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APPLICATION
2020–21

SCHOOL/DISTRICT NAME Crab Orchard Elementary/ Lincoln County, Kentucky

TEACHER IMPACT GOALS STRATEGIC AREA OF FOCUS #1
Focus Area #1 is to develop teacher leaders of change; that is, change in mindset to one of teaching the whole child beginning with 
self, change in structure to one of a traditional family setting, and change in motivation to one of leadership through goal setting and 
planning.

TEACHER IMPACT GOALS STRATEGIC AREA OF FOCUS #2
Focus Area #2 is to develop teacher leaders who execute innovative models of instruction; that is, blended age and ability groups, inter-
active lessons that engage and excite students, and student-led and community-based learning into actionable plans of instruction 
through a house team concept.

Meeting Agenda
• 30 seconds: Do a house chant 
• 5 minutes: Celebrations: Recognize house 

members’ achievements. 
• 10 minutes: 7 Habits: Engage in family talk 

time (what’s going on at home or school 
they may need help with), role-playing 
difficult situations (task cards from year 
one training) and how to proactively resolve 
them, how we are using the 7 habits in our 
daily lives (students and adults), and any 
other creative ideas you have. 

• 15 minutes: Local and world leaders—
Whom are you learning about (student 
choice is vital here)? How do they exem-
plify leadership? What steps did they take 
to accomplish their goals? This would be 
a great time for scheduling speakers from 
our community to talk about goals they set 
for themselves and the steps they took to 
achieve them. 

• 10 minutes: Leadership (Data) Notebooks—
Working with an accountability partner, 
students will share academic and personal 
goals and what progress they are making.

• 10 minutes: Service Learning Projects
• 15 minutes: Team Building

OVERVIEW
Summarize your story in 7–10 sentences. Describe the problem statement 
and goal of your project. Use your application abstract as a guide and tie 
in your two chosen TIG strategic goals and area of focus as stated in your 
application.

In an effort to meet our students’ needs, Crab Orchard Elementary 
has implemented a house team concept to provide assistance 
for students who lack support and direction for education and 
pro-social behaviors typically provided by their family. House teams 
reflect a blended model of adults and students from all grade 
levels (K–5) on each team to ensure a home-like setting with older 
and younger siblings. Our students live in a rural community that 
lacks employment opportunities for families, which leads to many 
living in high-poverty situations with limited resources. A house 
team approach is our attempt and opportunity to create a support 
system that meets the needs of our students that would typically be 
provided by their family. This is also an opportunity for our teach-
ers to incorporate pro-social instruction in an innovative setting of 
blended ages, grades, and abilities. Teachers will teach the whole 
child with a focus on civic duty, team building, goal setting and 
tracking, and proactively dealing with difficult social interactions. 
Teachers will work in conjunction with other teachers, nonteach-
ing staff members, and community members modeling for other 
educators in our district a new and innovative plan for developing 
civic-minded citizens with leadership skills needed for success in 
their own communities and the world.
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THE CHALLENGE

What was the challenge you were facing? What goals were you trying to achieve?
Some challenges we were facing was first, providing student support in a manner much 

different than we were accustomed to. Getting teachers to see that building relationships 
firstwas key to student achievement. Children need to know that you care before they will 
care about what you are teaching. One of the crucial parts of the house meetings project 
is to allow time for team-building exercises. The exercises teach children to work well 
together, take turns, share, communicate well, and make team decisions. Through team 
building, students come to know,  like, and respect one another. 

Another challenge we are facing is getting teachers to understand that instructional 
time isn’t lost when you take time to teach soft skills like pro-social behaviors of making 
good choices, setting goals, learning to listen, managing your time effectively, and so on. 
We have very focused staff members who work tirelessly to ensure that our students are 
getting all the state mandates they should receive. Our problem is our inability to think 
or work outside of that box. Instruction is occurring during these types of lessons; it just 
may not be in math or reading specifically. For our house team meeting project, we have 
an agenda with time set aside for research of local and world leaders as a means to teach 
leadership skills. Reading and math can be a natural part of these lessons if planned inten-
tionally. However, meetings aren’t your typical setting with all students at one grade level. 
Our blended age model is designed to be more like that of a home setting with older and 
younger “brothers and sisters.” Our goal is for students to be supporters of one another 
and build relationships not with just adults but also with each other. This has been chal-
lenging for teachers to find ways to include every age as active participants in all that we 
do during meetings.

We are still very much in the early stages of getting the process of meetings “under our 
belt,” so to speak. Learning what parts of the agenda are most important to  the goals of 
the grant and putting that first have begun to take root. But, therein lies the problem of 
what you believe to be most important. We are attempting to solve this problem by setting 
aside specific planning time for the adult house members to discuss what they are doing 
in the different houses and what challenges they are facing. Sharing these ideas allows 
time for problem solving and overcoming whatever road-blocks lie in the way of the suc-
cess of our plan.

Summarize three points of frustration you faced.
Our first point of frustration was the lack of motivation our students seem to have and 

how we as teachers can reach those children. Second, many of our students lack parental 
direction and guidance for planning for their own future. As teachers in a Leader in Me 
school, we have intentionally focused on goals for achieving success, but what other mea-
sures can we take to guide our students in the absence of parental guidance? Finally, how 
do we get our teachers to see the importance of developing the whole child? Learning is 
not only about reading and math. Although these subjects are very important, learning to 
cope in an appropriate manner in stressful situations, getting along with others, learning 
skills to plan for your future, and serving our communities are just as important. We are so 
concerned about test scores that we tend to overlook relationship building and instruction 
in the so-called “soft skills.”

House Team Flags
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What strategies were you attempting to use before to solve this problem?
In the past, some strategies we have tried to increase motivation have been extrinsic in nature. We provide prizes, stickers, celebra-

tions, popcorn parties, and so on. These types of things work well for a while, but they are more about one’s self rather than a collective 
group that works to support one another. Another strategy we have been working on most recently that serves to meet two of our areas 
of need is the use of student leadership notebooks. In the notebooks students set both personal and academic goals. These goals give 
us direction, purpose, and something to strive for; a motivation to be successful. We have done very well with goals that are academic 
in nature, but what about personal goals? These goals are important to children because they demonstrate interests that are not nec-
essarily school related, so they add balance to their lives. As teachers, we need to see the value of these types of goals and devote as 
much energy to them as we do to academic goals.

What was the big “aha” moment when you decided you needed to try something new?
The moment when we decided we needed to add something more has really happened over time in the past three years. Several—

in fact, almost all—of our staff members have visited other schools for a leadership day and attended a Leader in Me Symposium 
where we learned about creating houses throughout the student body. The more we learned about houses, the more we were excited 
to try this new concept. We believed this model fit very well with all that we were trying to accomplish as far as student motivation, 
building a sense of community, providing leadership opportunities, and allowing teachers to plan and work outside the ordinary 
instructional process. It tapped into our creative natures and provided an opportunity for innovative teaching.

What was the top reason you selected this grant?
The Teacher Impact Grant was a perfect match for expanding on our ideas of house teams within our school and providing leader-

ship opportunities not only for our students, but for teachers as well. The funding provided by this grant has helped to launch our plan 
by providing training for our teachers to think about reaching our students in different ways. Motivating and inspiring students with 
lessons and activities that focus on adventure, creativity, compassion, balance, and service to others has been the focus of our book 
study. And visiting the Ron Clark Academy (RCA) in Atlanta, Georgia, allowed us to see these qualities at work with students. Finally, to 
help build that sense of community within our student body and drive their motivation through their competitive nature, each house 
has designed a flag, created a motto and chant, and learned about the namesake of their house. We have also purchased shirts for 
each house and are using an online tool for tracking house points earned for exemplifying pro-social behaviors throughout the day. 
Although some aspects of the house teams would have been possible without additional funding, ASCD has made other aspects of our 
teams possible through funding provided with the TIG.

THE RESPONSE

How has the Teacher Impact Grant work helped you achieve your goals or solve a problem?
The Teacher Impact Grant has helped us achieve our goals by allowing our teachers 

to study and plan for innovative ways of teaching with mixed aged groups. Survey results 
indicate  that 76.92 percent of our teachers have been able to apply new knowledge 
and skills  learned through our grant work. We now have a structure in place with house 
teams that  will allow teachers and students to support one another in a positive, fami-
ly-like atmosphere.  The TIG provided the means to take our students into the commu-
nity to learn about different career opportunities that might interest them in the future. 
During our trips, spokespeople  from our community helped to inform our students 
about education requirements for various careers. They spoke about setting goals to 
become a professional in their chosen careers, reinforcing ideas we have taught during 
house meetings this year. These community-based  lessons have proven to be a valuable 
means to pique students’ interests and motivate them  to take the initiative and learn 
more about the things that interest them most. This has proven to be a strength of our 

Students of the Logan house visit Fort Logan to 
learn about the history of Benjamin Logan, the 
house namesake. 
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project. As teachers, we have begun to build relationships with our community leaders and “teachers” if you will, for future projects. 
Our staff has chosen to continue service learning projects within our own community for next year and possibly beyond. During our 
most recent SBDM meeting, allocations were set aside to fund service learning field trips for next year, demonstrating administrative 
commitment to this project. The mindset of our staff is slowly beginning to change, something we have seen over the past three years 
when we began our journey as a Leader in Me school. The TIG was a perfect match with this initiative because ASCD’s ideas that “sup-
porting the whole child requires engaging students to prepare them for navigating their careers, contributing to their communities, and 
identifying their interests” is what being a school of leadership is all about. Seeing our children as valuable contributors of our future 
communities is what teaching our students to be leaders means.

How has it affected your school/district/teachers/principals/students?
The TIG has affected our students and teachers the most. Students are excited about house meetings and continually stop adults in 

the hall to ask when the next meeting is. We conducted a survey for our students about house teams and the overwhelming response, 
94 percent, was that they wanted to continue house meetings, even if they knew they would not be returning to our school next year. 
Students also enjoyed learning about the historical aspects of their house’s namesake and, most importantly, had fun while learning. 
Our data demonstrate that house meetings are important to students, and the innovative setup of mixed-age students provides oppor-
tunities for them to be positive peer role models to one another. 

Our principal has been instrumental in the implementation by allowing us the freedom to design, plan, and schedule events. She 
knows that we are a staff concerned about instruction and trusts that we will work diligently to not negatively affect student learn-
ing in core subject areas. However, she also believes that a positive school culture is instrumental in reaching those students at risk. 
House meetings allow us as teachers to make time to build relationships and improve our school culture. The trusting relationship we 
have with our principal gives our teachers the freedom to think and work “outside of the box,” leading us to more innovative instruc-
tion. Our district has seen firsthand how house meetings have influenced student engagement. Our third annual Leadership Event 
was recently held and representatives from the Student Support Center were in attendance to see all the work students and teachers 
created. First, we began the evening’s events in the gym with a whole-school presentation featuring singing, house chants, a speech 
about leadership learned through house meetings, and a newscast prepared by students. Next, guests were invited to visit classrooms 
for student-led conferences and to view the wax museums for each house. To prepare, students in each house researched information 
about each house namesake, then other members of each house used that information to write the script for the wax museum figure 
to recite when visitors arrived at their station. Several students worked in shifts to represent their house namesake and share all they 
had learned (see photo uploads for pics). Finally, other students performed in a play written by one of our teachers about the history 
of Crab Orchard. Events from prehistoric times to current-day Crab Orchard were depicted, including children of all ages in each scene. 
Everyone was thrilled with the outcome of all the hard work students and teachers worked together to accomplish. 

How has it helped you to overcome the challenges you had before?
Post-Wave survey results indicate that 76.93 percent of our staff members believe this project to be an innovative solution to 

overcome challenges like lack of motivation due to a loss of direction and guidance, poor attendance, and office referrals for behavior 
incidences. During meetings, students spend time monitoring goals with an accountability partner, usually with an older and younger 
child matched as partners. This partnership allows for opportunities to mentor one another as well as plan for future goals. Goal setting 
helps to motivate students because they have a plan and steps to complete the plan. The Teacher Impact Grant Program is made possi-
ble by the support of ASCD, the Leona M. and Harry B. Helmsley Charitable Trust, and Carnegie Corporation of New York.

The meetings also allow teachers to put into practice strategies they have learned from our book study and visit to RCA, teaching 
in ways to which they are not traditionally accustomed. As the year progressed, they became more and more accustomed to working 
with children of many different ages, finding roles for them in the various activities scheduled during meetings. This adjustment was 
seemingly easier than the other challenge we faced of changing the mindset of teachers to one of teaching the whole child beginning 
with self. We are a staff highly conscious of time constraints, and the enormous pressure we feel when viewing overall school perfor-
mance on state assessments leads to a sense of urgency to teach required content and teach it well. We don’t all view culture, relation-
ship building, and teaching the whole child as a priority need but instead as a loss of instructional time. However, this is a process. As 
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we learn and grow as educators and leaders of our community, and our experiences from this project influence us, hopefully mindsets 
will also grow and change. A growth mindset says, “We can make this work,” rather than saying, “We don’t have time for this.” In the 
last three years, we have begun to change and grow as a staff, leading to the success of our school being identified as a Distinguished 
school. This success is in part due to the leadership skills we are teaching our students as a Leader in Me school. The TIG allowed us an 
opportunity to build on that foundation of leadership. ASCD’s grant has been a building block to this process. 

THE RESULTS

What specific metrics can you share about the impact it had (having data for a graph/chart/figure or two is greatly preferred)?
Recently we asked our staff to complete a survey to help us determine the impact of our TIG activities. Results indicated that house 

teams are successful, but some first-year hurdles have to be overcome in the following year. As indicated by our graph below, 79 
percent of the staff feel they have grown as a result of their grant experiences of participating in staff development at the Ron Clark 
Academy; completing a book study; implementing ideas and strategies learned from Ron Clark’s The Excellent Eleven; and participating 
in monthly house meetings, service learning projects, and field trips. Survey results indicated that 93 percent of staff members felt they 
gave their best effort in ensuring the success of house meetings, but a much lower number (only 64 percent) want to continue house 
meetings next year, a clear indication that some changes will need to occur to ensure success. The survey also included questions to 
help us better understand gains and setbacks for the year, how we could better support one another, and what some likely barriers 
were to future success of house meetings.

Some great ideas were shared in the survey about how we could support one another and overcome the setbacks we had in our first 
year. Ideas included using Kagan strategies to build team unity, engaging in competitions between houses, creating a rotating sched-
ule with specific activities at each, shortening the agenda to allow more time for students to process information and bond with one 
another, and assigning roles for meetings.
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As the new year begins, we will meet as a staff to discuss results of the survey and make plans to improve our meeting process. 
Reflection from past experiences and discussion of how we can support one another will allow everyone to be on the same page and 
hopefully alleviate some of the perceived setbacks.

What is the single biggest reason you would recommend applying for a Teacher Impact Grant in the future?
We would highly recommend to any teacher interested in directly effecting change within their school to apply for the Teacher 

Impact Grant. This grant allows teachers the freedom to design and implement initiatives that they believe to be of great importance 
and benefit to their students. Teachers are the experts in their field and have the knowledge and expertise to bring about positive 
outcomes for their students. Funding from the grant, given directly to teachers, provides for resources, tools, and training that might 
otherwise be unavailable or, at the very least, restricted to the point that it doesn’t have teacher buy-in. Individuals need to be vested in 
the projects they feel worthwhile to feel ownership. The TIG allows teacher leaders to be just that, leaders in their school community.

How has this project grown over a year’s time with regard to collaboration between teachers and administrators and the two 
chosen strategic goals?

TIG survey results indicate that 100 percent of our staff members believe that this project encourages a partnership between teach-
ers and administrators. But there have been some challenges. What has worked well with us is that our principal, having been at our 
school for more than 10 years, knows and trusts us to make decisions and lead initiatives that have potential to motivate and engage 
our students. She has supported us throughout the project with her flexibility, allowing us to make schedule changes as needed, mov-
ing staff around to allow for book study meetings, and allowing for additional house meetings to prepare for Leadership Night. She has 
also provided financial assistance by purchasing educator training for other teachers beyond the grant allowances, allowing teachers 
to attend RCA (Ron Clark Academy) to learn and see hands-on application of student engagement strategies. Monies have also been set 
aside for the purchase of Flocabulary for the upcoming year and service-learning field trips to help build community relationships and 
educate our students outside the classroom.

Our most difficult challenge has been changing the mindset of teachers to understand the importance of building relationships with 
students outside the typical classroom setting. They are still very concerned that we are losing valuable instructional time. But, when 
teaching the whole child, you must not only look at academic performance. It’s important to consider their overall physical and mental 
well-being. They are children with many varied interests, and showing interest in those aspects of their lives demonstrates a caring 
attitude toward them. It shows them that we are not only here to teach math, science, reading, and so on; we are also here to teach 
them to be good citizens, set goals for themselves, and take steps to achieve them. Until teachers begin to understand this and reach 
students through things that interest them, then no engagement strategy, no matter how good it is, will work. 

Gains from experience:
• Opportunities for student leaders to shine
• Building relationships between older and younger students as 

well as between teachers and students
• Creating a sense of community and service to others
• Discovering that learning is fun

Setbacks:
• First-year growing pains
• Time: When should meetings be scheduled, and are we really 

losing instructional time?
• Not every adult leader was always available to meet at the 

scheduled time, so how do we include everyone?
• Equal division of labor-not all adults want to lead.
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A change in mindset takes time. Continuing to take small steps in the right direction by teaching with the whole child in mind, pro-
viding resources for increasing student engagement, and considering all input for house meetings will eventually lead to the changes 
necessary to reach all our students. The first year is always the hardest. We have learned so much through our experiences and the 
input we have been given through surveys and conversations with our peers will lead us in the right direction for next year. 

CALL TO ACTION

Use your personal narrative reflections and survey data from each reporting period to provide a call to action for professional learning 
and development. What is your biggest takeaway from administering this grant?

NOTE: Reporting period 4 narrative reflection guiding questions should serve as the basis for this call to action.

Our biggest take away from the TIG has been an understanding that without teacher leaders willing to take risks and step outside 
their comfort zone to meet kids where they are, we are never going to make a significant difference. This is a change in mindset, how-
ever, and something that takes time. Don’t expect that everyone believes or feels the same as you; make your vision crystal clear and 
always look for solutions to the roadblocks you will encounter. The TIG has been just that for us: a solution to help us overcome the 
financial roadblock to implementation. As a result of these resources, our teachers have gained knowledge and a wealth of ideas that 
will continue to influence their instruction. They now have tools and means of reaching our students in nontraditional ways, providing 
a unique experience like no other they will encounter in an education setting. We would highly recommend the Teacher Impact Grant 
Program made possible by the support of ASCD, the Leona M. and Harry B. Helmsley Charitable Trust, and the Carnegie Corporation, to 
any teacher looking for opportunities to be a leader in their field bringing about change in education to influence student learning. 

The Teacher Impact Grant Program is made possible by the support of ASCD, the Leona M. and Harry B. Helmsley Charitable Trust,  
and Carnegie Corporation of New York.


