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Educating our children is one of the most human and

most familiar activities that we as a society undertake.

Yet, it remains one of our least well-understood enterprises.
While much has been learned about what works in schools
and what does not—that is, what exemplary practices look
like and what constitutes damaging practice—many of
our most accomplished teachers are often surprised about
the wide range in the levels of competency among their
students. With cognitive research just beginning to provide
us with a window on how the young and the old learn, we
do not have all the answers about how to run a first-rate

school or how to help all students reach their potential.

Teaching and learning remain a mixture of art and science,
of trial and error, and, when executed well, of gradually
improving and perfecting one’s practice as well as the cur-
riculum and culture of the school. There are no cookbook
recipes on the shelf that can be applied to assure that the
result will be satisfactory in the wide variety of contexts

that characterize American education today.

Given this situation, it is not surprising that educators do
not usually rush to quantify the critical aspects of school-
ing, nor do they particularly trust those who do or the
results of their efforts. This suspicion is natural, given the
issues under consideration and is probably quite healthy,
as education data often provide a patina of certainty that
is not well deserved. However, being blind to the underly-

ing truths that often exist in quantitative measures is

shortsighted. In fact, precisely because the mysteries,
charms, and beauty of education often mask what is hap-
pening and why particular results occur, be they positive
or negative, quantitative analyses can be a powerful tool.
If applied well, such analytical work can uncover what is
occurring beneath the surface in our schools. It can alert
us to unexpected triumphs and to unforeseen problems.
It can tell us if new initiatives are having their desired
effects, are provoking a set of unintended consequences,
or both. We can learn if implementation of promising
ideas is proceeding as planned or is being compromised
by unexpected changes in the school district. And, as we
seek to educate our children in a manner that emphasizes
both excellence and equity, we can develop measures that

assure we do no harm.

The development of At Your Fingertips was grounded in
these beliefs—that well-organized quantitative knowledge
about how schools operate and what students know and
are able to do can be extraordinarily powerful. At a time
when it is popular to distrust data, to take the position
that statistics can be made to support any stance, the
authors of this workbook believe that ignoring the hard
reality that education statistics often present does a
tremendous disservice to our children and our communi-
ties. At a time when education is widely understood to be
the key to a healthy and prosperous future, those who lead
our schools, who are responsible for educating the nation’s
youth, and the public at large, need the best tools available
to gauge accurately how well schools are functioning and
how well our children are learning. Consequently, Az Your
Fingertips is designed to help school people systematically
marshal valid,> reliable, and trustworthy data in a manner
that will allow them to think clearly about how they
might most effectively dedicate their knowledge, skills,
and energies to the common purposes and responsibilities

they share for educating the nation’s youth.

£
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At Your Fingertips does not assume that a particular peda-
gogical approach that is working well for a school in
Chicago is going to be the best approach in Little Rock,
or that organizational arrangements that appear highly
effective in Tucson will translate well to those in Balti-
more, although they well might. What it does assume is
that professionals who work in our schools have a com-
mon interest in seeing that all students succeed, and that
committed professionals working together can both devise
sound instructional approaches that fit well with the tradi-
tions, history, culture, and demographics of the school;
with the knowledge and skills of the student body; and
with the faculty’s own goals, values, talents, and beliefs;
and, concurrently, design performance measurement sys-
tems that are compatible with these perspectives. Az Your
Fingertips is also built on the presumption that much of
the data needed to make this happen already reside nearby
in school and district offices, in teachers’ own records, and
in readily accessible public data banks. Not infrequently,
such resources are overlooked and undervalued because
they have been created to satisfy someone else’s agenda.
Schools regularly receive orders to produce what seem like
great mounds of data, be it in the form of student tests or
attendance records or budgets. However, while school peo-
ple left to their own devices might not choose to devote
their scarce time to such pursuits, this information, when
organized well and joined with other useful data, can

often be turned to the school’s advantage.

At Your Fingertips seeks to do just this. We think it can
achieve this result—first, by providing an orderly process
for considering the various factors that can contribute to a
powerful performance measurement system, and second,
by sharing our knowledge about the core characteristics of
a sound system and a set of promising approaches to data
analysis that can “bring statistics to life” and help both

educators and the general public have a richer apprecia-

PREFACE

tion of how well schools are satisfying their missions. The
news will not always be good, but bad news is better than

ignorance.

A school that is willing to examine itself critically is one
that will increase the odds that its students will succeed.
Such a school will also find that it has a new and effective
means to communicate in a very powerful way with its
parents, others in the system, and the community at large.
In fact, just sharing information about how the school is
functioning is such an unusual act that it will often yield a
measure of good will that is invaluable to efforts to test
new curricular and instructional approaches. Internally,
the availability of such information can lead to a new and
healthy conversation among the faculecy—one that pro-
motes reflection on practice, healthy skepticism about
trendy ideas, and a school culture that values professional
knowledge and expertise and finds ways to channel and

use it to yield the greatest good for the greatest number.

At Your Fingertips has been created to support grass roots,
bottom-up education improvement strategies that depend
on the initiative, commitment, and energy of front-line
professionals. It is up to the users to decide what is impor-
tant, what are their school’s highest priorities, and how
much time can be allocated to building a meaningful
system. While top-down reforms can be effective, by
themselves they are unlikely to be a sufficient response

to the demands for excellence and equity the nation faces
today. Because well-intentioned state and national efforts
to hold students to high standards need to be comple-
mented by a host of ongoing local actions, finding ways to
encourage, support, and reward home-grown local school
improvement initiatives is crucial. Az Your Fingertips can
contribute to such efforts since it assists in the planning
and monitoring of significant departures from the status

quo. Taking calculated risks in the interest of children has

PAGE 1V



E

O

RIC

typically not been encouraged in American schools, while
playing it safe has been. If this publication can play a role
in righting this balance, its authors will know their time

has been well spent.

Today, our schools face the toughest of challenges—pro-
viding a quality education not only for an elite few but
also for the entire student body. Such an education should
prepare young people to participate fully in our democrat-
ic institutions and to live productive and rewarding lives
in a world where science and technology play increasingly
dominant roles. To meet this challenge head-on, schools

cannot sit back and coast. We hope that At Your Fingertips

Aruitoxt provided by Eic:

will reward those educators who are committed to
building better futures for the youngsters in their charge
by providing them with a means to better govern their

professional lives.

GARY HOACHLANDER
Presldent

MPR Associates, Inc.

DAVID R. MANDEL
Director
MPR Center for Curriculum

and Professlonal Development

Berkeley, Californla
March 1998
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In our efforts to improve our schools, we often overlook a

set of resources that are so commonplace they fail to
attract our attention—the data we typically gather on stu-
dents, teachers, and our local communities. If knowledge
is power, there ought to be a variety of creative ways to
take advantage of such resources, and At Your Fingertips:
Using Everyday Data to Improve Schools attempts to do just

this.

It is not a foolproof book of recipes. It is not a paint-by-
numbers approach to innovation. Rather, it is designed to
assist groups of educators who share a set of common
goals advance their agenda in a systematic way. It does this
by encouraging teachers, administrators, other educators,
and community members to be crystal clear about what
they are attempting to accomplish, how they plan to get

there, and on what basis their efforts are to be judged.

At Your Fingertips encourages and supports home-grown,

locally designed school improvement initiatives. It recog-

nizes that all efforts to improve schools, no matter how
well intentioned, will not always succeed and that we have
an obligation to the children in our charge to do no harm
and proceed carefully as we implement new policies and
practices. We also have an obligation not to settle for the
status quo if and when our schools are not providing an

excellent education for all children.

Because it embodies these values that the American
Association of School Administrators holds dear, we are
pleased to join with MPR Associates and the National
Center for Research in Vocational Education to bring this
publication to our members and the larger elementary and

secondary education community.

The data our schools regularly gather, at significant
expense, can and ought to be put to good use. Well orga-
nized, the information can help us focus our attention on
our most intractable problems, alert us to unexpected and
unwanted developments, and let us recognize and cele-

brate our true, hard-won accomplishments.

PAUL D. HOUSTON
Executive Director

American Association of School Administrators

Ariington, Virginia
March 1998

8

FOREWORD | PAGE VI



us refine the model and materials: the National Center for
Research in Vocational Education (NCRVE)’s Urban

Schools Network Summer Institute, the Southern Regional

WW’W Education Board Summer Conference, and the Jobs for

the Future Summer Conference.

We would like to acknowledge the careful reading of the

workbook by R. Ken Clark, Superintendent of the

The authors want to thank all those who contributed - Kelseyville School District in California; Dean Peterson,
to the creation of this publication. Many people were . Administrator of Special Services in the Glendale Union
involved in developing the model, testing the materials, High School District in Arizona; Erika Nielsen Andrew of
and reviewing the written product. We would like NCRVE; and Gary Hoachlander, David Mandel, Paula
especially to thank the New Castle County Vocational- Hudis, and Mikala Rahn of MPR Associates. Their expert
Technical School District in Delaware, the Georgia knowledge and insight helped ensure that Az Your
Department of Children and Youth Services, the Fingertips is practical and instructive, while also being
Harrisburg Steelton-Highspire Technical School in respectful of the unique visions that schools bring to
Pennsylvania, and the Ohio Department of Education . improvement efforts.

for piloting the At Your Fingertips model and offering

valuable feedback. We would also like to thank the many : Finally, we would like to thank NCRVE and the Office of
educators who attended At Your Fingertips workshops . Vocational and Adult Education for their ongoing support
at the following summer conferences in 1995 and helped : and vision during development of this workbook.
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Most schools and school districts across the nation main-
tain a wide variety of educational data. Examples of these
data include average daily attendance rates (ADA), gradu-
ation rates, transcript data including course enrollments
and grades, and standardized achievement test scores.
Although these data can serveA many purposes, they are
typically used to satisfy administrative requirements, rather
than to support improvement efforts. For instance, schools
may report ADA to the state education agency, provide tran-
scripts to postsecondary institutions, and report grades and

test scores to parents. However, educators rarely examine

these data to assess in a systematic way the quality of

teaching and learning at their school.

At Your Fingertips is a workbook designed to help educators
take advantage of a variety of local data to better manage,
monitor, and improve schools. It is intended for teachers,
administrators, and other stakeholders who are interested in
regularly examining performance at the classroom, depart-
ment, program, school, or district level. The workbook is
structured to help teams and individuals develop performance
indicator systems that can be used to identify strengths and
weaknesses, develop improvement strategies, and monitor

progress in meeting education goals.

While the examples in the workbook focus on high schools,
elementary and middle schools as well as postsecondary
institutions should also find the workbook useful for

improving their programs.

- HESTCOPY AVAILABLE
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Why Develop a

Performance

Indicator System?

There are a number of reasons why you should consider

developing a performance indicator system at your school:

Take charge of assessing your own performance.
Rather than relying on outsiders whose objectives may
or may not coincide with your own, you can decide
what aspects of performance to monitor, how you will
measure that performance, and how you will use the

information gathered to guide change.

Identify strengths and weaknesses. Performance
indicator data can help you identify both strengths and
weaknesses. Strengths can be celebrated and built upon,
while weaknesses can be addressed and remedied by

developing targeted improvement strategies.

Produce evidence of what Improvement strategies

are and are not working. Over time, a performance

You can
reap many
beneflts
from At Your
Fingertips.

Q
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indicator system produces data that enable you to assess
whether performance is moving in the direction you
expected. If performance is not improving, you can inves-
tigate why this is so. Maybe your chosen improvement
strategies require a few years to become fully implement-
ed, and performance may be down during the transition
period. Maybe certain strategies are ineffective and need
to be reevaluated. Or, maybe your school’s demographics
or other key resources have changed unexpectedly, altering
your baseline performance. Performance indicator systems
produce data on an ongoing basis, allowing you to moni-

tor trends regularly and to adjust your course as needed.

Disseminate results to better Inform the public
about student learning and school performance.
In addition to using your performance indicator data for
internal improvement efforts, you may decide to dissemi-
nate some or all of the results. For instance, some schools
have developed school report cards that are distributed
periodically to teachers, parents, and the school board.
By making performance data public, schools demonstrate
that they are willing to be held accountable and that
they are taking serious, credible steps to improve their

performance. Additionally, publicizing performance data

can help build support for needed change.

PAGE 3
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At Your Fingertips is designed to help educarors use
data in new and productive ways. Rather than simply
Using Data reporting data, you will learn how to use available dara
Improvement for the purpose of improving teaching and learning.
Purposes Consider the following types of data that are commonly
collected by high schools and the different ways in

which they are used.

Comparing Reporting and Improvement Purposes

Data Source Reporting Purpose Improvement Purpose

« Attendance records : + Obtain reimbursement from : + Reduce student absences

» Transcripts

* Grades

+ Test scores

the state education agency

« Support student applications + Increase on-time graduation
to colleges :
+ Encourage challenging
course taking

+ Prepare quarterly report cards : - Reduce failure rates
+ Meet state requirement to : - Assess and modify curriculum
assess students : and instructional strategies

- Develop good public relations

You may be aware of a number of different data that are collected and maintained at

your site and their different purposes.

13
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You can learn a lot about performance at your school
by paying close attention to everyday data. Data

analysis does not have to involve complex statistics.

Keeping It Simple —

In fact, much can be learned from calculating simple
But Informative .

counts, averages, percents, and rates. Consider the
national statistics listed below. Although some of these

statistics may surprise you, chances are your school

collects dara that are equally revealing or startling.

Some Typical Data

+ An average daily attendance rate of 92 percent only about 15 percent of high school students
means that high school students miss, on average, obrain a job through a school program or with
almost three weeks of school per year.! the help of a teacher or counselor.’

- About one-quarter (24 percent) of all grades - Only about one-third of beginning community
awarded in public high schools are D’s and F’s.? college students complete a certificate or degree

within four years.*

» Most students (88 percent) hold at least one

paid job during their high school years. However,

10n average, 8 percent of public high school students were absent on a typical school day during school year 1993-94. (See U.S. Department of Education
1996a, Supplemental Table 42-1.)

2 grades were awarded on a normal or bell curve, you would expect only 16 percent of grades to be D's and F's. The data cited here were derived from the
National Education Longitudinal Survey of 1988 and covered students who were in the Sth through 12th grades in 1988-89 to 1991-92.

3These statistics were obtained from a representative survey of high school seniors from the class of 1996 in eight states that received federal Schoolto-Work
Opportunities Act implementation grants. {See U.S. Department of Education 1997.)

"Speciﬁcany, 36.7 percent of beginning students who enrolled in public, 2-year institutions in 1989-90 completed either a certificate (13.4 percent), associate's
degree (20.9 percent), or bachelor’s degree (2.5 percent) by spring 1994. (See U.S. Department of Education 1996b, Tabte 3.1.)

14
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What Kinds of

Data Are Useful

By following the steps in this workbook, you will
develop performance indicators for key educational
outcomes, practices, and inputs that you deem
important. Typically, this means you will collect

data about such factors as:

+ Students

- Staff

15

+ Curriculum
« Instruction
+ School climate

« Parent and community relations

The At Your Fingertips model, however, is designed to
conform to your particular information needs. Instead
of collecting a prescribed set of data—or attempting to
measure everything that is possibly relevant—you will
first decide what your education goals will be and then
let these drive your indicator system. Ultimately, the
data you collect should provide you with information
that is relevant and important to your school’s distinct

mission and circumstances.

INTROOUCTION | PAGE 6



Developing a

1. Establish goals.

2. |ldentify related outcomes, practices, and inputs.

3. Determine data sources and indicators.

Performance Indicator

System — A Preview

This workbook describes a six-step process for
establishing a performance indicator system that

supports continuous improvement.

4. Examine the data.
5. Set performance targets.

6. Monitor performance over time.

These steps are introduced on the following pages and

are described in more detail in subsequent chapters.

PIONEER HIGH SCHOOL EXAMPLE

©0000000000000000CO0CO0O0OQO0O0OCOO

The Az Your Fingertips workbook periodically visits Pioneer High School (PHS)—a fictitious school
that is a composite of several real schools—to illustrate key points. Members of the PHS improvement

team introduce each chapter, and PHS examples help clarify important concepts.

On the following pages, the six steps are illustrated using PHS examples. Following each example, you

are given the opportunity to think about and examine some preliminary data from your own school.

Q
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E lC INTRODUCTION l PAGE 7

Aruitoxt provided by Eic:

© & 4

e



o
 ITEVIVAY AA0D 1538

E ] s3ndu| pue d
I

‘seostydeid

sioj}eaIpuUy

‘sowodingQ

pue s$32Inosg

awi] 13A0 9 sjagaie]

sJueWIOSIadd dourwiO0jiIdd [ehielaolul} ejed pojejoy s|jeopn

103IUO N 128§ | [Blublwiledq3| ». sutwiajag ; W Ajrauap) ysijqeys3

T

9 s

SS3ID0Hd SHILHIONIA YNOA LV d3LS-XIS IHL

0O 0000CO000D00D00000D000O0O0O0O0O0DODODOOGOOCOO0O0O0O

wuaplig weyoavpu) wwoiaediad v wrdeying

PAGE 8

INTRODUCTION

Aruitoxt provided by Eic:

E ©



STEP 1

ESTABLISH GOALS

Local education goals should drive a performance indi-
cator system. Rather than prescribing a set of data—or
attempting to measure everything that might possibly

be interesting—the At Your Fingertips model focuses

your data collection efforts on the information that is
most relevant and important to your goals. You are
encouraged first to identify what you are striving to
achieve, before deciding how to measure whether

you are achieving it.

In the At Your Fingertips model, goals describe what
it is you want students to know, think, believe, value,
achieve, or be able to do. These student outcomes are

the ultimate objective of schooling.

Examples of goals are provided in the chapter on Step 1.

PIONEER HIGH SCHOOL EXAMPLE

©000000000O0CO0OO0COO0OO0O0O0O0OOO0O0JO0 O

Pioneer High School selected the following as one of its priority goals: “To prepare all students

for both further education and meaningful work with advancement possibilities.”

This goal is described in fairly broad terms. You may prefer to pursue more targeted goals.

O

1

3

E lC INTRODUCTION | PAGE 9
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YOUR THOUGHTS
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What do you think is most important for your students to know, think, believe, value, achieve,

or be able to do?

20
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first to clarify the specific outcomes you are interested
in monitoring and then to identify the most important
practices and inputs that contribute to them. By identi-
fying specific outcomes and related practices and inputs,

you will establish a sound performance indicator system

that provides a rich source of information for monitoring

STEP 2 ¢ your school’s performance and diagnosing why you are

IDENTIFY RELATED OUTCOMES,

PRACTICES, AND INPUTS

In Step 1, you will identify goals that describe what you

want for your students. In order to monitor your

progress toward achieving these goals, you will need

or are not making progress. Ultimately, this step is

taken for each goal you identify.

Examples of outcomes, practices, and inputs are

provided in the chapter on Step 2.

Defining Outcomes, Practices, and Inputs and Their Relationships

School Practices

Strategies adopted to achieve or improve
your targeted student outcomes, including >
curriculum, instruction, assessment methods,

and supporting structures.

A

Student OQutcomes

What you want students to know, think,
believe, value, achieve, or be able to do—the

ultimate objective of schooling.

School Inputs

Resources you have to work with, including students, staff, community support, physical plant, equipment,

and budget. Since many resources are relatively fixed, they are likely to influence the set of practices that are

appropriate and the outcomes that are achievable in the short term.

O

ERIC
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PIONEER HIGH SCHOOL EXAMPLE

©0000000000000000000000D0O0DO0O0

ldentlfying Specific Outcomes and Related Practices and Inputs

Based on its goal of preparing students for both further education and work, Pioneer High School

identified the following specific outcomes and related practices and inputs:

School Practices Student Outcomes
« Increase the high school’s graduation Goal:
requirements. To prepare all students for both further
« Provide intensive after-school tutoring education and meaningful work with
services. advancement possibilities.
>
+ Offer staff development activities on Specific Outcomes:

applied academics and integration of + Atrtain high academic achievement for

academic and vocational education. all students, especially in English/language

arts and mathematics.

Provide all students with meaningful

work-based learning experiences, in . High school graduation.

particular, job-shadowing, mentoring,

. . .. . work- i ills.
and internship opportunities. Demonstrate work-readiness skills

School inputs

+ School Board and parent support for increas- + Employer commitment to providing
ing high school graduation requirements. work-based learning experiences.

« Availability of staff and volunteers (peers, + Student demographics affecting baseline
parents, workplace mentors) to provide outcomes (eligibility for free or reduced-price
after-school tutoring, lunch, language spoken in the home, parent

educational attainment).

Scheduled common teacher planning time.

i
22
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Beginning with one of the goals you described on page 10, first identify the specific outcomes that you

want to achieve and then the most important practices and inputs that are related to them.

Identifying Your Specific Outcomes and Related Practices and Inputs

School Practices Student Qutcomes

School Inputs

\l}C‘ INTRODUCTION I PAGE213
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Step 3 will help you identify data sources and develop
performance indicators for the outcomes, practices, and
inputs that you identify in Step 2. At Your Fingertips
emphasizes using existing data where possible and

developing valid, reliable, and fair indicators.

STEP 3 - Examples of data sources and indicators are provided in

the chapter on Step 3.
DETERMINE DATA SOURCES

AND INDICATORS

ourges and indlcators

Defining Data

i

For each outcome, practice, and input you should determine .

Priority Data Sources Corresponding Performance Indicators
Broadly conceived, data include all of the infor- Performance indicators are statistics that help
mation and records that your school routinely Measure progress on your outcomes, practices, and
collects. Relevant information may be inputs. Indicators are usually expressed as
. Maintained in an automated, centralized - Counts,

computer system;

« Averages,

- Maintained centrally, but kept as paper

records in a filing cabinet; or - Percents, or
« Decentralized, for example, maintained by + Rates.

individual teachers in their classrooms. . Lo
The process of developing performance indicators

Data sources can be either formal and helps you define your education goals and transform
standardized, or informal and ad hoc. In vague goals into measurable ones.

some cases, you may develop targeted new

data sources.

24
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practices, and inputs.

Priority Data Sources
+ Achievement test scores

+ Student transcripts

+ Guidance records

+ Employer evaluations

Priority Data Sources

+ Program of studies

- Tutoring sign-in sheets

» Staff development records

+ Teacher survey

+ School-to-work liaison records

3. Inputs

Priority Data Sources
+ Guidance records

+ Master schedule

+ School-to-work liaison records

+ Guidance records

Determining Data Sources and Indlcators
Based on the specific outcomes and related practices and inputs it identified in Step 2, Pioneer High School

decided to use the following data sources and indicators. See page 12 for descriptions of their outcomes,

Corresponding Performance Indicators
+ Average reading, mathematics, and science scores on state tests

+ Percent of graduating seniors meeting the state university’s
entrance requirements

- High school graduation rate

+ Percent of seniors participating in work-based learning experiences
who received a satisfactory or higher rating from employers

2. Practices |

Corresponding Performance Indicators

+ Minimum number of credits in core academic subject areas
required for graduation

» Number of students participating at least 1) once a
semester and 2) once a week

+ Number of teachers attending in-services on integrating
academic and vocational education

» Percent of participating teachers reporting they have collaborated
with other teachers to develop integrated lesson plans

: +Percent of graduating seniors who participated in an organized
: work-based learning experience

Corresponding Performance Indicators
+ Number of hours logged by staff and volunteers to provide tutoring

» Number of minutes per week of scheduled common teacher
planning time

+ Number of work-based learning openings for 1) job shadowing,
2) mentoring, and 3) internships

+ Percent of students 1) eligible for free or reduced-price lunch,
2) who speak a language other than English at home, and
3) whose parent(s) completed a college degree

.
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Determining Your Data Sources and Indlicators
Referring back to the specific outcomes and related practices and inputs you identified on page 13,
determine the priority data sources and corresponding performance indicators you can use to monitor

your outcomes, practices, and inputs.

Priority Data Sources Corresponding Performance Indicators

Priority Data Sources Corresponding Performance Indicators

Priority Data Sources Corresponding Performance Indicators

INTRODUCTION PAGE 16
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After identifying data sources, developing performance
indicators, and reviewing those indicators for validity,
reliability, and fairness, you are ready to gather, examine,
and interpret your baseline data. Step 4 offers tips for

understanding what your data are telling you about how

you are performing on your goals. The chapter introduces
STEFP 4 : several techniques for interpreting data, cautions against

common pitfalls, and offers alternate ways of presenting
EXAMINE THE DATA

your findings.
. w9
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SCHOOL REPORT CARD FOR 1995-96

Pioneer High School created an annual school report card to help stakeholders monitor their
progress in meeting the education goals selected by PHS. The school'’s baseline data are described
in the column for academic year 1993-94. Performance targets are established as part of Step 5.

2

Selected Performance Indicators 1993- 1994—5 1995- Percent Performance
1994 . 1995 : 1996 : Change Target

1. Targeted Student Outcomes

Average reading score on the state achievement test* ©265 267 269 i +1.5% - 350
Average mathematics score on the D278 1 285 1 289 1 +4.0% 350
state achievement test™ : : : : :

Average science score on the state achievement test™ 257 258 257 +0% 350
Percent of graduating seniors meeting CO47% 1 45% - 43% . -85% - 95%
the state university’s entrance requirements** : : : :

High school graduation rate ©88% - 89% : 90% - +2.3% - 95%

Percent of seniors participating in work-based ©80% : 80% : 87% C o 488% - 100%
learning experiences who received a satisfactory - : : : :
or higher rating from employers

2. Related School Practices

Minimum number of credits in core academic 10 10 10 0% 13
subject areas required for graduation™

Number of students participating in tutoring services:*** : : : : .
+ At least once a semester ©263 ¢ 380 442 ¢ +68% - 1000

« At least once a week 21 42 53 +152% 100
Number of teachers attending in-services on integrating 20 35 - 45 1 +125% 67

academic and vocational educarion

Percent of participating teachers reporting they DS0% i 71% - 76% i +52% 100%
have collaborated with other teachers to develop : : : : :
integrated lesson plans during the last year

Percent of graduating seniors who participated in 2% 6% : 30% : +1400% : 100%
an organized work-based learning experience

3. Related School Inputs

Number of hours logged to provide tutoring by: : : : : :
+Staff 870 : 1850 : 1780 : +105% 1800

+Volunteers © 320 - 600 : 885 i +177% 1200
Number of minutes per week of scheduled : : . : :
common teacher planning time Coo45 1225 1 225 1 +400% . 225
Number of work-based learning openings for: : : : :
+Job shadowing (10th grade) : 75 75 ¢ 100 +33% 250
-Mentoring (11th grade) 15 25 35 ¢ +233% 125
-Internships (12th grade) 5 10 0 20 +400% 75
Percent of students:
-Eligible for subsidized lunches D 43% o 45% ;. 47% 1 +9.3% N/A
+Who speak a language other than English at home ©20% - 21% 2% i +10% N/A

+Whose parent(s) completed a college degree D25% 1 23% 1 20% -20% N/A

*Scoring scale: Basic {250), Proficient (300), Advanced (350).
**PHS increased its high school graduation requirements in 1993 for students who will graduate in 1997 and after2 8
***Qver time. performance on this indicator might be expected to decline.

INTRODUCTION PAGE 18



Your Performance Data

As a preview of what lies ahead, you may find it interesting to gather any data you have on the performance
indicators you identified in Step 3. Space has been provided below to fill in baseline data for your classroom,

department, program, school, or district. You will fill in the trend data and performance targets in later steps.

Classroom/Department/Program/School/District:

Selected Performance Indicators Baseline - Trend - Trend - Performance

Data . Data . Data . Targets
(year) . (year) ; (year)

(copy your Indlcators from page 16)

1. Targeted Student Outcomes

2. Related School Practices

3. Related School Inputs

l 29
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After reviewing your baseline performance on the indicators you have selected, record your

first impressions below.

1. In what areas are you performing well?

INTRODUCTION | PAGE 20




STEP S

SET PERFORMANCE TARGETS

Step 5 helps you set performance targets—the level of
performance you will strive for on your indicators.
Setting targets involves deciding how satisfied you are
with your current performance, specifying the levels of
performance you want to achieve, and then devising
strategies to achieve them. Performance targets are spe-
cific and measurable. If your goals were not measurable
in their original form in Step 1, they should be after

you set targets in this step.

There are four main sources of information on

appropriate performance targets. You can . . .

- Review relevant state and national performance

standards.

+ Discuss expectations with important stakeholder

groups.

- Compare your performance with that of an

exemplary school or program.

- Compare your performance with state and

national averages.

Seeking information from multiple sources is a
good strategy for setting challenging and realistic

performance targets.

PIONEER HIGH SCHOOL EXAMPLE
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Pioneer High School’s performance targets are listed in the final column of their report card on page 18.

O
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Think about where you can obtain information on performance targets for the indicators you listed in

your report card on page 19.

1. What types of educational performance standards are being used in your state or locality?

2. What local stakeholder groups could contribute information on appropriate performance levels for your
high school students?

After thinking about the above soutces of information, you may want to investigate some of them. Then, you

may want to teturn to the mock report card on page 19 to fill in your preliminary performance targets.

) 32
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After working through the six steps, you may want to
return from time to time to earlier steps. Performance
data sometimes raise as many questions as they answer.
Such is the nature of continuous improvement.

Developing an indicator system requires a certain

amount of trial and error, and it is unlikely that you

STEP 6

will identify all of the most relevant and appropriate
information on the first try. However, the strength of

MONITOR PERFORMANCE

OVER TIME . performance indicator systems is that they ultimately

guide improvement efforts based on objective—if

Step 6 helps you make your indicator system part of :  imperfect—data, rather than on hunches, anecdotal
an ongoing and systematic improvement process. The . evidence, fads, or historical practices.
chapter helps you organize data collection and monitor-

ing efforts, interpret trend data, and improve your data

sources and indicators.

2
PIONEER HIGH SCHOOL EXAMPLE
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Pioneer High School’s report card on page 18 tracked performance on its indicators over three years.
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If you have trend data on any of your performance indicators, you may want to fill in the appropriate

columns in the mock report card on page 19.

1. Are there apparent trends in any of your student outcome indicators? If so, what are they? If you
do not have trend data, what is your general impression of how students have performed on your
outcome indicators in recent years?

5. Whar practices or strategies—that are already in place at your school-—do you think will
improve performance on your indicators over time?

INTRODUCTION PAGE 24




How to Use

This Workbook

The At Your Fingertips workbook explains how you
can develop a performance indicator system that
supports continuous improvement. The workbook
describes important concepts, offers many examples,
provides space for you to record your own thoughts as
you read, and includes worksheets at the end of each
chapter to move you step by step toward establishing

your indicator system.

The workbook material is equally relevant for indivi-
duals who want to examine the quality of teaching
and learning in their own classrooms or departments

and for teams of teachers, administrators, and other

Q

stakeholders who want to monitor the performance of
an entire program, school, or district. Teams should
work together on the worksheets and can prepare for an
upcoming meeting by reading the relevant chapters
ahead of time. Individuals can work at their own pace.
While some of the worksheets mention group activities,
individuals can also do these on their own. Black-and-
white versions of the worksheets are provided (for pho-

tocopying purposes) at the conclusion of the workbook.

If you decide to work as a team, you are encouraged

to designate a facilitator for each team meeting.
Important decisions about improvement efforts may be
made at these meetings. A facilitator can ensure that
the worksheets are completed, keep track of time, help
the team reach consensus, record final group decisions,
and make copies of the completed worksheets for the
project files. Since you will often refer back to previ-
ously completed worksheets, it is important that you

maintain complete and well-organized project files.

35
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NEXT STEPS

You are now ready to start developing a comprehensive performance indicator system.
The next chapter—Getting Started—explains why it is advantageous to consider taking a team approach to
developing your performance indicator system and offers guidelines for doing so. The chapter also identifies

some important logistical and scheduling considerations for teams and individuals alike.

36
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This chapter helps you assemble a team of education
stakeholders for the purpose of developing a performance
'indicator system that supp'orts confinuous improvemen.t.
The chapter explainé why a team approach is: worthwhile.
and describes steps for building a.teém that suits your
unique needs. Persons working alone are:also encourage"d‘
to read'this chapter, or you may want to skfp forward to-
Step 1. All of the remaining chapters are equally ;Js,eful
for both individual and collaborative ‘efforts.to improve:-

schooling.

BEST COPY AVAILABLE
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My son is a 10th grader at Pioneer High Schooi. When | received a ietter from Dr.
Wiison inviting me to be a member of the school improvement team, | wasn't sure
how I could contribute, but | decided to go to the orientation meeting anyway.
Am | ever giad | did! The PHS teachers and administrators have been very wel-
coming, and I've learned a lot about the chailenges the schooi faces and how
committed the staff are. i also feel i've been abie to make a valuable
contribution. As a team, we decided that one of the goals we want-
ed for our school was to get more parents invoived in their chii-
dren’s education. Aithough we brainstormed together about
ways to Iinvoive parents, the teachers and administrators really
iooked to the parents to give them a ‘reality’ check about the
best strategies. They aiso seemed truly interested in hearing our ideas

about the education goals we have for our chiidren. Since my son has a learning
disability, i wanted to make sure that the goais and improvement strategles
the team adopted kept students with special needs in mind. All in ail, the per-

formance indicator project has been a stimulating and heartening experience.

MHs. Jame Jibsons — Pasumt

38
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Why a Team

Approach?

Improving education in your district, school, or pro-
gram is not a one-person job. It requires many people
working together to achieve the same goals. In many
cases, administrators initiate reform efforts. However,
teachers must implement most reforms, and students
must respond to them. Having parents embrace reforms
can also make a significant difference. To ensure that
your school prepares students for their futures, it also
helps to seek the advice and support of employers who

hire graduates and the postsecondary institutions that

enroll them. These stakeholders and others can con-

tribute important perspectives to improvement efforts.

A good guiding principle when thinking about team
membership is that all groups who will be responsible
for implementing improvement efforts or who will have
a stake in the results should either be represented on the
team or serve as consultants. It is also helpful to strike a
balance between involving a large number of partici-
pants and building a team capable of working together

productively.

"Qeod ycheolsy do wet

encevwrane 4ibent partrwens

RENIHAN AND RENIHAN 1989

Btsad, pasticipation in imphevement ffents swwes te . . .

* Promote a high level of support

for your efforts.

* Generate sound solutions by

expanding the discussion.

. Moti'vate participants and their

associates.

*Increase the likelihood that the effort

will lead to constructive action.

Q
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* Prepare participants for their role

in implementing improvements.

*Increase ownership of and

commitment to specific strategies.

* Empower important stakeholder

groups.

* Foster lasting, rather than

temporary, change.
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Deciding on the

Scope of Improvement

Efforts

A first step in building a team is deciding what the
scope of improvement efforts will be. Are you interested
in developing a districtwide improvement process where
participants establish common goals and strategies for
the entire district, possibly in addition to complemen-
tary goals and strategies for each school? Or are you
interested in developing a school-based improvement
process that focuses on a single school and involves a
cross-section of stakeholders from that school? As a
third option, you may be interested in developing an
improvement process for a particular program within

your school or one that is common to several schools,

such as writing across the curriculum or tech-prep,
involving a subset of stakeholders at each site.
Departments or individual teachers might choose to
create an improvement process focusing on the specific
issues facing them in their departments and classrooms,
such as poor attendance, low achievement, or discipline
problems. Before assembling an improvement team, you

will need to decide what scope of effort is best for you:
- District

+ School

+ Program

- Department

- Classroom

A districtwide effort that involves several schools will

usually require a larger team than a school-based or
i RTINS

program-specific improvement effort. For simplicity’s

sake, this workbook refers to “school” improvement.

Lay the groundwork by selecting a team of educatlon stakeholders.

GETTING STARTED

40

PAGE 30



Establishing an

Improvement Team

Although it may be known by a different name, you
may already have a committee or group at your school
that is responsible for improvement efforts. For exam-
ple, a group may be in charge of strategic planning for
your district or school, or a steering committee may be
responsible for implementing a new program. As you

work through this chapter, you will need to consider:

- Whether your district, school, program, or
department already has an appropriate committee

in place and has no need to create a new group.

- Whether the improvement team you establish
through this workbook should combine with a
preexisting committee, be a subset of that committee,

or be an adjunct to it.

What the similarities and differences are between the

different groups’ responsibilities.

avoid working at cross-purposes or duplicating efforts.

How best to communicate with a preexisting group to

In this chaprer, it is assumed that you will either orga-
nize a new team or modify the composition or purpose
of an existing group to take responsibility for develop-
ing your performance indicator system that supports

continuous improvement.

"Chamne — we matten hew
pesitive the ewbceme — cannet
be impesed prrom abeve. These

whe will geel the impact of
the change must be invelved

prem the begimning.”

SOUTHERN REGIONAL EDUCATION BOARD (SREB),

HIGH SCHOOLS THAT WORK NETWORK (1995)

Identifying Potential Team Members
Below is a list of stakeholder groups that you may
want to consider involving in your improvement team.
You will find more detailed descriptions of how these
persons can contribute to improvement efforts in
Appendix A. Selecting members for your team will
require deciding which stakeholder groups are virtal to

your improvement efforts and which are less essential.

[mpsstant Stakehslderr Grenps

* Students * Principals and other school * State or regional education

administrators

* Parents

* Other school staff

* Teachers

* Superintendents and other
district administrators

Department chairpersons

Career or guidance
counselors

Union leaders

Q
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*School board members
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* Employers

* Postsecondary education
representatives

Other community leaders
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Setting Aside Time

to Work as a Team

You may be wondering how long it will take to establish
a performance indicator system at your school. In order
to complete the activities in this workbook, your team
will need to meet for a minimum of 32 hours. One way
to do this would be to schedule a regular four-hour
monthly meeting over the course of an entire academic
year. A more intensive approach would involve meeting
for 16 hours one week, and then meeting another 16
hours about four to six weeks later. (You will need some
time between Steps 3 and 4 to gather baseline data.)
Clearly, there are many ways to plan your team meet-
ings. However, because the workbook covers what is
often unfamiliar material, most participants find that
four hours is the maximum amount of time they can

meet and be productive on a single day.

In addition to the 32 hours of meeting time, team
members will also need to prepare for meetings by read-
ing the relevant workbook chapters ahead of time. In
some cases, teams will establish task forces to develop
new data sources or specific improvement strategies.
This task force time will be over and above the standard
meeting time. Once the groundwork has been laid,
however, you will need much less time to monitor your

progress in future years.

The calendar on the following two pages offers a possi-
ble schedule for establishing your performance indicator
system and monitoring your performance over time.
The schedule follows the academic year, with team
members meeting for approximately 32 hours during
Year 1, and then for about 12 hours in subsequent
years. While some schools find it easiest to follow the
academic calendar, it is not necessary to do so. You may
begin using this workbook at any time. For example,
your school may prefer to take advantage of the sum-
mer months preceding or following the academic year
to complete many of the workbook activities. The fol-
lowing is only a suggested calendar to give you a sense
of the time commitment that team members will be

asked to make.

42
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A MODEL CALENDAR — YEAR 1
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Estabiishing a Performance Indicator System

September

Introduction and
Getting Started

Readers become
familiar with the Az
Your Fingertips process
by reading the first

October

Getting Started

Hold an orientation
and organizational
meeting for potential
team members
(two hours).

November

Step 1 —
Establish Goals

Team meets for
goal-setting session
(four hours).

Practices, and Inputs

two chapters.

Invite stakeholders to
join your team.

February

December

Step 2 — ldentify
Related Outcomes,

Team meets to identify
specific outcomes and
related practices and
inputs (four hours).

Step 4 — Examine
the Data

Step 3 — Determine
Data Sources and
Indicators

Responsible persons
gather existing data
identified in the
previous workshop
(data are collected over
four to six weeks).

Team meets to review
Team meets to identify the darta (four hours).
data sources and develop

indicators (four hours).

Step 6 — Nonitor
Performance Over
Time

Task forces meet
as necessary.

Task forces meet to
prepare the first
performance report,
develop new data
sources, and work on
improvement strategies.

Team meets to assign
roles and establish a
timeline for disseminarting
performance data
and implementing
improvement efforts
(four hours).

Step 5 —
Set Performance
Targets

Team meets to set
performance targets
(four hours).

Task forces meet

as necessary.

Q 423
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A MODEL CALENDAR — YEAR 2 AND BEYOND
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Monitoring Performance Over Time

September

School publishes
previous year’s
performance report.

January

October

Team meets to review
previous year’s data,
confirm schedule for

implementing
improvement strategies
and collecting data, and
possibly revise goals and
indicators (four hours).

Review Workbook.

February

November December

Task forces meet Task forces meet

as necessary. as necessary.

Task forces meet
as necessary.

Team meets to
assign roles and
confirm a timeline
for disseminating
performance data
and implementing
improvement efforts
(four hours).

If the team wants to
collect data each
semester, responsible
persons gather
indicator data for the
fall sernester at this
time (data are collected
over four to six weeks).

Task forces meet to

prepare the spring or
annual performance
report, develop new
data sources, and work
on improvement
strategies (four hours).

Team meets to review
any fall semester
data (four hours).

School publishes
fall semester
performance report.

Review Steps 4-6.

Task forces meet
as necessary.

Task forces meet
as necessary.

WL
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individuals. The person who is responsible for launch-
ing the performance indicator system at your school
should fill out this worksheet before convening the

first team meeting,

A sample invitation letter is included in Appendix B.

GS2 — Organizing Your Team

Worksheets GS1 and GS2 will help you organize - Helps you establish basic organizational guidelines.

your team:

Team members should complete the worksheet at

the first meeting.

GS1 — ldentifying Team Members

Helps you identify important stakeholder groups and . Asample meeting agenda is included in Appendix C.

ERIC
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WORKSHEET GS1
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identifying Team Members

You can begin building an improvement team by completing the four activities that follow. The individual who is responsible for

launching a performance Indicator system at your school should fill out the worksheet before convening the first team meeting.

1. Decide what the scope of your improvement efforts will primarily be. Select one area for improvement, and then identify the

district(s), school(s), program(s), department(s), or classroom(s) you hope will participate:

N 0 Tt
N I Yol ) PSP
N g o4 o P
I U1 T v T3 P N

I Yoo ¢« WSO

. Who should be represented on your team? Check (V) all groups that apply, and list key individuals from each group

who should be invited:

D0 SEUA NS <ottt e e
L ST 3 1 R
R 1 Tl U]
O Department Chalfpersons ... .. .. .o ittt et et e e
0 Career or gUIdANCE COUNSELOLS ... vuvin ittt ettt e et e e et et ettt e e e et e e e e e
[0 School admMiniSTrators .. ...sus sttt ettt e ettt ettt et e et et e e e e e
00 Other school staff ... . e e s ettt s
O 7 o e e b o BT Y oY -
[0 School Board MEmbBers ... ..v. uiriet ettt et e v e e e e
T 1o o [T T 1 N
O State education agency staff ... ...
B0 EMPlOyers oot e e e e e e e e e
0 Postsecondary edUcation FEPIESENMTATIVES . .... ... .\iusu et ittt ettt et ettt et et one ettt vre e e e e e e

0O Other community MEmMDbBErs ... iui it i et e e e e e

3. Who should be the team leader? ... ... oo o i i et et et et e e e

4%

.-

GETTING STARTED l PAGE 36




Worksheet GS1 continued

4. An invitation letter, conversation, or phone call should do the following things: (Space has been provided for you to jor down

notes about what you might include in your invitation, and a sample invitation letter is included in Appendix B.)

Alert the reader to the upcoming project to develop a performance indicator system.
What will you call the Project? .. ..o et et e e

How can you get their attention? . ... oo
Explain the need for the project.

You may want to enclose a copy of the Introduction along with the invitation letter to provide prospective participants with more
information about the improvement process.

47
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WORKSHEET GS2
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Organizing Your Team

This worksheet should be completed by participants at the first team meeting. You can begin organizing your Improvement

team by completing the following flve actlvitles:

1. Use the space below to note any questions that you would like answered during the orientation and organizational meeting,
Record responses to those questions as they arise.

2. Are there any stakeholder groups or persons missing from the meeting who would be a valuable addition to the team?
Use the space below to identify them,

3. Discuss and record who will assume the following roles and responsibilities for your team:

Role Person Responsible

Meeting facilitator (guides participants as they fill
out the worksheets and discuss important issues) L. e e

Archivist (keeps copies of completed worksheets
and other dOCUMENTAtION) e e e e

Meeting organizer (reserves meeting room,

sends teMINAErS) e e e
Oher 1018 o or i e e e e e e e e
1@ 11 0 =: o <) (=IO PP
o
O
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Worksheet GS2 continued

4. Decide when and where your improvement team will meetr. You may want to refer to the suggested calendar for Year 1
on page 33 of this chapter for ideas.

* How frequently will the team meet? ... ..o i i
+ About how long will team meetings last? ... ... e,
* When will the next meeting be held (date and rime)?

* Where will the next meeting be held? .. ... .. . i e

* Does anything else need to happen before the next meeting? If so, what? Who will be responsible? .............................

Team members should plan to read the chapter Step I—Fstablishing Goals before the next meering.

5. Determine what your team ground rules and operating procedures will be. As a group, discuss and answer
the following questions:

* How will team decisions be finalized (consensus, voting, other)?

. 19
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NEXT STEPS

You may want to file copies of Worksheers GS1 and GS2 for
future reference, in case questions come up about who will be on your

improvement team and how it will be organized.

You are now ready to work together as a ream to establish a set of education

goals that will form the foundation of your performance indicaror system.

20
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Steprl“helpssyolua'establlsh*. a:set: of education goals. that will form-the foundation of your perf_ormanée;'indlcators
systemrand: continuous:improvement:efforts. If your school has already established goals, this chapter will help{?

y,ou!review«,those.ngoals&and?;set~ priorities;: among them:
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i’ve been teaching electronics at Pioneer High Schooi for 12 years. Most of that
time i've spent in my iab in the vocational wing of the schooi. This project marks
the first time i've worked ciosely with such a large group of teachers, adminis-
trators, and others. it’s aiso the first time we’'ve all discussed what we want for
our students. it's surprising how much our team sees eye to eye. Everyone is
concerned about students’ academic achievement, their being pre-
pared for the aduit worid, and their making positive contributions

to society. Sometimes our specific concerns differ, but most
importantiy, we agree about the general direction we shouid be
moving in. Each team member has had something unlqde to con-
tribute. i think | heiped some peopie understand what we’re trying to

do in vocational education and how the study of electronics overiaps with other
subjects. | aiso learned a lot listening to other team members’ concerns. All in

ail, i think we’ve come up with a soiid set of goais from working together.

M. Joe Jueme — Flectronics Teacher, Pisnesy Higk Schost
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are achieving it. If performance indicators are not root-
ed in goals, the indicators themselves may become the

de facto goals, and improving the data—rather than the

Beginning

underlying performance—may become an end in itself.
With Goals

What Do You Want for Your Students?

Public education exists to foster and support the intel-

lectual growth and social development of students. This

Local education goals should drive a performance indi- - chapter helps you make decisions about the specific
cator system. Rather than prescribing a set of data—or : goals you want to serve as the focus of your perfor-
attempting to measure everything that might possibly :  mance indicator system.

be interesting—the At Your Fingertips model focuses

your data collection efforts on the informarion that is : Inthe At Your Fingertips model, goals describe what you
most relevant and important to your goals. You are want students to know, think, believe, value, achieve, or
encouraged first to identify what you are striving to : beable to do. These student outcomes are the ultimare
achieve, before deciding how to measure whether you objective of schooling.

CARROTS
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Sow the seeds for your indicator system
by establishing education goais.
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Examples of Goals

Some examples of goals from national and state school
reform initiatives are provided below. You may agree
with these goals or have very different ideas about what
goals will best serve your community. These examples

serve only as illustrations.

- “[TJo teach for understanding; to prepare individuals
for the world beyond school; to develop each person’s
potential fully; to make sure that students master core
knowledge ...” (examples of goals cited by Howard
Gardner [September 1997, p. 20]).

- “Every public school student shall master the basic
skills and knowledge necessary for (1) managing the
dual roles of family member and wage earner; and

(2) gaining entry-level employment in a high-skill,

high-wage job, or continuing the student’s education
at the post-secondary level” (Senate Bill 1 of the 74™
Texas Legislature, sec. 29.181, established for career

and technology education).

- “Each student masters a limited number of essential

skills and areas of knowledge. While these skills and
areas will, to varying degrees, reflect the traditional
academic disciplines, the program’s design should

be shaped by the intellectual and imaginative powers
and competencies that students need, rather than by
‘subjects” as conventionally defined” (A Common
Principle of the Coalition of Essential Schools [see Sizer
1989]).

- “To increase the mathematics, science, and com-

munication achievement of students in general and
vocational programs to the national average by the
year 2000” (Southern Regional Education Board’s

High Schools That Work network [see Bottoms and

Mikos 1995]).

- “By the year 2000, the high school graduation rate will

increase to at least 90 percent” (1994 Goals 2000 Act).

PIONEER HIGH SCHOOL EXAMPLE

©00000D000D000D0CCGOO0OO00OCO00O0DO0OO

Pioneer High School selected the following as one of its priority goals:

“To prepare all students for both further education and meaningful work with advancement possibilities.”

Q
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Targeting Student

Qutcomes

As the preceding examples illustrate, goals can vary in
purpose and form. For example, some goals provide a
broad vision for education reform, while others are
written in more narrow terms and may even specify a
numerical performance target. Some goals pertain to
all students in a school or school system, while others
pertain to a subset of students in a particular program,
such as a vocational education or career and technology

education program.

Q

Aruitoxt provided by Eic:

Nevertheless, all of the goals in the preceding examples
target student outcomes, which drive the school
improvement process. Some reform initiatives may also
seek to change particular school practices (for example,
curriculum, instruction, assessment methods, and sup-
porting structures), or even school inputs (resources you
have to work with, including students, staff, communi-
ty support, physical plant, equipment, and budget). You
may have some goals at your school that describe school
practices or inputs rather than student outcomes.
However, it is important to be clear about the student
outcomes you are striving to achieve through these prac-
tices and inputs. The Ar Your Fingertips model helps you
keep your school practices and inputs focused on the
ultimate objective—student learning. Step 2 will provide
you with the opportunity to examine the relationship

between outcomes, practices, and inputs more closely.

35
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Your school may already have established some goals.
Sometimes goals are formed as part of other education

initiatives. For example, your school may have identified

Locating

goals when it undertook strategic planning, conducted a
Existing Goals .

] community needs assessment, developed a new program,
or implemented a new curriculum. Your school may also

have identified goals in order to satisfy various grant

application requirements or may have been asked to

adopt national, state, or district goals.

YOUR THOUGHTS
y 00 0000000000000 0ODOO0OOOO0OOO
——

1. Has your district, school, program, or department already established goals? If so, what are they?

STEP 1 | PAGE 468



1. A goal is meaningful if its meaning is clear to
all stakeholders and it produces something of

educational value.
Assessing

Your Goals

2. A goal is realistic if you can feasibly achieve it

over time.

3. Goals are complementary if they contribute to

Whether reviewing and revising existing goals or estab- your overall vision. Any goal that conflicts with

lishing new ones, you will be asked to assess your goals others should be reexamined.

according to the criteria listed below. These criteria help

ensure that your selected goals will be effective in bring- 4. Because limited resources may prevent you from
ing about the change you desire. pursuing all goals simultaneously or with equal

attention, you should set clear priorities among

your goals.

Geals should Do 5. All persons who have a stake in the education process

or who will be responsible for helping to achieve

1. Meaningful . .
the goals should be familiar with and support them.

2. Realistic

3. Complementary 6. A goal is measurable if it specifies the level of

performance that is expected or a numerical
4. Given clear priorities

target. Your team will set performance
5. Agreed to by targets in Step 5.7
all stakeholders

6. Measurable 5 Some evaluators encourage establishing measurable goals up front—that
is, goals that specify numerical targets. In some cases, this emphasis on
measurement may be premature and force you to adopt arbitrary targets. The

A S Slecner g Rareen 1902 | At Your Fingertips model encourages you to collect baseline data and gather
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information on performance standards before setting your numerical targets.

By working through the six steps in this workbook, you should transform your

original goals into measurable ones.

5%
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Worksheets 1.1-1.3 will help you establish a

set of education goals that form the foundation of
your performance indicator system and continuous
improvement efforts.® Although the worksheets are
designed for teams, individuals can complete the

activities on their own.

First, you should determine whether your district,

school, program, or department already has existing

goals to work with. If you do, begin with Worksheet
1.2. If not, begin with Worksheet 1.1.

1.1 — Establishing New Goals
Helps you establish a set of education goals, if you do

not already have any.

1.2 — Reviewing and Revising Existing Goals

Helps you review and revise existing goals.

1.3 — Setting Priorities Among Your Goals

Helps you set priorities among your goals.

SThe process outlined in Worksheets 1.1 and 1.2 was adapted from the

National Study of School Evaluation (1993), and M. Dutton et al. (1994).

28
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WORKSHEET 1.1
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Establishing New Goals

Actlvities 1-9 In thls worksheet wlll help you establish a set of educatlon goals, for those who do not already have exlsting
goals or who want to start the goal-setting process over again. (If you already have goals you would llke to conslider, skip to
Worksheet 1.2.) If you are working as part of a team, your entire team should plan to complete this worksheet together in

order to reach consensus on your goals.

1. Display or distribute copies of the following six criteria: “Goals should be meaningful, realistic, complementary, given clear

priorities, agreed to by all stakeholders, and measurable.”

. Asalarge group, review the examples of goals provided on page 44. Goals should focus on student outcomes—what it is you

want students to know, think, believe, value, achieve, or be able to do. Goals may be written in broad or specific terms,

and may focus on all students or a subset of students.

. Individually, think about what you believe are the most important education goals for your district, school, program, depart-

ment, or classroom. Your goals should describe desired student outcomes. Record your ideas in the space below:

. Break up into small groups of three to five persons to share the goals you identified in Activity 3. Ask yourselves the follow-

ing question: Which of these goals do we all value for our students? Record areas of agreement and disagreement below. If you
have a long list of agreed-upon goals, check off the 10 goals that your small group considers most important, and designate a

spokesperson who will describe these goals to the large group.
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Worksheet 1.1 continued

5. Everyone returns to the large group. The designated spokesperson from each small group shares his or her group’s goals
(including areas of agreement and disagreement) with the large group. Then the large group identifies and discusses themes that
are common among all the groups, and the facilitator records them and lists the different goal statements that fall under each

theme. You may need to weed out some goals that do not focus on student outcomes.

6. Break up into different small groups of three to five persons (mixing up the membership of previous groups). The facilitator
then assigns one or more thematic areas to each group, so that all themes are assigned. In your small group, review your theme
and the related goal ideas, and then draft one or more goal statements to summarize your thematic area. Designate a spokes-

person for your group.

Your small group’s theme(S): ..o e i e e,

7. Everyone returns to the large group. The designated spokesperson from each small group shares his or her group’s goal state-

ments with the large group. The facilitator then records the goal statements and displays them where everyone can see them.

8. Asalarge group, team members discuss any differences of opinions that may have come up over goal selection or wording

and attempt to agree on a common set of goals.

9. In the space provided below, write down the final agreed-upon goal statement(s) for your small group’s thematic area. The

facilitator should record all of the final goal statements so they are available for future use.

Final goal statement(s) for your thematic area: ..............c.iuiuiuisoriti it e et e e

> Proceed to Worksheet 1.3 6@

O
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WORKSHEET 1.2
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Reviewing and Revising Existing Goals

Activities 1-9 In this worksheet help you review and revise your existing education goals. (If you do not have any existing
goals, return to Worksheet 1.1.) If you are working as part of a team, your entire team should plan to complete this work-
sheet together In order to reach consensus on your goals. Before beginning the worksheet, your meeting factlitator should
collect all sets of education goals that have already been established at your school. Goals may have been developed as

part of other educatlon Inltlatives, such as strateglc planning efforts, conducting a community needs assessment, developing

a new program, Implementing a new curriculum, or as part of a grant application process.

1. Display or distribute copies of the following six criteria: “Goals should be meaningful, realistic, complementary, given clear

priorities, agreed to by all stakeholders, and measurable.”

2. Asalarge group, review the examples of goals provided on page 44. Goals should focus on student outcomes—what it is
you want students to know, think, believe, value, achieve, or be able to do. Goals may be written in broad or specific terms,

and may focus on all students or a subset of students.
3. Display or distribute copies of your school’s existing goals.

4. Break up into small groups of three to five persons to review the existing goals. First, identify the goals that describe

student outcomes, and focus on these. Then, ask yourselves the following questions:
- Which of these goals do we value most?

- Are there any goals that are less important?

- Are there any important goals that are missing?

Record areas of agreement and disagreement below. If you have a long list of agreed-upon goals, check off the 10 goals that

your small group considers most important, and designate a spokesperson who will describe them to the large group.

EMC STEP 1 ' PAGE 51

Aruitoxt provided by Eic:



Worksheet 1.2 continued

5. Everyone returns to the large group. The designated spokesperson from each small group shares his or her group’s modified
goals (including areas of agreement and disagreement) with the large group. The large group then identifies and discusses
themes that were common among all the groups. The facilitator writes down these themes and lists the different goal statements

that fall under each theme. You may need to weed out some goals that do not focus on student outcomes.

6. Break up into different small groups of three to five persons (mixing up the membership of previous groups). The facilitator
assigns one or more thematic areas to each group, so that all themes are assigned. In your small group, review your theme and
its related goals, and then draft one or more goal statements to summarize your thematic area. You may decide that the original
goal statement was adequate, or you may want to revise the statement or combine several statements into a single new state-

ment. Designate a spokesperson for your group.

Your small group’s theme(s):

7. Everyone returns to the large group. The designated spokesperson from each small group shares his or her group’s goal state-

ments with the large group. The facilitator then records the goal statements and displays them where everyone can see them.

8. Asalarge group, team members discuss any differences of opinions that may have come up over goal selection or wording

and attempt to agree on a common set of goals.

9. In the space below, write down the final agreed-upon goal statement(s) for your small group’s thematic area. The facilitator

should record all of the final goals so they are available for future use.

Final goal statement(s) for your thematic Gr@a: ... ... ... .uuuiuunnn i e et e et e e e st e eanaees

&> Proceed to Worksheet 1.3 62
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WORKSHEET 1.3
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Setting Priorities Among Your Goals

After completing elther Worksheet 1.1 or 1.2, you are ready to assess your goals based on the six criterla described In this
chapter; revise or eliminate any problematic goals; and then set priorities among the remaining ones. Limited resources may
prevent you from pursuing all goals simultaneously or with equal effort, or may require you to phase In data collection
efforts. Moreover, starting small may be a better strategy for success than tackling all of your goals at once. Delineating
clear goal priorities at the outset wlll help your team organize its Improvement efforts.

1. Display or distribute copies of the final goal statements that your team agreed upon when completing Worksheer 1.1 or 1.2.

As alarge group, review the goal statements by discussing the questions listed below. Flag any goal statements that do not

meet the following criteria:

- Is the meaning of the goals clear? Will the goals yield something of educarional value?

- Do the goals contribute to an overall vision? Does any goal conflict with the others?

- Have the goals been agreed upon by most team members? By the larger education community? If nor,

what steps should be taken to obrain broad consensus?

« Think for a moment about budger, staffing, or polirical constraints at your site. Should any goals be

more or less of a priority than others based on these constraints?

- Can you foresee how you might measure progress toward achieving the goals? Will it be possible to

establish a performance rarger for each goal? (It is not necessary to set the acrual rargets art this rime.)
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Worksheet 1.3 continued

2. Asalarge group, reexamine any goals that you flagged in Step 1. You may choose either to eliminate or revise a problematic

goal. If you decide to revise any of the goals, record the revised goal statements in the space below.

3. Goals that meet the six criteria described in this chapter should receive higher priority than those that do not. As a large

group, discuss which goals should receive top priority, beginning with priority number one.

4. Record your final goal statements in priority order below. (It will help you focus your efforts if you have no more than

10 priority goals.)
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NEXT STEPS

Be sure to file a completed copy of Worksheer 1.3 for future reference.

You are now ready to identify

the related outcomes, practices, and inputs you will eventually measure.

65

STEP 1 I PAGE 55

60
@

(=}
(&)

&
=)
=
@

=4
@
O]
(&)

=
@



IqrStgpxl‘:.yoﬁxidentifie&. goaiéfhat:describ&what‘you want for your students.. In order to monii:or your progreés toward:
achle;r.ing;fhesgegoalsxyo‘uzwill‘firsttnged:to:clarify the specific outcomes you are interested. in-monitoring and:th'en'r“ T
: Id_eﬁtifydhe.emqst"lm_pt;rtantrpr_actlceszand:inpufs.that‘are related to them. By identifying spec.ific;outcomeé-aﬁd related:
practices:and: inputs, you.will be:on:your: way to: establishing a sbund performance indlcatqr sy;temfthét' providés a:

N

rl_chzsource:of.’lnformatio‘n- for»mo'nltorlng-your performance and diagnosing why you are or are. not‘makingi progress.
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As a junior at Ploneer High School, | don't have many chances to work closely on
school projects with teachers, counselors, and administrators, so the perfor-
mance indicator project taught me a lot. Step 2 helped me become aware of
different things that affect my grades In school—things that | never really
thought mattered. Since | usually listen In class, take notes, do my homework,
and study the night before quizzes and tests, I’ve done pretty well during high
school and get decent grades. When | sald this during a team meeting, everyone
seemed surprised. They kept asking me questlons, wanting me to explain more
about what | just said. One teacher asked If | thought any of my

classes were difficult. 1 told him that math and sclence were
harder than English, but not too bad. It was as If they couldn’t
belleve | thought school was pretty easy. When we worked
through Step 2, the teachers talked about things | never realized
had anything to do with the grades | get In school, like being able
to use a computer in some of my classes and having a textbook of my own to
take home and use to do my work. Also, | never thought the number of students
in my classes affected how | learn. | figured the more kids, the better. | was sur-
prised about how much thought teachers put into planning what and how they
teach. They take so much time to prepare. Now that we've completed Step 2, |
realize how many different things affect the way | learn and how | do in school.

My grades really don't provide all the informatlon about what happens at Pioneer.

Jonniger Clagtons — Pismen Hiah Schost Student

{
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Key Elements

of the

Schooling Process

A number of models can be used to illustrate the
schooling process, some of which are very complex.
This workbook uses a simplified model containing three

key elements, which are briefly described below.

Student Outcomes
What you want students to know, think, believe,
value, achieve, or be able to do—the ultimate objective

of schooling.

School Practices
Strategies adopted to achieve or improve your targeted
student outcomes, including curriculum, instruction,

assessment methods, and supporting structures.

School Inputs

Resources you have to work with, including students,
staff, community support, physical plant, equipment,
and budget. Since many inputs are relatively fixed,
they are likely to influence the set of practices that are
appropriate and the outcomes that are achievable in

the short term.

School systems usually keep track of at least some stu-
dent outcomes. Without collecting information on
related practices and inputs, however, these schools are
limited in their ability to explain changes in their out-
comes. Collecting data on all three key elements—out-
comes, practices, and inputs—provides a more powerful
analytic tool than collecting data on only one or two
elements. Although an indicator system may not enable
you to prove that particular practices and inputs have a
direct or causal effect on outcomes, it will allow you to
monitor whether your practices and inputs are collec-
tively having the expected impact on student outcomes,
and should provide you with useful information for

diagnosing why you are or are not making progress.

Pick the right mix of outcomes, practices,

and inputs for assessing your performance.

Q
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School

Practices

Student

Outcomes

FIGURE 1 A MODEL OF THE SCHOOLING PROCESS’
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The above model illustrates several relationships,
between 1) practices and outcomes, 2) inputs and

outcomes, and 3) inputs and practices.

School practices directly affect student outcomes, or
they are intended to do so. For example, in order to
improve student academic achievement, your school
might replace low-level academic classes with more
challenging ones so that all students are exposed to

rigorous coursework.

School inputs affect student outcomes by influencing
the outcomes that are achievable—at least in the short
term. For example, schools that enroll large numbers of
economically disadvantaged students might exhibit low

achievement test scores despite high-quality teaching,

because their students have low levels of initial achieve-
ment. Attaining high standards may be more of a chal-
lenge for these schools than for advantaged ones, and

may require stronger improvement strategies.

School inputs also affect school practices by influencing
the set of practices that are appropriate. Thus, a school
with a large economically disadvantaged student popu-
lation might decide to offer additional tutoring services,
invest in professional development for its teachers, or
completely overhaul the curriculum in order to help
their students achieve the targeted outcomes.

7 This model is adapted from Raizen and Jones (1985); Oakes (1986);
Shavelson et al. (1987); Shavelson, MacDonnell, and Oakes (1989); Kaagan
and Coley (1989); and Porter (1991). The At Your Fingertips model differs

in one key way from the earlier models in that it draws a direct link between

inputs and outcomes as well as an indirect link through practices.
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Examples of Student Outcomes

What you want students to know, think, believe, value, achieve, or be able to.

1. Academlic knowledge and cognitlve skills

+ Academic achievement
(for example, mathematics, reading, writing,
science, history, geography, and the arts)

- Critical-thinking/problem-solving skills

2. Social and physical development
+ Self-confidence/self-esteem
- Student motivation/engagement
+ Self-discipline
- Social participation/interpersonal skills

+ Physical well-being and healch

3. Civic competence
+ Civic values/democratic beliefs
- Global perspective
+ Appreciation of cultural heritage

+ Appreciation of cultural diversity

4, Preparing for the world of work
- Ability to apply learning to real-world problems

+ Technological literacy

Information on student outcomes helps answer the question:
How are our students performing?

- Employability/work-readiness skills
+ Specific occupational competencies
+ Selection/completion of a career major
- Completion of vocational program

+ Attainment of industry skill certificates

5. Completing high school
+ High school graduation

+ Lower dropout rate

6. Success after high school
+ Meet college eligibility requirements

+ Placement into and success in further education
(enrollment; low rates of remediation;
passing GPA; attainment of degree, certificate,
or educational objective)

- Completion of tech-prep program

- Placement into and success in employment
(employment status and stability, wages,
advancement)

O
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Examples of School Practices

Strategles adopted to achleve or improve your targeted student outcomes, including
curriculum, Instructlon, assessment methods, and supporting structures.

Information on school practices helps answer the question:
What strategies are we using to improve student performance?

1. Curriculum organlzation 6. School-to-work approach
- Curriculum frameworks + Real-world applications
- Integration across academic disciplines - Use of technology
- Thematic units - Integration of academic and vocational education

- Teaching all aspects of an industry
2. English/language arts Instruction
. - Career pathways/clusters/majors
- Writing process approach ]
- Career academies
- Whole language approach . .
- Work-based learning experiences

(job site visits, job shadowing, mentoring,

internships, apprenticeships, service learning,
3. Teaching diverse populations and so on)

- Phonics instruction/basal reading programs

- High expectations for all students « Career guidance

- Immersion/ESL/bilingual education

. . 7. Assessment methods
+ Multicultural education

. Multiole incelli h « Short-answer testing
ultiple intefligences approac (multiple-choice, true-false, fill-ins)

- Homogeneous/heterogeneous grouping . Essays

4. Instructional materials + Portfolios

« Textbook-based instruction ’ Auther}t‘lc assessment
(exhibitions, performance tasks,

projects, laboratory assignments)
+ Rubrics

- Computers - Individual grades

- Use of various resources and instructional tools
(primary sources, calculators, manipulatives,
and so on)

- Group grades
5. Pedagogical approaches

- Constructivist approach/constructing 8. Supporting structures

meaning/active learning - Block scheduling
- Behaviorist approach/drill and practice - Common teacher planning time
- Teacher-directed instruction - Number of course hours/periods per week
- Student-centered classroom assigned to teachers
- Whole group/small group instruction + Class size

- Cooperative learning - Staff development activities

- Support for administrators and teachers

- Minimum teacher qualifications

o
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1.

+ Student enrollment (school and class size)

- Teacher knowledge, skills, training, and experience

- Qualifications of applicants for teaching positions

Examples of School Inputs

Resources you have to work with, including students, staff, community
support, physical plant, equipment, and budget.

Information on school inputs helps answer the question:
Who are we and what resources do we have to work with?

Students 3. Community support
Gender and race—ethnicity » Community values
- Student and family backgrounds - Parent involvement

(economic disadvantage, language

. . + School volunteers
spoken in the home, parent educational

attainment, and so on) - Business donations of funds and equipment
- Preexisting skills, knowledge, and abilities * Business participation on advisory boards
+ Interests and aspirations » Business involvement in work-based learning

4. Physical plant, equipment, and budget

. Staff - Quality and size of facilities/physical plant

- Student-teacher ratio * Quality and amount of equipment/technology
- Student-staff ratio * School budget

- Gender and race—ethnicity + Per-pupil expenditures

5. Time avallable for Instruction
- Length of school day
- Length of school year
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After reviewing the examples provided on the preceding pages, consider the following for your district,

school, program, department, or classroom:

1. What student outcomes do you think are most important for your goals?

Identifying Related Qutcomes,

Practices, and Inputs

First, you will need to clarify the specific outcomes you
are interested in monitoring and then identify the most
important practices and inputs that are related to them.
Although the goals you established in Step 1 described

student outcomes, they may have been written in fairly

broad terms. In this chapter, you will identify one or
more specific outcomes for each of your goals, and then
fill in the missing links of the schooling process model
by identifying the practices and inputs related to those
outcomes. Ultimately, you will identify specific out-
comes and related practices and inputs for each of your

education goals.
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identifying Specific Outcomes and Related Practices and Inputs

Based on its goal of preparing students for both further education and work, Pioneer High School

identified the following specific outcomes and related practices and inputs:

School Practices

Increase the high school’s graduation

requirements.

Provide intensive after-school tutoring

services.

Offer staff development activities on
applied academics and integration of acad-

emic and vocational education.

Provide all students with meaningful work-
based learning experiences, in particular,
job-shadowing, mentoring, and internship

opportunities.

Student Outcomes
Goal:

To prepare all students for both further edu-
cation and meaningful work with advance-

ment possibilities.

Specific Outcomes:

- Atain high academic achievement for all
students, especially in English/language

arts, mathematics, and science.
+ Graduate from high school.

- Demonstrate work-readiness skills.

School Inputs

School Board and parent support for increas-

ing high school graduation requirements.

Availability of staff and volunteers (peers, par-

ents, workplace mentors) to provide after-

school tutoring.

Scheduled common teacher planning time.

- Employer commitment to providing work-

based learning experiences.

Student demographics affecting baseline out-
comes (eligibility for free or reduced-price
lunch, language spoken in the home, parent

educational artainment).

O

ERIC

Aruitoxt provided by Eic:

©
.

74

STEP 2 | PAGE 65

=}
=
(]
8
>
=3
D
3
=0]
®@
=}
O]
=]
[©)
=
®
S}
[~
®
O]
8
(]
@
©
e
)
o
®
>
=3
®
(]
@
<
O]
8
=
=}
8
9
S}
[=e]
@



Q

ERIC

Aruitoxt provided by Eic:

Worksheets 2.1-2.3 will help you identify the
specific outcomes and related practices and inputs for
the goals you established in Step 1. Although the work-
sheets are designed for teams, individuals can complete

the activities on their own.

Since you will need to complete one set of worksheets
for each goal in Worksheet 1.3, copy the duplicate
worksheets at the conclusion of this workbook as many

times as necessary.

2.1 — |dentifying Specific Outcomes and Related
Practices and Inputs

Helps you clarify the specific outcomes you are interest-
ed in monitoring and then identify the most important

practices and inputs that are related to them.

2.2 — Evaluating Your Outcomes, Practices,
and Inputs
Helps you evaluate the soundness of the relationships

you identify in Worksheet 2.1.

2.3 — Finalizing Your Related Outcomes, Practices,
and Inputs
Helps you narrow your list of related outcomes, practices,

and inputs and set priorities among them.

WORKSHEET 2.1

©0000000000000000000000C00000000O0

Identifying Specific Outcomes and Related Practices and Inputs

Activities 1-5 in this worksheet help you identify
specific outcomes and related practices and
inputs for the goals you established in Step 1.

Complete one worksheet for each goal.

1. Divide your team into small groups of three to
five persons, and assign one goal from
Worksheet 1.3 to each group. This will make
the activity more focused and less time consum-
ing. Depending on the number of people and
goals you have, the small groups may need more

than one goal to work on.

2. If you have several goals, work on them in order
of their priority in Worksheet 1.3. Write down
the goal you are currently working on in the

space provided.

3. Discuss the specific student outcomes that are
implied by your goal, and then record them in

the outcomes box.

4. Working backwards, discuss the most impor-
tant practices and inputs that are related to
the specific outcomes you identified and record
these in the appropriate boxes. What school
practices will help you achieve these student
outcomes? What school inputs are likely to
influence the practices that are appropriate
and the outcomes that are achievable in the

short term?

5. Repeat activities 2—4 for each goal you were

assigned, using separate worksheets.
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Worksheet 2.1 continued

School Practices Student Outcomes

Be as specific as possible Be as specific as possible

School Inputs

Be as specific as possible

b
(0
Q
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WORKSHEET 2.2
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Evaluating Your Outcomes, Practices, and Inputs

Worksheet 2.2 helps you evaluate whether the relationships you Identified In Worksheet 2.1 are strong enough to justify data
collection, support data analysis, and fead to valld conclusions. Complete one worksheet for each goal. Discuss the following

questions and note any revisions you would llke to make to your set of related outcomes, practices, and Inputs.

1. If you have several goals, work on them in order of their priority in Worksheet 1.3. Write down the goal you are currently
working on below.

L¢SSO

3. Are you reasonably sure that the school practices you have identified will help you improve or achieve your targeted student
outcomes? Which of your identified practices are most strongly linked to your outcomes?

4. How confident are you that the school inputs you have identified influence either the set of practices that are appropriate or
the outcomes that are achievable? Which of your identified inputs are most strongly linked to your practices and outcomes?

5. Which of your identified outcomes, practices, and inputs are valued or emphasized the most at your school? Which ones would
key stakeholder groups be most interested in knowing something abour?

6. Are there any outcomes, practices, or inputs that are receiving attention at your school—because they are recognized either as a
y P Y g
problem or as a potential solution—and that should be reflected in your work on this goal?
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WORKSHEET 2.3
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Finalizing Your Related Outcomes, Practices, and Inputs

Worksheet 2.3 helps you narrow your list of related outcomes, practices, and inputs to the most important ones and record

them In priority order. Complete one worksheet for each goal.

1. If you have several goals, work on them in order of their priority in Worksheet 1.3. Write down the goal you are currently
working on below.

¢ T

2. Review your notes on Worksheet 2.2. Eliminate or modify any of the outcomes, practices, and inputs you identified in
Worksheet 2.1. Record your final selections in priority order below.

Specific student outcomes:
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NEXT STEPS

Be sure to keep all completed copies of Worksheet 2.3 for each of your

education goals so that you can refer to them later.

You are now ready to determine data sources and performance indicators for the priority

outcomes, practices, and inputs that you have identified in this chapter.

79
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Steps 3 helpss you: identify data: sources: and. develop performance indicators for the outcomes, practices, and:

inputs-you:identifiedsas: important: to:your education goals. The chapter emphasizes using existing data.sources>"’ ’

vqheré:possiiblevand:developing;valid‘, reliab(e;' and fair indicators.
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Working through Step 3 both interested and surprised me. As a counselor at
Pioneer High School for the past 15 years, | thought | knew about most of the
data that were maintained by the school and that everyone else was aware of
these data sources, too. When | first read the chapter, | thought this would be a
simple task because most of the data we needed, such as achievement test
scores and transcripts, were available from the guidance offlce. It wasn’t until
our team discussed the worksheets that it became clear that not everyone was
aware of the types of records kept by my office. Additionally, | began to realize
there were a number of other ‘data’ sources that | hadn’t considered. | never
thought about teachers’ classroom records, adminlstrative personnel

files, and funds and expenditures reports as being potential data
sources. | still think that many of the ‘hard data’ will come out

of my office—test scores, grades, and so on—but other sources

of data will really round out the information we need for moni-
toring progress toward our goals. After brainstorming about avall-
able data sources, we really got down to brass tacks. In order to seiect our
performance indicators, we had to decide exactly what we wanted to know. For
instance, how were we going to measure teacher participation in professional
development activities or the availability of school facilities? Was attendance at
an in-service workshop enough, or dild we want some evidence that new ideas
were being applied in the classroom? Was average square footage per student a
good enough indicator, or did we want some measure of the quality of faciiities
in addition to quantity? Couid we obtain the information we wanted from existing
data sources, or did we need to develop new ones? There was quite a bit of live-

ly discussion as we weighed the possible alternatives, and everyone had good

ideas to contribute.

Mo Thomay Rewntree — Head, Cownselot, Pieneesy High School
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ldentifying Existing

Data Sources

Broadly conceived, data include all of the information
and records that your school routinely collects, not just
numerical statistics that are maintained in a computer
darabase. In fact, in Webster’s dictionary, “data” is
defined as “factual information . . . used as a basis for

"8 Data sources

reasoning, discussion, or calculation.
can be either formal and standardized, or informal and

ad hoc. Relevant data may be . . .

- Maintained in an automated, centralized computer
system at your school. Most secondary school systems
nationwide keep at least some information in an
automnated, centralized system. For example, a large

number of school systems maintain computerized

Total Rainfall

r Frequénty o
w ofWee_dings

student transcripts, usually providing a record of what
courses students have taken, the grades they have
received, and the credits they have earned. Some elec-
tronic transcripts also include standardized achieve-
ment test scores or the number of days students have
been absent from school. Moreover, some school
systems maintain automated staff records, which may
include professional histories (education levels and

credentials), salary trends, and attendance records.

Maintained centrally, but kept as paper records in a
filing cabinet. Many school systems also keep central-
ized student records that are not automated. File
folders, for instance, may contain information about
students’ high school plans, discipline infractions,
extracurricular activities, and awards. These data may

be kept in a central place such as the guidance office.

Decentralized, for example, maintained by individual
teachers in their classrooms. Additional information
about students may be decentralized. Individual

teachers often keep records about students’ daily class

J
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Determine data sources and indicators

to measure how you are performing on your goals.
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attendance, competencies they have acquired, and
performance on particular assessments. Teachers may

also maintain samples of their students’ work.

Maintained by an outside agency, such as your district
office or a state or federal agency. A last example of data
sources involves information that is not necessarily
kept at your school. You may find that your district
office or state education agency, for instance, main-
tains records about your school that may be of inter-

est to you. Sometimes, these offices issue formal

performance reports—such as state report cards,
vocational education performance reports, or reports
on school-to-work progress measures—and sometimes
they maintain the records solely for administrative
purposes. Federal agencies also maintain useful data.
For example, the Census Bureau publishes statistics
by census tract that describe the economic and racial
make-up and average educational attainment, among
other characteristics of a community.

8Merriam-Webster's Collegiate Dictionary, Tenth Edition (1993), Springfield,
MA: Merriam-Webster, Incorporated.

Examples of Commonly Available Data Sources

Information on students

+ Enrollment records
(enrollments, transfers, and dropouts)

+ Daily attendance records

- Automated or paper student records
(demographics, extracurricular activities)

- Automated or paper transcripts
(course enrollments and levels, credits
earned, grades)

+ Standardized achievement test scores

« Occupational competency tests

(e.g., VOCATs)

+ Work-readiness assessments
(e.g., WorkKeys)

+ Locally developed pre- and post-tests

- Exit exams
(for a program, grade, or entire school)

+ Guidance records

(career plans, participation in guidance activities)

- Disciplinary action records
(referrals, infractions, detentions, suspensions)

- Employer evaluations
(e.g., of cooperative education students)

- Student follow-up surveys
(employment and wage rates, further education
and training)

« College entrance exam scores
(and the proportion of students taking the test)

- Postsecondary enrollment records
(enrollment in further education)

.

Postsecondary transcript data
(grades, remedial coursework, continuation
in tech-prep programs)

Information on teachers or administrators

.

.

.

Personnel files

(teacher training and certification, staff
development activities, salary trends, staff
evaluations, continuing education credits)

Arttendance records

In-service records

School-level information

.

.

.

.

.

.

.

.

Community surveys or needs assessments

Funds and expenditures
(per-pupil expenditure trends)

Reports prepared for or by the district or state

Agreements with postsecondary institutions
or businesses and industry groups

Records kept about school meetings,
parent-staff conferences, school visits

Records on tutorial programs
(students, teachers, tutors)

Dropout and completion rates
Student-faculty ratios
Numbers and types of diplomas awarded

Information collected for purposes of
applying or responding to grantors

Previous reports on or evaluations of
classrooms, programs, or the entire school

&3
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Developing New

Data Sources

You may find that the data currently available do not
shed light on some of the outcomes, practices, and
inputs you identified in Step 2. If important pieces of
information are missing, you may need to collect addi-

tional data. Because developing new data sources can be

costly in terms of money and time, you will want to
limit them to sources that provide crucial information

that is not available from existing ones.

The table below offers some examples of targeted new
data sources you may want to develop. If you choose to
pursue one of these special data collections, you will
need to think further about the specific information

you hope to gain from the effort.

Appendix D contains a list of resources you may want
to consult when developing new data collection instru-

ments such as those listed below.

Eramples sty Tanaered, New Datas Sewrces

* Surveys and questionnaires (of teachers,

students, parents, employers, commu-

nity members)

* Interviews or focus groups (with the

same groups as above)

- Teacher logs/diaries

Q

- Classroom observations (of actual
instructional practices and student

responses)

* Alternative assessments (e.g., work
samples, portfolios, senior projects,

and performance tasks)

*Locally developed pre- and post-tests
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YOUR THOUGHTS
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Related to the goals you are pursuing ...

+ What relevant information do you personally collect, see, or use in a typical day?

+ What relevant information do you know of that is collected by other teachers, departments, programs,

or offices at your site? By an outside office or agency?

* What do you already know about your school’s performance on these goals? Where did you get your

information? What existing data sources could be tapped to inform your goals?

O
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Developing

Performance

Indicators

Performance indicators are statistics that help measure
progress on your outcomes, practices, and inputs.

Indicators are usually expressed as
« Counts,

* Averages,

» Percents, or

» Rates.

Q

While data sources act as a record or repository of
raw information, performance indicators transform

that information into a relevant measurement.

Outcome indicators are of vital importance, because
student performance is ultimately where you want to
see results. However, indicators can also be developed
for practices and inputs in order to monitor important
factors affecting outcomes. For example: Are key prac-
tices being implemented? Are key inputs changing in
either positive or negative ways? Practice and input
indicators help paint a more complete picture of
system performance than do outcome indicators alone.

Monitoring practice and input indicators can also help

suggest possible strategies to improve student outcomes.

&6
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PIONEER HIGH SCHOOL EXAMPLE
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Determining Data Sources and Indlcators
Based on its goal of preparing all students for both further education and work, Pioneer High School identified

the following priority data sources and corresponding indicators for its outcomes, practices, and inputs.

Targeted OQutcomes

Specific Student . Priority . Corresponding

Outcomes : Data Sources : Performance Indicators

+ Attain high academic :  + Achievement test scores + Average reading, mathematics,
achievement for all students, : : and science gains on state tests

especially in English/language
arts, mathematics, and science
+ Student transcripts . - Percent of graduating seniors
: meeting the state university’s
entrance requirements

- High school graduation .+ Guidance records . - High school graduation rate
+ Demonstrate work-readiness : * Employer evaluations : + Percent of seniors participating
skills : : in work-based learning

experiences who received a
satisfactory or higher rating

87
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Pioneer High School Example continued

Targeted Practices

Related School : Priority Data Sources : Corresponding

Practices . . Performance Indicators
+ Increase the high school’s .« Program of Studies . * Minimum number of credits
: ] :
graduation requirements : : in core academic subject areas

required for graduation

+ Provide intensive after-school .« Tutor sign-in sheets + Number of students
tutoring services participating at least 1) once
: a semester and 2) once a week
- Offer staff development : - Staff development records .+ Number of teachers
activities on applied academics attending in-services on
and integration of academic : : integration of academic
and vocational education and vocational education

Percent of participating teachers
reporting they have collaborated
with other teachers to develop
integrated lesson plans

+ Teacher survey

- Provide all students with .+ School-to-work liaison * Percent of graduating seniors
meaningful work-based learning records . who participated in an organized
experiences (in particular, job : : work-based learning experience

shadowing, mentoring, and
internship opportunities)

Targeted Inputs

Related School Inputs Priority Data Sources Corresponding
. . Performance Indicators

+ Availability of staff and -+ Guidance records - Number of tutoring hours
volunteers (peers, parents, : . logged by staff and volunteers
workplace mentors) to : :
provide after-school tutoring

+ Scheduled common teacher * -« Master schedule * Number of minutes per week
planning time : of scheduled common teacher
planning time
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+ Employer commitment to : + School-to-work liaison records :  + Number of work-based learning
providing work-based learning openings for 1) job shadowing,
experiences : : 2) mentoring, and 3) internships

+ Student demographics : - Guidance records : + Percent of students 1) eligible
affecting baseline outcomes for free or reduced-price lunches,

2) who speak a language other
than English at home, and

3) whose parent(s) completed
high school

88
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Using Qualitative

Information

Because they are expressed as statistics, performance
indicators are essentially quantitative. As such, they
offer several advantages, including comprehensiveness,
succinctness, precision, and comparability. Additionally,
quantitative indicators are particularly useful for sum-

marizing large amounts of information.

On the other hand, qualitative information—describing
what people actually say, do, think, or feel—puts a
human face on quantitative data. It provides depth and
detail and may increase a person’s understanding of a

situation, but often lacks generalizability.

HOW MIGHT YOU USE QUALITATIVE INFORMATION AS

PART OF YOUR PERFORMANCE INDICATOR SYSTEM?

« Transform qualitative information into quantitative

indicators. It is sometimes possible to quantify quali-

tative information—for example, the number of
teachers who use small group instruction at least once
a week, or the percent of students who demonstrate
classroom engagement. Doing so generally requires

1) defining or standardizing key terms and concepts
and 2) collecting representative data. What do you
mean by “small group instruction” and “classroom
engagement”? By “a regular basis”? What should
count as instances of these phenomena? After defining
key terms, you will then need to gather information
from a representative group. You might attempt to
survey all teachers or observe all second-period class-
rooms, or you might select a random subset of these
groups for data gathering. Appendix D contains a list
of resources for designing and implementing surveys,
interviews, observations, and other qualitative data

collection methods.

Hlustrate quantitative data with qualitative informa-
tion. Make your quantitative indicators come alive by
gathering descriptive examples to illustrate important
data. Qualitative information is particularly useful
when explaining your performance indicator data to

nontechnical audiences.

89
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A Note

on Anecdotal

Evidence

Anecdotal evidence—spontaneous comments or casual
observations—is one type of qualitative information.
Teachers and administrators often rely on anecdotal
evidence to make decisions (Cooley 1983). For example,
a student mentions after class that the day’s activity was
her favorite. A parent calls to voice concern over a home-
work assignment. A teacher expresses enthusiasm about
a recent in-service workshop. In some cases, anecdotal
evidence may be transformed into performance indica-
tors, but many times such evidence is used by individual
teachers or administrators on an ad hoc basis. It is possi-
ble, however, to improve the quality of this evidence and

subsequently to improve its power.

Anecdotal evidence is compelling, because it concerns
real people in real time. Typically, it is more vivid and
personal than other, more formal types of data. The
main problem with anecdotal evidence, though, is that
it may be totally unrepresentative. The one person who
comes forward to express his views may hold an entirely
different opinion from the silent majority. Although

basing a decision on a single comment or observation

Q

can be misguided and counterproductive, ignoring such

evidence can waste an important.source of information.

WHAT MIGHT YOU DO ABOUT ANECDOTAL EVIDENCE?

* Start by asking one more person her opinion or
making one more observation. As long as you have
the time and believe the information to be important,
continue gathering evidence, one person or observa-
tion at a time. Remember, any additional information

you gather will improve the reliability of your data.

* Decide what your relevant “survey universe” is. If
you could, would you speak to all students in your
fourth-period class, or students in all of your classes?
Would you speak to the parents of students of a
particular teacher or the parents of all students in the
school? Would you talk to the teachers who attended

the recent in-service or to all teachers?

Sample randomly from this universe. If possible,
decide randomly which person to speak to next or
what class to observe next. You can pick names out
of a hat, or let your pencil fall blindly on a roster. It
is natural to want to speak to someone who is easy

to talk to, easy to reach, or provides thoughtful com-
ments. However, what makes this person stand out in
your mind may also differentiate the person from the
general group. You are more likely to obtain represen-
tative information by being deliberately random in

your investigations.

30
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Formulating Your

Indicators

There are several important considerations when
formulating your performance indicators, including

the following:

- The numerical form each indicator will take.
- Details of who, what, and when to measure.
- Whether to measure attainment or gains.

- What comparisons to make among

subpopulations.

Making decisions about these issues early on will help
you build a solid foundation for collecting and analyz-
ing your performance indicator data. The first three
issues directly affect the formulation of the performance
indicators themselves—that is, how they are worded
and what they measure. Consequently, they determine
what data you will collect. Deciding to make compar-
isons among different groups of students also has a
profound impact on data collection and recordkeeping,
since it necessitates not only gathering results but also
keeping track of these results and related characteristics
for individual students. By addressing the four issues
noted above thoughtfully, it will be easier for you to
develop a quality indicator system. Vaguely conceived

indicators, in contrast, will be subject to various

misinterpretations and may make dara collection and
analysis exceedingly difficult. Because you are building
a performance indicator system that may be in place for
several years, it is important to be as clear and precise as

possible in formulating your indicators from the outset.

Considering Numerlcal Form

You will need to decide how each performance indicator
should be expressed. As mentioned eatlier, indicators usu-
ally take the form of counts, averages, percents, or rates.

The following example illustrates variations on a theme:

- Number of students completing high-level

mathematics courses.

- Average number of credits students earned in

high-level mathematics courses.

- Percent of students completing high-level

mathematics courses.

- Rate of completion of high-level mathematics courses.

When deciding on the appropriate form, you should
consider what specific information each form provides.
While one form may be more valuable in a particular sit-

uation, a combination of forms may be best in another.

Indicators often raise additional questions. For example,
counts may raise questions about context. If you learned
that 188 students completed high-level mathematics

courses, you might be interested to know what share of
the total student population this number represents.

Similarly, averages are good summary statistics, but they
may obscure interesting variations. Although it may be.

useful to know that students earned an average of 1.0
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credits in high-level mathematics courses, you might
wonder how these credits were distributed. Did most
students take one high-level course, or was there a small
group of students earning 2.0 to 3.0 high-level credits,
while most students earned zero credits? To investigate,
you might want to know the percent of students earning
different numbers of credits. Finally, you might also
want to know at what rate students who initially
enrolled in these courses ultimately completed them.
Generally, a single indicator cannot answer all ques-
tions, so you will need to decide what information is
most important to you, and then select the number and

types of indicators that satisfy your information needs.

Considering Who, What, and When

to Measure

Developing quality performance indicators requires

that you be precise. In order to avoid confusion over the
meaning of an indicator—and threaten the usefulness
and credibility of your performance data—it is impor-
tant to address the following questions for each indica-

tor before beginning to collect your data:

- Who is your relevant population? For each indicator,
you will need to decide what group makes up the
relevant population—for example, all students in your
school or students in a particular grade. The relevant
population acts as the denominator when calculating
indicators that take the form of percents, averages,
or rates. For example, you may be interested in
looking at the percent of juniors and seniors who have
completed high-level mathematics courses, since

underclassmen are less likely to enroll in these courses.

O

« What condition(s) must be met in order to be
counted in the statistic? In order to be counted in
a performance indicator, students who are members
of your relevant population must satisfy one or more
specific conditions. For example, juniors or seniors
must complete a high-level mathematics course.
Furthermore, completion may be defined as receiving
a grade of D- or better, and high-level mathematics
courses may be defined as including Algebra 2,
Trigonometry, and Calculus. Generally, the more
precise you can be in describing important details

of your indicators, the better.

When must the condition be met? It also helps to
clarify what the relevant period of time is during
which the above condition(s) must be met. For exam-
ple, you might be interested in investigating the total
number of students in your school who completed
high-level mathematics courses in a given year. This
one-year time frame provides an indication of the
annual level of participation in high-level mathemat-
ics courses. Alternatively, you might be interested in
investigating the percent of seniors who completed at
least one high-level mathematics course during their
high school careers. This four-year time frame pro-
vides an indication of how well seniors might be pre-
pared to pursue postsecondary education. Answering
the “when” question also has implications for data
storage, since the longer the interval during which
important conditions can be met, the more extensive

are the records that must be kept.

The three key questions—who, what, and when—are
interconnected. Making decisions about one often helps

clarify another.
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Considering Whether to Measure
Attainment or Gains

Another consideration in developing your performance
indicators is whether to measure attainment at a single
point in time or gains achieved by the same persons over
time. With respect to student outcomes, measuring attain-
ment focuses on whether students have achieved a speci-
fied level of skill, knowledge, or ability, while measuring
gains focuses on whether students have improved over

time. The following examples illustrate this difference:

« Percent distribution of the highest mathematics

courses completed by seniors (measures attainment).

+ Percent of students not passing mathematics at
mid-year who have successfully completed the course

at the end of the year (measures gains).

- Average difference in mathematics test scores between

fall and spring for 11th graders (measures gains).

Measuring only attainment provides only partial
information about performance at your school and
can lead to false conclusions and poor decisions. For
example, measuring only attainment may miss the fact
that low performers have made large gains despite not
yet attaining performance targets. Deciding to withdraw
support for strategies that achieved these gains might
be premature. Selecting a mix of attainment and gain
indicators, on the other hand, helps to capture the full
spectrum of performance at your school and provides
you with more complete information on which to

base decisions.

Monitoring trends over time in performance indicator

dara is discussed in Step 6.

Considering What Comparisons
to Make Among Subpopulations

Finally, you will want to consider what comparisons are
important to make among different groups of students.
Performance indicators that summarize results for an
entire population—that is, for all students in the school
or in a particular grade—are important and useful.
They not only provide a snapshot of overall perfor-
mance but also can signal areas that require general
attention. However, summary statistics can hide impor-
tant differences in how groups are performing. In order
to target improvement efforts effectively, it is usually
wise to compare performance on your indicators for
selected subgroups. For example, you might compare
performance based on different demographic character-

istics or different educational experiences:

- Gender

+ Race—ethnicity

- Language proficiency

- Socioeconomic background

+ Grade levels

+ Classrooms

- Course levels (basic, regular, advanced)

- Participation in career academies, career

majors, occupational training, and so on.

Identifying differential performance might lead you to
develop different improvement strategies than you might

have developed based on summary statistics alone.
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Select one of the outcomes, practices, or inputs you identified in Step 2, and then consider the

following questions:

+ What indicator(s) could you develop to measure that outcome, practice, or input?

+ What numerical forms could the indicator(s) take?

+  What condition must be met in order to be counted in the indicator(s), and when must it be met?
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Ensuring the

Quality of

Your Indicators

After selecting your initial set of performance indica-
tors, it is important to step back and examine them

with a critical eye. Performance indicators should

- Be valld.
- Be reliable.
- Be fair.

- Avoid creating unintended incentives.

If your indicators are not valid, reliable, or fair, you
may make unsound judgments and act in ways that

are inappropriate or even detrimental to your education
goals. Additionally, indicators can sometimes create
unintended incentives. For instance, tracking grade
point average can create a subtle pressure on teachers

to inflate grades. In extreme cases, particular indicators
can even adversely affect education and learning. For
instance, overemphasis on standardized achievement
test scores can deflect teaching and learning away from

valued skills not assessed by the test.

Particularly when your school attaches strong positive
or negative consequences to indicator performance, you
will need to ensure that your indicarors satisfy the crite-

ria listed above.

Ensuring Validity

Validity reflects the extent to which a performance
indicator actually measures the underlying phenomenon
of interest. If you want students to develop critical think-
ing skills, for example, then student achievement test
scores would be a valid indicator, if the test that was used
specifically assessed these skills. If the test emphasized
memorization and recall, on the other hand, it would

be an invalid measure of critical thinking skills.

Validity also refers to how appropriately indicator data
are used. An indicator may be valid for some uses and
not for others. For example, in the case of student
achievement tests, it might be valid for guidance coun-
selors to use test scores to help place students; for teach-
ers to diagnose their students strengths and weaknesses
based on these scores and focus classroom instruction
on weak areas; or for principals to identify low-scoring
classrooms and encourage teachers to develop strategies
to raise performance in these classrooms. However, it
might not be a valid use of student achievement test
scores for school districts to base merit pay bonuses for
teachers on these scores, since test scores gathered from
a single point in time measure cumulative learning,
rather than the unique contribution of individual teach-

ers to student achievement.

IN ORDER TO ENSURE THAT YOUR PERFORMANCE
INDICATORS ARE VALID, YOU CAN TAKE THE

FOLLOWING STEPS:

- Consider how well an indicator reflects the outcome,
practice, or input it is intended to describe. Identify
and implement better and more valid indicators

where possible.

- Think ahead to the kinds of decisions you may make
based on an indicator. Assess how well the indicator

supports these decisions.
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Ensuring Reliability

Reliabilicy reflects the consistency with which an indica-
tor produces the same results on different occasions or
in different circumstances. In the case of standardized
tests, reliabilicy also reflects the consistency of different
forms of the same test. If an indicator is reliable, it pro-

vides reasonably accurate results.

Indicators that lack reliability do not produce meaning-
ful results and cannot support sound comparisons
across groups or over time. For example, your school
may decide to require student portfolios to assess criti-
cal thinking skills, which are to be graded on a three-
point scale: 1) basic, 2) proficient, and 3) exemplary.
Without receiving sufficient guidelines or training
about how to apply this rating scale, however, teachers
may apply it in different ways. Thus, the designation
“exemplary” may mean very different things to different
teachers, and students who attain this rating may exhib-
it widely varying skills. Consequently, an indicator such
as “the percent of students attaining an ‘exemnplary’ rac-
ing on the new portfolio assessment” will be practically
meaningless. Unless the criteria for an “exemplary”
rating are defined clearly and attention is paid to
assessing the consistency with which teachers apply

the rating, this indicator may provide misleading
information. Alternative assessments and performance
indicators that promise greater validity than traditional
ones must achieve a degree of reliability in order to live

up to this promise.
IN ORDER TO ENSURE THAT YOUR PERFORMANCE
INDICATORS ARE RELIABLE, YOU CAN TAKE THE

FOLLOWING STEPS:

- For your different indicators, investigate how consis-

tently and accurately data are reported or collected.

O

- Consider establishing standard definitions or data
collection practices. For example, consider forming a
task force of teachers to develop a rubic for grading

student portfolios and to train other teachers in its use.

Ensuring Fairness

Fairness reflects the extent to which an indicator is free
of bias. If an indicator s fair, it treats all subgroups and
populations similarly with respect to the key factors
being assessed. An indicator is unfair—or biased—if
students perform differently for reasons that are irrele-
vant to the purpose of the indicator. For example, a
reading test that included a story set on a golf course
might include items that were more accessible to some
students than others, in which case the fairness of the
test could be called into question. Unfair and biased
indicators can result in incorrect interpretations of group

performance and misdirected improvement strategies.

IN ORDER TO ENSURE THAT YOUR PERFORMANCE
INDICATORS ARE FAIR, YOU CAN TAKE THE

FOLLOWING STEPS:

« Identify factors that might disadvantage or benefic

particular groups of students on an indicator.

+ Eliminate or modify any indicators where irrelevant

factors are likely to affect performance.

+ Involve stakeholders with different perspectives to
participate in designing, reviewing, and implementing

your indicator system.
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Avoiding Creation of Unintended
Incentives

The purpose of a performance indicator system is to
provide information that supports school improvement
efforts. If you use indicators to identify strengths and
weaknesses, develop appropriate improvement strate-
gies, and successfully implement those strategies, then
performance on your selected indicators should

improve. However, pressure to petform well on the

indicarors can create incentives to improve the indicator

data themselves, without improving underlying perfor-
mance. These actions tend to distort the meaning of

indicator data.

All efforts to improve indicator data directly should not
be viewed as “cheating.” Stakeholders can be expected

to take all reasonable steps to improve indicator perfor-
mance. However, once these “improvements” have been

made and initial gains on the indicators have been

achieved, you are then faced with improving underlying

performance, if you hope to continue to demonstrate

improvement.

Distorting influences can erode confidence in your per-
formance indicators, and consequently in your improve-
ment efforts. To help avoid this problem, you can take

the following steps:

« Tty to implement indicators whose “meaning is resis-
tant to erosion by reasonable, accepted, and ethical
actions that might be taken” to improve performance

(Haertel 1986).

.

Keep track of and report all actions taken that
significantly affect performance on the indicators,
particularly when sharp increases or decreases in

performance occur.

- Consider eliminating any performance indicators that
are particularly susceptible to distortion. If there are
good reasons not to eliminate these indicators, then

take steps to guard against possible distortions.

« Attempt to match stakes or consequences to

indicator quality.
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Worksheets 3.1-3.5 will help you identify data

sources and develop performance indicators for the
outcomes, practices, and inputs you identified in Step
2. Although the worksheets are designed for teams,
individuals can complete the activities on their own.
Since you will need to complete one set of worksheets
for each of your education goals, copy the worksheets at

the back of the workbook as many times as necessary.

First, obtain copies of completed Worksheet 2.3 for
each of your education goals. This worksheet conrains
the related outcomes, practices, and inputs for the goals
you established in Step 1. If you are working as part of
an improvement team, divide into small groups of three
to five people, with each group selecting one or more

goals. Designate a group spokesperson who will share

Q

Aruitoxt provided by Eic:

your results with the rest of the improvement team
and a recorder who will create a final worksheet to give

to the meeting facilitator for the project files.

3.1 — Identifying Data Sources
Helps you identify existing and new dara sources for

your outcomes, practices, and inputs.

3.2 — Developing Performance Indicators
Helps you develop performance indicators correspond-

ing to each of your data sources.

3.3 — Refining Your Indicators
Helps you develop the most appropriate formulations

of your performance indicators.

3.4 — Developing a Final List of Indicators
Helps you assess the quality of your performance
indicators and develop a final list of indicators for

each outcome, practice, and input.

3.5 — Developing a Data Collectlon Plan for
Your Indicators
Helps you develop a plan for collecting data on your

final list of performance indicators.
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WORKSHEET 3.1
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Identifying Data Sources

Activities 1-6 In this worksheet help you Identi-

fy existing and new data sources for the out-

comes, practices, and Inputs you Identified in
Worksheet 2.3. You are provided with three

coples of the worksheet: “A” for outcomes, “B”

for practices, and “C” for inputs. Depending on

the number of outcomes, practices, and inputs

you identified in Worksheet 2.3, you may need

to make additional copies of these worksheets.

1.

Werite the goal you are working on at the top

of the worksheet.

. Transfer your outcomes from Worksheet 2.3 to

the left-hand column of Worksheet 3.1A in

order of priority.

. Discuss with your group or consider on your

own where data might be found for each out-
come. Write these data sources in the middle

column of Worksheer 3.1A. Be expansive. Be

creative. Allow yourself to come up with any-
thing that will provide you with the informa-
tion you believe will be helpful. You will weed
out less important data sources as you continue

to develop your indicators.

4. It may be that existing data sources do not
provide useful information about the outcomes
you have identified. If this is so, space has also
been provided in the right-hand column to
indicate any crucial new data sources you may

need.

5. Repeat activities 1—4 for your practices and
inputs, using Worksheets 3.1B and 3.1C,

respectively.

6. After completing the worksheet, groups should
report the results of their work to the rest of

the improvement team.

STEP 3
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WORKSHEET 3.2
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Developing Performance Indicators

Activities 1-5 in this worksheet help you develop
performance indicators for each data source you
identified in Worksheet 3.1. You are provided with
three copies of the worksheet: “A” for outcomes,
“B” for practices, and “C” for inputs. Depending
on the number of outcomes, practices, and inputs
you have identified, you may need to make addi-

tional copies of these worksheets.

1. Write the goal you are working on at the top

of the worksheet.

2. Transfer your outcomes from Worksheet 3.1A

to the appropriate boxes in order of priority.

3. For each outcome, think about what you
really want to know. Review the different
data sources you identified in Worksheet
3.1A. Which data sources will provide you

with the most important and relevant

information? List the most important ones

in order of priority on Worksheet 3.2A.

. For each data source, think about what

information can be produced concerning the
associated outcome. Brainstorm with your
group or on your own about possible perfor-
mance indicators that can be derived from
the data source and write them in the corre-
sponding boxes. Remember to write your
indicators in terms of counts, percents,
averages, and rates, and to be as specific as
possible. You may identify more than one

indicator for each darta source.

. Repear activities 1-4 for your practices and

inputs, using Worksheets 3.2B and 3.2C,

respectively.
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WORKSHEET 3.2A
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Developing Performance Indicators for Your Qutcomes

GOAL:

OUTCOME # e e e e et e e e e e e e e ae e e et e e aa e et eee i aaaan

Priority Data Sources Corresponding Performance Indicators

OUTCOME # D ettt et ie et e e e e e e e e et et e et e aerees

Priority Data Sources Corresponding Performance Indicators

OUTCOME # D et e e et e e e e et e e et e et e et e iea e e e et

Priority Data Sources Corresponding Performance Indicators
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WORKSHEET 3.2B
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Developlng Performance Indlcators for Your Practlices

GOAL:

PRACTICE # e e e e et

Priority Data Sources Corresponding Performance Indicators

~
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WORKSHEET 3.2C
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Developing Performance Indicators for Your Inputs

GOAL:
INPUT # L et ettt e ettt ettt e et e e e et e e e e e e e e e e
Priority Data Sources Corresponding Performance Indicators
INPUT # S
Priority Data Sources Corresponding Performance Indicators
INPUT # P
Priority Data Sources Corresponding Performance Indicators
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WORKSHEET 3.3
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Refining Your Indicators

Activities 1-4 in this worksheet help you refine
the performance indicators you identified in
Worksheet 3.2. You are provided with three
copies of the worksheet: “A” for outcomes, “B”
for practices, and “C” for inputs. You may need

to make additional copies of these worksheets.

1. Write the goal you are working on at the top

of the worksheet.

g

Transfer your outcomes from Worksheet 3.2A

to the appropriate boxes in order of priority.

w

For each outcome, review the performance
indicators you identified in Worksheet 3.2A
and answer the questions listed below. Revise
your indicators as needed and record the
revised indicators in order of priority in the
space provided. You might also find it useful
to identify subpopulations whose perfor-
mance on the indicators you think is impor-
tant to examine. Repeat this activity for each

outcome.

+ Indicators can be expressed as counts,

averages, percents, and rates. Each form

provides different information. Have you
selected the most valuable numerical forms

for your indicators?

+ Who are your relevant populations (the
denominators for calculating your indica-
tors)? Should the indicators be rewritten to

clarify who the relevant populations are?

« What condition(s) must be met—and
when—in order to be counted in each
statistic? Should the indicators be rewritten

to clarify these conditions?

- Should you measure attainment or gains—or
both? Do you need to modify your indica-

tors to do so?

« What subpopulations might you want to com-
pare for each indicator based on demographic

characteristics or educational experiences?

Repeat activities 1-3 for your practices and
inputs, using Worksheets 3.3B and 3.3C,

respectively.
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Refining Your Outcome Indicators

GOAL:

OUTCOME # e et eee e ie e et e et ae et e et e e e e et et e et ee et e et aaereaes

GG T ETo ) 5 P
I diCator # e e et
6o Te el NTe .2 P
T FE T e -
T ST oY 3
SUDGroUp COMPArISONS ...viui i e

6 Te T 2o
8T F o 7o .57
6o Te E TR o3 - 3
6T T8 o -
6o Te T8 2o - 5 T

SUDGIOUP COMPALISONS 1.ttt e e e e

6T TR 5
I iAo 2 ot e e e
6 Te TR o .3
DI Cator #4 Lot e e e
TG FE e e 3

SUDGIOUP COMPATISONS .t u ittt ettt ettt ettt et ettt et et ettt ettt et e e et e e e anes
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Refining Your Practice Indicators

GOAL:

PRACTICE # e e et s e e ey

00T FT o R -
00T F o -3
0T F o R -
00T F P N -
0T BT -2 e

SUDEIOUP COMPATISONS 1.\ttt ittt ittt ettt et ettt et e e te e et e re e it et e en e ieaanas

0T B Tor R -
3T BT or N -5
TG FToT R o O -5 T
T BT ot o -2
ST BT oY -2

SUDGIOUDP COMPATISONS L\ttt ittt ettt ettt et e e it e st ettt et s e e ettt e ta s s e ibesan e ibn e e te e anetans

G BT 1o -
G BT 1o -2/
S BT 1o -2
S EEor o3 -
INdICator 5 o e T

SUDEIOUP COMPATISONS ..ttt ettt ettt et et ettt e it e i e et e e re s et ineen e ieaaaas
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Refining Your Input Indicators

GOAL:

INPUT # N

oL oY -2
T S Tar Y o - 272
oY BT R 4o Y A -2 J T R

I diCatOr oo it e e e

T FEeE Y oY I L
I diCatOr B ot e e e e
T FeE Y oY - T

IO B e e

T FTe oY -
I diCatOr B ot et
T LY -2 N

IdECatOT B e e
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Developing a Final List of Indicators

Activities 1-6 In this worksheet help you performance indicators? Do you think the

assess the quality of your performance quality of the data will support these actions

indicators and develop a finat! list of indicators .. . ..
or decisions? What actions or decisions
for each outcome, practice, and input. You are .

should be avoided so that you do not
provided with three coples of the worksheet:

i >
“A” for outcomes, “B” for practices, and “C” misuse the daa?

for inputs. You may need to make additional

.

How consistently and accurately are data
coples of these worksheets. .
currently being reported or collected on
1. Write the goal you are working on at the top these indicators? What definitions or data
of the worksheet. collection practices could be standardized to

ke the d liable?
2. Transfer your outcomes from Worksheet 3.3A make the data more reliable

.

to the appropriate boxes in order of priority. Do you think there are any irrelevant factors

) that might significantly disadvantage or
3. For each outcome, review the performance B sig Y &

icul f stud h
indicators you identified in Worksheet 3.3A benefic particular groups of students on the

. . . indicators? Should any indicators be elimi-
and answer the questions listed below. Revise

nated or modified in light of this potential

your indicators as needed and record the
bias?

revised indicators in order of priority in the

space provided. Space is also provided to
record any thoughts you may have about
important subpopulation comparisons, steps
to improve accuracy and consistency, actions
or decisions to avoid, and steps to guard
against distorting the data. Repeat this activi-

ty for each outcome.

- How well do the indicators reflect the out-
come they are intended to describe? Are
there other ways to measure the outcome

that provide more valid information?

- What kinds of actions or decisions do you

think might be based on the results of these

- Are there any indicators that seem particu-
larly susceptible to distortion? What steps
might be taken to avoid creating unintend-

ed incentives?

4. Repeat activities 1-3 for your practices and
inputs, using Worksheets 3.4B and 3.4C,

respectively.

5. After completing the worksheet, groups
should report the results of their work to the

rest of the improvement team.

6. Give one copy of the completed worksheet to

your meeting facilitator for the project files.

~
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WORKSHEET 3.4A
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Developing a Finai List of Outcome Indicators

GOAL:

OUTCOME # e ettt et iee e ee e e e e s e e e e st e s ettt e e e e e e e e aeaaas
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WORKSHEET 3.48B
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Developing a Final List of Practice Indicators

GOAL:

PRACTICE # Lttt eee et eaae e e eaaaeee e e s e e e e e e e e e et
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Developing a Final List of Input Indicators

GOAL:

INPUT # D e b e e e e e e h e e h e e e e ettt et et aeaaaas
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WORKSHEET 3.5

©000000000C0000000000000O0000O0OO0O

Developing a Data Collection Plan for Your Indicators

Activities 1-8 In this worksheet help you devel-
op a plan for collecting data on your final list of
performance indicators. You are provided with
three copies of the worksheet: “A” for out-
comes, “B” for practices, and “C” for inputs.
You may need to make additlonal copies of

these worksheets.

1. Write the goal you are working on at the top

of the worksheet.

2. Transfer your outcome indicators from
Worksheet 3.4A to the first column of
Worksheet 3.5A.

3. Refer back to Worksheet 3.2A to determine
the data sources for your indicators. Not all
of your indicators may be reflected on
Worksheet 3.2A, since you may have added

indicators in subsequent steps. For new indi-

cators, think about where you will obtain the
relevant data. Record all data sources and
locations for your final indicators in the sec-

ond column of Worksheet 3.5A.

. Discuss and record what next steps need to

be taken to obtain the indicator data.

. Discuss and record who will assume primary

responsibility for the next steps.

. Decide on a target date for each next step.

. Repeat steps 1-6 for your practice and input

indicators, using Worksheets 3.5B and 3.5C,

respectively.

. Give one copy of the completed worksheet to

your meeting facilitator for the project files.
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NEXT STEPS

For future reference, be sure to collect completed copies of

Worksheets 3.4 and 3.5 for each of your education goals.

You are now ready to gather your indicator data.

Once you have gathered them, proceed to Step 4.
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Ini Stepr 4 you: will: user the: data: you: haver assembled to determine how you are: cyrre’ntlyr pérformiﬁg;on-your.z»"_

educétiqn*goa|s~;.T»he.fi'rst'year-of- data:collection allows you to create a baseline against which to.compare futurei IR

- progress:. Thiss section= introduces; several: techniques for examining and interpreting: your: datas: and- offers:

alternate: ways-of:presenting. your: findings...

N

126

S‘,TEPfMl PAGE 111




O

ERIC

Aruitoxt provided by Eic:

I am a fairly new teacher here at Pioneer High School and this performance
indicator project Is the first long-term group project | have engaged In as a
teacher. I'm still learning how | can Improve my own teaching and how | can
better prepare my students for their futures. | was pretty quiet during the
goal-setting process and some of the earlier steps. | Just didn't feel like |
knew enough about the school and the surrounding community to be setting
goals. However, as it turned out, the goals we developed were not very dif-
ferent from those | would have set for Ploneer High School myself
—or any school for that matter. As | became more comfortable
on the team, | contributed more and became more vocal.

When we got to Step 4, | felt that | was definitely in my ele-
ment. Being able to share my own mathematics skills and
knowledge with my peers and colleagues boosted my seif-confi-

dence, and | know that my contributions during the workshop were important
to the team as a whole. Certainly, they could have learned how to interpret
and present the data without me, but they really appreciated my assistance.

When you honor each person’s gifts and skills, the whole group benefits.

Micia Mastimer — Mathematicy Teacher, Pioneery Hiaky Schesd
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Compiling Your Data

This chapter assumes that after developing performance
indicators in Step 3, you have taken some time to
assemble your data. Not all of the data you need or
desire may be available, however. You may still be devel-
oping some new data sources, or the timing of Step 4
may be such that certain data cannot be obrained until

later in the year.

Some of your data may be in raw form: a list of
different types of disciplinary offenses and their
frequency, for example, or photocopies of student tran-

scripts. You may need to do some work to transform

e

Examine your
data to
enrich your
understanding
of your

performance.

ERIC

Aruitoxt provided by Eic:

these raw data into their corresponding performance
indicators—for instance, the total number of discipli-
nary offenses, the rate of offenses per number of
students enrolled, the percent of seniors who took
Algebra 1 or higher during their high school careers,
and the percent of juniors and seniors taking a mathe-

matics course during the current academic year.

If you want help in turning your raw data into indicator
statistics, you may want to contact your school or
district’s management information system and evaluation
departments, or your registrar and guidance offices. If
such assistance is not available, you may want to consult
with someone who has experience with compiling and
analyzing data, such as one of your mathematics or
science teachers, a professor at a local college, or a busi-
nessperson with experience in data analysis. An expert
can help you tally statistics, interpret results, and pre-

sent your findings clearly.
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The Automation

Option

This chapter discusses several methods of darta analysis
that can help you examine your performance indicator
data. While it is helpful to understand the analytical
concepts, it is not necessary in this day and age to com-
pute the statistics manually. Therefore, it is a good idea
for you to consider using a computer to compile, ana-

lyze, and present your data.

A basic computer with software that is capable of
recording, sorting, and summarizing information
(including a spreadsheet program for calculating and
analyzing basic statistics, a word processing program for
writing summary reports, and a graphics program for

displaying your findings) will be adequate for most of

your data analysis needs. The size of your student body
and the comprehensiveness of your data analysis efforts
will dictate what kind of computer you need. Most
computer stores have experts who can help you decide
what computer or software packages to buy and how to

set up the necessary programs.

Before purchasing a computer or software package, it is
important to understand clearly what equipment, soft-
ware, and training the vendor can provide. If possible,
ask a computer specialist from your school system or a
statistics professor from a nearby university, or recruit
someone from a local firm that does data analysis to
assist you when purchasing a product. Educate the
expert about what kind of work you expect to do on
the computer and what kind of computer experience
you have. Another option is to call other schools who
have already automated performance information. If
you do so, ask these schools what companies have
provided them with good service and what computer

programs they find most helpful.
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Develop a first impression.

Examine the spread, or distribution,
of your data.

Examining Your Data

Translate the data into concrete terms.

Examine differences among important
subgroups.

Examine the reiationships among

« , outcome, practice, and input data.
Although you may not “crunch the numbers” yourself,

you will be examining your school’s performance data. Present your data effectively.

You will also be responsible for helping convey their

meaning to others. Step 4 describes the following . Before explaining this process in detail, an example
process for examining, interpreting, and summarizing . from Pioneer High School on the next few pages
your data: : illustrates how it works.

@80@ OU) 6O)WERE
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PIONEER HIGH SCHOOL EXAMPLE
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Examining the Data

Mrs. Martinez, a mathematics teacher on the
Pioneer High School improvement team, was
assigned to gather and examine attendance data. She
obtained an attendance report from the central
office indicating that Pioneer’s average daily atten-
dance (ADA) rate was 92 percent. At first blush,
Mrs. Martinez was pleased, since 92 on a scale of
100 generally corresponds to an “A” grade. However,
upon further analysis, she realized that 92 percent
ADA meant that Pioneer students missed, on aver-
age, almost three weeks of school during the year
(based on a 180-day school year). She considered

this to be unacceptable performance.

By translating ADA into concrete terms—the number
of days missed—Mrs. Martinez identified attendance
as a possible area needing improvement. Next, she
wanted to know what factors affected student atten-
dance. To answer this question, she investigated
which students were chronically absent and when

they were missing school. As Mrs. Martinez exam-

ined attendance patterns by gender, grade level, and

day of the week, one finding stood out:

Average Daily Attendance

by Day of the Week

Day of the week Rate
Monday 95%
Tuesday 97%
Wednesday 94%
Thursday 92%
Friday 82%

By disaggregating attendance data by day of the
week, Mrs. Martinez learned that student attendance
peaked on Tuesday and declined steadily thereafter.
Additionally, students were less likely to attend school
on Friday than on any other day. Mrs. Martinez
believed this pattern was particularly troublesome

because most teachers tested their students on Fridays.
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Pioneer High School Example continued

Mrs. Martinez presented her findings to the rest of the Pioneer High School improvement team. In her

presentation, she included the following graph illustrating her key finding:

Average Daily Attendance Rates by Day of the Week

100

95

920

85

PERCENT

80

75

70

Monday Tuesday

-

Wednesday

1

Thursday Friday

DAY OF THE WEEK

She asked her fellow team members to review the
data and speculate about the meaning of the results.
The team reviewed her report, discussed their inter-
pretations of the data, and raised some additional
questions. As a result of the discussion, the team
decided to make attendance a priority. To do this,
they recommended three actions: creating a friendly
competition by reporting student and staff acten-
dance over the loudspeaker as part of daily
announcements; moving the weekly pep rally from

Wednesday to Friday afternoon; and sending a

bulletin to all teachers to inform them of the
attendance situation and to suggest that they test

students during the first part of the week.

The example above illustrates how you might use
data to learn about your school’s performance on
your indicators and generate discussion abour possi-
ble causes and solutions. However, you might draw
different conclusions from the evidence that Mrs.

Martinez uncovered.

Q
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YOUR THOUGHTS
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After reviewing the Pioneer High School example, consider the following questions:

o What might explain Pioneer High School’s attendance pattern?
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Developing a

First Impression

As discussed in Step 3, performance indicators typically
take the form of counts, averages, percents, and rates.
These simple statistics summarize your dara using a
single number and provide an overall picture of your
school’s performance in a specific area, as shown in

the example below.

Sample Performance Indicators and Results

Performance indicator

courses during high school

mathematics coutses during high school

Performance resuits

* Number of graduating seniors completing high-level mathematics 188

* Average number of credits earned by graduating seniors in high-level 1.0

* Percent of graduating seniors completing high-level mathematics courses 61%
during high school
* Rate of completion of high-level mathematics courses during high school 75%

(rate ar which students who enrolled in such courses completed them)

When reviewing your performance on your selected
indicators, you will begin by developing a first impres-
sion. Do your performance results seem high or low, or
do they match your expectations? How well do you

seem to be performing in this area? If you have similar

Q

data for another school in your district or for the entire
state, you may want to compare your initial results
against these data to help form an initial impression of

your performance.
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Examining the

Spread of Your Data

While single statistics provide information about overall
performance in an area, examining the spread, or
distribution, of your data helps you define the character
of your school’s performance, pinpoint strengths and
weaknesses, and develop appropriate improvement

strategies.

Using a single statistic to represent a large set of data is
useful because people are more likely to remember one

number and can easily compare it to other meaningful

values. However, a single statistic does not tell the com-
plete story. The table below describes the mathematics
course-taking patterns of students in greater detail than
does the statement “G1 percent of graduating seniors
completed high-level mathematics courses during

high school.” Specifically, the distribution reveals that
31 percent of seniors completed Algebra 2, 21 percent
completed “other advanced” courses, and 9 percent
completed Calculus as their highest mathematics

course.

By providing a description of the spread of your data
along with single summary statistics, you convey more
of the story and develop a more accurate picture of
your performance. Additionally, such analysis allows
you to target specific areas or groups of students need-

ing attention.

Percent of Graduating Seniors by Highest
Mathematics Course Completed in High School

Highest mathematics course completed
- Less than Prealgebra
- Prealgebra
- Algebra 1
- Geometry
- Algebra 2
- Other advanced mathematics*

«Calculus

Percent of seniors completing the course
8%
6%
11%
14%
31%
21%

9%

* Includes Algebra 3, Trigonometry, Analytic Geometry, Precalculus, and Probability and Statistics.

SOURCE: U.S. Department of Education, National Center for Education Statistics (1995), Vocational Education in the United States: The Early 1990s, Table 49.
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Measures of Spread
Three common methods used to describe the spread, or

distribution, of data are as follows:

* Listing the range of the data. When indicating the
range of the data, you report the lowest and highest
values, usually along with the average (or mean). This
helps determine how spread out performance is on an
indicator and helps you identify unacceptably high or
low values. In the previous example, for instance, you
might find it is unacceptable that 14 percent of
seniors completed Prealgebra or lower as their highest
mathematics course and decide to work toward hav-

ing all students complete at least Algebra 1 or higher.

Identifying outliers. Outliers are extreme high or low
values that have a tendency to distort averages or
means. Outlying performers may have particular
needs that require focused attention. Sometimes, re-
moving outliers from your data analysis will yield

more policy-relevant results.

O

Separating the data into quartiles or deciles. The range
indicates the “high” and “low,” but does not provide
information about whether your data are distributed
evenly, bunched around the middle, or concentrated
at one or both ends. Quartiles divide the data into
four equal parts: the bottom 25 percent, lower middle
25 percent, upper middle 25 percent, and top 25 per-
cent of values, and deciles divide the data into 10
equal parts. Depending on the situation, you might
decide to focus improvement strategies on one or
more quartiles or deciles. Subdividing the data in this
manner can raise questions about the evenness of
school practices and lead you to investigate underly-

ing causes and possibly change strategies.

Graphing the distribution of your data helps you under-

stand and interpret these measures of spread.

These are only three techniques that can be used to
describe data spread. Information about other tech-
niques, such as standard deviation and variance (and
about calculating the mean and other descriptive statis-

tics), can be found in any basic statistics textbook.
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Translating

Your Data Into

Concrete Terms

It usually helps to translate your performance indicator
statistics into concrete terms that all stakeholders can

understand. As seen in the ADA example earlier in the

STEP 4

chapter, statistics can be misleading. For instance, an
ADA of 92 percent might at first glance look high, but
realizing that this translates into an average of 14 days
of school missed each year puts a different cast on the
data. In the mathematics course-taking example,
describing the distribution by type of course taken gives
you more information than a single summary statistic.
When possible, it helps to translate your averages, per-
cents, and rates into concrete terms, such as the number
of persons, days, classes, courses, and so on that are

affected, in order to facilitate interpretation.
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Examining

Differences

Among Important

Subgroups

Performance indicators that summarize results for an
entire population—for all students or classrooms in the
school, for example—are important and useful. They
provide a snapshot of overall performance and can sig-
nal areas that require general attention, However, sum-
mary statistics can hide important differences in how
student groups are performing and how practices are
being implemented. In order to focus improvement
efforts effectively, it is usually wise to compare perfor-
mance on your indicators for selected subgroups. In
Step 3, you thought about what comparisons you might

make on your different indicators in order to collect

Q

supporting data. In this step, you will compare impor-
tant subgroups based on the demographic characteris-
tics and educational experiences you identified as

important.

Examining differences in performance among subgroups

involves the following;

° Observing the sign or direction of a
difference or trend in the data.

= Evaluating the size of a difference or
strength of a trend.

- Testing the statistical significance of a
difference or trend for sample data.

* Determining the practical importance of
a difference or trend.

Evaluarting trends in performance over time will be

discussed further in Step 6.
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Observing the Sign or Direction of a more likely to use “writing across the curriculum” strate-

Difference or Trend gies than they are to use “integrating academic and
The sign or direction of a difference indicates whether a vocational education” strategies (26 versus 17 percent of
group of students are performing better or worse than classes). The data also indicate that the general tendency
another, whether a practice is more or less prevalent to use writing across the curriculum strategies decreases
than another, or whether there is a discernible upward as the grade level of a class increases. In contrast, the
or downward tendency in the data. For example, the tendency for teachers to integrate academic and voca-

following table indicates that, on average, teachers are tional education fncreases with grade level.

Percent of Classes In Which Teachers Reported

Using Varlious instructional Strategies at Least Once a Week

9th- . 10th- : 1ith- @ 12th-

Instructional strategy: . . . : Total
grade - grade - grade : grade

Writing across the curriculum (various practices) 34 30 22 18 26

Integrating academic and vocational education 15 16 18 19 17

(various practices)

Based on your initial examination of the data, you + How strong is an upward or downward tendency

might want to 1) investigate why teachers are less likely in the data?
to use writing across the curriculum strategies and more
likely to integrate academic and vocational education in + Is a difference large enough or a trend steep enough
higher grades; 2) develop ways to increase the use of to warrant increased attention?

writing across the curriculum strategies in higher grades;

and 3) develop ways to increase the use of integrating
academic and vocational education strategies in all

grades, especially the lower ones.

In the previous example, you might decide that the dis-
p pie, y g
parity in using integration strategies between the 9th

and 12th grades (15 versus 19 percent of classes) is not

large enough for you to focus on the differential use of

Evaluating the Size of a Difference this instructional strategy across grade levels. Instead,

or Strength of a Trend you might focus on the relatively low incidence of

The following questions are important to ask before implementing integration strategies in general. In con-

allocating resources to specific improvement efforts: trast, you might decide that the steep decline in using
: writing across the curriculum warrants some attention.

+ How large is the disparity in group performance

or in the prevalence of different practices? .

O
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Testing the Statistical Significance of
a Difference or Trend for Sample Data
Noting the magnitude of a difference provides a quick,
rough estimation of its importance. When analyzing
sample data—specifically, randomly sampled data—it is
also necessary to test a difference statistically to see

whether it is “significant.”

Most of the data you will use in this workbook will
probably describe an entire population, such as all stu-
dents or teachers in the school. Even when some data
are missing (for instance, only 75 percent of teachers
respond to a survey about instructional practices), they
are said to describe the intended population. In some
instances, however, you may work with sample data.
Some standardized tests, for example, may be adminis-
tered only to a random sample of students. Or, you
may decide to collect new data from only a random
sample of respondents in order to save time and money.
In those cases, you will need to pay attention to the sta-
tistical significance of any perceived differences or
trends. Significance testing takes into consideration not
only the size of a difference but also the size of the pop-
ulations being compared and how their performance
varies. In other words, significance testing contributes
another piece of evidence about whether a perceived
difference is important and warrants attention. Large
apparent differences in sample data may not be statisti-
cally significant—that is, may not be statistically differ-

ent from zero at an accepted error level.

O
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Determining the Practical Importance
of a Difference or Trend

Ulrimately, you must use your judgment about whether
a difference or trend in the data has any practical
importance. For example, suppose the average standard-
ized test scores for girls and boys were 280 and 300,
respectively. A statistical test might determine that this
difference was “significant.” However, the 20-point dif-
ference might mean that boys, on average, answered
only two more questions correctly than girls. You might
conclude that this was not an important practical differ-
ence in group performance. Instead, you might decide
that the fact that your school scored 100 points below
the state average was a more important difference and,
therefore, warrants looking at the overall performance

of the school on the test.

Weighing sign, size, and significance, as well as evaluat-
ing the practical importance of any differences in
performance, can help you focus on what is important

and allow you to tailor your improvement efforts

appropriately.

9 statistical significance refers to whether a difference between two groups is
statistically discernible at a specified error level, usually a 5 percent error (or
significance) level. Further discussion about conducting statistical significance
tests can be found in any basic statistics book under confidence intervals

and hypothesis testing.
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+ Two indicators tend to move in the same direction

(positive correlation).
Examining

Relationships Among - Two indicators tend to move in opposite directions

OQutcome, Practice, (negative correlation).

and Input Data

» An indicator appears to be unaffected by the movement

of another (no correlation).

Once you have gathered your baseline data, you can . .
You may find it useful to test your assumptions about

examine the key relationships you identified in Step 2 ) ) .
relationships among related outcomes, practices, and

in order to confirm your hypotheses about related out- . . . o
inputs by graphing data for key pairs of indicators.

comes, practices, and inputs. For example: Are stan- )
A clear upward or downward trend in the data would

dardized mathematics test scores indeed related to the ) o
support your assumptions.

number of mathematics credits that students earned?

Is the use of hands-on activities associated with greater ) o )
Interpreting changes over time is discussed in Step 6.
student engagement?
4 addition to graphing your data, a common statistical technique that
can be used to determine the direction and strength of a linear relationship
There are three general types of relationShips among between two variables is the correlation coefficient (used with ordered
data: . variables containing increasing or decreasing categories). Information on
. calculating correlation coefficients and other relevant statistical tests can

be found in any basic statistics book.

Relationship Between Mathematics Credits Earned and Test Scores

Number of mathematics credits Average mathematics test score
earned in high school in senior year
2.0 252
2.5 250
3.0 278
4.0 287
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A Warning

About Drawing Causal

Inferences

You should be careful to remember that correlation does
not imply causation. Just because two indicators are
related does not mean that one causes the other. In fact,
a variety of additional factors may be at work behind

the scenes.

Q

For example, although the number of mathematics
credits earned in high school may be positively correlat-
ed with 12th-grade mathematics test scores, the opera-
tive factor may be the types of mathematics courses
taken rather than the number. Because the types of
mathematics courses taken may be somewhat correlated
with the number of courses taken, there may appear to
be a causal relationship berween the number of credits
earned and test scores. A better indicator of relevant
practices may be the highest level of mathematics course
taken in high school, with peak test performance associ-
ated with, for instance, Algebra 2 (depending on the
content covered by the test). When examining relation-
ships among outcome, practice, and input data, it is
always good to be on the lookout for better and more

relevant indicators.
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Presenting

Your Data Effectively

There are two main reasons to be concerned about how

you present your data:
+ Clarity of analysis.

+ Clarity of communication.

First, it is easier to examine and understand your data

if they are presented clearly. Second, since you will

most likely share your data with others, it may help to
highlight key findings with tables and graphs. Your
audience may not have the background and experience
that you have gained after working through the first
three steps in this workbook. When sharing informa-
tion, it is helpful to make it as clear and easy to under-

stand as possible.

This section provides you with examples of ways to
present your data and guides you in creating effective
tables and graphs. Of course, the section provides only
introductory material. Hundreds of books have been
written on presenting data effectively, and you may
want to consult one of these sources. However, this

section is designed to help you get started.
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Some Basic

Presentation

Considerations

When examining tables and graphs, your audience
needs to know precisely what they are looking at. You
can assist them by making sure that the following items
are clearly noted in the title, labels within the table or

figure, or a footnote:

- Who or what is represented. Your audience needs to
know precisely who or what is represented in a table
or figure. For example: Does the table represent all
students in the school? All classrooms? Or just a subset
of these? Using “10th graders” may be more precise
than “students,” or “mathematics classrooms” more
precise than “classrooms.” Be as specific as possible

in your descriptions.

Unit of measurement used. What may seem obvious

to you may not be so obvious to your audience. It is
important to indicate the tnit(s) of measurement used
in a table or graph. For example: Does the table
describe the percent of classrooms containing comput-
ers? The annual number of dbllars allocated to purchas-
ing computer equipment? The total number of comput-
ers in the school? It is better to err on the side of stating

the obvious than to leave your audience guessing.

Size of the denominator. It is important to provide the
number of people or other entities (classrooms, cours-
es, and so on) that form the base—or denominator—
of the statistic(s) presented in a table or graph. If 30
percent of mathematics classrooms use calculators on
a regular basis, your audience may want to know fhe

total number of mathematics classrooms included in

Q

the survey. If the average standardized achievement
test score in mathematics for 10th graders was 269
(on a scale of 500), your audience may want to know
the total number of 10th graders who took the test.
Describing the denominator helps explain the context

for your statistics.

- Time period covered. Your data may cover different
time periods for different indicators. For example,
student enrollment counts may be tallied on a spe-
cific date in the fall, while standardized achievement
tests may be administered in the spring and only
every other year. Depending on the timing of your
data analysis or presentation, you may be examining
data from different semesters or school years. In
order to avoid confusion, it is helpful to include in
your table or figure the time frame covered by the
data. Doing so can also help avoid confusion when

looking at trend data in the future.

Data source. A note on your data source(s), typically
included at the bottom of a table or figure, helps your
audience understand the nature of the data (whether
it is primarily objective or subjective, for example)
and make an initial judgment about the data’s reliabil-
ity and validity. For instance, you might evaluate find-
ings about the number of teachers integrating acade-
mic and vocational education differently, if the data
are self-reported or based on classroom observations
by other teachers. Describing the data source can help
stakeholders focus on developing additional ones for

crucial performance areas.

Clearly presenting the above information helps your
audience quickly answer its initial questions about
“what are these data” and “where did they come from,”
so they can proceed to the more important questions
about “what do the data mean” and “what are we going

to do about it”?
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Tables

Versus Figures

Americans live in a very visual society; our eyes are
drawn to graphical representations and tend to glaze
over when presented with a table filled with numbers.
However, this preference is not reason enough to always
use a graph to present your data. You may, for instance,
want to display a wider range of information using
tables when early in the interpretation phase, and then
highlight key findings using graphs or figures. The type
of visual presentation you choose should be based on
your purpose: do you want to provide a wide range of
information and allow readers to determine what is
important and to draw their own conclusions? Do you
want to highlight specific differences between identified
groups? Should particular trends be emphasized? The
answers to these questions have implications for how

you choose to display your data.

STEP 4

On the next page are two different ways in which you

can present the same information.

Tables

Often tables can be more effective than graphs in pre-
senting information. If you have a lot of information
that you want to convey in a limited amount of space,
then you should use a table. While graphs can be very
effective in drawing attention to your findings, they can
be confusing if they contain too much information.
When creating tables, highlight statistics and comparisons
that you find interesting either by using bold print or
by putting bullet points underneath the table that high-

light your most interesting findings.

Figures

A number of different kinds of figures are presented on
the following pages, along with some general guidelines
about how to construct and use them. They are fol-
lowed by space where you can record your thoughts
regarding the attractiveness and clarity of the figures.
Later on when your improvement team discusses how
to disseminate the results of your data collection, you

can refer back to these notes.
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Alternative Presentations
In the examples below, vocational teachers were asked how much they emphasize

academic concepts in cheir teaching.

How Much Do Vocatlonal Teachers Emphasize Academic Concepts in Theilr Teaching?
1993 1995 1997
(percent) (percent) (percent)
Quite a lot 22 27 31
Some 33 36 46
Very litde 44 27 23
Don't know 0 9 0
Number of teachers responding 9 11 13

NOTE: In each year. all teachers in the school were given a questionnaire about instructional practices. In this table. vocational teacher responses are reported separately.

: vH'dwaM’uclnb‘or.Vocational;'TeachersuEmphaslzes'Academic Concepts in Their Teaching?’

50
W 1993 1995 ;1997

45
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z 40
w
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P4 35 '
(o]
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) 30
w
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" 25
o —
F 20
z |
w [
9 18 5
w
o,

10

5
0 ! — _—
QUITE A LOT SOME VERY LITTLE DON'T KNOW
NOTE: In each year. all teachers in the schoo! were given a questionnaire about instructional practices. In this figure. vocational teacher responses are reported separately.
Q
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Frequen-cy:

Distributions

A frequency distribution shows how many times rele-
vant values have occurred—in other words, it displays
the “frequency” of each value. A basic frequency distrib-
ution plots the relevant values on the horizontal axis
and the number of occurrences on the vertical axis. In
the example below, the graph displays the frequency dis-
tribution of grades awarded in a typical public high

school.

By graphing vour data in this manner you can discern
how they are distributed. Are they spread evenly, clus-
tered at one or both ends of the distribution, or
distributed normally?'" Frequency distributions can also
help you identify outliers, locate average (mean and
median) values, and visually separate your data into
quartiles or deciles. Descriptions of additional data pre-
sentation methods, such as stem-and-leaf displays and
box and whisker plots, can be found in many basic sta-
tistics textbooks or books on exploratory data analysis.

A normat distribution is a bell curve that conforms to specific mathematical

properties.

Distribution of High School Grades Awarded:

16
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a 190 A B
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T g A B
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zZ 2 A B
A B
0 A B
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The pie chart might be the most simple, yet arresting,
graphical presentation. It is best used to illustrate parts
of a whole relationship, where percents sum to 100. If
you wish to call attention to a particular category, you
can design vour chart so thart the pie piece “explodes”

from the remainder of the pie.

The chart below illustrates the table on page 120.

Percent:of Graduating ,Seniors by Highest Mathematics
) Course: Completed in High School

Calculus

Other Algebra 1

Advanced Math*

Geometry

Algebra 2

* Includes Algebra 3. Trigonometry. Analytic Geometry, Precalculus. and Probability and Statistics.

SOURCE: U.S. Department of Education, National Center for Education Statistics (1995). Vocational Education in the United States: The Early 1990s, Table 49.
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differences among two or three groups are striking,
They are frequently used because they are simple to
read and understand. However, you should limit the
amount of information that you include in bar graphs,
since additions can make these simple figures quite
busy. The more information that you display. the harder

it may be for your audience to interpret the graph.

Bar graphs are useful for making visual comparisons, The graph below illustrates the tble on page 124.

especially where there is a strong trend in the data or if

Percent of Classes In Which Teachers ‘Reported ‘Using:Various’
' Instructional Strategies At Least Once a Week: 1997

40
35
0
w 30
0
0
< 25
|
&)
L 20 . ~
(o}
F 18 ;
z
[}
v 10 :
14
[}
o [ ) 10th: 11th 9th 10th
grade- grade grade grade
(1] -
WRITING ACROSS . INTEGRATING ACADEMIC &
THE CURRICULUM VOCATIONAL EDUCATION

NOTE: In spring 1997. teachers in the school were given a questionnaire about instructional practices in their different classrooms. About 75 percent of the
teachers responded.
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Line graphs are particularly useful when looking at
information collected over a number of years, and help
you track trends. Be sure to select a scale thar fills up

the visual space.

This graph depicts national trends in the dropour rate.

‘D'ropout'Rates,im Grades 10-12, by Race~-Ethnicity

12

10

PERCENT OF STUDENTS
-]

1987 1988 1989 1990 1991 1992

Total — — White —.=—.. Black —— HIispanlc

SOURCE: M. McMillen, P. Kaufman. E. Germain Hausken. and D. Bradby (1993). Dropout Rates in the United States: 1992 (NCES 93-464) (washington, DC: U.S.
Department of Education. Nationa! Center for Education Statistics).
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Scatterplots

A scatterplot graphs the relationship berween two vari-
bles—such as two performance indicators. One indica-
tor is plotted on the horizonral axis and the other on

the vertical axis. Pairs of data are located as dots on the

graph. After graphing all pairs of data, you can draw a

line through the dara points to indicate the general
trend in the data. Alternatively, you can use a compurer
spreadsheet program to calculate and plot the “regres-
sion line.” Scartterplots help you determine whether key
pairs of indicators move in the same or opposite dirce-
tions or appear to be unaffected by each other. They
can also be used to predict performance on one indica-

tor, when performance on the other is known.

The following scatterplot illustrates the rable on page
126. Individual pairs of dara were plotted, rather than

only the averages listed in the table.

Relationship  Between. Mathematics Credits _Earned»andl‘l’evst"‘

MATHEMATICS TEST SCORE
IN SENIOR YEAR

300

275

250 e 7

225

200
0.0 0.5 1.0 1.5

MATHEMATICS CREDITS

2.0

2.5 3.0 3.5 4.0

EARNED IN HIGH SCHOOL

-
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/ YOUR THOUGHTS
©060000000000000000000000060

e

What are your impressions of the different graphs?
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contain your final lists of indicators for the outcomes,
practices, and inputs related to your goals. If you are
working as part of an improvement team, divide into
small groups of three to five people, with each group

selecting one or more goals.

4.1 — Examining Your Data

Worksheets 4.1A—C help you examine and interpret

Worksheets 4.1-4.2 will help you examine and sum- - your outcome, practice, and input data. Since you will
marize your performance data and identify additional need to complete one worksheet for each of your indica-
informarion needs. Although the worksheets are written © tors, copy the duplicate worksheets at the back of the

to accommodate teams, individuals can complete the :  workbook as many times as necessary.

activities on their own.
4.2 — Summarizing Your Findings
First, obtain copies of completed Worksheets 3.4A-C : Helps you summarize your findings for each goal.

for each of your education goals. These worksheets

Q
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WORKSHEET 4. 1A

©000000000000000000000000O00O0O0O0O0O0

Examining Your OQutcome Data

Copy the goal, outcome, and Iindicator you are currently working on from Worksheet 3.4A, and then discuss the questions

under 1-5 below and record your responses in the spaces provided.
e -
Qutcome # e e e ettt e e e

Indicator # S

1. Getting to Know Your Data
What is the data source for this INdICator? . ... . vi ittt it ittt ettt
What is the unit of MeasUrEMENT? ...\ . i ittt ettt a e et e e e
Who or what is included in the StatiStic? . ......iivn it e e e e e e
What is the size of the denominator (if applicable)? .............o i
What is the time period covered? ... ...

What additional information do you need to understand the data you are working with? .................... ..

2. Your First Impressions
Does your performance on the indicator in question seem high? Low? Does it match your expectations? How? ............

3. Examining the Spread, or Distribution, of Your Data

You may want to graph or otherwise examine the distribution of your data.

What is the average (mean) of the data? ....... ... . o i
What do you chink should be an acceptable average (mean)? 7
= 5
154
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Worksheet 4.1A continued

3. Examining the Spread, or Distribution, of Your Data—continued
What is the range of your data?> Highest value Lowest value

What do you think should be an acceptable range? Why? ......... ... o

Divide your data either into guartiles (highest 25 percent, upper middle 25 percent, lower middle 25 percent, lowest 25

percent) or deciles (10 equal parts).

Which groups, if any, exhibit exemplary performance? Satisfactory performance? Unsatisfactory performance?

4. Subgroup Comparisons

Referring back to Worksheets 3.3A and 3.4A, what subgroup comparisons did you conclude were important to make

on this indicator (based on different student demographics or educational experiences)?

5. Interpreting Your Data
How do you think your school is performing on the indicator in question? .............ccoiiiviiiiiiienniiiiii e,

Q 3}55
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WORKSHEET 4.1B
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Examining Your Related Practice Data

Copy the goal, practice, and Indicator you are currently working on from Worksheet 3.4B, and then discuss the questlions

under 1-5 below and record your responses In the spaces provided.
(¢
Practice # D e e e e e e e et e et et et ettt e et et e e e e eaaeeaae,

Indicator # O

1. Getting to Know Your Data
What is the data source for this INdicator? ... ... e
What is the Unit Of MeEasUIEMENT? ... . i . ettt ittt et e et ettt et e ettt e ettt e e e
Who or what is included in the STatISTIC? ...\ttt iit ettt et ettt e e et e et e e et e
What is the size of the denominator (if applicable)? ... ... ... e
What is the time period covered? ... ... . ... i e

What additional information do you need to understand the data you are working with? .................. ...

2. Your First Impressions

Does your performance on the indicator in question seem high? Low? Does it match your expectations? How?

3. Examining the Spread, or Distribution, of Your Data

You may want to graph or otherwise examine the distribution of your data.

What is the average (mean) of the data? ............ oo i e

What do you think should be an acceptable average (mean)? Why? ... ... ... .. .ciiiiiii i

................................................................... SRR
156
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Worksheet 4.1B continued

3. Examining the Spread, or Distribution, of Your Data—continued

What is the range of your data? Highest value Lowest value

What do you think should be an acceptable range? Why? ... .. ...

Divide your data either into guartiles (highest 25 percent, upper middle 25 percent, lower middle 25 percent, lowest 25

percent) or deciles (10 equal parts).

Which groups, if any, exhibit exemplary performance? Satisfactory performance? Unsatisfactory performance?

. Subgroup Comparisons

Referring back to Worksheets 3.3B and 3.4B, what subgroup comparisons did you conclude were important to make on this

indicator (based on different teacher or classroom characteristics, for example)? ........... ...

. Interpreting Your Data

How do you think your school is performing on the indicator in question? ...

What additional information do you need to understand or interpret these data? ...

e S R
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WORKSHEET 4.1C
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Examining Your Related Input Data

Copy the goal, Input, and indicator you are currently working on from Worksheet 3.4C, and then discuss the questions under
1-5 below and record your responses in the spaces provided.

Lc -

Inpurt #

Indicator #

1. Getting to Know Your Data
What is the data source for this IndiCator? .........ou. it e

What is the unit of MeasUrEMENT? ... .. ittt et e e e e

What is the size of the denominator (if applicable)? ............ .. i
What is the time period covered? ... ... ... i

What additional information do you need to understand the data you are working with? ........................... ...

2. Your First Impresslons

Does your performance on the indicator in question seem high? Low? Does it match your expectations? How?

3. Examlining the Spread, or Distributlon, of Your Data

You may want to graph or otherwise examine the distribution of your data.

What is the average (mean) of the data? .............iuiiiiiii e e
If applicable, what do you think should be an acceptable average (mean)? Why? ................o..ococeiiiii i,
................................................................... A TR
158
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Worksheet 4.1C continued

3. Examining the Spread, or Distribution, of Your Data—continued
What is the range of your data? Highest value Lowest value
If applicable, what do you think should be an acceprable range? Why? ...

Are there any outliers (extreme high or low values that are distorting the mean)? If so, what are they? .....................

Divide your data either into guartiles (highest 25 percent, upper middle 25 percent, lower middle 25 percent, lowest 25

percent) or deciles (10 equal parts).

How widely dispersed are the data? Does this raise any concerns? If so, what are they? ...

4. Subgroup Comparisons

Referring back to Worksheets 3.3C and 3.4C, what subgroup comparisons did you conclude were important to make on

this indicator (based on different buildings, departments, or programs in your school, for example)?

5. Interpreting Your Data

How do you think your school is performing on the indicator in question?
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WORKSHEET 4.2

©00000000000CO0O0O0O0OCGO0OO000000O0O0O0OO

Summarizing Your Findings

Write down the goal you are working on below. After examining all of your Indicator data on the outcomes, practices, and
Inputs related to this goal, It Is time to summarize your findings. Review all copies of Worksheets 4.1A-4.1C for this goal,
and then discuss the questions under 1-4 below. Record your responses In the spaces provided.

L T 1

1. Deciding on the Implications of Your Indicator Data

How do you think your school is performing on this goal?

2. Examining Relationships Among Your Outcome, Practice, and Input Data

Refer back to Worksheet 2.3 to review the outcomes, practices, and Inputs you decided were related to this goal.

Are there any relationships between pairs of specific outcomes, practices, and inputs that might help you better understand

your performance on this goal? If so, what are they?

Graph or examine the relationship between the relevant indicators for key pairs of outcomes, practices, and inputs. Do the

data appear to move in the same direction, in opposite directions, or do they appear to be unaffected by one another?

How does examining these relationships contribute to your understanding of your performance on this goal? Remember,

correlation does not imply causation.

.......................................................... e

O
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Worksheet 4.2 continued

3. Presenting Your Findings

To prepare for presenting your findings to the entire improvement team (or additional audiences), decide what are the most

important points you would like to make about how your school is performing on this education goal. ....................

How would you illustrate each of these points? Your choices include single statistics, tables, and graphs (frequency distribu-

tions, pie charts, bar graphs, line graphs, and scatterplots).

Who wlll be responsible for:
+ Preparing the presentation Materials . ... .o.eerountiti i
< Making the PreSentation ...........oseuue ottt ottt et e e e e e

e AAAITIONAL TESCATCR v ettt et e e e e e e e e e e e e

4. Improving Your Indicator Data
What performance indicators related to this goal would you eliminate in the future? ...
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NEXT STEPS

Be sure to keep completed copies of Worksheet 4.2 for each of your

education goals so that you can refer to them in the future.
<

You are now ready to set performance targets for your indicators.
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Stepr 5:will help:you:set' performance: targets—the levels of performance you will strive: for- on:your: indicators..

S‘etting;targets:invo[ves-assessing-,your current:performance, specifying desired levels.of perfdrmance; and then: '

devisingzst_ratéglesa-to: a>chieve»them~.,. P‘erfdrmance-targets are specific and measurabie; They: brih'g._the school
improvementfproceSStfull circle, back to the original goals you established in Step 1. If your goals were not mea--

‘ surable-then; they{'should: be:after.-?‘y;)u;set~targets in this step.
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Let me say first that | appreciated belng invited to be part of Ploneer High
School’s improvement team. | belleve we all have a stake In ensuring that our
young people develop the skills that wlill enablé them to become productive work-
ers, good citizens, and confident adults. | don’t have chlldren myself, but all of
us In the community have a responsibility to future generations. I've been
involved in deveioping the PHS performance indlcator system from the beginning,
but felt most comfortable doing so during this current workshop on setting per-
formance targets. As a businessman, | know this area well. | assess my own per-
formance and that of my practice based on a set of performance targets l've
identified. These include the total number of patlents | sée and total

amount of revenue my offlce generates; the percent of business
revenue coming from repeat customers and from referrals; and
what | call my ‘offlce utllizatlon’ rate, or the percent of avail-
able consﬁltatlon hours that are booked with appointments. |
felt | was able to contribute quite a bit at this step in the process.
First, | shared my own experience In setting performance targets. For instance,
while | always alm high, | sometimes have to reassess how quickly | can meet a
target or rethink what | will have to do to meet it. Second, because | usually hire
a high school student as an extra hand during the summer, | was able to help the
team set specific performance targets for éome of the work-related student out-
comes we identified earlier on. To sum up, although | have always felt llke a vai-
ued member of the school’s improvement team, | felt llke my contribution made

a real difference to this step.

Chnis Rebets, O.D. — Frontisn Optemetric Jronp

" .. 184

STEP 8 | PAGE 150



In some cases, you may have already identified perfor-
mance targets as part of setting goals in Step 1. For

example, a goal of “increasing the high school gradua-

Performance Targets

Are Specific tion rate to at least 90 percent” contains the specific
and Measurable and measurable target of 90 percent. In many cases,
however, education goals do not identify numerical per-

formance targets. A goal of “achieving high academic

standards” is a case in point. It describes the general stu-

In this chapter, you will assign specific and measurable - dent outcome that is desired, not the specific levels of
targets to the indicators you identified in Step 3. For performance that are expected. Steps 2 and 3 helped
example, if you selected average daily attendance (ADA)  :  bring such descriptive goals closer to being measurable,
rates or achievement test scores, you will now specify by identifying the specific outcomes, practices, and

the performance level that you would like to obtain on inputs implied by the goal and by selecting indicators to
these indicators. You may decide to set a target of 95 © measure them. Step 5 completes the measurement pro-
percent attendance or an average test score of 350 (ona - cess by assigning performance targets to your indicators.
scale ranging from zero to 500). Performance targets, In the second example, the general goal of high academ-
however, should not be arbitrary. Strategies to help you ©ic standards might be translated into performance tar-
set targets thoughtfully are described in detail on the : gets of 350 on standardized reading, mathematics, and
following pages. science tests, as illustrated on the next page.

kY
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Set performance targets to achieve a bountiful harvest.
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At Your
Fingertips
Step

1.
Establish
Goals

2.
Identify
Related

3.
Determine
Data

4.
Examine the
Data

5.
Set
Performance

Sources and
Indicators

Qutcomes, Targets

Practices,

and Inputs

Example 1 Increase the High school Student records ~ The current Graduation rate
high school graduation (data source) high school of 90 percent
graduation rate ™ (outcome) and graduation graduation rate
to 90 percent rate (indicator) is 82 percent

Example 2 Achieve high Reading, Standardized Average reading  Average score of
academic mathematics, test (data score is 265; 350 on each
standards for all  and science source) and Average part of the test
students —» achievement = average test ~ —p» mathematics - (equivalent to

(outcomes) scores score is 278; advanced levels
(indicator) Average science of proficiency)
score is 273
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Setting Targets for

Outcomes, Practices,

and Inputs

Performance targets provide specific goals to aim for
and a means of measuring your progress and success.
You can set rargets for all of your performance indica-
tors. However, it is most important to set targets for
your outcome indicators, since these are the ultimate
measure of your school’s success. Setting the desired
level of student performance in an area will help you
both aim for your target and know when you have

hit it.

In most cases, you may also find it useful to set perfor-
mance targets for your practice indicators. Setting
targets for related practices can be a primary strategy for
achieving your outcomes. For example, in order to
achieve your school’s outcome target of an average sci-
ence achievement test score of 350, you may set a
practice rarget of having all students (100 percent)
enroll in at least two years of laboratory science in high
school. This practice target not only describes a con-

crete strategy for achieving the desired outcome but also

Q

1

provides a means of evaluating the strategy. Your school
may find that it achieves the 350-score target with only
80 percent of students enrolled in two years of laboraro-
ry science, or, in contrast, you may find that enrolling
100 percent of students in such courses fails to achieve
the 350-score target. Setting performance targets for
related practices can help you refine your improvement

strategies.

Finally, you may also want to set targets for those input
indicators over which you have some control. For
instance, you might decide to reduce your student-
teacher ratio from 22 to 17. Although reaching your
targer of 17 students per teacher may take considerable
effort, setting this performance target could help gener-
ate a healthy discussion about how best to allocate staff

resources at your school.

Serting performance targets involves asking the follow-

ing questions:

*How are you currently performing?
*What do you want to reach for?

+How will you get there?

The rest of the chapter is organized around these three

concerns.
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How Are You

Currently Performing?

In Step 4, you examined your indicator data with

an eye toward understanding your performance within
the context of your own school. The questions that
concerned you focused on understanding the data
themselves—where they came from, how they were
compiled, what they meant in human terms, how they
differed for important subgroups, and what significant
relationships existed among them. In order to assess
how you are currently performing, however, you may
need to look beyond your school’s context. Judging the
adequacy of your performance often involves making

external comparisons.

There are several possible ways to gather comparative

information from external sources:

. Review relevant state and national perfor-

mance standards.

. Discuss expectations with important stake-

holder groups.

- Compare your performance with that of an

exemplary school or program.

- Compare your performance with state and

national averages.

- Compare your performance with that of

similar schools.

In the first two actions, you compare your performance
against externally validated standards that all schools
could be expected to meet. In the remaining examples,
you compare your performance with that of other
schools or programs. Comparing your school with
exemplary schools or programs establishes a high stan-
dard to reach for, while comparing your school with
average performers sets a more modest goal. Both
strategies help you determine where your school lies in
the grand scheme of things. In order to set fair perfor-
mance targets, however, you may also want to compare
your school to schools that have similar student demo-

graphics or other key resources and circumstances.

These sources of comparative information are discussed
in detail below. You are encouraged to seek information

from as many sources as is possible and practical.
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Review Relevant State and National
Performance Standards

Since the publication of A Nation at Risk in 1983
(National Commission on Excellence in Education
1983), a number of states, federal agencies, and national
organizations have undertaken initiatives to establish
performance standards in a wide variety of areas, such

as the following:

* Performance standards associated with state compe-
tency and achievement tests and alternative assess-
ments, such as New York’s Regents Competency Test,
the Texas Assessment of Academic Skills, the
Kentucky Instructional Results Information System,

and the Vermont Assessment Program.

* Performance standards associated with state-developed
“school report cards,” such as the Maryland School
Performance Program and the California School

Performance Report.

+ State efforts to establish core performance standards
and measures for evaluating vocational programs, as
mandated by the 1990 Carl D. Perkins Vocational
and Applied Technology Education Act.

O

* National academic skill standards projects, such as
those undertaken by the National Council of Teachers
of Mathematics and the National Academy of

Sciences.

* National industry skill standards projects, as mandat-

ed by the 1994 National Skill Standards Act.

* Standards for the advanced certification of accom-
plished teachers, as promulgated by the National
Board for Professional Teaching Standards.

These standards represent the levels of performance that
developers believe to be crucial for success in subse-
quent education or in our contemporary society and
economy. However, not all of the initiatives have
produced numerical standards. While the first three
initiatives cited above generally identify numerical per-
formance standards, the latter three tend to describe
their standards in narrative form. The narrative versions
do not provide ready-made performance targets, but
they may help you set targets by providing rich descrip-

tions of desired levels of performance.
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1. What types of performance standards are being used in your state or locality?
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Discuss Expectations With important
Stakeholder Groups

To be meaningful, performance targets for your student
outcomes should describe the skills, knowledge, and
abilities that are necessary for success in subsequent
education and as informed citizens and productive
members of the work force. In order to identify the
levels of performance students should strive to achieve,
you may want to involve important stakeholder
groups—such as local business representatives, postsec-
ondary educators, parent and community groups—in
setting your performance targets if they are not already

part of your improvement team.

While participation of local stakeholders is useful for
setting meaningful targets, it is not a substitute for
broader-based efforts to establish performance stan-
dards. For example, local business representatives may

have a sharp sense of their own skill needs, but may

lack a broader labor market perspective. Nowadays
people rarely stay in one job for an extended period of
time. Since many change careers quite frequently—
moving from one industry to another—the skills,
knowledge, and abilities needed in these different
industries sometimes change dramatically and rapidly.
Thus, relying solely on a handful of local business
people may not provide a complete picture of what
graduates may need to know, achieve, or be able to do
to be productive and flexible work force participants

in the future. Moreover, preparing students for specific
local jobs may not serve them well in the long run.
Where possible, it is important for you to review the
state and national initiatives described above that
sought broad input in establishing their performance
standards. However, involving local stakeholders in set-
ting your performance targets remains important: they
can provide useful and concrete elaboration of state and

national standards and how they are applied locally.

YOUR THOUGHTS
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* What local stakeholder groups should be represented in your target-setting process?
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Compare Your Performance With That
of an Exemplary School or Program

You may find it helpful to compare your performance
with that of an exemplary school or program, particu-
larly where the above sources do not address the goals
you identified in Step 1 or the outcomes you identified

in Step 2. The process of identifying an exemplary

school and studying how it achieves its success is called
“benchmarking” (see Tucker 1996). You may want to
select an exemplary school from schools that have simi-
lar demographics or other key resources. Through
benchmarking, you can identify not only the level of
performance that is realistic to achieve but also key

practices that lead to success.

YOUR THOUGHTS
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1. Which schools or programs are known for their exemplary performance?
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Compare Your Performance With State
and National Averages

Finally, you can compare your school’s performance on
particular indicators with state and national averages for
all schools or for schools with similar student popula-
tions. Perhaps the most readily available data on school
performance are state and nartional standardized test
results.'> Some states and the U.S. Department of

Education also publish data on other school perfor-

school). Moreover, information on overall state and
national averages provides a starting point for setting
performance targets when other comparative informa-
tion is not available to help identify similar schools.
However, setting performance targets based solely on
state and national averages—to the exclusion of the
other sources of information described above—provides
only modest assurances that the targeted level is exter-

nally valid or desirable.

mance indicators."” Information on the performance of
2 pn example is the National Assessment for Educational Progress.

similar schools provides a good comparison, if data are
13 Examples of these include state-developed school report cards and the

available to describe key resources (such as the socioeco-
Condition of Education, the annual statistical report of the National Center for

nomic make-up of the community served by the Education Statistics.

YOUR THOUGHTS
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1. Whart dara are available to compare schools or programs in your state?
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What Do You Want

to Reach For?

After gathering comparative information on your
school’s performance from the above sources, you are
ready to set performance targets. The course of action
you decide to take will depend on how satisfied you are
with your current performance and how persuasive the
different sources of comparative information were in

suggesting specific performance targets.

The following questions will help you set targets for the

performance indicators you developed in Step 3.

+ Whar specific performance target(s) did you identify

in your search?

+ Based on this information, how satisfied are you with

your current performance on the indicator?

+ If you discovered several different performance tar-
gets, which target do you think is the most appropri-

ate given your circumstances?

+ Over what period of time should you be able to reach

your targeted performance level?

If you do not find information to support a specific
performance target, you can choose instead to make
incremental gains relative to your baseline data. For
example, if your ADA rate is currently 80 percent—and

you do not find information to describe either a state

standard or average—you might decide to improve your
performance by 10 percent and set an ADA target of
88 percent (80 + .10*80 = 88). You might also decide
to apply this 10 percent improvement rate to all indica-
tors that lack externally validated performance rargets.
Thus, if your current standardized reading test score is
265, you might set a test score target of 291.5 (265 +
.10*265 = 291.5). Alternatively, you might decide to
implement a 20 percent improvement rate, resulting in
an ADA target of 96 percent, and a reading test score
target of 318. However, this target-setting method is
highly arbitrary. When ar all possible, it is better to base
your performance targets on levels that have been estab-

lished by credible external sources.

Pioneer High School Target-Setting
Example

Pioneer High School has a goal of raising the academic
achievement of its students. With this in mind, stake-
holders identified reading achievement as a specific
outcome related to this goal and decided to assess that
achievement based on a nationally available standard-
ized reading test. Their baseline data revealed that the
average reading test score for 12th graders was 265. In
working toward achieving their goal, the team decided
to gather information on performance targets from

several sources.

Team members discovered that the national average for
the reading test was 287, while the average for schools
with similar student populations (based on parental
education and level of economic disadvantage) was 275.
Team members also examined the proficiency levels
established by test developers: 1) “basic” reading corre-
sponded to a score of 269; 2) “proficient” reading corre-
sponded to a score of 304; and 3) “advanced” reading

corresponded to a score of 348.
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Team members were dissatisfied with their perfor- : however, team members decided to set their perfor-

mance. The school’s 12th graders were performing . mance target at 304, the “proficient” reading level on
poorly on all fronts. For instance, their performance was - the test. They decided that this target accurately
lower than both the national average and the average represented their hopes and expectations for their stu-
for similar schools, and fell below the test’s “basic” read-  :  dents—that all students achieve reading proficiency.
ing level. In response, some team members believed . They also agreed to revisit their performance target,
they should aim for the performance level of their peer :  leaving open the possibility of increasing it to the
institutions (a score of 275). After some discussion, © “advanced” reading level at some time in the future.

SUMMARY OF PIONEER'S PERFORMANCE TARGET INFORMATION
Standardized Reading Achlievement Test Performance
Target Score Scale Description
-348 ———————- — -~ — “Advanced” reading level
@
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> -304 —— R F Proficient” reading level ®
5
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-287 - National test score average @
=]
®
=275 Average test score for similar schools
-269 “Basic” reading level
-265 — — Pioneer’s baseline performance
e
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Guidelines for Setting Performance
Targets
The following are some general guidelines for setting

performance targets for your indicators:

+ Set targets that are both realistic and incorporate high
expectations. Be wary of setting excessive targets that
ensure failure, such as a graduation rate of 100 per-
cent. Such targets may not be realistic. Plan to use
your performance targets to motivate students and
faculty to higher levels of achievement, not to intimi-
date or draw attention to meaningless milestones. Set
a realistic target using one or more of the methods
described above. These methods rely upon accepted

information to guide target setting,

Understand what the target and its consequences mean
in practical terms. For example, what are the implica-
tions of increasing the average number of mathemat-
ics credits earned in high school from 2.6 to 3.0?
What does achieving this target mean in practical

terms? Although earning 3.0 credits in high school

mathematics sounds like a reasonable target, it may be

helpful to translate this target into course-taking
behavior. Increasing the average number of mathe-
matics credits earned from 2.6 to 3.0 means that 40

percent of students would have to complete an addi-

tional mathematics course. Or, 20 percent of students

would have to complete two additional mathematics
courses. Seen in this light, attaining an average of 3.0

mathematics credits requires changing the current

course-taking behavior of students significantly, which

you may or may not consider to be an attainable

target for your school. Nevertheless, translating your

performance targets from statistics into concrete terms

can help you make this judgment. When the implica-

tions and consequences of a performance targer are

fully understood, you will have a better sense of where
to set it, because you will know what is reasonable
to aim for and what performance really looks like at

this level.

Decide upon a time frame to attain the targets. Once
you set your performance targets and consider what
they mean in terms of changing student behaviors
and school practices, you should then identify a time
frame for attaining them. Increasing ADA from 80 to
88 percent may not be realistic in one year, but it may
be achievable in five. It is possible to fall into the trap
of being either over- or under-ambitious. However,
deciding on a realistic time frame can help you pace

your efforts to improve performance.

Review and update your targets periodically. This
chapter provides guidelines for setting valid and
reasonable performance targets. Where possible, you
are directed to seek information from a variety of
sources, including state and national performance
standards initiatives, important stakeholder groups,
exemplary schools and programs, and state and
national averages on performance indicators. In some
cases, the only information you may have on which
to base your targets is your baseline data. After weigh-
ing the available information, you will attempr to set
realistic targets that also promote high expectations.
As you monitor your performance on your indicators
over time, however, you may decide that certain
targets are set either too high or too low for your
circumstances; that the time frame you established
was either too long or too short; or that you need to
update the information you have gathered from
external sources. There are not necessarily any right
answers in setting performance targets, and some trial

and error may be involved.
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How Will You

Get There?

Once you have set your performance targets, you will
need to decide how best to achieve them. The following

basic principles can help guide you in this endeavor:

+ Discussion about improvement strategies should
occur in the context of ongoing school improvement

efforts.

+ Change should be grounded in thoughtful analysis

and careful planning.

Discussion Should Occur in the

Context of Ongoing School

Improvement Efforts

Over the last decade, there has been considerable dis-
cussion about how to improve the nation’s schools. In
response, schools have developed and implemented
various improvement strategies. When interpreting your
performance indicator data, you should proceed with
this educational context in mind. Uncovering discrep-
ancies between your actual and targeted performance
should not lead you to adopt hasty new improvement
strategies, and you should give careful thought to how
existing improvement efforts can already help you attain
your targets. As the old adage goes, “If it isn’t broken,
don’ fix it!” The following questions can help you think
about whether you will want to remain on the current

course, modify existing strategies, or develop new ones:

+ How satisfied are you that your current inputs, prac-
tices, and improvement strategies will help you attain’

your performance targets?

Q

What performance targets, if any, are not being
addressed by current inputs, practices, and improve-

ment strategies?

What changes do you think need to occur in current
inputs, practices, and improvement strategies in order

to attain your targets?

Change Should Be Grounded in
Thoughtful Analysis and Careful
Planning

After some discussion, you may decide that improving
your school’s performance will require new or different
strategies. Any changes that you make should be
planned carefully. You can obtain information on possi-
ble improvement strategies from benchmarking exem-
plary schools and programs in your state or nationwide,
from national professional organizations, school reform
networks (such as the Coalition of Essential Schools, the
New American High Schools, and the High Schools That
Work network), state and national education agencies,

and the educational research literature.

When planning your improvement strategies, keep the

following questions in mind:

What evidence exists to support the strategies you are

considering?

How confident are you that the proposed changes in
inputs, practices, and improvement strategies will lead

to improved performance on your indicators?

Are the proposed changes consistent with your overall

goals?
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Worksheets 5.1-5.3 will help you set performance

targets and develop improvement strategies. Although
the worksheets are written to accommodate teams,

individuals can complete the activities on their own.

First, obtain copies of completed Worksheets 4.1A-C
for each of your education goals. These worksheets
contain your notes about your performance on your
outcome, practice, and input indicators. If you are
working as part of an improvement team, divide into
small groups of three to five people, with each group

selecting one or more goals.

Before completing Worksheet 5.1, you will need to
gather comparative information by reviewing relevant
state and national performance standards, discussing

expectations with important stakeholder groups,

comparing your performance with that of an exemplary
school or program, or comparing your performance
with state and national averages. Before completing
Worksheet 5.2, you will need to gather information on
appropriate improvement strategies from efforts to
benchmark exemplary schools or programs in your state
or nationwide, national professional organizations,
school reform networks, state and national education

agencies, or educational research literature.

5.1 — Evaluating Performance on Your Qutcome
Indicators
Helps you summarize information and think critically

about possible performance targets.

5.2 — Developing Improvement Strategies
Helps you to think critically about appropriate

improvement strategies.

5.3 — Summarizing Performance Targets
For each goal, provides space to list your outcome,
practice, and input indicators and your baseline data,

performance targets, and projected time frames.
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WORKSHEET 5.1

©00000000000000000000000000000O0D0

Evaluating Performance on Your OQutcome Indicators

Goal

1. Review all of your copies of Worksheet 4.1A for the above goal, then copy your outcome indicators and the current level of

performance on them below. Do not fill in your targets yet.

Current
| i 4
Outcome Indicators Performance

2. After gathering information about desirable levels of performance on the above outcome indicators, summarize below what
you learned from

State and national performance standards:
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Worksheet 5.1 continued

3. Based on your research, answer the following questions, and then fill in your proposed performance targets

for each outcome indicator:

What specific performance targets did you identify in your search? ...

If you discovered several different performance targets, what do you believe is the most appropriate target given your

CITCUITISTANICES? . o v v e e e e s s s ne e e et e e e n e e as s e e n ettt s ts s et et e e e s e e e st ettt e ae s s e e st

4. After proposing performance targets, discuss the following and revise your targets as necessary:
Is the target realistic and does it incorporate high expectations? ...

' 183
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WORKSHEET 5.2
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Developing Improvement Strategies

1. Review the performance targets you proposed in Worksheet 5.1 as well as Worksheets 4.1B and C for the above goal, and

then discuss the following with your team:

How satisfied are you that your current practices and improvement strategies will help you attain the performance targets
listed on Worksheet 5.1?

What changes do you think need to occur in current inputs, practices, and improvement strategies in order to attain

the targets?

2. Consider the following questions to help plan an appropriate course of action:

What evidence exists to support the improvement strategies you are considering (for example, from exemplary schools and
programs, national professional organizations, school reform networks, state and national education agencies, and the

educational research literature)?

How confident are you that the proposed changes in inputs, practices, and improvement strategies will lead to improved

performance on your indicators?
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NEXT STEPS

Be sure to keep completed copies of Worksheet 5.3 for each of your education goals

so that you can refer to them in the future.

You are now ready to establish procedures to support continuous improvement at your school.

- 186
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Congratulations!: You: have%_reached:the} final step. of the At Your Fingertips model. Now: you are ready to: put.

i)roceduresdnf placé. that‘enéure your hard work will: pay off in the long run. This step helps: you' establish a:

system:fo'r'collecting:data-on’anﬁongoing;basis, interpreting trends in your performance, and~continuingi_improve-

ment:efforts..
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As the principal of Pioneer High School, I'm supposed to make sure things run
smoothly. One of the reasons | really llked Step 6 Is that It helped us develop a
practical plan to support continuous improvement. 1t glves me confidence that
the work we’ve put into At Your Fingertips will pay off later on. This should not
be another fly-by-night reform effort. At the beginning, some of my teachers saw
this project as just another thing to do on top of everything else they’'re expect-
ed to do. Now that the hard part is over, we all think that our time has been well
spent. After Step 6, we will have our performance indicator system in

place and can begin monitoring our performance on a regular
basis. Soon, we will begin to see some progress on our Indica-
R tors. Even If we don’t make progress In all areas, the fact that
/y we’'ve set up this system demonstra’tes that we take our perfor-
mance seriously. Already, I’ve had some gooci feedback from board
members and parents who think we really should be commended for our efforts.
By showing our willingness to be held accountable, we have boosted trust and
goodwill in the community. | think the community may also be more willing now

to participate in helping us achieve our goals.

. Par Wilserns — Pruimcipal, Pisneery High Scheol
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time and effort in creating a performance indicator sys-

tem that provides useful and relevant information. You
Establishing a must now make sure your system is a dynamic one—

Dynamic Performance that it continues to produce useful information over

Indicator System time and changes as your information needs change.

A dynamic performance indicator system helps you ...

Now that you have completed Steps 1-5 in this work- - Collect important data on an ongoing basis.

book, you have established education goals, developed - Interpret trends in your performance.

performance indicators, examined your baseline data,

. - Sustain or modify improvement efforts.
and set performance targets. You have invested a lot of yimp

\m
\w
T i

Chart your growth over time for continuous improvement.

.oz
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Collecting Data

on an Ongoing Basis

In Step 4, you collected and examined baseline data for
most of your performance indicators. In order to mea-
sure your progress toward reaching your performance
targets, you will need to collect, report, and examine
your data periodically. Planning ongoing data collection

activities requires that you ...

- Set priorities among ongolng data collection

efforts.

Determine the frequency of data collection

and analysis.
Declde how to store your data.

- Asslgn roles and responsibllities for key

tasks.

Setting Priorities Among Ongoing Data
Collection Efforts
As you set priorities among your ongoing data collec-

tion efforts, consider the following:

- Decide which indicator data are the most important for
understanding your progress toward achieving your
education goals. Some time has elapsed between Steps
1 and 6. Before setting priorities among your ongoing
dara collection efforts, you may want to review your
education goals and confirm the performance indica-
tors that offer the most useful and relevant informa-
tion for understanding your progress toward reaching

these goals.

Q

- Improve your indicator data. While examining your

baseline data in Step 4, you may have identified
ways to improve the data. You may have decided that
an indicator should be formulated differently or
should be added or dropped, or that data collection
or reporting procedures should be modified. For
instance, rather than looking at average test scores,
you may have decided that it was more informative to
look at the percent of students scoring at or above
proficiency levels, or to look at both types of indica-
tors. When looking at average daily attendance
(ADA) rates, for example, you may have decided that
your school needed to improve the quality of class-
room attendance records in order to improve the
reliability of the data. Thus, collecting ADA on an
ongoing basis may require concurrent efforts to

improve attendance records.

« Phase in new data sources. In Steps 3 and 4, you may

have identified new data sources that could provide
crucial information not available from existing
sources. For instance, you might want to augment
your standardized test data with performance demon-
strations to see how well students can apply their
knowledge and skills to an authentic task. When
phasing in new data sources, you will need to weigh
how much time and resources you have to invest to
develop the data source against how useful the new

information will be to you.

Keep the data manageable. Be realistic about how
much data you can collect and review on an ongoing
basis and consider the budgetary implications of
carrying out your data collection plan. Remember
that it may be better to start small and phase in new

data slowly.
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Determining the Frequency of Data
Collection and Analysis

After deciding on a list of priority indicators for future
efforts, you will need to determine how frequently to
collect and examine the data. You may need different
schedules for your data. For example, standardized test
scores may be reported once a year, while grades are
awarded quarterly. Or, you may want to use some data
in several ways. For example, you may want to examine
grades on a quarterly basis in order to identify as early
as possible students who are at risk of failing mulciple
courses or of not graduating, as well as look at grade
data annually to determine the general course-taking

patterns or grade distributions of your students.

As you plan your data collection and analysis schedule,

consider the following factors:

O
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* Data availability. Some data are available only infre-
quently—once a semester or once a year—while oth-
ers are available on a regular, even daily, basis. Simply
because the data are available, however, does not
mean you need to collect or examine them immedi-
ately or repeatedly. In order to streamline your efforts,
you may want to time your analysis to the availability
of key dara. In any case, you should be clear about
the purposes behind the data collection and analysis

schedule you set.

Data quality. The frequency and timing of data collec-
tion can influence data quality. For example, collect-
ing information about teachers’ instructional practices
on a quarterly basis may produce more accurate data
than asking teachers to recall the practices they used

over an entire school year. However, too frequent data
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collection can threaten data quality. For example,
collecting data on teachers’ instructional practices on
a weekly basis can place too much of a burden on
respondents, who may be less careful in their report-

ing or may feel pressure to distort the data.

Uses of the data. How you plan to use your data may
influence the frequency of your data collection and
analysis. Data that can help you make small, continu-
ous adjustments in your practices or improvement
efforts need to be collected and examined more fre-
quently than data that are used for more general

analysis and long-term planning.

Local decision making. Data collection and analysis
should be timed to inform important school decisions

abour budgets, staffing, class scheduling, and so on.

Parents and other stakeholders may also have infor-

mation needs with particular timing concerns. For

instance, parents may want an early warning if their
children are not going to satisfy minimum college or
university entrance requirements. Some of your data

may already be reported at crucial times.

Time frames for achieving your performance targets.
How quickly you expect to meet your performance
targets may determine how frequently you collect and
examine your data. For example, if you hope to
increase attendance significantly in a single year, you
may want to monitor ADA rates on a daily, weekly, or
monthly basis. If, on the other hand, you are focusing
on changes in student understanding that are likely to
take some time to occur, you may set a longer time
frame and examine your data once a semester or even

annually.

YOUR THOUGHTS
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- How frequently do you think your different performance indicator data should be collected and analyzed,
and why?
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Deciding How to Store Your Data

If your performance indicator system relies primarily on
existing data sources, data storage may not be an impor-
tant concern for you. However, as many who have
worked with data know, storing and analyzing data can
quickly become complicated. Anticipating your data
storage needs can help prevent delays and mix-ups and
protect the quality and completeness of the data for

your projected analyses.

As you think about your data storage requirements,

consider the following factors:

< Individual student records. Many schools maintain
automated student records that contain information
on the demographic and educational experiences of
individual students, such as date of birth, gender,
course enrollments, grades, and test scores. Having all
of this information in a single computer file—or in
linked files—will help you perform certain types of
data analysis. For example, you may want to examine
the relationship between course taking and test scores,
or differences in course taking or achievement for
boys and girls. If you do not have automated individ-
ual student records, analyzing such relationships can
become difficult. To remedy this, you might consider
entering pairs or lists of associated characteristics into
a computerized spreadsheet program. Of course, the
time associated with entering these data makes safe
storage of the resulting data files a top prioricy. On
the other hand, the time needed to prepare the files
may preclude doing such analyses. These same con-
cerns apply to analyses of associated teacher character-
istics or other units of analysis (such as classrooms or
courses). Depending on how important these analyses
are to your performance monitoring, you may want
to consider establishing automated individual records

where they do not already exist.

O

Longirudinal data. Many trend analyses use cross-
sectional data—that is, data for different groups at
different points in time. As an example, examining
senior test score trends does not require special data
storage capabilities. However, examining gains or
trends for individual students (or other units of analy-
sis) requires longitudinal data—that is, linking data
from two or more points in time for the same per-
sons. If such key data elements are not included in
your existing automated individual records, you may
want to consider adding them. Safely storing data files
that have been specially created to support longitudi-

nal analysis is crucial.

Where your data will be stored. Many of your perfor-
mance indicator data will probably be maintained as
part of existing databases. Where this is not the case,
consider who should have access to the data to update
them and analyze results. Storing data in certain loca-
tions may limit access to them either because special-
ized expertise is required to read the files or because
confidentiality concerns restrict access. It may make
sense for some data to be stored centrally, while other
data are decentralized. It may also make sense for dif-
ferent persons to take responsibility for storing raw
data files and maintaining either the analysis files or

printed results.

How long your data will be stored. You will also need
to decide the length of time you will need to store
your raw data and analysis results. Maintaining raw
data allows for flexibility of analysis, including trend
analysis over time. However, your data storage
capacity may be limited and you may need to choose
between some short- and long-term information

needs.
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changes might you make?

Are your data storage capabilities sufficient for the types of analyses you hope to perform? If not, what

Assigning Roles and Responsibilities
for Key Tasks

As a final step in planning your ongoing data collection
and analysis activities, you should assign roles and
responsibilities for key tasks to ensure that your plans
proceed. Important roles and responsibilities include the

following;

- Improving specific data collection and reporting

practices.
+ Developing new data sources.

« Collecting and compiling the data.

+ Analyzing the data and reporting the results.

+ Storing and updating the data.

Whom you assign to what task will depend on the fol-

lowing considerations:

+ Conlfidentiality and security.

+ Special expertise (in developing assessments, evalua-

tion, databases, data analysis, desktop publishing, etc.).
+ Special interest (in a particular performance area).

+ Time availability.
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Interpreting Trends

Your Performance

Once you establish procedures for collecting data on an
ongoing basis you should begin to generate trend dara.
To help interpret trends in your performance over time,

consider doing the following:

Graph your data. Graphing your data will help you
discern the direction and consistency of a trend.
Indicating your performance target on the graph pro-
vides an indication of whether or not you are close
to your target. In the example below, six years of
ADA dara are plotted, and the performance target of

95 percent ADA is included on the graph.

« Note the direction and consistency of your trend data. Is
there a general or consistent trend in the data? Is the
trend positive, negative, or holding steady? In some
cases, your data may indicate a shifting trend. For
instance, your data may hold steady for several years

and then begin to move upward. In the example

below, there appears to be a slight upward trend in
the ADA data, although there is some fluctuation

from year to year.

Be cautious about concluding that a trend exists when
you have only a few data points and the changes are
small. As the example below illustrates, data often
fluctuate from one year to another without signifying
a clear trend in performance. This random fluctuation
may occur because of measurement error—that is,
inaccuracy in dara collecting and reporting. In the
ADA example, the school would have been incorrect
to conclude in 1992 that it had “significantly im-
proved” its ADA rate over that in 1991. The school
would also have been incorrect to conclude that its
ADA rate “fell” in 1993 by a point. Rather, the small
upward and downward adjustments in ADA suggest
that there may be some measurement error associated
with the ADA indicator and that “real” performance
falls somewhere between the different measurements.
However, if change persists over several years, then
you can be more confident that you are experiencing
a trend. This seemed to be the case over the six-year
period from 1991 to 1996 because the ADA rate

did appear to increase and approach the performance

target of 95 percent.

Average Daily Attendance Rates
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Inside “The Black Box”

When you identify an upward trend in your data—
particularly your outcome data—you may want to con-
clude that your improvement strategies caused the
change. However, linking cause and effect is difficult to
do, especially in a school setting where a complex mix
of inputs and practices influence student outcomes.
Similarly, a downward trend in the data may not be the
result of failed improvement strategies. To help you
investigate the factors affecting your student out-
comes—in other words, to see into “the Black Box"—

consider the following:

« Decide to what you attribute the trends in your data.
What factors might have contributed to the results
you are observing? What important inputs or prac-
tices have changed and could have influenced your
performance? What improvement strategies may have

contributed to the observed trends?

« Determine how your improvement strategies have been
implemented. If you believe your improvement strate-
gies might be responsible—at least in part—for your

observed trends, you should determine whether and

o

how they were implemented. Has your school imple-
mented the improvement strategies the way they were
intended? Have teachers changed their instructional
practices or simply renamed them? Do all teachers
define the new practices or improvement strategies in
the same way? Is the school supporting implementa-
tion of the new practices or improvement strategies in

the manner initially planned?

Decide how confident you are that your improvement
strategies are either working or failing. Do you have
enough information to understand the trends in your
data? What additional information do you need? Is
there strong evidence to support changing your cur-

rent course of action?

To find answers to some of these questions, you may
need to observe or interview teachers and administra-
tors in order to learn how they have implemented a new
practice or strategy. In addition, you could survey stu-
dents, teachers, and parents to find out whether they
agree about a strategy’s definition or expected student
outcomes, and to ask them about their view of the

impact of key practices on outcomes.

1396
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your findings to them. Your primary purpose may be
to solicit their help in interpreting the data or devel-

oping or implementing improvement strategies. You

Supporting Continuous

may want to generate a healthy discussion abourt alter-

Improvement . . .
p ) native strategies, or you may be seeking approval for

strategies you have already proposed. You may also

hope to mobilize resources to meet your performance

targets. Alternatively, you may want to communicate

Once your indicator system begins to produce perfor- . information as a public relations or marketing strate-
mance data, you will need to communicate your : gy—to get others interested in your school and think-
progress to important stakeholder groups on a regular : ing favorably about it.

basis. Periodically, you will also need to revisit the six

steps in the Az Your Fingertips model in order to ensure Forum. Depending on your audience and purpose,

that your system continues to produce useful and rele- : you will need to decide what the appropriate forum is
vant information. for communicating your progress. Alternative forums

include informal meetings, panel discussions, formal

Communicatin ss . .
g Your Progre presentations, and written products, such as a school

Communicating your ol’s progress regularly to .
g your schools prog gulacty report card, newsletter, or school improvement report

important stakeholder groups is important for support- Sy ere .
P group P for supp or plan. Decide if it is best to communicate your

ing continuous improvement efforts. Stakeholders can findings in a written format or verbally. Perhaps a

help interpret trends in performance, evaluate improve- N
P P P ’ P combination of both approaches may be best, such as

ment strategies, and support improvement efforts.

an oral presentation accompanied by visual aids. For

Alternatively, not communicating with important e- . . . . .
¥ 8 P stak more information on visual options for presenting

roups can in resi
holder group result in resistance to change or data, refer back to Step 4.

inertia.

Schedule. When and how often should you communi-

When developing an organized communication strate; . .
ping & gy cate your progress to your different audiences? You

consider the following factors: . L .
may want to communicate your initial findings

through a formal presentation, and then follow up

* Audience. First, you should decide to whom you need with an annual progress report that includes a school

to i ings. Who might be affect- . .
communicate your findings o might be report card. Alternatively, you may want to communi-

ed by the findings? Who has a particular interest in a . .
cate informally on a more frequent basis. You may

set of indicators or in i ing the . . . .
how your school is meeting decide on different schedules for different audiences.

QW) 100AE OOUBMIOLEDY 40D

performance targets for its goals? Consider stakehold-

ers both inside and outside your school. You may

Content. What do your audiences want and need to

identify multiple audiences with different interests. know? Consider including any background or sup-

- porting information your audience might need to

Purpose. After decidi audiences are, you
rpose. After deciding who your 24 understand the data or how they concern them.

should then clarify the purpose in communicating
-

(€] ﬁgt:j
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+ Who are your most important audiences, and how should you communicate your school’s progress
to them?
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Revisiting the Six Steps

In order to ensure that your performance indicator sys-
tem continues to produce useful information over time,
it is important to revisit periodically the six steps of the
At Your Fingertips model and to modify your system as
necessary. As time passes, your school’s goals may
change, new data sources may become available, or you
may decide that some performance indicators are more
reliable or relevant than others. Alternatively, you may
realize that your performance targets are set too high or
oo low and need to be adjusted, or that certain report-

ing formats or schedules could be improved.

Periodically—perhaps once a year or so—you may want
to review the following list of questions and consider
making any necessary modifications to your perfor-

mance indicator system:

+ Have your school’s education goals or improvement

strategies changed?

+ Have any new data sources become available or old

ones become obsolete?
- Should you eliminate, add, or reformulate any per-

formance indicators to make them more reliable or

relevant?

O

Should any performance‘ targets be reset, either
because they have already been met or they are

unrealistic?

Do you need to modify your improvement strategies,
either because some have proven to be ineffective or
counterproductive, or because evidence suggests a

new approach is called for?

Do your data collection and storage procedures need

to be modified?

Has the schedule for collecting and examining your
data and communicating your findings been working

well or does it need to be modified?

Has communication with your different stakeholder
groups been effective or does your communication

strategy need to be revised?

Have any other problems related to implementing
or using your performance indicator system been

identified?

(SN
de)
~
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Worksheets 6.1-6.4 will help you establish a perfor-

mance indicator system that supports continuous
improvement. Although the worksheets are written to
accommodate teams, individuals can complete the

activities on their own.

First, obtain copies of completed Worksheets 2.3, 3.1,
3.4, 4.2, and 5.3 for each of your education goals. If
you are working as part of an improvement team,
divide into small groups of three to five people, with

each group selecting one or more goals.

6.1 — Planning Ongoing Data Collection Activities
Helps you review the development of your indicators,

decide on a final list of priority indicators for ongoing

STEP &

data collection purposes, plan the timing of your data
collection and analysis, and decide where the data will

be stored.

6.2 — Building Your Data Collection and

Storage Capacity

Helps you identify indicators, data sources, and data
stores that need to be improved or developed and devise

a plan for building your capacity in these areas.

6.3 — Interpreting Trends in Your Performance
Provides you with a sample report card format, and
helps you identify and interpret trends in your perfor-

mance.

6.4 — Communicating Your Progress

Helps you develop an organized communication strategy.

6.5 — Revisiting the Six Steps
Provides a checklist for periodically revisiting the six
steps in the At Your Fingertips model and revising your

performance indicator system as needed.
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WORKSHEET 6.3
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Interpreting Trends in Your Performance

This worksheet helps you Identify and Interpret trends in your performance.
1. Write down the goal you are working on in the space provided on the following sample report card.

2. Copy your priority performance indicators related to this goal from Worksheet 6.1 and place them in the left-hand column

of the report card.

w

Copy your performance targets from Worksheet 5.3 and place them in the right-hand column of the report card. (If you

have added indicators in Step 6, you may need to set performance targets for them using Worksheet 5.1.)

Eal

Fill in your baseline data and any trend data you have collected up to now. Add successive data points as they become avail-
able. Space is provided for five years of performance data. In order to interpret your entire performance on a goal, you
should analyze all of your related indicators at the same time. The assumption made here is that you review your entire per-
formance on a goal annually, although you may choose to do so using a different time interval (such as once a semester or
once every two years). In addition to this effort, you may also choose to review your performance on individual indicators at

various times, as recorded in Worksheet 6.1.

L4

Beginning with your outcome data, you may want to graph any important or interesting indicators.

®

For each outcome indicator, note the direction and consistency of the trend. Is there a general or consistent trend in the
data? Is the trend positive, negative, or holding steady? Is there a break in the data, indicating that a trend is changing its

direction?

7. For each outcome indicator, how confident are you that a trend exists? How many data points do you have to date? How
large are the year-to-year changes? To what extent might these changes be due to measurement error? What might be sources

of inaccuracy in collecting or reporting these data?

o 209
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Worksheet 6.3 continued

8. If you are confident that a trend exists in your outcome data, what do you think might help explain this trend? What
changes in key inputs or practices or what specific improvement strategies do you think may be responsible for it? What

evidence is there among your practice and input indicator data to support your hypotheses?

11. You may want to investigate whether your school has implemented key improvement strategies in the way that was intended.
Have teachers changed their instructional practices? Do all teachers define the improvement strategies in the same way? Is

the school supporting implementation of the improvement strategies in the manner initially planned?
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Worksheet 6.3 continued

GOAL:

Performance Indicators

Related Practice Indicators:

Qutcome Indicators:

Related Input Indicators:

Sample Report Card

Year . Year . Year . Year . Year
Target

ERIC
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WORKSHEET 6.4
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Communicating Your Progress

This worksheet helps you develop an organized communication strategy.

1. Decide who your audience(s) should be. Who would be interested in your general performance or in your performance on a
specific goal or indicator? Who might be affected by your findings? Consider stakeholders both inside and outside your

school. You may identify multiple audiences with different interests.

2. Decide what your purpose is in communicating your progress to each of your audiences. What do you hope to get out of

this effort?

3. Decide what the appropriate forum is for communicating your progress to each audience (for instance, an informal meeting,
panel discussion, formal presentation, school report card, newsletter, or school improvement report). Decide if it is best to

communicate your findings in a written format, verbally, or both.

5. Decide what the content of your presentation or product should be. What do your audiences want and need to know?

What background or supporting information will help your audiences understand the data?
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WORKSHEET 6.5
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Revisiting the Six Steps

This worksheet helps you revise your performance Indicator system so that It continues to produce useful information over

time and supports continuous Improvement at your school. Periodically, you should consider the following questions and

determine whether you need to revisit any of the six steps in this workbook.

+ Have your school’s education goals changed?

If yes or maybe, return to Step 1 and work forward,

+ Have your improvement strategies changed?

If yes or maybe, return to Step 2 and work forward,

* Have any new data sources become available or old ones become obsolete?

If yes or maybe, return to Step 3 and work forward,

+ Should you eliminate, add, or reformulate any performance indicators to make them

more reliable or relevant?

If yes or maybe, return to Step 3 and work forward.

* Should you reset any performance targets, either because they have already been met

or are unrealistic?

If yes or maybe, return to Step 5 and work forward,

* Do you need to modify your improvement strategies, either because some have proven
to be ineffective or counterproductive or because evidence suggests a new approach is

called for?

If yes or maybe, return to Step 5 and work forward.

* Do you need to modify your data collection and storage procedures?

If yes or maybe, return to Step 6.

* Has the schedule for collecting and examining your data and communicating your

findings been working well or should you modify it?

If yes or maybe, return to Step 6.

* Has communication with your different stakeholder groups been effective or do you

need to revise your communication strategy?

If yes or maybe, return to Step 6.

* Have you identified any other problems related to implementation or use of your

performance indicator system?
If yes or maybe, return 1o Step 6. .
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NEXT STEPS

Be sure to keep completed copies of the worksheets from this step

so that you can refer to them in the future.
Congratulations! You have now completed all six steps of the Ar Your Fingertips model
and should have established a system that will produce

performance data on an ongoing basis, help you interpret trends in your performance,

and support continuous improvement.
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If you have reached this point in At Your Fingertips,
you have probably learned quite a bit about how best
to capture important aspects of your school’s pro-
grams and goals in quantitative measures and about
how to communicate such matters clearly and com-
pellingly to colleagues and others in the community.
More importantly, the questions you have asked your-

self and the issues At Your Fingertips has pushed you

to confront should spark a rich conversation about the
important responsibilities your school has and about
how it addresses them. Too often key considerations
about the curriculum, pedagogy, resource allocation,
and other crucial determinants of daily school opera-
tions go unexamined, as the crisis or fad of the
moment captures everyone’s attention. But these mat-
ters are central to the quality of education we provide
the nation’s children and to our interests in equal edu-
cational opportunity. Consequently, they deserve close
attention by school people on an ongoing basis. They

should not be assumed to be set in stone.

It is essential that schools find ways to periodically
focus the collective energy and intelligence of the fac-
ulty, administrators, and others on the major factors
that shape student learning. We set this as the thresh-
old criterion for determining the value of At Your
Fingertips to those who choose to take advantage of
it. If it assists educators and the public in engaging in
‘healthy discussion about their local schools, their
goals, purposes, values, plans, and most importantly,

results, it will have done its work.
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STAKEHOLDER GROUPS
Why Involve the Following Stakeholder Groups?

TEACHERS  Teachers are directly responsible for what students learn in school. As part of an improve-
ment team, teachers can help identify realistic learning goals, determine the reasons for poor performance
in some areas, and develop workable improvement strategies. Since teachers may be responsible for imple-
menting many improvement efforcs, it is important to involve them as key members of an improvement
team. By involving academic, vocational, and special education teachers, a team will be able to address

all important learning objectives and the needs of all groups of students when shaping their vision for

the school.

DEPARTMENT CHAIRPERSONS  These faculty representatives are in a strong position to communi-
cate the concerns and suggestions of teachers in their departments to the improvement team. and to
disseminate information from the team among faculty members. Since teachers’ cooperation is crucial

to the success of improvement efforts, department chairpersons are well positioned to act as intermediaries

between a small improvement team and the entire faculty.

CAREER OR GUIDANCE COUNSELORS  Counsclors are often responsible for administering a range
of assessments, including achievement tests, college aptitude tests, and occupational interest inventories.

Thus. they are not only knowledgeable about the many types of data sources available ar a site but also are
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familiar with student performance. Counselors may also be aware of how students’ personal interests and
y p

problems may contribute to their performance, and can suggest strategies for addressing the most com-

mon concerns.

CLASSIFIED SCHOOL STAFF MEMBERS Staff members other than teachers, counselors, and ad-
ministrators often assume key roles in the life of a school. Depending upon the scope of your improve-
ment efforts, medical, social service, secretarial, media center, maintenance, and food service personnel

can bring useful perspectives and contribute to the success of proposed improvement strategies.

SCHOOL ADMINISTRATORS  School administrators, including the principal and assistant principal(s),
can be key players in mobilizing change in schools. Their involvement in improvement efforts can often
lend legitimacy to the process and a sense of urgency. School administrators are also well positioned to

help overcome barriers to implementarion.

DISTRICT ADMINISTRATORS District administrarors, such as the superintendent and assistant
superintendent, can contribute to an overall vision for the district. Because they are familiar with the com-
mon concerns in their jurisdiction, they can provide a strong link among schools. District administrators
not only influence school-level priorities and can provide momentum to improvement efforts, but also
maintain various darta sources in the district office and can familiarize team members with these data and

make them available to the team.

SCHOOL BOARD MEMBERS  School Board members can also contribute to an overall vision for a dis-
trict or school, and they bring a community perspective to discussions about education goals. By participat-
ing in the program improvement process, Board members can learn more about the concerns of educators
and other stakeholders and the rationale for improvement strategies. Moreover, participating Board mem-
bers can represent findings and plans to other Board members. In some cases, Board members may be able

to make funds available for the overall improvement process or for specific improvement efforts.

STATE EDUCATION AGENCY STAFF  State education agency staff have a broad perspective on educa-
tion efforts in the state and can contribute fresh ideas to your school’s discussion of goals, perceived prob-
lems, and potential solutions. Moreover, agency staff usually maintain a variety of education data in the
state office and can familiarize team members with these data and make them available to them. In some

cases. state agencies may be able to make funds available for improvement efforts.

STUDENTS  Students contribute a unique perspective to identifying problems and developing potential
solutions. Particularly where problems and solutions necessitate understanding student motivation, they

can provide valuable insights. Involving students also helps increase general student interest in improve-
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PARENTS - Parents are important partners in the education process. Along with students, they are the
chief “consumers” of education, and as such provide a vital perspective on education goals and strategies.
Parents want to know what their school’s strengths and weaknesses are, and have a vested interest in help-
ing find ways to improve education outcomes. Parents can also help mobilize community resources in

order to support improvement efforts.

EMPLOYERS ¢ Employers in your locality and state have an important stake in how your district,
school, or program performs. Whether they hire graduates directly out of high school or after some post-
secondary education or training, employers depend on high school students obrtaining a solid foundation
of academic, critical thinking, and general employability skills. In some cases, employers also have an
interest in assuring that high school students obtain specific occupational skills. As improvement team
members, employers can contribute to discussions about desired education goals, student outcomes, and
learning strategies. Moreover, they can provide a constructive link to the business community that may be
essential if one of your school’s strategies includes increasing work-based learning opportunities for stu-

dents or encouraging other school/work linkages.

POSTSECONDARY EDUCATION REPRESENTATIVES - Representatives of postsecondary institutions
in your locality and state can bring an important perspective to your school’s improvement efforts. They
not only have an interest in ensuring that high school graduates are adequately prepared for postsecondary
work, but also are familiar with the entrance requirements and skills required for performing well and per-
sisting in postsecondary education once students have enrolled. In addition, if secondary/postsecondary
articulation agreements or tech-prep programs are part of your school’s strategies, postsecondary education

representatives can also help establish them.

OTHER COMMUNITY MEMBERS - Depending on local circumstances and your site’s particular educa-
tion vision, you may want to involve other community members in your improvement team. For example,
you may want to consider recruiting labor representatives as team members. Labor representatives are
knowledgeable about skill requirements in their industry and can provide a resource for teaching students
about major industries and career opportunities in your area. As another example, your school may place a
high value on having students learn through volunteer or service experiences. By involving large “employ-
ers” of volunteers or organizations that coordinate volunteer efforts, you can help clarify the education
objectives of such experiences and improve the linkages berween these experiences and school-based learn-
ing. You should carefully consider your own special circumstances when deciding whether to involve a

wider group of stakeholders in your improvement team.
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SAMPLE INVITATION LETTER

September 23, 1997

Dear

I am writing to invite you to join in an exciting and important endeavor. Pioneer High School is about to begin a multi-year

school improvement process. We would like you to become a member of our improvement team.

Pioneer High School has a long and proud history of educating the young people of Frontier. However, while we believe that
we are doing a good job, we have little in the way of hard data to back up our perceptions. The proposed school improvement
project will develop a performance indicator system that will collect meaningful information about how well our school is func-
tioning. This indicator system will also help us identify our strengths and weaknesses and develop improvement strategies. As a
member of the improvement team, you will be involved in the entire process, from deciding what our school goals should be to

identifying needed information, reviewing the findings, and developing and implementing improvement strategies.

Although the improvement project is a multi-year effort, the crucial building blocks will be put in place during the first year.
As a team member, you could expect to devote about four hours per month to the project through the end of the current aca-
demic year. In future years, we will convene three or four times a year to monitor our progress and to continue improvement

efforts.

We hope you will consider joining our team of teachers, administrators, students, parents, and community members. This is

a unique opportunity to shape the future direction of our high school.

Please contact me or my secretary at (999) 555-1111 by October 9, if you are interested in learning more about the project. An
orientation and information meeting will be held Wednesday evening, October 16, from 6 to 9 p.m. in the high school cafeteria.

I have enclosed a tentative agenda for the meeting,
Thank you for your interest and support.

Sincerely,

Dr. Pat Wilson
Principal, Pioneer High School
1 Main Street

Frontier, XX 00000
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SAMPLE AGENDA

Pioneer High School Improvement Project

Orientation and Information Meeting - Wednesday, October 16, 6 t0 9 p.m. + School Cafeteria

1. Welcome and introductions

1. Overview

A

B
C.
D

Need for developing a performance indicator system at PHS
Potential benefits of developing a performance indicator system
Description of the six-step process

Discussion of expected time commitments

1. Workshop/Group Exercise

A.
B
C.
D

E.

Identify questions or concerns

Determine who is present and whether additional recruitment efforts are needed
Discuss team roles and responsibilities and ask for volunteers

Develop a team meeting schedule

Agree on team procedures and ground rules

IV. Question and Answer Perlod

V. Collection of names and contact information from people

who are interested in actively participating as a team member
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RESOURCES FOR DEVELOPING NEW DATA SOURCES
AND DATA COLLECTION INSTRUMENTS

ALTERNATIVE ASSESSMENT
Allen, D. “The Tuning Protocol: A Process for Reflection.” Contact the Publications Office of the
Coalition of Essential Schools at (401) 863-3384.

Allen, D., and Mc Donald, ]J. “Keeping Student Performance Central: The New York Assessment
Collection.” Contact the Publications Office of the Coalition of Essential Schools at (401) 863-3384.

Herman, J.L., Aschbacher, PR., and Winters, L. (1992). A Practical Guide to Alternative Assessment.
Alexandria, VA: Association for Supervision and Curriculum Development (ACSD). Contact ACSD
at (703) 549-9110.

Newmann, EM., Secada, W.G., and Wehlage, G.G. (1995). A Guide to Authentic Instruction and
Assessment: Vision, Standards, and Scoring. Contact the University of Wisconsins Center on Organization

and Restructuring of Schools at (608) 263-7575.

Niguidula, D. “The Digital Portfolio: A Richer Picture of Student Performance.” Contact the Publications
Office of the Coalition of Essential Schools at (401) 863-3384.

Washor, E. “Show, Don'’t Tell: Video and Accountability.” Contact the Publications Office of the Coalition
of Essential Schools at (401) 863-3384.

ATTITUDE SCALES
Robinson, J.P, Athanasiou, R., and Head, K.B. (1969). Measures of Occupational Attributes and
Occupational Characteristics. Ann Arbor, MI: Institute for Social Research, University of Michigan.

Robinson, J.P, and Shaver, PR. (1973). Measures of Political Astitudes. Ann Arbor, MI: Institute for Social
Research, University of Michigan.

Robinson, J.P, and Shaver, PR. (1973). Measures of Social Psychological Attitudes. Ann Arbor, MI: Institute
for Social Research, University of Michigan.

Shaw, M.R., and Wright, ]. M. (1967). Scales for the Measurement of Attitudes. New York, NY:
McGraw-Hill.

DATA ANALYSIS
Anderson, G. et al. Studying Your Own School: A Guide to Qualitative Practitioner Research. Thousand
Qaks, CA: Corwin Press. Contact Corwin Press at (805) 499-9734.

Fitz-Gibbon, C.T., and Morris, L.L. (1987). How to Analyze Data. Newbury Park, CA: Sage.

DOCUMENT ANALYSIS
Budd, R.W. et al. (1967). Content Analysis of Communication. New York, NY: Macmillan.

Guba, E.G,, and Lincoln, Y.S. (1981). Effective Evaluation. San Francisco, CA: Jossey-Bass.

Holsti, O. (1969). Content Analysis for the Social Sciences and HurrglgeTnReading, MA: Addison-Wesley.
D

APPENDICES | PAGE 206



INTERVIEWS
Borg, W.R., and Gall, M.D. (1989). Educational Research. New York, NY: Longman.

Dillman, D.A. (1978). Mail and Télephone Surveys: The Total Design Method, New York, NY: John Wiley.
Fowler, E]., Jr. (1989). Survey Research Methods. 2nd ed. Newbury Park, CA: Sage.

Fowler, EJ., Jr., and Mangione, TW. (1990). Stendardized Survey Interviewing: Minimizing Interviewer-
Related Error. Newbury Park, CA: Sage.

Gorden, R.L. (1980). [nterviewing: Strategy, Techniques, and Tactics. Homewood, IL: Dorsey.

OBSERVATION
Webb, E.J., Campbell, D.T., Schwartz, R.D., and Sechrest, L. (1966). Unobtrusive Measures: Nonreactive
Research in the Social Sciences. Chicago, IL: Rand McNally.

QUESTIONNAIRES
Berdie, D., and Anderson, J. (1974). Questionnaires. Metuchen, NJ: Scarecrow.

Borg, W.R., and Gall, M.D. (1989). Educational Research. New York, NY: Longman.
Dillman, D.A. (1978). Mail and Telephone Surveys: The Total Design Method. New York, NY: John Wiley.
Fowler, EJ., Jr. (1989). Survey Research Methods. 2nd ed. Newbury Park, CA: Sage.

Fowler, E]., Jr., and Mangione, TW. (1990). Standardized Survey Interviewing: Minimizing Interviewer-
Related Error. Newbury Park, CA: Sage.

SURVEYS
Borg, W.R,, and Gall, M.D. (1989). Educational Research. New York, NY: Longman.
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Duplicate Werksheets

G 00000000000 OO00000O00OO0N0000000OO00O0O0O0O0OOOOO0O0O

On the following pages are black and white versions of all the worksheets contained in Az Your
Fingertips. These duplicates may be used for photocopying purposes provided the purchaser agrees to

the following conditions.

This single-user site license gives the one person designated as the “Primary User” of this workbook
permission to make copies of these worksheets for fair use, provided that 1) duplication is for an
educational purpose in a not-for-profit institution; 2) the copies are made available without charge

beyond the cost of reproduction; and 3) the copyright line appears on all copies.

The permission to copy does not 1) extend to copying this workbook in its entirety or copying an
p py y pying any
part for distribution to other sites; or 2) transfer to those persons given reproduced materials by the

“Primary User.”

A “site” is defined as a single location, such as a school or school district.
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WORKSHEET GS |1

(7 e

Identifying Team Members

You can begin buiiding an improvement team by completing the four activities that foliow. The individual who is responsible for

launching a performance indicator system at your school should fill out the worksheet before convening the first team meeting.

1. Decide what the scope of your improvement efforts will primarily be. Select one area for improvement, and then identify the

E

district(s), school(s), program(s), department(s), or classroom(s) you hope will participate:

[0 ¢ T

I ¢ SRR
LI DIEPAITIMEIIL . .. ettt ettt e et e e et et e e e e e ettt et e et ettt e et e e et e e

I T T e T R

. Who should be represented on your team? Check (V) all groups that apply, and list key individuals from each group

who should be invited:

I s 1 N

0 Department chairPersons .......ovuiiutiiii ettt e e et e e
O Career or guidance COUNSEIOTS ...ttt e e e e e e e e e e e
0 School adminiStrators ... ....uei ittt ettt e e e e e e e e e e e e e

O Other school staff ......ooo i e e

O State education agency stafl ... ... it e e
D0 EMPLOYEIS o ouiittit it e et et e e e
O Postsecondary education FEPIESEMEALIVES ... ... .uiiuentt ittt ettt aten ettt et e ettt cae aeea e ee e et et et e et e e e eaeaanaas

O Other community MEMDELS . ...outiiiti ittt e e e e e

3. Who should be the team leader? ... i i e e

228
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Worksheet GS1 continued

4. An invitation letter, conversation, or phone call should do the following things: (Space has been provided for you to jot down
notes abour what you might include in your invitation, and a sample invitation letter is included in Appendix B.)

Alert the reader to the upcoming project to develop a performance indicator system.
What will you call the project? ... .. o e

How can you get their attention? . ... ....ooiiioii e ettt et
Explain the need for the project.

You may want to enclose a copy of the Introduction along with the invitation letter to provide prospective participants with more
information about the improvement process.
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Q At Your Fingertips: Using Everyday Data 1o Improve Schools © 1998 MPR Associates, Inc.

ERIC

Aruitoxt provided by Eic:



WORKSHEET GS2

Organlzing Your Team

This worksheet should be completed by participants at the first team meeting. You can begin organizing your improvement

team by completing the following five actlvitles:

1. Use the space below to note any questions that you would like answered during the orientation and organizational meeting,
Record responses to those questions as they arise.

2. Are there any stakeholder groups or persons missing from the meeting who would be a valuable addition to the team?
Use the space below to identify them.

3. Discuss and record who will assume the following roles and responsibilities for your team:

Role Person Responsible

Meeting facilitator (guides participants as they fill
out the worksheets and discuss important issues) L e

Archivist (keeps copies of completed worksheets
and other documentation) e

Meeting organizer (reserves meeting room,

sends reminders) e
Other r0le oo e e
Other 10le oo
2 BN
a ¢ ) :
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Worksheet GS2 continued

4. Decide when and where your improvement team will meet. You may want to refer to the suggested calendar for Year 1
on page 33 of this chapter for ideas.

+ How frequently will the team meet? ... ... ..
+ About how long will team meetings last?

* When will the next meeting be held (date and time)?

+ Where will the next meeting be held? ........ .o

+ Does anything else need to happen before the next meeting? If so, what? Who will be responsible? ..........................

Team members should plan to read the chapter Step I—Establishing Goals before the next meeting.

5. Determine whar your team ground rules and operating procedures will be. As a group, discuss and answer
the following questions:

- How will team decisions be finalized (consensus, voting, other)?

O At Your Fingertips: Using Everyday Data to Improve Schools © 1998 MPR Associates, Inc.
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WORKSHEET 1.1

'4,// . et

Establishing New Goals

Activities 1-9 In this worksheet will help you establish a set of education goals, for those who do not already have existing
goals or who want to start the goal-setting process over again. (If you already have goals you would like to consider, skip to
Worksheet 1.2.) If you are working as part of a team, your entire team should plan to complete this worksheet together In

order to reach consensus on your goals.

1.

2.

ERI

Display or distribute copies of the following six criteria: “Goals should be meaningful, realistic, complementary, given clear

priorities, agreed to by all stakeholders, and measurable.”

Asalarge group, review the examples of goals provided on page 44. Goals should focus on student outcomes—what it is you
want students to know, think, believe, value, achieve, or be able to do. Goals may be written in broad or specific terms,

and may focus on all students or a subset of students.

- Individually, think about what you believe are the most important education goals for your district, school, program, depart-

ment, or classroom. Your goals should describe desired student outcomes. Record your ideas in the space below:

. Break up into small groups of three to five persons to share the goals you identified in Activity 3. Ask yourselves the follow-

ing question: Which of these goals do we all value for our students? Record areas of agreement and disagreement below. If you
have a long list of agreed-upon goals, check off the 10 goals that your small group considers most important, and designate a

spokesperson who will describe these goals to the large group.
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Worksheet 1.1 continued

5. Everyone returns to the large group. The designated spokesperson from each small group shares his or her group’s goals
(including areas of agreement and disagreement) with the large group. Then the large group identifies and discusses themes that
are common among all the groups, and the facilitator records them and lists the different goal statements that fall under each

theme. You may need to weed out some goals that do not focus on student outcomes.

6. Break up into different small groups of three to five persons (mixing up the membership of previous groups). The facilitator
then assigns one or more thematic areas to each group, so that all themes are assigned. In your small group, review your theme
and the related goal ideas, and then draft one or more goal statements to summarize your thematic area. Designate a spokes-

person for your group.

Your small group’s theme(s): ... .ooouuuri ittt

7. Everyone returns to the large group. The designated spokesperson from each small group shares his or her group’s goal state-

ments with the large group. The facilitator then records the goal statements and displays them where everyone can see them.

8. As alarge group, team members discuss any differences of opinions that may have come up over goal selection or wording

and attempt to agree on a common set of goals.

9. In the space provided below, write down the final agreed-upon goal statement(s) for your small group’s thematic area. The

facilitator should record all of the final goal statements so they are available for future use.

Final goal statement(s) for your thematic area: ........ooooii it

&> Proceed to Worksheet 1.3 234
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WORKSHEET 1.2

v Z e

Reviewing and Revising Existing Goais

Activities 1-9 in this worksheet help you review and revise your exIsting education goals. (If you do not have any existing
goals, return to Worksheet 1.1.) If you are working as part of a team, your entire team should plan to complete this work-
sheet together in order to reach consensus on your goals. Before beginning the worksheet, your meeting facilitator should
collect all sets of education goals that have already been established at your school. Goals may have been developed as

part of other education initiatives, such as strategic planning efforts, conducting a community needs assessment, developing

a new program, implementing a new curriculum, or as part of a grant application process.

1. Display or distribute copies of the following six criteria: “Goals should be meaningful, realistic, complementary, given clear

priorities, agreed to by all stakeholders, and measurable.”

2. Asalarge group, review the examples of goals provided on page 44. Goals should focus on student outcomes—what it is
you want students to know, think, believe, value, achieve, or be able to do. Goals may be written in broad or specific terms,

and may focus on all students or a subset of students.
3. Display or distribute copies of your school’s existing goals.

4. Break up into small groups of three to five persons to review the existing goals. First, identify the goals that describe

student outcomes, and focus on these. Then, ask yourselves the following questions:
- Which of these goals do we value most?

- Are there any goals that are less important?

- Are there any important goals that are missing?

Record areas of agreement and disagreement below. If you have a long list of agreed-upon goals, check off the 10 goals that

your small group considers most important, and designate a spokesperson who will describe them to the large group.
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Worksheet 1.2 continued

5. Everyone returns to the large group. The designated spokesperson from each small group shares his or her group’s modified
goals (including areas of agreement and disagreement) with the large group. The large group then identifies and discusses
themes that were common among all the groups. The facilitator writes down these themes and lists the different goal statements

that fall under each theme. You may need to weed out some goals that do not focus on student outcomes.

6. Break up into different smatl groups of three to five persons (mixing up the membership of previous groups). The facilitator
assigns one or more thematic areas to each group, so that all themes are assigned. In your small group, review your theme and
its related goals, and then draft one or more goal statements to summarize your thematic area. You may decide that the original
goal statement was adequate, or you may want to revise the statement or combine several statements into a single new state-

ment. Designate a spokesperson for your group.

Your small group’s theme(s): ..o

7. Everyone returns to the large group. The designated spokesperson from each small group shares his or her group’s goal state-

ments with the large group. The facilitator then records the goal statements and displays them where everyone can see them.

8. Asalarge group, team members discuss any differences of opinions that may have come up over goal selection or wording

and attempt to agree on a common set of goals.

9. In the space below, write down the final agreed-upon goal statement(s) for your small group’s thematic area. The facilitator

should record all of the final goals so they are available for future use.

Final goal statement(s) for your thematic area: ..... ..o uiiiin it

> Proceed to Worksheet 1.3
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//; WORKSHEET 1.3
/ 28 1 1 T R

Setting Priorities Among Your Goals

After completing either Worksheet 1.1 or 1.2, you are ready to assess your goals based on the six criteria described in this

chapter; revise or eliminate any problematic goals; and then set priorities among the remaining ones. Limited resources may

prevent you from pursuing all goals simultaneously or with equal effort, or may require you to phase in data collection

efforts. Moreover, starting small may be a better strategy for success than tackling all of your goals at once. Delineating

clear goal priorities at the outset will help your team organize its improvement efforts.

1. Display or distribute copies of the final goal statements that your team agreed upon when completing Worksheet 1.1 or 1.2.

ERI

As alarge group, review the goal statements by discussing the questions listed below. Flag any goal statements that do not

meet the following criteria:
- Is the meaning of the goals clear? Will the goals yield something of educational value?

» Can the goals realistically be achieved over time?
- Do the goals contribute to an overall vision? Does any goal conflict with the others?

- Have the goals been agreed upon by most team members? By the larger education community? If not,

what steps should be taken to obtain broad consensus?

- Think for a moment about budget, staffing, or political constraints at your site. Should any goals be

more or less of a priority than others based on these constraints?

- Can you foresee how you might measure progress toward achieving the goals? Will it be possible to

establish a performance target for each goal? (It is not necessary to set the actual targets at this time.)
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Worksheet 1.3 continued

2. As a large group, reexamine any goals that you flagged in Step 1. You may choose either to eliminate or revise a problematic

goal. If you decide to revise any of the goals, record the revised goal statements in the space below.

3. Goals that meet the six criteria described in this chapter should receive higher priority than those that do not. As a large

group, discuss which goals should receive top priority, beginning with priority number one.

4. Record your final goal statements in priority order below. (It will help you focus your efforts if you have no more than

10 priority goals.)
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WORKSHEET 2.1

tdentifying Speciflc Outcomes and Related Practices and tnputs

Actlvities 1-5 In this worksheet heip you Identify 3. Discuss the specific student outcomes that are

specific outcomes and related practices and implied by your goal, and then record them in

inputs for the goals you established In Step 1.
the outcomes box.
Complete one worksheet for each goal.

4. Working backwards, discuss the most impor-
1. Divide your team into small groups of three to )
. tant practices and inputs that are related to
five persons, and assign one goal from ) o
. the specific outcomes you identified and record
Worksheet 1.3 to each group. This will make
. ) these in the appropriate boxes. What school
the activity more focused and less time consum- ) .
. . practices will help you achieve these student
ing. Depending on the number of people and )
outcomes? What school inputs are likely to
goals you have, the small groups may need more ] ] ]
influence the practices that are appropriate
than one goal to work on.
and the outcomes that are achievable in the

2. If you have several goals, work on them in order short term?

of their priority in Worksheer 1.3. Write down )
. . 5. Repeat activities 2—4 for each goal you were
the goal you are currently working on in the .
) assigned, using separate worksheets.
space provided.
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Worksheet 2.1 continued

School Practices

Student OQutcomes

Be as specific as possible

Be as specific as possible

School Inputs

Be as specific as possible
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WORKSHEET 2.2

Evaluating Your Outcomes, Practices, and Inputs

Worksheet 2.2 helps you evaluate whether the relationships you identified in Worksheet 2.1 are strong enough to justify data
collection, support data analysis, and lead to valld conclusions. Complete one worksheet for each goal. Discuss the following

questions and note any revisions you would like to make to your set of related outcomes, practices, and Inputs.

1. If you have several goals, work on them in order of their priority in Worksheet 1.3. Write down the goal you are currently
working on below.

L¢P

3. Are you reasonably sure that the school practices you have identified will help you improve or achieve your targeted student
outcomes? Which of your identified practices are most strongly linked to your outcomes?

4. How confident are you that the school inputs you have identified influence either the set of practices that are appropriate or
the outcomes that are achievable? Which of your identified inputs are most strongly linked to your practices and outcomes?

5. Which of your identified outcomes, practices, and inputs are valued or emphasized the most at your school? Which ones would
key stakeholder groups be most interested in knowing something about?

6. Are there any outcomes, practices, or inputs that are receiving attention at your school—because they are recognized either as a
problem or as a potential solution—and that should be reflected in your work on this goal?
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WORKSHEET 2.3

v =z e

Finalizing Your Related Outcomes, Practices, and Inputs

Worksheet 2.3 helps you narrow your list of related outcomes, practices, and Inputs to the most important ones and record
them In priority order. Complete one worksheet for each goal.

1. If you have several goals, work on them in order of their priority in Worksheet 1.3. Write down the goal you are currently
working on below.

Goal

2. Review your notes on Worksheet 2.2. Eliminate or modify any of the outcomes, practices, and inputs you identified in
Worksheet 2.1. Record your final selections in priority order below.

Specific student outcomes:
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/l WORKSHEET 3.1

Identifylng Data Sources

Activities 1-6 in thls worksheet help you identi- creative. Allow yourself to come up with any-
fy existing and new data sources for the out- thing that will provide you with the informa-
comes, practices, and inputs you identified in

Worksheet 2.3. You are provided with three

tion you believe will be helpful. You will weed

coples of the worksheet: “A” for outcomes, «gr out less important data sources as you continue

for practices, and “C” for inputs. Depending on to develop your indicators.

the number of outcomes, practices, and inputs .
um ' P ' P 4. It may be that existing data sources do not

you identified in Worksheet 2.3, you may need ) ) .
provide useful information about the outcomes
to make additional copies of these worksheets.

you have identified. If this is so, space has also

1. Write the goal you are working on at the top been provided in the right-hand column to
of the worksheet. indicate any crucial new data sources you may
2. Transfer your outcomes from Worksheer 2.3 to need.
the left-hand column of Worksheet 3.1A in 5. Repeat activities 14 for your practices and
order of priority. inputs, using Worksheets 3.1B and 3.1C,
3. Discuss with your group or consider on your respectively.
own where data might be found for each out- 6. After completing the worksheet, groups should
come. Write these data sources in the middle report the results of their work to the rest of
column of Worksheet 3.1A. Be expansive. Be the improvement team.

243
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WORKSHEET 3.2

Developing Performance indicators

Activities 1-5 In this worksheet help you deveiop information? List the most important ones
performance indicators for each data source you

identified in Worksheet 3.1. You are provided with
three copies of the worksheet: “A” for outcomes, 4. For each data source, think about what

in order of priority on Worksheet 3.2A.

“B" for practices, and “C” for Inputs. Depending information can be produced concerning the

on the number of outcomes, practices, and inputs associated outcome. Brainstorm with your

you have Identifled, you may need to make addi- .
group or on your own about possible perfor-

tional copies of these worksheets. . .
mance indicators that can be derived from

1. Write the goal you are working on at the top the data source and write them in the corre-
of the worksheet. sponding boxes. Remember to write your

indicators in terms of counts, percents
2. Transfer your outcomes from Worksheet 3.1A P ’

. . . averages, and rates, and to be as specific as
to the appropriate boxes in order of priority.

possible. You may identify more than one

3. For each outcome, think about what you indicator for each data source.

really want to know. Review the different
5. Repeat activities 1-4 for your practices and

data sources you identified in Worksheet
inputs, using Worksheets 3.2B and 3.2C,

3.1A. Which data sources will provide you

. . respectively.
with the most important and relevant P Y
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Developing Performance

WORKSHEET 3.2A

Indlicators for Your Outcomes

GOAL:

OUTCOME # :

Priority Data Sources

OUTCOME # :

Priority Data Sources

OUTCOME # :

Priority Data Sources
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Developing Performance

WORKSHEET 3.2B

Indicators for Your Practlces

GOAL:

ERI
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Developling

WORKSHEET 3.2C

Performance Indlcators for Your Inputs

GOAL:

INPUT # :

Priority Data Sources

INPUT # :

Prlority Data Sources

INPUT # :

Priority Data Sources
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Refining Your Indicators

WORKSHEET 3.3

Activities 1-4 In this worksheet help you refine
the performance Indicators you ldentified in
Worksheet 3.2. You are provided with three
coples of the worksheet: “A” for outcomes, “B”
for practices, and “C” for inputs. You may need

to make additional copies of these worksheets.

1. Write the goal you are working on at the top

of the worksheet.

. Transfer your outcomes from Worksheer 3.2A

to the appropriate boxes in order of priority.

. For each outcome, review the performance

indicators you identified in Worksheet 3.2A
and answer the questions listed below. Revise
your indicators as needed and record the
revised indicators in order of priority in the
space provided. You might also find it useful
to identify subpopulations whose perfor-
mance on the indicators you think is impor-
tant to examine. Repeat this activity for each

outcome.

- Indicators can be expressed as counts,

averages, percents, and rates. Each form

provides different information. Have you
selected the most valuable numerical forms

for your indicators?

* Who are your relevant populations (the
denominators for calculating your indica-
tors)? Should the indicators be rewritten to

clarify who the relevant populations are?

* What condition(s) must be met—and
when—in order to be counted in each
statistic? Should the indicators be rewritten

to clarify these conditions?

* Should you measure attainment or gains—or
both? Do you need to modify your indica-

tors to do so?

* What subpopulations might you want to com-
pare for each indicator based on demographic

characteristics or educational experiences?

4. Repeat activities 1-3 for your practices and
inputs, using Worksheets 3.3B and 3.3C,

respectively.
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WORKSHEET 3.3A

Reflning Your Outcome Indlcators

GOAL:

OUTCOME # S A

JErYe ETer N e ) . 2 PP PP RRERE
e ETe R e 22 A R R
T ETer N e . 2 2 R
JESYe ETer N e . 2 S A
T e R ) .5 P R E TR

SUDEIOUP COMPATISOMS . tvtittts ettt et et e et e

T ETer N e ) . 2 PP LA
JErYe ETe R e ) . 27 2 L TR RTEE
JErYe ETe R eSO 2 1 LT E T R EETEPR PP
T e e . TR PR
Y ETe R e . 2 2 T

SUDGIOUP COMPATISONS - euttitettett ettt ettt et e e

T et .2 PSSP XTI R R
TS LT R 2e ) . 72 RN LR
Y ETor R e . 2 2o R
Y ETe N e ) . 2 U
Y ETe N e ) . 2 2 LT L LT TR PR EP RO

Subgroup COMPArisONs - vovvvriiiii i 255 ...............................................
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WORKSHEET 3.3B

Reflning Your Practice Indicators

GOAL:

PRACTICE # D e s e e e e e e e e e e e e et et e et e e e e e e ey

Indicator #1 ..o

Indicator #2 ..o

Indicator B3 L.

Indicator #4 o

IndICator #1 .o

Indicator #2 oo

Indicator #3 o

Indicator #4 ..o

INdICator #1 ..o

Indicator #2 oo

Indicator #3 Lo

Indicator #4 ..o
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WA/~ ||

Refining Your Input indicators

GOAL:

INPUT # S R R TR TP

R EUe L 2] o2 P L
R ETE Lt o 22 AN AL
[ ETe ] O 2 PP e R R
LT TN ] A R R R R T PR RS
R AT LT 2 N R R P PR ELE
SUDEIOUP COMPATISONS « . vuuesteet ettt ettt e et e e et e e e et s f il e b st e ettt

L Te Rt ] o2 P T T T PR P RIS
T T e Ce L a2 o R PP
[T e ] 2 TP PR
I Lt ] 2 A O S P T LT
T It ) o 2 N T TR

SUDEIOUP COMPATISONS .. v.etnet ettt e et et e e b e e ettt

D ETer R d T o5 U R T EE
T EO LT o 22 A e TR
[ ETe R e} 2 T TR

DT EUer R CeT a2 R O R P R PP
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Developing a Final LiIst of Indicators

WORKSHEET 3.4

Actlvities 1-6 In this worksheet help you
assess the quality of your performance
indicators and develop a final list of Indicators
for each outcome, practice, and input. You are
provided with three coples of the worksheet:
“A" for outcomes, “B” for practices, and “C”
for inputs. You may need to make additional

coples of these worksheets.

1. Write the goal you are working on at the top

of the worksheet.

. Transfer your outcomes from Worksheet 3.3A

to the appropriate boxes in order of priority.

. For each outcome, review the performance

indicators you identified in Worksheet 3.3A
and answer the questions listed below. Revise
your indicators as needed and record the
revised indicators in order of priority in the
space provided. Space is also provided to
record any thoughts you may have about
important subpopulation comparisons, steps
to improve accuracy and consistency, actions
or decisions to avoid, and steps to guard
against distorting the data. Repeat this activi-

ty for each outcome.

* How well do the indicators reflect the out-
come they are intended to describe? Are
there other ways to measure the outcome

that provide more valid information?

+ What kinds of actions or decisions do you

think might be based on the results of these

performance indicators? Do you think the
quality of the data will support these actions
or decisions? What actions or decisions
should be avoided so that you do nort

misuse the data?

* How consistently and accurately are data
currently being reported or collected on
these indicators? What definitions or data
collection practices could be standardized to

make the data more reliable?

* Do you think there are any irrelevant factors
that might significantly disadvantage or
benefit particular groups of students on the
indicators? Should any indicators be elimi-
nated or modified in light of this potential

bias?

+ Are there any indicators that seem particu-
larly susceptible to distortion? What steps
might be taken to avoid creating unintend-

ed incentives?

4. Repeat activities 1-3 for your practices and
inputs, using Worksheets 3.4B and 3.4C,

respectively.

5. After completing the worksheet, groups
should report the results of their work to the

rest of the improvement team.

6. Give one copy of the completed worksheer to

your meeting facilitator for the project files.

O
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WORKSHEET 3.4A

Developing a Final List of Outcome Iindicators

GOAL:

OUTCOME # S E R L EET R PR

I Tt re) i 2 T PP T

T It ) . 7 PP PP

TdiCatOr B oot e

e Tt o) . 2 R PP

JES YTt 2o ) -2 T T R
I It 2o I 7 PP T
I e T . 2 PP PP

TRAICatOr F oo e e e

[ e R o) 2 PP R R PP PR R
e ETeT R 1] 22 A R R PR PR R
LR Te Lo R e 2 P P R R R R PP RRREES
It T 2 SR
T LTt Y o 5> T R R P

Notesgﬁg ...............................................
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WORKSHEET 3.4B

Developing a Final List of Practice Indlcators

GOAL:

PRACTICE # e e e et et e e e et e e e e e et et e e e e ettt

INdICator #1 oo
IndiCator B oo
INdICatOT B3 e

IndiCatOr B oo

Indicator B oo
IndiCatOT B it
IndiCator #3 o

IndiCator 4 o

PRACTICE # e e e e e e e ettt e,

Indicator #1 oo
Indicator B
I ICatOr B oo
I dicator B

INdiCat0r B o
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WORKSHEET 3.4C

Developing a Flnal List of Input Indicators

GOAL:

INPUT # T T R R ERRERERRES

G o T 0 P PP PR
ST EReT R 23 27 2 P P PRI
e FTeT LS e 2 TP P PR
T e T .2 ST PP

o0 BT e 3 5> SR

ST ETeT 1T a2 S D PP PR
T T T 27 A P PP
G T EUer e T2 P PP
ST ETer R € .2 2P PR

S0 ETr < 2 PP P

e =T e 3 o 2 PP
JTe ETer R s} .37
e T 2e o 2 TP o

e ETer N xe . 2 TP
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WORKSHEET 3.5

Developing a Data Collectlon Plan for Your Indlicators

Activities 1-8 in this worksheet help you devel- cators, think about where you will obtain the

op a plan for collecting data on your final list of relevant data. Record all data sources and

performance indicators. You are provided with . .. .
locations for your final indicators in the sec-

three copies of the worksheet: “A” for out-
ond column of Worksheer 3.5A.

comes, “B” for practices, and “C” for inputs.

You may need to make additional coples of 4. Discuss and record what next steps need to

these worksheets. . ..
be taken to obtain the indicator data.

1. Write the goal you are working on at the to . . .
goaly & P 5. Discuss and record who will assume primary

of the worksheet. g
responsibility for the next steps.

2. Transfer your outcome indicators from

6. Decide on a target date for each next step.
Worksheet 3.4A to the first column of

Worksheet 3.5A. 7. Repeat steps 1-6 for your practice and input
indicators, using Worksheets 3.5B and 3.5C,
3. Refer back to Worksheet 3.2A to determine .
respectively.
the darta sources for your indicators. Not all
of your indicators may be reflected on 8. Give one copy of the completed worksheet to
Worksheet 3.2A, since you may have added your meeting facilitator for the project files.

indicators in subsequent steps. For new indi-

262
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* WORKSHEET 4.1A

7 T |

Examining Your Qutcome Data

Copy the goal, outcome, and Indicator you are currently working on from Worksheet 3.4A, and then discuss the questions

under 1-5 below and record your responses In the spaces provided.
L 3. - 1
Outcome # PR

Indicator # PSR

1. Getting to Know Your Data
What is the data source for this INdICAtOr? ... ... i e et ettt e e
What is the unit of MeasUreMeENt? .. ... ... . oo it et et et ittt ettt et et e e e
Who or what is included in the Statistic? . ... ... ... .. et
What is the size of the denominator (if applicable)? ............ i
What is the time period covered? ... ... .. e

What additional information do you need to understand the data you are working with? .............. ... ...

2. Your First Impressions

Does your performance on the indicator in question seem high? Low? Does it match your expectations? How? ............

3. Examining the Spread, or Distribution, of Your Data

You may want to graph or otherwise examine the distribution of your data.

What is the average (mean) of the data? ... ... ... .

What do you think should be an acceptable average (mean)? Why? ......... ... ...

........................................................... 26@
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Worksheet 4.1A continued

3.

4.

Examining the Spread, or Distribution, of Your Data—continued
What is the range of your data? Highest value Lowest value

What do you think should be an acceptable range? Why? ....... ...

Divide your data either into guartiles (highest 25 percent, upper middle 25 percent, lower middle 25 percent, lowest 25

percent) or deciles (10 equal parts).

Which groups, if any, exhibit exemplary performance? Satisfactory performance? Unsatisfactory performance?

Subgroup Comparisons

Referring back to Worksheets 3.3A and 3.4A, what subgroup comparisons did you conclude were important to make

on this indicator (based on different student demographics or educational experiences)?

. Interpreting Your Data

How do you think your school is performing on the indicator in question? ............... ..o

At Your Fingertips: Using Everyday Data to Improve Schools © 1998 MPR Associates, Inc.



\J’%‘ WORKSHEET 4.18B

27 ||

Examining Your Related Practice Data

Copy the goal, practice, and indicator you are currently working on from Worksheet 3.4B, and then discuss the questlons

under 1-5 below and record your responses in the spaces provided.
L I - T P
Practice # D e e e e e e e e e e e e e

Indicator # e e

1. Getting to Know Your Data
What is the data source for this Indicator? ......... ...t e e
What is the unit of MeEaSUTEMENT? ... .t ittt sttt et e e e
Who or what is included in the Statistic? ... ... .. i i e e
What is the size of the denominator (if applicable)? ....... .. ..o
What is the time period covered? ... .o oo

What additional information do you need to understand the data you are working with? .......................... o

2. Your First Impressions

Does your performance on the indicator in question seem high? Low? Does it match your expectations? How?

3. Examining the Spread, or Distribution, of Your Data

You may want to graph or otherwise examine the distribution of your data.

What is the average (mean) of the data? ....... ... o i
What do you think should be an acceptable average (mean)? Why? ...
Q Ar )’ourgnzﬁ s: Using Everyday Data to Improve Schools © 1998 MPR Associates, Inc.

ERIC

Aruitoxt provided by Eic:



Worksheet 4.1B continued

3. Examining the Spread, or Distrlbutlon, of Your Data—continued
What is the range of your data? Highest value Lowest value

What do you think should be an acceptable range? Why? ... o e

Divide your data either into guartiles (highest 25 percent, upper middle 25 percent, lower middle 25 percent, lowest 25

percent) or deciles (10 equal parts).

Which groups, if any, exhibit exemplary performance? Satisfactory performance? Unsatisfactory performance?

4. Subgroup Comparlsons

Referring back to Worksheets 3.3B and 3.4B, what subgroup comparisons did you conclude were important to make on this

indicator (based on different teacher or classroom characteristics, for example)? .............o.o

5. Interpreting Your Data

How do you think your school is performing on the indicator in question? ............ ...
How do these practice data contribute to your understanding of your related outcome data? ...................oiienl.
What additional information do you need to understand or interpret these data? ...................cooiil e,
............................................................................. g
2772
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WORKSHEET 4.1C

Examining Your Related Input Data

Copy the goal, input, and Indicator you are currently working on from Worksheet 3.4C, and then discuss the questions under

1-5 below and record your responses In the spaces provided.
L T
Input # N

Indicator # A

1. Getting to Know Your Data
What is the data source for this indicator? ... .. ...

What is the unit of measurement? ... .o i

What is the size of the denominator (if applicable)? ........ ... .. ..o i

What is the time period covered? ... ... i

2. Your First Impressions

Does your performance on the indicator in question seem high? Low? Does it match your expectations? How?

3. Examining the Spread, or Distribution, of Your Data

You may want to graph or otherwise examine the distribution of your data.

What is the average (mean) of the data? ... ... i
If applicable, what do you think should be an acceptable average (mean)? Why? ................coooiiiiiiii i
Q At Your Fingertips: Using Everyday Data to Improve Schools © 1998 MPR Associares, Inc.
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Worksheet 4.1C continued

3. Examining the Spread, or Distribution, of Your Data—continued

Whar is the range of your data? Highest value Lowest value
If applicable, what do you think should be an acceprable range? Why? ...
Are there any outliers (extreme high or low values thar are distorting the mean)? If so, what are they? .....................

Divide your data either into guartiles (highest 25 percent, upper middle 25 percent, lower middle 25 percent, lowest 25

percent) or deciles (10 equal parts).

How widely dispersed are the data? Does this raise any concerns? If so, what are they? ...

. Subgroup Comparisons

Referring back to Worksheets 3.3C and 3.4C, what subgroup comparisons did you conclude were important to make on

this indicator (based on different buildings, departments, or programs in your school, for example)?

. Interpreting Your Data

How do you think your school is performing on the indicaror in question? ...
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WORKSHEET 4.2

\,/,’/// ................................

Summarlzing Your Findings

Write down the goal you are working on below. After examining all of your indicator data on the outcomes, practices, and

inputs related to this goal, it Is time to summarize your findings. Review all copies of Worksheets 4.1A-4.1C for this goal,

and then discuss the questions under 1-4 below. Record your responses in the spaces provided.

LI

1. Deciding on the Implications of Your Indicator Data

E

How do you think your school is performing on this goal? ... ... ... ... i,

- Examining Relationships Among Your Outcome, Practice, and Input Data

Refer back to Worksheet 2.3 to review the outcomes, practices, and inputs you decided were related to this goal.

Are there any relationships between pairs of specific outcomes, practices, and inputs that might help you better understand

your performance on this goal? If so, what are they? ... ... .. .. oo i

Graph or examine the relationship between the relevant indicators for key pairs of outcomes, practices, and inputs. Do the

dara appear to move in the same direction, in opposite directions, or do they appear to be unaffected by one another?

How does examining these relationships contribute to your understanding of your performance on this goal? Remember,

correlation does NOt IMPly CaUSALION. ... vttt e e

......................................... SRRSO 5 & 2 SOOI
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Worksheet 4.2 continued

3. Presenting Your Findings

To prepare for presenting your findings to the entire improvement team (or additional audiences), decide what are the most

important points you would like to make about how your school is performing on this education goal. ............ .

How would you illustrate each of these points? Your choices include single statistics, tables, and graphs (frequency distribu-

tions, pie charts, bar graphs, line graphs, and scatterplots).

Who will be responsible for:
- Preparing the presentation mMaterials .. ... ... ooiiiiiiitiii
*Making the PrESEMIATION ... ... \.u i ettt ettt s et e st

c AAAITIONA] TESEATCH - o vt ettt e et et e et e e e e e e e e e

4. Improving Your Indicator Data

What performance indicators related to this goal would you eliminate in the future? ...

Q At Your Fingertips: Using Everyday Dasa so Improve Schools © 1998 MPR Associates, Inc.
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WORKSHEET 5.1

Evaluating Performance on Your Qutcome Indicators

1. Review all of your copies of Worksheet 4.1A for the above goal, then copy your outcome indicators and the current level of

performance on them below. Do not fill in your targets yet.

Current Your

Outcome Indicators Performance Target

2. After gathering information about desirable levels of performance on the above outcome indicators, summarize below what

you learned from

State and national performance standards:

Q At Your Fingertips: Using Everyday Data to Improve Schools © 1998 MPR Associates, Inc.
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Worksheet 5.1 continued

3. Based on your research, answer the following questions, and then fill in your proposed performance targets

for each outcome indicator:
What specific performance targets did you identify in your search? ....... ...

If you discovered several different performance targets, what do you believe is the most appropriate target given your

CITCUITISEATICES? - v v v e es s s s e e e e e e s s e e e es e e aasaasaae e es ssanesaansaessnaesannessasssesuseessusssssnsesannsssonaessnesssnsssns

4. After proposing performance targets, discuss the following and revise your targets as necessary:
Is the target realistic and does it incorporate high expectations? ........... ..o

O At Your Fingertips: Using Everyday Data to Improve Schools © 1998 MPR Associates, Inc.
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WORKSHEET 5.2

L L R N

Developlng Improvement Strategles

1. Review the performance targets you proposed in Worksheet 5.1 as well as Worksheets 4.1B and C for the above goal, and

then discuss the following with your team:

How satisfied are you that your current practices and improvement strategies will help you attain the performance targets

listed 0N Worksheer 5. 12 ..o e e e

What changes do you think need to occur in current inputs, practices, and improvement strategies in order to attain

The TAIBEISY L .ot e

2. Consider the following questions to help plan an appropriate course of action:

What evidence exists to support the improvement strategies you are considering (for example, from exemplary schools and
programs, national professional organizations, school reform networks, state and national education agencies, and the

educational research LIteratiure)? .. ... ... ... e

How confident are you that the proposed changes in inputs, practices, and improvement strategies will lead to improved

performance on your indiCators? ... .......oui.iiuit i
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WORKSHEET 6.3

T N R T T T T R S )

interpreting Trends In Your Performance

This worksheet helps you identify and interpret trends in your performance.

1.

2.

3.

4.

5.

6.

7.

Write down the goal you are working on in the space provided on the following sample report card.

Copy your priority performance indicators related to this goal from Worksheet 6.1 and place them in the left-hand column

of the report card.

Copy your performance targets from Worksheet 5.3 and place them in the right-hand column of the report card. (If you

have added indicators in Step 6, you may need to set performance targets for them using Worksheet 5.1.)

Fill in your baseline data and any trend data you have collected up to now. Add successive data points as they become avail-
able. Space is provided for five years of performance data. In order to interpret your entire performance on a goal, you
should analyze all of your related indicators at the same time. The assumption made here is that you review your entire per-
formance on a goal annually, although you may choose to do so using a different time interval (such as once a semester or
once every two years). In addition to this effort, you may also choose to review your performance on individual indicators at

various times, as recorded in Worksheet 6.1.
Beginning with your outcome data, you may want to graph any important or interesting indicators.

For each outcome indicator, note the direction and consistency of the trend. Is there a general or consistent trend in the
data? Is the trend positive, negative, or holding steady? Is there a break in the data, indicating that a trend is changing its

direction?

For each outcome indicator, how confident are you that a trend exists? How many data points do you have to date? How
large are the year-to-year changes? To what extent might these changes be due to measurement error? What might be sources

of inaccuracy in collecting or reporting these data?

At Your Fingertips: Using Everyday Data to Improve Schools © 1998 MPR Associates, Inc.
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Worksheet 6.3 continued

8. If you are confident that a trend exists in your outcome data, what do you think might help explain this trend? What
changes in key inputs or practices or what specific improvement strategies do you think may be responsible for it? What

evidence is there among your practice and input indicator data to support your hypotheses?

11. You may want to investigate whether your school has implemented key improvement strategies in the way that was intended.
Have teachers changed their instructional practices? Do all teachers define the improvement strategies in the same way? Is

the school supporting implementation of the improvement strategies in the manner initially planned?
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Worksheet 6.3 continued

Sample Report Card

GOAL:

Year . Year . Year . Year . Year

Performance Indicators : : : : . Target

Outcome Indicators:

Related Practice Indicators:

Related Input Indicators:
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WORKSHEET 6.4

Communicating Your Progress

This worksheet helps you deveiop an organized communication strategy.

1. Decide who your audience(s) should be. Who would be interested in your general performance or in your performance on a
specific goal or indicator? Who might be affected by your findings? Consider stakeholders both inside and outside your

school. You may identify multiple audiences with different interests.

2. Decide what your purpose is in communicating your progress to each of your audiences. What do you hope to get out of

this effore?

3. Decide what the appropriate forum is for communicating your progress to each audience (for instance, an informal meeting,
panel discussion, formal presentation, school report card, newsletter, or school improvement report). Decide if it is best to

communicate your findings in a written format, verbally, or both.

5. Decide what the content of your presentation or product should be. What do your audiences want and need to know?

What background or supporting information will help your audiences understand the dara?
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WORKSHEET 6.5

Revisiting the Six Steps

This worksheet helps you revise your performance indicator system so that it continues to produce useful information over
time and supports continuous improvement at your school. Perlodically, you should consider the following questions and

determine whether you ‘need to revisit any of the six steps In this workbook.

Yes/Maybe No/Unlikely

+ Have your school’s education goals changed? ] O

If yes or maybe, return to Step 1 and work forward.

Have your improvement strategies changed? ] ]

If yes or maybe, return to Step 2 and work forward.

+ Have any new data sources become available or old ones become obsolete? ] ]

If yes or maybe, return to Step 3 and work forward.

- Should you eliminate, add, or reformulate any performance indicators to make them ] ]

more reliable or relevant?

If yes or maybe, return to Step 3 and work forward.

- Should you reset any performance targets, either because they have already been met O ]

or are unrealistic?

If yes or maybe, return to Step 5 and work forward.

- Do you need to modify your improvement strategies, either because some have proven ] ]
to be ineffective or counterproductive or because evidence suggests a new approach is

called for?

If yes or maybe, return to Step 5 and work forward,

- Do you need to modify your data collection and storage procedures? ] O

If yes or maybe, return to Step 6.

Has the schedule for collecting and examining your data and communicating your ] ]

findings been working well or should you medify it?

If yes or maybe, return to Step 6.

- Has communication with your different stakeholder groups been effective or do you U ]

need to revise your communication strategy?

If yes or maybe, return to Step 6.

+ Have you identified any other problems related to implementation or use of your U ]

performance indicator system?

If yes or maybe, return to Step 6.
236
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