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Jennifer Behrman 

Director of 
Teaching and 

Learning
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Let’s Bring our 
Learning Forward
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For Our Learning 

+Δ

For Your learning

What, So What, Now 
What?

2
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Starting with the End in Mind 
What Good Looks Like: 3.0 Continuous Improvement Framework



© 2024 Huron Consulting Group Inc. and affiliates.© 2023 Huron Consulting Group Inc. and affiliates.

Introductions 

3
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Sue LeeTina PosnanskiDr. Charlotte BolingBrent Brummet

Coaches• Huron | Studer Education



© 2024 Huron Consulting Group Inc. and affiliates.

Coaches• Estacada School District

▪ Matt Wilensky        ▪Kristole Juker       ▪ Jessie Mott       ▪ Kate Dean       ▪ Lindsey Fullenwider 
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School and Classroom Improvement

❑ Understand systems thinking and make connections to 
continuous improvement

❑ Learn simple high-quality tools that promote student ownership of 
learning

❑ Make connections to and strengthen  the strategies you already 
have in place

❑ Start a plan for integrating continuous improvement practices into 
your classroom

Strand outcomes:
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Build capacity for transformational change in 
education through improvement science.

CARNEGIE FOUNDATION FOR THE 
ADVANCEMENT OF TEACHING

Creating systems and processes around 
improvement. 

AHLSTROM: Continuous 
Improvement

The Nine Principles Framework and 
Evidence-based Leadership research for 
aligning organizations to achieve results.

PILCHER & STUDER: Nine Principles® 
Framework

Authored works and led efforts to 
transform educational research and 
development, more closely joining 
researchers and practitioners to improve 
teaching and learning

BRYK ET AL: Improvement 
Science

Hattie’s research on high effect 
strategies and their impact on 
results (collective efficacy, feedback)

HATTIE: High Effect 
Strategies

Small wins motivate all and lead to big improvements.

AMABILE & KRAMER: The Progress 
Principle

CLEAR: Atomic Habits 

Leading Classroom Improvement
Some of our research base
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Why?

Education is the 
clearest indicator 
of life outcomes, 
employment, income, 
physical health, and 
predictor of attitudes 
and wellbeing. 
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“ Changing what teachers 
think doesn’t benefit 
students until it changes 
what teachers do.”

DYLAN WILLIAM
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In particular, we have begun a shift 
from viewing achievement gaps as 
resulting from problems with the 
children who come to our schools to 
viewing them as resulting from 
problems with the school systems to 
which these children come.

Gaining on the Gap, p.2
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“
HURON | STUDER EDUCATION I 14
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95% of problems are 
systems problems.”

(HEY, IT’S NOT THEIR FAULT, USUALLY)

DR. W. EDWARDS DEMING
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Understanding 
Systems: 
Aligned 

Processes

4
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The Barbell Factory
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What three ideas are important to your 
work?

What squares with your thinking?  
What do you agree with?

What is still circling around in your head?
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Work Differently to Get Different Results

95% 
of problems 

are systems problems
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See you in 15 
minutes

Break 
Time 
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How do we build a system where more students meet success?
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Curious
Empowered 

Persistent
Vulnerable

URGENCY
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District Big Aims

Mission

Values and Beliefs

Goals 

Standards

Tools, Strategies & Processes

Developing Clear Direction

Student Outcomes
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Pause, Reflect, and Discuss

In your visit yesterday, what did you see, hear and 
experience that indicates Estacada staff and students 
align their work to AIMS, missions, goals and standards?
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“
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Start where you stand
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Purpose or 
Mission

6
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ORGANIZATIONAL EXCELLENCE

Principle 1: Commit to Excellence
Set high expectations to achieve results while living out mission and values.

Principle 2: Measure the Important Things
Continuously track progress to achieve results with an improvement mindset.

Principle 3: Build a Culture Around Service
Serve others with great care and concern.

Principle 4: Develop Leaders to Develop People
Coach people to be their best at work.

Principle 5: Focus on Employee Engagement
Attend to aspirations and desires in the workplace.

Principle 6: Be Accountable
Commit individual accountability to achieve organizational goals.

Principle 7: Align Behaviors with Goals and Values
Apply consistent practices to move the organization in a positive direction.

Principle 8: Communicate at All Levels
Build connections so that people know why what they do matters.

Principle 9: Recognize and Reward Success
Value and appreciate people working together to get results.
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A Mission Statement:

a formal summary of 
the aims and values of a 
company, organization, 

or individual

Oxford Languages definition:

Communicate 
our purpose

Who we are

How we will 
work together What we value

Guides goals 
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Answers the questions: 

✔ Why are we here?

✔ What is our purpose?

✔ What do I/we have to do 
well to get our job done?
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Our mission is to equip all 
students with the knowledge 
and skills necessary to be 
resourceful and successful.
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Please do not use this slide as a 
section divider. It should be used for 
stats or other call-outs only.

Strengthens commitment

Mission

Supports learning

Goal
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Student 
Ownership

Live the Mission
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Progression

Build a collective 
mission to become 
a team member in a 
learning community

Use a collective 
mission to align 

goals, behaviors and 
processes

Write and live a 
personal mission 

to align goals, 
behaviors and 

processes

Revise a personal 
mission to align 

goals, behaviors and 
processes 
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HOW- the mission is used is what 
makes an impact.
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Builds Culture

Live the Mission

Celebrate
actions that align 

to our mission
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Goals

7

IF YOU DON’T KNOW WHERE YOU ARE GOING 
YOU WILL PROBABLY  
END UP SOMEWHERE ELSE.”           Yogi Berra
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District Strategic Plan 

District Scorecard

School Scorecard

PLC Goals

Classroom Goals

Individual Student Goals

Aligning for Student Success 
Defining Goals and Actions to Advance Student Outcomes 
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Aligned Goals
100% of students exiting the School District will leave ready for their next 
career step as measured by achieving proficiency in all core subject areas.

100% of 4th grade students will be learn the State adopted ELA standards as 
measured by achieving 75% on unit assessments and achieving a reading 
level of M.

100% of the students who haven’t shown proficiency on the benchmark 
reading learning targets will increase their proficiency one level.

I will show I am a reader by learning to read my 35 kindergarten words by the 
end of kindergarten.
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Goals
What is already in place?
• What organizational goals are already in place?

• What goals guide YOUR work?

• Who knows these goals?

• How do you keep your goals in front of you?

• Who helps you work toward your goals?

• How do you communicate the goals to others?



© 2024 Huron Consulting Group Inc. and affiliates.

Health Room Goal
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Class Math Goal
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Learning Goal for Today
By the end of the day, 100% of 
workshop participants will be ready to 
use the steps of continuous 
improvement as measured by self 
assessing a 3 or 4 on the 
Consensogram.

What we will learn
  How progress will be measured
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By the end of the 2023-2024 school year 
100% of _____
will learn the standards of ______ as 
measured by achieving ____ or better on 
__________
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The measure is NOT 
the goal.

The measures shows 
how you are 

progressing toward the 
goal.
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Why 
100%?
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“
HURON | STUDER EDUCATION I 47
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How will we know how 
we are doing if we don’t 
look at our data?”

ERIN OLSON 3RD GRADE TEACHER, VALLEY VIEW ELEMENTARY
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Homework Goal
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Team 
Time

ACTion Plan
What, So What,  Now 
What?



© 2024 Huron Consulting Group Inc. and affiliates.© 2023 Huron Consulting Group Inc. and affiliates.

Ninth Grade 
Success 
Project

Jessie Mott

Kate Dean

8
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Estacada High School
Our Continuous Improvement 

Journey 
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Estacada 9th Graders Were Struggling
 Started 9GS in 2018

 Consistently between 50-60% On 
Track 

 Covid Hits

 First year back fell to 40%
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What We Tried
1. Partnered with CHSS

2. Built a 9th Grade Success Team

3. Made 9GS a required elective

4. Used data to identify tier 2 students

5. Developed targeted interventions

6. Built Tier 1 support strategies
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“9th Grade Success helps me keep my grades 
up and know how many assignments I have, 
and how to get them done.”
9th Grade Success Student
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9th Grade Success Class

Thursday: Self 
reflection/Culture 
Building/Support Time

Monday: Weekly   
Academic Tracking/Goal 
Setting/PDSA Tuesday: Academic 

Competency Training
Wednesday: Structured  
study time, 
communication with 
teachers/parents

>>>

>>>

>>>Friday: REID Day 
Interventions

>>>

>>>
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 Weekly data tracking 

 Student Feedback- regular +/     and surveys 

 Individual Student Goal Setting/PDSA

 Weekly Rounding

Improvement Strategies 

Δ
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“9th Grade Success has helped me get back on track 
every time I got behind. It helped me by giving me work 
time when I needed it. PDSAs help me make a plan for 
what I have to get done. Once I see my plan I start to 
work. When I finish the assignment I go back to the PDSA 
and see what else I can do it’s also very easy and 
organized.” 

9th Grade Success Student
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9GS Weekly Class Grade Tracker
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9th Grade Success PDSA Example
● Early in year, 9th graders struggling to adjust to 

high school teacher expectations
● Early in year, relational trust survey given to 

every ninth grader 
● Survey indicated that students did not yet feel 

connected with adults, trust not yet established
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● Lack of regular rounding led to lack of connection
● Classroom management was a barrier to rounding

Problem/Plan
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Do

● Developed rounding protocols for teachers to use
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● Developed rounding log for teacher use

Adjust #1
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● Return from break - 12 students still not 
rounded with

Adjust #2
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● Start of S2 - students take Relational Trust 
survey again

Study
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Initial Student Response
60% only a few teachers 
show interest in me as a 

person

Student response after 
targeted rounding

46% only a few teachers 
show interest in me as a 

person
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Initial Student Response
50% I can count on only a 

few of my teachers to 
support me

Student response after 
targeted rounding

 32.6% I can count on only 
a few of my teachers to 

support me
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● Adjust, Adopt, Abandon - continue to round regularly with all 
students

Act
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Implementation of Continuous 
Improvement work into 9th grade 

success work has been a game 
changer! 

2020-2021 9th grade On Track Rate 40%
2021-2022 9th grade On Track Rate 65%

2022-2023 begin use of Continuous 
Improvement 9th grade On Track Rate 91%
Currently in 2023-2024 after one semester 

…70% but improving every week
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Plus Delta

+ ∆
Group discussion

Handouts
Examples

Self Reflection
Anchor Activity

Team Time
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“
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Lunch
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Simplest Root Cause Tool  

+ Δ →As a result of this feedback, 

we will…keep doing…try these 
changes)
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Scaling Eighth 
to Grade 
Success 

Kristole Juker

Kate Dean
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Estacada Middle School
Our Improvement Journey



❖ EMS School Goals

❖ Class Goals

❖ Mission Statements

❖ Plus/Deltas

Improving In…

❖ PDSA’s

❖ Visible Classroom Data

❖ Student Data Trackers 

Trying Out…

❖ Student Rounding 
in Life Class

Hardwired…

EMS’s Continuous Improvement Journey……2023-2024



Overcoming Roadblocks and Barriers

A story of 
improvement….



PDSA Survey Results 2/15/24
On a scale of 1-5, how comfortable do you feel 
leading your students through an academic PDSA?



PDSA Survey Results 2/15/24

In which area(s) are you feeling the 
most "stuck", select all that apply.



It’s  going to be messy 

AND…..
It might not be correct

AND…..

That’s OKAY!!!



PLAN

Increase teacher’s comfort level leading an 
academic PDSA as measured by an exit ticket 
survey on 2/22 and 2/29.

DO
 (Change Idea)

Be specific and ensure that your actions are measurable. What specific strategy are 
you going to try?

2/22/24 - Begin mini PD session  during our staff meeting (focus on 
modeling the PDSA process).

2/29/24 - Complete mini PD session during our staff meeting (focus on 
modeling the PDSA process).

Per the Exit Ticket, Coaches will follow-up individually with teachers 
with would like additional support.

ACT
Did we do what we said we were going to do? YES!

What will we keep doing, change or stop doing?  
- Keep Doing: Staff members are together during this time, 

this is a great way to provide mini PD sessions to staff. Our 
initial data showed that we had an opportunity for growth in 
teacher’s comfort level leading academic PDSA’s. 

Why?
- Our data shows that we moved people’s confidence to lead 

an academic PDSA (from 38% to 58% in 2 weeks)  We had 
GROWTH! We still have work to do though.

What is the change that we will try next time? 
- Creating a space for Improvement Science on the Tiger 

Hub full of resources. Co-leading PDSA with teachers.

STUDY
2/15/24

(18/21 = 86%)
2/22/24

(18/18 = 100%)
2/29/24

(19/19 = 100%)

1 0  (0%) 0 (0%) 0 (0%)

2 4 (22%) 2 (11%) 2 (10%)

3 7 (39%) 8 (44%) 6 (32%)

4 6 (33%) 5 (28%) 7 (37%)

5 1  (5%) 3 (17%) 4 (21%)
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EMS PDSA’s DATA!
Date PDSA

(Up-to-Date, Visible & Academic)

2/29/24  3/20 = 15%

3/7/24  9/20 = 45%

3/14/24 11/20 = 55%

3/21/24 13/20 = 65%

4/4/24 14/20 = 70%

4/11/24 17/20 = 85%



Scaling 9GS to 8th Grade



Expansion of Success Work into Middle school

- Positive impact of 9th grade success program at EHS led to 
the district asking that the work be expanded down to 8th 
grade.

- Research shows eighth-grade core GPA is the best predictor 
of being on-track at the end of ninth grade

- Eighth-grade attendance is the next most predictive indicator 
of passing ninth-grade classes.



Second Semester Pilot of 8GS Team 

● Group of 10 teachers, counselors, case managers, admin
● Meet every Tuesday AM for 30 minutes
● Focus on data literacy, discourse 1 vs. 2, unique needs of 

our student population
● Utilize both qualitative and quantitative data to identify 

group of tier 2 pushable students
● Team collaborates to identify intervention - uses PDSA 

process to implement, monitor and adjust



Our mission, as members of the EMS 8GS Team, is to 
meet our 8th graders where they currently are. We 
commit to trying new systems and practices to support 
and guide them as they prepare for high school and their 
future.





Rounding with student & creation 
of a Plan

The Plan!



Student Voice - How 8GS work has helped them 
improve their work completion

https://docs.google.com/file/d/1SG1B9BDW3OPg-wzoMbON-RBG2yFkHq-P/preview


PLAN

Increase work competition by addressing student 
identified barriers and by providing the skills and 

tools. As measured by the Successful Student 
Dashboard.

 

DO
Be specific and ensure that your actions are measurable. 

We will support our students’ growth goals by 
implementing using student identified strategies and 

tracking data daily. 

ACT
What will we keep doing, change or stop doing?  
Adapt - see below.

Why?

What is the change that we will try next time?
Keep focusing on the 4 (create a new plan for CG) add 
one additional student
Daily reminders to complete
-Give students a copy of the plan
-Focus on specific classes
-Debrief with the students (K & K)
-Add a photo of student on plan

STUDY

Student 2/1 
Data

2/26 
Data

4/2/24
Data

AS 68% 65.9% 66%

RT-P 76% 83.5% 78%

JL 77% 74.3% 78%

CG 63% 61.6% 62%

MG 76% 78.5% 80%



Life class allows for implementation of Tier 1 
strategies for all middle school students

● Refocus entire student body on importance of passing middle 
school classes

● Lessons around how our Standards based grading system 
translates to grades and GPA in high school

● Students calculate their first semester GPA - compare to what 
research says about potential to excel in high school

● Use of Tiger Trackers and weekly individual student PDSA



Tiger Tracker and Student PDSA Examples
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10

Engaging 
Students in the 
Improvement 
Process: 
Regularly and 
Frequently 
Evaluating 
Learning Progress
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At its Core Improvement is:

Barriers are 
eliminated.

Outcomes are 
improved.

Problems are 
solved.

Closing the gap between where you are and where you want to be.
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It all begins with a goal or a  
PROBLEM
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Make the work problem 
specific and user focused.

Seek input from the people 
closest to the work.

What specifically are we trying 
to accomplish?

What change(s) might we 
introduce and why?

How will we know that a 
change is actually an 
improvement?
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PDSA is: An intentional and 
structured 
problem-solving method

A way to think, do, learn, repeat & 
learn more

Replicable for others, they 
can “see” your story
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ACTIVITY: PUZZLED

• Work will be on your own, and 
with table teams.

• Room facilitator will keep time.

• Be mindful of when it is time to 
work “on your own” and when you 
can share. 

ACTIVITY: 
PUZZLED
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ACTIVITY: SOLVE THE CHALLENGE 

• Look at the puzzle.

• Plan a strategy for solving 
the puzzle ON YOUR OWN. 

• Keep your answers hidden 
from others.

• You will have 5 minutes to 
try and solve the puzzle on 
your OWN.
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• What strategies did you try to solve the puzzle? 

• What worked? What didn’t?

• Which strategies would you use again to solve 
another puzzle like this?

• Which might you abandon? 

How did we do?
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From the strategy list, choose a strategy you 
will try.

Make a prediction about what will happen.
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• What happened?
• What strategy did you try to solve the puzzle? 

• What worked? What didn’t?
• What adjustments did you make from the first to 

the second puzzle?

• Which strategies would you use again to solve 
another puzzle like this?

• Which might you abandon? 

How did we do?
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What is my next BEST 
move?

If I make this move, what do 
I PREDICT will happen?
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Our Third Data Conversation
  

1. What does this data tell you?
2. What doesn’t it tell you?
3. What questions do you have about it?
4. Is this leading data or lagging data?
5. What can we celebrate?
6. What is an area of opportunity?
7. What strategies might we use to shift our data?
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• What did you learn? 

• What worked and what didn’t?

• As a result of what you learned, 
what would you do next?

Discussion What specifically are we trying to 
accomplish?

What change(s) might we introduce and 
why?

How will we know that a change is 
actually  an improvement?
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Make the work problem 
specific and user focused.

Seek input from the people 
closest to the work.

What specifically are we trying 
to accomplish?

What change(s) might we 
introduce and why?

How will we know that a 
change is actually an 
improvement?
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See you in 15 
minutes

Break 
Time 
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Elementary 
PLCs

Matt Wilensky

Lindsey 
Fullenwider

11



Strengthening Our PLC Teams



“ Changing what teachers 
think doesn’t benefit 
students until it changes 
what teachers do.”

DYLAN WILLIAM



Essential 
Standards and 

Learning Targets

Studying our Data, 
Identifying a Problem, 

and Determining 
Action Steps



Data 
Analysis

For each Essential Standard:  
Student by Student, 

Target by Target



Getting Better at Determining 
Next Steps Based on Data



Coaching and the Classroom



Our Coaching Systems



Our Coaching Systems



Our Coaching Systems



Taking it to the Classroom- Where We Were



Taking it to the Classroom- How Did we Improve?



To This

From This

Taking it to the Classroom- Where We Are Going
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Team Time

For Your 
learning

What, So What, 
Now What?

12
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Q & A
with Coaches?

What was most 
important 

for your learning?
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15

Closing

What is 
Impacting 
Learning 
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Sue Lee, Coach Director  sslee@hcg.com

https://www.studereducation.com/
https://www.linkedin.com/company/studer-education/
https://twitter.com/EducationStuder
https://www.facebook.com/StuderEducation
mailto:sslee@hcg.com
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Conference Evaluation


