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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 (Rtl) and Continuous School Improvement (CSI):
Using Data, Vision, and Leadership to Design, Implement, and Evaluate a
Schoolwide Prevention System.
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INPUT

Data elements that describe the “givens”
that are usually beyond our immediate

control.

PROCESS

Elements that describe the actions learning

organizations plan for and implement to get
the outcomes they are striving to achieve,
given the input.

OUTCOME

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

MEASURING WHAT WE

DO IN SCHOOLS

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.

EVALUATING
PROGRAMS AND PROCESSES

“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
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EVALUATING PROCESSES

Key: LOGIC

= What do you want the
process to look like?

» How can it be measured?

EVALUATING PROCESSES

Determine what

you want to

measure, e.g.,

CURRICULUM.

EVALUATING PROCESSES

What you want it to look like—

= Aligned to the standards and
grade-level expectations.

= Continuum of learning that
makes sense for students.

= Implemented in
every classroom.
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MEASURING PROCESSES TABLE

What do we want the process to look like?

How can it be measured?

for learning

grade level expectations, and summative
assessments.

Curriculum J Aligned to the standards and grade level + Curriculum mapping
expectations; continuum of learning that makes | ¢ Process flowchart
sense; interesting; implemented in every ¢ Classroom/teacher observations
classroom. ¢+ Student achievement results
(student data and student work)
+ Staff, student, parent, and standards
questionnaires
¢+ Vision assessment tool
Instruction || Agreed upon strategies implemented in every | ¢ Process flowchart
classroom, including small and large group + Classroom/teacher observations
instruction, flexible groupings, differentiated | ¢ Student achievement results
instruction, scheduling, designed to meet the (student data and student work)
needs of whom the school has as students. + Staff and student questionnaires
¢+ Vision assessment tool
Assessments [ Formative assessments aligned to the standards, | ¢ Process flowchart

¢ Classroom/teacher observations

¢+ Student achievement results
(student data and student work)

+ Staff and student questionnaires

¢+ Vision assessment tool

implement the vision; supportive of all staff,
students, and parents; supports the continuous
improvement of the organization and all
personnel.

Staff Teachers meet in teaching teams to plan lessons, | ¢ Staff questionnaire

collaboration § to review student progress (student dataand | ¢ Vision assessment tool
student work), to improve the implementation | ¢ Leadership structure
of the vision, and to adapt processes.

Environment J Students feel like they belong, are challenged, | ¢ Student, staff, and parent questionnaires
are cared for, etc. + Demographic data that indicate how students
Teachers feel supported and that they are and staff are treated, such as attendance,
working in a collaborative environment; teachers tardies, behaviors, and discpline
have high expectations for students and believe
all can learn.
Parents feel welcome at the school, and know
what they can do to support their child’s learning;
effective home-school communications.

Leadership Leadership structure that helps everyone + Student and staff questionnaires

¢+ Leadership structure that helps everyone
implement the vision
+ Evaluation tools and strategies
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EVALUATING

PROGRAMS AND PROCESSES

If you are not monitoring

and measuring program

implementation, the

program probably

does not exist.

Everything

we do is a
PROCESS.

FLOWCHARTING SCHOOL PROCESSES

= Assess what is really being
implemented.

= Understand how we
get our results.

= Determine the cause of
a problem or challenge.
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FLOWCHARTING SCHOOL PROCESSES

= Build common understandings
of a whole process.

= Communicate process related
information visually.

= Provide a way to monitor
and update processes.

PROCESS FLOWCHARTS

Process maps or flow charts

are composed of a relatively

standardized set of symbols.
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MARYLIN AVENUE’S SHARED VISION FLOWCHART

Schoolwide data team reviews each grade level’s
goals, plans, and data from literacy battery
three times a year. Schoolwide data team
determines needed improvements in strategies/
programs, effectiveness, and alignment.

Is student
proficient with

\ 4

Grade-level teams ensure that every teacher
understands, shares, and is committed
to the school vision and mission.

y

Grade-level teams identify essential
standards for each curricular area.

v

Grade-level teams unwrap each essential
standard for each curricular area.

Curriculum is mapped and paced for the year.

A\

Learning objectives are created based on the
attainment of essential standards assessment.

v

CFAs (Common Formative Assessments) are
created for each essential standard and are
administered every 2 to 3 weeks.

A pre-assessment is admistered;
the data are collected and charted.

Y

Strengths and obstacles from the
pre-assessment are analyzed.

v

Goals are set.

v

Instructional strategies are
brainstormed and selected.

A\ A

Teachers ensure student understanding of
the importance of learning objectives.

v

Teachers teach each essential standard.

v

Teachers administer a post-assessment
of each essential standard; the data
are collected and analyzed.

the standard?

Yes

In addition to regular classroom instruction, teachers re-teach
each essential standard in a differentiated and targeted manner
to meet the needs of the individual student.

Is student
proficient with
he standard?

Yes

\/

In addition to regular classroom instruction, more intensive groups
are used to support lower-achieving students in small groups.

Is student
proficient with
he standard?,

Yes

Continue with regular classroom instruction.

In addition to regular classroom instruction, smaller, more intensive
groups are used to support lower-achieving students in small groups.

Y

Is student
proficient with
the standard?

Yes

Pre-referral team (PRT) meets with resource
specialist, classroom teacher, Title 1
teacher, and parent—if possible.
Investigate and implement strategies.

Yes

Refer to special education
referral team (SpeRT).

Special education
evaluation begins.

SpeRT accept
referral?

Continue level
2 and level 3.
Seek additional
support PRT
recommends.

Add SpeRT

recommendation

student
eligible for
Special

ducation?,

Yes

IEP developed.
Services begin as
outlined in IEP.
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Example:

Grade 3 Reading Response to Intervention

Are
students on
grade level?

IEP developed. Services
begin as outlined in IEP.

BPST~DRA ~CST Yes . Classroom Instruction
1. Comprehension (below 60%) o Level 1
2. Literacy analysis A
3. Word analysis/
vocabulary
No
I L2 and L3 students must receive classroom-based L1 instruction. I
Address T
next priority — - -
i > I Prioritize needs: Assign to L2 support (4-6 students/10 sessions). I
Yes Yes
P Additional concerns Passed No additional concerns
D CFA? "
No
I L2 unsuccessful. Repeat L2 (4-6 students/10 sessions). I
Yes Yes
P Additional concerns Passed No additional concerns _
- CEA? o
No
L2 unsuccessful. Continue L2 (4-6 students/10 sessions).
Add L3 (1-2 students/10 sessions).
Yes Yes
_ Additional concerns Passed No additional concerns _
- CFA? -
No
I L3 unsuccessful. Continue L2 and L3 interventions. I
Yes Yes
Additional concerns Passed No additional concerns
A CFA? o
No
Pre-Referral Team meets with Resource Specialist, Classroom Teacher, Title 1
Teacher, and Parent—if possible. Investigate and implement strategies.
KEY—
L1: Level 1 instruction and intervention Could Yes R
. . L efer to
L2: Level 2 interventions “—> this child have SpeRT.
L3: Level 3 interventions a disability?
Special Education
BPST: Basic Phonic Skills Test No evaluation begins.
CFA: Common Formative
Assessments
CST: California State Continue L2
Standards Test ) and L3. Seek Is student Yes
DRA: Developmental Reading additional support eligible for
SoeRT: glsses.srlnezt ) PRT recommends. Add SpeRT Special Educationg
peRT: pecial Education recommendation
Referral Team
IEP: Individualized No Pussed
Education Program asse
CFA?
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High School Process Flowchart

Eighth-grade
student enters
ninth grade

Following
Student Student
took Algebra enrolls in cosnlfllgi::is(leof
in the eighth Algel.)rahas course, student
grade? a mgt will be
grager assigned to
next Math
course as

Passes

Student can choose, No Student is enrolled

Algebra . .
with teacher Proficiency in Intervention
recommendation Test? course

Student
passes
assessment
above
50%?

Math
> | workshop

Honors
Geometry

Student Student
Student passes assigned to
Continues Student assigned to short-cycle? < Mastery
with course fails grading Math QSsessment Algebra
until period? workshop

completion

Student

Student t
leaves Math Student assigned to
workshop, passes Algebra IT
<~ and short-cycle or Integrated
continues in assessment? Algebra and
regular class Geometry [
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THE PROCESS OF USING DATA IN
PROFESSIONAL LEARNING COMMUNITIES

tarctione I e et In this PLC structure, the learning community
End-of-Year ® How will we know if teams—
Assessment B they have learned it?
1. Review what they want students to
What do students kr_10w and be able to do, and how they
Diagnostics know now? What will know when the students have
do we do if they .
already know it? learned it.
2. Assess what students know now.
Curriculum .
Lo What strategies ) )
'”sst[;‘aiggi’;";" will get us to 3. Determine the best strategies to help
Planning {he outcomes? students reach those end-of-course/end
of-year expectations.
Need for More . . .
Learning or Do we need 4. Given #2 and #3 above, identify
Different professional learning ) .

Resources? [ OF other resources? professional learning and other resources
that will help teachers ensure all
students’ learning.

Walk Throughs, .
: What is being .
Obs‘;';}’:é'boaﬁ implemented? 5. Observe each other and provide
feedback, knowing that they can only
Monitori Improve with practice and feedback.
and Evc;rI]LIJtach)mq Is what Is being
Reviewing Student f| | TRPETENSC 6. Review teaching observation feedback
Work; Ongoi T .
R somotd | students doing? with the student assessment results.
7. Collaborate to determine what needs to
Professional Learni : .
O Communities How will teachers change to get different results through
structures 2dership ¥ problem solve and problem-solving strategies and deeper
i incorporate new ;
SoIvnEr,]al?;tiz Strategies? analysis.
8. Finally, evaluate the PLC structure to
Monitoring | How effective are ensure that its intention of improving

and Evaluation

the coaching, PLCs?

teaching and learning is achieved.
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CONTINUOUS SCHOOL IMPROVEMENT FRAMEWORK

I Demographics
:  District Who are we?
. *Schools
| *Students
1+ Staffs
I« Community
1

1

1

1

1

1

Perceptions

How do we

 Culture do business?
Where « Climate
* Values
are we - - - - - : and Beliefs
now? I )
1 Student Learning
I+ Summative How are our
'« Formative students doing?
: * Diagnostic
1
1 School Processes
1 * Curriculum
I < Instruction
! * Assessment What are
1 our processes?
,  * Programs
J o o o e e e e e e -
____________ -
1
Why do Purpose 1
we exist? Mission :
! Where do
- - - - we want
Vision : to be?
Where do we Goals 1
want to go? Student !
Expectations 1
fmmm e
How did 1 Difference between
I where we are now and Wh h
we get ' where we want to be at are the
————a o gaps and
to where 1 Contributing their causes?
2 I Cause Analysis
we ares Ve L
How can we Action Plan :
get to where ) g:’;fggt;‘gs |
) .
we want to be? i " qu are we
* Budget . ___ going to get
Implementation ! to where we
Strategies !
How will we « Leadership : want to be?
implement? * Professional Learning |
* Partnerships 1
Is what we R
are doing 1 Formative and How will
. E— Summative we evaluate
makmg a ! Evaluation our efforts?

difference? P
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CONTINUOUS IMPROVEMENT

is the process of using

data to continually improve

all aspects of the

learning organization.

Download
Measuring School

Processes article
for more information

MeasuringProcesses.pdf

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

THANK YOU!

Victoria L. Bernhardt
Executive Director,
Education for the Future
vbernhardt@csuchico.edu
http://eff.csuchico.edu
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INPUT/GIVENS —— PROCESS/SYSTEM —» OUTCOME/RESULTS

Student
Background

Staff Background
and Qualifications

Parent-Community
Characteristics

Perceptions:
Preconceived
Notions,
Expectations

Learning Styles
Preferences

Teaching Styles
Preferences

Core Values
and Beliefs

Student
Learning Standards

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

Purpose,
Mission,
and Vision

Leadership/
Policies

Program Offerings
and Access

Staffing
Assignments

Instructional
Strategies and
Materials

Assessment
Strategies and
Materials

Professional
Learning, Planning,
and Collaboration

Parent—
Community
Relationships

Physical
Environment

Financial
Allocations

Student
Achievement
Results

Student and
Teacher
Attendance

Student
Behaviors

Student Attitudes
Teacher Attitudes

Graduation Rates
Dropout Rates

Student Careers

Student Success
in College

Parent-Community
Attitudes

District / School
Climate
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