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PROFESSIONALS RESPONSIBLE FOR PLAN DEVELOPMENT: 
 

Richard Yoes, Principal Peggy Slocum, Counselor 
Jeremy Lopez, Assistant Principal Kym Lester, Teacher 
Victoria Allen, Assistant Principal Jason Gray, Teacher 
Linda Boas, PSP Gabrielle Velez, Teacher 
Ron Redden, DCSI Laura McDonald, Teacher 
Bradi Austin, Interventionist Alice Sokoloski, Teacher 
Brandy Williams, Interventionist Maria Pena, Teacher 
Nikki Brooks, Interventionist Christina Giles, Teacher 

 

HISTORICAL NARRATIVE: 

With the exception one special education teacher and the Librarian, the entire staff of Lanier 
Middle School has been turned over since the 2012-2013 school year - the year of accountability 
when they first earned an Improvement required rating. Since that time, only one other staff 
member, the reading interventionist, has remained on the staff since the fall of 2013. 

 
The principal missed most of the first semester of the 2013-2014. She eventually stepped down 
and a new principal was hired at the beginning of the second semester. The school was identified 
as Improvement Required for the second consecutive year. That summer, several more teachers 
left and the new principal faced challenges in hiring quality replacements. 

 
During the 2014-2015 school year, Lanier Middle School engaged in the Reconstitution Planning 
process. Nine teachers were informed they would not be returning for the 2015-2016 school year. 
At the end of the school year, the principal and assistant principal left to assume new duties in 
the district and twenty-one teachers and support staff left. In July, the current principal was hired 
and faced the momentous challenge of replacing a depleted staff and hiring a new administrative 
team. 

 
Based on the analysis of three-year trends, the Guiding Coalition determined that the persistent 
issue of having new teachers has reduced the capacity of the campus to differentiate for the needs 
of a large at-risk student population. This issue has also made it difficult to establish consistent 
patterns of communication with parents, or to build lasting relationships and respect within the 
Freeport community. Without the support of parents and the community, and with a novice staff, 



O’Hara Lanier Middle School Turnaround Plan 
2016-2018 

2 

 

 

 
the campus has not been able to provide adequate remediation or interventions for students who 
are struggling academically, or to push students who demonstrate readiness for success to higher 
performance by providing them with enriched content. Additionally, there is an inconsistency in 
the delivery of direct instruction at rigorous, grade level standards. These factors have all 
combined to create a system where students consistently underperform on state assessments in 
every subgroup, including Special Education and Gifted and Talented. 

 
 

NEEDS SUMMARY AND TURNAROUND PLAN 

SYSTEMIC ROOT CAUSE: 

Due to low performance, the campus has consistently struggled to recruit and retain the 
most qualified teachers since the work at Lanier is more challenging than at other 
campuses in the district, while the pay is the same. The inability to attract the most 
experienced and highly effective teachers to Lanier has increased a systemic lack of 
teacher capacity to effectively implement instructional and operational processes and 
procedures, and has resulted in a continued decline in student performance. Capacity is 
defined as the perceived abilities, skills, and expertise of teachers to execute or 
accomplish school-improvement or teach more effectively. 

TURNAROUND INITIATIVE: DESCRIBE YOUR SYSTEMIC APPROACH FOR TURNING 
AROUND THE CAMPUS: 

To improve academic performance, teacher quality and the public perception of the 
school, O’Hara Lanier Middle School will offer recruitment and retention stipends to 
Distinguished and Accomplished teachers who will lead Professional Learning 
Communities (PLC) and grade levels, and who will collaborate with campus 
administration to achieve campus improvement goals. Through this initiative, Lanier will 
change the organizational structure of the school to provide embedded time for PLCs. 
Systemic processes and procedures will be developed, implemented and clearly 
communicated that all staff will follow to support this initiative. Distinguished and 
Accomplished teachers will lead the collaborative planning process, mentor 
inexperienced teachers, model lessons and take an active leadership role in campus 
decision making. Distinguished teachers, in particular, will serve on the campus 
leadership team. Resources will be allocated to pay stipends to Distinguished and 
Accomplished teachers since they will be required to assume additional duties beyond 
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that of a classroom teacher or grade level/department head. Through a variety of media 
and venues, the turnaround vision of Lanier Middle School as a community where all 
students learn and experience success will be communicated to internal and external 
stakeholders, and those stakeholders will be provided with opportunities to provide 
written and verbal feedback on campus progress in implementing the turnaround plan. 
The goal of the turnaround initiative is to rapidly increase the capacity of all teachers to 
put into effect processes and procedures that will ensure that high quality instruction is 
happening every day in every classroom. The initiative will further support campus 
efforts to close learning gaps for all students, and to extend the learning of advanced 
students by providing them with experienced teachers who are recognized for their 
pedagogical excellence and outstanding student performance results. 

CRITICAL SUCCESS FACTORS ALIGNMENT WITH THE TURNAROUND 
INITIATIVE: 

CSF 1: ACADEMIC PERFORMANCE (CURRICULUM AND INSTRUCTION) 

CSF 1 was the first of three Critical Success Factors identified by the Guiding Coalition 
as a “lowest CSF” based on data. The turnaround initiative will have the greatest impact 
in this area. Students at Lanier will receive quality instruction in all tested subjects from 
Distinguished and Accomplished teachers. The impact on building capacity quickly in 
inexperienced teachers will mean that high quality, rigorous instruction will take place in 
every classroom. 

CSF 2: QUALITY DATA TO DRIVE INSTRUCTION 

A significant emphasis of the turnaround initiative is teacher leadership at the classroom, 
department and grade levels as a means to build a culture of collaboration using the PLC 
model. The use of data to drive instruction and instructional decisions is central to this 
process. 

CSF 3: LEADERSHIP EFFECTIVENESS 

While not identified as one of the three lowest Critical Success factors, this CSF played a 
significant role in considerations that led to the development of the turnaround initiative. 
The initiative will address Leadership Effectiveness as Distinguished teachers take on 
leadership responsibilities through grade-level and campus-level leadership. In addition, 
the reassignment of administrative tasks will create greater efficiencies and accountability 
in implementing processes and procedures that will directly impact teacher quality and 
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academic performance. 

CSF 4: INCREASED LEARNING TIME 

The campus took significant steps in 2015-2016 to increase learning time for students 
through the implementation of a modified master schedule that provided more time for 
interventions and enrichment. The campus will use the thirty additional minutes added to 
the day by the district to meet the need for administration to create time in the schedule 
for Distinguished and Accomplished teachers to convene PLCs, mentor, coach and lead 
collaborative instructional planning time. 

CSF 5: FAMILY/COMMUNITY ENGAGEMENT 

CSF 5 is the second of the three Critical Success Factors identified by the Guiding 
Coalition as the lowest. Public perception of the quality of the school is in need of 
improvement. The turnaround initiative will be a public initiative due to the attachment of 
stipends to the pay of Distinguished and Accomplished teachers. Experienced teachers 
with a reputation for excellent student performance results understand the importance of 
involving parents in the learning process. They will come with effective communication 
tools they can share with their less experienced colleagues. To address the need for 
increased parent participation in their child’s education, and to support the work of all 
teachers to build bridges into the home, Community in Schools will continue to contract 
with Lanier Middle School and provide services to families of students. 

CSF 6: SCHOOL CLIMATE 

Teachers at Lanier Middle School work very hard to prepare instruction for and provide 
support to struggling learners. The current staff is committed to seeing students grow in 
their academic performance. Unfortunately, climate and culture are negatively impacted 
by the inherent challenges that come with not having the capacity (skill set and 
experience) to close the large gaps in learning many Lanier students bring with them to 
the school. The turnaround initiative addresses that weakness immediately by providing 
several Distinguished and Accomplished teachers who are equipped to instruct, 
experienced in teaching, and have a record of success with struggling learners in high 
poverty schools. Through their example, commitment and leadership, the culture and 
climate will reflect the school’s mission to establish a safe environment and positive 
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culture of high-expectations, accountability, and literacy for all. To support the 
assimilation of Distinguished and Accomplished teachers into the Lanier family, the 
campus will conduct team-building activities during the beginning of the year campus 
professional development weeks and throughout the year. Campus progress on the 
turnaround initiative will be communicated utilizing a two-way communication model 
that focuses on phone calls, the campus website, social media, CEIC meetings and parent 
events. Increased student engagement will result in fewer referrals to the office for 
behavior, and in increased student attendance. 

CSF 7: TEACHER QUALITY 

CSF 7 is the third of the three lowest Critical Success Factors identified by the Guiding 
Coalition. Student Achievement and Family/Community Engagement are both directly 
impacted by the quality of teachers. The primary goal of the turnaround initiative is to 
improve teacher quality through the hiring of Distinguished and Accomplished teachers 
who will have an immediate impact on the quality of instruction and the level of student 
engagement. By seeding core subjects in each grade with these select teachers, and 
through the further growth and development of the PLC process, the quality of classroom 
instruction campus-wide should significantly improve resulting in the campus meeting 
standard and successfully exiting the school improvement process. By offering stipends 
to Distinguished and Accomplished (some of whom will be returning teachers); the 
campus will reduce the percentage of staff turnover, which is a leading factor in the 
systemic root cause. 

 
OUTCOME: DESCRIBE HOW THE TURNAROUND INITIATIVE WILL RESOLVE 
THE IDENTIFIED SYSTEMIC ROOT CAUSE 

The hiring of Distinguished and Accomplished teachers will have an immediate impact 
on teachers’ ability to implement campus instructional processes and procedures. 
Because of their expertise, Distinguished and Accomplished teachers have the skills to 
build capacity in less experienced teachers. The addition of Distinguished and 
Accomplished teachers will positively impact campus culture and climate, and will 
support the building of capacity in all teachers to improve student management. Through 
the hiring of Distinguished and Accomplished teachers, the campus will gain flexibility 
in implementing a variety of research-based instructional initiatives due to the level of 
expertise they bring with them to the campus. The greatest impact of the turnaround 
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initiative will be on student performance. The current and recent faculties of Lanier 
Middle School put forth their best effort to help students improve performance. There is 
no substitute, however, for experience and expertise. The prevalent inexperience of the 
teaching staff created a void in capacity that, absent the guidance, modeling and 
mentoring of expert, seasoned, top performing teacher leaders, led directly to the ongoing 
low performance and lack of readiness of students. Through the turnaround initiative, 
Lanier Middle School will be able to close the knowing-doing gap more rapidly resulting 
in the campus meeting standard and exiting school improvement by the end of the two- 
year implementation of the turnaround plan. 

PROCESSES/PROCEDURES/POLICIES: WHAT PROCESSES, PROCEDURES AND 
POLICIES ARE NEEDED TO ENSURE THAT THE INITIATIVE WILL BE IMPLEMENTED 
EFFECTIVELY 

● ALIGNMENT 
o The campus non-negotiable for instruction and administrative tasks will be 

changed to reflect the Distinguished and Accomplished teachers’ 
initiative. 

 

● EFFICIENCY AND EFFECTIVENESS 
o A process for identifying potential Distinguished and Accomplished 

teachers will be developed. 
o A process for hiring Distinguished and Accomplished teachers will be 

developed. 
o A recruitment plan for finding Distinguished and Accomplished teachers 

will be created. 
o The school schedule will be structured to allow for Professional Learning 

Communities and model teaching. 
o The roles and responsibilities of the campus leadership team will be 

reassigned. 
 

● CONTINUOUS IMPROVEMENT 
o A plan to evaluate the performance of each Distinguished or 

Accomplished teacher will be created. 
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● STATUTE REQUIREMENT 
o A job description outlining the duties of a Distinguished or Accomplished 

teachers will be developed. 
o A plan to evaluate the performance of a Distinguished or Accomplished 

teachers will be created. 
 

COMMUNICATIONS: HOW WILL YOU COMMUNICATE A SHARED AND CLEAR VISION FOR 
THE TURNAROUND INITIATIVE THAT RESULTS IN A COLLABORATIVE EFFORT TOWARD 
STUDENT SUCCESS? 

● Internal - Through each of the venues below, a forum for communication will be 
held to present and discuss the mission, vision and turnaround initiative. Internal 
stakeholders include administrators, teachers, support staff, and district-level 
personnel. 

 
○ Faculty meetings; 
○ PLC meetings; 
○ Weekly email to teachers and staff; 
○ Meetings with the leadership team; and 
○ Written feedback from staff in response to announcing the initiative. 

 

● External - Through each of the venues below, a forum for communication will be 
held to present and discuss the mission, vision and turnaround initiative. External 
stakeholders include parents and members of the community. 

 
○ Parent newsletter; 
○ A CEIC meeting; 
○ Newspaper press release; 
○ District website; 
○ Posted on TASA and TASSP sites; and 
○ Personal phone calls or meeting with key community stakeholders. 
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ORGANIZATIONAL STRUCTURE: HOW WILL YOU ELIMINATE BARRIERS TO 
IMPROVEMENT, REDEFINE STAFF ROLES AND RESPONSIBILITIES AS NECESSARY AND 
EMPOWER STAFF TO BE RESPONSIVE IN SUPPORT OF THE TURNAROUND INITIATIVE? 

● ELIMINATE BARRIERS 
o Create opportunities to provide regular updates on the effectiveness of 

implementing the turnaround initiative. 
o The Distinguished and Accomplished teachers’ initiative will create 

clearly defined processes, procedures, roles and responsibilities that will 
help build teacher capacity resulting in the removal of barriers to student 
learning. 

o The district will support the turnaround initiative by providing financial 
resources, assistance with recruiting and hiring Distinguished and 
Accomplished teachers, and with ongoing support from district content 
coordinators and coaches. 

o The District Coordinator of School Improvement and the Professional 
Service Provider will support the implementation of the initiative through 
ongoing assistance and support, and by removing potential barriers to 
implementation. 

 
● REDEFINE ROLES 

o The structure of the leadership team will be expanded to include 
Distinguished teachers. 

o The roles and responsibilities of the campus leadership team will be 
reassigned. 

 
● EMPOWER STAFF 

o Distinguished teachers will take the lead role in the implementation of the 
PLC process. 

o Campus staff will be included in the development of the roles and 
responsibilities of the Distinguished and Accomplished teachers. 

 
CAPACITY AND RESOURCES: DESCRIBE THE STAFF THAT ARE REQUIRED TO 
IMPLEMENT THE PLAN (SPECIFY ANY NEW FULL TIME EMPLOYEE AS A RESULT OF THE 
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INITIATIVE. DESCRIBE HOW THE PERSONNEL RESOURCES ARE DIFFERENT FROM THE 
PREVIOUS SCHOOL YEAR) 

● PERSONNEL OUTLINE 
o No additional instructional or support positions are needed. 

 
o Principal 

● Oversee the implementation of the Turnaround Plan 
● Create a master schedule to support the Turnaround Plan 
● Hire faculty and staff required as part of the Turnaround Plan 
● Oversee the allocation of the Turnaround Plan budget 
● Supervise teachers 
● Develop processes and procedures for the implementation of the 

Turnaround Plan 
● Structure the campus organization to meet the requirements of the 

Turnaround Plan 
● Develop and oversee implementation of a communication process 

for the Turnaround Plan 
● Continually keep the turnaround vision in front of all stakeholders 
● Promote the Turnaround Plan 
● Ensure that the curriculum, the district scope and sequence and the 

instructional timeline are all followed with fidelity 
● Support Distinguished teachers as they lead campus teams through 

participation in PLC and RtI meetings 
 

o Assistant Principal 
● Support the Principal with all facets of the Turnaround Plan as 

needed 
● Supervise teachers 
● Monitor compliance with turnaround processes and procedures 
● Support Distinguished teachers as they lead campus teams through 

participation in PLC and RtI meetings 
● Ensure that the curriculum, the district scope and sequence and the 

instructional timeline are all followed with fidelity 
● Serve on the Campus Leadership Team 
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o Campus Interventionists 
● Support the RtI process as part of the turnaround initiative 
● Participate in the PLC process at each grade level 
● Support  Distinguished  teachers  as  they  lead  campus  teams  by 

providing them with timely student performance data 
 

o Digital Learning Coach 
● Ensure that the 1:1 technology initiative supports the Turnaround 

Plan 
● Support all campus teachers with the implementation of the 1:1 

device initiative 
 

o Distinguished teacher 
● Collaborate   with   campus   administration   to   achieve   Campus 

Improvement Plan goals; 
● Collaborate with content area teachers to develop a schedule for 

the grade level team to attend, share, and implement district 
professional learning aligned to the district and campus goals; 

● Serve on the campus leadership team; 
● Lead grade levels; 
● Analyze student data to drive instructional planning; and 
● Utilize peer coaching models to co-teach, model lessons, and 

provide feedback to core teachers. 
 

o Accomplished teacher 
● Collaborate   with   campus   administration   to   achieve   Campus 

Improvement Plan goals; 
● Collaborate with content area teachers to review and implement 

district professional learning aligned to the district and campus 
goals; 

● Analyze student data to drive instructional planning; and 
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o District Coordinator of School Improvement 

● Serve as internal monitor of the implementation of the Turnaround 
Plan 

● Support the campus in the implementation of the Turnaround Plan 
● Guide   the   campus   through   the   process   of   developing   two 

implementation plans – one for each year of the plan 
● Advocate for the campus when resources and support are needed to 

ensure the successful implementation of the Turnaround Plan 
 

o Professional Service Provider 
● Serve  as  the  external  monitor  of  the  implementation  of  the 

Turnaround Plan 
● Support the campus in the implementation of the Turnaround Plan 
● Support the principal as she guides the campus through 

implementation of the Turnaround Plan 
● Serve as a voice to the state to report on the implementation of the 

Turnaround Plan 
 

● DISTRICT SUPPORT 
o The district will support the campus turnaround initiative by providing 

stipends and instructional support from content coordinators and 
instructional coaches. 

o The district will support the campus turnaround initiative by paying for the 
purchase of reading intervention kits. 

o The district will support the campus turnaround initiative by paying the 
cost for the PLC conferences; 

o The district will support the campus turnaround initiative by paying the 
cost for the RtI conferences; and 

o The district will support the campus turnaround initiative by paying for the 
services of a Professional Service Provider. 

 

● BUDGET TABLE CLARIFICATIONS 
o The only carry over from the Reconstitution Plan budget will be to provide 

funding to pay the costs of PLC conferences each year of the plan. 
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o Recommended budget allocations for the new Turnaround plan include 
stipends for Distinguished and Accomplished teachers, professional 
development support for teacher leadership and effectiveness, professional 
development and support from reading and math external coaches, 
purchase of reading intervention kits, participation in PLC and RtI 
conferences and ongoing support from a Professional Service Provider. 

 
o Payroll 
 

● Distinguished teacher stipends ($10,000/stipend X 11 stipends/year = 
$110,000/year. $110,000/year X 2 yrs. = $220,000) Local Funding 

● Accomplished teacher stipends ($2000/stipend X 11 stipends/year = 
$22,000/year. $22,000/year X 2 yrs. = $44,000) Local Funding 

 
o Professional Development 
 

● External math coach ($10,000/year X 2 yrs. = $20,000) Focus School 
Funding 

● External reading coach ($10,000/year X 2 yrs. = $20,000) Focus 
School Funding 

● Professional Service Provider ($21,000/year X 2 yrs. = $42,000) Local 
Funding 

 
o Supplies and materials 

 
● Reading intervention kits = $13,000 (year 1 only) Title 1 Funding 

 
o Other Operating Costs 
 

● PLC conferences ($10,000/year X 2 yrs. = $20,000) Title II Funding 
● RtI conferences ($7,000/year X 2 yrs. = $14,000) Title II Funding 
 

o Capital Outlay – No capital outlay required 
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HOW WILL YOU ALLOCATE CAMPUS AND DISTRICT FUNDS FOR THIS 
INITIATIVE?  

 
 
 

CATEGORY AMOUNT DESCRIPTION 
6100 - PAYROLL $220,000.00 

$44,000.00 
Distinguished Teacher Stipends 
Accomplished Teacher Stipends 

6200 – PROFESSIONAL 
DEVELOPMENT 

$20,000.00 
$20,000.00 
$42,000.00 

Math Coach 
Reading Coach 
Professional Service Provider 

6300 – SUPPLIES AND 
MATERIALS 

$13,000.00 Reading Intervention Kits 

6400 – OTHER OPERATING 
COSTS 

$20,000.00 
$14,000.00 
$10,000.00 

PLC Conferences 
RtI Conferences 
Professional Development for Distinguished teachers 

6600 – CAPITAL OUTLAY $0.00 No capital outlay required 
TOTAL 2-YEAR EXPENSES $403,000.00  
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