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[bookmark: _Toc153355635]Introduction and Purpose
This Implementation Guide provides a framework to support stakeholders (e.g., state, regional, district, and building leadership teams) in developing site-specific plans to implement the Shared Writing Instructional Model (SWIM) approach to teaching writing to students with intellectual disabilities. This guide was developed using funds awarded through an Office of Special Education Programs (OSEP), U.S. Department of Education model demonstration grant (#H326M180010) by SWIM project staff at Accessible Teaching and Learning System (ATLAS) at the University of Kansas.
[bookmark: _Toc153355636]Contents and Use
The contents of this guide were developed using implementation science research stages of exploration, installation, initial implementation, and full implementation (National Implementation Network (NIRN) 2020). These stages enable SWIM’s core components of professional learning, coaching, professional learning communities (PLCs) and Community of Practice (CoP) to support changes in teacher practices and student outcomes. SWIM core components were piloted within urban, mid-size, and rural community school districts beginning in fall of 2020 and ending in spring of 2023. 
The SWIM Site Implementation Guide is used following a site’s exploration and determination of SWIM readiness using the SWIM Site Implementation Readiness Tool. 
This guide includes two sections. They are 1) stages of site implementation, and 2) continuous improvement activities for SWIM implementation. Example site implementation plans are included in the appendix of this document.
[bookmark: _Toc153355637]Stages of Site Implementation
In this section, examples of the types of key stakeholders, implementation activities, timeline, and guiding questions are provided for the installation, implementation, and full implementation stages. Stakeholders should represent a cross-section of those who will support SWIM and implement SWIM. These may include state, regional leadership and staff, district staff (e.g., curriculum director, special education director, administrators, professional learning lead, coaches, and teacher practitioners. Responses to questions are used to develop a site-specific implementation plan. As answers to questions are generated, members should look for barriers, consider naturally occurring opportunities and activities within the site or leverage points, and seek strategies that can support SWIM implementation. Stakeholders are encouraged to generate their own activities and guiding questions based on their site’s contextual needs.


[bookmark: _Toc153355638]Key Stakeholders
Understanding who will be involved in implementing SWIM, their role and responsibilities, supports the development of a site implementation plan.
	Key Stakeholder
	Description

	Site Implementation Team
	· Create and maintain enabling environments to support SWIM (e.g., develop systems and processes to manage information and communication more effectively about SWIM such as clear roles, allocate resources needed, feedback on implementation progress)
· Monitor progress of implementation

	Example Guiding Questions

	· Who will serve as a team member?
· Will team members be participants and recipients of SWIM?
· How will team membership reflect the varied perspectives and influence across the educational cascade within their site context?
· Do team members see themselves as “champions” of SWIM?
· Do they have knowledge of other possible “champions”?
· How will the implementation team engage in regular and protected meetings? 
· What naturally occurring leadership opportunities are available to advance SWIM?

	Responses

	






	Key Stakeholder
	Description

	Practitioner
	Teachers and staff members who apply SWIM to their practice

	Example Guiding Questions

	· Does the practitioner have a growth mindset?
· Are there classroom conditions that can be built upon?
· Who provides instructional support and related services to the practitioner and students and can provide additional ancillary support?
· Is the practitioner’s district and building administration engaged and supportive? 

	Responses

	


































	
Key Stakeholder
	Description

	Professional Learning Lead/Coach
	Staff who deliver SWIM Professional Learning and support SWIM PLCs and CoP

	Example Guiding Questions

	· Does staff have knowledge of instructional support for students with intellectual disabilities and complex communication needs?
· If not, what resources or training can be provided?
· Do they have a record of successful use of group facilitation and delivery of professional learning which embeds modeling, guided practice, and opportunities for embedded practice into training/professional learning experiences?
· Are they able to engage learners in a process of reflection on current practice and the impact of new learning on future practice?

	Responses

	

































	Key Stakeholder
	Description

	Coach
	Staff who provide instructional coaching to practitioners

	Example Guiding Questions

	· Who will act as an instructional coach?
· Will they be an internal or external coach?
· What is the coach’s knowledge of instructional support for students with intellectual disabilities and complex communication needs?
· Does the coach demonstrate effective characteristics of coaching (e.g., skill building in trusting relationships, collaboration, problem-solving, and time management etc.)?

	Responses

	


































Site implementation team members begin the process of SWIM adopting by using the SWIM Site Implementation Readiness Guide aligned to the exploration stage of implementation research science.  The process of exploration not only assesses the site’s readiness, but also creates readiness, as team members examine if 1) SWIM has demonstrated evidence that it can support writing instruction successfully for students with intellectual disabilities, 2) site supports are in place for SWIM implementation, 3) SWIM’s usability can be implemented within different sites and local contexts, 4) SWIM meets a recognized need to improve writing instruction for students with intellectual disabilities, 5) SWIM fits with current initiatives at the site, and 6) the site has the capacity to implement SWIM with fidelity. Once a site determines readiness for SWIM implementation, they proceed to the installation activities. 


[bookmark: _Toc153355639]Installation 
Once a team is established, sites will engage in setting up the necessary conditions to implement SWIM. This will include 1) determining the roll-out of SWIM, 2) developing professional learning and coaching plans, 3) developing data systems and identifying benchmarks for implementation, 4) identifying key stakeholders, 5) selecting of professional learning leads, coaches, and practitioners, 6) reviewing SWIM tools and resources, and developing other tools as needed, 7) onboarding SWIM, 8) confirming coaching assignments, 9) inventorying classroom materials and conditions, 10) providing SWIM professional learning and coaching model overview training to district administration, 11) providing SWIM professional learning and coaching training to coaches, and 12) delivering the SWIM professional learning to practitioners.  
Site implementation team members will consider key stakeholders, installation activities, and a timeline. Example guiding questions help site implementation teams think through how to complete installation activities.
	Key Stakeholder
	Activity
	Recommended Timeline

	Site Implementation Team
	Determine roll-out of SWIM
	Spring-Summer

	Example Guiding Questions

	· What data is used to determine year 1 roll-out?
· What strategy will be used in year 1(e.g., small pilot, cohort of practitioners, all practitioners)?
· What strategy and additional content will be used in year 2 roll-out (e.g., onboarding new practitioners, introducing additional professional learning that aligns with SWIM instruction [e.g., comprehensive literacy instruction, communication training, alignment to IEP goal writing, and student assessment results])? 

	Responses

	



















	Key Stakeholder
	Activity
	Recommended Timeline

	Site Implementation Team
	Develop professional learning and coaching plans 
	Late Fall-Early Spring

	Example Guiding Questions

	· What elements of the professional learning and coaching plan reflect structures that allow for flexibility, personalization, and real-time coaching, including in-person or virtual coaching, PLCs, and CoP around teacher needs and local context?
· What structures and strategies will be used to focus PLC data activities on student writing process and writing products?
· What activities and processes will be used to support SWIM CoP?
· What data will be collected on the PLC and CoP?
· When will practitioners be able to implement SWIM instruction?
· What changes in teacher practice and student writing behaviors are expected to be seen because of SWIM implementation?

	Responses

	




























	
Key Stakeholder
	Activity
	Recommended Timeline

	Site Implementation Team
	Develop data systems and identify implementation benchmarks across the year for reflection and data analysis
	Late Fall-Early Spring

	Example Guiding Questions

	· Year 1 and 2: What program data will be collected, when, where, and how will it be collected and saved to support SWIM implementation?
· Year 1 and 2: What are the implementation benchmarks? 
· Year 1 and 2: Do they include a timeline for progress monitoring and a system for tracking implementation progress?
· Year 2: What measures can inform if SWIM is impacting student outcomes in writing as part of English Language Arts instruction?

	Responses

	

































	Key Stakeholder
	Activity
	Recommended Timeline

	Site Implementation Team
	Select 
professional learning lead/
coach
	Late Fall-Spring

	Example Guiding Questions

	· Who will deliver the SWIM professional learning?
· What knowledge and experience do they have with teachers of students with intellectual disabilities?
· Will the delivery of SWIM professional learning align with the indicators of high-quality professional development (preparation for learning, contextualizing the content, engaging in learning, reflecting on learning, and transferring learning to practice)?

	Responses

	


































	
Key Stakeholder
	Activity
	Recommended Timeline

	Site Implementation Team
	Select instructional coach
	Late Fall-Spring

	Example Guiding Questions

	· Who will act as an instructional coach?
· How will the coach know what specific skills/techniques to support?
· What strategies will the coach use to create a SWIM CoP to support practitioners?

	Responses

	







































	Key Stakeholder
	Activity
	Recommended Timeline 

	Site Implementation Team
	Select practitioners
	Winter-Spring

	Example Guiding Questions

	· How many practitioners will be recruited?
· What are the criteria for recruitment?
· What knowledge and experience do practitioners have of students with intellectual disabilities in English Language Arts instruction?
· How will practitioners understand SWIM implementation expectations and project activities and timelines?

	Responses

	





































	
Key Stakeholder
	Activity
	Recommended Timeline

	Site Implementation Team
	Review SWIM tools and resources and develop new tools and resources if needed
	Winter-Spring

	Example Guiding Questions

	· What resources and tools are available for SWIM implementation?
· What tools need to be developed (e.g., communication plan, learning management system)? 
· What strategies can be used to communicate SWIM project activities with feedback loops across all keyholders?

	Responses

	




































	Key Stakeholder
	Activity
	Recommended Timeline

	Site Implementation Team
	Onboard SWIM
	Spring

	Example Guiding Questions

	· What information will be included to provide a “road map for the year” (e.g., SWIM professional learning, coaching models, and activities) to district administration and practitioners)?

	Responses

	







































	
Key Stakeholder
	Activity
	Recommended Timeline

	Site Implementation Team
	Confirm coaching assignments and schedules
	Spring

	Example Guiding Questions

	· What is the coaching schedule?
· How can the coach and educator stay in touch between visits?
· Who can support the practitioner in the event the coach is not available?

	Responses

	






































	Key Stakeholder
	Activity
	Recommended Timeline

	Coach, Practitioner, Building Administrator
	Inventory classroom instructional materials
	Spring

	Example Guiding Questions

	· Do the inventory results (e.g., access to genres of books and the number of books, writing tools, etc.) recommend additional classroom materials to support SWIM?
· If so, what resources will be used to acquire these materials?

	Responses

	





































	
Key Stakeholder
	Activity
	Recommended Timeline

	Coach, Practitioner, Building Administrator
	Review classroom conditions for SWIM success
	Spring-Early Fall

	Example Guiding Questions

	· What is included in the classroom setting (e.g., defined spaces for reading and writing, class schedule, word wall)?
· How does the daily schedule include comprehensive literacy instruction (e.g., text comprehension, reading foundations, writing, and self-selected reading) for an optimal time of 90–180 minutes of daily instruction?
· Are there varied types of instructional arrangements utilized to deliver instruction (e.g., whole class, co-teaching, small group, and one-to-one)? If not, what support can be put into place?
· Do students have access to communication systems throughout all daily activities and routines if required?

	Responses

	































	Key Stakeholder
	Activity
	Recommended Timeline

	Site Implementation Team
	Provide SWIM professional learning and coaching model overview training to district administration 
	Spring-Summer

	Example Guiding Questions

	· How will the SWIM professional learning and coaching model administrator training be designed to address evidence of need and administrator concerns?
· How will the training be delivered?
· What types of follow-up support may be needed (e.g., teacher/coach meetings with the building administrator)?

	Responses

	



































	
Key Stakeholder
	Activity
	Timeline

	Site Implementation Team
	Provide SWIM professional learning and coaching training to coaches
	Spring-Summer

	Example Guiding Questions

	· What strategies will be used within the SWIM professional learning and coaching training that address fidelity to the SWIM coaching model?
· Who will provide follow-up support?

	Responses

	






































	Key Stakeholder
	Activity
	Recommended Timeline

	Coach/
Professional Learning Lead
	Deliver the SWIM professional learning to practitioners
	Summer-Fall

	Example Guiding Questions

	· What strategies will be used within the SWIM professional learning and coaching? 
· When, where, and for how long will SWIM professional learning be delivered?
· What strategies will be used to ensure the SWIM professional learning is delivered using the sequence as designed so that teachers may apply their knowledge, skills, and understanding of the SWIM model and cycle?

	Responses

	



































[bookmark: _Toc153355640]Initial Implementation
During initial implementation, SWIM instruction is delivered by practitioners and supported by coaches and the implementation team. This will include 1) site implementation team meetings, 2) progress monitoring implementation benchmarks, 3) communication with feedback loops, 4) implementation of SWIM core components, professional learning, coaching, and CoP, and 5) practitioners’ instruction of the SWIM Cycle. Example guiding questions help site implementation teams think through how to complete installation activities.
	Key Stakeholder
	Activity
	Recommended Timeline

	Site Implementation Team
	Team meetings
	Fall-Spring

	Example Guiding Questions

	· Is the team maintaining regularly scheduled meetings? If not, how can the meetings be protected?
· Will there be participants other than team members at team meetings? If so, who will they be and what is their role?

	Responses

	





























	
Key Stakeholder
	Activity
	Recommended Timeline

	Site Implementation Team
	Progress monitoring implementation benchmarks
	Fall-Spring

	Example Guiding Questions

	· What does the data reflect on implementation?
· What are the potential reasons for the data (e.g., barriers, successes, efforts)?
· How will barriers be addressed?
· What changes need to occur to meet benchmarks?

	Responses

	





































	Key Stakeholder
	Activity
	Recommended Timeline

	Site Implementation Team
	SWIM Communications
	Fall-Spring

	Example Guiding Questions

	· Is the communication plan meeting the needs of the site?
· Do SWIM implementation communications include outcomes on regular team meetings, focused conversations, parent-teacher conferences, end-of-year celebrations, etc.?

	Responses

	







































	Key Stakeholder
	Activity
	Recommended Timeline

	SWIM Coach
	SWIM Coaching
	Fall-Spring

	Example Guiding Questions

	· What might be the challenge of implementing the SWIM Coaching model touch points, reoccurring coaching conversations at each phase of the SWIM Cycle with the goal of facilitating teachers in planning, delivering, and 
evaluating student writing and used to support the development of a 
· student case study throughout a SWIM Cycle?
· What barriers might be present as coaches engage in a coaching cycle that includes teacher self-reflection on instruction, coach observation feedback, and goal setting for fidelity on future instruction? 
· What strategies can be used to overcome these barriers?
· Are coaching logs used to inform and improve the quality of coaching support? 

	Responses

	
































	Key Stakeholder
	Activity
	Recommended Timeline

	SWIM Coach
	SWIM PLCs
	Fall-Spring

	Example Guiding Questions

	· What strategies can be used to assist teachers in understanding 
· the purpose of the SWIM PLC, structure, and expectations?
· the focus of SWIM PLC student learning through collaborative inquiry and reflection using student work samples, and assessment data are components of teacher practice?
· What is the role of the site implementation team within the PLC?

	Responses

	





































	Key Stakeholder
	Activity
	Recommended Timeline

	SWIM Coach
	SWIM CoP
	Fall-Spring

	Example Guiding Questions

	· What strategies will be used to ensure participants understand the purpose of SWIM CoP (e.g., grow collective knowledge of SWIM)?
· How will the SWIM CoP be used to introduce SWIM and identify potential partners in scaling up implementation?

	Responses

	







































	
Key Stakeholder
	Activity
	Recommended Timeline

	Practitioners
	Instruct the SWIM Cycle

	Fall-Spring

	Example Guiding Questions

	· What strategies can be used to ensure SWIM instruction is guided by all members of an interprofessional collaborative team (e.g., parents, teachers, speech and language pathologists, other related services providers, and students) that believe all students can learn, all students are general education students first, and the embrace the least dangerous assumption (e.g., presume competence [everyone has something to say], set ambitious goals)?
· What support will practitioners need to deliver the SWIM cycles using instructional decision-making tools and SWIM sequence plans with formative assessment practices to instruct the SWIM 5-step sequence routine?
· What support is needed so students have access to language and communication systems throughout the day?
· If needed, do practitioners have access to communication partner strategies training (e.g., SMART Partner-model aided language to support communication)? 
· What strategies can be used to support practitioners in aligning student individualized education program (IEP) goals to English Language Arts general academic achievement standards or Essential Elements?

	Responses

	



























[bookmark: _Toc153355641]Full Implementation
During this final stage of implementation, at least 50% of practitioners implement SWIM with fidelity with student outcomes being achieved. This will include beginning planning for year 2 implementation and beyond. Site teams will work through the same planning process used during installation and initial implementation by 1) convening the implementation team regularly to use data to examine the impact on SWIM and to improve implementation, 2) monitoring and improving implementation supports and resources for sustainability, 3) continuing professional learning and coaching to maintain fidelity of SWIM instruction, 4) continuing the use of feedback loops to communicate progress, strategies for improvement and successes, and 5) evaluating for expected SWIM outcomes. Example guiding questions help site implementation teams think through how to complete installation activities.
	Key Stakeholder
	Activity
	Recommended Timeline

	Site Implementation Team
	Begin planning for year 2 implementation and beyond 
	Winter-Spring

	Example Guiding Questions

	· What implementation benchmark data will be used to design year 2 implementation?
· Do new implementation benchmarks need to be developed?
· What strategies can be used to move toward full implementation?
· What practitioners will be identified and recruited for year 2?

	Responses

	























[bookmark: _Toc153355642]Continuous Improvement Activities for SWIM Implementation
SWIM continuous improvement activities include data collection on benchmarks, progress monitoring, and evaluation and reflection on results.
[bookmark: _Toc153355643]Data Collection
Year 1 and beginning of year 2 implementation benchmarks focus on determining if teachers are implementing SWIM as planned (e.g., participation in SWIM professional learning, completion of SWIM cycles, coaching, CoP, fidelity of SWIM instruction including formative assessment practices, and student outcomes in writing in both process and product). Data sources for evaluating whether the benchmarks may include 
· Completion of SWIM professional learning assessments and activities
· SWIM Learning Map Tool 
· SWIM Self-Reflection/Observation Tool data
· SWIM Coaching Logs
· Student writing samples
· SWIM Cycle Tool data
	Key Stakeholder
	Continuous Improvement Efforts
	Recommended Timeline

	Site Implementation Team
	Year 1 Data Collection: SWIM Implementation data

	Fall-Spring

	Example Guiding Questions

	· Can all stakeholders access the data needed to measure implementation benchmarks?
· Do all stakeholders understand the data that is being collected (e.g., coaching logs, SWIM Learning Map and SWIM Cycle Tool data, SWIM self-reflections, and observations)?
· What strategies can we use to strengthen SWIM fidelity (e.g., additional coaching, strength PLC focus on formative assessment practices)?

	Responses

	
















Implementation benchmarks for ongoing continuous improvement in year 2 and beyond focus on teacher implementation of SWIM and student writing outcomes as in year 1 and student assessment. Student assessment measures may include
· District formative, interim, and state summative general academic achievement and alternate assessments
· State literacy assessments general academic achievement and alternate assessments
· Student IEP goal alignment
· Student IEP goal growth
	Key Stakeholder
	Continuous Improvement Efforts
	Recommended Timeline

	Site Implementation Team
	Year 2 Data Collection: SWIM Implementation and student outcome data

	Fall-Spring

	Example Guiding Questions

	· Can all stakeholders access the data we need to measure implementation benchmarks?
· Do all stakeholders understand the data that is being collected?
· Is there a direct connection between data collected for SWIM implementation and student outcomes?

	Responses

	
























[bookmark: _Toc153355644]Progress Monitoring
	Key Stakeholder
	Continuous Improvement Efforts
	Recommended Timeline

	Site Implementation Team
	Progress monitoring implementation benchmarks
	Monthly/Quarterly

	Example Guiding Questions

	· When and how will data on implementation benchmarks be monitored?
· What other school data will be measured against these benchmarks?
· What system will be used to track the data?
· When should the data be analyzed to ensure progress is being made toward the benchmarks?

	Responses

	





































[bookmark: _Toc153355645]Evaluation and Reflection
This step allows site implementation teams to reflect on the impact of SWIM by analyzing benchmark data and prioritizing needs. This process may identify additional change management strategies to improve outcomes. Monitoring allows the team to make mid-course corrections and to celebrate results on a continuous basis. It is recommended that site implementation teams work through a cycle of continuous improvement that reflects their site context, policies, and procedures.
	Key Stakeholder
	Continuous Improvement Efforts
	Recommended Timeline

	Site Implementation Team
	Progress monitoring, evaluation, and reflection

	Fall-Spring

	Example Guiding Questions

	· Are we meeting our targets on SWIM Implementation?
· If yes, which targets? Why did we meet these targets?
· If not, which targets? What are the barriers that kept us from meeting the targets?
· What are our initial impressions of the data?
· Are there trends in the data? If so, what are they?
· What are the areas of strength?
· What are the areas of need?
· How can we maintain benchmarks that have been met?
· Should we keep existing benchmarks or revise them?
· What strategies can we use to strengthen SWIM implementation (e.g., additional coaching, strengthening PLC focus on student SWIM outcomes as aligned to district and state assessments)?

	Responses

	





















[bookmark: _Toc153355646]Appendix
[bookmark: _Toc153355647]Example Site Implementation Models 
[bookmark: _Toc153355648]Mid-Size District
Vignette
Overtown Community School District is a mid-size suburban district that serves a diverse population of students, including students who reside within an organization that provides specialized clinical, home and community-based programs that serve children with complex support needs, developmental delays, disabilities, injuries, and other special healthcare needs for children. District leadership finished the exploration stage by considering implementing a new practice of writing that supports student communication and selecting SWIM. Through this process, SWIM has been fully integrated within their district's continuous improvement plan. The district plans to roll out SWIM through a cohort of practitioners. The district has identified “highflyer” teachers to form the first cohort. Two of these highflyers will become teacher leaders who will support coaching along with an external coach. 
Site Implementation Plan
	Key Stakeholder
	Example Team Membership

	Site Implementation Team
	District Special Education Director, two teacher leaders, external professional learning lead/coach

	Practitioners
	10 teachers who instruct students who participate in general achievement and alternate assessments

	Professional Learning Lead
	External professional learning lead

	Coach
	External coach and two teacher leaders




Installation
	Activities
	Example Description
	Timeline
	Site Implementation Team
	Practitioners
	Professional Learning Lead
	Coach
	Building Administrator

	Determine roll-out of SWIM
	Cohort roll-out:  
 
Year 1: Implement with pilot group (10 practitioners) 
 
Year 2: Expand to 1/3 staff 
 
Year 3: Expand to remaining staff 
	Three-six years
	∙
	
	
	
	

	Create SWIM professional learning plan across all practitioner cohorts: pilot group, expanded staff, final staff. 
Use SWIM professional learning overall and facilitator guides 
	Year 1: 
SWIM professional learning through Moodle learning management system that includes a forum for CoP discussions; facilitated in-person professional learning 
 
Year 2: 
SWIM professional learning recap; writing IEP goal development 
 
Year 3: 
SWIM alignment to district and statewide assessments
	August-September


	∙
	
	
	
	

	Create coaching plan using SWIM coaching guide and logs across all practitioner cohorts
	Virtual and in-person 
 
Year 1:  
Weekly 1:1 coaching session,  
Year 2: 
Bi-monthly small group coaching sessions 
 
Year 3: 
Quarterly small group coaching sessions
	Fall-Spring
	∙
	
	
	
	

	Review SWIM tools and resources and develop new tools and resources if needed 
	Tools and resources developed:  
 
Communication plan, PLC, and CoP materials 

	Winter-Spring 
	∙
	
	
	
	

	Provide SWIM professional learning and coaching model overview to district administration
	SWIM presentation during district administration meeting 
	Winter-Spring 
	∙
	
	
	
	

	Identify data/
implementation benchmarks across cohort of practitioners
	Year 1: 
 
Data: 
 
· SWIM Learning Map Tool 
· SWIM Cycle Tool  
· Coaching logs 
· Teacher Self-reflection/ Observation Tool 
· State/District Literacy Observation Tool 
 
Benchmarks:  
· By April 15th, 100% of practitioners will complete at least one SWIM Cycle 
· By April 15th, 50% of practitioners will demonstrate fidelity of SWIM sequence steps 
 
Year 2:  
 
Data 
· SWIM Learning Map Tool data 
· SWIM Cycle Tool data 
· Coaching logs 
· Teacher Self-reflection/ Observation Tool 
· State/District Literacy Observation Tool 
· Student IEP goal alignment 
 
Benchmarks:  
· By April 15th, 75% of practitioners complete 2 or more SWIM cycles 
· By April 15th, 75% of practitioners will demonstrate fidelity of SWIM sequence steps 
· By April 15th, 50% of practitioners have writing IEP goals aligned to the SWIM approach to writing  
 
Year 3:  
 
Data: 
· SWIM Learning Map Tool data 
· SWIM Cycle Tool data 
· Coaching logs 
· Teacher Self-reflection/ Observation Tool 
· State/District Literacy Observation Tool 
· Student IEP goal alignment 
· Student achievement (IEP writing growth, performance on district/statewide assessments) 
 
Benchmarks:  
· By April 15th, 75% of practitioners complete 2 or more SWIM cycles 
· By April 15th, 80% of practitioners will demonstrate fidelity of SWIM sequence steps 
· By April 15th, 80% of practitioners have writing IEP goals aligned to the SWIM approach to writing  
· By April 15th, 20% of students show increase performance in either IEP writing goals, or district/state assessment 
	Winter-Spring 
	∙
	
	
	
	

	Select professional learning lead
	Members of the site implementation team
	Winter
	∙
	
	
	
	

	Select practitioners
	Cohort of teachers of students who participate in both the general achievement and alternate assessments
	Winter-Spring
	∙
	
	
	
	

	Confirm coaching assignments
	Implement SWIM coaching plan as intended; teacher leaders provided a half day substitute per month to support instructional coaching
	Winter-Spring
	∙
	
	
	∙
	∙

	Onboard SWIM
	District SWIM Kick-Off webinar outlining SWIM activities, timelines, and expectations
	Spring
	∙
	
	
	
	

	Inventory classroom instructional materials including student access to communication systems if needed
	Literacy Observation Tool data results indicate a need for additional genres of text for the classroom library, writing tools (e.g., easel for shared writing) and a need to enhance student communication systems to include more vocabulary
	Spring
	
	∙
	
	∙
	∙

	Review classroom conditions for SWIM success
	Literacy Observation
Tool data results indicate a need to add a center for writing and adjust daily schedule to include writing
	Spring
	
	∙
	
	∙
	∙

	SWIM professional learning and coaching training delivered to coaches
	Knowledge and understanding on how practitioners will implement the SWIM Cycle, coaching guide, and completion of coaching logs
	Spring-Summer
	∙
	
	
	
	

	Deliver SWIM professional learning practitioners
	Knowledge, understanding, and application of the SWIM model components
	Summer-Fall 
	
	
	∙
	∙
	



Initial Implementation
	Activities
	Example Description
	Timeline
	Site Implementation Team
	Practitioners
	Professional Learning Lead
	SWIM Coach

	SWIM communications
	· Status updates to district central office and teacher special education meetings 
· SWIM implementation activities shared with parent teacher organization 
· SWIM talking points for families during parent teacher conferences 
	Quarterly 
 

2x per year 
 
 
2x per year 

	∙
	
	
	

	Progress monitor SWIM implementation benchmarks
	· SWIM activities updated into progress monitoring tracker  
· Coaching updates into progress monitoring tracker 
	Monthly 
 
  
Bi-monthly 

	∙
	
	
	

	SWIM coaching
	· Implement coaching plan as designed 
· Provide supplemental coaching as requested by practitioner or determined by coach 
	Fall-Spring 
	
	
	
	∙

	SWIM PLC
	· Implement SWIM PLC structure and activities as designed in the coaching plan 
· Progress monitor goals of the PLC (e.g., data analysis on student data) 
· Design activities that focus practitioners’ engagement and collaboration
	Monthly 

	
	
	
	∙

	SWIM CoP
	· Implement CoP as designed in the coaching plan 
· Provide ongoing communication before and after CoP meetings 
	Quarterly 

	
	
	
	∙




Full Implementation
	Activities
	Example Description

	Site Implementation Team
	· Continue meeting to review data (e.g., teacher fidelity, SWIM activities, progress, and outcomes)

	Communication
	· Continue to use feedback loops to communicate progress (e.g., leadership and practitioners SWIM status updates, celebrations)
· Expand communication partners and messages relevant to site context.

	Implementation Supports
	· Continue to monitor implementation resources and support for sustainability

	Data Systems /Implementation Benchmarks
	· Use data for continuous improvement

	Professional Learning, Coaching, PLC, and CoP
	· Continue supports to maintain fidelity and of SWIM instruction





[bookmark: _Toc153355649]Rural District Consortium
Vignette
Ridgewood Community School District is a small rural school district with a population of 150 students in grades PK and K-12 and with a student-teacher ratio of 1–10. The district has been able to fend off consolidation with another nearby district due to a high agricultural and manufacturing tax base. District leadership traditionally has had a hands-off approach to engaging their two special education teachers in specialized professional development opportunities outside of the district initiatives. District administration and teachers recently attended a rural district break-out session during their regional service center’s special education conference. Administrators and teachers shared their celebrations as well as concerns about not having evidenced-based instructional strategies in writing to move their students with intellectual disabilities toward positive outcomes. As a result of their discussions, three of the attending districts, with a total of five special education teachers, met with the regional center to form a Rural District Consortium of Practitioners. They aligned their district calendars for shared professional development days and support for the following school year. Subsequent meetings were held to explore a writing practice that would meet their needs and determine if cross-district collaboration was ready for this practice. This team selected SWIM as a practice to implement and determined they were ready to do so. The regional center is invested in the success of the Rural District Consortium of Practitioners model as a potential method of scaling up SWIM in other rural districts.
Site Implementation Plan
Key Stakeholders
	Key Stakeholder
	Example Team Membership

	Site Implementation Team
	Regional Leadership Team including an administrator, special education literacy consultant/coach, building consultants that cover the 10 districts, regional assistive technology staff member, and a building administrator from one participating district.

	Practitioners
	Teachers of students who are instructed on general academic achievement standards and essential elements

	Professional Learning Leads

	Regional special education literacy consultant/coach and building consultants 

	Coaches
	Regional special education literacy consultant/coach and building consultants




Installation
	Activities
	Example Description
	Timeline
	Site Implementation Team
	Practitioners
	Professional Learning Lead
	Coach
	Building Administrator

	Determine roll-out of SWIM across Rural District Consortium of Leaners Cohorts 
	Year 1:  
 
Cohort I  
· Professional learning, coaching, and C.O.P 
Cohort II 
· Classroom visits to Cohort I practitioner classrooms 
 
Cohort II and III 
· Participate in SWIM CoP 
 
Year 2:  
 
Cohort I 
· Continue with coaching support 
· Identify teacher leaders to present at regional special education conference and as coaches for SWIM scale up in the region 
· Participate in CoP 
Cohort II 
· Professional learning, coaching, and C.O.P 
Cohort III 
· Classroom visits to Cohort I or II practitioner classrooms 
· Participate in SWIM CoP 
 
Year 3: 
 
Cohort I, II, and III 
· Participate SWIM CoP 
 
Cohort II  
· Continue with coaching support 
· Identify teacher leaders to present at regional special education conference and as coaches for SWIM scale up in the region 
Cohort III 
· Professional learning, coaching, and CoP
	Three years 
	∙
	
	
	
	

	Create professional learning plan  
 
Hybrid professional learning around organization of SWIM modules 
· Introduction 
· Plan 
· Deliver  
· Evaluate 
	· Asynchronous learning on modules 
· Synchronous learning follow-up upon completion of modules  

	Summer-Fall 
	∙
	
	
	
	

	Create coaching plan using SWIM coaching guide and logs 
	Virtual and In-person 
· Coaching support during synchronous learning 
· 1:1 coaching session 
· Small group coaching sessions across districts differentiated to student writing levels
	4 days 
  
 
1x weekly 
 

1x month 

	∙
	
	
	
	

	Review SWIM tools and Resources and develop new tools if needed 
	Resources and Tools Developed: 
· Cross-district communication plan 
· PLC and CoP materials
	Winter 
	∙
	
	
	
	

	Identify data and 
implementation benchmarks across the cohort years 

	Data: 
· SWIM Learning Map Tool  
· SWIM Cycle Tool 
· Coaching logs 
· Teacher videos with 
· Teacher Self-Reflection/Coach Observation Tool 

Year 1 Benchmarks: 
· By December 15th, practitioners will complete one SWIM Cycle Tool and submit 1 recorded video with self-reflection/ 
observation tool 
· By April 15th, 90% of practitioners complete two or more SWIM Cycle Tool and submit 1 recorded video with self-reflection/ 
observation tool 
 
Year 2: Benchmarks 
· By December 15th, 75% of practitioners have met their instructional goals as documented in the coaching logs 
· By April 15th, 90% of practitioners will demonstrate fidelity of instruction across all five steps of the SWIM sequence 
 
Year 3: Benchmarks 
· By December 15th, 50% of practitioners will have aligned student writing goals aligned to the SWIM approach to writing 
· By May 15th, 80% of practitioners will have aligned student writing goals aligned to the SWIM approach to writing
	Winter-Spring 
	∙
	
	
	
	

	Select professional learning lead 
	Regional special education literacy consultant/coach and building consultants 
	Winter 
	∙
	
	
	
	

	Select coach 
	Regional special education literacy consultant/coach and building consultants 
	Winter 
	∙
	
	
	
	

	Select practitioners 
	Teachers of students who are instructed on general academic achievement standards and essential elements across the 10 rural districts 
	Winter-Spring 

	∙
	
	
	
	

	Confirm coaching assignments 
	· Implement coaching plan as intended 
· Building administrators across districts attend a virtual site team implementation meeting to confirm coaching assignments and support for practitioners 
	Winter-Spring 
	∙
	
	
	∙
	∙

	Provide SWIM professional learning and coaching model overview to cross-district administration who do not have a practitioner who is participating in SWIM 
	Presentation provided during monthly Regional Center district administrator meeting 
	Winter-Spring 
	∙
	
	
	
	

	Onboard SWIM to practitioners, district administrators, regional center administrators and state special education team members 
	Regional SWIM Kick Off virtual webinar outlining activities, timelines, and expectations 
	Spring 
	∙
	
	
	
	

	Inventory classroom instructional materials including student access to communication systems if needed 
	Building representative and assistive technology site implementation team members collaborate with teachers and building administrators to identify needed resources to implement SWIM 
	Spring 
	
	∙
	
	∙
	∙

	Review classroom conditions for SWIM success 
	Building representative and assistive technology site implementation team members collaborate with teachers and building administrators to identify needed resources to implement SWIM 
	Spring 
	
	∙
	
	∙
	∙

	Provide SWIM professional learning and coaching training to coaches 
	Knowledge and understanding of how practitioners will implement the SWIM Cycle, coaching guide, and completion of coaching logs 
	Spring-Summer 
	∙
	
	
	
	

	Deliver SWIM professional learning practitioners 
	Knowledge, understanding and application of the SWIM model components 
	Summer-Fall 
	
	
	∙
	∙
	



Initial Implementation
	Activities
	Example Description
	Timeline
	Site Implementation Team
	Practitioners
	Professional Learning Lead
	SWIM Coach

	SWIM communications 
	· Status updates to regional center administration and district administrators across the 10 districts 
· SWIM quarterly newsletter to share during parent-teacher conferences and with regional center staff not participating in SWIM 
	Fall-Spring 
	∙
	
	
	

	Progress monitor SWIM implementation benchmarks 
	· SWIM activities updated in progress monitoring tracker 
· Coaching updates in progress monitoring tracker 
	Monthly
 

Weekly 

	∙
	
	
	

	SWIM coaching 
	· Implement SWIM PLC structure and activities as designed in the coaching plan 
· Include teacher leaders in planning for PLC activities 
· Progress monitor goals of the PLC (e.g., data analysis on student data) 
· Design activities that focus practitioners’ engagement and collaboration
	Fall-Spring 
	
	
	
	∙

	SWIM PLC 
	· Implement SWIM PLC structure and activities as designed in the coaching plan 
· Include teacher leaders in planning for PLC activities 
· Progress monitor goals of the PLC (e.g., data analysis on student data) 
· Design activities that focus practitioners’ engagement and collaboration 
	Fall-Spring 
	
	
	
	∙

	SWIM CoP 
	· Implement virtual CoP as designed in the coaching plan  
· Include teacher leaders in planning for CoP activities 
· Provide ongoing communication before and after CoP meetings 
	Quarterly 
	
	
	
	∙

	SWIM Coaching 
	Provide coaching professional learning sessions to identified teacher leaders to increase capacity of staff and sustainability of SWIM 
	Summer 
	
	
	
	∙




Full Implementation
	Activities
	Example Description

	Site Implementation Team
	Continue meeting to review data (e.g., teacher fidelity, SWIM activities, progress, and outcomes)

	Communication
	· Continue to use feedback loops to communicate progress (e.g., leadership and practitioners SWIM status updates, celebrations)
· Expand communication partners and messages relevant to site context.

	Implementation Supports
	Continue to monitor implementation resources and support for sustainability

	Data Systems /Implementation Benchmarks
	Use data for continuous improvement

	Professional Learning, Coaching, PLC, and CoP
	Continue supports to maintain fidelity of SWIM instruction
Scale up cohorts of Rural District Consortium of Learners




[bookmark: _Toc153355650]Individual Teacher
Vignette
Adam, the sole teacher in a district who provides instruction for students with intellectual disabilities, is highly motivated and continually searches for instructional resources that can be used to meet essential elements expectations. He recently learned about the SWIM website and explored the professional development modules that include a student case study with a teacher guide, instructional decision-making tools, and plans. Understanding the SWIM approach to writing emphasizes communication during writing, Adam reached out to his student’s IEP building case manager, speech and language pathologist, and assistive technology staff and requested their support in the development of the case study. Team members met with their leadership who agreed that in their current roles they could support Adam as collaborators in implementing SWIM and encouraged leadership to participate in SWIM professional learning to meet their own professional goals. Adam was excited that in SWIM, students are given the choice of topics to write about. This would help engage his student and provide a means for her to be a more active participant during IEP team meetings by sharing her writing. Afterwards, the team developed an implementation plan and presented it to the building administrator, who approved the use of SWIM professional learning to meet the requirements of the district individual career development plan, artifacts for evaluation, and use for license renewal credit.
Interprofessional Collaborative Team Plan
	Key Stakeholder
	Example Team Membership

	Interprofessional Collaborative Implementation Team
	IEP team members (e.g., student, family, building case manager, speech and language pathologist, and assistive technology)

	Practitioner
	Teacher of students who are instructed on the essential elements

	Collaborators 
	Building case manager, speech and language pathologist and assistive technology IEP team members




Installation
	Activities
	Example Description
	Timeline
	Site Implementation Team
	Practitioners
	Professional Learning Lead
	SWIM Coach

	Determine Roll-Out of SWIM 
	SWIM activities, expectations, and timelines including participation in SWIM CoP 
	Winter 


	∙
	
	
	

	Create professional learning and collaboration plan
	Asynchronous learning with touch points for collaboration on the development of the student case study  
	Winter 
	∙
	
	
	

	Review SWIM tools and Resources and develop new tools if needed 
	Tools and resources developed: 
· Team Communication Plan that includes strategies to ensure active parent participation 
· Team meeting agendas
	Winter 
	∙
	
	
	

	Identify data and 
implementation benchmarks across the cohort years 

	Data: 
· Student case study activities 
· Building administrator and parent communications 
Benchmarks:  
· By December 15th, 100% of student case study activities will be completed including two video-recorded lessons with a self-reflection/observation tool 
· By April 15th, three or more SWIM communications will be sent to building administrator and parents 
	Winter-Spring


	∙
	
	
	

	Onboard SWIM
	Introduce SWIM professional learning activities that will begin in the fall with parents during conferences 
	Spring
	
	∙
	
	

	Inventory classroom instructional materials including student access to communication systems if needed 
	Inventory results indicated need for classroom communication resources (e.g., core vocabulary posters, additional technology for multi-modal communication) 
	Spring-Summer 
	
	∙
	∙
	∙

	Review classroom conditions for SWIM success 
	Review of classroom conditions indicate need for writing tools other than pencil and paper (e.g., alternate pencils) 
	Spring-Summer 
	
	∙
	∙
	∙

	Deliver SWIM professional learning practitioners 
	Asynchronous learning 
Module 3: Summer 
Module 4: Fall 
Module 5: Late Fall 
	Summer-Fall 
	
	∙
	∙
	



Initial Implementation
	Activities
	Example Description
	Timeline
	Interprofessional Collaborative Implementation Team
	Practitioner
	Collaborators
	IEP Team Members

	SWIM communications 
	· Building and parent communications during fall and spring conferences 
· District individual career development plan including portfolio with student writing artifacts 
	Fall-Spring 
	
	∙
	
	

	SWIM communications 
	SWIM status updates with supervisors 
	Quarterly
	
	
	
	∙

	Progress monitor SWIM implementation benchmarks 

	SWIM activities updated in Team Communication Plan 
	Monthly
	
	
	
	

	SWIM CoP 
	· Engage in regional or state sponsored SWIM CoP 
· Share ideas and develop collaborative relationships with other SWIM practitioners
	As provided
	∙
	
	
	





Full Implementation
	Activities
	Example Description

	Interprofessional Collaborative Implementation Team
	· Continue meeting to review for maintenance and revise implementation benchmarks

	Communication
	· Continue to provide communications with supervisors and parents
· Expand communication partners and messages relevant to site context.

	Implementation Supports
	· Continue to monitor implementation resources and support for sustainability

	Data Systems/Implementation Benchmarks
	· Use data for continuous improvement

	Interprofessional Collaborative Implementation Team
	· Continue supports to maintain fidelity and of SWIM instruction
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