TOPs Report Out Meeting and Process

The Report Out Meeting Process is the KEY to sustainable change in the TOPs Project.  While data is important so people know what they are currently doing and what areas need improvement, the PROCESS of getting ALL of the special education teachers from the building where the files were pulled, building level administrators and district special education administrators together to set mutually agreed upon goals and develop strategies to achieve those goals is the key to change.  Other participants in this process can include the following:

· Support staff

· Counselors/regular educators

· Others – parents, agency representatives

It is important to consider inviovling these indivduals especially if they will be playing a role in any of the changes that lead toward improvement. 

Sequence of TOPs Process Activities

Phase 1 — Identification and Commitment from Local Districts

Phase 2 — IEP Reviews

Phase 3 — Report Findings, Set Target Goals/Timelines, Brainstorm Strategies (complete TOPs Action Plan)
Phase 4 — Implementation and Follow Along

Phase 5 — Follow-up Reviews/Report of Final Results
TOPs Change Process – Report Out Meetings
The belief is that for lasting change to occur in meeting the transition requirements and transition service needs of students and families, the people who have to make the changes in the IEP meetings, forms and content must:

· UNDERSTAND THE WHAT AND HOW.  Understand the “what and how” in developing and implementing IEP’s that meet the requirements and needs of students.  The baseline information shred in the Report Out Meeting clearly shows the status of meeting each of the transition requirements through the data gathered.  This data is refgerred to as the “baseline”.
· OWN THE PROBLEM.  The people who have to make the changes must own the problem.  As a part of the Report Out Meeting process the entire group will be given the opportunity to set goals for each item where they would like to see improvement.  If the group decides on a goal other than what the baseline data shows then the entire group “Owns the Problem”.  Ownership of the problem by ALL staff is critical to change occurring in buildings and districts.
· OWN THE SOLUTIONS. The people who have to make the changes must own the solutions to the problems.  Similar to the concept of ownership of the problem, the entire group must be given the opportunity to brainstorm different ideas to generate solutions that will solve the problem and/or achieve their set goal.  Experience with large numbers of different groups of teachers and administrators working together on solutions has demonstrated that when they understand the problem they know how to fix it.  The group must develop an Action Plan and activities/steps to meet each of their goals.
· IMPLEMENT THE CHANGES.  Each person must make a commitment to Implement the Changes and follow the steps in the Action Plan.  If it is determined that any of the suggested action steps is not working to achieve the goal, then TOPs staff at the SEA level can work with the local staff to try and identify other solutions.
·  Determine and see results – final data.  The staff must set a timeline to accomplish all of the steps/activities in the Action Plan.  Generally, the timeline for implementing the changes is one year or one IEP cycle.  Once that timeline is met then the same group of individuals who originally reviewed the files to obtain baseline data once again conducts another file review using the same Checklist.  The purpoe of the second review is to determine what, if any changes, have been made.  This information must then be reported to the entire group so they can see the results of their work.  
Based upon work with teachers and building staff over the past 35 years it is clear that no one individual can force any teacher to do anything.  With any given special education faculty or staff it has been discovered that, given the opportunity and understanding for changes to take place that will benefit students and programs, one-third of the staff will get busy and make the changes almost immediately.  One-third will sit back and watch to see what happens before they make any changes.  And, one-third will never change no matter what anyone says or what is done.  Given that reality, the goal of this TOPs Process is to get to “Critical Mass”.  Critical Mass is getting 50% or more of the staff to change.  This means getting the first one-third to make the changes to show the second one-third that it is possible and can be of benefit.  If this process can get  50% or more of the staff in a given building to change and show improvement then there is a greater likelihood that those changes will be institutionalized and sustain over time.  The key is to get 50% or more of the staff.

Commitment from District and Administration

Staff and time to conduct file reviews to obtain baseline data using the TOPs Checklist
All special education staff, building level administration representation, support staff and others as appropriate must attend the Report Out Meeting.  This meeting generally takes 3 – 4 hours.
Report Out Meeting Participants

· ALL middle school & high school special education teachers from the schools where the baseline files were pulled.
· Building level administration

· Support staff

· Counselors/regular educators

· Others – parents, agency representatives.
TOPs Report Out Meeting Process
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