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[bookmark: _Toc153182824][bookmark: _Toc153281064]Purpose and Background
The SWIM Site Implementation Readiness Guide is intended to be used by educational stakeholders (e.g., state, regional, district and building leadership teams) to explore and evaluate their site’s readiness to adopt and implement SWIM. This guide incorporates content and elements of the National Implementation Research Center (NIRN) The Hexagon: An Exploration Tool and the University of Minnesota Readiness Tool: A Guide for Exploring Check & Connect at Your Site, using the following implementation site and program indicators and their ratings:
[bookmark: _Toc153182825][bookmark: _Toc153281065]Implementation Site Indicators
Implementation site indicators assess how well the identified program matches the implementation site.
1. Need (SWIM meets a recognized need to improve writing instruction for students with intellectual disabilities.)
2. Fit (SWIM fits with current initiatives at the site.)
3. Capacity (SWIM site has the capacity to implement SWIM with fidelity.)
[bookmark: _Toc153182826][bookmark: _Toc153281066]Program Indicators
Program indicators assess the identified program or practice that will be implemented.
4. Evidence (SWIM has demonstrated evidence that it can support writing instruction successfully.)
5. Supports (SWIM has support for implementation in place.)
6. Usability (SWIM supports implementation within different sites and local contexts.)
SWIM Implementation Components: Professional Learning, Coaching, and Community of Practice 

SWIM professional learning is intended for teachers of students with intellectual disabilities to meet grade-level general or alternate academic expectations in writing as part of English language arts. Teachers will apply their learning of the SWIM model components by implementing the SWIM instructional cycle of Plan, Deliver, and Evaluate. SWIM coaching and community of practice supports the transfer of the critical components of SWIM professional learning into practice. Alignment of SWIM professional learning modules, student case study activities with associated tools, SWIM coaching, and community of practice is included in Appendix A. 

SWIM professional learning, coaching, and community of practice allow for flexibility and personalization, including the timing of professional learning and coaching sessions based on teacher needs and local context. These include 1:1 individual, small-group coaching, building or district professional learning community, and a community of practice. Professional learning teams may build a SWIM professional learning and coaching plan that best fits their site. An example of this plan is included in Appendix A of this document.

Review and Ranking of Site and Program Indicators 
The following sections of the tool include guiding questions, rating scales and a description of the ratings across the implementation site indicators and project indicators. This guide examines both indicators concurrently to reflect their interdependency while planning for potential SWIM adoption and site implementation. Example vignettes are included in Appendix B of this guide. 

[bookmark: _Toc153182827][bookmark: _Toc153281067]How to Use this Guide 
1. Identify the stakeholder group that will complete the guide. Stakeholders should represent a cross-section of those who will support SWIM and implement SWIM. These may include state or regional leadership and staff; or district staff (e.g., curriculum director, special education director, other administrators, professional learning lead, coaches, and teacher practitioners).
2. For each indicator: 
a. Read the guiding questions.
b. Write an answer to the questions based on your site and the information provided about SWIM. 
c. Use your answer to identify the best rating (scale of 1 to 5).
i.  If you’re unsure which rating to pick, review the vignettes in Appendix B. 
ii.  If parts of two different rating descriptors are accurate, choose the rating that the closest fit. 
3. Review and discuss the overall set of six ratings. 
a. The ratings are a rough indicator of whether SWIM might be a good match for your site and whether your site is ready to adopt SWIM. There is no total score that signals a site should adopt SWIM. 
b. If most ratings are moderate to strong, discuss whether there is any potential for conditions to change for the lower rated indicators. For instance, if there is strong evidence of need, fit, and usability, but less evidence of capacity, is there anything that could change about capacity so the site would be better prepared to adopt SWIM? 

If you complete this readiness guide and are still unsure whether you should adopt SWIM, a member of the SWIM project team can talk with you. Contact us at atlas-aai@ku.edu.  






[bookmark: _Toc153182830][bookmark: _Toc153281070]Need

	Guiding Questions
	Rating: 

	· Has the site identified a need for students with intellectual disabilities (and their teachers) to enhance/improve writing instruction through comprehensive literacy?
· Does the site focus on writing instruction as part of comprehensive literacy instruction?
· Has the site identified a need for students with intellectual disabilities to work toward the state’s academic content standards and the DLM Essential Elements?
· Is the site committed to using, and having available, multiple data sources and disaggregated data to understand the needs and assets of students and teachers? These data sources may include administrative data, district-level summative assessment data, annual state accountability assessment data, student individual education program [IEP] data, and teacher and building/district administrator survey data.
· For general summative assessments
i. What does the data indicate about overall ELA achievement?
· For DLM alternate assessments
i. What does the data indicate about overall ELA achievement?
ii. What does the data indicate about conceptual areas (ELA.C1.1: Determine critical elements of text; ELA.C1.2: Construct understandings of text; ELA.C1.3: - Integrate ideas and information from text)
· For all summative assessments, what does the data indicate about multilingual learners and other subgroups?
· If available:
i. What does other data indicate about literacy and writing achievement for students with intellectual disabilities?
ii. What other data (e.g., administrative, survey) indicate about teacher needs and assets related to comprehensive literacy instruction?
· Is there a school or district perception that the needs and assets of students and teachers exist?
· Is there evidence that SWIM addresses the need to enhance/improve writing instruction through comprehensive literacy?
· Effectiveness of the Shared Writing Instructional Model
· If SWIM is implemented, what can potentially change for students with intellectual disabilities?’
· What does other data indicate about literacy and writing achievement for students with intellectual disabilities?
· What does other data (e.g., administrative, survey) indicate about teacher needs and assets related to comprehensive literacy instruction? 
· What does the data indicate about student receptive and expressive communication?
· What does the data indicate about providing students with assistive technology and communication devices?
· What does the data indicate about providing students with speech and language and assistive technology services and support?
· What does the data indicate about classroom conditions?
i. Scheduled time for comprehensive literacy instruction
ii. Instructional materials including multi-modal communication supports
iii. Classroom layout
· What does the data indicate about students being served in the least restrictive environments?
· What does the data indicate about how students with intellectual disabilities are included as members of the school community?
	

	[bookmark: _Hlk153186029]Answers

	

	5
	4
	3
	2
	1

	The site demonstrates an understanding of the need to improve writing instruction as part of comprehensive literacy. The site demonstrates an understanding of how SWIM meets the needs of students with intellectual disabilities. The site has disaggregated data for students who take the alternate or general assessments to identify the need for writing instructional support for all subgroups (e.g., linguistic background, socioeconomic background).  The site has a vision for what could change for students with intellectual disabilities if they implement SWIM.
	The site demonstrates an understanding of how SWIM meets the needs of students with intellectual disabilities.  The site has included two or more data sources that have been disaggregated to identify the need for writing instructional support that incorporates comprehensive literacy instruction for students with intellectual disabilities.







	The site demonstrates some understanding of how SWIM meets the needs of students with intellectual disabilities.  The site has included two or more data sources but has not disaggregated these data.
	The site demonstrates minimal understanding of how SWIM meets the needs of students with intellectual disabilities.  The site has included only administrative data and has not disaggregated these data.
	The site has not demonstrated an understanding of how SWIM meets the needs of students with intellectual disabilities.





[bookmark: _Toc153182831][bookmark: _Toc153281071]Fit

	Guiding Questions
	Rating: 

	· Does SWIM align with other site priorities?
· Consider the SWIM approach to writing (e.g., all students as writers; writing is a means for communication rather than skill development in mechanics and orthography). Does this fit with site educational community’s values, culture, and history, including the values of culturally and linguistically specific populations?
· What other initiatives currently being implemented will intersect with SWIM?
a. How will SWIM be addressed or incorporated within other initiatives?
b. Do other initiatives address comprehensive literacy instruction?
c. Do other initiatives support student access to academic content standards and Essential Elements?
d. Are the expectations, tools, and resources utilized in other initiatives aligned with or compatible with SWIM?
· Will other initiatives make it easier or more difficult to implement SWIM and achieve the desired outcome?
a. Do other initiatives contradict the SWIM model (e.g., do they follow a readiness model or focus on discrete skills taught in isolation)?
	

	Answers

	

	5
	4
	3
	2
	1

	SWIM fits with the priorities of the implementing site; community values, including the values of culturally and linguistically specific populations; and other existing initiatives.
	SWIM fits with the priorities of the implementing site and community values; however, the values of culturally and linguistically specific populations
have not been assessed for fit.
	SWIM fits with the priorities of the implementing site, but it is unclear whether it aligns with community values and other existing initiatives.
	SWIM fits with some of the priorities of the implementing site, but it is unclear whether it aligns with community values and other existing initiatives.
	SWIM does not fit with the priorities of the implementing site or community values.



[bookmark: _Toc153182832][bookmark: _Toc153281072]Capacity

	Guiding Questions
	Rating: 

	· Leadership:
· Does the site have leaders available and ready to serve on an implementation team?
· Can the site’s senior leadership commit the site’s time and resources needed to install, implement, and monitor SWIM?
· Does the site have communication mechanisms that ensure leadership can communicate expectations about SWIM adoption and implementation?
· Can the site provide an infrastructure (time for professional learning and coaching, coaching structures, resources, communication) that best fits their site-specific context and supports SWIM implementation components that can include?
· SWIM Professional Learning Guide
· SWIM Coaching Guide
· SWIM professional learning
· Menu of coaching options
· Professional learning communities
· Community of practice
· Training:
· Is the site prepared to participate in initial and ongoing training for leadership and mentors?
· Professional learning lead
· Does the staff member have knowledge of instructional support for students with intellectual disabilities and complex communication needs? 
· If not, what resources or training can be provided? 
· Does the staff member have a record of successful group facilitation and delivery of professional learning that embeds modeling, guided practice, and opportunities for practice? 
· Commitment to Fidelity:
· Is the site committed to implementing with fidelity?
· Can the site commit to implementing SWIM professional learning using a student case study?
· Can the site commit to instructing using the SWIM Cycle and SWIM instructional decision-making tools, plans, and resources? 
· Can the site commit to following the SWIM coaching model with touchpoints at each phase of the SWIM cycle?
· Staffing:
· Can the site allocate sufficient staff needed to implement SWIM?
· Coaching
· Does the coaching staff have knowledge of instructional support for students with intellectual disabilities and complex communication needs? 
· If not, what resources or training can be provided? 
· Will the site use coaching cycles?  
· If so, can a coach at 1.0 FTE support up to 10 teachers per cycle?
· If not, will the site develop building or cross district building coaching sessions?
· A coach at 1.0 FTE may support up to 15 teachers
· Does the coach demonstrate characteristics needed for effective coaching (e.g., skill building in trusting relationships, collaboration, problem-solving, and time management, etc.)?
· Resources
· Does the site have mechanisms in place to monitor SWIM implementation and effectiveness?
· Implementation benchmarks
· Progress monitoring tracking system
· Does the site have resources to support teacher professional learning?
· Resources may include scheduled time for learning; time for professional learning leads and coaches to plan, deliver and evaluate SWIM professional learning; financial support to acquire resources; technology support for online storage of materials; and delivery of virtual professional learning.
· Will the site support teacher participation in additional learning for SWIM as well as communication about SWIM implementation?
· Will teachers spend occasional time working outside of contract hours?
· Does the site have the resources necessary to ensure all participating students will have access to necessary assistive technology during literacy instruction (including assistive technology itself and personnel to support teachers in using it)?
· Teachers:
· Are teachers and other educators who support instruction of students with intellectual disabilities willing to implement SWIM?
	

	Answers

	

	[bookmark: _Hlk153110226]5
	4
	3
	2
	1

	The site has full capacity to implement SWIM, including the following: leadership, training, commitment to fidelity, staffing, resources, and buy-in from teachers.
	The site has most of the capacity to implement SWIM, including three of the following:  leadership, training, commitment to fidelity, staffing, resources, and buy-in from teachers.
	The site has some of the capacity to implement SWIM, including two of the following: leadership, training, commitment to fidelity, staffing, resources, and buy-in from teachers.
	The site has minimal capacity to implement SWIM, including only one of the following: leadership, training, commitment to fidelity, staffing, resources, and buy-in from teachers.
	The site does not have the capacity necessary, including any of the following: 
leadership, training, commitment to fidelity, staffing, resources, and buy-in from teachers.
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	Guiding Questions
	Rating: 

	· What research data is available to demonstrate the effectiveness of SWIM?
· What is the strength of evidence demonstrating the success of students who participated in SWIM?
· Effectiveness of the Shared Writing Instructional Model
· What outcomes are expected when SWIM is implemented as intended?
· Meaningful Writing Instruction for Students with Intellectual Disabilities
· Shared Writing Instructional Model: Planning, Delivering, and Evaluating Writing Instruction for Students with Intellectual Disabilities
· From Understanding Symbols to Constructing Text that Convey Meaning: Teaching Students with Intellectual Disabilities to Write as a Means of Communication
· Does SWIM have a well-developed theory of change or logic model that demonstrates how SWIM is expected to contribute to short term and long-term outcomes?
· SWIM Logic Model
	

	Answers

	

	5
	4
	3
	2
	1

	SWIM has documented evidence of effectiveness based on at least two rigorous, external research studies. These studies compare students with intellectual disabilities and control groups and have demonstrated effects at least on-year post-treatment.
	SWIM has demonstrated effectiveness for students with intellectual disabilities based on qualitative and quantitative evidence from multiple measures, with some evidence from a comparison group.
	SWIM shows some evidence of effectiveness through less rigorous research studies on students with intellectual disabilities and comparison groups.
	SWIM is guided by a well-developed theory of change or logic model for students with intellectual disabilities and has demonstrated a relationship between SWIM and outcomes.

	SWIM does not have a well-developed theory of change or logic model and has not demonstrated effectiveness through a research study.  



[bookmark: _Toc153182834][bookmark: _Toc153281074]Supports 

	Guiding Questions
	Rating: 

	· Is there a qualified expert who can help with implementation over time?
· Accessible Teaching, Learning, and Assessment Systems, University of Kansas
· Are there start-up costs (e.g., fees) to implement SWIM?
· Are SWIM resources readily available?
· SWIM website
· What is the cost of SWIM materials?
· Is SWIM professional learning culturally sensitive?
· Do SWIM resources provide information and support for building competency of staff? 
· SWIM Site Implementation
· Are there resources to develop a data management plan for SWIM?
· District-developed SWIM Site Implementation Plan
· Is there suggested guidance for encouraging SWIM adoption and use?
· Writing is a means for communication rather than skill development in mechanics and orthography.
· SWIM increased student engagement and self-regulation during writing instruction.
· SWIM supports comprehensive literacy instruction.
	

	Answers

	

	5
	4
	3
	2
	1

	SWIM has comprehensive resources available from an expert (a program developer or intermediary) to support implementation, including resources for building the competency of staff (staff selection, training, coaching, fidelity) and organizational practice (data system and data use support, policies and procedures, stakeholder and partner engagement.)
	SWIM has some resources available to support implementation, including limited resources to support staff competency (e.g., training and coaching) and limited resources to support organizational changes (e.g., data systems).
	SWIM has some resources available to support either competency development or organizational development.
	SWIM resources are available beyond a curriculum or one-time training.
	SWIM has few to no resources available to support implementation.
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	Guiding Questions
	Rating: 

	· Is SWIM clearly defined (e.g., what are its components, who are its intended users)? 
· Are SWIM’s core features well-operationalized?
· Is there an assessment of fidelity that measures if practitioners are implementing activities as intended?
· For all above questions: SWIM is a well-defined model based on the SWIM instructional cycle of Plan, Deliver, and Evaluate. The SWIM cycle is measurable and observable. SWIM instructional decision-making tools and instructional resources are utilized during each phase of the SWIM cycle, including a self-reflection/observation tool to measure fidelity.
· Has SWIM been adapted for use with culturally and linguistic specific populations?
· SWIM can be implemented with any student who is eligible for special education services, not only students with intellectual disabilities.
· Is there guidance on core features that can be modified or adapted to improve contextual fit?
· SWIM can be implemented with any student who is eligible for special education services, not only students with intellectual disabilities.
· What are the key factors for previous successful replications?
· Facilitative Leadership
· Promoted effectiveness of SWIM
· Provided resources to implement SWIM
· Engaged in regular communications
· Recognized and showed appreciation for practitioner contributions to implement SWIM
· Site history of engagement in professional learning 
· Site history of literacy coaching 
· SWIM implementation based on a three-year roll-out 
· Year 1 consists of a small pilot; Year 2-3 consists of expansion to other sites
· Recruitment of practitioners with a growth mindset and strong understanding of comprehensive literacy instruction and support for students with complex communication needs
· What are the key issues that led to unsuccessful replication efforts?
· A large district implementing SWIM as a one-year district-wide initiative 
· Lack of practitioner knowledge of comprehensive literacy instruction 
· Other competing district initiatives
· Are there mature sites with successful histories of implementing SWIM who are willing to be observed?
· There are sites who are willing to be observed.

	

	Answers

	

	5
	4
	3
	2
	1

	SWIM has operationalized principles, values, and core components that are measurable and observable. SWIM has a validated fidelity assessment and identifies modifiable components to support contextualization for new settings or populations.
	SWIM has operationalized principles, values, and core components that are measurable and observable. SWIM has tools and resources to monitor fidelity but does not have a validated fidelity measure. SWIM identifies modifiable components to support contextualization for new settings or populations.
	SWIM has operationalized principles, values, and core components that are measurable and observable but does not have a fidelity assessment. SWIM does not identify modifiable components.
	SWIM has identified principles, values, and core components; however, the principles and core components are not defined in measurable or observable terms. SWIM does not identify modifiable components.
	SWIM does not identify principles and values or core components.
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[bookmark: _Toc153281078]SWIM Professional Learning 
SWIM professional learning is intended for teachers of students with intellectual disabilities to meet grade-level general or alternate academic expectations in writing as part of English Language Arts. The learning objective and intended outcome of SWIM professional development is that teachers understand the SWIM model components by implementing the SWIM instructional cycle of Plan, Deliver, and Evaluate. SWIM professional development incorporates a student case study to promote job-embedded learning and apply teacher knowledge of the SWIM cycle. Learning modules are organized into sections that introduce shared writing, the SWIM model, and content for each phase of the SWIM cycle. The sequence of learning is designed to support teachers in applying the SWIM cycle. 

[bookmark: _Toc153281079]SWIM Coaching 
SWIM coaching is designed to put the critical components of SWIM professional learning into practice so that teachers can apply the SWIM cycle. The goal of SWIM coaching is to support teachers in planning, delivering, and evaluating high-quality, specially designed writing instruction so that all students may grow in their writing development. The SWIM coaching model is designed to support collaborative actions or touch points between the teacher and coach throughout a SWIM cycle. This model allows for flexibility and personalization, including in-person or virtual coaching and scheduling of professional learning and coaching sessions around teacher needs and local context. Coaching includes one-to-one individual sessions, small group coaching, building or district professional learning communities (PLC), and a community of practice (CoP). The coaching options support the development of a professional learning and coaching plan in which coaching, PLCs, and a CoP can be integrated before, during, and after SWIM professional development. 

[bookmark: _Toc153281080]SWIM Community of Practice (CoP) 
Professional learning leads and coaches are encouraged to establish a SWIM CoP to connect teachers who are implementing SWIM in their classrooms with other educators who support teachers of students with intellectual disabilities. CoP activities can be used to share best practices and advance the goals of SWIM professional learning. 
Figure 1 illustrates the alignment between SWIM professional learning modules, student case study activities with associated tools, SWIM coaching, and the SWIM CoP. SWIM professional learning modules are organized within sections: 1) Introduction, 2) Plan, 3) Deliver, and 4) Evaluate. The learning sequence is designed to support teachers in applying the SWIM cycle. SWIM coaching and a CoP support teachers in putting the critical components of SWIM professional learning into practice as they apply the SWIM cycle.  

[bookmark: _Ref153271348]Figure 1.
SWIM Community of Practice Components [image: 1) Introduction: Modules 1 "Shared Writing & the SWIM Approach," and 2, "SWIM Model". 2) Plan: Module 3 "SWIM Planning Tool and Instructional Resources," then complete the SWIM Learning Map Tool and select and review the SWIM Sequence Plans. Refer to the Coaching Guide for prompts plus the "Plan" coaching log. 3) Deliver: Module 4 "SWIM Sequence," then use the SWIM Sequence Plan to instruct the sequence; Video record lessons and complete the SWIM Sequence Self-Reflection/Observation tool. Refer to the Coaching Guide for prompts plus the "Deliver" coaching log. 4) Evaluate: Module 5 "SWIM Cycle Tool," then complete the SWIM Cycle Tool and begin a new SWIM cycle. Refer to the Coaching Guide for prompts plus the "Evaluate" coaching log.]
 
[bookmark: _Toc150250013]
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Table 1 illustrates how SWIM coaching, professional learning, and CoP practice activities can be delivered to educators in a manner that is consistent with job-embedded learning and the development of a student case study. In Table 1, the three components are integrated before, during, and after SWIM professional development. The example plan includes 1) readiness activities for SWIM implementation; 2) follow up coaching from professional learning, especially after each lesson of the SWIM five-step sequence, to address misconceptions and support instructional fidelity; 3) PLC for peer review of SWIM lessons; and 4) a CoP to explore how SWIM supports comprehensive literacy instruction. Activities may occur within a building or district PLC, in small group coaching, or through another mode of delivery depending on the local site context. 

[bookmark: _Ref153271410]Table 1.
Example Plan

	Activity
	Mode of Delivery
	Title
	Description

	SWIM Coaching
	SWIM building or district PLC, in-person, or virtual
	SWIM Roadmap for the Year
	Orientation to upcoming SWIM professional learning expectations; includes a student case study and coaching activities that support professional learning

	SWIM Professional Learning 
	Asynchronous or facilitated via PLC or large group training
	Module 1: Shared Writing and the SWIM Approach
	Exploration of shared writing and a new approach to shared writing

	SWIM Professional Learning
	Asynchronous or facilitated via PLC or large group training
	Module 2: SWIM Model
Lesson 1: SWIM Learning Maps
	Exploration of how the SWIM Learning Maps depict the knowledge, skills, and understanding that support writing development

	SWIM Professional Learning
	Asynchronous or facilitated via PLC or large group training
	Module 2: SWIM Model 
Lesson 2: SWIM Writing Levels
	Exploration of how educators can get to know their students as writers

	SWIM Professional Learning
	Asynchronous or facilitated via PLC or large group training
	Module 2: SWIM Model
Lesson 3: SWIM Cycle
	Exploration of the SWIM Cycle

	SWIM CoP 
	Virtual 
	All Students are Writers
	Review the essential questions in Modules 1 and 2, identify misconceptions, promote understanding, and provide strategies to shift practice

	SWIM Professional Learning
	Asynchronous or facilitated via PLC or large group training
	Module 3: The SWIM Cycle: Plan: SWIM Planning Tool & SWIM Sequence Plan
Lesson 1: SWIM Planning Tool 
	Exploration of how to use the SWIM Planning Tool and SWIM sequence plans

	SWIM Professional Learning
	Asynchronous or facilitated via PLC or large group training
	Module 3: SWIM Cycle: Plan: SWIM Planning Tool & Instructional Resources
Lesson 2: SWIM Sequence Plans
	Exploration of the SWIM cycle and SWIM sequence plans

	SWIM Coaching
	1:1 individual or small group coaching, in-person, or virtual
	The SWIM Cycle Plan: 
Coaching Touchpoint
	Review instructional plans, set goal(s) for instruction, identify instructional strategies and resources to meet the goal(s), and discuss next steps

	SWIM Coaching 
	SWIM building or district PLC, in-person or virtual
	All Students are Writers
	Sharing of student writing level assignment and discussion on delivering the SWIM Sequence using SWIM instructional plans

	SWIM Professional Learning 
	Asynchronous or facilitated via PLC or large group training
	The SWIM Cycle: Deliver
Module 4: SWIM Sequence
Step 1: Choose a Topic and Purpose of Writing
	Exploration of the goals and activities of Step 1

	SWIM Coaching
	1:1 individual coaching, in-person or virtual
	SWIM Cycle: Self-Reflection and Observation Tool, Step 1
	Feedback and reflection on step 1, set goal(s) for instruction, identify instructional strategies and resources to meet the goal(s), and discuss next steps

	SWIM Professional Learning
	Asynchronous or facilitated via PLC or large group training
	The SWIM Cycle: Deliver 
Module 4: SWIM Sequence
Step 2: Learn about the Topic
	Exploration of the goals and activities of step 2 

	SWIM Coaching
	1:1 individual coaching, in-person or virtual
	SWIM Cycle: Self-Reflection and Observation Tool, Step 2
	Feedback and reflection on step 2, set goal(s) for instruction, identify instructional strategies and resources to meet the goal(s), and discuss next steps

	SWIM Coaching
	SWIM building or district PLC, in-person or virtual
	All Students are Writers
	Peer review of steps 1 and 2 using the SWIM self-reflection/observation tool

	SWIM CoP 
	Virtual
	All Students are Writers
	Exploration of how SWIM supports comprehensive literacy instruction

	SWIM Professional Learning 
	Asynchronous or facilitated via PLC or large group training
	The SWIM Cycle: Deliver
Module 4: SWIM Sequence
Lesson 3: Step 3: Plan for Writing
	Exploration of the goals and activities of step 3 of the SWIM Sequence

	SWIM Coaching
	1:1 individual coaching, in-person or virtual
	SWIM Cycle: Self-Reflection and Observation Tool, Step 3
	Feedback and reflection on step 3, set goal(s) for instruction, identify instructional strategies and resources to meet the goal(s), and discuss next steps

	SWIM Coaching
	SWIM building or district PLC, in-person or virtual
	All Students are Writers
	Peer review of step 3 using the SWIM self-reflection/observation tool

	SWIM Professional Learning 
	Asynchronous or facilitated via PLC or large group training
	The SWIM Cycle: Deliver
Module 4: SWIM Sequence
Lesson 4: Write with a Purpose
	Exploration of the goals and activities of step 4 of the SWIM Sequence

	SWIM Coaching
	1:1 individual coaching, in-person or virtual
	SWIM Cycle: Self-Reflection and Observation Tool, Step 4
	Feedback and reflection on step 4, set goal(s) for instruction, identify instructional strategies and resources to meet the goal(s), and discuss next steps

	SWIM Coaching
	SWIM building or district PLC, in-person or virtual
	All Students are Writers
	Peer review of step 4 using the SWIM self-reflection/observation tool

	SWIM Professional Learning
	Asynchronous or facilitated via PLC or large group training
	The SWIM Cycle: Deliver
Module 4: SWIM Sequence
Lesson 5: Review and Evaluate for Purpose
	Exploration of the goals and activities of step 5 

	SWIM Coaching
	1:1 individual coaching, in-person or virtual
	SWIM Cycle: Self-Reflection and Observation Tool, Step 5
	Feedback and reflection on step 5, set goal(s) for instruction, identify instructional strategies and resources to meet the goal(s), and discuss next steps

	SWIM Coaching
	SWIM building or district PLC, in-person or virtual
	All Students are Writers
	Peer review of step 5, using the SWIM self-reflection/observation tool

	SWIM Professional Learning
	Asynchronous or facilitated via PLC or large group training
	Module 5: The SWIM Cycle: Evaluate
Lesson 1: SWIM Cycle Tool
	Exploration of an instructional decision-making support tool used at the end of a SWIM cycle

	SWIM Coaching
	1:1 individual or small group coaching, in-person or virtual
	Ending a SWIM Cycle
	Evaluation and reflection on the delivery of SWIM Instruction to determine instructional pathways for next SWIM Cycle, set goal(s) for instruction, identify instructional strategies and resources to meet the goal(s), and discuss next steps

	SWIM CoP 
	Virtual 
	All Students are Writers
	SWIM celebrations from across the school year


Note: CoP = community of practice; PLC = professional learning community.
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1. [bookmark: _Toc153182841][bookmark: _Toc153281084]Need

Requests for writing support from teachers and building administrators as well as parent input during student individualized education program (IEP) meetings, illustrate the challenges of delivering high-quality, specially designed instruction to students with intellectual disabilities. District A established a leadership team to assess the need for writing instruction for students in kindergarten through sixth grade. Students in this subpopulation participated in both the Dynamic Learning Maps (DLM) alternate assessment and the state’s general achievement assessment. The team examined multiple sources of data, including student assessment results on the DLM assessment, the state’s early literacy alternate assessment, and general achievement performance scores. All assessments included a writing component. The leadership team found that writing and reading performance was low and highly inconsistent across other subpopulations (e.g., socioeconomic status, ethnicity, language learners) of students within the district. This led to a review of the district curriculum and student individualized educational program (IEP) goals. 

The leadership team and district curriculum staff reviewed their general and special education literacy curricula to understand how writing was taught within comprehensive literacy instruction. The team found that the general education English Language Arts curriculum was ineffective in connecting reading and writing. There was no connection for students who received special education services. The team’s review of student IEP goals focused on the content of reading and writing goals and student attainment of these goals. The team found that instances of students attaining writing IEP goals were notably low and few students had writing IEP goals. IEPs that did include goals related to writing on demand (with progress monitoring on correct word sequence) and writing instruction occurring outside of reading instruction. Reading IEP goals focused mostly on reading fluency or producing correct responses to comprehension questions (occasionally with only two correct response options). Based on this assessment, the team provided the following rating for “need” for SWIM at their site: 

	Rating
	Description

	5
	The site demonstrates an understanding of the need to improve writing instruction as part of comprehensive literacy. The site demonstrates an understanding of how SWIM meets the needs of students with intellectual disabilities. The site has disaggregated data for students who take the alternate or general assessments to identify the need for writing instructional support for all subgroups (e.g., linguistic background, socioeconomic background). The site has a vision for what could change for students with intellectual disabilities if they implement SWIM.



[bookmark: _Toc153182842][bookmark: _Toc153281085]Evidence
 (Continuation from Needs example)
Following the needs assessment, District A’s leadership team presented their findings to district central office leadership. The team was given guidance to explore and assess a program or practice that meets specific selection criteria. First, it should align with the district’s goals of identifying a writing program within comprehensive literacy instruction aligned to the Essential Elements and general achievement standards and assessments. Additionally, the program should have a strong connection between reading and writing, and a focus on using writing as a means of communicating. The program should also have outcomes demonstrated by research and should be cost effective. Lastly, the program must be able to be used across all students with intellectual disabilities in the district. 


The team reviewed programs. One program was aligned to the Essential Elements but not to the general achievement standards. Additionally, the instructional levels of the curriculum did not align to the state alternate assessment performance levels. The second program was aligned with district goals but had limited supportive research and did not fit the range of writers with intellectual disabilities. The program was also cost prohibitive.

The Shared Writing Instructional Model (SWIM) approach was reviewed by accessing the SWIM website to explore outcome and fidelity findings, cost effectiveness, and evidence of program effectiveness. Teams reviewed the pilot and evaluation reports for years 1 and 2, which included data indicating positive outcomes for teacher pedagogy. Further, data indicated evidence of student writing development for both those with and without intellectual disabilities, which supports the needs of the district’s general education English Language Arts curriculum. The reports also included testimonials from families, building administrators, central office district staff, and teachers. The SWIM website includes an open-source instructional resource collection at no cost. The instructional resource collection includes a professional learning guide and modules, and a coaching guide with a self-reflection and observation tool, site implementation tool, an instructional support decision-making tool, and student instructional plans. Based on this assessment, this team provided the following rating for “evidence” of SWIM’s effectiveness at their site:


	Rating
	Description

	4
	SWIM has demonstrated effectiveness with the focus population based on one rigorous internal research study.




[bookmark: _Toc153281086][bookmark: _Toc153182843]Fit
District B’s continuous improvement effort revealed that they focus on writing as part of literacy instruction and must meet the district policy of adopting high-quality curricula. The district curriculum office purchased a packaged curriculum that is inconsistent with SWIM (e.g., focuses on mechanics; students "write" using pictures).
Based on this assessment, this team provided the following rating for “fit” of SWIM at their site:

	Rating
	Description

	1
	SWIM does not fit with the priorities of the implementing site or community values.



[bookmark: _Toc153182844][bookmark: _Toc153281087]Usability

A regional center has identified five districts who need additional support in literacy. The identified districts include three rural, one mid-size, and one large urban district. They are seeking a well-defined program that addresses literacy instruction to increase teacher pedagogy that can lead to positive student outcomes. The program will need to meet the following criteria: 1) meet the population needs of diverse students, 2) demonstrate evidence, 3) fit within the state initiative of specially designed instruction, and 4) have professional learning and coaching that is flexible and adaptable for the different site context and student populations. The regional literacy team reviewed multiple programs. After viewing the resources located on the SWIM website, they found that SWIM met the regional center’s program needs. The SWIM model components that they found most aligned with their needs included the instructional cycle that uses learning maps to identify where to begin instruction; evidenced-based practices, including formative assessment practices; a researched-based instructional routine that ties together the learning represented in the maps, activities, and interactions described in the evidenced-based practices, and the process evaluating student writing in order to make instructional decisions about when and how to change instruction. Overall, SWIM model components were aligned to the state’s initiative on specially designed instruction.

The team also found that the SWIM instructional routine incorporated all components of comprehensive literacy instruction which can help teachers understand that reading and writing are connected and should not be taught in isolation. After reviewing the professional learning modules, coaching materials, community of practice tools, and instructional resources, the team found that SWIM can be adapted for different districts contexts through a variety of structures and modes of delivery. Based on this assessment, this team provided the following rating for “usability” of SWIM at their site:

	[bookmark: _Toc153182845]Rating
	Description

	4
	SWIM has operationalized principles, values and core components that are measurable and observable. SWIM has tools and resources to monitor fidelity but does not have a validated fidelity measure. SWIM identifies modifiable components to support contextualization for new settings or populations.



[bookmark: _Toc153281088]Capacity 
 (continuation of usability example)
 
The regional literacy team met with each of the identified rural districts and found that each district had no available coach for follow up professional learning support. Given that regional coaching support was required for these districts, the three districts and the regional literacy team formed a team to develop a three-year plan and share resources to build capacity. This would be achieved by identifying one teacher leader in each district as a coach and aligning calendars for cross district SWIM professional learning and community of practice (CoP). 

Districts also decided to provide support from a regional literacy coach as well as funding or release time for their teacher leader to support SWIM coaching training. A district administrator in each of the districts was assigned as a point person to meet regularly with the teacher leader to support the district SWIM professional learning and coaching plan activities and ensure activities were implemented as intended. Additionally, each district administrator managed the administrative actions for SWIM implementation which included ongoing communication to district leadership and teachers. The district administrator outlined how SWIM professional learning, coaching, and CoP would be delivered, both in-person and virtually (now that rural areas in the state have updated their broadband). 

The site implementation team shared the three-year plan during a SWIM “Kick-Off” to each of the three district’s staff in early fall. Following the presentation, they also   conducted a survey to determine educators’ willingness to implement SWIM and identify barriers. The team analyzed the survey data and found most educators supported and had an interest in implementing SWIM. Educators asked if the three-year plan includes a “getting ready” phase prior to SWIM professional learning and coaching. Districts decided to use building PLC meetings through the month of December to analyze student outcome data that supports evidence of need for SWIM and understand classroom conditions necessary for successful SWIM implementation. The regional literacy consultants, teacher leaders and invited IEP support related personnel led the PLC meetings. They supported classroom teachers in considering their classroom schedules, availability of support personnel, available instructional materials (including individual student communication systems), and classroom layouts and arrangements. In December, district administrators and building administrators met with PLC team members and identified areas of needed support for SWIM and developed a plan with PLC members to meet those needs. As a result, educators felt confident in their ability to learn and implement SWIM.

Based on this assessment, this team provided the following rating for “capacity” of SWIM at their site: 

	Rating
	Description

	5
	The site has full capacity to implement SWIM, including the following: leadership, training, commitment to fidelity, staffing, resources, and buy-in from teachers.




[bookmark: _Toc153182846][bookmark: _Toc153281089]Supports 

A rural state was recently awarded a five-year Office of Special Education Programs (OSEP) State Improvement Personnel Development Grant (SPDIG) to increase literacy outcomes for students with intellectual disabilities. State officials selected SWIM to support this outcome by using the SWIM instructional resource collection to train and build the knowledge and capacity of regional special education literacy teams, who have historically supported students without intellectual disabilities, by delivering SWIM professional learning, coaching, and CoP in identified districts. A state leadership team, including state and regional leadership, district, family, and community members, developed a five-year implementation plan. The plan concerned processes for identifying assessment measures, data analysis of those measures, the development of tools and data collection systems to ensure continuing implementation and improved teacher and student outcomes, and district recruitment. Regular team meetings addressed SWIM implementation and methods to integrate and develop policies and practices to support SWIM fidelity. The rural state secured grant funding to help support implementation of SWIM at the regional and district levels. The state leadership team further developed measures for both coaching and teacher fidelity. These measures included a SWIM coaching self-assessment tool (CSAT) and a SWIM fidelity of implementation tool (FIT). Coaches will use CSAT to rate themselves on their level of knowledge and understanding concerning how and when to implement the phases of the SWIM cycle, as well as the level of implementation. Teachers will use FIT to report their level of implementation of the SWIM cycle. Both tools gather data on barriers that impact SWIM implementation. Coaches and educators complete the assessment tools during the fall and spring of each school year. The state leadership team reviews the data and provides ongoing feedback, technical assistance, and professional learning as part of continuous improvement efforts.

Based on this assessment, this team provided the following rating for “supports” of SWIM at their site: 

	Rating
	Description

	5
	SWIM has comprehensive resources available from an expert (a program developer or intermediary) to support implementation, including resources for building the competency of staff (staff selection, training, coaching, fidelity) and organizational practice (data system and data use support, policies and procedures, stakeholder and partner engagement).
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