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	Role
	Responsibility 

	Facilitator
	Moderates team discussions and keeps the group on task.

	Recorder
	Takes notes summarizing team discussions and decisions and keeps all necessary records. 

	Presenter
	Presents the group’s ideas and activities to the rest of the workshop. 

	Timekeeper
	Keeps the participants aware of how much time is left before they need to rejoin the main group.



SCHOOL TOWN OF MUNSTER: MISSION, VISION, CORE VALUES, PORTRAIT OF A GRADUATE		 			[image: School Town of Munster]

    	



Core Values
Growth and Achievement
Continuous Improvement
High Expectations
Culture of Collaboration & Respect
Proactive Communication	
Resilience
Community Partnership
Fairness & Belonging
Leadership Development

















Portrait of a Graduate
To prepare our students for the future, we have identified five essential competencies that define our
Portrait of a Graduate:
Effective Communication
The ability to express ideas clearly and concisely.
Respect
Valuing diversity, treating others with kindness, and demonstrating empathy.
Critical Thinking
Analyzing information, solving problems, and making informed decisions.
Resilience
Overcoming challenges and persevering in the face of adversity.
Empathy
Understanding and responding to the feelings of others.
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MODEL: BROAD GOAL TO IDEAL – SAMPLE PROCESS

	Goal – Family and Community Partnerships:  By 2029, 100% of staff will consistently use district-approved communication tools to engage with students and families.

	1.
	Highlight essential language (words & phrases).
	· 100% of staff
· District-approved tools
· Students and families

	2.
	What is the ideal state this 5-year goal calls for? What might success look like for this goal in year 5? 
	· Across all departments, 100% of staff… 
1. Use district-approved communication tools (e.g., email, messaging apps, learning platforms) perceive their schools as welcoming by adults and peers
2. Follows standardized practices for frequency and accessibility
3. Training and support 

	3.
	What are the specific outcomes we can identify?
	1. Families report high satisfaction with communication 
2. Data dashboard show full usage

	4.
	What measures might we use?  
	· Student, family, community perception data (surveys, interviews, focus groups).








MODEL: MUNSTER PRIORITY 2, AIM 2A, GOAL 1
Directions: We will work through this priority together as a whole group throughout the day to identify success criteria, growth targets, and KPIs. Use this chart to fill in responses as we go. 

	Increase the percentage of students reporting a strong sense of belonging at school by 5% each year through 2029.

	What is the ideal state this 5-year goal calls for? 
1. Highlight essential key words of phrases.
2. What might success look  like for this goal in Y5?
1. What are the specific outcomes identified? 
2. What are the growth targets we can identify?
3. What measures might we use?  

	5-YEAR GOAL (KEY WORDS)
	 SUCCESS/IDEAL STATE/OUTCOMES
	GROWTH TARGETS
	KPIS

	














	
	
	




ACTIVITY: UNPACK PRIORITY GOALS – YEAR 5 SUB-GOALS
Directions: Work with partners in your group to unpack your group priority five-year sub-goals. Use this chart to record.

	1. Highlight essential key words of phrases.
2. What is the ideal state this goal calls for?  What might success look  like for this goal in Y5?
3. What are the growth targets we can identify?
4. What measures might we use?  



	PRIORITY: 

	5-YEAR GOAL 
KEY WORDS
	SUCCESS CRITERIA/
OUTCOMES
	5-YEAR SUB-GOALS

	Aim __/Goal __


Key words

	
	

	Aim __/Goal __


Key words

	
	

	Aim __/Goal __


Key words

	
	

	Aim __/Goal __


Key words

	
	

	Aim __/Goal __


Key words

	
	










MODEL: PRIORITY 2, AIM 2A, GOAL
	Goal 
Key Words
	5-Year Aim/
Success Criterion
	5-Year Sub-goals
(Examples)

	· Increase(d) percentage 
· (all) students 
· strong sense of belonging at school
· 5% each year
	Success: 
Increase the percentage of students reporting a strong sense of belonging at by 20% by 2029.
	Sub Goal 1: Ex.
By ___form a district-wide committee with representation from all school levels . 

	
	
	Sub Goal 2: Ex.
By ___, establish a district definition for student belonging, why it matters, and key tier I strategies affecting belonging.   

	
	
	Sub Goal 3: Ex.
By ___train all staff in district endorsed strategies. 

	
	
	Sub Goal 4: Ex.
By ___, data will show a 5% increase in the percentage of student sense of belonging. 


 

ACTIVITY: CREATING SUB-GOALS

Directions: Work with your group to identify subgoals for Year-5 outcomes on one aim. Please add your goals to a chart for feedback. 

	Goal
Key Words
	5-Year Aims/
Success Criterion
	5-Year Sub-goals
(Examples)

	 
	 
	Sub Goal 1: 


	
	
	Sub Goal 2: 


	
	
	Sub Goal 3: 


	
	
	Sub Goal 4: 





activity: Brainstorming Actions
Direction: Consider action within Year 1 goals for your priority. 
· Is there a natural oder in which these will need to be implemented?
· Consider Stakeholders: CO, building leadership, departmental leadership, educational staff: certified/not-certified
· Consider needs for establishing baseline data, readiness, review of processes, developing protocols, etc.  

	Sub-Goal
	Actions
	Missing info/data

	
	
	




	
	
	




	
	
	




	
	
	




	
	
	




	



	
	







	SAMPLE Year 1


	Positive Conditions to Maximize Learning
	Target
	Aims/Success Criteria  (Examples)
	Yr. 1 Sub-Goals
	KPIs
(Examples)
	Actions

	5-year Outcome Goal
By 2029, increase the percentage of students reporting a strong sense of belonging at school by 5% each year through 2029. 
	Student, parent Perception of Classroom Conditions (Safety, Engagement, trust, positive relationships, Support, SEL, etc.).   
	Outcome Aim 1: Ex.
Increase the percentage of students  a strong sense of belonging. 
Baseline in 2025- 55% 
	Sub-Goal 1: Ex.
By June of 2026, 60% of all students  will rate having a strong sense of belonging in their school. 
	KPI 1: Ex
· School climate survey data
· Focus group data
	· Identify and endorse best practices
· Develop training materials and resources
· Identify training process and schedule
· Train leadership team
· Train staff
· Develop walkthrough protocol
· Calibrate leadership
· Conduct walkthroughs

	
	Teacher Understanding of classroom management and instructional strategies identified as impacting belonging.  
	Year 1 Aim: 
Increase percentage of staff indicating strong understanding classroom management and instructional strategies identified as impacting belonging. 
Baseline in 2025-TBD 
	Sub-Goal 2: Ex. 
By Dec. of 2025, 90% of staff indicating strong understanding of classroom management and instructional strategies identified as impacting belonging. 
	KPI 3 (Benchmark): Ex
· Staff PD survey data 
· PD Exit ticket data
	

	
	Teacher Application of classroom management and instructional strategies identified as impacting belonging. 
	Outcome Aim 2:
Increase the percentage of classroom walkthroughs will be rated positive conditions to maximize student sense of belonging (per district rubric). 
Baseline in 2025- TBD 
	Sub-Goal 3: Ex. 
By June of 2026, __% of classroom walkthroughs will be rated as having positive conditions to maximize student sense of belonging (per district rubric). 
  
	KPI 2: Ex
· Classroom walkthrough data
· Formal observation data
	





	5 Yr. Goal
	1 Yrs. Sub-Goals
	Broad Actions 
	6 Month Actions
	1 Year Actions
	Responsible Depts/Leaders
	Budget/ Resources

	5-year Outcome Goal
By 2029, increase the percentage of students reporting a strong sense of belonging at school by 5% each year through 2029. 
	Sub-Goal 1: Ex.
By June of 2026, 60% of all students  will rate having a strong sense of belonging for their school.
	Identify and endorse best practices 
Review school climate data
Analyze discipline data
Establish current needs
Train all staff
	Establish oversight committee (Summer  2025)
Analyze perception and outcome data to present to board (Late Summer 2025) 
Communicate training objectives and PD plan (Fall 2025) 
	Train district leadership
(Early Fall 2025) 
Train all teaching and non-certified staff (Late Fall 2025) 
Conduct classroom walkthroughs (March/April 2026) 
Present outcome data to board and community (May 2026) 
	Superintendent
Director of Student Services
Professional Development Director
School Principals
	Summer pay for staff 
Substitute coverages for committee members
Printing costs for training resource guides
Cost of resource books and materials for leaders and committee members
PD time 
Translation for parent communications 

	Communications/Accountability  Plan
All annual goals, essential actions, and outcomes will be communicated to the board of education, all parents and community members, and all school staff on a monthly basis via:
I. Direct communication with all district staff at monthly staff meetings
II. Monthly board reports
III. Superintendent monthly community forums
IV. Website updates
V. District and school monthly newsletters 






 
[bookmark: _Toc147495602]activity: draft year 1 goals
Directions: With your group, map out Year-1 goals for your priority aims. Add one Year-1 goal to a chart for feedback.

	5 Yr. Goal
	1 Yr. Sub-Goals
	Broad Actions
	6 Month Actions
	1 Year Actions
	Responsible Depts/Leaders
	Budget/ Resources

	 



















	
	
	
	
	
	 

	Communications/Accountability  Plan
All annual goals, essential actions, and outcomes will be communicated to/how:













Developing smartie goals
Directions: In your small groups, review the SMARTIE Goal criteria and choose one of district acronym original goals below and make it into a SMARTIE goal.


SMARTIE GOAL CRITERIA
	S
	Goals are specific to the desired outcome and strategic in that they reflect an important dimension of organizational priorities.

	M
	Goals are measurable using one or more applicable metrics or assessment tools relative to an established threshold of success.

	A
	Goals are attainable and ambitious. They are reachable given current performance but also challenging enough to signify progress.

	R
	Goals are relevant to the needs of the broader population of students, as well as the needs of historically disadvantaged groups.

	T
	Goals are time-bound, having clear checkpoints for stakeholders to track progress and a deadline for goal achievement.

	I
	Goals are inclusive of all school community members—particularly those impacted by inequities— in decision-making and planned actions.

	E
	Goals are equitable and have explicit language that addresses systemic injustice, inequity, bias, and oppression.



















EXAMPLE SMARTIE GOAL
[image: ]
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Directions: Follow the directions in this worksheet to support development of a SMARTIE goal related to the aims you identified earlier in this workshop. Answer the presented questions to provide context and information to fulfill each part of the SMARTIE criteria listed above.
What change(s) will help achieve your district’s established vision and strategic priorities? (Is it specific, relevant, and explicit?)
	







 	What change(s) will help achieve your district’s established vision and strategic priorities? (Is it specific, relevant, and explicit?)
	











What school community members and groups need to be considered and/or will be directly or indirectly impacted by this change? (Is it relevant, inclusive, and equitable)?
	













What is the expected magnitude of this change (e.g., percentage change, increase or decrease in volume)? What has been the historical growth? (Is it specific, attainable, ambitious and measurable)?

	











2

When should this change occur by? (Is it Time-bound)?
	











Use this space to draft your SMARTIE goal statement.
	












Please check all of the criteria that the above goal fulfills.

	
	Specific/strategic
	
	Measurable
	
	Attainable/ambitious



	
	Relevant
	
	Time-bound
	
	Inclusive



	
	Equitable/explicit


Complete the chart to identify the data used to create the goal
	Data
	Why this Matters
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Hanover Research provides high-quality, custom research and analytics through a cost-effective model that helps clients make informed decisions, identify and seize opportunities, and heighten their effectiveness.

OUR SOLUTIONS
	ACADEMIC SOLUTIONS
	ADMINISTRATIVE SOLUTIONS

	· College & Career Readiness:
Support on-time student graduation and prepare all students for post-secondary education and careers.
· Program Evaluation:
Measure program impact to support informed, evidence-based investments in resources that maximize student outcomes and manage costs.
· Safe & Supportive Environments: 
Create an environment that supports the academic, cultural, and social-emotional needs of students, parents, and staff through a comprehensive annual assessment of climate and culture.  
	· Family and Community Engagement: 
Expand and strengthen family and community relationships and identify community partnerships that support student success. 
· Talent Recruitment, Retention 
& Development: 
Attract and retain the best staff through an enhanced understanding of the teacher experience and staff professional development needs.
· Operations Improvement:
Proactively address changes in demographics, enrollment levels, and community expectations in your budgeting decisions.

	LEADERSHIP SOLUTION
Build a high-performing administration that is the first choice for students, parents, and staff.
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MISSION


Dedicated to Excellence – Every Student, Every Day


VISION


   A school community where all students have a sense of belonging, take ownership of their learning, and find joy, passion, and purpose in their continued growth. 


Our mission is to cultivate excellence, empowering every student to realize their full potential and achieve high levels of learning.


Ensuring High-Quality Education for Every Student


Welcoming, Positive, and Supportive Schools


Family and Community Partnerships


Recruit, Support, and Retain the Highest Quality Educators


Operational Excellence: Modernization
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Priority: Staff Diversity
Aim: Increasing the number of diverse new hires

Sample SMARTIE Goal

Our district will ensure that no less than 25% of new hires are people of

color (e.g., black, Native American) st1rting inthe 202%—23 school year.

Inclusive | This criterion is not discernable in the goal statement itself,
but in the process of drafting the statement. Provided this
district consulted a diverse group of stakeholders during the
goal-setting process, the criterion would be fulfilled.

I 1
Equitable / Time-Bound

Specific Explicit

Measurable
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Recruit, Support, and Retain the Highest Quality Educators
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.. School Town of Munster

I My 2024, the School Town of Mnster (STM) partnerc it Hanaver Recesr (Hanaver)  concuct 3 i snsly
Undariand 4nd sscees SGuTY in SEUGent GURCOMA. Dats daseroe cent ouscors soang e <ol years 201815
2019)t0 2023, Hanover crased tisnfographicto ighlight and shre key fndigs rom e dachioard with the commuty.

ACADEMIC SUCCESS OUTCOME GAPS

There ae consstent gaps i acaderic scess avtcomes and
progam parcpation among STM students Fom 20152023, Assessment Prficioney, 2012023 ¢
e llowing Seent 015 e ersenty unercprened ax e O
iy o the e Sack and si
e Engion” Leamrs, sconomialy drscvaoged
et . tdets Wi daeites. Overal, 62% of
e were prfcintn ILEARN ELA 2nd 6% nath i g
= notable gp bewsen Blck and A sdentc and for it ey “ELA Nk Sooe Socl
oo, et Wit desbilie.  and  sconorically St
danaged e
LEARN ELR and Mth Proficency by Race and Student Demographics, 2013-2023
0 85%

o 3% o

o 7% o 675 e a0t a7

% swst

Wte o Hemae  Bak MR EonDs Notfton SWD NetsWD ELL  Netel
rOmer b

UEANELS = LERRN Math MLEARNELS mLESRN Mot

BIOLOGY ILEARN

Profcency in ILEARN Biclogy i lower than profcency on al other assessments.From 2019 to 2023, about 50 parcent of all
tudents were proficent i ILEARN Boogy, compared to G2 parcent o 70 percent fo the otner ssesement=. Some student
sy to b profiient in ILEARN Biclogy than thei peers, ecpecaly Black students and sconomiclly

dents re proficent i ILEARN Bicogy, compared t 75 percent of

Acventaged hucants 4 profcent. compared o 48 percant f nore

Similarly, 24 percent of econamically
antaged tudents.

ILEARN Biology Proficiency by Race and Economicaly Disadvantaged Status, 2023

.

e sen Hearc Mt Raisor Econoniclly NotExonomicay
G Disdatd | Disdnse





image25.png
STUDENT OUTCOMES DATA ANALYSIS
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COMMUNITY ENGAGEMENT SURVEY

Prepared For School Town of Munster
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COMMUNITY ENGAGEMENT SURVEY

NEEDS & SUPPORTS

Unfortunstel, responnts rapor e sstifaction with the ditict sbity to supoort students with vaying nesds. For
example, wile neary 707 of recpondents belve thar -chools rovide adeduate Support t Engleh Learars snd students
recsing special seication sence, lct than S0% ofrezpondents lso agree that sudents who need soda, mental health,
and behaviora supportar receig the attenon thy need. Az such, ove haf of rezpondents boieve STV schools should
prioritas cpport ot studentswith mental helth and academic neads.

How wel does your school/distrct ‘What should the district priori
support students with various needs? regarding student needs and supports?

EngichLeamer: — D el e —

i weines ests
ithpec.. — 5
Stz i specil Studentsvithscsdemic et I 57

Sttt ith s e I— s,
Sttt withsocal e N 7%
Students it zocal e m— 1

R ——
Studens with specid aucation -
hipec —

Students it mens . —
Sttt ith b nests — 5%

SCHOOL CLIMATE & CULTURE

Respondents strangly beieve STM msintain cleen fcites tht facitste supporiv Issming anvronments and provide
‘nough resources fo students to lear. However, respondnt wold 3 e for the ditict o priotie strateges that
inspirestudentstoenjoy earing n the future.

How well does your school/district perform in the What should the district prioritize
following areas related to school climate and culture? regarding school climate and culture?
Providing sough L<hnolos . v
[E——— T e e I sox
Keeping xchools clean  ING—G o5 Providing asafe.
bl L
gt g sace N 7
ot cinste [ 2
g mougs e recurces. I 7%
st s i
Neing s luscons . — 7o redvartomasisincol NN 6%

i
e erenery N oo
et

Faryenorcng cnos i I 5
eping st ey . I %




image28.png
COMMUNITY ENGAGEMENT SURVEY

ENGAGING FAMILIES & COMMUNITIES

Respondentsalso demonsirate strong balisfs nthe schools and the disrics e to commuricte sfectively ith parents.
encoLrage parents to engsge vt thei i school and recpon o parent Questions and concers. Respondents would
e for STM 80 continu o rend o ffaciv commarication and prental iohment.

How welldoes your school/district What should the district prioritize regarding
‘engage with families and communities? ‘Tamily and community engagement?

Comminctingeffectiely with -
parats —

Communcatingefectvely. Eem—— 75
Encounging prents o ergsge. I— 705
Respondng o prens . e— 7

Invohing paren i theirchids
et —

P win e commity .
Farnng it . e €75 v g -
JES— uovng et oo =
Commurcating sorg vin. e W—
a1 e 675 - e
s ooy —

STAFFING & STAFF SUPPORT

Final,_parent and <taf respondents overal agree that the district doss 3 good [ob of taffing the cental office
appropriately and developing effective sehool leaders. Over three-quarters of saff alo argely ag7ee with the diticts
efforts in providing opportunites for peer collaboration and supprt, fostering 2upporting environments among <aff,
and providing enough professional development. However, 1t and parents agres that recriting and retaining nigh.
ity taschars ic 3 top pririty scross sl ool Ieves, &nd Ztff Wi fr he dstrict o priontis monitaring 2t

5 welldoes your school/districtstaff
Schools?

Stfing e corrl ofce.. —
Develpin i schol.. em— 715
Rectin ighusy tacher: —
Retarirg igh- sty teschr s G35
Devsoping st . — 5
Retaig anough 1 1o e — 5
Retain 2 e e e 555
Recuting 2t st e .. e 545

How well does your school/district
Support staff?

Providing ottt o, ee— 75
Fortainga spportive.. e— 5
Proiting roughpct o, e— 75
Providing snough acie, e—
Providing qualty profeions. mem— 1%
Oniosdin ne e me— 15,

Providng orgoing ipprt o mem— 5
Moniring st atiscton, e— 15

‘What should the district prioritize regarding
staffing needs?

Retaving highquatytecher: I— 7%

Recrsinggh-uatty texchr: EE— a2

Retaingsooigh st to et
enonlactneec: | —

Devdoping sfctiveschoct -
gt —

Recnti s tat et e
ety ofhe commiasty

What should the district prioritize regarding
staff support?

Monioring st atfacton -
forng ot tifocin. —

Fostrnga potie
among st
Providng qaity profeczonal
Al ot
Providing orgoing apportto -
e s e —
Providing oppotunttie: or
ol ctsborbon nd st




image29.png
KEY FINDINGS

e Perceptions of Support -

Students feel a disconnect between their needs and the responses they receive from teachers and
administration.

e Perceptions of Climate and Culture R S——

Students’ experiences and perceptions of their school environment vary significantly, with some
feeling a sense of belonging while others feel marginalized or discriminated against. Students
perceive the school climate as becoming increasingly strict, with the administration prioritizing their
own goals over student needs. They feel that their opinions are often dismissed, even when they
attempt to engage in school decision-making processes. The school’s climate is perceived as top-
down and control-oriented, with institutional goals prioritized over student well-being and
engagement. Students highly value having their voices heard and included in decision-making.

e Perceptions of Student Belonging S —

The students believe that their relationships with their teachers influence their sense of belonging at
school, their involvement in clubs and extracurriculars, and their ability to express their opinions and
concerns. Instances of discrimination and unfair treatment can significantly undermine this sense of
belonging. They suggest that the school could do more to foster a sense of belonging and
community among students. These include enhancing teacher-student relationships, fostering a
more inclusive and respectful school culture, improving communication about extracurricular
activities, and revising school policies to better accommodate the needs and circumstances of
students.
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SELECTING AND REFINING KPIS

How to use the KPI Dashboard Tool

Each group
v’ Use the buttons on the Home Page to go to
Lise thQ L F the PRIORITY topic that best matches the

priority assigned to your group.
Dashboiis
v From the Priority Page, select the AIM
to SEIGCt = TOPIC that best matches your first aim.

the d ‘dll £ | v"On the Aim Topic page, select the sub-topic
that best addresses your chosen goal.

v From the list of possible KPls, choose the
one that will allow you to best measure
your goal.
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                            K - 12 EDUCATION  SELECTING AND REFINING KPIS Each group will use the KPI  Dashboard Tool  to select KPIs for the draft goals. 91 How to use the KPI Dashboard Tool (see pg. 35 of participant guide):  Use the buttons on the Home Page to go to the PRIORITY topic that best matches the priority assigned to your group .  From the Priority Page, select the AIM TOPIC that best matches your first aim.  On the Aim Topic page, select the sub - topic that best addresses your chosen goal.  From the list of possible KPIs, choose the one that will allow you to best measure your goal. Note: You might want to adjust the selected KPI at times.


image32.png
www.hanoverresearch.com





image33.png
EXPERT FLEXIBLE DEDICATED EFFICIENT
200+ analysts with Ongoing custom research Exclusive account and Annual, fredt-fee
mltple methodology agenda adapts with research teams ensure madel shares

research expertise organizations' needs strategic partnership. costs and benefits




image5.png




image14.svg
  
.MsftOfcThm_MainDark1_Stroke_v2 {
 stroke:#1B1C1D; 
}

 


image6.svg
  
.MsftOfcThm_MainDark1_Stroke_v2 {
 stroke:#1B1C1D; 
}

 


image7.png




image8.svg
  
.MsftOfcThm_MainDark1_Stroke_v2 {
 stroke:#1B1C1D; 
}

 


image9.png




image10.svg
  
.MsftOfcThm_MainDark1_Stroke_v2 {
 stroke:#1B1C1D; 
}

 


image11.png




image12.svg
  
.MsftOfcThm_MainDark1_Stroke_v2 {
 stroke:#1B1C1D; 
}

  


image13.png




