
 
 

Education Leadership Toolkit 

Strategies for Building Inclusive School Systems 

 

Purpose 

Inclusion isn’t a placement, it’s a mindset. Effective leaders build structures that ensure all 
students, regardless of disability, background, or language, belong and learn together. This 
worksheet provides strategic actions, reflection tools, and system-building templates for leaders 
seeking to transform inclusion from philosophy into sustainable daily practice. 

 

The Inclusive Leadership Mindset 

●​ Inclusion is systemic, not situational. It must live in scheduling, staffing, and culture.​
 

●​ Data drives equity. Decisions are rooted in access and outcomes, not convenience.​
 

●​ Shared ownership is key. Inclusion succeeds when general and special education share 
responsibility for all students.​
 

●​ Coaching beats compliance. Sustainable change grows through support, not directives. 

 

The Inclusion Continuum 

Level Description Leadership Focus 

Emerging Isolated inclusion practices by 
individual teachers. 

Identify exemplars and celebrate small 
wins. 

Developing Some co-taught classes, but uneven 
support and structures. 

Build consistency through common 
expectations and PD. 



 
 

Systemic Inclusion embedded in master 
schedule, PD, and culture. 

Use data and feedback loops to sustain 
and refine. 

 

Leadership Framework for Building Inclusive Systems 

Step Action Example 

1. Clarify the 
“Why” 

Define what inclusion means in 
your context. 

Align district mission with 
DESE/MTSS expectations. 

2. Map Current 
Reality 

Conduct a self-assessment of 
inclusion systems. 

Audit placements, co-teaching, and 
data access. 

3. Set 1–3 
Strategic Goals 

Focus on impact, not overload. Ex: Increase co-taught classrooms 
by 25%. 

4. Align 
Structures 

Adjust master schedule, staffing, 
and PD to match goals. 

Schedule joint planning for gen ed 
+ spec ed teachers. 

5. Monitor 
Progress 

Review student access and 
outcomes regularly. 

Quarterly inclusion data review 
with leadership team. 

6. Celebrate & 
Sustain 

Recognize growth and share 
stories. 

Feature inclusion “bright spots” in 
newsletters. 

 

Inclusion Audit Tool (Quick Snapshot) 

Area Reflection Question Evidence Source 

Access Are all students learning with peers 
whenever appropriate? 

Class rosters, service 
logs 

Instruction Are universal design and co-teaching evident 
daily? 

Walkthroughs, lesson 
plans 

Culture Do students feel a sense of belonging and 
respect? 

Surveys, student focus 
groups 

Systems Are MTSS, SEL, and IEP systems aligned? MTSS data dashboards 



 
 

Professional 
Learning 

Do PD opportunities include all staff? PD calendar, attendance 
logs 

 

 

Building Blocks of Inclusive Schools 

Focus Area Leadership Move Example 

Scheduling Create time for co-planning and 
collaboration. 

Shared prep between gen ed 
and spec ed teachers. 

Staffing Assign special educators by 
grade/team, not building. 

Reduces siloing. 

Professional 
Development 

Embed UDL, MTSS, and behavior 
training into PD cycles. 

Tiered PD by role. 

Communication Use shared dashboards and weekly 
updates. 

Transparency builds trust. 

Accountability Tie inclusion metrics to strategic 
goals. 

Report co-teaching data at 
leadership meetings. 

 

Inclusion Metrics that Matter 

●​ % of students with disabilities spending 80%+ of the day in general ed.​
 

●​ Co-teaching fidelity (use of both teachers in instruction).​
 

●​ Tier 1 success rates before Tier 2 referrals.​
 

●​ Student/family perception of belonging.​
 

●​ Number of inclusive PD sessions attended by gen ed staff. 

 



 
 
Common Leadership Pitfalls & Fixes 

Pitfall Fix 

Over-focusing on compliance Reframe IEPs and MTSS as instructional tools. 

Lack of teacher voice Use shared leadership teams for inclusion planning. 

Sporadic PD Create inclusion learning communities across schools. 

Staff burnout Build coaching cycles and celebrate incremental wins. 

Reactive communication Use data dashboards to keep everyone informed. 

 

Leadership Reflection Prompts 

●​ Does our schedule reflect our values?​
 

●​ Where are students still segregated unnecessarily…and why?​
 

●​ How are we developing teacher capacity, not just compliance?​
 

●​ Who on our team models inclusive leadership daily? 

 

Inclusion Implementation Timeline 

Phase Focus Leadership Actions 

Phase 1: Foundation Assess, align, and communicate. Conduct inclusion audit; share 
vision. 

Phase 2: 
Implementation 

Build co-teaching, UDL, and MTSS 
integration. 

Provide PD and structure. 

Phase 3: Sustain Monitor, adjust, and celebrate 
progress. 

Use quarterly data to drive 
improvement. 

 



 
 
Action Starter 

●​ Conduct an Inclusion Audit this month using the tool above.​
 

●​ Identify one area (schedule, PD, or communication) to strengthen.​
 

●​ Create a 30-day plan with 3 specific actions and 1 measurable outcome. 
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