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Why Does it Take Three Years?

You tell me!!

Habits are hard to change

Change is challenging– even good 
change, because only the changed 
really know for sure

Sarason’s 3-Year Cycle is correct: 
Pilot, Full Year, Now I Get it!!

But Sarason was not thinking 
multiyear, MTSS, & developmentally
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True	achievement	in	school	and	in	life	integrates	the	intellectual,	
emotional,	and	social	facets	of	learning.	 		These	are	inextricably	

interconnected.

How	Students	Can	Truly	Achieve:
Climate,	Character,	and	SEL	Competencies

Positive, 
Character-Building

School 
Climate

(Topic for 11/13)

Explicit 
Instruction

in SEL Skills
(Topic for 12/4)

+ +

Habits of mind and 
patterns of thinking 

that include 
curiosity, explaining 

their reasoning, 
feedback process, 
asking questions, 
and defining and 
solving problems, 

and striving to 
communicate 

clearly and proudly.Source: SEL and Academics: Research Brief, 
Collaborative for Academic, Social and Emotional Learning, 2007.

Life
Success

Self-awareness

Social	
awareness

Relationship
skills

Responsible	
decision	
making

Self-
management

Form	positive
relationships,	work	

in	teams,	deal	effectively	
with	conflict

Make	ethical,	
constructive	choices	
about	personal	and	
social	behavior

Manage	emotions	and	
behaviors	
to	achieve	
one’s	goals

Show	
understanding	

and	empathy	for	
others

Recognize	one’s	emotions,	
values,	strengths,	and	

limitations

What	Skills	are	Needed	for	Success	in	School	and	
Life/Participatory	Competencies?
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We must Turn our Jumbled Schoolhouses into Places 
that Synergistically Promote Social-Emotional and 

Character Development (SECD)

A Jumbled 
and 
Fragmented 
Schoolhouse

A School of 
Social-
Emotional & 
Character 
Competence 

SECD

Health 
Ed

ATOD 

Ed

Violence 

Prev

Character EdService Learning

Sex Ed
Academic Skills

SCHOOL-FAMILY-COMMUNITY PARTNERSHIPS

Sex Ed

Health 
Ed

Violence 

Prev

ATOD 
Ed

Academic Skills Families

Community Involvement

School-Wide Efforts

Sustainability and Scaling Up:
Dual Challenges That Must Be Met

Educational success requires 
interdependence.

The analogies to remember are:
•a warm quilt
•Olympic rowing
•a relay race
•a room lit by a circuit that is 99.9% 

complete
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How Shall We Proceed, to 
Arrive at Where We Know 

We Must Be?

CASEL’s 5 Keys to SEL video on Edutopia

Activities for Comprehensive 
School-Wide SECD Programming: 

A Non—Sequential Sequential Guide

• Build a school infrastructure that can 
support SEL.

• Assess how well-coordinated your school's 
SEL programs are.

• Assess your school's culture and climate.
• Articulate shared values, themes, and 

essential life habits and the focal SEL 
skills to be instructed.

• Based on : Elias, Zins, Weissberg, and CASEL Associates, ASCD, 1997; Novick, 
Kress, & Elias, ASCD, 2002; Handbook of SEL, 2015
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Essential Features of Leadership/ 
Implementation Support Teams

• Think about the most effective 
leadership/implementation support teams 
you have ever been a part of.

• Describe the characteristics that you feel 
were essential for the team’s success.

• Discuss briefly with a colleague/reflect on your 
experiences and create your list!

Essential Features of Leadership/ 
Implementation Support Teams

Ensure	Basic	Structure	Qualities	Are	in	
Place	

- Provide	advanced	notice	for	meeting	times	and	
include	an	agenda	in	the	notice.	

- Distribute	and	define	roles	and	responsibilities.		
- End	meetings	with	clear	action	steps	and	time	

frames	assigned	to	specific	people.	

Building	Personal	and	Shared	Visions - Forge	shared	agreements	 around	the	mission,	
vision,	and	purpos

- Lead	goal-setting	efforts,	including	both	short	
and	long	term

- Ask	strategic	questions	when	actions	do	not	
reflect	 agreed-upon	visions.

Create	a	Safe	Environment - Model	cooperation	and	cohesion.
Promote	positive	school	culture	and	climate.	

Reflect,	Reassess,	and	Improve - Actively	engage	 in	evaluation	of	program	
implementation.	

- Translate	reflection	into	actionable	steps	toward	
improvement.		

- Focus	on	staff	strengths.
- Work	to	match	tasks	with	individual	strengths.
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Essential Features of Leadership/ 
Implementation Support Teams

• Nurture Relationships
• Recognize significant events in the 

lives of staff. 
• Celebrate success.
• Promote a caring culture and 

develop procedures to support staff 
facing difficult personal 
circumstances. 

• Encourage 
Communication

• Develop structures to promote the 
free flow of information throughout 
the school community.

• Model constructive disagreement 
and problem-solving skills.

• Actively Model and 
Encourage Optimism

• Use data to illustrate progress. 
• Spread a message of hope and 

perseverance. 

• Act Like a Leader
• Work to meet the needs of your 

team at any given time. 
• Facilitate group collaboration. 

• Create a Checklist
• www.nprinc.com/schools-of-social-

emotional-competence-and-
character/.
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Courageous Leadership Conversations 
About SECD Implementation

• If you had courage... 

• what is one ongoing practice or custom currently 
present in your school or workplace that you would stop 
doing?

• what is one SECD-related practice you are not doing in 
your school or workplace that you would start doing?

• what is one aspect of the culture in your school or 
workplace that you question and would finally want to 
resolve?

• how would you begin a conversation among those in 
your school or workplace about the core ethical 
principles that you would most want to define what you 
do, how you do it, and how people will treat one another?

7 Principles for School Turnaround

• 1. Define Success in Phases
• 2. Define the Task as One of Ethical and 

Moral Responsibility and Educational 
Equity

• 3. Build a Leadership Team, and Allow 
This Team Time to Learn and Grow 
Together

• 4. Create and Communicate a Compelling 
School Identity
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7 Principles for School Turnaround

• 5. Engage and Empower Youth in 
Meaningful Roles in the School and 
Unjumble the Schoolhouse

• 6. Network With Others on a 
Similar Mission

• 7. Connect SEL to Existing 
Mandates

• https://www.edutopia.org/blog/7-steps-
turning-around-under-resourced-schools-
maurice-elias

What’s My School Doing in Terms of
Skill Development for SECD and 

Prevention and Wellness Promotion 
(PWP)? (Cast a Wide Net to Include 
Activities Related to Both Adults and 

Students)

The following questions were derived from 
Chapter 2 of Promoting Social and Emotional Learning:  
Guidelines for Educators, by members
of the leadership of the Collaborative for Academic, Social, 
and Emotional Learning (available from ASCD)
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Review your inventory, or
think about the following questions to 

help you:
recognize the strengths of your 
current efforts in SECD/PWP 

and related areas, 
identify priorities for innovations, and 

unjumble- prune before you plant. 

I. How Do You Identify 
SECD/PWP Goals and Activities?

n1. Do you have a written list of activities 
going on in your classrooms, schools, or 
district that support SECD/PWP? Think 
broadly when considering what to include 
on the list. For example, include the 
following: 
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• programs to enhance life skills, problem solving and 
decision making, positive youth development, healthy 
identity, respect for diversity, health, student or adult 
climate

• efforts to prevent problems such as bullying, substance 
use, AIDS, pregnancy, anxiety, suicide, and violence;

• conflict resolution and discipline approaches;

• support services to help students cope with school 
transitions, family disruption, or death; 

• positive contributory service, peer leadership and 
mediation, volunteerism, mentoring, character education, 
civics and citizenship, or career education

• 2. To what extent are your 
SECD/PWP efforts ongoing, 
systematic, and 
developmentally based?
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II. How Do You Develop SECD/PWP 
Skills Through Classroom Instruction?

• 1. In what ways do you systematically integrate SECD with 
traditional academics to enhance learning in both areas?

• 2. How do you provide specific SECD/PWP programming for 
children with special needs? How do you coordinate between 
classroom—based SECD/PWP programming and other student 
support services to achieve an integrated system of service delivery?

• 3. What are your mechanisms to prepare and support staff for 
building students’ social and emotional development? When and how 
do you create training opportunities for staff that provide theoretical 
knowledge, modeling, practice, on-site coaching, and follow—up 
support for providing SECD/PWP instruction? What mechanisms exist 
to collaborate with administrators and other  colleagues--including 
those outside your school, district, region-- to support your 
SECD/PWP efforts and to develop long—range SECD/PWP plans?

III. How Do You Create the 
Context for SECD/PWP Programs?

• 1. What are all the ways you involve 
parents and community members in 
SECD/PWP in your classroom, school, or 
district? How do you provide social and 
emotional and prevention education?  How 
do you support parent/guardians in their 
caregiving and children’s SECD?
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IV. How Do You Introduce and 
Sustain SECD/PWP?

• 1. When you bring in something new, how do 
you coordinate new SECD/PWP initiatives with 
related programs and services that are currently 
underway?

• 2.  How are your Tier 1 and Tier 2 services 
aligned around specific SEL skills and core 
values/virtues?

• 3.  What mechanisms are you using for ongoing 
staff professional development as well as 
orienting, training, and supporting new staff at all 
levels?

Alignment of Tier 1 and 2

Tier 1:
Social Decision-
Making/Social
Problem Solving

Tier 2:
SDM-Based 
Counseling/
Ripple 
Effects 
Software
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V. How Do You Evaluate 
SECD/PWP Program Efforts?

• 1. How do you monitor the implementation of the 
program, including satisfaction with the program on the 
part of implementers and recipients?  

• 2.  How do you know when your efforts are successful?  
How do you evaluate the program’s impact on children, 
staff, parents, and the community?

Assessing What Matters

• Tony Bryk:  Assessment for Research 
and Assessment for Improvement

• Take a moment and reflect on/write 
down/enter into the chat box the 
social-emotional skills and/or 
character virtues that you most want 
students to develop
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Choices in Organizing Report Card 
Comments

How are your report card comments organized?  
How was the decision made to do it that way? 
How often has that decision been reviewed?

Choices in organizing comments:
•Individualized vs. Default?
•Comments across classes vs. by each class vs. only some 
classes
•If Default List…

• Each comment rated vs. Select some from a list?
• Option to write in comments?
• Number of comments?

• On drop-down list?
• If selecting, how many can be assigned per quarter?

Decide What Skills or Performance 
Character Competencies You Most 

Want to Emphasize, and Assess 
Them! 

• The Collaborative for Academic, Social, and 
Emotional Learning (CASEL) (www.casel.org) 
identifies five core SEL competencies:

• 1) self-awareness
• 2) self-management
• 3) social awareness
• 4) relationship skills
• 5) responsible decision-making
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Monclair-Kimberley Academy 
Charcter Ratings

Character Virtues in the MOSAIC Project

• Compassionate Forgiveness 
• and Gratitude
• Constructive Creativity 
• Helpful Generosity 
• Optimistic Future-Mindedness 
• Responsible Diligence 
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Report Cards As Opportunity for 
Communication

Guiding Parent-Teacher Conversations
• Identifies areas of strength and areas in need 

of improvement that parents should know 
about

• Conversation frames teachers and parents as 
allies in building child’s SECD

• Serves as springboard for planning 
interventions and monitoring progress

• Outreach w/o burdening teachers
• Similarly, SECD comments can guide 

parent-child conversations

Report Cards As Opportunity for 
Communication

Guiding Student-Teacher Conversations
• Provides systematic feedback to 

students based on teachers’
observations during the past marking 
period

• Makes connections between the skills 
assessed and future success

• Serves as springboard for planning 
interventions and monitoring progress, 
giving student important responsibility
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District-Selected SEL Skills
• Self-Awareness & Self-Management
• Shows Emotional Awareness
• (Recognize and label one’s emotions and connect feelings to situations)
• Shows Emotion Regulation and Focus
• (Use strategies to keep oneself calm and focus on goals)

• Social Awareness & Relationship Skills
• Recognizes and Respects the Feelings and Perspectives of Others
• (Understand and respect others’ feelings and point of view; appropriately 

offer help to others)
• Establishes and Maintains Cooperative Relationships
• (Making friends and appropriate interactions with peers and adults)
• Constructively Resolves Interpersonal Conflict
• (Stay calm and in control during conflicts with others)

District-Selected SEL Skills

•Responsible Decision Making

•Independent Decision Making
•(Make good and safe decisions on your own and begin to think of 
solutions to problems)
•
•
•Problem Solving in Groups
•(Being a valuable, involved, and constructive participant in groups 
settings)

•Examples at www.secdlab.org under the 
District and Schoolwide Tab
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Self-Awareness & Self-Management

Shows Emotional Awareness
(Recognizes and labels one’s emotions and connects feeling to situations)

•Grade 3:   
•Can recognize and accurately label a range of emotions, including pride, surprise, 
frustration, lonely, honesty, fairness most of the time with prompting; 
•can connect feelings to situation in which they take place with prompting.
•Grade 4:
•Can recognize and accurately label a range of emotions, including pride, surprise, 
frustration, lonely, honesty, fairness most of the time; 
•can connect feelings to situation in which they take place with prompting.
•Grade 5: 
•Can recognize and accurately label a range of emotions, including pride, surprise, 
frustration, lonely, honesty, fairness most of the time; 
•can connect feelings to situation in which they take place without prompting.

Rating:  Emergent– Proficient—Advanced/Below– At– Above Grade Level Expectations
Comments:

A Guide to SECD Assessment 
in YOUR Schools
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Effective SECD programs actively involve 
parents and family members in many 

different aspects of the students’ learning.
• Regular communication between the school and 

parents and families is a high priority.  This can 
include feedback on students’ SEL skill 
development by including SEL indicators in school 
report cards

• Parents and family members have opportunities to 
be involved with the program in a variety of ways.

• The school places a priority on involving parents 
and family members in ways that are culturally 
sensitive, appropriate, and build on family strengths 
and values.

Discussion Questions: Anticipating and Addressing 
Challenges to Implementation and Sustainability

• How can schools maintain and articulate a clear link 
between SECD and related initiatives, core academic 
content & district mandates (e.g., school 
engagement/climate, safety, violence and 
victimization, substance abuse, student literacy in 
multiple domains)?

• In light of staff turnover, what kind of professional 
development is needed to maintain & deepen district-
wide knowledge of SECD principles?

• How do we connect to collaborators? (Schools of 
Character, SEL4US, SEL4AK, regional support 
networks) 
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The CASEL Model Site Sustainability 
Study for Capacity Building

• CASEL studied schools and districts 
where SEL has been implemented 
successfully to the point where the 
settings were recognized as flagships for 
evidence-based programs

• The programs were studied at least 3-5 
years after they were well established, to 
understand what led to sustainability, and 
to various levels of slippage

Active Administrative Support 
& Follow-Through

Programs are never secure enough to not 
need active and visible support by 
administrators.  Administrative turnover 
was identified as the greatest threat to 
sustainability.
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Intervention by Program Developers 
to Engage New Administrators

There is a clear need for an implementation 
support system that often extends beyond the 
school.  New administrators need to be 
engaged by more than just their local staff. 
This would be true in academics as well…. 
Test companies and textbook companies come 
to visit new administrators to help ensure that 
they don’t make unsanctioned changes. Local 
support appears to be necessary but not 
sufficient to sustain a program when a new 
administrator is opposed, wants to bring in a 
favorite or “new” program, or engages in 
benign neglect.  

Program Consultation Offered 
to School Staff

Outside consultation --- even if not necessarily 
from program developers-- makes it more 
“costly” to just let something drop in the face 
of crisis or change. Program developer 
consultation supports the program with new 
administrators and brings schools new 
instructional procedures and information 
about how other sites have handled common 
issues.  It then becomes less important to 
over-rely on local creativity, which is crucial 
for implementation but highly taxing, and 
also reduces the “reinvention of the wheel.”
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Program Consultation Offered 
to School Staff

Sustainability can take a long-term 
emotional toll on its most committed 
members if the program is in a constant 
state of reinvention, change, adaptation, 
modification, and never able to 
routinize for at least some periods of 
time.

Ongoing Training & Professional 
Development

Constant evolution of staff and changes 
in school populations require constant 
training and refreshing.  This is 
enhanced by ongoing support and 
involvement in shared professional 
learning communities around the topic 
of social-emotional learning/character 
education/Whole Child education/ 
school culture and climate, etc.
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Initial and Continued Involvement of 
Invested, Role Model Teachers

The program must get off to a strong 
pedagogical start.  Role model teachers are both 
opinion and instructional leaders.  They must be 
invested to ensure that sound adaptations are 
made during the inevitable bumps in the road, 
major potholes, or detours that will occur.

Invested teacher involvement is important 
because-going in the other direction-their 
feelings of ownership in adapting and adding to 
program components boosted their commitment 
and attachment to the program, thus helping to 
sustain it.

Deep Involvement of Teams of Teachers
Sustainability is more likely if adaptations are made 
by people with a deep understanding of the 
theoretical principles upon which the program is 
based.  Thus, what often looks like change on the 
surface is actually what needs to happen to 
maintain the deep structure and pedagogy of the 
program in the face of crisis or change. Further, this 
allows for adaptations to changing mandates and 
also shows the necessity of a coordinated, 
longitudinal team approach—despite the difficulty 
of doing this in a school context. Note: deep 
involvement is hard to discern from the surface; it is 
likely that only someone knowing a program very 
well would be able to identify such changes. 
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Programs Integrated into Whole-
School Scope & Sequence

Enduring programs are integrated with 
other aspects of the school day and 
routine; this takes place over a period of 
years.  Programs can be introduced in 
relative isolation as pilots and can be 
successfully implemented at a grade level 
or two, but to be sustained, they must 
become integrated into the whole school 
climate, routine, and curriculum structure.

Districts Develop Capacity to 
Assume the Essential Cost

Reliance on external funding often leads to 
problems over time.  It may lead programs to 
move from sustainable to “developing” status, 
but it can also lead to detachment and 
discontinuation. Even if there is a funding 
"glitch" in sustained programs, many of the 
mechanisms of program vitality are still kept in 
place while attempts are made to restore what 
was lost.  Detachment and discontinuation 
reflect small concern over such losses.
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Academy for Social-Emotional Learning 
in Schools:  SELinSchools.org

• Overarching goals are to address the gap in professional 
development of school leaders and teachers that exists today 
and to create a community for on-going mentoring, resource 
support, and sharing of experiences from walking the talk! 

• The Academy offers a virtual Professional Learning Community 
and two certificate programs.

• Certificate for School Leadership in Social-Emotional Learning 
and Character Development.

• Certificate for Instruction of Social-Emotional Learning and 
Character Development. (sel.rutgers.edu)

• Academy Overview Video:  http://sel.cse.edu/

SEL Academy - Virtual PLC
• A unique feature of the courses and the 

certificate programs in the Academy is 
participants’ involvement in a virtual 
Professional Learning Community (vPLC).  
Beginning with participation in one’s 
coursework and practicum, there is an 
emphasis on being part of a community of 
learners who support and assist one-another 
during the courses– and beyond.  
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•
Give Yourself a Hand Because CLAPSS 

are Needed:  Courage, Leadership, Allies, 
Persistence, and Support Structures 

“Don’t let what you 

cannot do interfere 

with what you can do.”

John Wooden

“If not you as catalyst, 

who? If not now, when?”

Hillel

Contact Information
• Maurice J. Elias, Ph.D.
• Department of Psychology, Rutgers 

University
• Director, Rutgers University Social-

Emotional and Character Development  Lab 
(www.secdlab.org)

• Co-Director, Academy for Social-Emotional 
Learning (SELinSchools.org)

• Maurice.elias@rutgers.edu


