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Purpose 
[bookmark: _Hlk72418388]
[bookmark: _Hlk61357269][bookmark: _Toc526866403][bookmark: _Toc526338499][bookmark: _Toc491428847][bookmark: _Toc491426734][bookmark: _Toc531789891][bookmark: _Toc532370552][bookmark: _Toc496018143][bookmark: _Ref498435547][bookmark: _Ref498435700]The purpose of this activity is help school teams reflect on current teaming structures and assess if existing teaming structures may need to change. 
Directions 
Independently reflect on the questions below. Then, meet with the DSLT to share your reflections and come to consensus about current teaming structures. 
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1. Start with purpose.
· Ask: What problem is each team meant to solve, and can we clearly articulate for each team:
· Primary purpose (schoolwide improvement, Tier 2, etc.)
· Key decisions the teams are expected to make
· Which students, staff, or systems the teams influence
Red flag for consolidation: If two teams are answering the same questions (e.g., “What are the schoolwide goals?”), they likely don’t need to be separate.
2. Efficiency matters, but so does trust.
· Reflect on: 
· How many meetings staff are asked to attend
· Whether expectations are clear or confusing
· Whether teams feel additive or redundant
Leadership lens: If staff can’t explain why teams exist, that team may not be needed. 
3. Clarify what would improve if teams were combined. 
· Before making a change, name the intended gains, which could include:
· Faster decisions?
· Clearer accountability?
· Better data use?
· Reduced meeting time?
Consideration: If the benefits aren’t explicit, the change may feel arbitrary.
4. Use a “Sunset vs. Combine” test.
· Ask: Which teams might combine and which teams might sunset?
· Sunset if:
· A team lacks authority, clarity, or impact
· Another team already fulfills its purpose more effectively
· Maintaining both adds complexity without value
· Combine if:
· Each team brings essential expertise
· Roles can be clearly differentiated within one team
· A unified team would better support improved outcomes

5. Plan the transition, not just the decision
· If you move forward to combine or sunset teams:
i. Clearly communicate why the change is happening.
ii. Explicitly name what is ending, what is continuing, and what is new, and why.
iii. Redefine roles, norms, and decision making rules. 
Leadership lens: Unplanned transitions can undermine trust.
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