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Dr. Victoria L. Bernhardt is Executive Director of the Education for the 
Future Initiative, located in Chico, California, whose mission is to build the 
capacity of learning organizations at all levels to gather, analyze, and use 
data to continuously improve learning for all students. She is also a 
Professor (currently on leave) in the College of Communication and 
Education at California State University, Chico. 

Dr. Bernhardt works with learning organizations all over the world to 
assist them with their continuous improvement and data analysis. She is 
the author of 15 books, all published by Eye on Education. Her latest book 
is Response to Intervention (RtI) and Continuous School Improvement (CSI): 
Using Data, Vision, and Leadership to Design, Implement, and Evaluate a 
Schoolwide Prevention System. 
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Multiple Measures of Data
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Over time,
student learning data
give information about
student performance on
different measures.

Tells us:
The impact of the program on
student learning based upon
perceptions of the program
and on the processes used.

Over time,
perceptions
can tell
us about
environmental
improvements.

Tells us:
What processes/
programs work best
for different groups
of students with respect
to student learning.

Tells us:
If a program is making
a difference in student
learning results.

Tells us:
The impact of
student perceptions
of the learning
environment on
student learning.

Over time,
school processes
show how
classrooms
change.

Tells us:
Student participation
in different programs and
processes.

Tells us:
What processes/programs
different groups of
students like best.

Allows the prediction of
actions/processes/programs
that best meet the learning
needs of all students.

Over time,
demographic
data indicate
changes in the
context of
the school.

Tells us:
The impact of
demographic factors
and attitudes about the
learning environment
on student learning.

Tells us:
If groups of students
are “experiencing
school” differently.
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INPUTINPUT
Data elements that describe the “givens”
that are usually beyond our immediate
control.

Elements that describe the actions learning
organizations plan for and implement to get
the outcomes they are striving to achieve,
given the input.

The data elements that describe the results
of a learning organization’s processes.

PROCESSPROCESS

OUTCOMEOUTCOME

Schools are perfectly designed
to get the results they are
getting now. If schools want
different results, they must
measure and then change their
processes to create the
results they really want.

MEASURING WHAT WEMEASURING WHAT WE
DO IN SCHOOLSDO IN SCHOOLS

“How can anyone be sure that a
particular set of new inputs will
produce better outputs
if we don’t at least study
what happens inside?”

Paul Black and Dylan Wiliam
Beyond the Black Box

EVALUATINGEVALUATING
PROGRAMS AND PROCESSESPROGRAMS AND PROCESSES
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Key:Key:  LOGICLOGIC

 How can it be measured?

 What do you want the
process to look like?

EVALUATING PROCESSESEVALUATING PROCESSES

Determine what

you want to

measure, e.g.,

CURRICULUM.CURRICULUM.

EVALUATING PROCESSESEVALUATING PROCESSES

What you want it to look like—

 Continuum of learning that
makes sense for students.

 Aligned to the standards and
grade-level expectations.

 Implemented in
every classroom.

EVALUATING PROCESSESEVALUATING PROCESSES
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If you are not monitoring

and measuring program

implementation, the

program probably

does not exist.

EVALUATINGEVALUATING
PROGRAMS AND PROCESSESPROGRAMS AND PROCESSES

Everything

we do is a

PROCESS.

 Assess what is really being
implemented.

 Understand how we
get our results.

 Determine the cause of
a problem or challenge.

FLOWCHARTING SCHOOL PROCESSESFLOWCHARTING SCHOOL PROCESSES
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 Build common understandings 
of a whole process.

 Communicate process related
information visually.

 Provide a way to monitor 
and update processes.

FLOWCHARTING SCHOOL PROCESSESFLOWCHARTING SCHOOL PROCESSES

Process maps or flow charts

are composed of a relatively

standardized set of symbols.

PROCESS FLOWCHARTSPROCESS FLOWCHARTS
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In this PLC structure, the learning community

teams—

1. Review what they want students to
know and be able to do, and how they
will know when the students have
learned it.

2. Assess what students know now.

3. Determine the best strategies to help
students reach those end-of-course/end
of-year expectations.

4. Given #2 and #3 above, identify
professional learning and other resources
that will help teachers ensure all
students’ learning.

5. Observe each other and provide
feedback, knowing that they can only
improve with practice and feedback.

6. Review teaching observation feedback
with the student assessment results.

7. Collaborate to determine what needs to
change to get different results through
problem-solving strategies and deeper
analysis.

8. Finally, evaluate the PLC structure to
ensure that its intention of improving
teaching and learning is achieved.

THE PROCESS OF USING DATA IN
PROFESSIONAL LEARNING COMMUNITIES

© Education for the Future, Chico, CA (http://eff.csuchico.edu)

How will teachers
collaborate to

problem solve and
incorporate new

strategies?

Professional Learning
Communities,

Leadership
Structures, Problem

Solving, Data
Analysis

What do we want
students to learn?

How will we know if
they have learned it?

What do students
know now? What
do we do if they
already know it?

What strategies
will get us to

the outcomes?

Do we need
professional learning
or other resources?

Is what is being
implemented

working? How are
students doing?

How effective are
the coaching, PLCs?

Grade-Level
Expectations,

End-of-Year
Assessment

Diagnostics

Curriculum,
Instructional

Strategies,
Planning

Need for More
Learning or

Different
Resources?

Monitoring
and Evaluation;

Reviewing Student
Work; Ongoing

Assessment

Monitoring
and  Evaluation

What is being
implemented?

Walk Throughs,
Observations,

Feedback
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CONTINUOUS IMPROVEMENTCONTINUOUS IMPROVEMENT

is the process of using

data to continually improve

all aspects of the

learning organization.

http://eff.csuchico.edu/download_center/http://eff.csuchico.edu/download_center/

DownloadDownload
Measuring SchoolMeasuring School
ProcessesProcesses article article

for more informationfor more information

MeasuringProcesses.pdfMeasuringProcesses.pdf

THANK YOU!THANK YOU!

Victoria L. BernhardtVictoria L. Bernhardt
Executive Director,Executive Director,

Education for the FutureEducation for the Future
vbernhardt@csuchico.eduvbernhardt@csuchico.edu
http://eff.csuchico.eduhttp://eff.csuchico.edu
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PROCESS/SYSTEM OUTCOME/RESULTSINPUT/GIVENS

Leadership/
Policies

Curriculum

Parent–
Community

Relationships

Program Offerings
and Access

Physical
Environment

Student
Achievement

Results

Student and
Teacher

Attendance

Student
Behaviors

Student
Background

Learning Styles
Preferences

Teaching Styles
Preferences

Staff Background
and Qualifications

Perceptions:
Preconceived

Notions,
Expectations

Student Attitudes

Graduation Rates
Dropout Rates

Teacher Attitudes

Student Careers

Student Success
in College

Core Values
and Beliefs

Purpose,
Mission,

and Vision

Parent–Community
Characteristics

Student
Learning Standards

Parent–Community
Attitudes

District / School
Climate

Professional
Learning, Planning,
and Collaboration

Staffing
Assignments

Assessment
Strategies and

Materials

Instructional
Strategies and

Materials

Financial
Allocations
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