
[image: ]TOOLS AND WORKSHEETS

2 | Table of contents

[bookmark: _Toc241355731][bookmark: _Toc241562571]
[image: ]The Midwest Center for School Mental Health works to strengthen the capacity of schools and communities to support the mental health and well-being of students and the adults who serve them. The Center provides training, technical assistance, resources, and implementation support to help schools use evidence and local information to develop practical, sustainable approaches that fit their needs and context.
This toolkit was developed to help schools and districts move beyond one-size-fits-all approaches to staff well-being. It provides a structured process for understanding staff experiences, identifying workplace conditions that contribute to stress and burnout, selecting and testing promising strategies, and implementing changes in ways that are feasible, equitable, and sustainable.
Recommended citation: Holm-Hansen, C., & Sander, M. (2026). Building the conditions for staff well-being: A toolkit for addressing school staff stress and burnout. Midwest Center for School Mental Health. 
Contact us
Midwest Center for School Mental Health
https://www.midwestschoolmentalhealth.com/  
For questions about this toolkit, training or technical assistance, or other Midwest Center resources, contact the lead author at cheryl.holm-hansen@midwestschoolmentalhealth.com.
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Use this plan throughout the five-phase process to capture the most important findings, decisions, and learning from your staff well-being work. Supporting tools and worksheets provide additional structure when needed; this plan captures the information that should carry forward.
Keep it useful rather than comprehensive. You do not need to transfer every finding, discussion, or piece of data into this document. Record enough that a new team member could understand what you are trying to improve, why you made key decisions, what you have learned, and what should happen next.
Update the plan as your understanding changes. Earlier conclusions do not need to be preserved simply because they were written down. When an important decision changes, briefly record what changed and why so the reasoning remains visible.
Initiative overview
School/district: ______________________________________________________________________________
Initiative/team name, if applicable: _____________________________________________________________
Design team lead/contact: ____________________________________________________________________
Date work began: _____________________________    Last updated: ________________________________
Current phase: ☐ Phase 1 	☐ Phase 2 	☐ Phase 3	☐ Phase 4 	☐ Phase 5

At a glance
Use this section as a brief summary of the initiative. Update it as the work progresses.

The staff well-being issue we are currently addressing: 



Our current target for change: 





The strategy we are currently testing or implementing: 



Our next major decision or action: 



[bookmark: _Toc241355821][bookmark: _Toc241562793]Phase 1: Prepare & build readiness
Why we started
What prompted this work? Describe the concern, opportunity, event, or information that led the school or district to begin a staff well-being process. 



Relevant context
What does someone need to understand about the setting in which this work is taking place? Consider major organizational changes, staffing conditions, other initiatives, leadership transitions, resources, constraints, or other circumstances that may influence the work.



What we learned about readiness
What important strengths or facilitators were identified? How do they impact the work?



What important readiness challenges or barriers were identified? How do they impact the work?



What actions are we taking to strengthen readiness?



Leadership and decision-making
What commitments have leaders made to support the process? Who has authority to make the kinds of decisions this work may require?



Design team
Who is represented on the team?



What important perspectives are not represented directly? How will we include them?



Phase 1 decision
Why are we ready to move forward? What readiness issues will we continue to address as we proceed?



[bookmark: _Toc241355822][bookmark: _Toc241562794]Phase 2: Understand staff experiences
What staff are experiencing
Summarize the most important patterns that emerged from staff input and other information. Include strengths and positive experiences as well as sources of strain.



Important differences
How do experiences differ across roles, groups, settings, schedules, career stages, or other relevant circumstances? What might be hidden by an overall average?




Positive findings
What existing strengths, practices, relationships, resources, or conditions appear to make the situation better?



Uncertainties
What do we still not understand?



Issues warranting deeper investigation
What concerns emerged as potential priorities?



Phase 2 decision
What will we carry into Phase 3, and why?



[bookmark: _Toc241355823][bookmark: _Toc241562795]PHASE 3: Prioritize issues & select potential strategies
Priority and rationale
Priority: Click or tap here to enter text.									

Why did we select this issue for focused attention? Summarize the evidence and reasoning. Consider importance, reach, persistence, equity, organizational influence, and opportunity for meaningful improvement.



What other important issues are we not addressing now? Why not? Do we plan to address them in the future?


Problem statement
Describe the problem without assuming its cause or solution. Identify what is happening, who is affected, when or where it occurs, and why it matters.



Contributing factors
Summarize the factors that appear to produce or sustain the problem.

	Contributing factor
	What supports this conclusion?
	Confidence rating

	Click or tap here to enter text.	Click or tap here to enter text.	☐ Supported
☐ Plausible
☐ Assumption

	Click or tap here to enter text.	Click or tap here to enter text.	☐ Supported
☐ Plausible
☐ Assumption

	Click or tap here to enter text.	Click or tap here to enter text.	☐ Supported
☐ Plausible
☐ Assumption



Strengths to protect or build on
What conditions already make the problem less severe or help staff manage it successfully?



Target for change
What condition have we decided to change?



Why is this an important and appropriate target?


Complete the team's current theory:
If we can change Click or tap here to enter text., we expect Click or tap here to enter text. to improve because Click or tap here to enter text..

Strategy selected
Strategy: Click or tap here to enter text.									

How is the strategy expected to change the target?
Click or tap here to enter text.


Alternatives considered
	Strategy considered
	Why we considered it
	Why we did not select it

	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.


Why did we select this strategy? Summarize the rationale, including relevant evidence, staff experience, local context, feasibility, equity, and anticipated burden.



What assumptions do we have about this strategy? What must be true for this strategy to work here?



What do we most need to learn through the pilot?



[bookmark: _Toc241355824][bookmark: _Toc241562796]Phase 4: Pilot test strategy & assess success
Pilot test
What did we test?



Who participated, where, and for how long?



What did we expect to happen?



What we learned
Did we implement the strategy as intended?



Did the target condition change?



What did staff experience? What helped? What remained difficult?



What else happened? Describe important unintended benefits, problems, burdens, or consequences.



Who experienced the pilot differently?





What happened to our assumptions?

	Important assumption
	What we learned
	Still uncertain?

	Click or tap here to enter text.	Click or tap here to enter text.	☐
	Click or tap here to enter text.	Click or tap here to enter text.	☐
	Click or tap here to enter text.	Click or tap here to enter text.	☐


Phase 4 decision
☐ Keep as designed
☐ Adapt and test again
☐ Expand the test
☐ Move to broader implementation
☐ Return to Phase 3
☐ Stop this strategy

Why did you make this decision?



What changes will we make before broader implementation?



[bookmark: _Toc241355825][bookmark: _Toc241562797]Phase 5: Implement, adapt & sustain
What we are implementing
What is the core purpose of the strategy we are implementing?



What core elements need to remain in place for the strategy to accomplish its purpose?




What elements are flexible? What can vary across staff, settings, schedules, or other contexts?



What should not change or happen as the strategy is adapted?



Implementation barriers and facilitators
What conditions are most likely to affect implementation? Consider factors such as strategy, people, team and relationships, leadership, workflow and systems, resources and capacity, or broader context.



What will help implementation?



What could get in the way?



Implementation strategies and rationale
What will you do to support successful implementation? Connect each support to the condition it is intended to address.

	Barrier or need
	Implementation strategy/ 
support
	Why this support?
	Who is responsible?

	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.


Implementation and well-being outcomes
Was the strategy implemented? What happened in terms of reach, use, feasibility, fidelity to core elements, or other aspects of implementation?



Did it help? What happened to the target condition and the staff experience the strategy was intended to improve?



What else happened? What unintended benefits, problems, inequities, or burdens emerged?



Who experienced the change differently?



Adaptations
Record adaptations that meaningfully changed the strategy, its implementation supports, or the surrounding system.

	What changed?
	Why?
	What happened?
	Keep the change?

	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.


Next decision
What have we learned overall? Summarize the most important conclusion from the work to date.



What should happen next?
☐ CONTINUE — Maintain the strategy largely as implemented.
☐ EXPAND — Extend it to additional staff, settings, or circumstances.
☐ ADAPT — Continue the strategy with meaningful changes.
☐ REDUCE — Retain useful components while reducing unnecessary activity or support.
☐ REPLACE — Use another strategy that now appears more appropriate.
☐ STOP / DE-IMPLEMENT — Discontinue the strategy or selected components.
☐ RETURN TO AN EARLIER PHASE — New learning requires us to reconsider the problem, contributing factors, target, or strategy.

Why should this happen next?



What needs to be sustained? What should become part of normal schedules, workflows, policies, roles, onboarding, resources, monitoring, or leadership responsibilities?



What should be changed or stopped?



What do we still need to learn?



Next steps
	Next step
	Person(s) responsible
	By when?

	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.


Next review date: Click or tap to enter a date.
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Back to Phase 1
Use the following questions to begin a conversation about readiness. The goal is not necessarily to answer every question, but to surface different perspectives, identify areas of agreement or uncertainty, and better understand the context in which the work will take place. Select the most useful questions for understanding your current readiness.
[bookmark: _Toc241355826][bookmark: _Toc241562799]Motivation and commitment
What tells us that staff well-being deserves our attention right now?
What are we hearing or seeing that suggests staff well-being is important to address?
If nothing changes over the next three years, what could happen?
How is staff stress affecting students, families, staff retention, or the broader school community?
Where does staff well-being currently fit among school or district priorities?
How confident are we that changes to working conditions and organizational practices (not just self-care) can make a meaningful difference?
What have we learned from previous staff well-being efforts? Why might this approach lead to different results?
Why is now the right time (or not the right time) to begin this work?
Are staff and leaders willing to invest sustained attention, time, and resources in this work?
[bookmark: _Toc241355827][bookmark: _Toc241562800]General organizational capacity
Does our organization have a strong foundation for improvement and change?
How safe is it for staff to share honest feedback, including concerns about existing practices?
How much trust exists between staff and leadership?
How effectively do staff and leaders work together to solve problems?
Do staff have meaningful opportunities to participate in decisions that affect their work?
What previous improvement efforts have gone well? What organizational conditions contributed to their success?
What have we learned from improvement efforts that struggled?
How effectively does the organization create time and space for collaborative problem-solving and improvement?
How comfortable are we using data and staff feedback to guide decisions?
How do we typically respond when data or feedback reveal uncomfortable truths?
How well do we communicate decisions and explain how staff input influenced them?
How effectively do we adapt when an improvement effort does not go as planned?
[bookmark: _Toc241355828][bookmark: _Toc241562801]Capacity specific to this work
Who will champion this effort?
Who will coordinate and help move the work forward?
Can we create a design team that represents different roles, perspectives, and experiences?
Will design team members have sufficient time to participate meaningfully?
How will we create conditions in which staff can speak candidly about their experiences?
Do we have the skills and methods needed to gather, interpret, and use staff input effectively?
Are there areas in which we may need outside support, such as facilitation, information gathering, or data analysis?
Does the design team have sufficient influence or access to decision makers to pursue meaningful changes?
How will we communicate what we hear, what we decide, and what happens next?
Do we have the resources and capacity to test potential solutions, gather feedback, and adapt them based on what we learn?
How committed are leaders to identifying and addressing root causes of stress and burnout?
How willing are we to examine policies, practices, routines, working conditions, or resource decisions that may contribute to stress?
If staff identify issues that are difficult or expensive to address, how will we respond?
How can successful changes become part of how we work rather than a one-time initiative?
[bookmark: _Toc241355829][bookmark: _Toc241562802]Overall reflection
What gives us confidence that we are ready to begin? What gives us pause?
Which readiness conditions are strongest? Which need attention?
What could we strengthen before beginning the design process?
Which challenges can we address as part of the process rather than waiting until conditions are perfect?

	1 Prepare
	2 Understand
	3 Prioritize
	4 Pilot
	5 Implement
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Back to Phase 1
For each statement, rate the extent to which the condition is currently in place. Consider including people with different roles and perspectives in the rating process. Differences in ratings can be as informative as the ratings themselves and may identify issues that warrant further discussion.

	1 = Not in place
	2 = Partially in place
	3 = Mostly in place
	4 = Strongly in place


[bookmark: _Toc241355830][bookmark: _Toc241562804]Motivation and commitment
	READINESS ITEM
	RATING (1-4)

	Staff and leaders view improving staff well-being as an important organizational priority.
	Click or tap here to enter text.
	There is recognition that working conditions and organizational practices can contribute to staff stress and well-being.
	Click or tap here to enter text.
	There is interest in addressing underlying causes of stress—not only offering individual wellness activities.
	Click or tap here to enter text.
	Staff and leaders believe meaningful improvement is possible.
	Click or tap here to enter text.
	There is sufficient urgency and commitment to sustain attention to this work over time.
	Click or tap here to enter text.
	The proposed approach is seen as compatible with other school or district priorities.
	Click or tap here to enter text.
	Staff and leaders see value in investing time and resources in this work.
	Click or tap here to enter text.


Consider: Where is motivation strongest? Where is there uncertainty or resistance? What might increase the perceived importance, value, or feasibility of this work?





[bookmark: _Toc241355831][bookmark: _Toc241562805]General Organizational Capacity
	1 = Not in place
	2 = Partially in place
	3 = Mostly in place
	4 = Strongly in place



	READINESS ITEM
	RATING (1-4)

	Leaders provide visible and consistent support for organizational learning and improvement.
	Click or tap here to enter text.
	Staff generally trust that concerns can be raised without negative consequences.
	Click or tap here to enter text.
	Staff have meaningful opportunities to participate in decisions that affect their work.
	Click or tap here to enter text.
	Staff and leaders can work together effectively to identify and solve problems.
	Click or tap here to enter text.
	The organization communicates effectively across roles and groups.
	Click or tap here to enter text.
	Leaders communicate transparently about decisions, including how staff input influenced those decisions.
	Click or tap here to enter text.
	The organization has structures and routines that create space for collaborative problem-solving and improvement.
	Click or tap here to enter text.
	The organization has experience using data and feedback to guide decisions.
	Click or tap here to enter text.
	The organization can follow through on improvement priorities.
	Click or tap here to enter text.
	The organizational climate supports experimentation, learning, and course correction.
	Click or tap here to enter text.


Consider: Which aspects of our organizational environment will support this work? Which could make meaningful staff participation or organizational change more difficult
Click or tap here to enter text.




[bookmark: _Toc241355832][bookmark: _Toc241562806]Capacity specific to this work
	1 = Not in place
	2 = Partially in place
	3 = Mostly in place
	4 = Strongly in place



	READINESS ITEM
	RATING (1-4)

	We have – or can create – a representative design team.
	Click or tap here to enter text.
	We have an identified leader or champion who can build support for and help advance this work.
	Click or tap here to enter text.
	Design team members will have sufficient protected time to participate meaningfully.
	Click or tap here to enter text.
	We have ways to gather candid input from staff.
	Click or tap here to enter text.
	We can access useful data about staff experiences and working conditions.
	Click or tap here to enter text.
	We have – or can access- people with the skills needed to facilitate listening, design, and improvement activities effectively.
	Click or tap here to enter text.
	The design team has sufficient authority or influence to pursue meaningful changes.
	Click or tap here to enter text.
	Leaders are willing to consider changes to policies, practices, routines, working conditions, or resource allocation when these contribute to staff stress.
	Click or tap here to enter text.
	Leaders are prepared to hear and respond constructively when staff identify difficult, sensitive, or potentially costly issues.
	Click or tap here to enter text.
	Resources are available to test at least some potential solutions.
	Click or tap here to enter text.
	We have the capacity to pilot potential strategies, gather feedback, and adapt them based on what we learn.
	Click or tap here to enter text.
	We have a way to communicate what we hear, what we decide, and what happens next.
	Click or tap here to enter text.


Consider: Which capacities are already in place? What additional people, skills, resources, authority, or supports might be needed to carry out this process successfully?






[bookmark: Readiness_summary][bookmark: _Toc241562807]
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[bookmark: _Toc241676374][bookmark: _Toc241874894]Readiness summary & plan
Back to Phase 1
Based on the readiness information that you have gathered:

What are your strongest readiness assets?



What conditions could interfere with this staff well-being initiative?



What conditions should be addressed before starting a staff well-being initiative?



What conditions can be strengthened while you move forward with this initiative?



What specific actions will you take to build readiness? Who will take these actions, and when will they occur?



With whom should you share this information? When and in what format?






[bookmark: Leadership_reflection][bookmark: _Toc241562808]
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[bookmark: _Toc241676375][bookmark: _Toc241874895]Reflection: Will school leaders support the staff well-being initiative?
Back to Phase 1

Use the following questions to begin a conversation about leadership support. The goal is not necessarily to answer every question, but to surface different perspectives, identify areas of agreement or uncertainty, and better understand the context in which the work will take place.
Who are the leaders whose support will be important to this work? Who has formal decision-making authority? Who has informal influence?
How have leaders demonstrated that staff well-being is—or is not—an organizational priority?
Do leaders understand the purpose and basic approach of this initiative, including its emphasis on staff voice and organizational causes of stress?
Are leaders prepared to listen to staff experiences without assuming they already know the problems or solutions?
How comfortable are leaders hearing feedback that may be critical of existing policies, practices, routines, or leadership decisions?
Are leaders willing to consider organizational changes to reduce staff stress?
What authority will the design team have? What decisions can it make independently, and which decisions will require leadership approval?
Are leaders willing and able to provide time, resources, information, and access to decision makers when needed?
How will leaders protect opportunities for candid staff participation, particularly when staff perspectives differ from leadership perspectives?
How do leaders typically respond when improvement efforts encounter barriers or do not work as expected?
Will leaders support testing and adapting strategies rather than expecting the first solution to work perfectly?
How will leaders communicate what they hear, what decisions are made, and why?
What might compete with leadership attention to this work? How can support be sustained over time?
Are there important leaders who are uncertain, skeptical, or opposed? What concerns are driving their perspective?

[bookmark: Leadership_assessment][bookmark: _Toc241562809]
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[bookmark: _Toc241676376][bookmark: _Toc241874896]Leadership support assessment
Back to Phase 1
The following assessment is informed by the four dimensions of implementation leadership identified by Aarons and colleagues (2014)—proactive, knowledgeable, supportive, and perseverant leadership—and incorporates additional principles from human-centered design and implementation science that are particularly important to this staff well-being process.
Whenever possible, gather perspectives from people in different roles rather than relying exclusively on leader self-assessment. Differences in ratings can provide important information about where additional discussion, clarification, or action may be needed. For each statement, rate the extent to which the condition is currently in place:

	1 = Not in place
	2 = Partially in place
	3 = Mostly in place
	4 = Strongly in place
	? = We do not know/ more information is needed



[bookmark: _Toc241355833][bookmark: _Toc241562810]Proactive Leadership: Do leaders anticipate what will be needed and actively create conditions for the work to succeed?
	LEADERSHIP BEHAVIOR
	RATING (1-4)

	Leaders communicate that improving staff well-being is an important organizational priority.
	Click or tap here to enter text.
	Leaders help clarify roles, responsibilities, decision-making authority, and expectations for the work.
	Click or tap here to enter text.
	Leaders anticipate potential barriers and work with the team to address them.
	Click or tap here to enter text.
	Leaders provide or help secure the time, information, resources, and access to the decision-makers needed to carry out the work.
	Click or tap here to enter text.
	Leaders connect this work to broader school or district priorities rather than treated it as an isolated initiative.
	Click or tap here to enter text.


[bookmark: _Toc241355834][bookmark: _Toc241562811]

Knowledgeable Leadership: Do leaders understand the work well enough to guide and support it effectively?
	1 = Not in place
	2 = Partially in place
	3 = Mostly in place
	4 = Strongly in place
	? = We do not know/ more information is needed



	LEADERSHIP BEHAVIOR
	RATING (1-4)

	Leaders understand that working conditions and organizational practices affect staff well-being (not just individual factors).
	Click or tap here to enter text.
	Leaders understand the purpose and major steps of the staff well-being design and implementation process.
	Click or tap here to enter text.
	Leaders understand the importance of gathering staff perspectives before deciding what problems or solutions should be prioritized.
	Click or tap here to enter text.
	Leaders understand the value of testing potential strategies, gathering feedback, and adapting them before broader implementation.
	Click or tap here to enter text.
	Leaders know when and where to seek additional information, expertise, or support when implementation challenges arise.
	Click or tap here to enter text.


[bookmark: _Toc241355835][bookmark: _Toc241562812]Supportive Leadership: Do leaders actively support the people doing the work and create conditions that enable meaningful participation?
	1 = Not in place
	2 = Partially in place
	3 = Mostly in place
	4 = Strongly in place
	? = We do not know/ more information is needed



	LEADERSHIP BEHAVIOR
	RATING (1-4)

	Leaders create conditions in which staff can share candid feedback without fear of negative consequences.
	Click or tap here to enter text.
	Leaders protect time for staff and design team members to participate meaningfully in the process.
	Click or tap here to enter text.
	Leaders recognize and support staff who contribute time and effort to design and implementation activities.
	Click or tap here to enter text.
	Leaders respond constructively when the design team encounters barriers or needs assistance.
	Click or tap here to enter text.
	Leaders help remove organizational or system barriers that the design team cannot address on its own.
	Click or tap here to enter text.




[bookmark: _Toc241355836][bookmark: _Toc241562813]Perseverant Leadership: Do leaders maintain commitment while supporting learning and adaptation when challenges arise?
	1 = Not in place
	2 = Partially in place
	3 = Mostly in place
	4 = Strongly in place
	? = We do not know/ more information is needed



	LEADERSHIP BEHAVIOR
	RATING (1-4)

	Leaders maintain attention to staff well-being when competing priorities emerge.
	Click or tap here to enter text.
	Leaders follow through on commitments made during the process.
	Click or tap here to enter text.
	Leaders remain engaged when the work encounters setbacks, resistance, or unexpected challenges.
	Click or tap here to enter text.
	Leaders support learning and adaptation when a strategy does not work as expected rather than abandoning the effort or assigning blame.
	Click or tap here to enter text.
	Leaders support continued attention to successful changes so that improvements can become part of routine organizational practice.
	Click or tap here to enter text.


[bookmark: _Toc241355837][bookmark: _Toc241562814]Participatory and Transparent Leadership: Do leaders share influence, listen openly, and communicate honestly throughout the process?
	1 = Not in place
	2 = Partially in place
	3 = Mostly in place
	4 = Strongly in place
	? = We do not know/ more information is needed



	LEADERSHIP BEHAVIOR
	RATING (1-4)

	Leaders listen with curiosity and openness, including when staff feedback challenges existing assumptions, practices, or leadership decisions.
	Click or tap here to enter text.
	Leaders make space for perspectives from different roles and groups, including people whose voices may be less represented in routine decision-making. 
	Click or tap here to enter text.
	Leaders supporting meaningful staff participation in identifying problems, prioritizing needs, and developing potential solutions.
	Click or tap here to enter text.
	Leaders are willing to examine policies, practices, routines, working conditions, and resource decisions that may contribute to staff stress.
	Click or tap here to enter text.
	Leaders respond constructively when staff identify issues that are difficult, sensitive, or costly to address.
	Click or tap here to enter text.
	Leaders communicate transparently about what is being learned, how decisions will be made, and what happens next.
	Click or tap here to enter text.
	Leaders explain how staff input influenced decisions and provide explanations if recommendations cannot be acted upon.
	Click or tap here to enter text.

[bookmark: Leadership_summary][bookmark: _Toc241562815]
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[bookmark: _Toc241676377][bookmark: _Toc241874897]Leadership summary & plan
Back to Phase 1
Based on the leadership information that you have gathered:

What leadership strengths can we build on?



What leadership behaviors need to be strengthened?



What differences in perspectives emerged? What else needs to be done to ensure that varying perspectives are identified and understood?



What questions need to be clarified with leadership?



What specific actions are needed to strengthen leadership support? Who will take these actions, and when will they occur?






[bookmark: Designteam_reflection][bookmark: _Toc241562816]
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[bookmark: _Toc241676378][bookmark: _Toc241874898]Reflection: Do we have a design team prepared to lead this work?
Back to Phase 1

Before forming the design team, discuss what the team will need to accomplish, whose perspectives are important, and what conditions will help members participate meaningfully. Revisit these questions as the work progresses; the answers may change as the team learns more about staff experiences and the organizational conditions affecting well-being. You do not need to answer all questions. Select the ones that are most meaningful to your initiative.

[bookmark: _Toc241355838][bookmark: _Toc241562817]Purpose & authority
What are we asking this team to accomplish? Is the scope specific and manageable enough for the team to make meaningful progress?
How does the team's work connect to other school or district priorities and improvement efforts?
What decisions can the design team make independently? What requires leadership or other approval?
What resources, information, time, or organizational support will the team need to do the work well?
[bookmark: _Toc241355839][bookmark: _Toc241562818]Representation & perspective
Whose day-to-day work and well-being could be affected by the issues or changes this team considers?
Which roles, work settings, and experiences need to be represented on the team?
Whose perspectives are often less visible or less influential in organizational decision making?
Who has informal credibility or relationships that could help the team understand experiences beyond its own?
Which important perspectives cannot realistically be represented on the team? How and when will we seek those perspectives?
Are we asking any individual to “represent” an entire group whose experiences are likely to vary considerably?
[bookmark: _Toc241355840][bookmark: _Toc241562819]Participation & power
What differences in authority, status, role, or relationships could affect who speaks candidly and whose ideas receive the most attention?
What would help members feel comfortable questioning assumptions, disagreeing, acknowledging uncertainty, or raising difficult issues?
When will leadership participation strengthen the process, and when might staff benefit from opportunities to talk or work without supervisors present?
What team norms or practices could help prevent one person, role, or perspective from dominating the process?
[bookmark: _Toc241355841][bookmark: _Toc241562820]Skills, mindsets & ways of working
What strengths do potential team members bring—for example, curiosity, empathy, creativity, practical knowledge, constructive skepticism, facilitation skills, or ability to follow through?
Does the team include people who will ask good questions as well as people who can help turn ideas into action?
How comfortable are members with exploring a problem before deciding on a solution?
How will we recognize when we are relying on assumptions rather than evidence?
How will we respond when staff feedback challenges our own experiences, assumptions, or preferred solutions?
What skills or expertise might we need to access from outside the core team?
[bookmark: _Toc241355842][bookmark: _Toc241562821]Connection & accountability
How will the team stay connected to staff who are not members?
How will staff know what the team is learning and how their input is being used?
How will we continue to ask “Whose perspective are we missing?” as the work evolves?
How will we respond when staff identify an important issue that the team does not have the authority or resources to address?
How will we know whether the team is functioning well—and what will we do if it is not?



[bookmark: Designteam_assessment][bookmark: _Toc241562822]
2 | Part 3: Reflection – Do we have a design team prepared to lead this work?

[bookmark: _Toc241676379][bookmark: _Toc241874899]Design team assessment
Back to Phase 1
Use this assessment to identify strengths and areas that may need attention as the team's work evolves. Because team dynamics change over time, consider completing the assessment at several points, such as after the team is formed, after the team has gathered and interpreted staff experiences, and during pilot testing or implementation. Whenever possible, have members complete the assessment individually before discussing their responses as a group. Differences in ratings can reveal important issues that might otherwise remain hidden.

	1 = Not in place
	2 = Partially in place
	3 = Mostly in place
	4 = Strongly in place
	? = We do not know/ more information is needed



[bookmark: _Toc241355843][bookmark: _Toc241562823]Purpose, Structure & Support: Do we have a clear and manageable charge and the structures and support needed to carry it out?
	DESIGN TEAM CHARACTERISTICS
	RATING (1-4)

	We understand what our team is responsible for accomplishing.
	Click or tap here to enter text.
	We have a manageable scope for our work.
	Click or tap here to enter text.
	We understand how our work connects to broader school or district priorities.
	Click or tap here to enter text.
	Members understand their roles and responsibilities on the team.
	Click or tap here to enter text.
	We know what decisions the team can make and what requires approval.
	Click or tap here to enter text.
	We have sufficient time and organizational support to do the work well.
	Click or tap here to enter text.
	Leadership understands and supports the team's role and work.
	Click or tap here to enter text.
	We have access to the people, information, resources, and decision makers needed to move the work forward.
	Click or tap here to enter text.



	1 = Not in place
	2 = Partially in place
	3 = Mostly in place
	4 = Strongly in place
	? = We do not know/ more information is needed


[bookmark: _Toc241355844][bookmark: _Toc241562824]
Representation & Inclusion: Do we bring together the perspectives needed for this work and create conditions in which those perspectives have meaningful influence?
	DESIGN TEAM CHARACTERISTIC
	RATING (1-4)

	The team includes people from different staff roles relevant to the work.
	Click or tap here to enter text.
	The team represents different work settings, responsibilities, and experiences within the school or district.
	Click or tap here to enter text.
	We include both people who understand organizational decision making and people who experience its effects in their day-to-day work.
	Click or tap here to enter text.
	The team includes people with informal credibility and connections to different groups of staff.
	Click or tap here to enter text.
	Perspectives that are often less represented in organizational decision making are included or have a clear way to inform our work.
	Click or tap here to enter text.
	Members participate actively and have meaningful opportunities to contribute.
	Click or tap here to enter text.
	Different perspectives, questions, and respectful disagreement are welcomed.
	Click or tap here to enter text.
	No individual, role, or level of authority consistently dominates discussions or decisions.
	Click or tap here to enter text.
	Members can raise difficult issues or challenge assumptions without fear of negative consequences.
	Click or tap here to enter text.
	We actively identify and seek perspectives that are not represented on the team.
	Click or tap here to enter text.


	1 = Not in place
	2 = Partially in place
	3 = Mostly in place
	4 = Strongly in place
	? = We do not know/ more information is needed


[bookmark: _Toc241355845][bookmark: _Toc241562825]Team Process & Functioning: Do we have effective ways of working together and moving the work forward?


	DESIGN TEAM CHARACTERISTIC
	RATING (1-4)

	Meetings have clear purposes and agendas.
	Click or tap here to enter text.
	Team norms support respectful listening, equitable participation, and constructive disagreement.
	Click or tap here to enter text.
	We have an effective and understood process for making decisions.
	Click or tap here to enter text.
	We document important decisions, responsibilities, and next steps.
	Click or tap here to enter text.
	Members follow through on commitments between meetings.
	Click or tap here to enter text.
	We use our meeting time effectively while making enough space for exploration and discussion.
	Click or tap here to enter text.
	We address tensions or disagreements constructively rather than avoiding them.
	Click or tap here to enter text.
	We periodically reflect on how well the team is functioning and make changes when needed.
	Click or tap here to enter text.


	1 = Not in place
	2 = Partially in place
	3 = Mostly in place
	4 = Strongly in place
	? = We do not know/ more information is needed


[bookmark: _Toc241355846][bookmark: _Toc241562826]Learning & Human-Centered Design: Are we approaching the work with curiosity, evidence, and a willingness to learn and adapt?
	DESIGN TEAM CHARACTERISTIC
	RATING (1-4)

	We seek to understand staff experiences before deciding what the problems or solutions are.
	Click or tap here to enter text.
	We approach staff experiences with curiosity and openness, including when they challenge our assumptions.
	Click or tap here to enter text.
	We resist jumping prematurely to solutions.
	Click or tap here to enter text.
	We distinguish what we know from what we assume and seek additional information when needed.
	Click or tap here to enter text.
	We look for underlying organizational conditions and contributing factors rather than focusing only on symptoms.
	Click or tap here to enter text.
	We consider how problems and potential solutions may be experienced differently by different groups of staff.
	Click or tap here to enter text.
	We are willing to generate and consider multiple possible solutions rather than becoming attached to the first promising idea.
	Click or tap here to enter text.
	We are willing to test ideas on a small scale before implementing them broadly.
	Click or tap here to enter text.
	We use staff feedback and other evidence to learn from pilot testing.
	Click or tap here to enter text.
	We treat unexpected or disappointing results as opportunities to learn rather than simply as failures.
	Click or tap here to enter text.
	We change course when evidence suggests that an idea or approach needs to be adapted.
	Click or tap here to enter text.



	1 = Not in place
	2 = Partially in place
	3 = Mostly in place
	4 = Strongly in place
	? = We do not know/ more information is needed


[bookmark: _Toc241355847][bookmark: _Toc241562827]Connection, Influence, & Accountability: Are we staying connected to the broader staff and ensuring that what we learn can lead to meaningful action?
	DESIGN TEAM CHARACTERISTIC
	RATING (1-4)

	We regularly communicate with staff outside the design team.
	Click or tap here to enter text.
	We have effective ways to gather input from people who are not members of the team.
	Click or tap here to enter text.
	We communicate what we are learning, what decisions are being made, and what happens next.
	Click or tap here to enter text.



	1 = Not in place
	2 = Partially in place
	3 = Mostly in place
	4 = Strongly in place
	? = We do not know/ more information is needed


[bookmark: _Toc241355848][bookmark: _Toc241562828]Learning & Human-Centered Design: Are we approaching the work with curiosity, evidence, and a willingness to learn and adapt?
	DESIGN TEAM CHARACTERISTIC
	RATING (1-4)

	Staff can see how their input is influencing the process and resulting decisions.
	Click or tap here to enter text.
	When staff suggestions or priorities cannot be acted upon, we communicate the reasons clearly.
	Click or tap here to enter text.
	We have sufficient authority or influence—or access to people with that authority—to make meaningful progress.
	Click or tap here to enter text.
	We identify barriers that the team cannot address on its own and bring them to the appropriate leaders or decision makers.
	Click or tap here to enter text.
	We remain accountable to the staff whose experiences are informing the work, rather than allowing organizational convenience to become the primary driver of decisions.
	Click or tap here to enter text.



[bookmark: Designteam_summary][bookmark: _Toc241562829]
2 | Part 3: Design team assessment

[bookmark: _Toc241676380][bookmark: _Toc241874900]Design team summary & plan
Back to Phase 1
Based on the design team information that you have gathered:

What are the strengths of our current team?



What perspectives are missing from the team?



What skills or ways of thinking do we need to add or strengthen?



Who do we need to engage beyond the design team?



What about the team’s composition, structure, or ways of working needs attention before we begin?



What can be strengthened as we proceed?



What specific actions are needed to strengthen the design team? Who will take these actions, and when will they occur?





[bookmark: Designteam_charter][bookmark: _Toc241562830]
2 | Part 3: Design team summary & plan

[bookmark: _Toc241676381][bookmark: _Toc241874901]Design team charter
Back to Phase 1
Use this charter to establish a shared understanding of the design team's purpose, membership, authority, resources, and ways of working. Complete it together when the team is formed and revisit it as the work evolves.
[bookmark: _Toc241355849][bookmark: _Toc241562831]Purpose & Scope
Why does this design team exist? Briefly describe the purpose of the team and the staff well-being work it will guide.



What is the team responsible for?



What is outside the team's current scope?



How does this work connect to broader school or district priorities?



[bookmark: _Toc241355850][bookmark: _Toc241562832]Membership
	Design team member
	Role/Position
	Perspective or Strengths 
	Team Role, if applicable

	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.

	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.

	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.

	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.

	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.

	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.

	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.

	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.

	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.



Consider whether the team needs designated responsibilities such as a facilitator, coordinator, note taker, communication lead, data/information lead, or leadership liaison. These roles can rotate and one person may fill more than one role.

What perspectives do we need to hear that are not represented directly on the team?



How will we engage these individuals or groups?



[bookmark: _Toc241355851][bookmark: _Toc241562833]Decision-Making & Authority
The design team can independently:



The design team can recommend, but needs approval to:



The design team is not authorized to:



When approval is needed, who has decision-making authority?



How will we handle decisions when we cannot reach agreement?



How will the team make its own decisions?
☐ Consensus
☐ Majority agreement
☐ Advice/recommendation to a designated decision maker
☐ Different approaches depending on the decision
☐ Other: Click or tap here to enter text.

[bookmark: _Toc241355852][bookmark: _Toc241562834]Confidentiality & Psychological Safety
Staff well-being discussions may involve sensitive experiences, concerns about organizational practices, or feedback about leadership and working conditions. Establish clear expectations about what information will remain confidential and what information needs to be shared.

What information shared within the team will remain confidential?



What information may be shared outside the team, and in what form?



How will we protect the identities of staff who provide candid feedback?



Are there circumstances in which confidentiality cannot be guaranteed? How will we communicate those limits?



How will we respond if a team member raises a difficult or sensitive concern?



[bookmark: _Toc241355853][bookmark: _Toc241562835]Meetings & Participation
Meeting frequency: Click or tap here to enter text.

Typical meeting length: Click or tap here to enter text.

Meeting location/format: Click or tap here to enter text.

Who will schedule and coordinate meetings? Click or tap here to enter text.

How will agendas be developed and shared? Click or tap here to enter text.

What do we expect from members between meetings?



How will we make participation manageable and avoid adding unnecessary burden to already-stressed staff?



[bookmark: _Toc241355854][bookmark: _Toc241562836]Resources & Support
Time available for this work: 


Financial or other resources available for gathering staff input, testing strategies, or other design activities:



Data or information the team can access: 



People or expertise the team can access for additional support:



Leadership support available to remove barriers or secure additional resources:



Known resource constraints we need to consider: 



[bookmark: _Toc241355855][bookmark: _Toc241562837]Communication & Feedback Loops
How will staff know what the design team is doing?



How can staff provide input to the team?



How often will we communicate with the broader staff?



How will we communicate:
What we heard from staff? Click or tap here to enter text.						
What we are learning? Click or tap here to enter text.
						 
What decisions were made? Click or tap here to enter text.						
How staff input influenced those decisions? Click or tap here to enter text.
				 
What happens next? Click or tap here to enter text.
							 
Why some suggestions or priorities may not be acted upon? Click or tap here to enter text.
		 

How will the team communicate with leadership and other decision makers?



[bookmark: _Toc241355856][bookmark: _Toc241562838]Group Norms
Agree on a small number of norms that describe how members want to work together, particularly when perspectives differ or difficult issues arise. Consider norms such as:
Be curious before being certain. Ask questions and seek to understand before proposing solutions.
Listen to understand. Make space for experiences that differ from your own.
Share the air. Pay attention to who is speaking, who is not, and whose perspectives are receiving the most attention.
Challenge ideas, not people. Respectful disagreement strengthens the work.
Distinguish assumptions from evidence. Be willing to say, “We don't know yet.”
Stay focused on underlying causes. Resist moving too quickly toward familiar or easy solutions.
Make it safe to change your mind. New information should be allowed to change the team's thinking.
Learn rather than blame. Treat unsuccessful ideas and unexpected results as information.
Honor confidentiality. Follow the team's agreements about what can and cannot be shared.
Follow through. Complete commitments or communicate when circumstances make that impossible.



[bookmark: _Toc241355857][bookmark: _Toc241562839]Accountability & Review
How will we know whether the team is functioning effectively?



When will we complete or revisit the Design Team Functioning Assessment? Click or tap here to enter text.

When will we review and update this charter? Click or tap here to enter text.

Who is responsible for making sure identified team-functioning issues are addressed? Click or tap here to enter text.

[bookmark: _Toc241355858]
[bookmark: _Toc241562840]Our Commitment
This charter represents our current agreements about how we will work together. We recognize that the design process is iterative and that our team's needs may change as we learn. We will revisit these agreements when needed rather than treating the charter as fixed.
Date adopted: ______________________
Date to revisit: ______________________
2 | Part 3: Design team charter

[bookmark: Staffengagementplan][bookmark: _Toc241562841]

[bookmark: _Toc241676382][bookmark: _Toc241874902]Staff engagement plan
Back to Phase 2

	What do we need to know?
	Whose experience? What source?
	What method?
	Who may be missed?
	How will we use it?

	Click or tap here to enter text.

	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.

	Click or tap here to enter text.

	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.

	Click or tap here to enter text.

	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.

	Click or tap here to enter text.

	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.

	Click or tap here to enter text.

	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.



	1 Prepare
	2 Understand
	3 Prioritize
	4 Pilot
	5 Implement



[bookmark: Samplesurvey][bookmark: _Toc241562842]
2 | Part 3: Staff engagement plan

[bookmark: _Toc241676383][bookmark: _Toc241874903]Sample: Staff experience survey
Back to Phase 2
[bookmark: _Toc241562843]Introduction
We are working to better understand what helps staff do their work well and what aspects of the work environment create unnecessary difficulty or strain. Your responses will be used to identify areas that deserve deeper attention. This survey is not intended to evaluate individual employees or supervisors. Findings will be reviewed in aggregate and used to guide the next stage of the staff well-being process.
[INSERT LOCAL CONFIDENTIALITY/ANONYMITY INFORMATION.]
[bookmark: _Toc241562844]Core questions
Consider using a consistent response scale such as: Strongly disagree / Disagree / Neither agree nor disagree / Agree / Strongly agree / Not applicable

WORKLOAD AND TIME
I can usually complete my most important responsibilities within the time available.
I have adequate uninterrupted time for work that requires concentration.
Expectations for my role are manageable.
I understand which responsibilities should take priority when demands compete.
Work routinely spills beyond my scheduled work time. [reverse direction]

STAFFING, RESOURCES AND SUPPORT
I can access the people or expertise I need when problems arise.
Staffing and coverage are generally adequate for the work I am expected to do.
I have the materials, technology, and other resources I need.
When demands exceed what I can reasonably manage alone, I know where to seek help.

LEADERSHIP AND SUPERVISION
My supervisor or school leaders listen seriously to staff concerns.
I receive useful guidance or feedback when I need it.
Leaders communicate clearly about important decisions and changes.
When staff raise concerns, leaders explain how those concerns will be addressed.
I can raise concerns without fear of negative consequences.

VOICE AND AUTONOMY
I have appropriate flexibility in how I carry out my work.
Staff have meaningful opportunities to influence decisions that affect their work.
My professional knowledge and experience are valued.
When staff are asked for input, it is clear how that input will be used.

PROFESSIONAL AND COLLEGIAL SUPPORT
I can rely on colleagues for help when I need it.
I have access to appropriate mentoring, coaching, consultation, or professional support.
I feel respected by the people I work with.
I feel that I belong in this workplace.

SYSTEMS FOR MEETING STUDENT NEEDS
I know what to do when a student's needs exceed what I can reasonably address in my role.
I can access timely support when student needs escalate.
Roles and responsibilities for responding to student needs are clear.
Our systems help staff respond effectively rather than leaving individuals to solve difficult situations alone.

ORGANIZATIONAL CHANGE AND COMMUNICATION
The number and pace of new initiatives are manageable.
When new responsibilities are added, existing demands are reconsidered.
Changes are communicated clearly enough for me to understand what is expected.
Staff receive adequate support to implement important changes.

PHYSICAL AND MATERIAL WORKING CONDITIONS
My physical work environment allows me to do my job safely and effectively.
I have reasonable access to appropriate workspace, equipment, and basic facilities.
The physical demands of my role are manageable.
OVERALL QUESTIONS
Overall, how manageable does your work feel right now?
Overall, how well does this organization support staff in doing their work well?
How often do you feel emotionally exhausted by your work?
How often do you seriously consider leaving your current position?

OPEN-ENDED QUESTIONS
What currently helps you do your job well?
What most interferes with your ability to do your job well?
What is one change to the work environment that would make the greatest positive difference?
Is there anything important about your experience at work that we did not ask about?

Optional topic modules
Do not automatically add every possible question. Develop short modules when the learning agenda requires more information about a particular area—for example planning time, student behavior, supervision, professional support, staffing, safety, or organizational change.


[bookmark: Sampleinterview][bookmark: _Toc241562845]
2 | Part 3: Sample – staff experience survey

[bookmark: _Toc241676384][bookmark: _Toc241874904]Sample interview/listening session guide
Back to Phase 2

[bookmark: _Toc241562846]Opening
Thank you for participating. We are trying to understand what helps staff do their work well and where aspects of the work environment create difficulty or strain. We are interested in understanding experiences, not evaluating individuals or assigning blame. We may hear different perspectives, and those differences are useful.
[INSERT LOCAL CONFIDENTIALITY GUIDANCE.]

[bookmark: _Toc241562847]Start broadly
 What helps you do your work well here?
What makes your work harder than it needs to be?
What aspects of your work have the greatest effect on your well-being?

[bookmark: _Toc241562848]Explore important experiences
You mentioned ____. Can you tell me about a recent time when that happened?
What happened first?
What happened next?
What were you trying to accomplish?
What made the situation easier or harder?
Who else was involved or affected?

[bookmark: _Toc241562849]Look for patterns and variations
How often does this happen?
When is it better? When is it worse?
Does everyone in your role experience this similarly?
Who might experience this differently?
Are there times or settings where this process works particularly well?

[bookmark: _Toc241562850]Explore strengths
What currently helps?
Who or what makes this easier?
Can you think of a time when this worked well? What was different?

[bookmark: _Toc241562851]Understand consequences
How does this affect your ability to do your work?
What happens to other responsibilities when this occurs?
Does the effect extend to other staff? If so, how?

[bookmark: _Toc241562852]Invite ideas without prematurely selecting solutions
If this aspect of work could be improved, what would you hope would be different?
What should the design team understand before considering possible changes?

[bookmark: _Toc241562853]Closing
What have we not asked that you think we need to understand?


[bookmark: Datacollectionstrategies][bookmark: _Toc241562854]
2 | Part 3: Sample – interview/listening session guide

[bookmark: _Toc241676385][bookmark: _Toc241874905]Strategies to document work in action
Back to Phase 2
[bookmark: _Toc241562855]Direct observation
Goal: Observe a defined process or period of work.

For example:
How often is protected planning time interrupted?
What happens during arrival, dismissal, lunch, recess, or other high-demand periods?
What happens after a staff member requests help with a student?
Where do delays occur during a referral or handoff?
What competing demands occur during a particular period of the day?

Record what is relevant to the question rather than trying to document everything.
[bookmark: _Toc241562856]Time sampling
Observe or record activity at predetermined intervals—for example every 15 or 30 minutes. This can help distinguish scheduled time from usable time. A teacher may technically have 45 minutes of planning time. Time sampling may reveal that much of it is routinely consumed by student needs, coverage, communication, transitions, or other responsibilities.
[bookmark: _Toc241562857]Time or activity diaries
Ask staff to briefly document activity over a limited period. A simple diary might ask:
	Time
	What I intended to do
	What actually happened
	Interruption/ Change
	Work displaced
	Completed later?

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	



This can capture work that an external observer would miss, including after-hours work. Keep the recording period brief. A method designed to study workload should not itself become a significant workload.
[bookmark: _Toc241562858]

Interruption logs
For concerns involving fragmented time, staff can record interruptions during a defined period:
	When
	Source of interruption
	Urgent?
	Approximate time
	What was displaced?
	What happened to that work?

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	



An interruption log can reveal whether “not enough time” reflects the amount of scheduled time, the reliability of that time, or both.
[bookmark: _Toc241562859]Event sampling
Rather than recording an entire day, document a particular type of event whenever it occurs.
For example, if the team wants to understand student-support response:
	Need/ event
	Help requested
	Response
	Wait
	What staff did while waiting
	Outcome/ follow-up

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	



Event sampling can help identify patterns that staff may find difficult to estimate retrospectively.
[bookmark: _Toc241562860]Process mapping
Follow a recurring process from beginning to end. At each step, try to discover and document what actually happened Process mapping can be useful for referrals, behavior support, coverage, documentation, purchasing, communication, onboarding, incident response, and many other recurring processes.



At each step ask:	
Who is responsible?
What information is needed?
How long does the step take?
Where is a decision made?
Where does work get delayed?
Where is information entered more than once?
What happens when the designated person is unavailable?
What informal workarounds have staff created?
Where does the process work particularly well?

[bookmark: _Toc241562861]Work shadowing
Follow a staff member or role through part of a workday to understand how demands accumulate. Shadowing may be particularly helpful for roles that other employees or leaders understand less well, such as paraprofessionals, nurses, counselors, office staff, custodians, transportation staff, food-service staff, behavior staff, or administrators.
The important finding may not be one dramatic event. It may be the accumulation of transitions, interruptions, competing responsibilities, emotional demands, physical demands, and limited recovery time.
[bookmark: _Toc241562862]Environmental walkthroughs
Walk through work settings with staff and ask how the physical environment helps or interferes with their work. Depending on the question, examine:
noise;
temperature;
workspace;
access to private or quiet space;
travel between locations;
location of materials;
access to bathrooms or break spaces;
safety;
technology;
proximity to needed support; and
locations where difficult transitions repeatedly occur.

Ask staff to interpret what you observe. Do not assume the design team can determine the meaning of the physical environment simply by looking at it.
[bookmark: _Toc241562863]Existing operational information
Observation can also include reviewing documentation from routine work that is taking place in the school, such as:
schedules;
meeting calendars;
coverage records;
caseloads;
referrals;
requests for assistance;
response times;
overtime or additional-duty records;
incident reports;
work orders;
required forms;
active initiatives; or
training requirements.


[bookmark: Staffexperiencesynthesis]
2 | Part 3: Strategies to document work in action

[bookmark: _Toc241676386][bookmark: _Toc241874906]Staff experience synthesis
Use this worksheet to bring together what you learned across surveys, listening sessions, observations, organizational information, and other sources. The goal is not to explain why a concern exists or select a solution. At this stage, summarize what appears to be happening, where experiences differ, what is already helping, and which concerns warrant deeper investigation in Phase 3. 
You do not need to include every finding. Focus on themes that appear important for understanding staff experience or deciding what deserves further attention. Do not resolve disagreements too quickly. If different sources or staff groups tell different stories, record the difference. It may be important information to carry forward.

	
	Theme 1
	Theme 2
	Theme 3

	Major theme

	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	What we heard


	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	What we observed or found elsewhere

	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Who appears most affected

	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Strengths/what already helps

	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Important differences or exceptions

	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	What we don’t understand yet

	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Deeper investigation?

	☐ Yes
☐ Maybe
☐ No
	☐ Yes
☐ Maybe
☐ No
	☐ Yes
☐ Maybe
☐ No



2 | Part 3: Staff experience synthesis

	1 Prepare
	2 Understand
	3 Prioritize
	4 Pilot
	5 Implement



[bookmark: _Toc241562864]
[bookmark: _Toc241676387][bookmark: _Toc241874907]Priority selection guide
Back to Phase 3
Use this tool to select one issue for focused investigation in Phase 3 from the concerns identified during Phase 2.
[bookmark: _Toc241562865]Step 1. Identify the concerns you are considering
Concern 1: Click or tap here to enter text.								
Concern 2: Click or tap here to enter text.								
Concern 3: Click or tap here to enter text.								
Other: Click or tap here to enter text.									

[bookmark: _Toc241562866]Step 2. Compare what you know
	Consider
	Concern 1
	Concern 2
	Concern 3

	What did we learn in Phase 2? What evidence suggests this is an important concern?
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Importance: How significantly does this appear to affect staff well-being or their ability to do their work?
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Reach: Who is affected? Is the concern widespread or particularly consequential for certain staff?
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Persistence: Is it temporary, recurring, or longstanding?
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Equity: Are particular roles, groups, shifts, buildings, or circumstances disproportionately affected?
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Influence: What aspects could the school or district realistically change or influence?
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Opportunity Is there a credible opportunity to make progress and learn?
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	What don't we know yet?
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.


[bookmark: _Toc241562867]Step 3. Pause before deciding
Whose perspective is represented in this comparison?



Whose experience could be hidden by schoolwide averages or majority opinion?



Are we favoring a concern because it is easiest to address rather than because it is important?



Are we favoring a concern because leaders already have a preferred solution?



[bookmark: _Toc241562868]Step 4. Make and document the decision
The issue we will investigate more deeply is:



We selected it because:



Important concerns we are not selecting now:





What will happen to those concerns?
☐ Revisit at a specified time
☐ Refer to another team/process
☐ Continue monitoring
☐ Address through existing work
☐ Other: Click or tap here to enter text.

[bookmark: _Toc241562869]Staff communication
Complete these sentences before moving on:
We heard ____________________. We are focusing first on ____________________ because ____________________. We have not forgotten ____________________, and we will ____________________.



[bookmark: _Toc241562870]
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[bookmark: _Toc241676388][bookmark: _Toc241874908]Contributing factors analysis
Back to Phase 3
[bookmark: _Toc241562871]Part A. Start with the problem
Priority issue: Click or tap here to enter text.								
Problem statement:



Who experiences the problem?



When and where does it occur?



Why does it matter?



[bookmark: _Toc241562872]Part B. What did Phase 2 already tell us?
Information that helps us understand this problem:
	What we learned
	Information source
	What it may suggest

	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.


[bookmark: _Toc241562873]

Part C. Identify possible contributing factors
Brainstorm first. Evaluate second.
Possible areas to consider include workload and tasks; staffing and coverage; schedules and time; roles and responsibilities; policies and procedures; communication and coordination; leadership and supervision; student needs and support systems; tools, technology, or physical resources; and broader district or policy conditions.
	Possible contributing factor
	What makes us think this matters?
	Current status

	Click or tap here to enter text.	Click or tap here to enter text.	☐ Supported
☐ Plausible/uncertain
☐ Assumption

	Click or tap here to enter text.	Click or tap here to enter text.	☐ Supported
☐ Plausible/uncertain
☐ Assumption

	Click or tap here to enter text.	Click or tap here to enter text.	☐ Supported
☐ Plausible/uncertain
☐ Assumption



[bookmark: _Toc241562874]Part D. Choose a way to go deeper
Use Five Whys when: there appears to be a reasonably clear chain worth investigating.
Use a fishbone when: several factors may interact and you want to avoid narrowing too quickly.
Compare exceptions when: the problem occurs in some circumstances but not others.
Collect targeted information when: an important explanation is plausible but you do not yet have enough evidence.

OPTIONAL: FIVE WHYS
Problem: Click or tap here to enter text.

Why might this be happening?


Why does that happen?


What contributes to that?


What contributes to that?


What appears to be sustaining this pattern?


Which statements above are supported by evidence?



Which are assumptions?



What would we need to learn before relying on this explanation?



Remember: You do not have to ask “why” exactly five times. Stop when additional questions stop producing useful insight—or when you reach something that needs investigation rather than another guess.

OPTIONAL: COMPARE EXCEPTIONS
When or where is the problem less severe—or absent?



Who experiences the problem differently?



What appears to be different in those situations?





Could any of those conditions help explain the problem or suggest a strength to build on?



[bookmark: _Toc241562875]Part E. Look across staff experiences
	Staff group/context
	How does the problem appear here?
	Contributing factors that may be different

	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.


	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.


	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.




Are we incorrectly assuming that the same problem has the same causes for everyone?



[bookmark: _Toc241562876]Part F. Summarize what you know
WHAT WE KNOW
The evidence currently supports: Click or tap here to enter text.

WHAT WE THINK
These explanations are plausible but not yet well established: Click or tap here to enter text.

WHAT WE STILL NEED TO LEARN
Before selecting a target or strategy, we need to know: Click or tap here to enter text.

STRENGTHS TO PROTECT OR BUILD ON
Where is the problem less severe? What is already helping? Click or tap here to enter text.


[bookmark: Fishbone][bookmark: _Toc241562877]
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[bookmark: _Toc241676389][bookmark: _Toc241874909]Sample fishbone diagram
Back to Phase 3
Use this diagram as a starting point for thinking about how to structure a fishbone diagram. You can change the categories to best fit with the issue that you are exploring.
[image: ]


[bookmark: Targetforchange][bookmark: _Toc241562878]
2 | Part 3: Sample fishbone diagram

[bookmark: _Toc241676390][bookmark: _Toc241874910]Target for change worksheet
Back to Phase 3

Restate the priority problem: Click or tap here to enter text.

What appear to be the most important contributing factors?
	Contributing factor
	Evidence supporting it
	How important does it appear to be?

	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.


What can we influence?
Sort the major contributing factors.
	We can change directly
	We can influence, but need others
	We currently have little control over

	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.


Do not automatically choose the easiest factor. Consider whether changing it is likely to make a meaningful difference.

Consider possible targets
	Possible target for change
	Why might changing this help?
	Who would be affected?
	What concerns do we have?

	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.


Select the target
Our target for change is:  Click or tap here to enter text.

A strong target describes what should be different, without prescribing exactly how you will make it different.

Test the logic
Complete this statement:
If we can change ____________________________, we expect ____________________________ to improve because ____________________________.

What evidence supports this reasoning?



What are we assuming?



What could make our reasoning wrong?



Equity check
Who is likely to benefit if this condition changes?



Who may benefit less—or not at all?



Could changing this condition shift work, burden, inconvenience, or risk to another staff group?


Feasibility check
Who has authority to change this condition?


What resources or cooperation would be required?


Is this target sufficiently important to justify those requirements?
☐ Yes
☐ Probably, but we need more information
☐ No—reconsider target

Target statement
At the end, the team should be able to say:
Our priority is ____________________. We believe ____________________ is an important contributing factor. Our target is to ____________________. We expect this to help because ____________________.



[bookmark: Strategyevidence][bookmark: _Toc241562879]
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[bookmark: _Toc241676391][bookmark: _Toc241874911]Strategy evidence & fit guide
Back to Phase 3

Our priority: Click or tap here to enter text.
Our target for change: Click or tap here to enter text.

[bookmark: _Toc241562880]Potential strategies
Identify no more than a few serious options.
	
	Strategy A
	Strategy B
	Strategy C

	How would this address our target?
	

	

	


	Evidence that the target matters
	

	

	


	Evidence for this particular strategy
	

	

	


	Who has been studied?
	

	

	


	How similar are those settings/populations to ours?
	

	

	


	What does the evidence not tell us?
	

	

	


	Fit with staff experience from Phase 2
	




	

	


	Fit with local context
	

	

	


	Resources required
	

	

	


	Time/work required from staff
	

	

	


	Leadership/organizational support needed
	

	

	


	Potential equity implications
	

	

	


	Possible unintended consequences
	

	

	


	What would have to be true for this to work?
	

	

	




Three evidence questions
	
	Strategy A
	Strategy B
	Strategy C

	Does the target matter? Is there evidence that this condition is related to staff well-being or another important outcome?
	

	

	


	Has the strategy been tested? Is there evidence that this approach changes the target or improves relevant outcomes?
	

	

	


	What remains uncertain? Consider population, setting, durability, equity, implementation, and unintended effects.
	

	

	




Compare fit
	
	Strategy A
	Strategy B
	Strategy C

	Reasons this may be a good fit here
	

	

	


	Reasons to be cautious
	

	

	


	Things we would need to adapt
	

	

	


	Things we would need to learn through a pilot
	

	

	


	DECISION
	☐	Pursue – strong evidence/rationale and fit to consider testing
☐	Hold – promising, but important questions need to be answered first
☐	Do not pursue now – insufficient rationale, poor fit, excessive burden, or other concern
	☐	Pursue – strong evidence/rationale and fit to consider testing
☐	Hold – promising, but important questions need to be answered first
☐	Do not pursue now – insufficient rationale, poor fit, excessive burden, or other concern
	☐	Pursue – strong evidence/rationale and fit to consider testing
☐	Hold – promising, but important questions need to be answered first
☐	Do not pursue now – insufficient rationale, poor fit, excessive burden, or other concern




Selected strategy
We propose testing: Click or tap here to enter text.							
Because: Click or tap here to enter text.									
The most important assumptions we need to test are: Click or tap here to enter text.			
Potential unintended effects we need to watch for: Click or tap here to enter text.			
Staff groups whose experience we particularly need to monitor: Click or tap here to enter text.		

2 | Part 3: Strategy evidence and fit guide

	1 Prepare
	2 Understand
	3 Prioritize
	4 Pilot
	5 Implement



[bookmark: Assumptionsandlearning][bookmark: _Toc241562881]
[bookmark: _Toc241676392][bookmark: _Toc241874912]Assumptions & learning questions
Back to Phase 4

Most important things the team needs to learn from the pilot.
Priority: Click or tap here to enter text.									

Target for change: Click or tap here to enter text.							

Strategy to be tested: Click or tap here to enter text.							

Complete: We believe that if we ____________________, then ____________________ will improve because ____________________.
What must be true?
	Important assumption
	How certain are we?
	How important is it?
	Do we need to test it?

	Click or tap here to enter text.	
☐ High

☐ Medium

☐ Low	

☐ High

☐ Medium

☐ Low	

☐ Yes

☐ No
	Click or tap here to enter text.	
☐ High

☐ Medium

☐ Low	

☐ High

☐ Medium

☐ Low	

☐ Yes

☐ No
	Click or tap here to enter text.	
☐ High

☐ Medium

☐ Low	

☐ High

☐ Medium

☐ Low	

☐ Yes

☐ No
	Click or tap here to enter text.	
☐ High

☐ Medium

☐ Low	

☐ High

☐ Medium

☐ Low	

☐ Yes

☐ No


Prioritize assumptions that are important and uncertain.

Learning questions
By the end of the pilot, what do we most need to know?



Predictions
Before testing, what do we expect to happen?



What result would surprise us?





[bookmark: _Toc241562882][bookmark: Pilotplan]
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[bookmark: _Toc241676393][bookmark: _Toc241874913]Pilot plan
Back to Phase 4

Strategy: Click or tap here to enter text.									

What specific part are we testing?



What do we hope to learn?




Pilot scope
Who will participate? 



Where? 



When?



For how long? 





Who will carry out the strategy? 



Who will support them?



What needs to be in place?
	Needed
	Who is responsible?
	Ready?

	Time
	Click or tap here to enter text.	

☐ 
	Communication
	Click or tap here to enter text.	

☐ 
	Training/orientation
	Click or tap here to enter text.	

☐ 
	Materials/tools
	Click or tap here to enter text.	

☐ 
	Leadership support
	Click or tap here to enter text.	

☐ 
	Other
	Click or tap here to enter text.	

☐ 


Conditions we need to encounter
What realistic circumstances should occur during the pilot so that the test tells us something useful?



What could make the pilot difficult?



How will participants provide feedback or raise problems?





Under what circumstances would we change or stop the pilot early?






[bookmark: Pilotdataplan][bookmark: _Toc241562883]
2 | Part 3: Pilot plan

[bookmark: _Toc241676394][bookmark: _Toc241874914]Pilot data plan
Back to Phase 4

	Learning question
	What will tell us?
	Source?
	When/how often?
	Who collects/ reviews?

	Did we implement it?
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Did the target change?
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Did staff experience improvement?
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Did we create unintended effects?
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Did experiences differ meaningfully?
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.


Measures
PROCESS — Did the strategy happen as intended?



OUTCOME — Did the condition we wanted to improve actually change?



BALANCING — What might have become worse or more burdensome as a result?





Burden check
How much work will data collection require?



Can we use information already generated through normal work?



Which proposed data could we eliminate without weakening the decision?





[bookmark: Pilotlearning][bookmark: _Toc241562884]
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[bookmark: _Toc241676395][bookmark: _Toc241874915]Pilot learning & decision record
What did we test?



What did we expect?



What happened?



	Learning question/ assumption
	Expected
	Observed
	What did we learn?

	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.


Staff experience
What did participants say helped?





What remained difficult?



What should change?



Differences
For whom did the strategy appear to work particularly well?



For whom did it work less well?



Under what conditions did it work differently?



Unintended effects
What benefits did we not anticipate?



What problems or burdens did we not anticipate?





Did work or burden shift to someone else?



Decision
☐ KEEP — retain as designed
☐ ADAPT — modify and test revised approach
☐ TEST AGAIN — more learning needed
☐ EXPAND TEST — test with more people/conditions
☐ MOVE TO IMPLEMENTATION PLANNING
☐ RETURN TO PHASE 3 — reconsider target/contributing factors
☐ STOP

Why?



What happens next?
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[bookmark: Corecomponents][bookmark: _Toc241562885][bookmark: _Toc241676396][bookmark: _Toc241874916]Core components & adaptation guide
Back to Phase 5

Priority concern: Click or tap here to enter text.								

Target for change: Click or tap here to enter text.							

Well-being strategy: Click or tap here to enter text.							

Core purpose
What is this strategy intended to change, and why should that matter?



Strategy definition
	Component
	What purpose does it serve
	How flexible is it?

	Click or tap here to enter text.	Click or tap here to enter text.	☐ Core
☐ Adaptable
☐ Still learning

	Click or tap here to enter text.	Click or tap here to enter text.	☐ Core
☐ Adaptable
☐ Still learning

	Click or tap here to enter text.	Click or tap here to enter text.	☐ Core
☐ Adaptable
☐ Still learning

	Click or tap here to enter text.	Click or tap here to enter text.	☐ Core
☐ Adaptable
☐ Still learning


Guardrails
What should not be changed or allowed to happen as the strategy is adapted?



What unintended burden or harm are we particularly trying to avoid?





	1 Prepare
	2 Understand
	3 Prioritize
	4 Pilot
	5 Implement



[bookmark: Implementationcontext][bookmark: _Toc241562886]
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[bookmark: _Toc241676397][bookmark: _Toc241874917]Implementation context & readiness scan
Back to Phase 5
For each area, identify what is likely to help, what may get in the way, and what needs attention before or during implementation.

	Area
	What will help?
	What could get in the way?
	What needs attention?

	Strategy
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	People
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Team & relationships
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Leadership
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Workflow & systems
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Resources & capacity
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Broader context
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.


Reassess readiness
What conditions have changed since Phase 1?



Which conditions that supported the pilot may not be available at broader scale?





What strengths can we build on?



What could seriously compromise implementation if we do not address it?



Are we ready to expand?
☐ Yes
☐ Yes, while addressing identified barriers
☐ Not yet—strengthen conditions first


[bookmark: _Toc241562887][bookmark: BarrierstoSupport]
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[bookmark: _Toc241676398][bookmark: _Toc241874918]Barriers to support planner
Back to Phase 5

	Important barrier
	Why does it matter?
	Support that might address it?
	Who can provide/ change this?
	How will we know if it helped?

	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.


Check the match
For each proposed implementation support, ask:

What barrier is this intended to address?



Why do we expect this support to help?



Does it address the actual problem—or simply provide more information or training?





What burden will the support create?



Can it be integrated into existing work?






[bookmark: Implementationmonitoring][bookmark: _Toc241562888]
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[bookmark: _Toc241676399][bookmark: _Toc241874919]Implementation, monitoring & 
adaptation plan
Back to Phase 5

What are we implementing?
Well-being strategy: Click or tap here to enter text.							

Core purpose: Click or tap here to enter text.								

Who should experience the change? Click or tap here to enter text.					

Implementation responsibilities
	What needs to happen?
	Who is responsible?
	What support is needed?
	When?

	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.


Communication
What do staff need to know?




How will we explain what was learned during the pilot and why the strategy is expanding?



How can staff report implementation problems or suggest adaptations?




Monitoring
	Question
	Indicator/ information
	Source
	How often?
	Who reviews it?

	Did we do it?
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Did it reach intended staff?
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Did it help?
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	What else happened?
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Who benefited or experienced burden?
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.


Adaptation log
	What changed?
	Strategy, support, or setting?
	Why?
	What happened?
	Keep it?

	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.


Regular learning questions
What is working as expected?



Where is implementation breaking down?



For whom is the experience different?



What burden are we creating, removing, or moving?



What should we change next?





[bookmark: Sustainment][bookmark: _Toc241562889]
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[bookmark: _Toc241676400][bookmark: _Toc241874920]Sustainment & next decision review
Back to Phase 5

Is the strategy still worth doing?
What benefit are we seeing?



Who is benefiting? Who is benefiting less?



What burden or cost does the strategy create?



Is the strategy still addressing an important need?



How well is it embedded?
	Sustainment condition
	In place?
	What still needs attention?

	Roles and responsibilities are clear
	☐ Yes
☐ Partly
☐ No
	Click or tap here to enter text.
	Necessary time is built into normal work
	☐ Yes
☐ Partly
☐ No
	Click or tap here to enter text.
	Needed resources are available
	☐ Yes
☐ Partly
☐ No
	Click or tap here to enter text.
	Policies/procedures support the strategy
	☐ Yes
☐ Partly
☐ No
	Click or tap here to enter text.
	New staff can learn the approach
	☐ Yes
☐ Partly
☐ No
	Click or tap here to enter text.
	Leadership responsibilities are clear
	☐ Yes
☐ Partly
☐ No
	Click or tap here to enter text.
	Essential monitoring/feedback will continue
	☐ Yes
☐ Partly
☐ No
	Click or tap here to enter text.
	Strategy can survive key personnel changes
	☐ Yes
☐ Partly
☐ No
	Click or tap here to enter text.


What should happen next?
☐ CONTINUE
☐ EXPAND
☐ ADAPT
☐ REDUCE
☐ REPLACE
☐ STOP / DE-IMPLEMENT

Why?



What will we preserve?



What will change or stop?



Who needs to be involved in this decision?



When will we review the decision again?
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Fishbone Diagram: Exploring Contributing Factors Tips for using this tool

Use this diagram to organize ideas about the factors that may be contributing to the staff well-being concern you are addressing. » Startwith the well-being concern on the right.

Consider factors at multiple levels. This is a thinking tool, not a complete list. Add or modify categories as needed for your context. * Brainstorm possible contributing factors in each category.
« Use data from surveys, interviews, and other sources.
« Lookfor patterns, connections, and root causes.
« This tool helps you think, not to assign blame.

People Work Processes Leadership & Management
Individual characteristics, roles, skills, How work is organized and carried out Decision making, communication,
experience, and personal circumstances support, and accountability

Staff well-being
concern

Write the specific staff
well-being concern here
(e.g., high levels of stress

and exhaustion).

Work Environment Organizational Systems & Policies External Context
Physical space, resources, technology, Policies, procedures, evaluation systems, Community, societal, and system-level
time, and staffing and alignment of expectations factors outside the school/district
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