
Roadmap to Healthy Schools • Phase Three: Implementing the  School Health
Impovement Plan

1

Step 1
The Coordinated School 
Health team is high function-
ing and focused on imple-
menting the School Health 
Improvement Plan
At this stage in your team’s development, the fo-
cus is on successfully implementing the School 
Health Improvement Plan (SHIP) and sharing 
your successes throughout the year. Many teams 
discover that their timelines need to be revisited 
and/or their activities modified somewhat. This 
is expected–your team now has more knowledge 
and experience than you did when your SHIP 
was created. The parts of your SHIP that are less 
subject to change are:
The SMART objective you wrote that re-

lates directly to your School Health Index 
results

The measure(s) of accomplishment (al-
though these may be changed if your ac-
tion steps change significantly)

The school-level outcomes
The student-level outcomes

Don’t get derailed from trying to meet your ob-
jective. Remember, the objective was written 
based on the input of many individuals as well 
as the School Health Index results. It reflects a 
priority area that was agreed upon by the team 
and presented to the school staff. If there is strong 
interest in actions/activities that don’t meet your 
objective, document those interests for future 
reference. It’s possible that your team will tackle 
them later. It’s also possible that another school, 
parent or community group could get involved 
with those issues. Phase Three teams constantly 
reach out for support beyond their own member-
ship.
It’s possible to get overwhelmed during this phase 
of implementation. Remember, you can’t do it all 

at once! Take another look at the timeline you 
developed when your team wrote the SHIP. With 
the reality of bringing it to life, you may need to 
make adjustments in the timing and/or sequence 
of your action steps. Set target dates to break the 
SHIP into manageable steps during the school 
year. For example, at the beginning of the school 
year, set small goals that can be met in short peri-
ods of time. What’s realistic to have accomplished 
by Halloween? What else could be done before 
Thanksgiving? Look for natural breaks or time-
lines in your school, and plan around them. Be 
realistic about what you can accomplish between 
the start of school and the winter holiday break. 
Before the end of the calendar year, celebrate the 
success that you’ve achieved so far and find op-
portunities to let others know about your team’s 
progress.
Plan wisely around your school’s CSAP sched-
ule, knowing that team members will be focused 
on CSAP testing for several weeks. Physical ac-
tivity and sound nutrition can have a positive 
impact on student test-taking and achievement. 
This may be an opportune time to engage other 
school staff and parents/community members for 
providing breakfast or snacks, or facilitating short 
classroom-based physical activity breaks. The key 
is to continually move forward, pacing your ac-
tions around the natural rhythms of your school 
calendar year.
During this phase, take time to reflect on how 
well your team is working. Following are some 
characteristics of high performing teams. Strive 
to attain this level of functioning.
High performing teams:
Have a common purpose and goals, and 

can articulate them
Focus on results
Understand their level of authority
Are fully accountable to each other
Find ways to buy in, even when complete 

agreement is impossible
View mistakes as learning opportunities
Creatively solve problems
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Are solution-driven
Don’t avoid conflict
Communicate wisely
Are willing to be vulnerable with each 

other
Find the balance between content and 

process issues
Value interdependence
Forego personal credit to acknowledge 

team success
Make decisions and follow through with 

confidence
Change direction when needed
Have fun together
Reflect on how they work as a team

You’ll know you’ve completed 
this step if:

 Team meetings are focused on imple-
menting the SHIP;

 Team structures, functions, and pro-
cesses reflect those of a high per-
forming team;

 Team members are proud of the work 
they’ve accomplished, willing to stay 
committed to the team, and willing 
to share their progress and success 
with other school/district and com-
munity members.

Step 2
The team is intentional about 
tracking their process and 
progress
At the same time that the team is focusing on 
implementation of the School Health Improvement 
Plan (SHIP), it’s crucial to also focus on team 
process and progress. Take note of areas where 
the group seems to be getting stuck and develop 
strategies for re-creating group momentum. Focus 
on the long-range objectives your team wants to 
accomplish over the school year and the progress 
you are making towards these objectives. Celebrate 
milestones of success along the way. By keeping 
your focus on the team’s ultimate targets, you can 
maintain momentum, keep your team members 
engaged, and be more likely to achieve progress 
toward reaching your goals.
Be purposeful about finding ways for your team to 
become more cohesive and work strategically. Time 
is precious! To maximize the efficiency of your team 
meetings, plan ahead and utilize effective meeting 
strategies. Look back at Phase Two, Step Seven, 
for an overview of effective meeting strategies. In 
Phase Three, add these actions to your meetings:
	 Document your team decisions and 

process. When appropriate, write notes 
on flip charts during the meeting. These 
notes can be typed up and distributed as 
meeting follow-up. Utilize your rotating 
recorders to capture meeting highlights 
and decisions. All of this documentation 
will be valuable in future meetings and 
for measuring success. These process/
progress notes can also be used to plan 
agendas for subsequent meetings. Ask 
yourself: What have we accomplished? 
What more needs to be done? What are 
the highest priority areas for the team to 
tackle at its next meeting?

	 Revisit your team membership. Do 
you still have the “right” people on the 
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team? Are there others who would like 
to join? Are you missing key players? 
Team membership is fluid, not static. 
Be open to changing your membership 
as necessary to accomplish your team 
goals. When new members join your 
team, have a system in place to orient 
them to the team’s processes, goals, and 
structure. One way to do this is to assign 
each new team member a mentor from 
the existing team.

	 Take stock of your current and 
potential resources. When you 
developed your SHIP, you based it on 
known resources. As you implement the 
SHIP, look for ways to leverage those 
resources to your advantage. For example, 
can you utilize any teacher release days to 
conduct your meetings? Doing so would 
create a budget savings by not paying 
for substitutes. At the same time, keep 
your eyes open for untapped resources–
including data, people, and financial 
resources. Whenever possible, lay the 
groundwork for new partnerships.

	 Monitor progress on your SHIP. At 
every meeting, take time to assess the 
progress you’re making on your SHIP. 
Check off action steps that have been 
completed. Revisit next steps and who 
will take responsibility. Decide how 
to engage more school staff, students, 
parents, and community members. 
Look for ways to strengthen and focus 
your activities, keeping your school and 
student outcomes as your ultimate goal.

What to Document?
In Colorado, we have identified ten critical 
elements of effective Coordinated School Health 
teams. These ten elements were identified based on 
a review of research and the ongoing experience of 
Colorado school teams. The Roadmap to Healthy 
Schools incorporates these ten critical elements.
The Coordinated School Health team:
1.	 Has strong administrative buy-in

2.	 Represents the eight components of 
Coordinated School Health 

3. 	 Participates in an initial Coordinated 
School Health training (if available) 
and shares learnings with other team 
members and building staff

4. 	 Completes the School Health Index 
5. 	 Creates a SHIP based on their School 

Health Index results
6. 	 Shares their SHIP with building staff 

and seeks input
7. 	 Meets at least four times per school year 

to conduct team business and implement 
the SHIP

8. 	 Regularly documents their progress
9. 	 Reports progress to building staff and 

seeks input
10. 	Reports progress to other district-level 

groups (e.g., school board)
There are two reporting forms used by 
Coordinated School Health teams in Colorado 
to document their progress. The Team Tracking 
Tool is particularly useful as the team is being 
built. It documents team membership and tracks 
dates that the team reaches specific milestones 
indicated in the ten critical elements (e.g., the 
date the School Health Index was completed). 
The Team Tracking Tool also allows the team to 
rate and explain their progress during the year. 
Finally, this instrument provides space for the 
team to highlight their general successes and 
challenges during a specified reporting period.
The School Checklist provides an opportunity for 
teams to document specific successes and chal-
lenges in each of the ten critical elements during 
a specified reporting period. The School Checklist 
is an effective way for the team to reflect on their 
progress as they move through the phases of the 
“Roadmap.”
Most of the Colorado Coordinated School 
Health teams utilize these (or similar) reporting 
instruments. It is recommended that the team 
complete one of these forms every six months. 
These instruments are an easy and efficient way 
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to keep track of team progress over time and 
supplement the school and student data that your 
team collects.

You’ll know you’ve completed 
this step if:

 Your team meets (or has plans to 
meet) at least four times during the 
school year;

 The team regularly takes time to 
reflect on its process, function, and 
structure; 

 The team tracks process, progress, and 
success throughout the school year.

Step 3
The team collects data for 
measuring changes in school- 
and student-level outcomes
At this point, your team has focused most of its 
energy on creating a School Health Improvement 
Plan based on the unique needs of your school. 
The SHIP is crucial and represents a shift in 
your actions from “getting ready” to “get going!” 
Implementing the SHIP is now the main business 
of your team.
As part of your SHIP, the team identified both 
school- and student-level outcomes. One of the 
most important actions your team can take is to 
collect data to measure change. Why is this so 
important? Consider these reasons:
Data collected now can give you a baseline, 

or starting point, to measure changes over 
the years.

Data can provide a snapshot of what is 
currently happening in the “culture” of 
your school.

Data can provide a snapshot of student 
health behaviors at a given point in time.

The process of collecting data makes your 
team’s efforts more visible, and gives your 
team credibility.

Your team can use data to create 
opportunities to share your progress 
and success with staff, students, parents, 
community members, school board 
members, and others.

Yet for many teams, the idea of collecting data 
seems daunting. Team members may believe that 
collecting and utilizing data is far beyond their 
abilities, even though they know how important 
it is. The truth is, every team can collect and use 
data.
Start by finding out what kind of data already exists 
in your school. Look for data that supports your 
school- and student-level outcomes. What surveys 
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have been done with students in the recent past? 
Have there been any focus or discussion groups 
with students? What kinds of data are routinely 
collected by the school? The good news is that 
there is already a wealth of data readily available 
for your team to utilize. Some sources include 
the school report card, CSAP scores, attendance 
and graduation rates, office referral data (SWIS) 
in Positive Behavior Support schools, assessments 
collected by PE teachers and the school nurse…
the list goes on and on.
The following are examples of data that could be 
located or collected to measure progress toward 
meeting your school-level outcome:
Percentage of wellness policy guidelines 

implemented at the school
Teacher absence rates

Teacher turnover rates
Teacher morale
Percentage of staff participating in staff 

wellness activities
Vending machine data
Number of school breakfasts served
Percentage of eligible students who eat 

breakfast at school
Healthier choices offered in cafeteria
Policy changes that support school health
Parent contacts and issues

When you start locating/collecting data to 
measure changes in school- and student-level 
outcomes, consider the following sources for 
different types of student-level outcomes.

Student-level outcome Data to find, collect, and utilize
Improvement in academic 
achievement

CSAP scores/other standardized test scores	

Graduation rate/retention rate	

Grades (from teachers)	

Classroom test scores (from teachers)	

Student attendance rates	

Drop-out rate	

Improvement in student behaviors Plate waste (from Food Services staff)	

Disciplinary referrals (from school report card)	

Suspension rates (from school report card)	

Expulsion rates (from school report card)	

Office referrals (from school report card)	

Suspensions and expulsions, including reasons	

Data from your Positive Behavior Support team (where 	
applicable)
Other survey data that has been collected on the students in 	
your school

Improvement in student health Number of visits to the school nurse	

Body Mass Index 	

Physical education assessments	

Percentage of students who eat breakfast	

Immunization rates	

Sales of healthier food choices in the cafeteria 	

Visits to the nurse, and reasons for the visit	

Any health data collected by the school nurse	
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When you look at these examples, you’ll notice 
that some kinds of data can be used for a variety of 
purposes. Some schools in Colorado have tracked 
plate waste as a way to measure the effects of 
having recess before lunch. Others have tracked a 
decrease in staff absenteeism to help support their 
staff wellness programs. Although it won’t be 
possible to definitely say that your school health 
program caused these positive changes, having 
data that supports improved school and student 
outcomes is a powerful tool. These results will be 
meaningful to school staff, parents, school board 
members, legislators, and funders.
Teams can use a variety of simple data collection 
techniques to obtain feedback regarding specific 
activities or programs. These feedback techniques 
can include:
Focus groups: Bring together groups of six 

to eight stakeholders (teachers, students or 
parents). Ask for their opinions regarding 
existing programs, alternatives being 
considered, or their reactions to program 
efforts that are underway. Focus groups 
are discussions that can generate lots of 
feedback and suggestions for program 
improvements. Arrange for the groups to 
come together for about an hour. Initiate 
the discussion by asking a broad question 
and then take notes on the types of 
responses you receive. It’s best if the focus 
group moderator is seen as neutral by the 
group.

Surveys: Prepare simple surveys to 
get feedback for specific events such 
as professional development trainings, 
parent events, or community activities. 
Give everyone a chance to tell you how 
they responded to the event and how it 
might be improved in the future. Keep 
the survey short and focused on what you 
want to know. Surveys can be handed 
out, sent home with students, or mailed. 
Internet-based surveys are also becoming 
popular and can be a very efficient way to 
collect information.

Interviews: Obtaining input from key 

stakeholders can help your programs 
to move forward. Asking district 
administrators, school board members, or 
leaders of the Parent Teacher Organization 
for their views on specific school health 
issues can help teams to understand the 
levels of support that exist for specific 
types of program efforts. 

The key to any type of data collection is to ensure 
that you have determined what you want to know 
and how you will use the information. Keep your 
data collection efforts as focused as possible and 
use the results to plan, implement, and improve 
your programs. Having this type of information 
can also provide useful indicators of your success 
that can then be used in reporting your success 
stories. If your district has staff with expertise in 
evaluation, get their help! If you have a college or 
university in your community, ask them for help 
with evaluation. 
As your team starts thinking about utilizing data, 
remember that small changes do make a difference 
and can lead to big changes. The data your team 
collects today will be a valuable asset down the 
road. Don’t wait to start gathering data! Start now, 
so you won’t miss the opportunity to document 
progress toward achieving your desired school 
and student outcomes. 

You’ll know you’ve completed 
this step if:

 The team uses data to determine 
priority areas for action;

 The team has identified existing 
data in the building to support their 
SMART objective;

 The team has written measures of 
accomplishment on their SHIP and 
has a team member in charge of 
collecting these data;

 The team has collected baseline 
data;

 The team has developed a process 
for documenting and monitoring its 
progress on the SHIP.
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Step 4
The team summarizes results 
and shares successes
Often we view the process of documenting progress 
as something we do only because it’s required by 
funders. In reality, the process of documenting 
progress is one of the team’s most useful activities. 
It helps you shift your thinking from “effort” to 
“results.” Documenting progress helps your team 
track small and large successes. It provides data 
that you can share with administrators and school 
staff. It validates your work and value to the school. 
Imagine what might happen if your principal, the 
superintendent, or a school board member knew 
about your successes! Documenting your challenges 
is equally useful and provides a record of how you 
identified and managed obstacles. So when it comes 
down to the process of documentation, do it for 
yourselves! 
Besides tracking and documenting progress, the 
team should write success stories on a regular basis. 
A success story template is included in the Resource 
Section of Phase Three.
Success stories can (and should!) be written 
throughout the year, not just at the end. Success 
stories are an excellent way for your team to 
thoughtfully and thoroughly explain your path 
to success, including the stumbling blocks. A 
compilation of success stories maintains the history 
of your team progress and activities, and provides 
valuable process data. Examples of success stories 
from other Colorado teams can be found on the 
website of the Colorado Connections for Healthy 
Schools.
So! Your team is making progress and experiencing 
success. Don’t keep your success to yourselves! Be 
“noisy” and visible about your team’s progress (one 
team member calls it “starting a commotion!”). 
There are at least four audiences with whom you 
should share your success:
	 Building staff 
 District administrators

	 School board members
	 Parents and community members

As you prepare to tell your story to each of these 
groups, realize that different parts of your story 
may be more powerful for particular audiences. 
Your mode and time of delivery may also be 
different, depending on the audience. Consider 
these questions as your team prepares to share 
success stories:
What parts of the story will be most 

important and compelling to this 
audience?

What kind of data will get their attention?
How can you tell the story most effectively 

for this audience?
Who should tell it?
What do you want them to do with the 

information you provide?
When is a good time of year to share your 

success story with this audience?
Find ways to share your successes on an on-going 
basis. Be intentional about linking your successes 
to your school- and student-level outcomes. 
Remember that small steps, over time, can lead to 
big changes in your school culture and the health 
of your students.

You’ll know you’ve completed 
this step if:

The team understands the value of 
documenting progress for their own 
purposes;

The team writes success stories peri-
odically during the school year;

 The team has developed a plan to share 
success stories with the following 
audiences during the school year–
building staff, district administrators, 
school board members, and parents/
community members.




