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SCHOOL 
OBSERVATION 
PLUS / DELTA

BRINGING 
YESTERDAY 
FORWARD
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SHARING YOUR LEARNING:
As you settle in with breakfast, at your table 
please take two post-it notes and share your 
feedback from your classroom visits yesterday. 

+ = What worked well for you?

- = What would you change? What are you 
wondering?
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WELCOME

DR. JANET PILCHER, 
STUDER EDUCATION

DR. RYAN CARPENTER,
RYAN CARPENTER

2



• Managing Director, Huron-Studer Education
Janet is the founder and executive leader of Studer 
Education, and a managing director for Huron. She 
has an extensive background advising educational 
institutions on strategic planning, leadership 
development, employee engagement and operational 
improvement. Janet and her team work with 
education leaders to elevate their organizations into 
places where people have purpose, do worthwhile 
work and make a difference.

Connect: Janet Pilcher
jpilcher@hcg.com
Author: Hardwiring Excellence in Education: 
The Nine Principles Framework

• Superintendent, Estacada School District

As one of the first millennial superintendents in the country, 
Dr. Ryan Carpenter brings a fresh approach to tackling 
complex organizational challenges within public education. 
Carpenter and his great team in Estacada,Oregon use an 
Evidence-Based Leadership framework to hardwire aligned 
behaviors and cultivate a culture of excellence.

Connect: Ryan Carpenter
carpenterr@estacada.k12.or.us

mailto:koropallo@hcg.com


OUR WHY

SERVING EACH OTHER 
AND BEING OF SERVICE 

TO THOSE WE SERVE



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 to 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
People know why what they do matters.

PRINCIPLE 9: RECOGNIZE AND REWARD SUCCESS
Value and appreciate people working together to get results.

What principle resonates with you the most?



Elephant and the Rider and Creative Tension 



Aligning 
Measures that 
Matter to Big 

Aims & Strategic 
Priorities to 

Achieve Results

Aligning Leader 
Development to 
Achieve Results

Aligning 
ALWAYS Actions 

to Achieve 
Results

Aligning Human 
Performance 

Expectations to 
Achieve Results

Aligning Bright 
Spots & 

Improvement 
Cycles to Achieve 

Results

Aligning Time, 
Talent, &  

Resources to 
Achieve Results 

ALIGNED 
GOALS

ALIGNED 
BEHAVIORS

ALIGNED 
PROCESSES

FOUNDATION BREAKTHROUGH

EVIDENCE-BASED LEADERSHIP

NINE PRINCIPLES FOR ORGANIZATIONAL EXCELLENCE

Align Goals, Behaviors, & Processes



Evidence-Based 
Leadership

Goals

Developing Leaders: 
Key Strategies, Tactics & 
Tools

Processes

Behaviors

Strategic Plan
Standards of Excellence
Bull’s Eye
Scorecard
Leadership Development Institutes

Reward & Recognition
Leader Rounding
Survey Rollout Process
Service Excellence
Key Words at Key Times
Performance Conversations

45 to 90 Day Improvement 
Cycles
Plus/Delta
Huddles
Succession Plan



Provide a 
clear 

direction
Review 
brutal 

facts to 
improve

Engage in 
meaningful 

conversations

Pay 
ridiculous 
attention 
to others

HARVEST 
WINS & 

BRIGHT SPOTS 
EVERY DAY

5 Keys to 
Leading 
this Work



Small 
things 
make a big 
difference.

One pebble in 
the pond at a 
time. 



503-260-3913











































We will start back up at 10:00am. 
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LEADING 
IMPROVEMENT:

SETTING A 
STRATEGIC 
DIRECTION
KATHY OROPALLO

KATHY MYLES
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• 40 years in PreK-12 and Higher Education
• Director of Reading First Professional 

Development, Florida Department of 
Education Served 67 counties,  developing 
and delivering K-3 Literacy support

• 15+ years as a job-embedded leadership 
and school transformation coach and Sr. 
Consultant in large and small districts

Connect:
koropallo@hcg.com

Connect:
kmyles@hcg.com

Dr. Kathy Oropallo, Director Leader Coach Kathy Myles, Director Leader Coach

• 35 years in PreK-12 and Higher Education
• WI Response to Intervention Center Statewide 

Coaching Coordinator, Director of Teaching, 
Learning and Assessment, NESLI Women's ALP 
Facilitator

• Provided technical direction, mentoring and 
training for WI Equity Model to Inform Culturally  
Responsive Practices and the WI Coaching 
Competency Practice Profile

mailto:koropallo@hcg.com
mailto:kmyles@hcg.com


Plus Delta 

What went well during day 1?  Where is there an opportunity to improve day 1?  

+ ∆

THEMES & REFLECTIONS FROM YESTERDAY

HAN
DOU

TS
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STUDENT PATHWAYS—
OUR COLLECTIVE WHY?

•Workforce
•Continue Education
•Military Service
•Unemployment
• Incarceration 
•Death

There are many factors that 
contribute to the fortunate or 
unfortunate turns in our students’ 
journey.  

WE are one of the ones 
that can matter most!



RELENTLESS FOCUS ON WHAT MATTERS MOST 

Icon

PEOPLE FIRST
• SEEKING INPUT

• ENGAGING VOICES

• CELEBRATING WINS

• GRATITUDE

Icon

STRATEGY
• SCORECARDS 

• BULLSEYE

• MAKING DATA VISIBLE 

• THE EXECUTION 
TRIANGLE

• STOPLIGHT REPORTS

• SHORT CYCLE 
MONITORING 30-60-90

Icon

CULTURE
• RECOGNITION

• ROUNDING & 
FEEDBACK LOOPS 

• LEANING INTO 
VALUES; STANDARDS 
OF PRACTICE 
(VALUES) 

• BUILDING 
COLLECTIVE 
EFFICACY

Icon

IMPACT
• IMPROVED STAFF 

ENGAGEMENT & 
EXPERIENCE

• PROGRESS TOWARDS 
GOALS

• INCREASED COLLECTIVE 
EFFICACY & SHARED 
RESPONSIBILITY

• HARDWIRING SYSTEMS 
AROUND IMPROVEMENT



FOUNDATIONAL: NINE PRINCIPLES FRAMEWORK
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 to 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
People know why what they do matters.

PRINCIPLE 9: RECOGNIZE AND REWARD SUCCESS
Value and appreciate people working together to get results.



EVIDENCE BASED LEADERSHIP© :  An Execution Framework 
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DEFINING IMPROVEMENT

Unnecessary hassle 
is eliminated.

Outcomes are 
improved.

Problems are 
solved.

How do we know we created an improvement?



“ The strategic direction serves as the 
north star for designing 
organizational “pillars” of excellence, 
which represents descriptive and 
measurable themes that define 
organizational priorities.”

JANET PILCHER (2023). HARDWIRING EXCELLENCE: PAGE 34
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3 Aligned Tools to Help Set a Strategic Direction

1. A STRATEGIC PLAN: Your strategic plan defines your 
mission, vision, and core values. It sets both your purpose 
and your vision for how to get there.

2. A SCORECARD: Your roadmap to achieving 
your vision, mission and strategic priorities. 
Communicates your annual goals, measures, actions, and 
progress that operationalizes your strategic plan. The 
scorecard helps you drive execution.

3. The Bullseye: Communicates where you will spend 
your time and energy, where you are in the process, 
what you will be doing and hardwiring across your 
system, what ideas you will test during this annual 
period, and how you will consider new ideas and 
innovation. The bullseye helps us define the 
commitment the district is making towards our core 
(our purpose).



DISTRICT

DEPARTMENT/ 
DIVISION

SCHOOL 1 SCHOOL 2 SCHOOL 3

TEAM MEMBER

Student A Learning 
Journal

TEAM MEMBER

Student B Learning 
Journal

TEAM MEMBER

Student C Learning 
Journal

SCHOOL BASED IMPROVEMENT TEAMS (PDSA)
GRADE LEVEL GOALS 

(Aligned Team and Individual Goals)

District Annual  Scorecard

Aligned Departmental / Divisional  Annual Scorecards
Senior Level Leadership Design, Pillar Sponsors & Cross Functional Teams 

Aligned Grade Level Goals
Aligned Classroom Goals
Aligned Student Goals

DISTRICT’S 
BIG AIMS

Mission, Vision and Values

Aligned School Annual Scorecard
Strategic Priorities and Actions

A
LI

G
N

IN
G

 &
 C

A
SC

A
D

IN
G

CLASSROOM GOALS (PDSA)

Larger Shared Purpose and Outcomes

DEFINED IN 
YOUR 

STRATEGIC 
PLAN



A scorecard provides the 
destination.

A system for improvement 
aligns our actions to our 

goals.

OUR 
GOAL

WHY DO WE USE A SCORECARD?



Area of Focus
Description / 

Definition

Annual Goal (SMART) Annual Aligned 
Measures

Strategic Actions: 
How will we 

accomplish our 
goal?

Progress Measures
Leading

STUDENT 
SUCCESS

PEOPLE
(WORKFORCE)

SERVICE

FINANCE

OPERATIONS

OTHER…

The How?
Aligned actions 
that move the 

system towards 
the annual goal.

Evidence of 
Improvement

How do you 
know strategic 
actions created 

an 
improvement? 
What aligned 

“leading 
measures” help 

us know?

THE SCORE CARD & ALIGNMENT



WHY? STRATEGIC BULLSEYE

THE VALUE WE CREATE

OUR HIGHEST 
PURPOSE

OUR BOTTOM LINE

CORE
• REMINDS US TO STAY ALIGNED TO OUR HIGHEST 

PURPOSE (MISSION, VISION, VALUES, PURPOSE) WHEN 
MAKING DECISIONS AND SELECTING STRATEGIES TO 
HARDWIRE AND IMPROVE

ACCELERATE (IMPLEMENT): Working to “hardwire”
• ALIGNS OUR FOCUS, TIME AND ENERGY TO OUR 

KEY PRIORITIES
• PRIORITIZES WHERE WE PUT OUR TIME AND 

ENERGY TO SYSTEMATIZE AND HARDWIRE 
WHAT’S IMPORTANT (Directly aligns to strategies 
in our scorecard PILLARS)

ESTABLISH A BEACHHEAD (DEVELOPING)
• GIVES US SPACE TO TEST AND GROW IDEAS 

TO DETERMINE WHAT AND WHERE WE 
MIGHT SCALE WHAT’S WORKING without 
detracting from our key priorities

EXPERIMENT & EXPLORE (INNOVATING)
• GIVES US PERMISSION TO INNOVATE AND 

ENCOURAGE INNOVATIVE WAYS TO MAKE 
OUR SYSTEM BETTER



What? Strategic Bullseye for Growth & Impact

THE VALUE WE CREATE

OUR HIGHEST 
PURPOSE

OUR BOTTOM LINE

CORE
What is the value you are creating? Your higher purpose?
What are we offering right now that keeps us in business 
and contributes to critical outcomes-the bottom line? 

ACCELERATE: Working to “hardwire”
What are you doing to achieve this purpose? 
What are you prioritizing for this year?

ESTABLISH A BEACHHEAD
What are some ideas you are trying out and 
testing, but have not yet hardwired? (Trying 
so that you can learn the impact and 
possibly scale.)

EXPERIMENT & EXPLORE
What are some ideas that you are trying at 
small scale or studying to see if you might 
want to move to the beachhead or the 
accelerating area? 



Strategic Bullseye for Impact

To design a system that leads to 

equitable educational outcomes 

for all students, including and 

especially those who have been 

kept furthest from opportunity, we 

EMBRACE,  EDUCATE, and 

EMPOWER each student for 

college, career, and life. 

CORE
HUSD Vision Statement

ACCELERATE: Working to hardwire
Daily Huddle and Aggression Log
Core Value Gratitude
Rounding All Team Members
30-90 Day Rounding New Hires

ESTABLISH A BEACHHEAD
Cabinet Scorecard 
Frame process for goal setting 30-60-90 day 
planning (action planning)

EXPERIMENT & EXPLORE
Coaching Cadence for Leading Classroom 
Improvement
Adult Learning Framework for Reflection and 
Coaching Support



How? Prioritizing Your Strategic Bullseye

Our CORE
Our Highest Purpose

The value we bring to our 

stakeholders.

Aggressively Develop
(IMPLEMENTING)

Always Actions®

Executing at scale across your 
system. 

Process to improve is planned.  
Focusing on aligned execution. 

Moving to hardwire.

Establish Beachhead
Testing our ability to scale what 

we are learning.

Experiment & 
Explore

A small test at small 
scale.













ALIGNING TO GOALS & PRIORITIES USING THE STRATEGIC BULL’S EYE

“Best in Class”
CORE VALUE

Aggressively Develop
Executing at scale.

Process to improve is planned.  
Focusing on aligned execution. 

Moving to hardwire.

Establish Beachhead
Testing our ability to scale 

what we are learning.

Experiment & Explore
A small test at small scale.

ACTIVITY: WHAT WOULD GO INSIDE YOUR BULL’S EYE?

OUR HIGHEST PURPOSE: What do 
we offer to students right now that 
keeps us in business, and 
contributes to critical 
outcomes—the bottom line?

Processes we are 
trying to hardwire



Rounding 3-2-1 Summary

Rounding Log 

Theme: Inclusive 
Practices- Changes to 
our learning specialist 
and para schedules 
and supports. 

Rounding Log 





THE EXECUTION TRIANGLE

When execution fails, ask:

• Could you count on me / us? 
Did we do what we said we 
would do? (Accountability & 
Reliability)

• Did we do it consistently over 
time? (Reliability & Consistency)

• What part of the triangle can 
help us execute better? 

• What will be our next move?

You can count on me! We 
can count on each other.

Did I do what I said I 
would do?

Are we consistent? 
Hardwired? Have 

established routines?

EXECUTION



Accountability

ReliabilityConsistency

EXECUTION

Weekly meetings with improvement team to 
deploy strategies and monitor any emerging 
challenges that might arise. 

30 60 90

Monthly detailed reporting of success indicators stoplighting leadership team actions reporting out progress 
in each area and cascading the results across the school, identifying any adjustments and predicting success. 
Then, using the collective expertise of the teaching staff to help remove barriers to student success.

IMPROVEMENT CADENCE LEADERSHIPSchool Leadership Team

Consistency: 



“ Our ability to execute through an improvement approach 
creates a path toward organizational excellence. Here’s the 
good news. When we hardwire an execution and 
improvement approach in our organizations, we improve 
regardless of difficulties and uncertainties that appear....

We shift the difficulties to opportunities and hardwire 
improvement practices that make us better at getting better, 
never being satisfied and always striving for excellence.”

HARDWIING EXCELLENCE IN EDUCATION: THE NINE PRINCIPLES FRAMEWORK
DR. JANET PILCHER,



WHAT?

SO WHAT?

NOW WHAT?

REFLECTING ON OUR LEARNING…
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ALIGNING 
BEHAVIORS

STANDARDS 
OF 
EXCELLENCE

4



Jennifer Behrman
Executive Director of Teaching and 

Learning

● 20 Year in education
● 7 Years as a Building Principal 
● 6 Years of Continuous 

Improvement Implementation 
work.  

James Wolfe
Vice Principal

Clackamas River 
Elementary School

● 18 Years in education
● 15 Years as a Special Education Teacher
● 3 Years as a Vice Principal
● 1 Year of leading Standards of Excellence



Standards Of 

Excellence

Living Our Values





values =
 Who we are

Purpose=
inspiring workplace

Nine principles=
how we lead our system

OUR WHY? Values, Purpose, and Principles



THE WHY:   ALIGNING BEHAVIORS TO OUR VALUES
   BUILDING A CULTURE OF EXCELLENCE: WE HAVE CONTROL OVER! 
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Recognition/Appreciation: 

★ 89% EMPLOYEE RETENTION RATE (240/269)

○ Certified = 86% (107/124)

○ Classified = 92% (110/120)

○ MAC = 92% (23/25)

‘EMPLOYEE ENGAGEMENT SURVEY’

     District - 4.18 (+.08)
EHS - 4.09 (-.06) Nutrition - 4.10 (+.11)

EMS - 4.05 (+.04) Transport. - 4.38 (+.04)

CRE - 4.07 (+.30) Cust./Maint - 4.04 (+.00) 
RME - 4.12 (+.03) Superint. - 4.57 (+.13)



2020-2021

These standards tell us what “Right” looks like in our organization, what we 
hold each other accountable to, which links us to our Mission, Vision, and 
Values in the Estacada School District. 

STANDARDS=EVERYONE

EXCELLENCE=STRIVING FOR OUR BEST

SERVICE=HOW WHAT WE DO MAKES US ALL BETTER

PRIDE=WHAT WE WANT TO BE KNOWN FOR

2021-2022
2022-2023

2023-2024!



TURNING VALUES INTO STANDARDS
CORE VALUE VALUE STATEMENT

STANDARDS OF PRACTICE: BEHAVIORS; 
WHAT THAT VALUE LOOKS LIKE IN ACTION.

Respect:

Respect in our relationships build and sustain feelings of 
safety, trust, and well-being in self, other, and our systems

● Act with empathy, integrity, and transparency.
● Value everyone by listening to understand and respond in constructive positive 

ways. 
● Honor all of the faces of diversity.
● Know and set aside bias when collaborating to maintain professionalism.
● Lean forward as an equitable educator, healing potential harm, creating a brave 

space for students and staff. 



• Key driver of reaching out results

• What matters is the engagement of 
the workforce
 And by in of the leader. 

• What is my role and do I understand 
what is expected. 

• You can count on me.  

• Do we have the skill sets 

Turn and Talk: What does alignment look 
like in your district or school? Has it 
been clearly communicated? 

Alignment: Misalignment
● Costly impact from reaching our 

goals 
● Can be subtle and hard to spot at 

times. 
● Bobsled example 

What are you doing about 
misalignment?



Living on the walls and walking the 
halls!  

How do we make sure our SOE is living 
in our buildings?  

Ideas on how we hardwire this 
process for us and our staff?

Resistance:  
● We need great community members 

not just great teachers.
● IF you see something we have to call it 

out and say something.  
● Empower our staff to have difficult 

conversations: Accountability. Aligned 
to our mission, vision, and Values.  



Culture eats 
strategy for 
Breakfast

Culture of
● Trust
● Communication
● Belonging 
● Recognition
● Fairness
● Autonomy 
● Well-Being
● Peer/Coworkers/ 

Healthy Teams
● Leadership 

Development
● Change/Management

What gets 
recognized gets 
repeated

Factors that 
predict turnover: 

● Toxic Culture 
● Failure to 

Recognize 
● Job Insecurity 
● Poor Response 

to Situations. 

Leaders Go First! Being innovative
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Reward and Recognize:
Value and appreciate people; working together gets results. 

Be specific and genuine with recognition. -aligned to the 
mission, vision, and values of the organization and the work 
of your strategic plan. 

Harvest the Wins Everyday-Continuous Improvement

Everyone in the organization is involved in recognizing 
others! -Continuous Improvement: 

We have control over the ways we reward and recognize.   



What is your commitment to the Standard of Excellence: 





We will start back up at 12:30pm. See you in a few! 
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ALIGNING OUR 
PRACTICES AROUND 
OUR PRIORITIES

FEEDBACK LOOPS:
• Rounding

• 3-2-1 Summary Tool

• Leader Action Plans & 
Stoplight Report

• 30 – 90 Day New Hire 
Interviews

5



Brent Brummet
Connect: bbrummet@hcg.com

• 19 years serving as the principal of a 
diverse group of secondary schools, 
which range from rural to inner city.

• Served as president of the Florida 
Association of Secondary Principals, 
president of the Florida Association of 
School Administrators.

Dr. Charlotte Boling 
Leader Coach
Connect: cboling@hcg.com

• Leader, Teacher, and 
Instructional Designer

• K12, Higher Education, and 
state department of 
education systems including 
DODEA 

Dr. Bonita Coleman, Director 
Leader Coach 
Connect: bcoleman@hcg.com

28 years of service in public education 
that includes the roles of teacher, 
central office and state department of 
education administration and district 
superintendent (Studer Partner) for 
over ten years. 

mailto:bcoleman@hcg.com


Always Actions

• Always Actions are actions we 
routinely use to get better at 
getting better.

• Always Actions help us avoid, 
“Never Events.”

• Always Actions increase reliability 
by “doing” what we said we would 
do.

Aligning and Hardwiring Behaviors

LEADERS GO FIRST!



FEEDBACK

COLLECT

INTERPRET
RESPOND

CLOSE 
THE LOOP

FEEDBACK TO FEEDFORWARD

TOOLS & TACTICS:
• Leader rounding 

• 30-90 Interview

• 3-2-1 Summary Tool

• Leader Action plan

• Connection to Gratitude

ACTION

FEEDBACK LOOPS
The process of using feedback 
(around specific organizational 
goals, processes, or behaviors), 
to create a better product or 
workplace. 

“Getting better at getting better.”



RELATIONSHIPS APPROACHABILITY WILLINGNESS TO 
WORK 

SIDE-BY-SIDE

EFFICIENT 
SYSTEMS

Quint Studer: Hardwiring Excellence 

ROUNDING FOR OUTCOMESWHY? 



WHY? Rounding increases the employee experience

Willingness to Recommend as a Place of Work

Source: Oregon Integrated Health System; 8700 employees. 
Results are one year following implementation of Leader Rounding 
on Staff and Physicians; Staff and physicians rounded on at least 
monthly had the highest satisfaction levels.

50.2%
55.6%

79.3%
87.4%

0%

20%

40%

60%

80%

100%

Never Rarely 
(Couple times a year)

Often 
(At least quarterly)

Frequently 
(At least Monthly)

Frequency of Check-Ins

%
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Tactic 
Implemented:

Leader Check-Ins 
with Employees



Start with genuine care and a personal connection.

SCHEDULE A CONVERSATION, MAKE A CONNECTION, 
ASK 4 QUESTIONS

How do you round?

Standard Rounding Questions Rounding on a Specific Outcome or Goal
(New online communications newsletter)

What is working well? What is working well with our new online 
communications newsletter?

Do you have the resources you need to do your 
job?

Are you able to access the newsletter 
regularly to receive our most current 
information?

Is there anyone who has been especially helpful 
to you lately? (Anyone you would like to 
recognize?)

Is there anyone who has been especially 
helpful in showing others how to access the 
newsletter at your school that you would like 
to recognize?

What ideas do you have for improvement? Do you have an ideas for how we might 
improve our newsletter?



ROUNDING ON AN OUTCOME 

• Find a shoulder partner.

• Decide who will round and who will answer 
the rounding questions.

• Using the rounding protocol, practice 
rounding.

• Switch roles and repeat.

Questions:

✔ I am working on making our meetings 
more effective. What is working well?

✔ When we are not being effective with 
our meetings what’s not working?

✔ Is there anything we did in the last 
meeting that was especially helpful to 
you that you would like me to keep 
doing?

✔ Has there been anyone especially 
helpful to you as we work on designing 
and leading effective meetings?

✔ Thank you for meeting with me.

Rounding On An Outcome 
Protocol with an Example



• How do we compare with what we 
said?

• What’s working well?
• Have there been individuals who 

have been helpful to you?
• Based on your prior work, what ideas 

for improvement do you have?
• Is there any reason that you feel this 

is not the right place for you?

90
 D

A
Y

Q

Q
• How do we compare with what we said?
• What’s working well?
• Have there been individuals who have 

been helpful to you?
• Based on your prior work, what ideas for 

improvement do you have?
• Is there anyone you know that might be a 

good fit here?
• As your supervisor, how can I be helpful to 

you?
30

 D
A

Y

30 – 90 DAY 
NEW HIRE 

INTERVIEWS





3
• THEME
• THEME
• THEME

2
• OPPORTUNITY TO CHANGE, GROW, OR IMPROVE
• OPPORTUNITY TO CHANGE, GROW, OR IMPROVE

1 • ACTION STEP TO TAKE FROM THIS FEEDBACK

Rounding 3-2-1 Summary



2023-2024 Acts of 
Rounding and Gratitude



What is Rounding telling us?

Teamwork and Collaboration
● Positive sentiments about teamwork, collaboration, and the cohesive 

functioning of teams.
● Expressions of satisfaction with team dynamics and successful streamlining of 

processes.
● Concerns about the volume of work and challenges in keeping up with the 

workload.

Support and Communication
● Appreciation for support received, especially from administration, and feeling 

heard and valued.
● Emphasis on the importance of communication between departments, 

accountability among team members, and the provision of timely information.
● Concerns about attendance, disciplinary issues, and the need for clear next 

steps.

Training and Support for Staff
● Recognition of the need for training, particularly for new staff, in areas such as 

IEP writing, compliance, and dealing with unscheduled events.
● Requests for additional support and clarification of expectations, especially for 

new teachers.
● Varied concerns about caseloads, scheduling services, and challenges in 

balancing push-in/pull-out services.

Supportive Work Environment
● Consistent mentions of feeling supported, welcomed, and appreciated in the 

workplace.
● Positive feedback about team collaboration and support from fellow team 

members and administrators.
● Expressions of gratitude for being hired in the district and appreciation for 

the overall support received.

Job Satisfaction and Confidence in Roles
● High levels of job satisfaction, with staff expressing comfort, confidence, and 

feeling stronger in their roles as teachers.
● Desire to build capacity and seek ways to enhance skills, indicating a positive 

attitude toward professional growth.
● Feedback on the clarity of expectations, feeling comfortable with processes, 

and overall positive feelings about their roles.

Training and Professional Development Support
● Recognition of support during training, with specific mentions of support 

during behind-the-wheel training for new employees.
● Requests for help with specific areas, such as classroom management, 

lesson transitions, and backwards mapping.
● New staff seeking support for balancing work duties and responsibilities, 

indicating a focus on ongoing professional development.

ALL EMPLOYEES NEW EMPLOYEES5,236
Acts of Rounding 
Logged  Aug.-Feb.





GOAL What will you do?
Strategic Action

Who? Result Status

CREATING A STOPLIGHT ACTION PLAN
A TOOL TO MONITOR PROGRESS ON KEY GOALS, STRATEGIC ACTIONS, PROCESSES

IT’S ALL ABOUT EXECUTION!

TRANSFORMING FEEDBACK INTO ACTION



Rounding for outcomes is a skill set that 
engages staff and customers. It achieves 
multiple results. It increases staff retention, 
improves operational efficiency, and gets 
quicker action on performance issues. It 
enables a leader to play offense, not 
defense.”

QUINT STUDER, BOOK: RESULTS THAT LAST



WHAT?

SO WHAT?

NOW WHAT?

REFLECTING ON OUR LEARNING…
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HUDDLING AROUND 
IMPROVEMENT

SHORT CYCLE 
MONITORING & 
SCORECARD PILLAR 
REPORT OUTS

ESTACADA PILLAR 
CHAMPIONS
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SCHOOL IMPROVEMENT TEAM: HUDDLING AROUND IMPROVEMENT
4 Key Elements to the Report Out Protocol

WINS: What wins or successes can we recognize and share? Briefly share what 
you have learned from these wins. Highlight data that identifies successes to 
confirm and validate your wins. 

Current Status: Did we do what we said we would do? Action plan stoplight 
report: Green, Yellow, Red.
What is the current progress data for our goals/actions? Highlight growth as well 
as data that identifies barriers, challenges, or where we are stuck.

 Where are we stuck? What barriers, challenges OR opportunities are we facing? 
Are we treating the root cause or the symptom? Improve an outcome, eliminate a 
hassle, or solve a problem? Share your thoughts and wonderings about any barriers?
[This is just a report out, problem solving will occur later.]
 

WINS

STATUS & 
EVIDENCE

BARRIERS

FEEDFORWARD: Where are we going next? What is our next best move? 
PREDICT: How will our NEXT MOVES help us achieve our desired result? 

FORECAST
(NEXT BEST 

MOVES)



THE 
HUDDLE

Why?

Commit to next 
best actions
• Next 24 hours
• Next 30 days

EXECUTION

• Analyze Data
• Solve Problems
• Make 

Adjustments

ANALYZE & SOLVE

• Wins
• Progress
• People

CELEBRATE 

The Improvement Huddle
• The purpose of this protocol is to 

quickly check in on the goals and 
actions. 

• Using data around key leading 
measures, team members report 
out and celebrate wins, monitor 
progress, identify problems, and 
make timely adjustments that lead 
to student success..

THE IMPROVEMENT TEAM HUDDLE
CELEBRATING WINS & SOLVING PROBLEMS



POSTER SESSION 
DISCUSSION 

POSTER SESSION DIRECTIONS:

STEP 1: Find the two roundtable numbers on 
your table name plate. 

STEP 2: You will have one minute to quickly 
move to the easel with your first number. Once 
there, we will begin time. Each poster session is a 
total of 15 mins.

STEP 3: When you hear the signal, move to 
your next roundtable. 

You will return to your original table after the 
second roundtable is concluded. Please wait to 
move back to your table until you hear the signal.
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A 
SUPERINTENDENT 
PANEL

Facilitator: 
Bonita Coleman
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Bradley Roberson
Superintendent
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Dorie Vickery 
Superintendent

Sheridan SD 
Oregon

Ivonne Dibblee Asst. Superintendent
North Clackamas SD 

Oregon

Shay James Superintendent 
North Clackamas SD 

Oregon

Moderator: 
Bonita Coleman

Leader Coach Director
Studer Education
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Host Superintendent: 
Ryan Carpenter

Estacada School District 
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PANEL

What is one piece of practical 

advice you would give to a team 

starting out?

Q1:
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PANEL

What do you know now that you 

didn’t at the beginning of your 

district’s Continuous 

Improvement journey and how 

would you apply this knowledge 

in retrospective?

Q2:
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PANEL

What specific tactics or 

strategies have helped you and 

your team the most in your 

improvement journey thus far?

Q3:
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PANEL

How has your definition of 

continuous improvement been 

informed as a result of partnering 

with Studer Education?

Q4:
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PANEL

What is the difference between 

implementing isolated strategies 

and driving changes in your 

system by aligning goals, 

strategies, behaviors, and 

processes to achieve your desired 

results? 

Q5:
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WHAT?

SO WHAT?

NOW WHAT?

REFLECTING ON OUR DAY OF LEARNING…
AND DON’T FORGET, TURN LEARNING INTO ACTION!
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