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Knowledge is Opportunity

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

2



Our Vision
Create a world of opportunities 

for every learner.
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Our Mission
Lead and empower the education 

community to ensure that all learners 
realize their full potential.



We know schools because 
we are in schools



Learning Targets
1. Re-examine the deep yet simplified continuous 

improvement process
2. Review knowledge of the Envisioning, Planning, 

and Implementing Phases
3. Incorporate Special Education Goals
4. Explore Evaluating Phase
5. Evaluate and revise your Improvement Plan 



WHY?
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All Schools 
North Dakota Century Code 15.1-07-26 indicates that:

Between January first and June thirtieth of every even-numbered year, the board of
each school district shall invite the public to participate in a planning process
addressing the effects that demographics might have on the district in the ensuing
three-year and five-year periods, and specifically addressing potential effects on:

a. Academic and extracurricular programs; Continuous 
Improvement Plans can be included here -themes and objectives
b. Instructional and administrative staffing; Continuous 
Improvement Plans can be included here -themes and objectives
c. Facility needs and utilization; and - initiatives
d. District tax levies.

https://protect-us.mimecast.com/s/szxcC73nYNFNZ6wu8uaZt?domain=legis.nd.gov
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All Schools 
Beginning May 1, 2020, school districts and Special Education 
Units will partner together to begin reporting their Continuous 
Improvement efforts. Special Education unit information will be 
integrated into school district and building information.
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Targeted Support Schools 
ESSA dictates that districts ensure a plan (Strategy Map) must be 
developed and implemented in partnership with stakeholders 
(including school leaders, teachers, and parents). 

The school level continuous improvement plan created on the 
Cognia eProve platform must address these items:

(1)   Be informed by student performance against state 
determined long-term goals

(2)   Include evidence-based interventions.
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Comprehensive Support Schools 
Along with Targeted Support Strategy Maps, Comprehensive Support 
Strategy Maps are developed with stakeholders (including school leaders, 
teachers and parents). 

The school level continuous improvement plan created on the Cognia eProve 
platform must address these items:
(1)   Be informed by student performance against state determined long-
term goals

(2)   Include evidence-based interventions - Evidence based interventions 
should be imbedded into an initiatives portion of the plan.

(3)   Include school-level needs assessment; and 

The needs assessment should its own Theme in the Strategy Map. 
(4)   Address resource inequities.



Cognia Continuous 
Improvement System
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Continuous 
Improvement 
System

Planning

Implementing

Evaluating

Envisioning



Guiding Principles

• Move to strategic thinking

• Engage in futures thinking 

• Align to the Cognia continuous 
improvement system

• Use a theory of action to continuously 
evaluate 13



Strategic 
Thinking

Promotes 
creative 
thought 
process

Envisions 
potential 
futures Requires 

analysis 
and 

synthesis

Strategic Thinking

Strategic Thinking is used to 
strategically plan.

Strategic Thinking helps to 
see the big picture and the 
operational implications.
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3-5 years 
ahead

Four primary 
areas

Informed
reflection 

Disruptors
Patterns
Trends

Multi-
disciplinary 
approach

Futures Thinking

Futures Thinking helps to 
identify the dynamics that 
are creating the future and 
to determine their potential 
impact.

Assumptions about the 
future should be challenged 
and explored.
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“Continuous Improvement is…

…an embedded behavior within the culture 
of a school (institution) that constantly 

focuses on the conditions, processes, 
and practices that will improve 

teaching and learning.”  
- Elgart, 2016
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Theory of Action

It is an evidence-based story that explains the 
specific changes an institution intends to 

make to improve or reach its desired state.

(Adapted from Center for Educational Leadership, University of 
Washington, College of Education)
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Outputs
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Output of Planning Phase – Strategy Map



Output of Planning Phase – Annual Improvement Plan



Output of Implementing Phase – Annual Implementation Plan



Overall Output – Theory of Action 



A quick summary…



What do you 
remember? 
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Creating your plan for 2020-2021



ENVISIONING PHASE

“Change takes time, 
forethought and 

knowledge, as well as an 
envisioned goal.” -Embry
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Subphase 1:  Determine the current reality 
Subphase 2:  Explore the future
Subphase 3:  Synthesize results

Phase One: Envisioning
Phase 1: Envisioning



Phase 1: Envisioning

Determine the 
current reality

Explore the 
future

Synthesize 
Results

• Understand reality from three 
perspectives

• “See” what lies ahead

• Determine priorities/strategic 
themes

• Ensure alignment



Phase 1: Envisioning

Determine 
current reality

Explore the 
future

Synthesize 
Results

• Understand reality 
from three perspectives
• The learners
• The institution
• The community 

KEY TIPS 
• Ensure information is 

relevant to the stakeholders
• Make information quickly 

accessible
• Focus on current information 

(not older than one-two 
years)
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• Decide what information is most relevant and accessible for 
review for each stakeholder group. 

• Analyze the information sets to determine what was learned 
for each stakeholder group. 

• Pinpoint connections from the analysis to identify topics or 
themes about your institution's current reality.

Determine Current Reality - Subphase 1 



Determine Current Reality  





Phase 1: Envisioning

Determine 
current reality

Explore the 
future

Synthesize 
Results

See what lies ahead

KEY TIPS 
• Read future trends literature 

from professions outside of 
education

• Talk to learners of all ages to 
ask what they think

• Think in terms of new ideas 
that might disrupt the norm

• If nothing surprises the team, 
then the team might be missing 
something
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Explore the Future – Subphase 2
• Discuss the future trends’ impact on education

• Gain insight into how stakeholder groups will be impacted by 
those trends 

• Determine which trends become priorities to address

• Use the results to make informed conclusions about the 
current reality
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Guidelines for Vision, Mission, and Beliefs (page 30)

300 CHARACTER COUNT



How do you collect 
the data? 

What data do you 
still need? 

Tools that can help!
• eleot®
• surveys & inventories
• diagnostics
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DID YOU THINK ABOUT THIS?

Schools may access their long term goals through the 
following steps:
Navigate 
to: https://insights.nd.gov/Education/MapSearch
Search for their school.
Click on “School Improvement” on the left-hand 
Navigation
Select “Long Term Goals”Goals”

39
https://padlet.com/amcvey4/ndschoolimprovement

https://protect-us.mimecast.com/s/EVYUCrkEBytZn3Au70YT8?domain=insights.nd.gov
https://padlet.com/amcvey4/ndschoolimprovement


What is your 
current reality… 
NOW? 
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Has the future 
changed? 
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Phase 1: Envisioning

Determine 
current reality

Explore the 
future

Synthesize 
Results

• Determine 
priorities/strategic 
themes

• Ensure alignment

KEY TIPS 
• It is okay if there is not a match 

or connection for every trend 
and current reality item. 

• It is possible to have multiple 
priorities per trend
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STEP 2  Strategic Themes and Priority Statements Template 
(page 29)
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Strategic Themes and Priority Statements Template (page 29)



Synthesize Results – Subphase 3
• Ensure all guiding principles align with the institution’s new priority 

statements. 

• Revise the institution’s vision, mission, and set of beliefs to align with 
priorities 

• Use your identified future trends and impacted stakeholders to 
connect your institution’s future priority statements. 

• Think about the big idea or strategic theme for each priority 
statement.





Think about this…
• We are looking for the big 

picture first.
• Did you start with an activity 

or a theme?



What do you see? 



PLANNING PHASE

“It takes as much 
energy to wish as it 

does to plan.” 
– Eleanor Roosevelt
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Subphase 1:  Use priorities to create objectives and identify critical initiatives 
Subphase 2:  Identify outcomes and key measures for each critical initiative
Subphase 3:  Develop strategy map
Subphase 4:  Develop the annual plan

Phase Two:  Planning 



Create 
objectives and 
identify critical 

initiatives

Identify 
outcomes and 
key measures

Develop 
strategy map

Develop 
annual plan

• Turn priorities into objectives
• Determine critical initiatives

• Determine anticipated results 

• Create visual representation of 
long-term direction

• Prioritize focus for coming year
• Develop annual improvement 

plan

Phase 2: Planning



Objectives and Key Measures Template (pages 40-42)

Planning: Subphase 1 and 2 –
Create Objectives and Identify Critical Initiatives and 
Identify Outcomes and Key Measures 

“How we will achieve the priority?”



• an “output” of the priority 
statement and its strategic 
theme.

• a statement representing 
intended outcomes of long-
term direction.

• One objective per theme
• similar to a goal statement.
• written to answer the 

question, “How are we going 
to achieve the priority?”

An objective is…

Sample Objective for 
County High School

• Provide students with relevant 
learning experiences that 
require their use of 
technology 



• are evidence-based practices
• guide the implementation of actions to 

achieve objectives
• are sometimes referred to as a strategy
• can be multiple per objective
• are written “high level” for this phase 

(remember these appear on the 
Strategy Map)

• are evaluated for their effectiveness
• answers “what we’ll do…”

Critical Initiatives …
Sample Critical Initiatives
• Provide professional 

learning sessions on 
relevant activities and 
technology integration

• Gather and analyze data 
on students’ needs and 
interests



Create Objectives and Critical Initiatives 



• answer the question, “what 
will we strive to achieve 
from the critical initiative?” 

• consider the reality and future 
to determine what should be 
achieved.

• align to one critical initiative.
• appear on the Theory of 

Action. 

Intended Outcomes…

Sample Intended Outcomes
• Teachers will gain knowledge 

on technology integration and 
relevant learning activities.

• Students are more engaged 
in their learning.



• answer the question, “what 
do we believe will be 
successful when the critical 
initiative is executed?”

• are similar to rationale 
statements (but not quite the 
same).

• are the underlying beliefs for 
the intended outcomes and 
critical initiatives.

• are used in the Evaluating 
Phase (Theory of Action).

Assumptions…
Sample Assumptions
• Professional learning is an 

effective approach to improve 
teachers’ instructional 
delivery.

• More engaged students will 
lead to readiness for their 
next levels (or futures).



• are indicators that track the 
progress of each critical 
initiative

• can be multiple to measure 
each critical initiative

• appear on Strategy Map and 
Theory of Action

• are not stated like “60% of 
students..”

• answers, “how we’ll know if 
we’re achieving the 
objective”

Key Measures…

Sample Key Measures
• Classroom observations
• Teachers and students’ 

feedback data
• Student engagement survey
• Student performance on 

projects and other student-
focused activities





Critical 

Initiatives

Intended 

Outcomes

Assumptions Influential 

Factors

Key 

Measures

PRIORITY: Ensuring students have learning activities to use 
technology to prepare them for their future jobs/careers.

Objective: Provide students with relevant learning experiences that require their use of technology.

STRATEGIC THEME: Transition 
Readiness

Objectives and Key Measures Template (page 41) 

= what is in platform, as well as what we are focused on for activity



What do you see? 



LUNCH
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Learning Targets
1. Re-examine the deep yet simplified continuous 

improvement process
2. Review knowledge of the Envisioning, Planning, 

and Implementing Phases
3. Incorporate Special Education Goals
4. Explore Evaluating Phase.
5. Evaluate and revise your Improvement Plan 



Incorporating 
Special Education 
Goals



Special Education Goals 
https://padlet.com/amcvey4/ndschoolimprovement

https://padlet.com/amcvey4/ndschoolimprovement


What do you see? 



Subphase 1:  Design implementation plan
Subphase 2:  Assign and communicate Responsibilities
Subphase 3:  Enact and monitor progress

Phase Three: Implementing



IMPLEMENTING PHASE
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It's important to 
have a sound idea, 

but the really 
important thing is 

the implementation. 
- Wilbur Ross



Design 
implementation 

plan

Assign and 
communicate 

responsibilities

Enact and 
monitor 
progress

• Make actionable activities, 
timelines, measures

• Determine who is responsible
• Decide on targets

• Conduct progress monitoring, 
make adjustments

• Keep stakeholders informed, 
involved

Phase 3: Implementing



Annual Implementation Plan Template (page 55)

Other Resources for Phase 3:
Stakeholder Responsibility Card  (page 57)
Progress Monitor Card Template (page 59)



PRIORITY: Ensuring students have learning activities to use 
technology to prepare them for their future jobs/careers.
Objective: Provide students with relevant learning experiences that require their use of technology.

STRATEGIC THEME: Transition 
Readiness

Critical Initiative Activities Activity Measure

Provide professional 
learning on relevant 
activities and technology 
integration

Survey staff on professional learning 
needs

Data from staff survey

Identify and establish  professional 
learning  plan/calendar

Professional learning calendar 
with outcomes

Provide professional learning Professional learning digital 
portfolios and classroom 
observations

Example Activities and Activity Measures for County HS



What do you see? 



Subphase 1:  Determine impact of critical initiatives
Subphase 2:  Judge the success of the annual plan
Subphase 3:  Address the implications for future work

Evaluating



EVALUATING PHASE
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One of the great 
mistakes is to judge 
policies and programs by 
their intentions rather 
than their results. 
-Friedman



Determine 
impact of 

critical  
initiatives

Judge success 
of annual plan

Address 
implications for 

future work

• Determine results
• Verify implementation fidelity

• Describe findings

• Make informed decisions

Phase 4: Evaluating



SUBPHASE 1 

Determine the Impact of Critical Initiatives
Examine Outcomes in Relationship to Inputs
Analyze findings to determine the success of the critical initiatives

• What issues/conditions where problematic? 
• What if anything has changed? 
• Did the outcomes data indicate success? 
• Was the proposed solution executed as planned? 
• Are there other explanations that might explain the results?



SUBPHASE 2

Judge the Success of the Annual Plan

Make Recommendations for future work based on the success 
and/or failures of the most recent year. 

• Do the outcomes tied to the critical initiatives align to our overall 
plans? 

• Did we make progress toward our objective base on the strategic 
themes? 



SUBPHASE 3

Address Implications for Future Work
Consider how work guided by the Annual Improvement Plan 
connects to the long-term objectives of the institution. 

• How should this year’s findings influence next year’s plans? 





What do you 
remember... 
NOW? 
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Learning Targets
1. Re-examine the deep yet simplified continuous 

improvement process
2. Review knowledge of the Envisioning, Planning, 

and Implementing Phases
3. Incorporate Special Education Goals
4. Explore Evaluating Phase.
5. Evaluate and revise your Improvement Plan 



NEXT STEPS
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All Schools 
Between January 1 and June 13 of every even-numbered-
year the board of each school district shall invite the 
public to participate in a planning process addressing the 
effects that demographics might have on the district in 
the ensuing 3-year and 5-year periods, and specifically 
address protentional effects on:
a.  Academic and extracurricular programs
b.  Instructional and administrative staffing
c.  Facility needs and utilization
d.  District tax levies
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All Schools 
Beginning May 1, 2020, school districts and Special Education 
Units will partner together to begin reporting their Continuous 
Improvement efforts. Special Education unit information will be 
integrated into school district and building information.
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Targeted Support Schools 
ESSA dictates that districts ensure a plan (Strategy Map) must be 
developed and implemented in partnership with stakeholders 
(including school leaders, teachers, and parents). 

The school level continuous improvement plan created on the 
Cognia eProve platform must address these items:

(1)   Be informed by student performance against state 
determined long-term goals

(2)   Include evidence-based interventions.
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Comprehensive Support Schools 
Along with Targeted Support Strategy Maps, Comprehensive Support 
Strategy Maps are developed with stakeholders (including school leaders, 
teachers and parents). 

The school level continuous improvement plan created on the Cognia eProve 
platform must address these items:
(1)   Be informed by student performance against state determined long-
term goals

(2)   Include evidence-based interventions - Evidence based interventions 
should be imbedded into an initiatives portion of the plan.

(3)   Include school-level needs assessment; and 

The needs assessment should its own Theme in the Strategy Map. 
(4)   Address resource inequities.
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All Schools 
North Dakota Century Code 15.1-07-26 indicates that:

Between January first and June thirtieth of every even-numbered year, the board of
each school district shall invite the public to participate in a planning process
addressing the effects that demographics might have on the district in the ensuing
three-year and five-year periods, and specifically addressing potential effects on:

a. Academic and extracurricular programs; Continuous 
Improvement Plans can be included here -themes and objectives
b. Instructional and administrative staffing; Continuous 
Improvement Plans can be included here -themes and objectives
c. Facility needs and utilization; and - initiatives
d. District tax levies.

https://protect-us.mimecast.com/s/szxcC73nYNFNZ6wu8uaZt?domain=legis.nd.gov
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All Schools 
Beginning May 1, 2020, school districts and Special Education 
Units will partner together to begin reporting their Continuous 
Improvement efforts. Special Education unit information will be 
integrated into school district and building information.



89

Targeted Support Schools 
ESSA dictates that districts ensure a plan (Strategy Map) must be 
developed and implemented in partnership with stakeholders 
(including school leaders, teachers, and parents). 

The school level continuous improvement plan created on the 
Cognia eProve platform must address these items:

(1)   Be informed by student performance against state 
determined long-term goals

(2)   Include evidence-based interventions.
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Comprehensive Support Schools 
Along with Targeted Support Strategy Maps, Comprehensive Support 
Strategy Maps are developed with stakeholders (including school leaders, 
teachers and parents). 

The school level continuous improvement plan created on the Cognia eProve 
platform must address these items:
(1)   Be informed by student performance against state determined long-
term goals

(2)   Include evidence-based interventions - Evidence based interventions 
should be imbedded into an initiatives portion of the plan.

(3)   Include school-level needs assessment; and 

The needs assessment should its own Theme in the Strategy Map. 
(4)   Address resource inequities.
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All Schools –
COMMUNICATING THE RESULTS
At the conclusion of the planning process, the board shall 
prepare a report, publish  a notice in the official 
newspaper of the district indicating the report is available 
and make report available upon request



Utilize the inFocus Guidebook in conjunction with eProve™ 
strategies to complete your work

• WHAT HAPPENS/WHAT TO DO - The Continuous Improvement 
Team

Communicate with your stakeholders, use your outputs
• Strategy Map
• Annual Improvement Plan
• Annual Implementation Plan

Ask Questions!

STRATEGIES PROCESS & PLATFORM



EVALUATE 
& REVISE
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