
Harlem Children’s Zone’s 

Academic Case 
Management (ACM)

Laura Vural, Director of Education



2

HCZ created a pipeline of services, providing children and families in 
Central Harlem with a seamless series of coordinated, best-practice 
programs, focusing on children’s needs from prenatal through college 
graduation. 
HCZ seeks to provide Harlem’s youth & their families with the 
resources and tools they need to engage in society successfully as global 
citizens.

Overview of HCZ
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Two Pipelines to Support Student Success

• Promise Academy I and II
• Baby College to Pre-K Harlem Gems to CM 
• K-12 Charter School

• HCZ After School Programs
• Elementary (Peacemaker Program) 
• Middle School (ACA, Beacons (BTW & CCCC), 

HCZCC & TRUCE Fitness)
• High School (Beacons, HCZCC, ETC, LTE, TRUCE)
• College Success Office 
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Our Mission is to Ensure Our Youth 
are Prepared for a Successful Future

Ready for Career
Career Readiness 
Outcomes

Ready for  College 
Academic 
Outcomes

Ready for Life
Youth Development Outcomes

Cultural, Physical & Behavioral Health 
Knowledge, Skills and Behaviors

Subject Matter
Knowledge &  
Cognitive Skills
& Behaviors

21st Century 
Skills , Content & Behaviors

Information & Media Literacy
Communication

Critical & Systems Thinking
Problem Solving

Creativity, Intellectual Curiosity
Interpersonal Skills

Self-Direction
Accountability and Adaptability

Social Responsibility
Financial Literacy
Global Awareness

Civic Literacy

Specific Vocational 
Knowledge & Skills
and Behaviors
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College Readiness Starts EARLY

Create a College-Going Culture in Pre-K Onward
• Create a comprehensive college preparatory curriculum in 

middle school that intensifies each year
• Create a universal structure and set of processes to  

support staff to better support students
• Created Agency-Wide Approach called ACM in 2008 
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What is College/Career/Life  Readiness

Research tells us that HS/college/career/life readiness 
is about supporting critical transitions…

• Elementary to middle school
• Middle school to high school
• High school to college
• College to career & independent & healthy life
• Exposures & academic application
• Support services & academic application
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ACM- Mission/Philosophy
Academic Case Management (ACM) is a holistic approach to youth 
that each HCZ site serving Middle School (MS), High School (HS) 
and college-aged students employs to strengthen the continuum of 
our mission to support the healthy emotional, social, intellectual, 
physical and professional development of each child.

ACM brings together a team of invested stakeholders in the young 
person’s life to work with him or her to create Action Plans 
throughout their educational career, which help to identify 
strategies to empower the young person in becoming a confident, 
healthy and positive human being in their personal and professional 
lives. 
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Holistic Approach to ACM
To Support college/career/life readiness… ACM is…

• Holistic approach to supporting academic achievement
• Youth-centered approach
• Efficacy approach
• Data-driven approach
• Collaborative Reflective Practice Approach
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Holistic Approach to ACM
Being Holistic Means We…

• Serve the whole child academically, socially, 
emotionally, creatively & physically

• Advance our student’s confidence
• Support building character
• Look at program to inform strategies
• Collaborate with the student to design, implement & 

assess their own Action Plans
• Collaborate with parents school & HCZ stakeholders 

to meet academic and developmental goals
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Youth-Centered Approach
• Using the principals of youth development 

competencies as an essential component in 
informing ACM strategies to motivate and build a 
young person’s unique, constructive personal 
identity:
* Personal Competence     *  Social/Cultural Competence
*  Cognitive Competence    *  Creative Competence
*  Civic Competence *  Technical Competence
*  Financial Competence     *  Health/Wellness Competence

• Ensure students is an informed and active 
collaborator who takes responsibility in becoming 
the director of his or her own education 
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Efficacy Approach
• Believing that Every Child Can Learn, Achieve Academic 

Proficiency, & Develop a Strong Character 
• Using the Self-Directed Improvement System (SDIS) 
• Defining & Supporting Practices that Mobilize Student 

Effort
• Understanding the Efficacy Model of Confidence, Effective 

Effort and Development 
• Helping Students to understand Failure and Difficulty as 

Feedback (FADAF)
• Implementing the Data/Feedback/Strategy (DFS Method)
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Data-Driven Approach
• Gather data through Student Needs Assessment—which 

includes one-on-ones, collecting report cards, test scores, high 
school & college applications and situational information—to 
inform, develop and support Action Plans

• Document attendance & case notes summarizing student’s 
action through the ETO (Efforts to Outcomes) database to track 
progress

• Analyze ETO data by generating ETO reports, which provide 
feedback for supervisors & staff to help inform and assess the 
success of the Action Plans

• Inform practice by the research conducted by HCZ staff
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Why is College & Career Readiness Important?
• Research suggests that students must demonstrate strengths in 

the following four areas in order to be college ready (Conley, 2007; 
Schram & Sagawa, 2009) :

• Key Cognitive Strategies: A diversified interest in learning and the process 
of learning with the ability to: 
ask critical questions; 
comprehensively analyze a subject;
offer reasoning, argumentation, and proof of a stated point; 
 interpret information presented in various formats;  
 to be precise and accurate and support an argument with stated 

research; 
 to think creatively and develop strategies to problem solving.

• Key Content: Knowledge in subject areas, i.e. English, math, social 
studies, science, and world languages.
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Why is College & Career Readiness Important?
• Academic Behaviors: Self-awareness, self-monitoring, self-control, 

& Study skills and time management are critical components of this. 
In college, group work becomes a central component of courses, thus 
it is crucial that a student is able to work collaboratively with 
their peers. 

• Contextual Skills & Awareness: Students prepared for college 
must have “college knowledge” and understand the process 
of applying to and getting into college. This also includes the 
development of financial literacy that helps them navigate the 
financial aid process and other strategies of funding their education. 
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Collaborative Reflective Practice Approach

PLAN
(Analyze & Strategize)

ACTION
(Student &  stakeholders 

Acting  on the Plan)

REFLECT
(Feedback on What

was Learned)

RESEARCH
(Initial & Continued
Gathering of  Data )
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Who Supports the Young Person?
• Learning from the research and our own practices,  ACM 

includes the collaborative contributions of a broad team of 
invested stakeholders that work together with the young 
person to develop a comprehensive approach to paving the 
road to success. 

• The identification of these individuals is informed by early 
conversations with the young person

• Stakeholders can include, but are not limited to: 



17

Who Supports the Young Person?

• Learning from the research and our own practices,  ACM 
includes the collaborative contributions of a broad team of 
invested stakeholders that work together with the young 
person to develop a comprehensive approach to paving the 
road to success. 

• The identification of these individuals is informed by early 
conversations with the young person

•Stakeholders can include, but are not limited to: 



18

Creating a TEAM of Stakeholders

STUDENT ADVOCATES 
OR 

CSO ADVISORS

YOUNG
PERSON

Educational
Coordinators
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Role of the Student Advocate  & College Advisor

MS/HS student advocates & college advisors research 
and assess student’s needs and serve as the connector 
between all stakeholders and the student:
 Learn about the student: Information should be gathered 

through various means, including: one-on-ones with students, 
consistent and effective parent engagement, collaborations 
with schools, and tracking through Action Plans and ETO. 

 Collaborate with all stakeholders: The success of a young 
person is wholly dependent on the collaborative effort of all 
Stakeholders involved in the child’s life. Collaboration and 
regular meeting with all stakeholders are both crucial 
components in developing strategic Action Plans that will serve 
as the groundwork for success.
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Role of the Student Advocate & College Advisor

MS and HS Student Advocates (SAs) & CSO College Advisors (CAs) 
research and assess the needs of a young person and serve as the 
connector between all invested stakeholders and the young 
person:

 Empower the young person to advocate for themselves:Through 
individualized Action Plans create concrete steps to help young people to be 
accountable, take responsibility for their education and advocate for 
themselves

 Advocate for young person: When necessary represent young person’s 
interests in the school, program, home and community.

 Track progress: The Action Plan will be crucial to track the progress of 
a young person. Short-term and long-term goals will be stated. HCZ 
employs an online data tracking system called ETO (Efforts to Outcomes). 
ETO is critical in maintaining Case Notes and providing reports that analyze 
student & staff efforts.
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Role of the Student Advocate  & College Advisor
MS & HS Student Advocates work to meet our HCZ goals such as: 

70% of HS Students will pass English Regents at rates higher than the City average
80% of MS Students will apply to at least 2 high schools
70% of MS & HS participants will have school attendance equal to or better than 
average of middle school students citywide
85% of Seniors who attend the program on a regular basis will graduate from high 
school at rates higher than the city average
90% of seniors or more will take the SAT and apply for college;  at least 80% of 
seniors and juniors will expect to attend college
75% of college students will be on track to graduate 4-year colleges within 5 years
70% of MS & HS participants will participate in at least 2 community service projects
90% to have 1.5 hours of exercise per week
70% of high school participants will participate in at least one community service 
project
Fewer than 15% of students should carry or use weapons
Fewer than 20% of students should be pregnant or cause a pregnancy
Participants will use drugs and smoke at a rate 50% lower than the national average
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Sample Breakdown of Student Advocates by Grade2

Grade Advocates Students
5th 4 76
6th 9 229
7th 7 160
8th 8 182
9th 10 203
10th 11 203
11th 13 239
12th 9 218

HS multiple grades 5 83

MS multiple grades 2 68

CSO Advisors 21 621
Total 99 2,281

2 HR Department analyzed data provided by Laura Vural .  Data is current as of 6/14/10.
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ACM Support Tools

To Support ACM we have…
• Grade-Based Monthly Team Meetings
• Site-Based Case Studies to Share Best Practices & 

Identify Gaps in our Strategies and Services
• A Suite of Grade-Specific Manuals 
• Integrated Academic AND Developmental 

Competencies to Inform Category Efforts and Action 
Plan Strategies

• Created a Categorization Skills Inventory (C.S.I.) 
to help Assess and Assign Category Efforts & inform 
Effective Strategies
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Categorization Skills Inventory (C.S.I.)

The C.S.I. allows us to… 
• Understand the Data used to Assign the Category Effort
• Work more Effectively with Tutors in Creating Effective 

Instructional Strategies
• Work more Effectively with Student & other 

Stakeholders in Taking Responsibility for Actions
• Answer the Question, “How Much of the Issue is 

Academic Knowledge. Skills or Behavior and How Much 
is it Developmental?”

• See the Various Domains of Student Progress over the 
Years
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Action Plan Category Efforts

Category #1: ENRICHMENT EFFORT: 
MASTERING

Category #2: SUPPORT EFFORT: 
MEETING

Category # 3: INTENSIVE SUPPORT EFFORT: 
REACHING
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Strategies and Prompts
Action Plan Strategies and Prompts helps to ensure that Action Plans are Pro-
Active and Targeted to provide comprehensive support for achievement of the 
stated goals
Academic Strategy (AS): Concrete strategies to explore & 
engage in intellectually challenging activities that will strengthen 
student academic proficiency and critical thinking skills to further 
enhance his or her college & career readiness 
Prompts:  Skill-Based Tutoring                                      Test Prep         
Advanced Academic Enrichment                                   Credit Recovery                                     
Evaluations  & Assessments          Homework & School Project Support      
Study Skills Development                                   Academic Goal Setting                            
Data Gathering & Analysis                   Student Advocate Responsibility             
Student Responsibility                                  Stakeholder Responsibility                       
Follow–Up by What Date
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Strategies and Prompts
Transition Strategy (TS): offers concrete strategies to support 
students transitioning from one learning, social or career development 
experience into another to prepare for the changes, able to make meaningful 
connections to further enhance his or her MS, HS, college, career & life 
readiness.

Prompts: MS/HS/College Application Process            School Visit 
Transfer Application Process                                         Not in School Transition 
New School Transition                                                         Exposure Transition 
Wellness Transition                                                                   Career Transition 
Peer Support Group                                                                Staffing Transition
Transition Goal Setting                                              Data Gathering & Analysis
Student Advocate Responsibility                                     Student Responsibility
Stakeholder Responsibility                                         Follow-Up by What Date?
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Action Plan Strategies
• Exposure Strategy (ES): offers student internal or external 

activities that will challenge his or her intellectual, 
community/public service, career, athletic, scientific, health, 
civic leadership, &/or artistic growth.

• Wellness Strategy (WS): support student’s physical, 
emotional health including mental health issues, chronic illness, 
self-esteem, stress, and early sexual initiation, lack of adequate 
sleep, poor diet, inadequate physical activity, hunger, emotional 
and physical abuse, legal issues, and serious behavioral and/or 
family issues.

 Parent WAP’s are also used to create strategies to 
strengthen parent engagement
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Action Plan Strategies
• Financial Strategy (FS): offers the student strategies to 

support the development of financial literacy and funding of his 
or her academic career.  Educating student and family about 
college costs, budgeting and savings. 

• IEP Strategy (IEPS): offers the student with or in need of 
Individualized Education Plans (IEP’s), or Section 504, the 
concrete steps needed to assess and update evaluations to ensure 
compliance and appropriate support throughout his or her 
academic career. 

• Responsibility, data gathering, student, SA and stakeholder 
Responsibilities and follow up alerts in all strategy prompts
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Parents Play a Critical Role

• Providing valuable insight to help create Action Plan 
Strategies that best support student progress

• Partnering with site educational team to carry out their 
Action Plans and school assignments

• Supporting students healthy social/emotional development
• Getting Students to SAT Prep on Time
• Making sure students attend college trips
• Discussing college options with students
• Signing college application documents
• Asking questions of student advocates, college counselors and 

other HCZ & school staff
• Providing financial information for FAFSA
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Parents Play a Critical Role

• Transitioning students from the site to our College Success 
Office

• Staying Involved with student’s education throughout the 
college years

• Letting HCZ staff know of concerns regarding making sure 
students are prepared for college, career and life success

• Letting HCZ know if family needs any other supports
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Parents Play a Critical Role

• We encourage on-going collaboration with your 
students, stakeholders, site staff and HCZ-wide teams

• Sharing what we have learned so that we can all continue to 
grow as professionals to better ensure the wonderful young 
people of the Harlem Children’s Zone are college and career 
ready, prepared to become successful citizens of the world.

• For more information about Academic Case Management 
Contact: Laura Vural, HCZ Director of Education -
lvural@hcz.org

mailto:lvural@hcz.org�
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Holistic Model to HS, College, Career and Life Readiness
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