
SAN ELIZARIO INDEPENDENT SCHOOL DISTRICT

Strengthening Systems
for Student Success

Instructional update: moving identified needs to strategic action, implementation, and continuous 
improvement

IDENTIFY → PRIORITIZE → BUILD CAPACITY → MONITOR → ADJUST



WHY THIS WORK MATTERS

A Soaring District

PROACTIVE RESPONSE

Declining enrollment prompted the 
District to proactively consolidate 
campuses and create a more 
sustainable four-campus structure.

PRESERVING CAPACITY

Loya Elementary was absorbed into 
Sambrano Elementary, and Alarcon 
Elementary was absorbed into Borrego 
Elementary, supporting the District’s 
goal of avoiding personnel reductions.

STRENGTHENING SYSTEMS

The District is using needs-assessment 
findings, LIFT, professional learning, 
coaching, and monitoring to strengthen 
instructional systems across the new 
structure.

Key message: Strategic change, supports, and instructional improvement are connected.



DISTRICT CONTEXT

From Six Campuses to Four
SPRING 2026 NEEDS ASSESSMENT

6
campuses assessed

Loya Sambrano Alarcon

Borrego GEMS SEHS
→

2026–27 STRUCTURE

4
campuses

SAMBRANO
PK–2 • Loya 
absorbed

BORREGO
3–6 • Alarcon 
absorbed

GEMS

7–8

SEHS

9–12

The Needs Assessment remains the baseline; 
improvement work is now being applied across 

the four-campus system.

A PROACTIVE APPROACH



EVIDENCE → PRIORITIES

What the Needs Assessment Told Us

The assessment showed strong foundations in some areas—and a need for greater consistency in key improvement systems.

5 of 6
campuses had Math RBIS training for 

leaders/staff

6 of 6
campuses had schedules aligned to HQIM 

requirements

2 of 6
campuses had fully established observation & 

feedback systems with action-step tracking

1 of 6
campuses had School-Wide Routines training at 

the time of the assessment

Board takeaway: The work is moving from isolated practices toward districtwide systems and consistency.

Source: SEISD Needs Assessment Tool – LASO 4, March 2026











OBSERVATION & FEEDBACK

Observation to Instructional Improvement

A consistent cycle turns classroom evidence into focused support, practice, and follow-through.

1

OBSERVE

Collect evidence of 
instruction and student 

learning.

→

2

IDENTIFY

Name a high-leverage 
strength or opportunity.

→

3

FEEDBACK

Provide clear, actionable 
feedback and an agreed-upon 

action step.

→

4

FOLLOW UP

Revisit the action step through 
coaching, practice, and 

another observation.

SEISD Focus: Move from trained leaders to a consistent districtwide O&F system with actionable feedback 
and follow-through.

Source: SEISD LIFT Needs Assessment • Observation & Feedback indicators and campus comprehensive analysis





CROSS-CAMPUS ALIGNMENT

The Need Is Systemic — The Response Must Be, Too

The specific needs differ by grade span, but the underlying system needs are connected.

PK–2

Instructional consistency
PLC refinement
Student work/data use

3–6

Coaching consistency
Lesson internalization
Intervention systems

7–8

Coaching systems
PLC structures
Feedback cycles

9–12

Observation & feedback
Schoolwide routines
Instructional leadership

The opportunity is to leverage strong practices that already exist and build consistent district routines that 
travel across campuses.

LIFT Campus Coach
Erica Garcia

LIFT Campus Coach
Luis Loera



STRATEGIC RESPONSE

Findings and the LIFT Action Plan

The needs assessment became a focused Year 1 improvement roadmap.

1 MTSS & Intervention

Comprehensive framework, data 
system, intervention schedules, 
progress monitoring, and CIT routines.

2 Instructional Coaching

Define the coaching model, 
documentation, cycles, 
monitoring, and sustainability.

3 Special Education / Co-Teaching

Strengthen co-teaching structures, 
teacher training, and progress 
monitoring.

4 Lesson Internalization

Deepen pre-work, collaborative 
planning, engagement, 
differentiation, CFUs, and 
rehearsal.

5 Rapid-Cycle Data Response

Analyze results, plan reteaching, 
implement response, reassess, and 
adjust.

PLCs6
Establish structures that build 
teacher capacity, strengthen 
instructional practice, and create a 
cycle of collaboration, evidence, and 
improvement.



FROM PROFESSIONAL LEARNING TO CAPACITY BUILDING

The Region 19 Partnership

Professional Learning

RBIS • Bluebonnet Learning Math + Other HQIMs • 
UDL • MTSS • Co-teaching • RLA/Math • Schoolwide 
Routines • Performance Management • 
Observation and Feedback • PLCs (Internalization, 
Rehearsal, Student Work Analysis Protocol)

Coaching & Technical Assistance

Campus coaching • District Coaching • Leadership 
support • Lesson internalization • Observation 
Feedback cycles • PLCs (Internalization, Rehearsal, 
Student Work Analysis Protocol)

Data & Monitoring

Needs Assessment • Learning walks • Campus 
Observations • Walkthroughs • Implementation 
evidence

School Improvement

LIFT • Action Planning • Performance Management
• Continuous Improvement

The partnership is designed to build District and campus capacity—not simply increase the number of professional 
learning sessions delivered.



WHAT WE SHOULD SHOW THE BOARD

Training and Implementation

The most compelling evidence is what changed in practice—not how many trainings occurred.

EVIDENCE OF PROGRESS

• Stronger alignment to adopted 
instructional materials

• Protected PLC/planning 
structures

• Growing use of lesson 
internalization

• Increased attention to 
observation and feedback

• Existing campus practices that 
can be leveraged

WHAT WE ARE LEARNING

• Implementation quality varies
• Student productive 

grappling/rigor remains an area 
for attention

• Coaching consistency matters
• Data routines need tighter 

instructional follow-through

NEXT LEVEL OF WORK

• Increase instructional precision
• Strengthen student work analysis
• Tighten data → response cycles
• Build consistent coaching 

systems
• Monitor implementation across 

the four-campus structure

Board message: We are using evidence to refine the work as we go.



CONTINUOUS IMPROVEMENT

LIFT Connects the Work

IDENTIFY → PRIORITIZE → BUILD CAPACITY → IMPLEMENT → MONITOR → ADJUST

Needs 
assessment

Data

District priorities
Action plan

PD + coaching
Tools + routines

Classroom 
practice

Campus systems

Walkthroughs
Student 

evidence

Refine support
Scale what 

works

LIFT is not a separate initiative. It provides a structure for turning identified needs into focused action, 
monitoring implementation, and continuously refining support.

April-May 2026 June-August 2026 July 2026 – June 2027



WHERE WE ARE GOING

2026–27: From Implementation to Impact

1 Strengthen Tier 1 instruction

3 Strengthen PLCs & lesson 
internalization

5 Strengthen MTSS & data 
response

2 Deepen HQIM 
implementation

4 Build consistent coaching 
systems

6 Improve support for diverse 
learners

7 Monitor implementation and 
adjust

Our goal is not simply to implement initiatives. Our goal is to build and support the instructional 
and leadership systems that result in improved outcomes for students.



A PARTNERSHIP FOCUSED ON SUSTAINABLE IMPROVEMENT

DISTRICT

Vision, leadership, resources, 
ownership

CAMPUSES

Implementation, learning, 
refinement

REGION 19 /  LIFT
Structure for continuous improvement

Expertise, coaching, professional learning, data support

Identify the need.  Align the response.  Build capacity.  Monitor implementation.  Adjust the work.  Improve outcomes.

SAN ELIZARIO ISD - A Proud Community of Champions – Soaring to Excellence
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