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Executive Summary

Throughout 2024, two middle schools in Wisconsin (named North and South in this case study for privacy reasons)
transitioned from operational-based structures to those that emphasized the strategic use of data at several levels
within each building, including high-quality professional learning and instructional practices. These schools have
achieved remarkable improvements by utilizing tools such as Plan-Do-Study-Act (PDSA) cycles, prioritizing student
evidence, implementing feedback systems, and consistently reviewing results.

Key initiatives included:

● Strategic abandonment
● Cultivating data-rich Professional Learning Communities (PLCs)/Collaborative Team meetings
● Establishing high-performing teams
● Creating effective feedback cycles

North and South Middle Schools have demonstrated the transformative power of data-driven strategies with
dedicated in-person support and collaborative efforts. North Middle School achieved an astounding 200% growth
in Reading and 160% in Math, while South Middle School reached 203% in Reading and 167% in Math.

This case study comprehensively outlines the strategies and objectives that drove these successes. We will provide
valuable insights and best practices for other schools aiming to enhance instructional practices and student
outcomes, empowering them with the knowledge to make a positive change.

Introduction
From 2021 to 2023, North and South Middle Schools have shown varied performance on the WI State Report Card.
North's scores were 69.7 (Meets Expectations) in 2020-21, 68.9 (Meets Expectations) in 2021-22, and 70.1 (Exceeds
Expectations) in 2022-23. South scored 66.8 (Meets Expectations) in 2020-21, 61.4 (Meets Expectations) in 2021-22,
and 55.2 (Meets Few Expectations) in 2022-23.

Additionally, South had 0% growth in Reading and 42% in Math the spring of 2023, while North achieved 75%
growth in Reading and 79% in Math. The district contracted with CESA 6 to implement strategic initiatives focused
on data-driven practices and high-performing teams.

This case study highlights the substantial growth made in a single school year through intentional practices,
building data-rich Professional Learning Communities (PLCs)/Collaborative Team meetings), and valuing evidence.

Objectives
CESA 6 met with leaders from both schools to identify key objectives - including dedicating one full day each
week for in-person support and structuring high-performing building leadership and administrative team meetings.
We emphasized a data-driven and collaborative culture by increasing the use of data during leadership team
meetings and conducting thorough reviews of building-wide data, including state report cards and individual
student state assessment results.
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Effective observation practices were discussed with administrative teams, and consistent feedback cycles
(Plus/Deltas, Wonderings, and Parking Lots) were implemented in observations and team meetings to keep staff
engaged in a continuous feedback loop.

Additionally, we focused on a rapid-cycle feedback support system (Claim, Evidence, Impact,
Questions/Justification), coaching for lesson planning in block classrooms (GANAG Lesson Planning), and creating a
consistent feedback loop for academic expectations through staff meetings and PDSA cycles in our PLC/CT
meetings.

Bi-weekly consultant and administrative team meetings centered on data and strategic use of a GANTT Chart to
outline and share the professional development plan for the school year, ensuring transparency with the staff
(GANTT Chart was also developed with North for the 24-25 School Year - Image Below).
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Context and Challenges
Starting in November/December, North and South Middle Schools had limited time to embrace/shift to a
data-literate culture per the WI Department of Public Instruction. In this data-literate culture, we worked to ensure
that educators had access to and could interpret, act on, communicate, and reflect upon a variety of data sources.
We ensured access to data using a CESA 6 data dashboard, a review of current iReady data, classroom data,
attendance data, and PLC/CT meetings that initially focused on surface-level classroom practices with a gradual
progression to deeper conversations on student-specific outcomes and needs.

Professional development throughout the year allowed for implementing PDSA Cycles (both formal and informal
structures) in PLCs/CT meetings that helped staff make meaning from their data, whether from their diagnostic
assessment, personalized pathway, formative/summative data, or other classroom observations. Expectations
were clarified during these meetings through the “Do” Section of the PDSA, as well as dedicated professional
development days/staff meetings. Additionally, while North didn't officially use a PDSA cycle, their CT meeting
agenda reflected a PDSA model without the official title due to our later start time at North Middle School
(December 11, 2024).

Both schools' meetings focused on data use throughout their PDSA Cycles emphasizing iReady data, monitoring
bottom quartile students, formative/summative data, and current units of study. Our goal was for 80% of students
to pass summative assessments during each cycle, and we increased this likelihood by implementing strategies
based on John Hattie's high-effect size instructional practices. When we noticed that students were struggling to
meet the goals, we had consistent conversations with them to show our support and dedication to their learning.

Transitioning to this data-driven approach quickly was challenging, but it was also embraced by the administration
and consistently revisited throughout our time. For example, following the conclusion of each iReady diagnostic
window, we reflected at the administrative and staff level by focusing on an RC2A process (Reflect, Collaborate,
Act, and Accountability) to ensure that data was acted upon from the highest of levels to the student level.
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Strategies and Processes Implemented
1. On-site support for Data-Rich Professional Learning Communities (PLCs)
During the 23-24 school year, PLCs (Collaborative Team Time) underwent significant changes, shifting from a static
traditional setting to PDSA cycles focused on achieving 80% passing rates on summative assessments. Weekly
meetings followed a consistent template, emphasizing John Hattie's high-effect size practices, evidence-based
strategies, and professional sharing.

Each cycle included a "Do" section for teacher actions, a "Student Do" Section for expected outcomes, a "Study"
section for analyzing various data points, and an "Act" section for the next steps. This approach to PLC time
cultivated goal-oriented discussions and improved student learning outcomes.

2. Establishing High-Performing Teams
The development of high-performing teams began at the first meeting where we discussed the purpose and role
of each team within the building. While we didn't always change the team, we did intentionally work on shifting
agendas to focus more on strategic work instead of operational items.

Collaboration and continuous improvement were fostered by reviewing the frequency with which teams met and
reflecting on the agenda items being discussed. As part of our work in meetings, we implemented various
feedback loops to get feedback from the staff, including plus/deltas, wonderings, and parking lots - which
increased engagement. Through the course of the year, we also worked on the development of agendas to ensure
that more items were strategic than operational.

After our time, it led to North Middle School even revamping its process and team for the upcoming school year to
ensure that strategic items were focused on consistently.
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3. Creating Feedback Loops
Feedback in education is crucial. By implementing structures that collect student data through CT meeting
agendas focused on operational work vs. strategic work and PDSA Cycles, we created a system where we valued
evidence of student learning during these meetings every week.

Beyond the PLC/CT meetings, we also made other shifts throughout the school year, including but not limited to
GANAG-organized staff meetings, additional application time on topics, and an ensured understanding that topics
were not one-and-done professional development by the strategic implementation of a GANTT Chart and the Rule
of 3 for coming back to topics.

The processes and systems that were in place refined our approaches, provided greater clarity to staff, and put our
teams in a place to be more proactive than reactive throughout the school year.
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4. Strategic Abandonment
Strategic abandonment involves identifying and phasing out ineffective practices to focus on those that positively
impact student achievement.

We prioritized a few AVID strategies, emphasizing them through professional development while pausing other
initiatives. Bi-weekly admin meetings then concentrated on critical items, avoiding distractions. Resources and
time were reallocated to effective strategies, using the Rule of 3 (3 Hours, 3 Days, 3 Weeks, 3 Months) for planning
professional learning opportunities.
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5. Planning for WI Forward
To prepare for the Wisconsin Forward Exam, we began strategic planning at the start of our time at both North
and South Middle Schools. The assessment planning was integrated into our GANTT Chart, ensuring staff had early
access to data and resources. We focused on goal setting, elevator speeches, and a growth mindset.

Curriculum and instruction were reviewed to set alignment between the newly revised Forward Blueprints to
ensure content wasn't covered at a point past the WI Forward assessment while also avoiding a crash course right
before the test, which doesn't allow for information to go from working memory to long-term memory.

Professional development leading up to the WI Forward assessment supported teachers, and the Rule of 3 was
used to revisit key initiatives, emphasizing a consistent focus on valuable topics and areas.
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Lessons Learned and Best Practices

● Buy-in from district and building administrators was crucial to success, highlighting the need for
commitment from all stakeholders.

● Beginning with the CESA 6 data build at the start of our conversations helped support informed
decision-making and continuous improvement.

● Shifting from static agendas to PDSA Cycles and strategic discussions fostered more effective and
goal-oriented meetings.

● Ongoing professional development enhanced teachers' ability to use data and implement high-effect size
instructional practices.

● The work of strategic abandonment allowed the phasing out of less effective practices, which allowed for
the reallocation of resources and time where needed.

● Continuous improvement was maintained through feedback loops like Plus/Deltas, Parking Lots, and
ongoing conversations around critical topics.

● Utilizing a GANTT Chart provided a transparent, intentional plan for professional development and critical
initiatives.

These best practices set a strong foundation for sustained improvement and enhanced student outcomes.

Conclusion
North and South Middle Schools successfully implemented data-driven strategies, including PDSA Cycles (Official
and Unofficial), professional development, and effective feedback systems, leading to significant growth in student
performance. The concept of strategic abandonment helped phase out "clutter" and ineffective practices,
reallocating resources to more impactful strategies.

Strategic planning and preparation for the WI Forward assessment were integrated from the start of our time at
both schools. During this preparation, we focused on goal setting, curriculum alignment, and professional
development. These efforts helped align a continuous improvement and collaboration culture, utilizing data to
refine instructional practices and enhance student outcomes.

Moving forward, implementing the PDSA Cycles at the classroom level while maintaining a data-literate culture
would be beneficial to continuing and sustaining these achievements.

To learn how we can help you transform your district or school with
data-driven strategies, contact us today.
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Addendum: Additional Note Support for 24-25 School Year

Meeting 6.17.24:
Helped North with the beginning of their GANTT Chart and CT Template for the 24-25 School Year.
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North CT Agenda 24-25 School Year
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