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NCSI's Effective Instruction Priority Area

• Build state education agency (SEA) capacity to provide leadership 
for effective instruction via evidence-based and high-leverage 
practices

– Know and understand the constructs of systems improvement
– Successfully apply that knowledge
– Effectively sustain and scale improvement over time to ensure 

deep and lasting impact
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Agenda

• Evidence in Action

• Strategies to Support Collaboration 
Across State Education Offices or Teams

• Next Steps 
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Evidence in Action
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PRISMS Toolkit

• Providing Reading Interventions for Students in Middle School 
(PRISMS) Toolkit
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https://ies.ed.gov/ncee/rel/reading-intervention-grades-6-8
https://ies.ed.gov/ncee/rel/reading-intervention-grades-6-8


Strategies to Support 
Collaboration Across State 
Education Offices or Teams
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December Request

"Methods of integrating efforts for improving student outcomes within 
the special education unit at the state level with other offices within the 
State Department of Education."
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Strategies that Support Collaborative Systems
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• Collaborative Planning Structures

• Defined Communication Processes 

• Data-Based Decision Making

• Strategic Partnerships 
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Collaborative Planning Structures 
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Build dedicated time and processes for cross-office teams to:

• Jointly plan

• Solve problems

• Align initiatives affecting students served by multiple programs
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Collaborative Planning Structures: Examples
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• Schedule recurring cross-office planning sessions.

• Create joint working groups or task forces with representatives from 
different offices or departments for cross-cutting initiatives. 

• Develop shared professional learning opportunities. 

• Build systems for partner communication and engagement. 
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Defined Communication Processes
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Establish agreed-upon protocols for how offices or teams:

• Share information

• Make decisions

• Communicate with each other and the field to support 
interconnected policy and department or statewide initiatives.
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Defined Communication Processes: Examples

12

• Establish cross-office communication protocols.

• Define decision-making authority for cross-office work.

• Designate liaison roles.

• Develop shared digital workspace with clear folder structure, 
version control, and access permissions.
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Data-Based Decision Making

Use multiple data sources to inform policy decisions affecting 
students at program or office intersections by:

• Integrating data systems

• Establishing shared definitions

• Using collaborative inquiry
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Data-Based Decision Making: Examples
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• Develop integrated data dashboards with metrics across offices.

• Create cross-office data glossaries for common measures. 

• Establish cross-office data review protocols and data inquiry cycles. 
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Examples: Dashboards from California & Colorado
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https://www.caschooldashboard.org/reports/ca/2025
https://ed.cde.state.co.us/accountability/data-tools/district-and-school-dashboard


The National Center for Systemic Improvement   |

Example: Shared Glossary from Maryland

16

https://mldscenter.maryland.gov/DataInventory.html
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Strategic Partnerships

Designing enabling conditions for meaningfully engaging with strategic 
partners (e.g., districts, higher education, families) can strengthen 
cross-office collaboration, including the other three strategies, by:

• Grounding shared work in the needs of those providing and 
receiving special education

• Expanding access to data, including partner feedback, to guide the 
work and refine communication strategies
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Strategic Partnerships: Examples

• Create formal advisory structures.
• Build feedback loops where field input informs policy development, 

not just implementation.
• Conduct regular "listening tours" or regional forums where SEA 

staff learn from diverse groups.
• Establish Research-Practice Partnerships.
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Example: Maine's Work to Support Multilingual Learners with 
Disabilities through University and State Collaboration

A sustained partnership between: 

• The Office of Teaching and Learning

• The Office of Special Services and 
Inclusive Education

• The University of Maine
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https://nam10.safelinks.protection.outlook.com/?url=https://wested.us11.list-manage.com/track/click%3Fu=124d54c6ffba47617c0195645&id=5df9afb64d&e=764fb1e14d&data=05%7C02%7Clkuchle@air.org%7Cb8657aa9581b4f4ca84808ddc39c81cc%7C9ea45dbc7b724abfa77cc770a0a8b962%7C0%7C0%7C638881799166510046%7CUnknown%7CTWFpbGZsb3d8eyJFbXB0eU1hcGkiOnRydWUsIlYiOiIwLjAuMDAwMCIsIlAiOiJXaW4zMiIsIkFOIjoiTWFpbCIsIldUIjoyfQ==%7C0%7C%7C%7C&sdata=POG+jAHZ7E8Q9kjyv0zG2GDDKJ7JzvM3P2Tig8KEWYg=&reserved=0
https://nam10.safelinks.protection.outlook.com/?url=https://wested.us11.list-manage.com/track/click%3Fu=124d54c6ffba47617c0195645&id=5df9afb64d&e=764fb1e14d&data=05%7C02%7Clkuchle@air.org%7Cb8657aa9581b4f4ca84808ddc39c81cc%7C9ea45dbc7b724abfa77cc770a0a8b962%7C0%7C0%7C638881799166510046%7CUnknown%7CTWFpbGZsb3d8eyJFbXB0eU1hcGkiOnRydWUsIlYiOiIwLjAuMDAwMCIsIlAiOiJXaW4zMiIsIkFOIjoiTWFpbCIsIldUIjoyfQ==%7C0%7C%7C%7C&sdata=POG+jAHZ7E8Q9kjyv0zG2GDDKJ7JzvM3P2Tig8KEWYg=&reserved=0
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Discussion Questions

• Which strategies do you currently have in place in your state to 
collaborate across offices?

• How do our current cross-office structures support—or hinder—
improving outcomes for students with disabilities, especially those 
facing additional barriers?

• When collaboration across offices works well in our agency, what 
conditions seem to be in place?
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Relevant Resources

NCSI Resources

• Are You Managing or Engaging Your Stakeholders? A 
Management/Engagement Continuum

• Leadership for Effective Instruction for Students with Disabilities: 
Lessons Learned from Five State Education Agencies

• Leading by Convening: Modules & Tools

Additional State Example

• IDEA Data Center (IDC): Mass Effect: Supporting LEA 
Determinations in Massachusetts 21

https://ncsi.wested.org/resource/stakeholder-management-and-stakeholder-engagement/
https://ncsi.wested.org/resource/stakeholder-management-and-stakeholder-engagement/
https://ncsi.wested.org/resource/leadership-for-effective-instruction-for-students-with-disabilities-lessons-learned-from-five-state-education-agencies/
https://ncsi.wested.org/resource/leadership-for-effective-instruction-for-students-with-disabilities-lessons-learned-from-five-state-education-agencies/
https://ncsi.wested.org/resource/leading-by-convening-modules-tools/
https://ncsi.wested.org/resource/leading-by-convening-modules-tools/
https://ideadata.org/resources/resource/3015/mass-effect-supporting-lea-determinations-in-massachusetts
https://ideadata.org/resources/resource/3015/mass-effect-supporting-lea-determinations-in-massachusetts


Next Steps
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Upcoming Event

• Partnership with Nate 
Levenson of New 
Solutions K12

• Presenter from Louisiana 
Department of Education
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Next Meeting

• Tuesday, March 24, 2026

• 11:30 AM -12:30 PM Eastern

• Topic: IEP guidance
– California Practitioners’ Guide for Educating 

English Learners with Disabilities

• Questions or thoughts? 
– Reach out to us at ncsi-ei@wested.org 

24

mailto:ncsi-ei@wested.org
mailto:ncsi-ei@wested.org
mailto:ncsi-ei@wested.org


Thank You

The content of this document was 
developed by the National Center for 
Systemic Improvement (NCSI) under a 
grant from the US Department of 
Education, #H326R240001. However, 
those contents do not necessarily represent 
the policy of the US Department of 
Education, and you should not assume 
endorsement by the Federal Government. 
Project Officer: Julia Martin Eile
(October 2025)

WestEd is the lead organization for NCSI. 
For more information about the work of 
WestEd, NCSI, and their partners, please 
visit www.ncsi.wested.org and 
www.wested.org
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https://ncsi.wested.org/
https://www.wested.org/
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