
L E V E R A G I N G  Y O U R  P E O P L E  F O R
S C H O O L  I M P R O V E M E N T :  A
P R I N C I P A L  &  C O U N S E L O R ’ S
S T O R Y

FROM ROLES TO
RESULTS:
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1.Use the story as a leadership case study
How one school aligned people, goals, and routines
to move academics, behavior, and culture

2.Clarify the partnership
What principals own, what counselors bring, and
where the work must overlap

3.Build a repeatable playbook
A structure administrators can take back to
strengthen school improvement with existing people.

Use the principal-counselor relationship as one example of a larger
leadership move: using your people well.

PURPOSE OF OUR PRESENTATION

When leaders intentionally
position the right people

around the right problems,
improvement becomes a

coordinated network
instead of one person's

initiative.



INTRODUCTION TO EAST END MIDDLE
Sheridan SD
430 Students
Grades 6-8
50% Low Income
15% Special Education



INTRODUCTION TO EEM
OUR STORY

Opened in 2019-2020 school year
3 building principals in 3 years
2022-2023: Only D Rated School in
Sheridan SD
2023-2024 Model PLC School
2023-24, 2024-25 SY CKH National
Showcase School (2 yrs)



INTRODUCTION TO EEM
OUR STORY

2024-2026 school year(s): Only A rated school in
Sheridan SD
Top 20 Growth in Middle Schools in AR
Top 5 ELA Growth in Central Arkansas’ Middle Schools



LEADERSHIP MODEL: 
USE YOUR PEOPLE WELL

Our principal-counselor partnership is the example; the bigger idea is intentional role alignment.

The counselor was our strongest example of an underused strategic partner, but every improvement goal should
trigger the same leadership question: Who do we need at the table, and what decision can they help us make?



KEY ELEMENTS OF THE
IMPROVEMENT PROCESS:

WHAT MOVED THE NEEDLE?
THREE GOALS. 

ONE INTEGRATED SYSTEM.
CLEAR OWNERSHIP.

PEOPLE + PURPOSE + PROCESS
The partnership made improvement manageable because it connected the people closest to

students with the goals adults were trying to reach.

ACADEMICS BEHAVIOR CULTURE



SCHOOL IMPROVEMENT PLAN
1.At East End Middle, our SIP was a living document.
2.We had SMART goals for Academics, Behavior, and Culture.
3.Our school improvement goals were aligned to the district

strategic plan.
4.Our goals were monitored schoolwide in October, January,

and March.
5.Our schoolwide counseling program goals were aligned to

our SIP.

https://docs.google.com/document/d/10lyzmxb9zVL5cRDHF4d0qRLg0G1bBGylfZnqlo6fQtc/edit?usp=sharing


BUILD THE IMPROVEMENT NETWORK
The counselor is one strategic connector; sustainable improvement

requires a network of people with clear purpose.

ADMINISTRATOR MOVE: 
FOR EACH SIP GOAL, NAME

THE ADULTS WHO CAN
INFLUENCE THE OUTCOME,
THE DATA THEY WILL USE,

AND THE DECISION THEY ARE
EMPOWERED TO MAKE.

PRINCIPAL
STUDENTS

NURSE

INTERVENTIONIST

COUNSELORTEACHERS



TARGETED GOALS
ACADEMICS



ACADEMICS
SMART GOAL: By May 2026, EEM will
increase overall literacy, science, and
mathematics proficiency by at least 5%
for all grade levels (6-8) as measured by
ATLAS summative assessment.

PRINCIPAL COUNSELOR
Vision/Mission/
Core Beliefs
Tier 1 instructional
model
Support PLTs
Targeted PD
Classroom
observations
Student ownership
(goal setting, data
tracking)
High levels of
expectations for
rigor in
assessments,
instruction, and
curriculum
Monitor & support
intervention model

Analyze data
Monitor
SMART goal
Support
Guiding
Coalition
Strategic
master
scheduling
(kid-by-kid
focus)

Completed a needs
assessment with
parents & students
Identified academic
behaviors needs
Provide Tier 1 school
counseling program
academic support
(based on survey
data)
Collecting pre/post
data



TARGETED GOALS
BEHAVIOR



BEHAVIORSMART Goal: Compared to 2025-2026
school year, there will be a 5% decrease
from the same quarter in the number of
Office Discipline Referrals.

PRINCIPAL COUNSELOR
Vision/Mission/
Core Beliefs
Tier 1 Behavior
Flowchart
Tier 1 Behavior
Matrix
Building wide,
consistent
procedures
Classroom
management
support &
expectations
Behavior
expectations for
Tier 1 are taught
school-wide
Accountability for
behavior

Tier 1 Behavior
Incentive
System
Provide PD on
behavior &
trauma
Analyze data
Monitor SMART
goal
Support
behavior team
Strategic
master
scheduling (kid-
by-kid focus)
Student
Intervention
Team (Tier 2 &
3)

Provide Tier 2
Small Group
Intervention
Monitor SIT team
data
Meet individually
with students to
teach behavior
goals for Tier 2
interventions
Facilitate Tier 3
referrals &
resources



STUDENT INTERVENTION TEAM

1.SIT Team includes: 
a.Principal
b.Asst. Principal
c.Counselor
d.Nurse
e.Reading Interventionist
f.Special Ed Rep
g.School Social Worker
h.Grade Level Teacher Rep

2.Meets 2x/month (every other
week)

3.Analyze data:
a.Grades
b.Attendance
c.Discipline Referrals
d.Behavior Intervention Data
e.Other data as needed

4.Plan next steps



TARGETED GOALS
CULTURE



CULTURESMART Goal: By May 2026, 90%
students at EEM will report that EEM is
a safe & caring environment as
evidenced by BOY, MOY, and EOY
Culture Surveys.

PRINCIPAL COUNSELOR
Vision/Mission/
Core Beliefs
Facilitate culture
survey with staff,
students & parents
Analyze culture data
with staff to make
decisions/changes
Peer observations
Teacher-led
culture/climate
committee

Tier 1 behavior
incentive
system
School-wide
theme
Daily
announcements
CKH student &
teacher
character
awards
Visibility

Student
leadership/student
voice small group
Weekly school-wide
character lessons
aligned to CKH
monthly character
word



PUTTING THE PIECES TOGETHER:
INTEGRATED SYSTEM FOR 
ACADEMICS & BEHAVIOR



ADMINISTRATOR PLAYBOOK: 
REPLICATE THE WORK



REFLECTION
Which improvement goal currently needs better

alignment of people, routines, and data?



QUESTIONS?

USE YOUR
PEOPLE WELL.
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