THE TRANSFORMATION FROM
A COMPLYING SCHOOL TO A
LEARNING ORGANIZATION

Learning organizations are...
“organizations where people continually expand
their capacity to create the results they truly desire,
where new and expansive patterns of thinking are nurtured,
where collective aspiration is set free, and where people

are continually learning how to learn together.”

Peter Senge
Author, The Fifth Discipline

The ultimate goal of continuous school improvement is to create learning
organizations that have the ability to develop their capacity to create the results they
truly desire. This book is about helping schools become true learning organizations
by moving them from focusing solely on gaps, compliance, and being “Adequate,” to
becoming learning organizations that create the vision, commitment, and results

they want for all their students.

After reading the previous thirteen chapters, you might become overwhelmed with
the many things that need to be done to become a continuously improving learning
organization. Some schools do not enter into the work of comprehensive data
analysis and continuous school improvement because they believe it is “over their
heads” and too technical. The work of comprehensive data analysis and continuous
school improvement is not just a technical task. In reality, it is more about getting all
people on the same page committing to move the system forward, and then doing it.
While the tasks may seem difficult, they are doable, and the outcome is surely worth
the effort. Let’s review what it takes to become a continuously improving learning

organization.
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BECOMING LEARNING ORGANIZATIONS

As stated in Chapter 1, this book is a call to action. It is about inspiring schools and
districts to commit to continuous school improvement by providing a framework
that will result in improving teaching for every teacher, and learning for every
student, in one year, through the comprehensive use of data. It provides a new
definition of improvement, away from compliance, toward a commitment to
excellence. Inherent in this work are the following non-negotiables:

o Commit and engage staff throughout the entire process. Continuous school
improvement does not happen from the top-down. Leadership must work
to get commitment, which is NOT enlisting, recruiting, or getting staft to
buy-in. It is leading and encouraging staff to commit to do the best they
can for every student. Engaging the staff throughout the process keeps the
commitment fresh.

o Empower all staff with schoolwide data. When staff see all the data, they
understand why and how they are getting the results they are getting now.
They understand linkages, what is working, and what is not working.
Collectively, they can see what they need to learn and change to get better
results for their students. It is easier to understand why some things have
to change when all staff see the data pointing them in a certain direction.
It is also easier to move the entire staff in that direction when the data
analysis process supports their understanding of the data.

* Provide data tools. It is critical to have the technological capacity and data
tools that support the analyses described in this book, so staff can spend
their time analyzing the data rather than organizing the data. Empowering
staff requires that data are easily accessible, clean and reliable, and the
systems are focused on supporting the framework for continuous school
improvement.

# Create a shared vision. A shared vision is the power that drives learning
organizations. The vision clarifies the strategies and actions that learning
organizations propose to do to get their desired results. Shared means that
everybody understands the vision in the same way, so it can be
implemented in the same way. When staff are a part of the creation of the
vision, they will implement it. Leadership must focus on facilitating the
vision.

& Develop a continuous school improvement plan to implement the vision. A
continuous school improvement plan shows everyone on staff how to
implement the vision, as opposed to just closing a gap for compliance.
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o Create a true shared decision-making structure. A true shared decision-
making structure clarifies and supports everyone’s job in implementing
and helping everyone else to implement the vision. Clarifying and
monitoring roles and responsibilities in the implementation of the vision
cements commitment.

& Identify change agents to lead and carry out specific improvement tasks. Some
staff members have more interest and talents in data analysis, others in
collaborative structures. Find the staff leaders for the work that needs to be
done, and let them lead.

® Create a collaborative work culture. Collaborative work is vital to
overcoming the status quo. To get improved results for all students,
teachers must be able to prescribe and implement immediate
improvement. Together, staff can review student, grade, and school level
performance data, utilize problem-solving strategies, study program and
process implementation, create process flowcharts, and coach each other
to ensure implementation to get the results they want for all students.

o Support for the improvement process through professional learning and
partnerships. Staff need support to improve teaching and learning for all
students. Structures need to be in place so staff can learn new concepts,
and tap into parent, community, and business support.

o Engage staff in evaluating processes, programs, and the vision to make sure
they are making a difference. By being involved in the evaluation process,
on-going reflection becomes the way work is done, and ensures that staff
are making the intended difference.

The continuous school improvement framework provided in this book helps staff
do all these things to create a desirable learning organization and stay on course. To
continuously improve a school, staff must agree on what they want students to
know and be able to do, want the same outcomes, share the same vision, determine
how they are going to get to where they want to be, and know that they got there,
together. Then, as spelled out in the Plan—Implement—Evaluate—Improve Cycle, they
must adjust, and start again to do things even better the next time. The framework,
along with the tools in the chapters and appendices, are intended to guide and
support staff in bringing together the technical elements with the facilitation
necessary for effective staff engagement.

The framework also helps staff look at the whole organization and get away from
focusing on gaps only. The completion of the elements of the continuous school
improvement framework is the way to get student learning for every student, in
every grade level, and in every subject area. When this work is thorough, a school
will transform into a true learning organization and can step away from a narrow
focus on compliance only. When staff can see the whole system, they are able to
understand what they can do to get better results across the board and not just focus
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on one subject or subgroup at a time. Schools and school districts/boards are bound
by government politics regarding the reduction of gaps between specific subgroups.
If the staff look at the whole organization and get all students to learn, the rest will
follow and the gaps will disappear.

LOGIC IN THE LEARNING ORGANIZATION

What I am asking you to do in this book is very logical. I am asking you to pay
attention to the results your school is getting now, understand how and why you are
getting these results, and adjust your processes to get better results for your students.
I want you to reflect on the big picture and how the parts lead to the whole, and then
to be intentional about creating a learning organization that will make a difference
for all of your students.

A logic model is a tool to clarify and graphically display what your learning
organization plans to do and what it hopes to accomplish, given its context. This
tool is useful for planning, implementation, and for evaluation.

Logic models provide us with the opportunity to see the whole learning
organization and the components that make up that big picture. They enable us to
improve all aspects of the learning organization, and ultimately, produce the results
we want. They are a way to pull everything together—to get a systems view. A logic
model shows how we “do” school and why.

Putting together a logic model for a learning organization requires:

o clarification of the results we want to get for all students (short and long-
term outcomes);

o listing the inputs that must be taken into consideration for staff to create
the processes to achieve the desired outcomes; and

# the adaptation and implementation of programs, processes, and
procedures (processes) to achieve those outcomes, given whom we have as
students, staff, parents, and community (inputs).

The logic model is an ideal structure for reflecting on linkages. If you do not know
the impact of your current processes, take the time to study those results. One of the
greatest benefits in using a logic model is to enable a review of the big picture to
determine how you can improve the results your school is getting for all students. If
you are not getting the results you expect or anticipated, you must understand how
to change the processes to create the results you want for all students.
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INPUTS

The context of your school,
i.e., whom you have as
students, teachers, staff,
parents, and community
must be taken into
consideration to ground
the work to be done to
achieve the outcomes.

—>

PROCESSES

Processes are how your
school plans to achieve the
outcomes, given the inputs.

This is the learning
organization that we are
creating to achieve the
outcomes, given the inputs.

—

OUTCOMES

Outcomes are the desired
results. The hypotbesis is
that if we implement these

processes, given the
context of our school
(inputs), we will
get these outcomes.

Figure 14.1 shows a logic model for a typical school. On the left side are the inputs
that spell out the context of the school. In the middle are the processes that create the

results. On the right side are the short-term and long-term outcomes. This is how to

read the reasoning within the logic model.

The following steps indicate how to create a logic model for your learning

organization. It might be fitting for you to start with the example logic model in

Figure 14.1 and adapt it to fit your data.

Creating the Logic Model of Your Learning Organization

Step 1. Assemble a Team to Create a Logic Model. You will want

the team to consist of individuals familiar with all aspects

of the learning organization and the school data, and who

are committed to achieving the outcomes.

Step 2.

Schools are pretty clear about their outcomes for K-
12. Often, however, they have never listed them all
before. The short-term and long-term outcomes listed

Determine Short-Term and Long-Term Outcomes.

in the example are a starting place. Review these and

add to the outcomes.

It is important to know where your school is with

respect to your desired outcomes, so processes can be

adjusted, given the inputs. Your work with the
multiple measures of data (Chapters 3,4, 5,6, 7,and 8)

should help you uncover the answer to the question,

“how are we doing with respect to these outcomes?”

CREATING THE LOGIC MODEL OF
YOUR LEARNING ORGANIZATION

1.

Assemble a team to create a
logic model.

Determine short-term and
long-term outcomes.

Layout the inputs.

. List high-quality processes and

programs to create the results
you want.

. Review the big picture.
. Revise the parts.

As professional educators, your challenge is to determine how you are
going to get better results. With collective and shared knowledge, you

determine how to put together your school—curriculum, instruction,

assessment, environment, processes, procedures, and programs—given

your inputs. This is where the school processes come in, but not until

the inputs are taken into consideration.



CHAPTER 14

THE TRANSFORMATION FROM A COMPLYING SCHOOL TO A LEARNING ORGANIZATION

188

sjuapnys pue ‘siednourid ‘sxaydea) yum sdrysiouyred ur pageSuy .
SuruIes] s UIP[IYD DULYUD 0} SAZ)LI)S JO A[qeITPI[MOUY «

SuruIea] s PIYd I12Y) YIIM PIAJOAU] «

[001Ps oY) Aq pap1a0Id SIITAISS IIM PIYSTIES «

saluv, / sjuaivg

werdoid renonred e Jo synsar uo 1oedwr a1 az4A[eue 0) A[qQy
Arunururod pue syuared yim sdrystouwred ur pageSug
SJUIpNIS Uo sanIjod/suonde 1ayy jo 1oedwr 3y pueisIopun 0} Aqy

9210] I0M Y} pPue 239[[0d 0] JUSWUSI[e WeIdo1d

uonejuawardur

§5300NS JUaPN)S 2IMsud pue 121paid 0) A[qy

1910 DB (IIM JAIBIOQR[[0D)

SIUDPNIS YIIM suone[ar Surre)

3[eIOW POOK) .
Surpraoid are A9} SIOTAIDS [IIM PILSTIES o
s1ayava J, puv sipdutid

JUSUISSISSB-J[2S
uonenyeag
diysrouyieq
Sururea] [euoIssajOIJ
diysiopea  «
Suruueyd juswarordur
[ooYPs snonuIuoD
UOISSTIN «
UOISIA
sisAeue
asned Sunnqrnuoy) .
asn pue SIsA[eue eje(] «
Juawanosduy
10012g snonuuo)

uoneonpa orqnd
ur 92UapIyuod
JO S[PAI[ YSTH »
saakordwa pue
s[oos Jeaid Suraey
woyy Sunyaudq .
Apunwwoy)

suoniqure SuoayI[
SUIPIIY 19y}
y1oddns 01 91qVy «
UEY

sI9UIRd] SUO[-IJTIT
1 pue Aesy
JJI[ UI [N)$$300NG
YIOM UI [NJSS0ONG

11 Ae)s pue sad10Yd AY[eay ayew o) AIqy
s122(qns a1e1Saur 0) AIIqy

sIsnur pue syIe 9y 10y uonenarddy
A[oan123330 A3070UT]23) asn 03 ANIqy
Suruosear [ed1307 .

Surajos woa[qo1g

Surua)srT

Sunjeadg

andwod 0} 9[qy

pea1 01 9[qy

A[[eonLo yury 0 9[qy

A[[eoynua1s yuIy) 03 A[qy

A12AT123730 211IM 0 J[QY

sdrysrejorps Suruurpy

SUTUIRS] 9DTAIDS UT JUIUIDA[OAU]
SITTATIO JOOYDS UT JUSTUIAJOAU]
SINIANDIE TR[NOLLINDBIIXD UT JUIWIA[OAU]
JUSUIDAJOAUT AJTUNTITIO))

SOpeIS 9ATISO]

£19A0201 (31pa1d) Inodor(y
[ooyps/Surureay ur pageduy

I3 0] 9A0T «

WIBJ[ 0] PIILATIOIN

WI23)$2-J[3S ANISO]

20uEpUL)IE POOD)

IOTARY2( JAT)ISOJ

W) INOqE 218D SIAYDEd) Jey) sSuI[aa]
[00Tds JO 2A0T

Suofaq Lot ey Surppag

sani[iqe drysiapea

armny ay) 103 uerd o) LyIqy

S)JNSIT JUSTSSISSE 3JIS/[DV/IVS [NYss00ng
1094 § TRA 7—080[[0d UT JUSW[[OIUT
Surures] Jnoqe sapnINIe ANISOJ
989[[0D T $35IN0D [RIPAUIAI ON

$1010BJ YSLI PAYIIUIPT
ssaIppe Jey) swerdorg
sweido1d [erpawaI Y0
uoneonpy [enadg .
SururesT 901419
SITR,] UG
Awrapeoy apeln) YIUIN
SUOTIUOAINT]
areaInereIIRg
[euonRUIU]
PRIUS[E], pU® Py
SIMIATIOR TR[NOLLINORIIXY
uonuaadig ynodoi(y
Wpa1D 383[[0D
[endurg
ASTIIY -
[00Y2S 1)y
JUSWAIR[J PIDUBAPY
(IRJA[/I0PEAY PRI
+V .
dIAy -
suvadoiq

IaA0UIN 1DYDRI],
UONBIYIID 19YDR3],
SJUDWIUSISSE IO,

Surmy 1oydeay,

$3sse[d Jo Jurnpaydg
SUONUAY

samnpadoid pue sanIog
s3urdnoid yuapnig
[ouuosiad

j10ddns jo raquunN
sajel raourm) drysiopea
S9)BI UOTENPRIL) .
s3uriapjo werdoxd
‘surerdoid /sasInod
JUSI_JJIP Ul JuswW[oIuy
sajer ynodoi(y «

pIeOg [001DG .
sassauIsng «
Apunwuo)

mﬁmﬂpmmﬁ JUapN)s UT JUSTIIA[OAU] «

Sururen yIopm
UOISTA «
(Sururea] [euorssajord) [emauaT IYILI],
SUOTJBAIISQO I2DBI],
JuounINIdaI pue SULITY I9Ydea],
UOT)BN[BAD IR,
syuouruSisse Suryoea],
(17g) uonuaaalu] 03 asuodsay
ss9001d Te119J9Y
UOI}3[J21 [BUOISSJOI]
j10ddns pue sUOISSNOSIP [BUOTSSAYOIJ
Surajos wqoIg
saanpadoid pue 3104
uonjenpeid 10y skemiie
JUIWIDAJOAUT JUIE]
UOTSSTIA
Suriojua|y
sanIUNUIWO)) SUTUILYT [BUOISSIJOI]
(sureq, diysiopea) arnonns diysiopea]
Suryoeoo [euononnsuy
ssavo1d Armbuy
san1Anoe Ayieay
saypuN| pue sysepjearq Ayesa
asn eje(y .
SWBJT, BIR(T »
UOTJRIOQR[[0D IUDBI], «
$255200.1J [PUOYVZIUDIIQ

Jwoy je unjods afenguey .
awoy] oty ut sjuared jo Iaquiny .
SWIOY] A7) UT USIP[IYD JO JQUUNN] «
SopMIY .
JUSUIUTE)IE [RUOTIBINDY «
$1U9Ad Jooyds Ut uonedmdnred .
STJE)S DTUIOUODD [BIIOG «

spuavg

SJoI[aq pUE SINJLA 910)) «
SOpPMIMYy .
3[k1s drysiopeay .
redourid se s1eak jo roquiny .
9ousLIadxa ‘Suruten ‘suonesyreny) .
Ayoruy)o Topusn) .

sppdutig

9181 UONUANY «
DUBPUINY «
SJAI[9q PUB SAN[BA 210)) »
SOpPMIMY .
sa41s Sumyeyy, .
Surnyoea) Jo s1eak Jo sroquuny «
SJUAWUSISSY «
ounoioaxu .wEEmb .wnoumum:mzo .
Adruyye Iopuas) .

RYEURIEN

Surioing,

uonerdaur ASojourday,

JNI0MUIEd) JUIPMIG

JUSWSSISSE-J[S PUB UOIIII[JAI JUIPNIG
uonejudwa[durr sprepuelg
sdrysuraug

ssaooxd A1mbuy

UOTSISUWIW] »

NIOMIUIOF]

Surpean

swooxsse[d paddipy

UONINIISUT JIII(]

UOTIONIISUT PR UILI(T

£127eS /) USUIUOIIAUS/2INI[N])

Crre

I9UDB2)-0}-JUSPINIS Y[B) JUIPN)S-0}-JUIPNIS
S[[e) I9YD.3}) SUOISSNISIP WOOISSE[D)
(uoneroqeyod ‘sprafoxd ‘sadr01d

‘syse) Jo sad£y) syudwuisse wooisse[D)
uoneonpa £3ojoutypa)/10a1e) «
ssourpear/guruueld 1a1e)

SJUIPNIS YILM SUOIIBSIIAUOD JIWIPLIY «
JUSUISSISSE “UOTIINIISUT

WN[NOLLIND ‘SPIEPUL)S JO JUdWUSIY

uonedonred A11Anoe TRMOLLINdRIIXT

SaIpIE],

DdUEPUNY

I01ARYY

Aipqoy

PIeoH

(2ANTUS0) TRUOTIOW [ETY0S) SSIUTPELAI A[Teq

duEpUIE Y -1

suonualY

s3141s Surturea

sopmImy

PaYI3 ‘SanT[IqesIp YIIm s)uspn)s JueIsiur

oSen3ue puodos ‘9SenSue] 1511y ‘SnJe)s STWOUODI
01208 92B1/A)IDTUL)D I9PUIT :dIe SYUIPNIS ) OYA «

sjuapny§

SIUDPNIS YSLI-Je SUIAJIIUAPT SONATRUR JATIIPAI] «
£)97eS/)UAWIUOIIAUS /21N [ND)

SIOINOSAY «

suone)dadxa [aAd[-apeIn) .

sduner L)IqeIunodny

uonednpa [enads «

sajex ynodoi(y

$3)e1 UOTJENPRID) »

Surureny/uonesnpad juswfordwry . sa18arens surdosiq . (sprepuels sajer AIqOIA -
Arepuodas-jsod sawodno Jurured] Aj1ea parordwy « UOTIII[[0d BlR(] » ‘sopeId OAT)EULIOJ ‘UOUITIOD) JUSWISSISSY o DUBPUNY «
Jo uonadwod S[2A] 9peIS [[e 1B IMOI3 Juapn§ « SIZIS SSB[D) « uononnsuy « swerdoxd £q yuawpjoruy .
[ngss2301g « SWI} UO—UONENPEIL) . werdoxd douepuany . wnnoLmy . pa1e8a138estp pue [e10}—judW[[OIUY .
sjuapnig sjuapnis AyvSIIUpy [puondnLsuy 100128
wa I -3uot W3 I -110YS
SIWOD1NO $3SS3100Ud SLNdNI

TAAOW D1D01 TOOHDS I1dWVX3 ~ L'y 34n3ig




DATA ANALYSIS FOR CONTINUOUS SCHOOL IMPROVEMENT ~ THIRD EDITION

Step 3.

Step 4.

Step 5.

Step 6.

Layout the Inputs. Using the data inventories located in Appendix B
that follow the information provided in Chapters 3, 4, 5, and 6, list the
data that must be considered as your school adapts it programs,
processes, and procedures to meet the needs of all students. The
example school logic model inputs are a good start.

The Logic Model can look overwhelming, even before we think about
looking at all the data implied within it. However, if a school is working
on continuous school improvement, it has much of the data work done
already. Inputs describe where we are now and are documented in the
learning organization’s data profile. The update of the results of the
data profile becomes the outcomes. For example, student attendance is
an input that we would also want to see improved, as an outcome.

List High-Quality Processes and Programs to Create the Results You
Want. Following the work outlined in Chapter 6, you will have a list of
school processes; i.e., programs, processes, and procedures that your
school is using right now. Hopefully, you will also have an assessment of
the impact of each of these programs, processes, and procedures so only
those that are impacting students positively will be used. List those
processes, procedures, and programs that your staff believe everyone
should be implementing, and then make sure the implementation is
occurring. The school processes data inventory, the school vision,
leadership structures, and partnerships will help you spell out the
processes.

Review the Big Picture. To improve thinking about how to get better
results, it is important to review the whole system that the logic model
helps us see. Engage staff in this review. Ask and answer questions like,
Will the processes get the results we want, given the inputs?, Are we doing
the right things for all of our students?, and Is this our best theory of
change? If not, we must change the processes that create the results.

Revise the Parts

Given the review in step 5, the analyses of processes, procedures, and
programs completed in previous chapters and current and past results,
adjust your logic model in the best way you can to get better outcomes.
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The most important
benefit of continuous
school improvement is
that through this hard
work, a school can
become a true learning
organization committed
to continuous
improvement.

Imagine not
continuously
improving.... If you
are not creating a
learning organization
that is continuously
improving, you are
not doing enough

for your students.
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BENEFITS OF CONTINUOUS SCHOOL IMPROVEMENT
AND BECOMING A LEARNING ORGANIZATION

The benefits of continuous school improvement are many. The most important

benefit is that through this hard work, a school can become a true learning

organization committed to continuous improvement. More specifically:

1.
2.

We are able to clarify who our students are.

We understand how we are getting our results, and how to get better
results for our students.

We have cleaned up the system to work as effectively and efficiently as
possible.

We do business in a manner that will allow all students to achieve
success.

We have created a vision that is truly shared and to which all staff are
committed.

We are able to clarify roles and responsibilities and the work
we do.

We implement common strategies with integrity and fidelity.

We implement structures that get all staff working together and that
make a difference.

We collaboratively improve teaching and learning through the ongoing
use of data.

10. We truly understand if what we are doing is making a difference.

11. We are focused on the creation of a true learning organization.

With this, learning organizations are able to ensure increased learning for every

student, in every grade level, in every subject area, and with every student group.

Imagine not continuously improving.... If you are not creating a learning

organization that is continuously improving, you are not doing enough for your

students.
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HOW MUCH TIME DOES IT TAKE?

The work of continuous school improvement is ongoing
and should be a continuous part of every school year.

REFLECTION QUESTIONS

1.
2.

What is a learning organization?

How does the Logic Model help with the understanding of continuous school
improvement?

. How does the continuous school improvement framework help a school

become a true learning organization?

. What are the benefits of doing the hard work of continuous school

improvement?

APPLICATION OPPORTUNITIES

1.

Reflect with your staff members on their progress in becoming a true learning
organization.

. Review the Logic Model presented in this chapter. Adjust it to reflect the data

from your school. How will this Logic Model help your school become a
learning organization?

. How has the continuous school improvement framework helped your school

become a learning organization?

. What have been the benefits of your school engaging in continuous school

improvement?

. What specific strategies can you put in place to help all staff members move

from compliance to commitment of the school vision?





