 As much as a 67% decrease in the use of retention in grade, which 

can be seen as a predictor of fewer dropouts in subsequent grades. 
 

 Up to 46% fewer students referred for special education evaluations, 
than in schools not using the IST process. 

 
 An 85% or more success rate for students receiving IST services (i.e., 

students who were successful in regular education programs and not 
referred for special education evaluations). 
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Pennsylvania Instructional Support Teams and Core Teams, continued 
 

 On average, about 10% of a school’s student population are served 
each year by an IST. 

 
 Students involved in the IST process are placed in special education 

at the rate of 1% or less of the school population. In an average school 
of 500 students, five or fewer students are being identified annually 
for special education as a result of the general education support 
provided by the IST to staff, students and family. 

 
 School staff from all teams received training in the following subject 

areas to perform their functions:  
 

 Collaboration, problem solving, team building and team 
maintenance.  

 
 Instructional assessment.  

 
 Instructional adaptation. 

 
 Effective interaction patterns, student discipline and behavior 

management.   
 

 Student assistance for at-risk issues. 
 

 Schools that demonstrated high levels of implementation of the 
elements of the IST program produced better results for students’ 
learning than schools with low levels of implementation. That is, 
students profited from involvement in IST only when schools used the 
IST process as it was designed. Specifically, when schools had a low 
implementation of the IST training components, their results on 
student achievements were negligible, as compared to schools that 
had not initiated the IST program. 

 
 In schools that fully implemented the IST program, students receiving 

services displayed better time on task, task completion and task 
comprehension than students in schools that had not yet 
implemented IST or in schools where implementation was less 
thorough. 
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Rhode Island 

 
 

Rhode Island’s Classroom Alternatives Process 
(CAP)/Classroom Alternatives Support Team (CAST) 
is a system that provides support to general 
education teachers as they develop alternatives for 
students experiencing learning or behavioral 

difficulties in the classroom. The CAP/CAST provides schools with a  
mechanism for addressing the needs of students who do not require 
special education services, but who would benefit from some other type 
of intervention. Described below are highlights of information reported on 
this program: 

Classroom 
Alternatives 
Support Team  

 
 The most significant problems addressed by CAST were in the 

academic areas (45%), followed by behavior (33%).  
 

 There was a 2% reduction in referrals to special education. 
 

 Engaging educators in collaboration and providing support is an 
effective way to strengthen the capacity of general education teachers 
to educate and accommodate students exhibiting educational and 
behavioral difficulties. 
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RESEARCH RESULTS OF NEW JERSEY’S  
SCHOOL RESOURCE COMMITTEE PILOT PROGRAM 

 
A study of the New Jersey Department of Education’s School Resource 
Committee (SRC) pilot program was conducted by the Educational 
Testing Service (ETS). The report of ETS’ study, which was submitted to 
the New Jersey Department of Education in 1990, includes the following 
findings: 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 44% of staff requesting assistance said they sought help for students 

they would not have considered sending to the CST. 
 

 87% of SRC members and 73% of staff requesting assistance believed 
that the SRC process increased the capacity of regular education to 
serve non-classified students with learning and/or behavior problems. 
The following areas of impact were identified:  

 
1. District Programs - Several districts added programs as a direct 

result of the needs of students referred to the SRC (e.g., an 
alternative reading program, a transitional K-1 program, a 
homework club, a peer tutoring program, development of new 
materials for teachers) or expanded existing programs (e.g., learning 
centers, basic skills, increased time for English as a Second 
Language programs). 

 
2. School Administrators – The SRC made school administrators more 

aware of the needs of the students in their buildings and of the need 
for new and refined programs and services. It helped stimulate 
discussion among staff about student needs and how these needs 
should be addressed. The process also helped building principals 
identify student needs that they did not know existed, or that would 
have previously gone unnoticed because they (e.g., disaffected 
youth) were not serious enough to warrant CST consideration. 

 
3. Teachers – The SRC not only helped teachers deal with individual 

student problems, but provided an opportunity for professional 
growth. 
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Results of New Jersey’s School Resource Committee Pilot Program, continued 
 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

 Inappropriate referrals to CST were reduced by an average of 24% over 
the two-year period of the pilot program.  

 
 84% of SRC members, 70% of staff requesting assistance and even 

53% of teachers who had not used the SRC indicated that the SRC had 
helped to serve students who would have been inappropriately placed 
in special education. Nearly half of the teachers requesting assistance 
felt that they were meeting the needs of their non-classified students 
with learning and behavior problems better than when their school did 
not have an SRC. 

 
 The time CST members saved by doing less “formal” evaluation (i.e., 

testing) was spent conducting more “informal” assessments (e.g., 
observation, records review, review of documented accomplishments) 
and consulting with teachers and administrators. 

 
 The annual building-level costs for the pilot program ranged from $0 to 

$2,000, with the average cost being $591.00. 
 

 81% of SRC members and 64% of staff requesting assistance believed 
that the SRC increased teachers’ repertoire of both instructional and 
behavioral techniques.  

 
 90% of SRC members and 81% of staff requesting assistance believed 

the SRC provided an effective way for teachers to share expertise.  
 

 No teachers indicated that they avoided the SRC because others would 
think them poor teachers. Most of the teachers who did not use the 
SRC reported that they did not seek assistance because they had no 
students who required this type of assistance (50%) or because other 
sources of assistance were available (18%). Other reasons cited for not 
using the SRC were lack of familiarity with the process (10%), the time 
it took to get assistance (10%) and thinking the service would not be 
useful (13%). 
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Results of New Jersey’s School Resource Committee Pilot Program, continued 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
Other findings of the SRC program include: 
 

 The building-based teams were most likely to continue in districts 
where there were commitment and support from the central office 
administration and in schools where there were commitment and 
leadership from the principal. 

 
 Increased communication among regular education and special 

education teachers. 
 

 Provided teachers with modifications learned from the CST members 
and other special needs staff. 

 
 Gave teachers a place to go for support and assistance and streamlined 

interventions for students. 
 

 Provided teachers with the opportunity to brainstorm new classroom 
strategies and techniques and brought different points of view and 
areas of expertise to problem solving. 
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	A survey conducted by the American Association of University Women found that four out of five students have experienced some form of sexual harassment at school.  More than one third considered this harassment as a normal part of school life.  In a survey of school teachers reported by Telljohann, more than 20% said that students in their classes often use abusive language when describing homosexuals. Therefore, I&RS teams should remain cognizant of the possibility of harassment as a contributing factor to the concerns identified in requests for assistance. 
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	 Resource name.
	 Description of resource and its services.
	 Contact persons and their titles/roles.
	 Street and postal addresses, as well as electronic mail addresses.
	 Phone and facsimile numbers. 
	 Admission requirements. 
	 Financial arrangements. 
	It is helpful to establish formal, written agreements with community agencies that describe specific understandings and procedures with regard to (More information on these agreements can be found in the section of this manual titled Coordination of Home, Community and School Resources.):
	 Initial contact. 
	 Transportation and arrival of the student.
	 Release of information to and from both institutions. 
	 Communication while a student is receiving services. 
	 Provision of an educational program to the student while receiving services. 
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	In conducting interviews and in communications with colleagues who request assistance of the team, it is important for team members, particularly case coordinators, to consider the nature of their relationships with requestors. Since the focus of the I&RS team process is on the provision of assistance and support to colleagues and the team typically functions in a collaborative mode of operations (for more information on modes of operation see the Scope of Services for Building-based I&RS Teams section of the manual), it is valuable for team members to view themselves as consultants to their “clients.” Described below are characteristics of effective consultants that should drive team members interactions and the development of effective strategies for working with colleagues:
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	In her book, Taming the Dragons: Real Help for Real School Problems, Susan Setley asserts that students who struggle with their schoolwork tend to show three patterns in their learning: they learn inefficiently, inconsistently and incompletely. 
	The cerebral cortex is where higher cognitive processing occurs. When we educate students, we are essentially changing the structure and the chemistry in students’ neurons in their cerebral cortexes, growing receptive surfaces (dendrites) of nerve cells. The more students use what they learn, the more the neural pathway and the knowledge become permanent.
	Complete learning, that is learning that stays with us for long periods of time, takes place in stages or steps. At each of these steps, referred to by Setley as the Four Stages of Learning, we master a task a little more thoroughly, until we finally know it extremely well. Setley identifies the four steps, which are described below, as follows: Exposure Stage, Guided Learning Stage, Independence Stage and Mastery Stage.
	Four Stages of Learning
	Why is Learning Style Important?
	Scanning
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	School Discipline Summary
	As explained in an article titled Curriculum-based Assessment: An Introduction, by James A. Tucker, which was published in the Journal of Exceptional Children, curriculum-based assessment (CBA) is a relatively new term for a teaching practice that is as old as education itself: using the material to be learned as the basis for assessing the degree to which it has been learned. CBA holds that each student’s needs are best defined in terms of the context of his local educational program. 
	Negative school climate is one of several factors that have been found to increase students’ risk for involvement in self-destructive behaviors. Students’ risk for developing harmful behaviors can be decreased and student achievement, performance and safety can be improved by developing an atmosphere in schools where academic success, respect for self, others and property and the motivation to learn and actively participate in the school’s social life are expected and rewarded. 
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	There are instances where parents may resist or challenge the efforts of the I&RS team. Some suggestions to prepare for and address these circumstances are provided below:
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	Many models describe the stages and characteristics of the development of healthy and unhealthy, effective and ineffective groups, two of which are described below. In addition to understanding how groups grow, teams should understand practical reasons for why it is important to apply group development theories and the benefits of applying these models to the workings of their teams.



	The Truth Option
	INCLUSION STAGE 
	CONTROL STAGE
	OPENNESS STAGE

	Cog’s Ladder
	      Moving from Step 1 to Step 2
	Group members tend to exhibit patterns of behavior and/or preferred roles.  Effective team members are able to identify the presence of behaviors that help and hinder team operations and provide and receive supportive feedback on their contributions to the group. Competent team members work to develop role diversity and flexibility in order to provide the behaviors that will regularly move the group forward. The roles below, which have been adapted from Learning to Work in Groups, by Matthew Miles, must be fulfilled, at appropriate times, for groups to effectively accomplish their respective missions.

	TASK ROLES
	As is the case with most human enterprises, the degree to which team members openly and honestly communicate regarding both group task and maintenance concerns is the foundation of team effectiveness. Since communication is also at the heart of the team’s efforts with colleagues, parents and community members, on behalf of children, it is incumbent upon teams to faithfully monitor, evaluate, adapt and improve their communication patterns and skills. Described below are some skills and techniques that are essential for group cohesion and productivity.
	The Johari Window, described by Josph Luft in Of Human Interaction, is a model of interpersonal communication that team members can use as a basis for identifying behaviors and related information that will help maintain the group and improve interactions among colleagues, parents, community members and students.
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	6A:16-7.2       Functions of intervention and referral services


	These regulations establish uniform statewide policies and procedures for public school staff to report allegations of child abuse and to cooperate with the investigation of these allegations.
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