
‘Undercover	  Teams’	  	  
A	  Restora*ve	  and	  	  

Re-‐Storying	  an*-‐bullying	  
interven*on	  



The	  Three	  Undercover	  Team	  
Members	  
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Traditional	  approaches	  to	  bullying	  
 Most	  common	  approach	  is	  puni*ve	  and	  usually	  involve	  the	  
iden*fica*on	  of	  a	  perpetrator(s)	  and	  a	  vic*m,	  isola*ng	  the	  
perpetrator	  and	  applying	  punishment	  

  Implica*on	  (hidden	  curriculum)	  is	  that	  the	  right	  to	  bully	  is	  
reserved	  for	  those	  in	  authority	  

  Rela*onships	  are	  not	  transformed	  or	  restored	  

  Resentment	  of	  authority	  a	  more	  likely	  outcome,	  revenge	  likely	  

  Punishment	  of	  bullies	  has	  limited	  effect	  



Covert	  bullying	  

	  A	  recent	  	  Australian	  study	  found	  that	  covert	  bullying	  has	  the	  
poten*al	  to	  result	  in	  more	  severe	  psychological,	  social	  and	  
mental	  health	  problems	  than	  overt	  bullying	  and	  is	  more	  
difficult	  to	  detect	  and	  eliminate.	  



School	  culture	  of	  
covert	  bullying	  

Ineffec*ve	  teacher/
parent	  response	  
(minimising	  

seriousness,	  fobbing	  
off,	  advice	  giving)	  

Inac*on	  enfeebles	  
young	  person	  

Students	  believe	  that	  
school/classroom	  
culture	  condones	  

bullying	  

Vic*m	  of	  bullying	  less	  
likely	  to	  report,	  suffers	  

in	  silence	  



The	  Bullies	  Suffer	  Too	  
• Many	  of	  those	  bullying	  are	  locked	  into	  an	  
iden*ty	  trajectory	  that	  they	  cant	  escape	  from	  
•  Interferes	  with	  their	  learning,	  rela*onships	  
• More	  likely	  to	  have	  difficulty	  maintaining	  
rela*onships	  
• More	  likely	  to	  abuse	  partners	  and	  children,	  
alcohol	  and	  drugs	  in	  later	  years	  
• More	  likely	  to	  have	  a	  criminal	  convic*on	  by	  age	  
24	  



The	  “Story”	  in	  the	  story	  
•  Our	  lives	  are	  “mul*-‐storied’	  

•  No	  single	  story	  defines	  a	  person	  
•  A	  range	  of	  stories	  are	  available	  to	  people	  
•  Stories	  are	  shaped	  by	  history	  and	  culture	  
(family)	  

•  Stories	  are	  events,	  in	  a	  sequence,	  across	  *me	  
and	  have	  plots,	  themes	  and	  trajectories	  

•  Stories	  shape	  our	  lives	  
•  Our	  stories	  have	  effects	  and	  impacts	  on	  the	  
world	  

•  Stories	  are	  supported	  by	  audiences,	  and	  by	  
telling's	  and	  re-‐tellings	  

•  Stories	  have	  stock	  story	  lines	  e.g.	  the	  schoolbully	  



What	  are	  Undercover	  Teams?	  
• 6	  students	  recruited	  by	  the	  vic*m	  of	  
bullying	  including	  2	  “worst”	  bullies	  
• Best	  if	  combina*on	  of	  ethnici*es	  and	  
equal	  gender	  mix	  
• 4	  students	  with	  pres*ge	  and	  influence	  in	  
the	  class	  and	  2	  “bullies”	  
• Formed	  for	  the	  sole	  purpose	  of	  elimina*ng	  
bullying	  then	  disbanded	  when	  task	  is	  
completed	  



What	  are	  Under	  Cover	  Teams	  
not?	  

• Not	  group	  counselling	  
• Not	  media*on	  
• Not	  group	  work	  
• Not	  conflict	  coaching	  
• Not	  community	  circle	  
• Not	  about	  blame	  
• Not	  about	  deficit	  
• Not	  about	  the	  counsellor	  as	  expert	  
• Not	  about	  finding	  the	  causes	  



Undercover	  Teams	  address	  the	  
limitations	  of	  punishment	  

• Enhance	  the	  classroom	  and	  school	  
community	  
• Honour	  the	  young	  peoples’	  ability	  to	  solve	  
their	  own	  problems	  in	  their	  own	  way	  
• Accept	  include	  and	  encourage	  diversity	  
• Provide	  young	  people	  with	  an	  opportunity	  to	  
act	  (capacity	  building)	  

• Restore	  rela*onships	  damaged	  by	  bullying	  



Undercover	  Teams:	  	  
How	  Do	  They	  Work?	  

  Vic*m	  ,	  counsellor	  and	  teachers	  
together	  recruit	  a	  group	  of	  influen*al	  
students	  who	  will	  support	  the	  vic*m	  
of	  bullying	  and	  simultaneously	  
influence	  the	  class	  by	  co-‐authoring	  
an	  alterna*ve	  story	  and	  restore	  
rela*onships	  



Undercover	  Teams:	  	  
How	  Do	  They	  Work?	  

Bullying	  students	  are	  offered:	  	  
•  a	  new	  pro-‐social	  ‘iden*ty’	  
•  support	  to	  develop	  that	  iden*ty	  
•  anonymity	  to	  gain	  confidence	  with	  that	  
iden*ty.	  

•  a	  new	  understanding	  of	  the	  impact	  of	  their	  
ac*ons	  

•  Asser*ve	  students	  (	  bystanders)	  are	  given	  a	  
framework	  in	  which	  to	  act.	  



The	  Steps	  -‐	  A	  Calendar	  
Day	  1.	  Interview	  the	  vic*m	  by	  him/herself	  (20	  min)	  	  	  	  	  Complete	  

the	  form	  together	  if	  appropriate	  for	  UT	  approach	  
Day	  2.	  Assemble	  the	  Undercover	  team	  -‐	  let	  them	  begin	  their	  plan	  

(40	  min).	  	  Teachers	  of	  core	  class	  informed	  of	  existence	  and	  
purpose	  of	  team	  

Day	  5.	  Check	  in	  with	  the	  vic*m	  to	  establish	  progress	  (10	  min)	  	  
Check	  with	  the	  teachers	  

Day	  7.	  Meet	  the	  Undercover	  team	  to	  check	  their	  progress	  and	  give	  
encouragement	  (10	  min)	  

Day	  9.	  Check	  in	  with	  vic*m	  to	  monitor	  progress	  
Day	  14.	  Meet	  the	  Undercover	  team	  again	  to	  plan	  for	  the	  long-‐term

(10	  min)	  



Day	  1:	  	  Interview	  the	  Victim	  
•  Outline	  the	  Undercover	  Team	  approach	  as	  an	  

op*on	  for	  the	  vic*m	  -‐	  explain	  that	  punishment	  is	  
not	  involved	  and	  if	  it	  is	  appropriate….	  

•  Establish	  what	  has	  happened	  (the	  story)	  
•  Work	  with	  the	  vic*m	  to	  fill	  out	  the	  Undercover	  

Team	  sheet,	  including	  the	  selec*on	  of	  the	  support	  
group	  

•  Include	  the	  teachers	  in	  the	  plan	  (and	  parents	  if	  
young	  person	  gives	  permission)	  



•  (Select	  children	  who	  can	  keep	  a	  secret)	  
•  6	  students	  chosen	  by	  the	  vic*m	  of	  bullying	  including	  2	  
“worst”	  bullies	  

•  Best	  if	  combina*on	  of	  ethnici*es	  and	  equal	  gender	  mix	  

•  4	  students	  with	  pres*ge	  and	  influence	  in	  the	  class	  together	  
with	  the	  2	  “bullies”	  

•  Formed	  for	  the	  sole	  purpose	  of	  elimina*ng	  bullying	  then	  
disbanded	  when	  task	  is	  completed	  

  “Vic*m”	  helps	  select	  the	  team	  together	  with	  counsellor	  

  Teachers	  consulted	  about	  the	  composi*on	  of	  the	  team	  



Guiding	  the	  “Victim”	  
• Vic*m	  of	  bullying	  usually	  will	  have	  ligle	  
confidence	  that	  others	  will	  want	  to	  help	  and	  
whether	  or	  not	  it	  will	  work	  
• Can	  use	  archives	  to	  reassure	  student	  
•  Student	  informed	  that	  teachers	  of	  core	  classes	  
consulted	  about	  the	  composi*on	  of	  team	  and	  
included	  in	  the	  process	  
• Vic*m	  of	  bullying	  must	  keep	  the	  Undercover	  
Team	  a	  secret	  
•  Student	  told	  that	  UT	  members	  will	  receive	  a	  
voucher	  and	  Principals'	  cer*ficate	  when	  the	  
bullying	  has	  gone	  







• Young	  people	  will	  be	  confused	  and	  oien	  
worried	  

• Facilitator’s	  tone	  is	  one	  of	  consulta*on	  and	  
helplessness	  rather	  than	  anger	  and	  blame	  
• Facilitator	  suggests	  working	  together	  to	  co-‐
author	  a	  new	  story	  

• No	  individual	  is	  “outed”	  or	  blamed	  



The	  First	  UT	  Meeting	  

• Both	  bullies	  and	  ‘observers’	  will	  be	  probably	  be	  
ashamed	  (provided	  the	  school	  ‘culture’	  does	  not	  
support	  bullying)	  
•  Some	  confessions	  may	  be	  heard	  
• Perpetrators	  of	  bullying	  will	  oien	  look	  for	  	  a	  ‘way	  
out’	  and	  try	  to	  blame	  others	  
•  ‘Bystanders’	  will	  see	  an	  opportunity	  to	  act	  
• All	  students	  will	  probably	  be	  unsure	  what	  to	  do	  
next	  



The	  5	  point	  plan	  

•  Magic	  ques*on:	  
“If	  you	  were	  going	  through	  the	  same	  thing,	  what	  would	  make	  a	  
difference	  for	  you?”	  

•  Simple,	  prac*cal,	  achievable	  ideas	  best	  
•  Different	  people	  can	  do	  different	  tasks	  
•  Plan	  for	  the	  reac*on	  of	  those	  not	  included	  in	  the	  support	  group	  
•  Plan	  for	  secrecy	  
•  ‘Friendly	  rather	  than	  ‘friends’	  





Monitoring	  
• Dominant	  story	  line	  of	  bullying	  dislodged	  	  
and	  subverted	  through	  the	  ac*ons	  of	  the	  
UT	  
• New	  story	  line	  is	  grown	  throughout	  the	  life	  
of	  the	  Undercover	  Teams	  and	  documented	  
through	  this	  monitoring	  process	  
• New	  frameworks	  of	  meaning	  created	  
about	  bullying	  and	  suppor*ve	  behaviours	  



Day	  5:	  Checking	  in	  with	  	  
the	  Victim	  

A	  chance	  to	  check	  that:	  
•  The	  support	  group	  is	  s*cking	  to	  the	  plan	  
•  The	  vic*m	  is	  open	  to	  the	  group’s	  efforts	  

•  Feedback	  from	  support	  team	  
•  The	  vic*m	  is	  maintaining	  secrecy	  

•  Check	  also	  with	  teachers	  of	  any	  posi*ve	  changes	  in	  class	  
rela*onships	  



Checking	  in	  with	  the	  Team:	  
Oirst	  progress	  report	  (Day	  7)	  	  

• An	  opportunity	  to	  check	  on	  progress	  
• Review	  the	  plan	  and	  enquire	  how	  the	  team	  has	  
been	  doing	  

• Check	  commitment	  to	  the	  plan	  	  
• Plan	  for	  long	  term	  strategies	  
• Ask	  for	  sugges*ons	  they	  might	  pass	  on	  to	  the	  
target	  of	  the	  bullying	  



Days	  7	  and	  14:	  UT	  Follow-‐Up	  
Process	  

• Give	  acclaim	  where	  possible	  
• Nurture	  the	  group	  for	  future	  interven*ons	  
• Feedback	  teachers	  observa*ons	  
• Feedback	  	  



Checking	  in	  with	  the	  
victim	  	  
(Day	  9)	  

• Give	  feedback	  from	  UT	  to	  “vic*m”	  

• Plan	  for	  future	  ac*ons	  
• Find	  out	  if	  bullying	  has	  gone	  
• Discuss	  what	  s*ll	  needs	  to	  be	  done	  if	  more	  work	  is	  needed	  by	  
the	  team	  

• Evalua*on	  form	  completed	  if	  bullying	  eliminated	  

• “Vic*m”	  encouraged	  to	  tell	  parents	  	  of	  UT	  work	  





DeOinitional	  Ceremony	  
•  Future	  ac*ons	  discussed	  
•  New	  storylines	  revised	  
•  Retelling	  of	  new	  story	  of	  transformed	  rela*onships	  by	  
students	  

•  Planning	  for	  long	  term	  change	  

•  Principal’s	  Cer*ficates	  given	  out	  
•  Tuck-‐shop	  vouchers	  given	  out	  
•  Evalua*on	  forms	  completed	  by	  UT	  



Hallmarks	  of	  Undercover	  Teams	  	  



Undercover	  Teams	  
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