Proposal to the Board and Stakeholders of Victory Leadership School:
MOVING FORWARD WITH A SHARED Narrative
By Wendie Ward and Jacqui Allen

History of Victory Leadership School

Victory Learning School was once part of the third largest school district in California. Located in southeast San Diego, the school was plagued by violence, gangs, and teacher apathy. It was listed as one of the most dangerous schools in Southern California. 

Sensing a need for immediate change, select teachers, administrators, and community members banded together to create a new vision for the school.  After a long battle with the school district, the newly minted Victory Leadership School was born. New teachers were hired, and teachers who shared the new vision remained. School directors joined with parents and students to restructure the culture of the school. A few non-negotiable were established, including a uniform policy, extended day with electives,  bell to bell learning,  and an overall attitude of high expectations. The new motto of the school was R.E.A.C.H. (Respect, Enthusiasm, Achievement, Citizenship, and Hard Work). Students were expected to demonstrate these values at all times. Victory Learning School became a diamond in the rough, with parents and guardians lining up to enroll their students. Test scores went up dramatically and teacher/student absenteeism was a thing of the past. Things were looking up for the “little school that could.” 
Eventually, things went awry. As Victory Learning School experienced a change in leadership, and the shared vision that once existed began to dissolve. New teachers failed to latch on to the new vision of the school, and the positive culture created by the REACH values began to crumble. Staff meetings became gripe sessions where teachers would vent frustrations about students and administration. Rather than moving forward in a positive direction, Victory Leadership School found itself at a crossroads. The staff could either choose the path of least resistance, which led down a dark road of low expectations and infighting, or choose the more difficult path towards healing our school, while reconnecting and moving forward with a shared narrative.
The reason for this proposal is to bind teachers, students, administration, and community members together to recreate the magic of Victory Leadership School. 

There are two aspects of our school which need an overhaul. First, we need to get back to the Positive School Ethos of the first few years. Second, we must provide more opportunities for our students to take pride in their community through service learning.
Restructuring for a Positive School Ethos: Improving School Culture and Battling Student Anonymity
Problem #1: Behavior Management System Ineffective for All Students
Many students of Victory Leadership School come from a chaotic home experience. A full 20% of the student population is currently in foster care. In order to meet the unique needs of our students, we must all work together to create a more positive and loving discipline plan.

As it stands now, when teachers encounter “out of control” behavior, students are sent to a room with the Dean of Students. For sever infractions, students are required to serve “In School Suspension” wearing the scarlet letter of a bright orange construction vest for the day. There is rarely any follow up, and students lose out on valuable instructional time. Students receive minimal counseling and do not create a plan for reentering the classroom. ISS is full of repeat offenders, proving that it is not effective for many students.
Proposed Solution: 
First, we propose making a new academic program available to students in need of intensive counseling and positive attention. Many times, students with severe behavioral issues have missed out on years of instructional time, exacerbating the problem. The issue becomes not just behavioral, but academic. For acceptance, many of these students end up joining gangs or falling into the drug culture, often dropping out in high school. The middle school years are crucial for these students. In a class of 25 students, these high risk students are unable to receive the attention they require to be successful. The classroom teacher does not always have the tools or education to help lead these students towards success. 

The new academic program would include a mix of highly qualified teachers and therapists in a smaller setting. Students in this program do not qualify for special education services, but they still need extra support beyond the general education setting. 

Students in the program would receive daily counseling services, and they would learn in a more “hands on” environment. Due to the small class sizes in this program (ten students maximum), teachers and therapists can better assess learning styles and individualize instruction for the students. The ideal situation would include these students becoming positive school leaders and helping to transform the school culture. Creating high expectations and positive roles for these students would increase their self efficacy and empower them to become school leaders. 

Problem #2: Unclear Mission Statement and Lack of Shared Narrative
One of the best things about our school has always been the shared vision towards success. As new teachers were hired on, the vision became muddled. We no longer have a shared narrative. Teachers became inconsistent and classrooms lost focus. We need to come together as a school community to rewrite the mission statement and reclaim our shared narrative. 

Proposed Solution:
We propose teacher study groups to reexamine the genesis of our school. Why are we a necessary part of the community? What can we contribute? What are the expectations for our students, both academically and behaviorally? This would include providing funding for staff retreats and teacher learning community meetings outside of school hours. After areas of need are identified, teachers can collaborate in small groups to problem solve and discuss the needs of individual students.
Resources Needed: 
· Money needed to hire (2) experienced teachers and (2)school therapists to staff additional classrooms
· Additional funding for teacher study groups, school retreats, and professional development
Creating Opportunities for Service Learning: Bridging the Gap Between School and Community
Problem #1: Many Students do not take Pride in their School/Community

The neighborhood surrounding Victory Leadership Academy is full of graffiti, gang tags, and litter. Many houses are boarded up and inhabited by drug addicts and dealers. Community members are often scared to walk on the streets, and many have resorted to carrying some type of obvious weapon (such as a pole or club). Gang violence has led to parents who are frightened to allow their children out of the house. Our school campus is spotted with gum and trash. Bathrooms are routinely tagged with gang symbols.
Proposed Solution:
Victory Leadership Academy will introduce an advisory class that meets once a week to brainstorm ways to improve our school and surrounding community. Students and teachers will come up with solutions to problems in the community. Advisory classes will provide students with an opportunity for students to take an active role in improving their community. Once problems are identified, teachers and students will have opportunities to actively contribute through service learning days. 
Problem #2: Learning Rarely Extends Beyond the Classroom Setting
For a variety of reasons, students rarely travel outside the ten mile radius of their community. Extending learning beyond the classroom will give students rich learning opportunities that they would otherwise miss out on. Students from middle class and upper class communities are fortunate to be exposed to many different cultural experiences. Victory Leadership School is obligated to provide every student with culturally rich experiences outside of the school environment.
Proposed Solution:
Along with community service days, regular adventure seminars (field trips) will become a natural extension of the curriculum. Partnerships will be built between the Victory Leadership School and museums, theatres, parks, aquariums, zoos, and beaches. We propose an adventure seminar coordinator to assist teachers in planning various excursions. This person would also obtain a commercial driver’s license in order to transport students. 
Resources Needed:  
· 40 passenger buses (2), proper insurance, maintenance
· Funding for Adventure Seminar Coordinator position
· Funding for excursions

· Professional Development for staff re: successful Advisory Class
