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THE I&RS TEAM PROCESS 
 
 
 
 
 

A PROACTIVE PROCESS 

Comprehensive and well-coordinated prevention and early intervention 
approaches have proved to be effective in enabling school communities to 
decrease the frequency and intensity of youth behavior problems. 
Approximately five to twenty percent of students, however, will need 
more intensive interventions to decrease their high-risk behaviors. Many 
of these students can be detected and helped through the I&RS process.  
 
Intervention - Intervention is a proactive process that interrupts, alters 
or prevents the progression of a condition. The intervention process is 
comprised of all of the actions and steps a team takes to intercede with a 
problem. An intervention event is only one step in the process of 
intervening with and ameliorating an identified concern.  
 
One of the keys to success for both I&RS team interventions and 
operations is the maintenance of an emphasis on the dynamics of the 
intervention process. The I&RS model is specifically referred to as a 
process because it is a continuous operation.  
 
 
The concept of the I&RS team process pertains to: 
 

 The institutionalization of I&RS program operations for rendering a 
contiguous system of services and support; and 

 
 The implementation, evaluation and modification phases of the I&RS 

action plan. That is, the work of the I&RS team is not completed when 
an I&RS action plan is formalized, but is an integral part of all phases 
of the process. 

 
 
Since the ultimate goal of every I&RS action plan is to maximize the 
chances for short-term success, a well as long term change of the 
individuals’ involved, the team continues the I&RS process for each case, 
as necessary, to achieve the desired outcomes. A plan that does not 
achieve the intended results is not a failure, but provides additional 
information for team consideration, and it indicates that additional work 
must be done; this is the nature of the I&RS process.  
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The I&RS Team Process 
 

A Proactive Process, continued 

 
The steps of the process are sequential and linear, but the overall 
process for achieving success is cyclical. Team members waste valuable 
time and energy and are unrealistic in their expectations if they act as if 
every plan will be a “home run,” rather than value incremental changes 
toward the desired objective.  
 
Successful I&RS teams view each action plan as a work in progress, 
rather than an end product, while attempting to achieve the best results 
with each strategy. Healthy teams guard against negative thinking and 
low expectations and remain positively challenged by each new 
opportunity to provide assistance for growth.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 



 133

The I&RS Team Process 
 

 
 
PHASES OF THE I&RS TEAM PROCESS 

 
Research indicates that change is most likely to occur when 
interventions are culturally appropriate, family-supported, 
individualized, coordinated and monitored. Furthermore, interventions 
are more effective when they are designed and implemented consistently 
over time in cooperation with implementers (e.g., appropriate 
professionals) and the recipients of services (e.g., students, families). 
I&RS teams should make sure that their operating procedures address 
the full context in which identified problems occur. 
 
The results of a study on elements for successful work groups sponsored 
by the Rand Corporation, as reported by Super Teams Ltd., indicate that 
one of the common reasons groups fail is due to their inability to 
consistently follow a systematic process or set of procedures for achieving 
group goals. This section features descriptions of the following standard 
steps of the collegial intervention process for teams to observe and the 
procedures school staff and parents engage in once a request for 
assistance has been submitted to the I&RS team: 
 
 
 

 

Phase 1: 
Request for Assistance 

 
Phase 2: 

Information Collection 
 

Phase 3: 
Parent/Guardian Notification 

 
Phase 4: 

Problem Solve 
 

Phase 5: 
Develop I&RS Action Plan 

 
Phase 6: 

Support, Evaluate 
and Continue the Process 
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The I&RS Team Process 
 
 

Phase 1:  Request for Assistance 
 
 

 
The overall process begins when a staff member or 
parent concludes that he or she needs assistance 
with a learning, behavior or health problem 

encountered in the general education program.  

Problem 
Identification  

  
 

The involvement of the I&RS team only begins 
when a staff member completes and delivers the 
appropriate request for assistance form to the 
designated location; verbal requests are not 

accepted. Individuals making verbal requests are asked to complete the 
initial request for assistance form. The form should elicit the reasons for 
the request, observed behaviors and all prior interventions for the 
behavior(s) of concern. The form should be delivered to a designated, safe 
place. Parents or concerned community members are also encouraged to 
request assistance from the I&RS team. It is made clear that requestors 
are partners with the team in the resolution of the identified concern(s).  

Complete  
the Request for 
Assistance Form  

 
 

The team leader reviews the request for 
assistance form to make sure it is appropriate 
and manageable for the I&RS team. Forms that 

are incomplete or include inappropriate information (i.e., subjective 
remarks, labels, diagnoses, judgments, generalizations, implied or non-
observable behaviors) are returned to the requestor to be either 
completed or revised. Supportive instructions for making the required 
changes should be provided in either verbal or written form.  

Review the Request  
for Assistance Form  

 
 
The team leader assigns an I&RS team member to be 
the case coordinator, based upon a predetermined 
rotating selection method. All team members serve 
their turns as case coordinator. The case coordinator’s 

role is not to mentor the student, but to facilitate the I&RS process, 
support the requestor and manage the paperwork for the case. The 
official I&RS case file, which is separate from, but part of the student’s 
cumulative file, is opened upon assignment of the case coordinator. The 
file is stored in a locking file cabinet.  

Assign  
the Case 
Coordinator  
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Request for assistance, continued 
 
 

At the same time, the leader schedules the initial 
problem-solving meeting (approximately two weeks 
from receipt of the request) and the first follow-up 
meeting (approximately four weeks after the initial 

problem-solving meeting) with the record keeper. 

Schedule  
I&RS 
Meetings  
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The first task of the case coordinator is to 
manage the collection of comprehensive 
information on the presenting problem. Only 
Specific, descriptive, objective and factual 

information and data on observable behaviors regarding academics, 
behavior and health are obtained from the person requesting 
assistance and other staff and community members, as appropriate, to 
formulate a complete picture of the problem and the context in which it 
occurs. A comparison of specific, descriptive, observable behaviors to 
implied, generalized or judged behaviors is provided below. 
 

 
IMPLIED vs. DESCRIBED BEHAVIOR EXAMPLE #1 

 
 

Implied, Generalized  
or Judged Behavior 

 

 
Specific, Descriptive,  
Observable Behavior 

 
 
“Nicole has been sad and depressed for a 
while; she’s just not the happy girl she used 
to be. Her homework has been incomplete, 
too.” 

 
“For the past two weeks, Nicole has been 
sitting apart from her classmates, with 
slumped shoulders and not making eye 
contact. She stares out the window for most 
of the class and her eyes appear to tear every 
day. Her homework continues to be 
submitted on time, but it has not addressed 
all assigned criteria.” 
 

 
IMPLIED vs. DESCRIBED BEHAVIOR EXAMPLE #2 

 
 

Implied, Generalized 
or Judged Behavior 

 

 
Specific, Descriptive,  
Observable Behavior 

 
 
“Devon has become extremely disruptive. He 
regularly acts out and mouths off to me. He 
also has been picking on other students.” 

 
“Since the beginning of the marking period, 
Devon has been spontaneously getting out of 
his seat during silent reading time on 
average three times a week, which takes the 
other students off task. When I instruct him 
to sit down, he tells me that he can read just 
as well standing up. When he stands, I have 
observed and other students have reported 
that he snaps his fingers in their ears, closes 
their books or throws their belongings on the 
floor. 
 

Distribute  
the Information 
Collection Forms  

Phase 2:  Information Collection 
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Information Collection, continued 
 

Every person filling out information collection forms (see Appendix E for 
sample forms) become ad hoc “members” of the team for the case and are 
bound by all ethical and privacy standards. Information to be collected 
includes (Note: Due to the volume of forms, it can be helpful to color code 
them): 
 

Student strengths. Academic, discipline  
and health records. 

 
Positive characteristics, skills  
and talents. 

 
General school performance. 

 
Successful experiences  
and interests. 

 
Other behaviors of concern. 

 
Resources used  
to address the problem. 

 
History of the problem. 

 
Information from family,  
friends and concerned  
community members. 

 
Attempted strategies. 

 
The collection of comprehensive information is essential for effective 
problem solving. Too often I&RS action plans fail because teams begin 
the problem-solving process before they have all of the necessary 
information and an understanding of the exact nature of the problem(s). 
Therefore, extreme care should be given to the information gathering 
phase of the I&RS process. 
  
Allow one to two weeks for return of all of the information collection 
forms. If all of the information has been collected before the scheduled 
meeting, it can be helpful to notify team members that the information is 
in the official file and available at any time for their review. In all 
instances, however, the file may not leave the I&RS meeting room. 
 
 

The case coordinator, at a minimum, interviews the 
person requesting assistance, and where 
appropriate, other school staff. The team also makes 
every effort to interview the student and/or collect 

information from the student’ perspective. It can also be useful to couple 
the student interview with a student self-assessment. The focus of the 
interviews is always on collecting and recording only specific, descriptive, 
observable and factual academic, behavior and school health information.  

Conduct Staff 
& Student   
Interviews  
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Information Collection, continued 

 
The interviews should be conducted by the person(s) who has the best 
chance of being successful in achieving the following purposes: 
 

 Encourage cooperation; 
 

 Develop a supportive relationship; and 
 

 Collect additional academic, behavior and health information. 
 

In conducting interviews and in communications 
with colleagues who request assistance of the 

team, it is important for team members, particularly case coordinators, 
to consider the nature of their relationships with requestors. Since the 
focus of the I&RS team process is on the provision of assistance and 
support to colleagues and the team typically functions in a collaborative 
mode of operations (for more information on modes of operation see the 
Scope of Services for Building-based I&RS Teams section of the manual), 
it is valuable for team members to view themselves as consultants to 
their “clients.” Described below are characteristics of effective 
consultants that should drive team members interactions and the 
development of effective strategies for working with colleagues: 

Consultant Role

 
 
 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
EFFECTIVE CONSULTANTS 

 
 Actively listen to clients’ concerns, needs, fears, resistance and 

defensiveness in order to address clients’ issues and better understand  
     and serve clients. 

 
 Make themselves available to clients. 

 
 Model the promoted skills and values or use the promoted product. 

 
 Do not hassle or shame clients to buy their ideas, beliefs or products. 

 
 Try once to influence the client. 

 
 Offer support, encouragement, alternatives and ideas, rather than impose. 

 
 Suggest strategies, solutions and options, rather than demand. 

 
 Share information, experience and knowledge, rather than preach. 

 
 Have facts, figures and well thought out ideas. 

 
 Leave responsibility for change with the client. 
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Information Collection, continued 
 

 
The case coordinator, whenever possible and 
appropriate, conducts or arranges a classroom or 
observation of the problem in the environment in 

which it occurs. An observation provides an “objective” party with an 
opportunity to view the problem in its full context and to obtain baseline 
data on the problem for comparison purposes in the follow-up and 
evaluation phases of the I&RS process. Examples of issues to observe 
(e.g., “Managing the Conditions of Learning,” “Cooperative Learning 
Implementation Guidelines,” “Guiding Questions for Curriculum-based 
Assessment”) are provided the Innovative Strategies section of the 
manual. 

Observation of 
the Problem 

 
 
A primary purpose of the information collection 
phase of the process is to provide the team with 

sufficient information for problem solving. A key task and challenge of 
the case coordinator is to compile organize and present the information 
(see Phase 4: Problem Solve) in a way that will help teams readily identify 
student strengths and patterns of academic, behavior and health 
concerns. Case coordinators should consider adopting visual or statisical 
methods that summarizes all of the collected information and helps the 
team to easily recognize the priority school-based concerns, rather than 
getting bogged down in the presentation of individual, and what can 
seem like endless, pieces of data. The Sample Information Summary 
Form, which can be found in Appendix E, is one technique for organizing 
the behaviors of concern that have been reported (see Sample 
Information Collection Forms in Appendix E) by all staff who are in 
contact with a student.  

Problem Charting 

 
Additional helpful techniques include “T” charts, checklists and graphs. 
Examples of applications of these behavioral charting techniques are 
provided under Life Skills in the Innovative Strategies section of the 
manual. 
 
Another simple, but useful, technique for organizing the reported 
information is problem mapping. In problem mapping, the collected 
information is inserted under the appropriate school-focused categories, 
which are identified in the diagram below. In all cases, only school-based 
and school-focused information is recorded. 
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Information Collection, continued 

 
 
 
 
 
 

Problem Mapping* 
 
 
 

Strengths  
 
 
 
 
 
            

      
 
 

 
        
          
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
*Adapted with permission from materials provided by Barbara N. Selikoff, educational consultant. 
 

Academics 

Study Skills 

Behavioral 

Student’s 
Name or  

Anonymous 
ID 

Health 

Social Emotional 

Other 
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Phase 3:  Parent/Guardian Notification  

 
 

 
Contact 
Parent/Guardian  

A team member or representative notifies parents 
or guardians about the situation. The purposes of 
the contact are as follows:  

 

 Provide support to the parents and develop a personal relationship. 
 

 Provide and obtain specific, descriptive, observable and factual 
academic, behavior or health information.  

 

 Provide specific and meaningful opportunities for participation in 
the I&RS process.  

 
The case coordinator is typically responsible for ensuring that parents 
are contacted. It might be best, however, for the team to determine 
who in the school has the greatest chance for a successful dialogue 
with the parents, and have them conduct the actual conversation. If 
the interviewer is not a core member of the team, they can become an 
ad hoc member for the case at hand. 

 
A personal interview is always the preferred method of contact with 
parents. Even when using an interview form or survey with standard 
questions as a framework for the discussion, the interview should 
seek the information in the course of a conversation with the parent, 
rather than presenting the questions in the rigid and demanding form 
of a “test.” If an interview is not possible, the team may use a 
standard letter to correspond with parents.  
 
In all cases, the individuals making contact with parents should 
document the interaction for the file. At a minimum, the following 
information should be recorded: 1) The date and time of the 
contact; 2) Specific, descriptive, observable and factual 
academic, behavior and health information obtained; and 3) A 
brief statement of disposition or outcome of the contact. Do not 
record opinions, evaluations or analysis of any kind; only a factual 
representation of the contact.  
 
It is important to remember that ultimately the reason for the 
intervention is to help students achieve and grow. Therefore, the team 
may consider placing limitations on parent contacts if it is the 
judgment of the team that the contact will place the student in 
jeopardy.  
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Phase 4:  Problem Solve  
 
 

 
The problem-solving process takes place at the pre-
scheduled team meeting (one to two weeks 
following the distribution of Information Collection 
Forms). The group facilitator oversees the steps of a 

standard problem-solving model (see below for details on an example of a 
problem-solving model). The problem-solving session only begins when 
all information on the case is available. 

Convene  
Problem-Solving 
Meeting  

 
The problem-solving phase is the point at which all information is 
presented. Prior to the meeting, the case coordinator is responsible for 
organizing, summarizing and charting all of the information (For 
techniques to organize the information see Phase 2: Information 
Collection in The I&RS Team Process section of the manual). The case 
coordinator presents all of the information in a summative manner (e.g., 
“Four out of five teachers said…,” “Jose has been tardy on 10 of 60 days 
in the last marking period.” “Lamont has been tardy to 12 classes this 
semester.” “Nicole is failing three of her six classes this marking period.”) 
 
 

As a partner in the I&RS process, the 
person requesting assistance is always a 
participant in the problem-solving meeting 

for his or her case. While the case coordinator takes the lead in 
organizing and presenting the information, the requestor assists with the 
presentation by either offering additional facts or clarifying information 
and concerns for team members. 

Include the Person  
Requesting Assistance  

 
It is important to note that the I&RS team can continue to have a role to 
play with the person requesting assistance in situations where the case 
has been referred for evaluation of educational disabilities. Students who 
are being evaluated for special needs typically remain in their general 
education classroom of origin until the final results of the special 
education evaluation are complete and implemented. Therefore, the staff 
member requesting assistance often needs relief and support pending the 
outcome of the evaluation. The I&RS team can play a crucial role in 
assisting the staff member during this time. 
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Phase 4: Problem Solve, continued 

 
Pursuant to N.J.A.C. 6A:16-7.2(a)6, parents 
must be actively involved in the development 
and implementation of I&RS action plans. 

Parents can be involved in the process in a number or a combination of 
ways:  

Involve  
Parents/Guardians  

 
 While parents may be included in the first problem-solving 

meeting, teams should consider the appropriateness of including 
parents in the initial meeting on a case-by-case basis. For 
example, there may be instances where a teacher requesting 
assistance is uncomfortable speaking forthrightly or completely 
about a student problem when the parents are present.  

 
Whether or not parents are included in the first team meeting, 
provisions must be made to provide meaningful opportunities for 
parent involvement throughout the process. Some teams choose to 
invite parents to the school prior to the meeting for an interview 
and to review I&RS team purposes and practices, as well as after 
the meeting to review the status of the case. Additional ideas for 
parent involvement are provided under Working With Parents in 
the Coordination of Home, Community and School Resources 
section of the manual. 

 
 Parents may be re-contacted either before or after the meeting or 

the before or after the first contact with them to discuss 
appropriate actions. 

 
 Parents should be included as implementers of selected strategies 

contained in the I&RS action plan. 
 
 

Think of the I&RS team as a form of “ad 
hocracy,” where appropriate ad hoc team 
members from the school and/or community 

are also included in the process, as necessary, to help resolve the 
problem.  

Include  
Other Participants  
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Phase 4: Problem Solve, continued 

 
PROBLEM-SOLVING GUIDELINES 

 
 
 

 
STEPS OF THE PROBLEM-SOLVING PROCESS 

Once all information has been obtained for a case, the team should be 
very businesslike in completing the steps of the problem-solving process 
within 30 to 45 minutes or less. The problem-solving model to analyze 
and strategize requests for assistance should incorporate the following 
basic steps, which are described below: 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

 

Step 1: 
Describe the Problem 

 
Step 2: 

Select and State the Priority Problem 
 

Step 3: 
Develop a Behavioral Objective 

 
Step 4: 

Review Prior Interventions 
 

Step 5: 
Brainstorm Solutions 

 
Step 6: 

Analyze and Evaluate Brainstormed 
Solutions 

 
Step 7: 

Mutually Agree Upon a Solution 
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Phase 4: Problem Solve, continued 

 
The case coordinator presents the case information. 
Rather than read each single piece of information, time 
can be saved and comprehension improved by 
presenting trends and a summary of the data (e.g., 
Carlos was tardy five times in the last semester; 
Syreeta is failing two of six subjects and has a “D” 
grade in two other subjects this semester, but has 
been a “B+” student her entire school career; Sam has 
violated the school’s drug policy twice since the 
beginning of the school year; Five of six teachers have 
reported changes in Lauren’s personal hygiene within 
the past month, as well as a failure to submit any 
homework assignments; Su Lin has four unexcused 
absences this semester). Presenting information in this 
manner facilitates problem solving by giving members 
a quick view of the substantiated, prevailing concerns. 

Step 1: 
 

Describe 
the 

Problem 

 
 

The aggregate information tends to provide insight into 
the nature of the problem.  Based on an analysis of the 
information, the team agrees upon a clear statement of 
the basic issues or categories of problems (i.e., 
learning, behavior or health) to be addressed. For 
example, John’s seven class cuts, nine tardies, two 
fights and use of profanity with teachers, strongly 
indicates the existence of a behavioral problem. 

 

Step 2: 
 

Select and 
State the 
Priority 
Problem 

The identification of categories for the presenting problem(s) can rule out 
other concerns and provide focus for the development of a behavioral 
objective, increase the effectiveness of team strategizing during the 
problem-solving process and provide clarity for monitoring progress. This 
is the stage where the team distills from among all of the case 
information the primary issues to be addressed. In selecting the key 
behaviors, the team should consider what can and what must be 
changed.  
 
 

The objective is a short-term, achievable, observable 
and measurable description of the targeted behavioral 
outcome. The objective is stated in the positive and 
clearly indicates the desired behavior that everyone 
can see and document. For example, Tanya will be  

Step 3: 
 

Develop a 
Behavioral 
Objective  

 



 146

The I&RS Team Process 
 
Phase 4: Problem Solve, continued 

 
sitting in her assigned seat in homeroom by 8:30 a.m. each day and will 
be sitting in her assigned seat before the second bell rings for all classes 
in the second semester.  
 
The behavioral objective does not attempt to address every problem 
behavior at once. In instances where there are multiple presenting 
problems, it can be counterproductive to spend valuable time debating 
and prioritizing the relative rank of problems. Teams typically are more 
productive when they start with any of the prominent issues. The key is 
to begin the intervention process in a meaningful way.  
 
 

Consider the effects of past efforts, reasons for 
successes and failures and benefits to the 
student and others involved for not changing. 
Sometimes past strategies were good ideas or 
had elements that were beneficial, but suffered 
from poor planning, lack of materials, resources 
and support or were implemented by the wrong 
individuals. A historical review informs the 
problem-solving process by helping the team to 
avoid past mistakes and/or identifying 
potentially helpful information or resources. 

 
 

The facilitator moderates the brainstorming 
session, with the timekeeper providing 
assistance. The rules for brainstorming are as 
follows:  
 
1. Set and adhere to 

a time limit. 
 

 
4. No discussion,  
     evaluation or     
     judgment of ideas. 
 

 
2. Identify as many 

ideas as possible. 
 
 

 
5. Creative and unique 

ideas are 
encouraged, in 
addition to the 
traditional. 

 
 
3. Post each idea for 

all to see. 
 

 
6. Build upon and/or 

modify posted ideas. 

Step 4: 
 

 Review Prior 
Interventions 

Step 5: 
 

Brainstorm 
Solutions 
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Phase 4: Problem Solve, continued 

 
This is the stage in which the brainstormed 
items are evaluated. Consider the general 
feasibility of brainstormed ideas: positive and 
negative consequences, strengths and concerns, 
benefits to the student and family, benefits to 
the person requesting assistance, success 
orientation and available resources. 

 

Step 6: 
 

Analyze and 
Evaluate 

Brainstormed 
Solutions 

 
The solution can be one or more or a combination of 
the brainstormed ideas. Consider whether the solution 
is in a new form, maintains the student’s dignity, 
develops the student’s internal locus of control over 
the problem, is capable of being implemented by the 
preferred implementers and empowers or provides 
relief for the person requesting assistance. 

Step 7: 
 

Mutually 
Agree 

Upon a 
Solution 

 
The team’s goal should be to reach decisions that best  

reflect the thinking of all group members. Consensus decision making is 
not a unanimous vote, a majority vote or everyone being totally satisfied. 
Consensus decision making is finding a solution that is acceptable 
enough that all members can support it; no member opposes it. 
Consensus requires active participation of all group members, skills in 
communication (i.e., listening, message sending, conflict resolution, 
discussion facilitation) and creative thinking and open-mindedness. 



 148

The I&RS Team Process 

 

Phase 5:  Develop I&RS Action Plan 
 
 
 

 
The team develops a written plan for implementing 
the consensus strategies identified in the problem- 
solving phase of the process. (See Appendix E for 

sample action plan forms.) The plan should include, at a minimum, the 
following information:  

Agree Upon  
a Plan of Action  

 
 

Student’s name (if appropriate to 
the issue) or anonymous ID. 

Baseline data on the target 
behavior(s) for comparison 
purposes. 

 
Date the request for assistance 
was made. 

 
Selected strategies for achieving 
the behavioral objective. 

 
Date of the meeting. 

 
Persons responsible for each 
strategy. 

 
Names of all participants in the 
meeting. 

 
Timelines for completion of each 
strategy. 

 
Anticipated behavioral outcome 
(measurable and achievable). 

 
Beginning, follow-up and ending 
dates for the plan. 

 
Target behavior(s). 
 

 
Plans for supporting 
implementers and evaluating 
progress. 

 
 
The case coordinator oversees the timely 
implementation of the components of the action 
plan, the achievement of the objective(s) and the 

follow-up plan. The case is not discussed again until it is reviewed at the 
pre-scheduled meeting; in the event there are serious problems that have 
prevented implementation and have defied attempts at resolution; or 
when significant information has come to the team’s attention that 
warrants action. 

Implement  
the Plan of Action  

 
Parents are re-contacted to discuss the plan and to explain the strategies 
identified in the plan that parents can implement at home to reinforce 
the activities of the school and help achieve the measurable objective for 
the student established in the I&RS action plan. 
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Phase 6: Support, Evaluate and Continue the Process 

 
Pursuant to N.J.A.C. 6A:16-7.2(a)5, schools are 
responsible for providing “support, guidance, and 
professional development to school staff who 

identify learning, behavior, and health difficulties.” Support for 
implementation should be a component of the I&RS action plan. Unless 
otherwise indicated in the plan, the case coordinator takes the lead in 
providing technical assistance to individuals responsible for 
implementing the plan.  

Provide Support  
to Implementers  

 
The case coordinator first touches base with implementers within one to 
two weeks of the scheduled beginning date of the plan. The assistance 
provided can take the form of conversations, interviews, classroom 
observations, checklists or other procedures that will ensure full 
implementation and an objective assessment of the I&RS action plan. 
Making timely contact with implementers can increase the chances for 
initiation of the plan and troubleshooting. 
 
Make appropriate arrangements and coordinate essential logistics for 
ensuring that implementers have the necessary and sufficient knowledge 
and skills (e.g., training, texts, periodicals); access to applicable 
resources, both technical (e.g., equipment, materials) and human (e.g., 
pupil support or instructional staff, community agency staff); and 
support by the I&RS team and school administrator(s) to achieve the 
objective. 
 
 

The case coordinator collects data from implementers 
and/or records objective observations on progress toward 
achievement of the outcomes identified in the plan. The 

data is compared against the baseline data collected on the behavior of 
concern to provide an objective measure of success and to assist in 
decision making on the status of the current action plan. 

Evaluate  
Progress  

 
 

The case is included as an agenda item at the pre-scheduled 
meeting to review progress and make decisions to either 
continue, modify or conclude any aspect of the intervention 

(e.g., desired outcomes, remedial strategies, support required for 
successful implementation, implementers of the plan, timeframe for the  

Review  
Case  
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Phase 6: Support, Evaluate and Continue the Process, continued 
 
plan), based on achievement of the objective. Since the team establishes 
short-term behavioral objectives, the follow-up meeting to evaluate the 
action plan, which is scheduled by the team leader at the beginning of 
the process, typically should occur two to four weeks after 
implementation of the plan begins.  
 
The case coordinator and person requesting assistance reviews all 
relevant information, records and documentation of progress to 
determine the degree of successful implementation of the action plan and 
achievement of the outcomes identified in the plan. All individuals whose 
input is necessary to make determinations about the status of the plan 
are in attendance.   
 
The case is subsequently placed on the agenda only when there is a 
reason, otherwise the team moves on to other business. The I&RS 
process continues as long as necessary in current and following grades. 
An I&RS action plan can last one week or for a student’s entire school 
career, depending upon the documented needs. 
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TEAM MEETING AGENDAS

The fixed and demanding school schedule makes precious the 
acquisition of team planning time. The nature and scope of the I&RS 
process requires efficiency and focus during valuable team meeting time. 
Therefore, team members should establish procedures and standards for 
ensuring productivity in all of their I&RS activities.  
 
Teams should not spend time discussing problems for which all data has 
not been received. The team should be fully prepared and methodical as 
it problem solves to reach a consensus solution.  
 
Teams should not discuss cases for which there already exists an I&RS 
action plan until the pre-scheduled follow-up meeting, unless the case 
coordinator or the requesting staff member specifically requests that the 
case be considered as a formal agenda item for additional problem 
solving. A case may come up for review as old business, but only for a 
concise indication of whether the plan is being implemented, rather than 
a discussion about how the plan is being implemented. If there are 
problems, the case coordinator should only indicate that fact; request 
that the issue be placed on a future agenda; prepare all information and 
individuals for the scheduled meeting; and then have a focused, 
purposeful problem-solving discussion about the concerns. 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
 
 
 
 
 
 

 

Described below are examples of subject matter for team 
meetings: 
 

 Review data presented on new requests for assistance, problem 
solve identified issues and develop action plans. 

 
 Review the status of I&RS action plans.  

 
 Review records of previous requests for assistance in consultation 

with the case coordinator. Every case is recorded on a case log. 
The log is updated with any repeat or new behavior problems. 

 
 Consult with service providers to elicit ideas for increased 

coordination among the school staff and community agencies. 
 

 Discuss strategies for effectively involving parents in the I&RS 
process. 
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The I&RS Team Process 
 

Team Meeting Agendas, continued 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

 
 

 Discuss strategies for team improvement, evaluation of team 
activities, team maintenance and other constructive criticism. 

 
 Plan with other school staff (e.g., student support, administrators, 

program coordinators), community organizations, parents and 
other appropriate resources. 

 
 Plan future team meetings and activities. 

 
 Plan strategies for formal and informal interventions. 

 
 Learn, review or practice new skills, strategies, information, 

statutes, regulations and policies and procedures. 
 

 Review or develop instructional and supportive materials. 
 

 Plan and prepare materials for publicizing the program. 
 

 Review school policies and practices that limit achievement of the 
mission of the I&RS program. 

 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 


	RESOURCE MANUAL
	FOR INTERVENTION AND REFERRAL SERVICES
	Lucille E. Davy
	Assistant Commissioner
	Division of Student Services
	Susan B. Martz
	Gary L. Vermeire 



	NEW JERSEY DEPARTMENT OF EDUCATION
	TRENTON, NEW JERSEY 08625-0500
	Revised October 2002


	STATE BOARD OF EDUCATION6.pdf
	STATE BOARD OF EDUCATION

	TableofContents03.pdf
	TABLE OF CONTENTS
	SECTION
	PAGE
	INTRODUCTION       
	PURPOSE OF I&RS RESOURCE MANUAL
	THE COLLABORATIVE TEAM APPROACH
	SCOPE OF SERVICES FOR BUILDING-BASED I&RS TEAMS
	PLANNING AND ORGANIZING BUILDING-BASED I&RS TEAMS
	THE I&RS TEAM PROCESS
	INNOVATIVE STRATEGIES
	TEAM WELLNESS/MAINTENANCE
	SCHOOL-WIDE PLANNING



	iii
	APPENDIX A:  REGULATIONS FOR INTERVENTION      
	                      AND REFERRAL SERVICES (N.J.A.C. 6A:16-7) 
	APPENDIX C:  RELATED STATUTES AND REGULATIONS
	APPENDIX D:  SAMPLE I&RS FLOW CHARTS
	APPENDIX E:  SAMPLE I&RS FORMS
	APPENDIX F:  TECHNICAL RESOURCES AND SERVICES
	APPENDIX G:  RESOURCE MATERIALS
	APPENDIX H:  BIBLIOGRAPHY



	IRSMANUALFINAL04.pdf
	INTRODUCTION
	Multidisciplinary Team
	Student Populations
	The school’s I&RS program, like any school-level improvement initiative, should be integrated into the school’s overall program and supported by research-based educational practices and planning principles, including the following:


	PURPOSE OF I&RS RESOURCE MANUAL
	IN SUPPORT OF I&RS

	Pennsylvania
	Rhode Island
	FOR BUILDING-BASED I&RS TEAMS
	Life Skill Deficiencies
	OBSERVABLE BEHAVIOR
	POSSIBLE LIFE SKILL DEFICIENCY
	Psychosocial At Risk Factors
	Scope of Services for Building-based I&RS Teams
	Cultural, Economic and Social At Risk Factors
	Principles for Identifying 
	Early Warning Signs of School Violence
	Imminent Warning Signs of Violence
	Scope of Services for Building-based I&RS Teams
	Of continuing alarm for educators are the unacceptably high rates of student substance abuse. Significant concerns involve the increased use of alcohol, tobacco and other drugs (ATOD) by younger students; the increased intensity of use by young people; the frequency of use by students; and the variety and unpredictable contents or strengths of substances that are used either individually or in combination.
	Adult denial, or deciding not to recognize and appropriately respond to ATOD abuse as a primary problem, has been a foremost dynamic that has prevented student substance abusers from recovering and performing to their potential in school. Youth substance abuse often is perceived as either an individual or a social phase, which, like other “trends,” will pass. All too often adults’ thoughts and actions regarding ATOD use among youth are counterproductive (e.g., “We drank when we were kids and it didn’t hurt us.”). The I&RS team can be an important mechanism for breaking the pattern of denial described above by ensuring that substance abuse and related issues are given full consideration as educational problems to be solved. Since all districts are required to “establish a comprehensive substance abuse intervention…and treatment referral program” (N.J.S.A. 18A:40A-10), the provisions of the I&RS code can also help districts fulfill the substance abuse intervention and referral program requirement. 
	The nature of youth ATOD use has followed a fairly consistent pattern since the 1970s; in fact, their pattern closely follows the nature of adult involvement with psychoactive chemical substances. The information provided below is not intended to prepare team members to diagnose ATOD problems, but to provide perspective on potential target audiences and give strength to the importance of early identification of student’s risk for harmful involvement with substances.
	No Use

	Circumstantial Use/
	Harmful Involvement/
	Phase One
	Phase Two
	Phase Three
	Phase Four
	TREATMENT PHASE
	TREATMENT 
	PHASE
	Relapse Issues
	Student Relapse Indicators
	Issues for School Staff
	Scope of Services for Building-based I&RS Teams
	Scope of Services for Building-based I&RS Teams
	Scope of Services for Building-based I&RS Teams
	Scope of Services for Building-based I&RS Teams
	Scope of Services for Building-based I&RS Teams
	Since the health professional has general knowledge of common health issues affecting classroom performance, it is important for the team to include their input in the I&RS process. The educational interests of school health professionals can be represented by having them serve as members of the I&RS team or by collecting information from them as part of the comprehensive set of data that is gathered and assessed for all requests for assistance. A few examples and issues regarding the interaction of the I&RS team and school health resources or issues are provided below:
	Scope of Services for Building-based I&RS Teams
	High Risk Factors for Unprotected Intercourse or Pregnancy, Premature Sexuality and Childbearing
	Personal or Peer Factors
	School/Academic Factors
	Family Factors
	Community Factors

	A survey conducted by the American Association of University Women found that four out of five students have experienced some form of sexual harassment at school.  More than one third considered this harassment as a normal part of school life.  In a survey of school teachers reported by Telljohann, more than 20% said that students in their classes often use abusive language when describing homosexuals. Therefore, I&RS teams should remain cognizant of the possibility of harassment as a contributing factor to the concerns identified in requests for assistance. 
	Scope of Services for Building-based I&RS Teams
	Healthy Family Characteristics
	Vulnerable Family Characteristics
	Adaptive Roles of Students from Vulnerable Families
	General Guidelines
	Guidelines for Adaptive Roles in Vulnerable Families
	Indicators of Children with Chemical Dependence in Their Families
	Scope of Services for Building-based I&RS Teams

	Protective Factors
	Assets-based Approach
	Assets-based Approach, continued
	40 DEVELOPMENTAL ASSETS
	Asset Type
	Asset Name and Definition
	Percent
	Assets-based Approach, continued
	40 DEVELOPMENTAL ASSETS, continued
	Asset Type
	Asset Name and Definition
	Percent
	Assets-based Approach, continued
	Internal Assets: Educational Commitment
	Scope of Services for Building-based I&RS Teams
	Assets-based Approach, continued
	External Assets: Support
	Scope of Services for Building-based I&RS Teams
	Assets-based Approach, continued
	STRUCTURE AND FUNCTIONS
	Board of Education Members

	Comparison of Three Building-based Multidisciplinary Teams
	I&RS Teams and Child Study Teams
	CHILD STUDY TEAMS
	Choosing an Appropriate Model for I&RS Functions
	PLANNING AND ORGANIZING
	BUILDING-BASED I&RS TEAMS
	 Resource name.
	 Description of resource and its services.
	 Contact persons and their titles/roles.
	 Street and postal addresses, as well as electronic mail addresses.
	 Phone and facsimile numbers. 
	 Admission requirements. 
	 Financial arrangements. 
	It is helpful to establish formal, written agreements with community agencies that describe specific understandings and procedures with regard to (More information on these agreements can be found in the section of this manual titled Coordination of Home, Community and School Resources.):
	 Initial contact. 
	 Transportation and arrival of the student.
	 Release of information to and from both institutions. 
	 Communication while a student is receiving services. 
	 Provision of an educational program to the student while receiving services. 


	IMPLIED vs. DESCRIBED BEHAVIOR EXAMPLE #1
	IMPLIED vs. DESCRIBED BEHAVIOR EXAMPLE #2
	In conducting interviews and in communications with colleagues who request assistance of the team, it is important for team members, particularly case coordinators, to consider the nature of their relationships with requestors. Since the focus of the I&RS team process is on the provision of assistance and support to colleagues and the team typically functions in a collaborative mode of operations (for more information on modes of operation see the Scope of Services for Building-based I&RS Teams section of the manual), it is valuable for team members to view themselves as consultants to their “clients.” Described below are characteristics of effective consultants that should drive team members interactions and the development of effective strategies for working with colleagues:

	Gardner’s Eight Intelligences*
	Gardner’s Eight Intelligences, continued
	Gardner’s Eight Intelligences, continued
	Gardner’s Eight Intelligences, continued
	Gardner’s Eight Intelligences, continued
	Gardner’s Eight Intelligences, continued
	In her book, Taming the Dragons: Real Help for Real School Problems, Susan Setley asserts that students who struggle with their schoolwork tend to show three patterns in their learning: they learn inefficiently, inconsistently and incompletely. 
	The cerebral cortex is where higher cognitive processing occurs. When we educate students, we are essentially changing the structure and the chemistry in students’ neurons in their cerebral cortexes, growing receptive surfaces (dendrites) of nerve cells. The more students use what they learn, the more the neural pathway and the knowledge become permanent.
	Complete learning, that is learning that stays with us for long periods of time, takes place in stages or steps. At each of these steps, referred to by Setley as the Four Stages of Learning, we master a task a little more thoroughly, until we finally know it extremely well. Setley identifies the four steps, which are described below, as follows: Exposure Stage, Guided Learning Stage, Independence Stage and Mastery Stage.
	Four Stages of Learning
	Why is Learning Style Important?
	Scanning
	David Kolb’s Theory of Learning Styles
	Kolb’s Learning Styles
	Neurolinguistics/Psycholinguistics
	Goals of Misbehavior
	Reality Therapy
	Teacher Effectiveness Training
	School Discipline Summary
	As explained in an article titled Curriculum-based Assessment: An Introduction, by James A. Tucker, which was published in the Journal of Exceptional Children, curriculum-based assessment (CBA) is a relatively new term for a teaching practice that is as old as education itself: using the material to be learned as the basis for assessing the degree to which it has been learned. CBA holds that each student’s needs are best defined in terms of the context of his local educational program. 
	Negative school climate is one of several factors that have been found to increase students’ risk for involvement in self-destructive behaviors. Students’ risk for developing harmful behaviors can be decreased and student achievement, performance and safety can be improved by developing an atmosphere in schools where academic success, respect for self, others and property and the motivation to learn and actively participate in the school’s social life are expected and rewarded. 

	Alternative Education, continued
	Section 504 of the Rehabilitation Act of 1973
	Innovative Strategies
	Professional Development, Coaching and Collegiality, continued

	EFFECTIVENESS OF TRAINING TECHNIQUES
	Innovative Strategies
	Professional Development, Coaching and Collegiality, continued
	Innovative Strategies
	Professional Development, Coaching and Collegiality, continued

	Learning Pyramid
	Innovative Strategies
	Professional Development, Coaching and Collegiality, continued

	Experiential Learning
	Innovative Strategies


	OF HOME, COMMUNITY AND SCHOOL RESOURCES
	General Tips for Forming an Alliance with Parents
	Turn Negatives into Positives
	Turn Negatives into Positives, continued
	There are instances where parents may resist or challenge the efforts of the I&RS team. Some suggestions to prepare for and address these circumstances are provided below:
	General Characteristics of Effective Teams, continued
	General Characteristics of Effective Teams, continued
	General Characteristics of Effective Teams, continued
	Many models describe the stages and characteristics of the development of healthy and unhealthy, effective and ineffective groups, two of which are described below. In addition to understanding how groups grow, teams should understand practical reasons for why it is important to apply group development theories and the benefits of applying these models to the workings of their teams.



	The Truth Option
	INCLUSION STAGE 
	CONTROL STAGE
	OPENNESS STAGE

	Cog’s Ladder
	      Moving from Step 1 to Step 2
	Group members tend to exhibit patterns of behavior and/or preferred roles.  Effective team members are able to identify the presence of behaviors that help and hinder team operations and provide and receive supportive feedback on their contributions to the group. Competent team members work to develop role diversity and flexibility in order to provide the behaviors that will regularly move the group forward. The roles below, which have been adapted from Learning to Work in Groups, by Matthew Miles, must be fulfilled, at appropriate times, for groups to effectively accomplish their respective missions.

	TASK ROLES
	As is the case with most human enterprises, the degree to which team members openly and honestly communicate regarding both group task and maintenance concerns is the foundation of team effectiveness. Since communication is also at the heart of the team’s efforts with colleagues, parents and community members, on behalf of children, it is incumbent upon teams to faithfully monitor, evaluate, adapt and improve their communication patterns and skills. Described below are some skills and techniques that are essential for group cohesion and productivity.
	The Johari Window, described by Josph Luft in Of Human Interaction, is a model of interpersonal communication that team members can use as a basis for identifying behaviors and related information that will help maintain the group and improve interactions among colleagues, parents, community members and students.
	Applications of the Johari Window to I&RS Team Functioning
	Applications of the Johari Window to the I&RS Process

	Feedback

	Team Wellness/Maintenance
	The Other Person Owns the Problem
	Active Listening

	WE OWN THE PROBLEM
	Situational Leadership Theory
	“TELLING”
	“SELLING”
	True Colors
	Costs and Concerns Associated with Program Assessment
	6A:16-7.2       Functions of intervention and referral services


	These regulations establish uniform statewide policies and procedures for public school staff to report allegations of child abuse and to cooperate with the investigation of these allegations.
	SAMPLE INITIAL REQUEST FOR ASSISTANCE FORM
	Reasons for Request for Assistance (Must be for school-based issues, i.e., academics, behavior, school health):
	________________________________________________________________________

	Place the completed forms in a sealed envelope
	INTERVENTION AND REFERRAL SERVICES

	SAMPLE INITIAL REQUEST FOR ASSISTANCE 
	PRIOR INTERVENTIONS CHECKLIST
	INTERVENTION AND REFERRAL SERVICES

	SAMPLE CASE COORDINATOR CHECKLIST
	Confidential
	INTERVENTION AND REFERRAL SERVICES


	INTERVENTION AND REFERRAL SERVICES
	SAMPLE 
	ELEMENTARY TEACHER INFORMATION COLLECTION FORM
	Confidential
	Classroom Performance
	Social Skills
	Physical Symptoms
	Positive Qualities
	SAMPLE 
	SECONDARY TEACHER INFORMATION COLLECTION FORM
	Extra Curricular Activities
	_____ Missed athletic practice without  _____ Missed club/group meeting



	Thank you for your cooperation, caring and concern!
	INTERVENTION AND REFERRAL SERVICES

	SAMPLE INFORMATION SUMMARY FORM
	Confidential
	SOCIAL SKILLS
	DISRUPTIVE BEHAVIOR
	PHYSICAL SYMPTOMS
	BACKGROUND INFORMATION
	RELATED SCHOOL-BASED SERVICES OR PROGRAMS
	Skills  ____________________________________________________________



	SAMPLE INFORMATION COLLECTION REMINDER MEMO
	Confidential

	SAMPLE STAFF THANK YOU MEMO
	Confidential

	SAMPLE SCHOOL COUNSELOR FORM
	Confidential

	SAMPLE ATTENDANCE FORM
	Confidential
	INTERVENTION AND REFERRAL SERVICES


	SAMPLE DISCIPLINE FORM
	Confidential

	SAMPLE STUDENT ADVISOR FORM
	Confidential

	SAMPLE SCHOOL NURSE/SCHOOL HEALTH FORM
	Confidential
	Health History 
	________________________________________________________________________
	Health Assessment
	Socialization
	Physical Education Excuses
	Student Strengths
	Other Pertinent Information

	INTERVENTION AND REFERRAL SERVICES

	SAMPLE PARENT OR GUARDIAN LETTER
	Confidential

	SAMPLE PARENT QUESTIONNAIRE
	Confidential
	INTERVENTION AND REFERRAL SERVICES

	SAMPLE PARENT INTERVIEW
	Confidential

	SAMPLE STUDENT SELF-ASSESSMENT SHEET
	Confidential

	SAMPLE GENERAL RELEASE OF INFORMATION
	SAMPLE I&RS ACTION PLAN FORM #1
	Confidential
	FOLLOW-UP MEETING

	SAMPLE I&RS ACTION PLAN FORM #2
	Confidential
	INTERVENTION AND REFERRAL SERVICES

	SAMPLE I&RS ACTION PLAN FORM #3
	Confidential

	TECHNICAL RESOURCES AND SERVICES
	No Child Left Behind Act Funds
	Family Life Information Exchange
	Combined Health Information Database 
	  (CHID)
	Classroom Management and Student Discipline
	Appendix G: Resource Materials
	Classroom Management and Student Discipline, continued
	Appendix G: Resource Materials
	Classroom Management and Student Discipline, continued
	Appendix G: Resource Materials
	Collaboration and Change
	Appendix G: Resource Materials




	Collaboration and Change, continued
	Appendix G: Resource Materials

	Collaboration and Change, continued
	Appendix G: Resource Materials
	Consultation
	Appendix G: Resource Materials



	Appendix G: Resource Materials
	Delinquency, Violence and Conflict
	Appendix G: Resource Materials

	Delinquency, Violence and Conflict, continued
	Appendix G: Resource Materials
	Depression and Loss
	Lamb, F., Dunne-Maxim, K., Underwood, M. and Sutton, C. (1991). The Role of the Postvention Consultant. In A.A. Leenaars, S. Wenckstern, Eds., Suicide Intervention in Schools. Hemisphere, Washington, DC.
	Mauk, G. and Weber, C. (1991). Peer Survivors of Adolescent Suicide: Perspectives on Grieving Postvention. Journal of Adolescence, 6(1).
	Appendix G: Resource Materials

	Families
	Appendix G: Resource Materials

	Families, continued
	Appendix G: Resource Materials

	General Health
	Appendix G: Resource Materials



	National School Boards Association. (1991). School Health: Helping Children Learn. Leadership Reports, Alexandria, VA.
	Instruction and Learning
	Life Skills and Student Development
	Life Skills and Student Development, continued
	Program Evaluation
	Appendix G: Resource Materials
	Pupil Support and Mental Health Services
	Appendix G: Resource Materials
	Appendix G: Resource Materials


	Risk and Resilience

	Special Needs
	Appendix G: Resource Materials
	Substance Abuse
	Appendix G: Resource Materials

	Substance Abuse, continued


	BEST PRACTICE EXAMPLES OF TEAM COLLABORATION IN SUPPORT 
	OF I&RS
	SCOPE OF SERVICES FOR BUILDING-BASED I&RS TEAMS
	Appendix H: Bibliography
	Appendix H: Bibliography
	Scope of Services for Building-based I&RS Teams, continued
	Appendix H: Bibliography
	Scope of Services for Building-based I&RS Teams, continued




	PLANNING AND ORGANIZING BUILDING-BASED I&RS TEAMS
	Appendix H: Bibliography
	Innovative Strategies, continued
	Appendix H: Bibliography
	Innovative Strategies, continued




	COORDINATION OF HOME, COMMUNITY AND SCHOOL RESOURCES
	Appendix H: Bibliography
	TEAM WELLNESS/MAINTENANCE


	SCHOOL-WIDE PLANNING
	APPENDIX C
	Appendix H: Bibliography

	APPENDIX E







