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Chapter 3: Creating a Structure of Crew 

COMMON CHALLENGES 
 
The logistics of Crew are confusing and chaotic. 
The devil really is in the details. Planning for a schoolwide structure of Crew should start well 
before the school year begins and engage multiple perspectives and stakeholders, from school 
leaders to Crew leaders and possibly even student leaders. It’s especially important to think 
through all of the decision points regarding scheduling, staffing, the composition of Crews, and 
where Crews will meet regularly. Once Crew begins, it is disruptive to shuffle Crew leaders 
around because you’re short staffed or have two Crews vying for the same space. It’s especially 
problematic if not enough time has been dedicated to Crew in the master schedule, so that 
Crew leaders are not able to complete Crew lessons and students are not able to bond with 
each other and feel successful in Crew. 
 
We started off strong, but we lost focus on staff Crew. 
Staff Crew is the model for student Crew. When all staff understand the purposes of Crew and 
believe in the power of Crew, they will be eager to learn and implement the challenging but 
rewarding skills of facilitating initiatives, building a community of trust, and supporting students 
to lead and achieve. To create this foundation for strong, consistent Crews across the school, 
leaders must focus first and continually on staff Crew, rolling out the features of Crew first with 
the adults. For secondary schools, this will likely include giving special attention to content-area 
teachers who are uncomfortable or unfamiliar with sitting beside students rather than teaching 
from the front of the room. These teachers may also need extra support to learn the content of 
the Crew curriculum—not as experts, but as learners in leading the growth of social and 
emotional skills. 
 
We don’t have a Crew leadership team with time to do the work. 
There is a great deal of work required to plan and revise the Crew curriculum, to plan the 
logistics of Crew meetings, to align Crew work with the academic calendar, to support the 
growth and learning of Crew leaders, and to monitor and support the quality of Crew meetings. 
When just one school leader or teacher is expected to take this work on in addition to her usual 
responsibilities, the structure of Crew may be compromised from the start. Begin with the small 
step of discussing how schoolwide planning for Crew can be accomplished and by whom. Does 
your school have a committee structure, with dedicated time for meetings, that can include a 
Crew leadership team? Is there a way to compensate a small group of teachers—with summer 
pay, fewer after-school responsibilities, or occasional teaching coverage—to write Crew lessons 
or other resources that will ease the load for all Crew leaders? 



 
Crew leaders have different understandings of the expectations for Crew. 
We’re all paddling together is more than a metaphor. In order for the structure of Crew to drive a 
schoolwide culture of Crew, students and Crew leaders must have a common understanding of 
what Crew looks like and sounds like on a daily basis. Traditions designed to build relationships 
and student leadership are essential consistencies for success. A Crew lesson plan template is 
a helpful tool especially for new Crew leaders. A system for assessing the consistency of 
students’ Crew experiences (e.g., surveys, walk-throughs, focus groups) and providing kind, 
specific, and helpful feedback to Crew leaders will sustain those consistencies over time.  
 
Our Crew curriculum doesn’t give me enough to design quality lessons. 
Align the scope and sequence of the Crew curriculum with clear learning targets, schoolwide 
habits of character, and the purposes of Crew. It’s equally important to communicate the roles 
and responsibilities for creating and delivering the curriculum so that each Crew leader knows 
where to find or how to create lessons and resources. Staff Crew is the perfect place to create 
systems for maintaining, revising, and housing Crew units, case studies, and lessons. 
 
I got an introduction to Crew, but I need more support. 
Leading Crew well takes practice and time. Just as teachers benefit from professional learning 
in pedagogy or content, Crew leaders need ongoing support for learning about social and 
emotional skills, especially those related to trauma, mental health, and student identities. Often, 
Crew leader success hinges on having a network of other Crew leaders who share their 
successes, challenges, and strategies with each other and who give and receive feedback that 
helps each Crew leader grow and improve. 


