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Knowledge is Opportunity.

Cognia is a global nonprofit that has the knowledge to help 
schools improve outcomes for all learners.
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Presentation Notes
Introduce Cognia. 



Our Vision
To impact and inspire education 
providers to advance and enable 

pathways for success for all learners

3

Our Mission
To serve as a trusted partner in advancing 

learning

Presenter
Presentation Notes
SAY:At Cognia, our vision is to impact and inspire education providers to advance and enable pathways for success for all learners. We open by sharing this because it is essential to what we are doing to support you in your continuous improvement journey. We are a partner in your work and in helping you support your students as they learn and grow. As we navigate our ever-changing educational landscape, Cognia’s vision and mission are key to who we are, and guides everything we do. 





“Expect Excellence”

Dr. Susie Bello Dr. Antonio R. Cejas

Presenter
Presentation Notes
Susie Bello, M. Ed , is the current principal of AcadeMir Charter School West and has over 15 years of experience in education as a Teacher, Department Head, Mathematics and Science Instructional Coach, Curriculum Specialist, Assistant Principal, and Principal. Mrs. Bello began her educational career as an elementary teacher and department head in Miami-Dade County Public Schools. She was then recruited to become a curriculum support specialist for the district supporting 10 elementary schools and K-8 centers. She was paramount in transforming low performing schools to meet the needs of twenty first century earners through use of technology and strategies for creating a positive culture. She was part of Superintendent Carvalho’s team that succeeded with zero F schools in the M-DCPS district. This experience led her into an administrative position with AcadeMir Charter Schools, Inc.



“To bring up children properly, we must love 
them, and love them all equally.”

St. Marcelino Champagnat



• Key Characteristic: Growth in Learning

• Standard 24: Leaders use data and input 
from a variety of sources to make 
decisions for learners’ and staff members’ 
growth and well-being.

Impact

Presenter
Presentation Notes
Impact – �Cognia Key Characteristics and performance standards connections. Can used this slide more than one time



• Key Characteristic: Leadership of 
Learning

• Standard 24: Leaders guide professional 
staff members in the continuous 
improvement process focused on 
learners’ experiences and needs. 

Impact

Presenter
Presentation Notes
Impact – �Cognia Key Characteristics and performance standards connections. Can used this slide more than one time



• Understand Cognia’s Continuous 
Improvement ProcessPurpose

Presenter
Presentation Notes
Purpose – why we are here today.Today, we will gain an understanding of Cognia’s Continuous Improvement Process and how employing it with the Cognia tools, resources and other data gathering practices can support continuous improvement efforts. This is an introductory session to continuous improvement and the Cognia Improvement Platform tools and resources.



Defining continuous 
improvement



Continuous 
improvement?

Presenter
Presentation Notes
SAY:Let’s think about Continuous improvement.Is this your idea of continuous improvement?  Is this the culture of your institution?Is your improvement plan just a compliance, check-it-off type of plan?When was the last time you looked at your improvement plan?Today, we will introduce you to Cognia’s Continuous Improvement Process.



Anticipatory Guide activity

What does “continuous 
improvement” mean to you?

Who should be involved in 
continuous improvement?

Why should institutions 
engage in continuous 
improvement?

When should continuous 
improvement take place?

Presenter
Presentation Notes
ACTIVITYSAY: Before we get started today, let's begin with a few minutes for you to answer four questions to get a baseline of your knowledge and experience with continuous improvement.DO:Have participants either download this document from the padlet or write their answers on their own paper.  Allow 5-10 minutes for participants to answer the four questions on their sheet of paper.Have a few participants share their responses.  Discuss the responses using the following information to ensure the means are established.What is continuous improvement? It is embedded behavior within the culture of a school that constantly focuses on the conditions, processes, and practices that will improve teaching and learning.Who should be involved in continuous improvement? Everyone, including school leaders, staff, parents, community, students, board, etc., should be involved. All stakeholders should have some level of input toward creating a shared vision, feedback on operational or instructional programming, and more. There is no one way to involve stakeholders, but you should communicate to all stakeholders when and how they are involved in the process.Why should institutions engage in continuous improvement? To improve teaching and learning. It’s what’s best for students.When should continuous improvement take place? A continuous process implies that improvement is ongoing. Every new planned initiative implementation requires evaluation. Identified successes and challenges offer opportunities for new initiatives.Facilitator’s note: You could also add How do educators effectively engage in continuous improvement efforts? Cognia’s Continuous Improvement System is a proven framework. Schools and systems have experienced major success in school turnaround for failing systems, for example. Cognia offers background and research information on its website. 



Continuous improvement is an 
embedded behavior within the culture
of a school that constantly focuses on 
the conditions, processes, and 
practices that will improve teaching 
and learning.”

“

Mark A. Elgart, Ed.D.

Presenter
Presentation Notes
SAY: How does our previous discussion of the definition of continuous improvement compare to Dr. Elgart’s (Cognia’s) definition?Continuous improvement is an embedded behavior—to the point where this is how we do things around here. It’s the Culture of the institution.It is a constant—not sometimes, but always/constantly.It drives the conditions/processes/practices—everything in your school, with the ultimate goal of improving teaching and learning and improving the lives of children.



Why engage in continuous improvement?
Schools that excel at continuous improvement:
• Demonstrate a commitment 

to the practice
• Take a holistic approach 

planning academic and non-
academic measures

• Examine the whole learning 
environment, beyond the 
curriculum

• Embed measurement science 
in the improvement process

• Adopt a research-based 
framework

• Implement a balanced 
assessment system

• Use data to define strategies 
and priorities

• Bring in community voices

Presenter
Presentation Notes
SAY:Let’s now focus on WHY.  Why are you here today? You want your institution to be better!Why continuous improvement? You want your institution to be better! This list of reasons might help answer your “why.”Based on many reviews and areas of research, we know that schools that are successful at continuous improvement all do some of the same things:They are committed to the practice of continuous improvement – it is embedded in their culture.Their process is based on a research-based framework (like Cognia’s Continuous Improvement System).Both academic and non-academic areas are part of the process. Data are a key factor for this work – it helps determine where their institution is and where they want to go.And stakeholders must be part of the work.DO – LIVE:Discussion/Chat – How is this similar to what you currently do?What differences do you see? What do you plan to change about your process moving forward?



Every institution, 
regardless of where

they are today, 
can be better tomorrow.  

Presenter
Presentation Notes
SAY:How many of you work in a good school?How many of you work in a great school?How many of you work in a perfect school?Not one size fits all. Every school has its own unique journey.  We should not settle for “What we’ve always done.” We do not want an improvement plan that just sits on a shelf.  We want institutions to have a culture of continuous improvement and a living plan of action to improve in all functioning areas of an institution.



• Identify three 
challenges that you are 
facing within your 
role/school that are 
linked to instruction 
and/or leadership

Challenges



Understanding 
Cognia's Continuous 
Improvement Process



Continuous Improvement System

Presenter
Presentation Notes
SAY:Success and effectiveness of a school cannot be a one-time check for completion. At Cognia, we use the word “system” because many parts must work together in continuous motion. Think of organ systems in the human body, water filtration systems, etc. Each part in a system has a role and, at each stage of functioning, something must be done before going to the next phase successfully. The same is true for Cognia’s Continuous Improvement System.  The Cognia Continuous Improvement System is a comprehensive improvement solution that provides a framework, structure, tools, services, and resources to engage institutions in successful continuous improvement. It empowers and motivates institutions to engage in acts of Envisioning, Planning, Implementing, and Evaluating.  It provides structure for institutions to imagine the possibilities, communicate with stakeholders, plot and initiate the plan, build capacity and reflect, evaluate, and adjust. In the middle, you will see the Strategic Thinking and Improvement Planning Process: envisioning, planning, implementing, and evaluating. These phases coincide with the continuous improvement system and the Cognia tools in the Continuous Improvement Platform.



Cognia Improvement Platform 

Presenter
Presentation Notes
This slide has animation.Facilitator’s note: Use this slide to provide a brief overview/description of modules in the Cognia Improvement Platform.SAY:This is the Cognia Improvement Platform, which includes a suite of modules. Aligned with Cognia’s Continuous Improvement System, this is a state-of-the-art productivity platform that helps institutions with their continuous improvement efforts by empowering them to make sense of and use their data to support their continuous improvement journey. [Press Enter]Users log in through myJourney to access the modules found within the Cognia Improvement Platform.The modules within the Cognia Improvement Platform are:Observations (Effective Learning Environments Observation Tool, eleot; Teacher Observation Tool, TOT): Used to conduct meaningful observations focused on student engagement.Diagnostics: Used to uncover the root causes of issues and evaluate the overall effectiveness of improvement efforts.Surveys: Used to build and administer customized stakeholder surveys and inventories to collect and report actionable data.Strategies: Used for the Strategic Planning Process and to identify goals, define and monitor strategies, and allocate resources to create workable improvement plans.Assessments: Used formatively to elicit evidence of student understanding to inform teaching and learning in real-time.Workspace: Used to assemble and manage collaborative teams for the improvement journey and engagement reviews.Trusted Partners: Cognia’s portfolio of trusted partners continues to grow as we evaluate and curate the best solutions for you—high-quality, proven tools, resources, and services that meet your needs and align with our mission of dedication to your success.Today we will explore how each of these tools can support the Continuous Improvement Process.



• Imagine the possibilities

• Communicate with stakeholders

Getting started 

Presenter
Presentation Notes
SAY:We’ve defined continuous improvement and talked a little about the foundation for improvement today. When we think about envisioning and how we begin our continuous improvement journey. We need to start with imagining the possibilities and communicating with stakeholders. In doing this, we will take a look at our current data to establish our current reality. Then we must explore the future and its possible impact on our institutions. We end the envisioning phase with synthesizing all the results and determining how our current vision, mission, and beliefs align with our current reality and the future trends we see. Through all of this, we need to keep our stakeholders in mind. We must not forget to share what we have learned with our stakeholders, then collaborate to determine priorities, and again ensure the vision aligns with the priorities.Institutions often get lost on the improvement journey if the end goal has not been established or shared. Every institution must have a shared vision that allows all stakeholders to “get on board” and work toward a common end.�



Current reality

• How do you know?

• Adaptive vs. technical 

Presenter
Presentation Notes
ACTIVITYSAY:How do you know what your current reality is? What do you need to examine for each of the stakeholder groups we just mentioned?DO: Ask participants to raise their hands and give examples of types of data they use to determine their school's current reality.Instructional Leadership is a Priority change – Leaders must understand the difference between adaptive and technical – To get different outcomes, we much have a different approach Before you can accurately describe your institution or determine if your institution has the capacity to meet the Cognia Performance Standards, you should gather some facts. Studying your institution’s current reality expands your view of your institution’s current reality. Achieving candidacy does not require the depth of study required for an Accreditation Engagement Review, but the process is very similar.Technical Easy to identify. Historical documents minimum change since the last accreditation visit. (e.g., By-Laws)Often lend themselves to quick and easy (cut and dry) identification.Often available from Board of Directors, President, Principal,Change occur in cycles of 3-5 years.Changes occur by mandate or resolutions.AdaptiveSWOT AnalysisDifficult of identify. Practices in place but little to no documentation.They relate to changes in values, beliefs, roles, relationships and approach to work responsibilities, Little to no documentation. They occur by chance not design.Solutions surface after discoveries are made , implementations are made again little or no documentation. 



Types of data

Perception

Experience

Demographic Student 
Performance

Program

Presenter
Presentation Notes
SAY:This is when the types of data you use in your institutions every day come into play.There are many different types of data you can use to determine your current reality. One key thing to keep in mind is that you want to be sure you are using current data—again this is your current reality. There is a time and place to look at historical data, but for this part of your continuous improvement process, you want to examine the most up-to-date data you have. Some key pieces of data could include: Demographic data about each stakeholder group. Who are your learners, your school community, your staff, your families?Perception data. What does each stakeholder group perceive about your institution? We all know that perception is reality.Experience data. What does each stakeholder group experience when they interact with each other at your institution? How do you know? Student performance data. What data can you look at right now? Benchmark data? Most recent assessment data? Classroom data? Program data. This piece of data is very important and often overlooked. How are you evaluating the programs you have in place? How do you know if programs are working? We are going to take a quick look at two resources you have available to support the collection of your experience, perception, and engagement data. 



Some examples of key data to support 
continuous improvement 
• Gaps between aspirations 

and current reality
• Strategies, initiatives, and 

implementation ideas to 
narrow the gaps

• Current results
• New competencies
• Adaptive and 21st century

progressive work

• Professional growth
• Problem-solving responsibility 

shifts among stakeholders
• Timelines
• On-going analysis
• Collaborations 

Presenter
Presentation Notes
Ten (diez) best documented Adaptive evidence and artifacts:Document the gap between aspirations (desired outcomes) and current reality.Document strategies, initiatives, implementations to narrow the gap.Document what is currently rendering results and what needs to expand. Document new competencies.Document adaptive  and 21st Century Progressive work. (academic, social, emotional, physical and spiritual.)Document Professional growth.Document problem-solving responsibility shifts among all stakeholders.Adaptive work requires longer time than technical work (Document timelines).Adaptive work is experimental ( Document on-going analysis).Adaptive work requires more human / Professional interaction. (document collaboration).





Stakeholder 
Feedback

Presenter
Presentation Notes
ACTIVITYSAY:What do you do as an institution to gather stakeholder feedback?From what stakeholders do you get feedback? How often?DO: Ask participants to raise their hands to give their input on the questions above.Perceptions are reality for stakeholders. Some examples of perception-gathering techniques include: Surveys (Include all Stakeholder)Meeting Minutes Committes Social Media Reviews Focus groups Interviews



Surveys and inventories

• Culture and Climate Survey
• Student Engagement Survey
• Inventories (found under Surveys)
• Custom Surveys
• Other

Presenter
Presentation Notes
SAY:Let’s look at a tool that is available to help with continuous improvement and determining your current reality.You should be collecting other data from your three key stakeholder groups: learners, institution, and the community. Cognia surveys and inventories can help you gather information from your stakeholders.  Remember, the information you gather should be communicated back to the stakeholders. Sharing what is learned helps an institution to be transparent and should be embedded throughout the whole process.Some examples of Cognia’s surveys demonstrate multiple types of feedback that can be gathered.Stakeholder perceptions/perspectives: What stakeholders believe from their vantage pointCulture/Climate Survey—Purpose: Capture the overall culture of the institution from the perspective of students, teachers, staff, and parents.Student Engagement Survey—Purpose: Designed to measure levels of behavioral, cognitive, and emotional student engagement in elementary, middle, and high school students by gathering student opinions about their learning experiences.Teacher and student experiences:Student Inventory—Purpose: To gather insight of the actual experiences of students in a learning environmentTeacher Inventory—Purpose: To gather insight of the actual practices and experiences of teachersCustomized & Other: Institutions have access to over 25 Certified Content surveys in the platform, or they can create their own. Institutions can use other survey data they might currently have, such as needed for Title I survey, Safe Schools, etc. If this information is placed in customizable surveys in the Cognia Improvement Platform, all feedback data can be stored in one location.  �Can you see how this can ease the work of improvement?Some key features to remember with surveys is that they are available in multiple languages. They are very easily distributable—you will get a link for each survey you create for each stakeholder group. Stakeholders can access the survey using the link from any computer or mobile device. Links can be shared via newsletters, posted on school websites, or distributed by email, Twitter, or any type of social media the school utilizes. 



Using surveys and inventories for 
continuous improvement
Surveys and inventories can help institutions:

• Determine if the perception (survey) matches the 
experience (inventory)

• Gather data to help elevate stakeholders’ voice
• Enable meaningful data collection and analysis
• Support sharing and collaboration

Presenter
Presentation Notes
SAY:Surveys and inventories should be used for two different purposes.  Surveys are what people perceive, believe, or think.Inventories are what they actually experience, which may not align with their perception.Does the perception match the experience? This is important data for institutions to know.Examples:On a survey, I may say I am bored at school (that is my perception or belief), but on an inventory, I say I actively participate in all of my classes.On a survey, I may indicate I have too much homework. On an inventory, I indicate I have homework in only one of my classes.Institutions can discover from students the experiences, practices, and services that are solid and those that need improvement or even those that do not exist. The results provide valuable information that stakeholders need to drive continuous improvement efforts.



• How do you know?

Student engagement

Presenter
Presentation Notes
ACTIVITYSAY:Let’s share some ideas around student engagement and why it is so important. What do you do to measure student engagement in your institution? How do you know if students are engaged? DO:  Think-Pair-ShareGive the participants two minutes to think about how student engagement is measured. Then have them share their ideas with a partner. Finally, ask participants to share information that was discussed.Cognia encourages both formal and informal observations. Some examples of observations include:• Locally collected eleot® (Effective Learning Environments Observation Tool®) observations• Teacher observations walkthroughs Peer and Self-evaluations• Other general observations (evaluations of meetings, general comments from stakeholders)



Collect student engagement data

• Classroom observation tool
• Focused on students, not teachers
• Identify observable and quantifiable evidence of 

classroom environments conducive to learning

Presenter
Presentation Notes
SAY:In addition to the student engagement survey we just discussed, we also have the Effective Learning Environments Observation Tool, or eleot, that measures student engagement. How many of you are familiar with eleot? Give a "thumbs up" if eleot is something you currently use with your institution. What is eleot? It is a classroom observation tool utilized in K-12 in-person and virtual classrooms that focuses solely on student engagement in their learning environment. It is focused on the student, not the teacher. Additional tools available to the Cognia Improvement Network are the erol for early learning (available now), and the digital learning tool (coming soon).What is the purpose? Identify observable and quantifiable evidence of classroom environments that are conducive to learning. 



• Equitable Learning
• High Expectations 
• Supportive Learning
• Active Learning 
• Progress Monitoring and 

Feedback
• Well-Managed Learning
• Digital Learning

Effective Learning Environments
Observation Tool® (eleot®) learning 
Environments

Presenter
Presentation Notes
SAY: The seven eleot learning environments are:Equitable LearningHigh Expectations Supportive LearningActive LearningProgress Monitoring and Feedback Well-Managed LearningDigital LearningThere are a total of 28 learner-centric items across the seven learning environments. People who are eleot-certified observe learners in the classroom for 20 minutes and:Focus on students within the context of classrooms/learning spaces.Gather quantifiable data about the learning environment.Provide formative feedback on optimizing the learning environment for students. Provide data on the seven environments and 28 learner-centric items.The data can be aggregated or disaggregated by school, classroom, grade level, and/or subject area.



Using eleot for continuous 
improvement
• eleot reports 
• eleot observations
• Student Engagement 

Reviews
• eleot calibrations

Presenter
Presentation Notes
SAY:The eleot can be used for continuous improvement. Analyzing data after observations can help teachers and leaders understand what learners are doing in the classroom in regard to each environment. They can make determinations on what learning environments are well-established and what environments need improving. DO:Summarize the following.eleot reports:Provide data (which can be disaggregated by subject, observer, instructor, and date) on learning environments.Target areas for improvement to promote student engagement and, therefore, student learning.Identify potential areas for professional learning.Monitor and evaluate improvements in targeted learning environments over time.eleot observations: Structured approach to classroom walkthroughsMeaningful peer-to-peer observations and sharingeleot cohorts—increase knowledge and ability to recognize and apply best practiceOptimize teaching and learningObservations: Observations can be done as a structured approach to walkthroughs, or with peer observations and sharing, or through cohorts. There are lots of ways in which to utilize eleot. Student Engagement Reviews: After conducting sweeps across the core classrooms in a building using eleot, schools receive a schoolwide view of learner engagement from observers certified by Cognia. Results are provided in a detailed report to support data-driven improvement planning and action. eleot calibrations: Build capacity of your leadership team to consistently and effectively use eleot to collect and interpret observation data. 



• Plot the journey

• Initiate the journey

Moving forward

Presenter
Presentation Notes
SAY:Once we have envisioned where we are going and reviewed all data pieces to see how things align, we start to move forward with plotting and initiating our journey, through planning and implementing. Here, we will align priorities with goals, develop a plan to improve and sustain practices, and identify objectives, initiatives, and activities to fulfill the priorities. Engage in activities, gain buy-in, and deploy the plan. �



Institution Planning

• How do you develop your plans? 
• How do you measure success in your institution? 
• What needs assessments do you use? 
• How do you self-evaluate? 
• How do you determine if an initiative worked?

Presenter
Presentation Notes
ACTIVITY SAY:Let’s take a moment to share what we do know when it comes to institutional planning. How do you develop your plans? How do you measure success in your institution? What needs assessments do you use? How do you self-evaluate? How do you determine if an initiative worked?DO: Ask participants to share their responses aloud.



Diagnostics and Strategies

Presenter
Presentation Notes
This slide has animation:SAY:Cognia has two tools in your toolbox to help you self-evaluate your work and create your plans of action: school improvement plans, strategic plans, whatever you want to name them. [Press Enter] DiagnosticsCognia’s deep experiential base combined with 21st century perspective on effective schools led to the identification of seven research-based School Quality Factors that are the keys to driving improvement. These seven factors are foundational to the School Quality Factors Diagnostic, a tool that can be used by institutions for self-evaluation along their improvement journey. [Press Enter] StrategiesThe Strategies module in the Cognia Improvement Platform can both guide and document school improvement work. It helps you build a continuous improvement plan. District or school leaders and improvement teams must remember that the concepts of continuous improvement have not changed drastically. Further, district and school leaders may prefer to use current processes or tools. However, using the Strategies module makes documentation and adjustment much easier to manage and is more flexible when adjustments or changes need to be made. 



Analyze and synthesize collected data

Presenter
Presentation Notes
SAY:We will start with a quick look at the School/System Quality Factors diagnostics—your roadmap for continuous improvement. This is a great tool for determining your current reality by using data from eleot, surveys, and inventories. Diagnostics is a tool that helps to analyze and synthesize the data gathered within steps of the continuous improvement process and is based upon effective schools’ research and through the lens of various stakeholder perspectives.As we said, Diagnostics looks at seven key areas that are foundational for continuous improvement: Clear Direction – define and clearly communicate to stakeholdersHealthy Culture – shared values, beliefs, written and unwritten rules, assumptionsHigh Expectations – stated commitment to expectations for all stakeholdersImpact of Instruction – purposefully and intentionally create an environment that empowers allResource Management – plan, secure, and allocate its resourcesEfficacy of Engagement – engage learners and other stakeholdersImplementation Capacity – consistently execute actions



Strategies

Strategic thinking:
• Is used to 

strategically plan
• Helps to see the big 

picture and the 
operational 
implications

Presenter
Presentation Notes
SAY:Lead your team to think more strategically and employ feasible tactics to achieve visible and sustainable improvement by utilizing the Strategies tool. Strategies, a module in the Cognia Improvement Platform, is a true continuous improvement process where institutions will think differently and think strategically. Strategies utilizes the concept of strategic thinking to promote a creative thought process, focus on envisioning potential futures, and require clear analysis and synthesis of data, results, and goals. With strategic thinking, intuitions will strategically plan and focus on the big picture.



Continuous Improvement System

Presenter
Presentation Notes
SAY:The four phases of envisioning, planning, implementing and evaluating drive the work done in Strategies through Cognia’s Continuous Improvement System. Following these four phases by utilizing the inFocus guide and our Strategies module allows schools to create detailed, yet manageable strategy maps and improvement and implementation plans.DO:Summarize the following.The envisioning phase expands an institution’s view of its current reality and potential future to establish a foundation for decision-making around goals and strategies. This phase builds upon what institutions typically do well (assess their current reality) and guides leadership through a process to examine future trends that could significantly affect the institution’s future success. In this phase, institutions determine their current reality, explore the future, and synthesize results to assist in planning.In the planning phase, you will work toward the development of your institution’s long- and short-term continuous improvement plan. Using the institution’s priority statements and strategic themes (determined during the envisioning phase), develop high-level objectives that answer the question, “How will the institution address this priority?” After completing the planning phase, institutions will have a 3- to 5-year strategy map and a one-year improvement plan. We will look at these momentarily.The implementing phase is when you make the decisions necessary to convert the annual plans into action; this phase will probably feel most familiar to you. During this phase, time will be spent breaking down the objectives and critical initiatives into action items necessary to assess progress to achieve the objective. This is critical because it sets the stage for being able to make adjustments. Success in this phase depends on regular monitoring and reporting updates to ensure execution of the plan. The work of the implementing phase can and should involve a degree of evaluation to determine whether the plan is proceeding as expected and producing acceptable results. At the end of this phase, institutions will have their detailed implementation plan with all set steps for completion. The evaluating phase guides the continuous improvement team to use the knowledge, ideas, and questions gathered from previous phases (or other prior work) to answer important questions identified throughout the process. This phase is intended to help organize pertinent information that is needed to make a judgment related to the significance, effectiveness, or quality of a given critical initiative. During the evaluating phase, the continuous improvement team examines the alignment of what was expected to happen and what actually happened.  



Strategies

Presenter
Presentation Notes
SAY:The Strategies tool enables institution leaders to follow a dynamic planning process to establish actionable strategies to cultivate a culture of continuous improvement that brings value, context, and meaning unique to each institution. To assist institutions with this new approach, Cognia developed inFocus: A Guide for Strategic Thinking and Improvement Planning. This practical strategies guide helps institution leaders achieve their vision for student improvement. Strategies and the inFocus guide are different from other planning frameworks in that they are not only grounded in research but also have two major components that are woven into one seamless process to assist institutions with their continuous improvement goals. The inFocus guide walks institutions through all four phases of the Strategic Thinking and Improvement Planning Process.



Strategies outputs

• Strategy map
• Improvement plan
• Implementation plan
• Theory of action 

Presenter
Presentation Notes
SAY:When institutions utilize Strategies and the inFocus guide’s strategic thinking and improvement planning process as part of their continuous improvement process, they will end up with four key outputs to share with stakeholders and drive their work.We’re going to take a quick look at each of these outputs now.



Output of planning phase: Strategy map

Presenter
Presentation Notes
SAY: This is the one-page strategy map—a simple and concise document to communicate the 3-5 year plan. It provides:A visual representation of the institution’s overall direction for its futureClear Information at a high levelA communication tool that shows the institution’s direction and not the full and detailed plan for improvementThe strategy map can be created after the envisioning and planning phases. It is a very succinct way of communicating with stakeholders, as it shows your set objectives, critical initiatives, and key measures for a 3-5 year plan.  



Output of planning phase: Annual 
improvement plan

Presenter
Presentation Notes
SAY: This is a sampling of the annual improvement plan output. It is organized by themes and objectives and includes critical initiatives and key measures.The annual improvement plan is created after the envisioning and planning phases. It takes the work done via the 3-5 year strategy map and pulls one year’s worth of objectives, critical initiatives, and key measures. 



Output of implementing phase: Annual 
implementation plan

Presenter
Presentation Notes
SAY:The third key output from Strategies that can drive continuous improvement is the annual implementation plan. It is a more detailed plan than the improvement plan, containing benchmarks, people responsible, activity measures, and launch and target dates. This is what most schools are used to seeing as a school improvement plan. It moves past the envisioning and planning phases to the implementing phase.  



Overall output: Theory of action 

Presenter
Presentation Notes
SAY: The last output from Strategies that really drives the continuous improvement work is the Theories of Action. This tool helps guide the work of institutions, to see if each initiative is doing its job of aligning the mission and vision—to reflect, evaluate, and adjust.  



How could the 
strategies outputs 
support your 
continuous 
improvement? 

Presenter
Presentation Notes
ACTIVITYSAY:What do you do as an institution to gather stakeholder feedback?From what stakeholders do you get feedback? How often?DO: Ask participants to raise their hands to give their input on the questions above.



Using Strategies for continuous 
improvement
• Moves institutions beyond accountability and 

compliance-driven approaches

• Cultivates a culture of continuous improvement

• Pushes institutions to think differently, strategically

• Provides a process and a tool

• Drives evaluating the parts and the whole, 
continuously

Presenter
Presentation Notes
SAY:As we have discussed today, a true continuous improvement process occurs when institutions think differently and think strategically.  The focus is on an innovative and dynamic process that leads institutions through the work of strategic thinking and continuous improvement planning that is both reflective and forward-thinking.  The four key phases are envisioning, planning, implementing, and evaluating—the pieces of the continuous improvement system we have explored. The overall goal of all of this is for institutions to move beyond accountability and compliance to a change in culture and a change in thinking to help measure the impact of the work that institutions are doing every day.



• Build momentum and capacity

• Reflect, evaluate, and adjust

Making change

Presenter
Presentation Notes
SAY:Once we have worked through envisioning, planning, and implementing in our continuous improvement system and process, we are ready to see how things are going. Here we start to evaluate by building our momentum and capacity through the actual implementation of activities and strategies, monitoring and adjusting actions, and ensuring stakeholder participation. In the evaluating phase, we are also reflecting, evaluating, and adjusting by determining action effectiveness, holding collaborative discussions, and making decisions to continue or change action. 



Analyze improvements

• Stakeholder feedback surveys
• eleot classroom observations
• Teacher Observation Tool
• Student performance
• Discipline
• Attendance
• Theory of Action 

Presenter
Presentation Notes
SAY:It is key to analyze the improvements and items being implemented. By conducting additional rounds of surveys or observations, schools can use the reporting features of eleot and the surveys to determine growth after actions have been implemented. Updates in Strategies, or the additional resource of the School Quality Factors, will help to provide measured results that validate the level of success of actions. Don’t forget, we always need to compare pre- and post-intervention/implementation.



• Share what you have learned with 
your stakeholders

• Collaborate to determine vision

• Define strategic goals in support 
of the vision

Communication is critical

Presenter
Presentation Notes
SAY:We can’t forget that it is critical that all that is learned is communicated with stakeholders. Communication crosses over into many parts of the continuous improvement system; it should be ongoing and embedded throughout.



Questions?

Learn more at Cognia.org

Presenter
Presentation Notes
Optional closing slide with image. The photos can be replaced. To swap photo, please see Managing photos slide for detailed instructions.Note red text is very hard to read over a photograph. Photos with a “Dark Overlay” are recommended for this slide. Light text works best on photos with treated with a “Dark Overlay”. More “Dark Overlay” images are available in the photo library on Cognia SharePoint Photo Library . Photos can be swapped out for additional options from the on the Cognia SharePoint Photo Libraryhttps://measuredprogress.sharepoint.com/sites/KnowledgeHub/Photo%20Gallery/Forms/AllItems.aspx?viewid=2329e7c4%2D32a5%2D46fb%2D837b%2D34b63ba5fe4fFilter by PPT Options. You can switch to thumbnail view of your filtered list. Save your selected images on your computer. 



Resources for 
continuous 
improvement

Presenter
Presentation Notes
SAY:Let’s recap what tools can support your continuous improvement efforts and take a look at where to access them. 



Cognia Home
home.cognia.org

http://home.cognia.org/


Presenter
Presentation Notes
SAY:We saw this slide at the beginning of our time today. This is the Cognia Improvement Platform, which includes our suite of tools that we have explored today. (Press Enter)  You access the platform at myjourney.cognia.org



Resources - https://extranet.cognia.org/

https://extranet.cognia.org/


Cognia Improvement Platform 

Presenter
Presentation Notes
This slide has animation.Facilitator’s note: Use this slide to provide a brief overview/description of modules in the Cognia Improvement Platform.SAY:This is the Cognia Improvement Platform, which includes a suite of modules. Aligned with Cognia’s Continuous Improvement System, this is a state-of-the-art productivity platform that helps institutions with their continuous improvement efforts by empowering them to make sense of and use their data to support their continuous improvement journey. [Press Enter]Users log in through myJourney to access the modules found within the Cognia Improvement Platform.The modules within the Cognia Improvement Platform are:Observations (Effective Learning Environments Observation Tool, eleot; Teacher Observation Tool, TOT): Used to conduct meaningful observations focused on student engagement.Diagnostics: Used to uncover the root causes of issues and evaluate the overall effectiveness of improvement efforts.Surveys: Used to build and administer customized stakeholder surveys and inventories to collect and report actionable data.Strategies: Used for the Strategic Planning Process and to identify goals, define and monitor strategies, and allocate resources to create workable improvement plans.Assessments: Used formatively to elicit evidence of student understanding to inform teaching and learning in real-time.Workspace: Used to assemble and manage collaborative teams for the improvement journey and engagement reviews.Trusted Partners: Cognia’s portfolio of trusted partners continues to grow as we evaluate and curate the best solutions for you—high-quality, proven tools, resources, and services that meet your needs and align with our mission of dedication to your success.Today we will explore how each of these tools can support the Continuous Improvement Process.



Without continual growth and 
progress, such words as
improvement, achievement, and
success have no meaning.”

Benjamin Franklin

“

Presenter
Presentation Notes
SAY:�Benjamin Franklin has said “Without continual growth and progress, such words as improvement, achievement, and success have no meaning.”We must focus on our continuous improvement to truly have growth and progress in achievement. 



Questions for AcadeMir

Reach out to:

• Mrs. Susie Bello – Principal
AcadeMir Charter School West

• bello@academircharterschoolwest.com

• Mr. Antonio Cejas – Principal
AcadeMir Charter Schools, Inc.

• acejasacademir@gmail.com

mailto:bello@academircharterschoolwest.com
mailto:acejasacademir@gmail.com


How Cognia Helps You
Want more information? Want to set 
up eleot sweeps, calibrations, custom 
training, or consulting? 

Rachael Havey 
rachael.havey@cognia.org
Dianna Weinbaum
dianna.weinbaum@cognia.org
Jessica Swere
jessica.swere@cognia.org

Presenter
Presentation Notes
Cognia membership includes eleot and other Cognia Improvement Platform modules that could enhance an institution’s or system’s ability to reflect, identify roadblocks, plan, and monitor for continuous improvement. In addition, membership schools may be accredited or STEM Certified.For network schools/systems, custom training is available on eleot and its use. In particular, schools wanting an objective analysis of the current condition of learning environments within their institution(s), Cognia sends out a team of certified observers to conduct eleot observations in every core subject classroom on site. To enhance that experience, as school officials become certified observers, the team of observers will return to conduct side-by-side observations followed by meetings to compare and thus calibrate the ratings. Other custom training sessions include but are not limited to:Continuous improvementGrowth mindsetCognia Improvement PlatformStudent engagementFormative assessmentOther custom trainingIn addition, a school may request very specific topics for further consideration on the road to continuous, purposeful, and focused improvement.

mailto:rachael.havey@cognia.org
mailto:dianna.weinbaum@cognia.org
mailto:jessica.swere@cognia.org
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