
Culture of Care - Stages of Implementation 

Creating a Culture of Care based on culturally appropriate restorative justice principles and prac-
tices generally takes three years. The three stages (years) of implementation are: Year 1 - needs 
assessment, Year 2 - capacity building, and Year 3 - Sustainability. These Stages of Implementa-
tion were outlined in a chapter in the recent publication of the Handbook of Indigenous Educa-
tion. In that chapter colleagues from New Zealand and Columbia joined with me to outline, as 
the title states, the “Psychosocial Analyses and Action for Promoting Restorative Schools.” 

However, the work of implementing a Culture of Care  extends beyond the three years. There is 
work to be done before Year 1 and after Year 3. The following discussion will outline in some 
detail how to create a Culture of Care in schools. 

Prior to Year 1 - Prior to the first year of creating a Culture of Care in a school, schools are 
urged to create and train a restorative justice team. Ideally the team will have at least 5 mem-
bers. These 5 people can represent one part or group or a cross-section of the school. However, 
generally the initial RJ team consists of administrators and school leaders. This team of people 
needs to be trained prior to the first year. The Culture of Care training-the-trainer profession-
al development training consists of 16 modules and concludes with writing a plan of action to 
implement what was learned in the training. 

Part of the action plan needs to include the implementation of community circles at the begin-
ning of the Year 1 for two purposes: first, to build relationships by creating a sense of connected-
ness and belonging, and second, to co-create classroom norms. Please refer to Module 5 for fur-
ther details. Ideally community circles for belonging and connectedness will be held at least once 
a week throughout the school year. 

Prior to the beginning of the Year 1 school year a group of teachers and administrators who do 
not participate in the initial training and who volunteer to participate need to be invited to attend 
a Tier 1 training.  

The Tier 1 training consists of 4 modules. These modules are included in the initial training. 
The training can be held in one day. The four modules are: (1) Relationships, (2) Basic princi-
ples, (3) Collegial & teacher-student relationships, and (4) Community circles. 

Year 1 Needs Assessment - Year one of the transition from the status quo to a Culture of Care 
needs to begin with teachers who volunteer facilitating Community Circles for the two purposes 



already outlined. Then in October or November observations of teachers who are willing to par-
ticipate and focus group interviews with community groups need to beheld. The observation 
tools, both qualitative and quantitative, as well as the focus group questions, are found below. 
Data obtained from the observations and focus groups need to be analyzed and a report prepared 
outlining the findings based on analyses of the data and recommendations for professional de-
velopment in Year 2. Also during this year the entire staff needs to participate in Tier 1 training. 
Administrators and school leaders need to participate in Tier 2 and Tier 3 training, as well as Cul-
ture of Care training. 

The Tier 2 training consists of 4 modules. These modules are included in the initial training. 
The training can be held in one day. The four modules are: (1) Restorative conversations, (2) 
Restorative circles, (3) Brief restorative interventions, and (4) Classroom conference circles. 

The Tier 3 training consists of 3 modules. These modules are included in the initial training. 
The training can be held in one day. The three modules are: (1) Pre-Conference, (2) Conference, 
and (3) Agreement. 

The Culture of Care training consists of 4 modules. These modules are included in the initial 
training. The training can be held in one day. The four modules are: (1) Stages of implementa-
tion, (2) Blending Together Current Practices with Restorative Justice, (3) Culturally sustainable 
restorative practices, and (4) Action plan. 

Year 2 Capacity Building - In Year 2 the transition from the status quo to a Culture of Care con-
tinues with expansion of the work to the entire staff. The entire staff needs to engage in Tier 1 
training before the start of the school year. Then all teachers need to begin the school year facili-
tating Community Circles for the two purposes outlined above. The recommendations outlined in 
the report mentioned above need to be implemented. Also all staff need to participate in Tier 2 
and Culture of Care training. Administrators, deans, and counselors need to participate in Tier 3 
training. Schools are recommended to collect observation and focus group data, as outlined 
above, in order to explore the change over time. 

Year 3 Sustainability - In Year 3 the transition from the status quo to a Culture of Care culmi-
nates with the focus on sustaining the implementation of a Culture of Care based on culturally 
appropriate restorative justice principles and practices. Recommendations made as a result of the 
analyses of data collected in year 2 need to be implemented.  New staff need to engage in Tier 1 
training before the start of the school year and begin the school year facilitating Community Cir-
cles for the two purposes outlined above.  These new staff need to participate in Tier 2 and Cul-



ture of Care training. New administrators, counselors, and deans need to participate in Tier 3 
training.  

After Year 3 - Ideally each school will have a restorative justice coordinator to lead the day-to-
day implementation of restorative justice principles and practices. Also, each school will ideally 
have a restorative justice team to oversee and ensure that restorative justice principles and prac-
tices are being implemented in a culturally appropriate way that meets the needs of the students 
and their families. 



Culture of Care Observation Tool (qualitative)1

This document is an observation tool designed to measure how well teachers are implementing a 
Culture of Care in their classrooms. This observation tool will assist those persons who observe 
teachers by having an evidence-based tool for making the observations. This observation tool 
allows educators to track changes in teacher practices over time so that changes in those prac-
tices are data driven.

Observers are asked to observe each teacher being across 7 dimensions and write comments in 
the following areas: (a) descriptive - exactly what you see and hear in the classroom, (b) interpre-
tive – your own concurrent thoughts and reflections about what is being observed, and (c) feed-
back – the content of the feedback given to the person being observed and their response.

After making the observation, observers are asked to share the results of the observation with the 
teacher being observed within 48 hours in order to make a plan for changing classroom practices 
to be more in line with the Culture of Care.

Name of rater: 

Date:

Time:

Teacher identification:

Setting:

 This Observation Tool is based on the following peer-reviewed journal article: Cavanagh, T. (2007). 1

Creating a new discourse of peace in schools: Restorative justice in education. Journal for Peace & Jus-
tice Studies, 18(1&2), pp. 62-85.



1. In this classroom students were treated like:

Passive Receptors

Traditionally students are expected to be passive recipients of learning and discipline policies. Rarely do 
they have a voice in developing such policies. They are not given the opportunity to express their needs 
without the risk of repercussions.

or Co-Creators

Rather than promoting passivity, teachers need to encourage self-advocacy, self-control, and individual 
dignity based on beliefs and worldviews – who and what I am. The new discourse of peace calls for 
teachers and students to co-create policies regarding the learning and responses to wrongdoing and con-
flict. In particular students are given space to voice their needs and challenge the status quo in a safe envi-
ronment.

Descriptive:

Interpretive:

Feedback:

2. The focus in this classroom is on:

Rules & Regulations

Traditionally schools have relied on rules and regulations to create norms of behavior. When students do 
not follow these rules and regulations, they are punished. In this way, it is believed students will behave 
appropriately in the future.

or Relationships & Interactions

Relationships and interactions between teachers and students and among students are fundamental to this 
new discourse (ways of thinking, talking, and acting). From our interviews, we know that relationships 
with teachers are important to students, and relationships with their friends are the prime motivator for 
why they attend school. Therefore, it makes sense that educators would want to help students learn how to 
build and maintain healthy relationships.

Descriptive:

Interpretive: 

Feedback:  



3. In this classroom:

Teacher was in control

Generally classrooms are structured so teachers and administrators are in control, and students have little 
or no power or agency. Teachers are expected to maintain control of their classrooms without any outside 
help/ They are left isolated in their classroom, without opportunities for coaching or mentoring.

Power was shared

A discourse of peace calls for teachers and students to share power. In this way students’ need for self-
determination is recognized and honored. Their human dignity is respected.

Descriptive:

Interpretive:

Feedback:

4. In this classroom:

Teacher was solely responsible

Typically teachers are solely responsible for what happens in their classroom. The burden of sole respon-
sibility for the learning and classroom behavior is more than some teachers are capable of handling, par-
ticularly when they have students with special needs in the classroom.

or Responsibility was shared

The new discourse of peace is based on the idea of shared responsibility for what happens in the class-
room. In that way, teachers and students take responsibility for the learning and wrongdoing and conflict. 
With shared responsibility teachers and students recognize that all people in the classroom are affected by 
the harm resulting from wrongdoing and conflict, and they need to have a voice in how to heal this harm.

Descriptive:

Interpretive:

Feedback:



5. In this classroom:

Misbehavior was viewed as a disruption to learning

In the current climate of standards and accountability, curriculum has become the focus of educators’ at-
tention. As a result, student misbehavior is viewed as disruptive to learning. Students causing problems in 
classrooms are removed so that the learning can continue.

or Wrongdoing and conflict were viewed as learning opportunities

Wrongdoing and conflict are viewed as learning opportunities in this discourse. By actively participating 
in the response to these problem behaviors, both students and teachers learn how to make good choices 
when wrongdoing and conflict occur. They learn how to make peaceful and nonviolent choices.

Descriptive:

Interpretive:

Feedback:

6. When discipline problems occur:

Consequences were determined by someone other than teacher

As a result of this response to misbehavior, students are excluded from classrooms to be disciplined by an 
administrative expert. Persons harmed by the misbehavior are not included in the process. They have no 
voice. In the end, when the student is returned to the classroom, relationships remain broken and the 
chances for successful reintegration of the misbehaving student in the classroom are lessened consider-
ably.

or Capacity of students & teachers was built to solve problems nonviolently

Building the capacity of students and teachers to solve problems non-violently is a key result of viewing 
wrongdoing and conflict as learning opportunities. In this way, our classrooms become more peaceful, 
and our children grow up more likely to confront problems as adults non-violently.

Descriptive:

Interpretive

Feedback:



7. In this classroom:

Punishment and retribution were viewed as deterrents

Schools have followed a medical model in adopting discipline policies. When a student misbehaves, the 
teacher diagnoses the problem by determining whether the behavior needs further attention or not. If the 
teacher determines the behavior deserves further attention, the student is sent out of the classroom, gener-
ally to an administrator who is specifically charged with overseeing discipline. This administrator admin-
isters the treatment in the form of punishment.

or Healing the harm to relationships was the focus

Healing the harm to relationships is fundamental to maintaining healthy relationships. Because students 
tell us that relationships with friends are important to them, we would best put our efforts in helping them 
learn how to heal these relationships when they are broken by harm resulting from wrongdoing and con-
flict. This effort will help our children stay in school and succeed.

Descriptive:

Interpretive:

Feedback:



Culture of Care Observation Tool (quantitative)2

This document is an observation tool designed to measure how well teachers/mentors are imple-
menting a Culture of Care in their classrooms. This observation tool will assist those researchers 
who observe teachers by having an evidence-based tool for making those observations. This ob-
servation tool allows educators to track changes in teacher/mentor practices over time so that 
changes in those practices are data driven.

Observers are asked to rate the teacher being observed across 7 dimensions using a Likert scale 
of 1 to 4. Those items rated 4 and 5 are in line with the Culture of Care, and those items rated 1 
and 2 are not.

Name of rater: ____________________ Date: ______________

Time: _________________am/pm to _________________ am/pm

Teacher’s name ______________________________

Rate each element of the Observation Tool by circling the number of the rating (1-4) that most 
closely applies to what was observed.

1. The teacher/mentor treated the students like:

Passive Receptors Co-Creators

1=All the time 2=Most of the time | 3=Most of the time 4=All the time

2. The focus in this setting is on:

Rules & Regulations Relationships & Interactions

1=All the time 2=Most of the time | 3=Most of the time 4=All the time

3. In this setting:

Teacher/mentor was in control Power was shared

1=All the time 2=Most of the time | 3=Most of the time 4=All the time

4. In this setting:

 This Observation Tool is based on the following peer-reviewed journal article: Cavanagh, T. (2007). 2

Creating a new discourse of peace in schools: Restorative justice in education. Journal for Peace & Jus-
tice Studies, 18(1&2), pp. 62-85.



Teacher/mentor was solely responsible Responsibility was shared

1=All the time 2=Most of the time | 3=Most of the time 4=All the time

5. In this setting:

Misbehavior was viewed as a Wrongdoing and conflict were disruption to learning viewed as learn-
ing opportunities

1=All the time 2=Most of the time | 3=Most of the time 4=All the time

6. When discipline problems occurred:

Consequences were determined Capacity of students & teachers/mentors by someone other than 
was built to solve problems nonviolently teacher/mentor

1=All the time 2=Most of the time | 3=Most of the time 4=All the time

7. In this setting:

Punishment and retribution Healing the harm to relationships were viewed as deterrents was the 
focus

1=All the time 2=Most of the time | 3=Most of the time 4=All the time


