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Executive summary 
For the past two school years, ARCHS contracted with EnTeam Organization to conduct conflict-

resolution workshops in ASAP after-school programs to strengthen students’ capacity to resolve 

conflicts peacefully.  Before the pandemic interrupted this school year, most of the workshops were 

completed: 

• EnTeam facilitators conducted 112 conflict-resolution workshops for over 736 students and over 

78 ASAP staff. 

o Four workshops were conducted at each of 25 sites.  

o Three workshops were conducted at two sites before the pandemic halted the after-

school programs.   

• After the pandemic stopped the in-person after-school programs, EnTeam facilitators 

transitioned to online workshops training staff to use EnTeam Games online. 

EnTeam workshops use games to teach conflict resolution. During games, conflicts often arise between 

players.  These conflicts provide opportunities for learning to resolve conflicts peacefully.   

EnTeam Games differ from traditional win-lose games because the scoring system in EnTeam Games 

measures how successfully players improve in their cooperation with players from other teams.   

• When players play EnTeam Games, they lose together if they their combined scores do not 

improve.   

• Players together win if their combined scores improve each time they play. 

EnTeam workshops are structured in a series of quick EnTeam Games.  Between games, EnTeam 

facilitators ask the students questions about how to improve their scores in the next game.  These 

debriefing sessions between games encouraged the students to develop their own strategies for 

resolving conflicts peacefully.  When students play again, if their scores improve, they are winning 

together.  If the scores do not improve, they lose together. 

Results 

According staff working in the ASAP after-school programs, the results of playing and debriefing EnTeam 

Games are encouraging.   Staff were asked whether they agreed or disagreed with the statement:  The 

EnTeam activities helped students learn to resolve conflicts peacefully: 87% agreed.  See details below.   

Future 

The challenge for the new school year is to develop a conflict-resolution program that will be flexible 

and effective in the new normal of after-school programs this fall and beyond.  If we plan wisely, the 

new normal could be better than the old normal – more inclusive, less segregated, more equitable.   

By blending learning to connect students at home with those in schools, we can take advantage of 

technology to bring together students and educators from different neighborhoods and different cities.  

Limitations of time and space become less restrictive if we are creative and use technology thoughtfully.   

Let us seek the wisdom to enrich the experience of our children – and help them create more peaceful 

and productive communities that are more just and equitable.   
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Description of the EnTeam Conflict-resolution Program 

Goal of the intervention on conflict-resolution with EnTeam games 

Encourage students to resolve their own conflicts peacefully. 

Objectives  

● Increase students’ conflict-resolution skills, motivation, and understanding. 

● Support staff in using EnTeam games to encourage students to resolve conflicts. 

● Gather data on the outcomes for students and staff. 

Approach 

Resolving conflicts peacefully is not a mechanical process that can be taught as algorithms can be 

taught. Conflict resolution is a dynamic process of listening and learning about oneself and others. 

Conflict resolution requires adjusting to the ways people interact when trying to accomplish something 

together.  

To create opportunities for students and staff to practice learning together, the EnTeam approach to 

teaching conflict resolution uses an iterative process that engages staff and students mentally and 

emotionally: 

1. Conduct four workshops with staff and students using EnTeam games with debriefing that helps 

students see how they resolve conflicts peacefully. 

2. Encourage staff to continue to use EnTeam games and debriefing process. 

3. Gather data from the EnTeam game scores and from staff and student surveys. 

4. Follow up with staff two weeks after the third workshop to get feedback and explore additional 

ways to support conflict resolution. 

Sequence of workshops with staff and students. 

● First workshop (all workshops are about one hour) 

a. Staff and students take pre-survey. 

b. Staff and students play Keep on Track.   

■ Facilitators keep score of improvements in a series of games. 

c. Debrief the experience to relate it to conflict resolution. 

● Second workshop (the next day) 

a. Continue playing Keep on Track with staff and facilitators leading the debriefing  on 

resolving conflicts in games -- and in life outside the games. 

b. Play variations to Keep on Track that increase cooperation, overcome exclusion, and 

nurture creativity in conflict resolution. 

● Third workshop (the third day)  

a. Staff and students play Net Catch.   

■ Facilitators keep score of improvements in a series of games. 

b. Staff facilitate the debriefing on conflict-resolution skills and understandings. 

c. Explore with staff the variations on Net Catch such as EnTeam Kickball , EnTeam Net 

Basketball, and other cooperative games. 

https://drive.google.com/open?id=1-fRX2aiLTsLQDnT3RMJOkQanO-Eq3mtAMbewCx2KUdU
https://drive.google.com/open?id=1E_fovq82UrUjUJGCzjuLbYCrmozpkx7AHeWliM5pt1Y
https://1drv.ms/w/s!Avm-e_GtzLFHhO59bKfv5k_gskTtHQ
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● Fourth workshop (about two weeks after the third workshop) 

a. Students and staff take a post-survey and share scores from previous games. 

b. Staff lead a game of their choice that encourages students to cooperate. 

c. Facilitator invites staff to stay in touch and share scores from EnTeam games.  

 

Online Games 
After the pandemic closed the after-school sites, EnTeam facilitators transitioned into conducting 

workshops online.  The first workshops were for staff, and then students played online games to build 

conflict-resolution skills.   

The online workshops use EnTeam Games – such as Drawing Together Online – to measure how well 

students work together on a shared whiteboard to draw a representation of an idea.  This EnTeam 

Game is like Pictionary except two players must collaborate in drawing one picture to represent an idea. 

Explanation of the conflict-resolution process using EnTeam Games 
The purpose of the EnTeam workshops is to prepare students to resolve conflicts independently – 

without needing control by adults.  The premise for the EnTeam process is that students who are 

empowered to prevent conflicts from becoming altercations become more peaceful and productive.  

The strategy for preparing students to resolve conflicts peacefully is to use the conflicts that arise in 

games as a context for the students to develop their own strategies for resolving the conflicts. 

The games played in the EnTeam workshops use a unique scoring system that tracks points that players 

can score only if they work with players on other teams.  As they play, conflicts arise and reduce the 

productivity of the players. Conflicts result in lower scores than they could achieve if they worked 

together smoothly.  

Each EnTeam game is short – most are three or four minutes.  After each game, facilitators ask the 

students to notice their score and reflect on the ways they have dealt with conflict.  Facilitators 

challenge students to identify and discuss various ways they could improve their scores.  Students then 

play again and then compare scores to see whether their performance improves. 

By putting the students in a series of short games in which conflict arises naturally and quantifying the 

results they achieve collaboratively, the students have multiple opportunities to experiment with 

alternative methods for improving their performance together.  The games provide a context for 

experimenting with alternative approaches.  Thus, the players gather data and test their own 

hypotheses regarding conflict and productivity.   

Debriefing fosters learning 

During the debriefing time between games, facilitators ask questions that encourage students to reflect 

on their strategies and seek better approaches.  When the students are receptive and curious, the 

facilitators share models of conflict resolution and strategies for students to consider.   

Over the course of the four workshops, students develop skills in gathering data on score sheets, 

analyzing their results, and proposing alternative approaches that might improve their scores.  
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Reflection and discussion are essential.  Gradually, students realize that the games are laboratories 

where they can grow their capacity for working with people from diverse backgrounds and abilities. 

Definition of EnTeam games 

The essential element in EnTeam games is that players from different sides must cooperate to score 

points.  If players do not work together, they cannot complete the goal needed to score a point.  The 

purpose of EnTeam games is to challenge players to improve their skills in working with people from 

other sides.   

Since EnTeam games keep score of improvements in cooperation, players from both sides can win 

together.  If the players are not improving the results, they are losing together. This scoring process 

gives players a standard of excellence based on helping each other improve the results they can achieve 

together. 

Evaluation the EnTeam Conflict-Resolution Program 
ARCHS’ objective for sponsoring the conflict-resolution program is to strengthen students’ skill and 

desire to resolve conflicts without adult intervention.  To assess whether the EnTeam conflict-resolution 

workshops achieve this objective, an independent evaluator from the University of Missouri-St. Louis, 

Dr. Satabdi Samtani, consulted and made an evaluation report on the program.  See Appendix A. 

Both staff and students were surveyed: 

1. Students who participated in the EnTeam workshops answered survey questions before and 

after the EnTeam workshops. 

2. ASAP after-school staff and who work with students daily in the after-school program completed 

a survey that asked whether they observed improvement in the students’ conflict-resolution 

skills after the EnTeam workshops. 

These staff members also completed a slightly different survey before the first 

workshop to assess the perceptions of staff regarding the conflict-resolution skills of 

their students prior to the training. 

• The survey questions are presented in Appendix B below.   

• The survey results are attached in an Excel file.   

 

Student surveys before and after the workshops 
Before the first workshop at each site, the students completed a short, written survey.   At the beginning 

of the fourth workshop, students took a follow up survey.   

• The survey questions are presented in Appendix B below.   

• The survey results are attached in an Excel file.   

In fall 2019, before the workshops began, the Program Evaluator for ARCHS, Courtney Dowdall, 

predicted that the student surveys would suffer from a positive-response bias:  When asked whether 

they can resolve conflicts peacefully, the students imagine they are highly capable out of resolving 

conflicts.  After they have the experience of measuring whether they resolve conflicts effectively, the 

students come to recognize that the process is more difficult than they imagined.   
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The prediction was correct, the results in the scores in the second survey tend to be lower than the 

scores the students gave themselves in the first survey.   Dr. Samtani elaborated on the problems with 

the student data in her report – see Appendix A. 

Staff surveys before and after the workshops  
Like the students, ASAP staff completed a short, written survey before the first workshop.   At the 

beginning of the fourth workshop, staff took a different survey.   

The results of the staff survey were significantly different from the student surveys. The majority of the 

staff saw benefits from the program and their comments reinforced the message that the EnTeam 

workshops improved the students’ capacity to resolve conflicts peacefully.  Dr. Samtani presented the 

conclusions in Appendix A. 

ASAP after-school staff at a few sites participated in a pilot project involving staff filling out observation 

sheets during EnTeam workshops.  These data were not comprehensive, but the process showed 

promise.  Dr. Samtani recommended using this approach in the future. 

Recommendations for Future Conflict-Resolution Services 

Continue what is working well 
The first step in continuous process improvement is recognizing what is working well and building on 

existing practices that are effective.  A valuable element of the EnTeam Games is that they give students 

the challenge of thinking creatively about how they can improve their ability to resolve conflicts 

peacefully.  When students are empowered to make choices about how to increase the number of goals 

they can score in collaboration with other teams, the students are learning basic community skills.   

During the debriefing time between games, facilitators ask the students questions about strategies for 

improving the results that they achieve when they collaborate with other students.  The result is that 

students internalize the strategies that improve the outcomes they can achieve when they need to work 

together. 

Adapt to the new normal 
The current turmoil among educators as they struggle to develop plans for the coming school year 

demand that we remain flexible and nimble.  Conflict-resolution skills are needed now more than ever. 

All of us are together against the pandemic.  We need to learn to win together. 

We can put into practice the principles of conflict resolution by listening to each other, experimenting 

with new approaches, evaluating what works, and appreciating one another. 

The feedback we have received from the ASAP staff who have played EnTeam Games online is 

encouraging.  Staff have enjoyed the games and used them to address issues in their work with the 

students.  We can use EnTeam Games to develop our approach to serve the needs of the students, 

families, and educators.  

Collaborate with ASAP leaders to hear their concerns and engage them in developing a conflict-

resolution program that meets the new normal. 
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Home approach – collaboration between parents and staff 
Parents are powerful educators.  Some parents are more effective than others in the ways they develop 

their children.   

The pandemic has forced parents to assume the responsibilities that have often been delegated to 

teachers and after-school staff.   

No one knows what the new school year will take. Therefore, we need to be flexible in designing the 

conflict-resolution program for the coming months.  

Improve the evaluation process 
EnTeam facilitator and program administrators now can collaborate with ARCHS team members and the 

independent evaluator to improve the evaluation.  Some possibilities to consider include the following: 

1. Combine Staff Observation forms created by Courtney Dowdall and the NY observation form 

presented in Appendix C. 

2. Dr. Samtani elaborated on future steps in her report – see Appendix A.   

3. Evaluate the conflict-resolution workshops based on the changes in students’ behavior – not on 

their words.   

a. Use observation sheets to record behavior. 

b. Include classroom teachers and parents in the data gathering process. 

c. Eliminate student self-reporting before and after because of the problems such as 

positive-response bias. 

4. Continue the staff surveys before and after – but improve the survey forms. 
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Appendix A – Independent Program Evaluation 
By Dr. Satabdi Samtani, University of Missouri-St. Louis 

Results from EnTeam Staff survey 2019-2020 

The overall responses from ARCHS site Staff Members definitely indicate to a positive impact 

of EnTeam games on children’s ability to improve on conflict resolution skills. To the overall 

question on if “EnTeam activities helped students learn to resolve conflicts peacefully”, an 

overwhelming 9 in 10 site staff members (nearly 87.5%) indicated that the activities helped 

students. Focusing, on more particular conflict resolution skills in children that site staff 

members were asked to report on in a pre-post survey, they reported on the following 5 areas. A 

total of 78 site staff members took the pre-test survey and 64 took the post-test survey. 

Diagram 1 
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Diagram 2  

 

Diagram 3  
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Diagram 4  

 

 

 

 

 

Diagram 5  
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Key takeaways from the above Bar graphs  

1. On each of the conflict resolution skills visibly clear improvements were made between 

skills reported before and increased ability on those skills later. The Median on all 5 skills, 

moved from 2 (tend to disagree) in the pre-survey to 3 (tend to agree) in the post-survey. 

 

2. A majority of staff responses nearly 80 % agreed that children were faring better on all 5 

conflict resolution skills after participating in EnTeam games.  

 

 

3. All correlations between the 5 conflict resolution skills post-EnTeam games were found to 

be significant, indicating these skills are complementary to each other and not mutually 

exclusive. In other words, staff members observed that, students who display gains do so on 

all aspects of conflict resolution. This finding is consistent with most research findings on 

conflict resolution.  

 

4. Site staff who reported increased skill in a student’s “ability to stop other students from 

being mean”, also reported growth in the student’s “ability of talking another student out of 

trying to fight.” This highlights the importance of communication in difficult situations, and 

the student’s ability to use such skill it in multi-faceted ways. 

 

EnTeam Program Feedback 

A majority of the site staff members, 4 out 5 said they plan to use EnTeam games in the future 

with children.  

Site Staff Comments on Why they would use EnTeam games in the future? 

“Keeps kids engaged and helps them practice team building skills.” 

 

“I plan to use the enteam strategies because the students have to stop and think before 

reacting.” 

“It was nice to see young kids trying to work together as a team instead of being frustrated.” 
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“The games are simple enough to benefit a variety of ages and teaches/reinforces important 

ideas and skills.” 

“The activities were fun and taught valuable lessons.” 

“The EnTeam gives students ways to increase their ability to solve conflicts.” 

 

In summary staff responses also highlighted that a majority 86 % of the staff members had not 

led more than 2 EnTeam games. A future recommendation would be to improve and encourage 

site staff to continue leading the games. Site staff who had previous experience with EnTeam 

games noted, that the games were “Better than last year, the children and staff enjoyed”. To 

conclude in the words of a site staff member, “I believe the program is effective, though I haven't 

seen change in all the kids, I have seen change in some: every little bit helps us.” 

Effectiveness of using student survey feedback from elementary aged children 

The Evaluator for the EnTeam program observed on a site visit that children were having 

considerable difficulty with pre and post surveys they were asked to fill out. Children had 

variation in reading levels and were shy to ask someone for help when they could not read or 

understand a survey question. They were also constantly influenced by each other’s responses. 

Survey responses that asked them to report on how they felt when angry, generated words that 

they were able to spell or had heard one of their peers using. Hence, most of their responses were 

not unique or mutually exclusive.  

The workshop topic also led to a response bias from students, as the survey items asked 

students on their skills and abilities of peacefully resolving, hence leading to higher pre-test 

scores. However, as students learned more information on conflict resolution and teamwork, they 

seemed to have reflected on their previous understanding and such response shifts were unable to 

be captured by the current survey design. As such current student data has data discrepancies of 

varied forms, and when used as program effectiveness measures will lead to incorrect findings 

and conclusions.  In general, data validity and reliability is an issue with children in the 5-10 year 

age group, which a majority of the EnTeam game students were. The recommendation would be 

for an external evaluator to do more program observations as students participate in the games 

and are debriefed, than them responding to surveys.   
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Recommendations for improving EnTeam Conflict-Resolution Skills Workshops 

➢ Discontinue student surveys and ask students to participate in group activities like word 

choices and artwork as examples of their conflict resolving abilities. 

➢ Continue surveying ASAP staff and upgrade pre-post surveys. 

➢ Use external evaluator to make observations on EnTeam games and debriefing with 

students. Suggested observation rubrics could be “Out of School Time” (OST) observation 

instrument or an adaptation of it http://www.pointk.org/resources/files/psaost.pdf (see 

Appendix C). Consider other effective and available program evaluation measures as well. 

➢ Make observations by external evaluator of ASAP staff leading and facilitating EnTeam 

games. 

➢ Modify activities and be prepared to deliver EnTeam games in person and on-line for the 

upcoming academic year 2020-2021.  

http://www.pointk.org/resources/files/psaost.pdf
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Appendix B – Survey Instruments 

Staff survey forms 
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A few staff, because the pandemic prevented their fourth workshop, completed this survey online.  
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Student survey forms 
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Appendix C – Observation form 

ASAP Staff Observation Form 
The following form was introduced in January 2020 and piloted in a few sites.  The staff complained that 

they could not participate in the activities and co-facilitate the games if they were filling out this form 

during the workshops.  One solution could be to fill out the survey after the workshop. 
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New York Out-of-School Time Observation Instrument 
This instrument provides another model for consideration as we plan for the new year. 
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