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• 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
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We Welcome You 

27 states
149 different:
• County or regional educational organizations
• County government
• Higher education institutions
• Hotel chain
• School districts
• Social services agency

180 students 37,804 students

Length of partnership varies

Just 
started

12 
years
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OUR WHY

SERVING EACH OTHER 
AND BEING OF SERVICE 

TO THOSE WE SERVE
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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.

The Nine Principles Framework: Strategies, Tools, and Tactics
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CHAPTER 6, PRINCIPLE 
6: BE ACCOUNTABLE

What is a “must” to achieving 
positive results? 

Build places where people are 
deeply connected to their work
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Strive for Education’s Quadruple Aim K12 
We are uniquely positioned for people to continually learn, think, problem-solve, and improve to achieve 
organizational excellence. 
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Dr. Ryan Carpenter
Superintendent

Estacada School District - 
OregonTeacher/Principal/Superintendent

No Strategic Vision      Nationally Recognized
Managing People      Empowering the Talent 

I       EVIDENCE BASED LEADERSHIP

20
19

5th Year w/ Studer Education



School Districts Represented 
SOLD OUT

39 – School Districts

8 STATES
1.2 MILLION
CHILDREN
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CHRISTMAS TREE CAPITAL OF THE WORLD



3,175 PK-12 Students
1,984 On Campus Students
1,191 Charter Students

District Enrollment 23-24 (+10%)

Schools

1 High School
1 Middle School
2 Elementary Schools
1 Charter School
1 International School

Staff Breakdown

284 Employees
126 Licensed 
112 Classified
12 Administrators

 Location

Southeast Clackamas County
3rd populous County in Oregon
43 minutes from downtown Portland
#1 fastest growing city in Oregon
49th best place to live in Oregon
750 Square Mile School District

Ethnicity

76% White
13% Hispanic
6% Multiracial
3% Black
3% AsianNotable Demographics

66% Free & Reduced
17% Special Education



Mean Score (5 point) Top Box (5 score) Participation (%)

Employee 
Engagement

4.23 47% 98%

Parent Satisfaction 4.02 38% 53%

Student Engagement 3.94 38.25% 73%

District Service 4.51 65.26% 97%

I would Recommend 
this district

E - 4.24/49.77% P - 4.09/41.76% S - 3.70/36.05%

Oregon Department of Education
Office of School District Effectiveness

Estacada Dropout Rate Featured in 
Portland Newspaper

EHS & EMS FEATURED AS WORST SCHOOLS



ESTACADA’s Improvement Journey
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Rick DuFour
Professional Learning 

Communities

Peter Senge
Systems Thinking

Tony Bryk
Carnegie Foundation
Improvement Science

Studer Education

EVIDENCE BASED 
LEADERSHIP
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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.
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Alignment and Deployment
Building Clarity around Key Priorities, Strategies, and Actions

Vision, Values & 
Shared Priorities

Organization

Scorecard

Department and 
School Scorecard 

& Goals

Aligned Execution
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“The strategic 
bullseye 

communicates 
clear aims for all 

levels of the 
organization.”

- Janet Pilcher



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



Hot Topic: Student Progress
● How to check on your child’s academic 

progress

● How to know what progress monitoring 
measures mean

● The “whys” “whats” and “hows” of 
standards based grading
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LEADERS GO FIRST

KEN RIEDEL
SCHOOL BOARD CHAIR

CLASS OF 1995
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High Functioning 
School Boards 

 DO THESE 4 THINGS WELL:

1.) Establish the Mission, Vision & Values for the school district.

2.) Hire and evaluate Superintendent’s progress toward 
the mission, vision & values

3.) Establish and uphold school district policies

4.) Approve and oversee the School District budget
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Alignment and Deployment
Building Clarity around Key Priorities, Strategies, and Actions

Vision, Values & 
Shared Priorities

Organization

Scorecard

Department and 
School Scorecard 

& Goals

Aligned Execution



LEADERS Summarize District 
Results-90 Day Report Out

STUDENT SUCCESS

MEASURES:

PEOPLE 
(WORKFORCE)

MEASURES:

SERVICE

MEASURES:

FINANCE
AND FISCAL 

RESPONSIBILITY

MEASURES:

OPERATIONS

MEASURES:

TRANSPORTATION

FACILITIES

FOOD SERVICE

                         
                         
                         No improvement.

Improvement towards goal.

Met goal.

                         Exceeded goal.

                                                  
                         

                                                  
                         

                         

Pillar team: Pillar team: Pillar team: Pillar team: Pillar team:

Consistency & Reliability: 
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WHO HAS SCORECARDS IN ESTACADA SCHOOLS

Building & 
Department 
Scorecards

Principals & Directors

3

Strategic Pillar 
Scorecards

Cabinet Level Leaders

2

District Scorecard

Superintendent
1



ROUNDING HUDDLES

30
-6

0-
90

C
YC

LE
S 

O
F 

IM
PR

O
VE

M
EN

T

K
EY W

O
R

D
S AT

K
EY TIM

ES

GRATITUDE 

RECOGNITION

ACTION

STOPLIGHT 

REPORTS



 ON-TIME GRADUATION RATES

Graduation Rates
2017 54%
2018 62%
2019 66%
2020 78% +12 /+24
2021 87% +9 /+34
2022 90% +3/+36

2023 89%



1.) CO-OWNERSHIP IN STRATEGIC PLAN BENCHMARKS

2.) CO-OWNERSHIP IN STUDENT LEARNING OUTCOMES

3.) CO-OWNERSHIP IN KEY WORDS @ KEY TIMES
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SUCCESSFUL STUDENTS PILLAR

CO-OWNERSHIP IN STUDENT LEARNING OUTCOMES
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CLEAR GOALS

MEASURING 
WHAT 
MATTERS

CO-OWNERSHIP

EMPOWERED 
STUDENTS







CLEAR IS KIND
CONTINUOUS IMPROVEMENT IMPLEMENTATION FRAMEWORK

“CULTURE EATS 
STRATEGY FOR 
BREAKFAST EVERY 
TIME.

BUT CULTURE AND 
STRATEGY 
WORKING 
TOGETHER IS 
UNSTOPPABLE”
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Phases of Change Alignment to Individual

Consciously skilled

Unconsciously unskilled

Consciously unskilled

Source:  Abraham Maslow; 1940; “Four Stages for Learning Any New Skill””; Gordon Training International by Noel Burch; 1970

Unconsciously skilled
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TODAY’S LOOK FORs

1.K-12 ALIGNMENT
2.COMMON LANGUAGE
3.STUDENT VOICE
4.SHORT CYCLES OF IMPROVEMENT
5.VISIBLE DATA

TODAY’S MUST DOs
1.ASK QUESTIONS
2.TALK TO STUDENTS
3.HAVE FUN
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MORNING 
CLASSROOM 
OBSERVATIONS 

& REMINDERS

● No pictures or 
videos of 
students.

● Keep Lanyard 
on at all times.

● Stay with the 
group.

GET READY 
TO LEARN!
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COHORTS- Round 1 COHORTS- Round 2 

COHORT A
Estacada Middle School

COHORT D
Estacada High School

COHORT C 
River Mill Elementary

COHORT B 
Clackamas River Elementary

A

B

C

D

COHORT A
Clackamas River Elementary

COHORT D
River Mill Elementary

COHORT C 
Estacada High School

COHORT B 
Estacada Middle School

A

B

C

D
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Our Foundational Beliefs
Nine Principles® Framework for Leading 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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JUST START!
• Step #1.
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Employee Eng. Survey
District Service Survey
Parent Satisfaction Survey
Student Engagement Surv.
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JENNIFER 
BEHRMAN, 
MODERATOR

Executive Director of 
Teaching & Learning

PRESENTERS:

• Director Riedel
• Superintendent 

Carpenter
• Principal Shields
• Coach Wilensky
• Teacher Maroney
• Student- Ren Suo 

FROM THE 
BOARDROOM 
TO THE 
CLASSROOM
ESTACADA  INSIGHTS 



Director Ken Riedel 
School Board Chair



Director Ken Riedel 
School Board Chair



Dr. Ryan Carpenter 
Superintendent



Dr. Ryan Carpenter 
Superintendent



Dr. Sarah Shields 
Middle School 
Principal



Dr. Sarah 
Shields 
Middle
School 
Principal



Matt Wilensky 
Instructional Coach-Elementary



Matt Wilensky 
Instructional Coach-Elementary



Katie Maroney 
1st Grade Teacher 



Katie Maroney 
1st Grade 
Teacher 



Ren Suo 
9th Grade Student 



Ren Suo 
9th Grade Student 
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DAY 2 PREVIEW 
& RECEPTION 
REMINDERS

CLOSING


