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	Introduction


Where Are We Now?

The District Data Team Toolkit is based on the Data-Driven Inquiry and Action Cycle. The Cycle provides the structure that takes data use within the district from asking the right questions to getting results. It is an iterative process in which the district acts on data to support continuous learning and improvement. The Toolkit uses the steps of the Cycle to structure a progression through the model—you are now in Module 1: Getting Ready.
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This module introduces district leaders to the purpose and role of a District Data Team in building a district-wide culture of data use. It provides guidance on how to establish a District Data Team and address some of the functions that will help the Team organize for success. By addressing these basic functions, the Team will then be able to engage in a meaningful data-driven inquiry process (outlined in modules 2–6).
Module Objectives

The Getting Ready module will help a district: 
· Set the vision for data use across the district
· Build a culture of inquiry to promote systemic data use
· Establish a District Data Team to drive this work
· Build data literacy
· Understand types of data that inform inquiry

· Establish systems and policies to inventory, collect, and disseminate data

· Manage the change process
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	Functions of a District Data Team


What Is a District Data Team?

A data team can generally be defined as a group of educators collaboratively using data to identify and understand opportunities for improvement, then working together to make changes that get measureable results. Using protocols for collaborative inquiry, the group follows a process in which members prepare, implement, and reflect on data-informed actionable goals.

This simple definition can be applied broadly at many levels within a district. At the classroom level, teachers use data to identify student learning problems and work together to plan instructional changes that will yield improvements in learning. At the school level, principals and school improvement teams use data to identify goals to drive improvements in the ways teachers collaborate and learn, thereby improving results for all students. Within a district office, many departments and leaders use data to make decisions regarding the management and efficiency of their particular responsibilities. 
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However, a District Data Team is one that has a unique position from all of the others. By definition, district leaders have unique perspectives on the operations of the district and correspondingly distinct responsibilities to make decisions that will have maximum benefit for the entire system. For these reasons, it is wise to establish a District Data Team that intentionally and strategically analyzes data from a wide variety of sources, triangulating and cross-referencing evidence as much as possible to gain new insight on the work taking place in service of teaching and learning. The Team can then use this new knowledge to make informed decisions, while also setting the course for inquiry and data use by all other teams in the district. 
In addition to conducting its own inquiries, a District Data Team is responsible for establishing the supports necessary for everyone throughout the district to create and sustain a culture of inquiry and data use. To do this, a District Data Team fulfills five essential functions.

	Five Key Functions of a District Data Team

	Vision and Policy Management
	Creating and articulating the vision, setting and modeling expectations, and implementing and upholding policies for data use in the district.

	Data Management
	Identifying data to be collected, managing data infrastructure and access, and designing meaningful data displays.

	Inquiry, Analysis, and Action
	Developing focusing questions and analyzing data to make district-wide decisions about curriculum, staffing, resources, and professional development.

	Professional Development
	Providing training and professional development to support district departments, principals, school data teams, and teachers to use data.

	Communication and Monitoring
	Communicating district-level focusing questions and findings throughout the district. Monitoring the school-level use of data, as well as goals and action plans to identify trends and patterns.


These functions are interconnected. In order to build a vibrant culture of inquiry and data use, a district must ensure that all functions are addressed. For example, an effort to establish high quality common planning time can be hampered by a lack of access to periodic assessment data. Conversely, the rollout of a data warehouse or other method for reporting data within a district can fall flat if the end users are not trained on how to access the information. However, it is better for a district to focus on building capacity in one area and do that well, rather than attempting to launch work in all five realms at once. Part of the work of a District Data Team is to determine the needs of the district and which function(s) should be the immediate priorities for the Team to address. 
The majority of the guidance in this Toolkit focuses on supporting a District Data Team with Inquiry, Analysis, and Action and Communication and Monitoring. Some aspects of the Toolkit provide initial support for Vision and Policy Management and Data Management.
	
	Activity 1.1 Functions of a District Data Team

This activity will help a district begin thinking about the role(s) the District Data Team will fill and who should serve on the Team.
(1.1.1T: Functions of a District Data Team)
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	Building a Culture of Inquiry and Data Use


What Is a Culture of Inquiry?

Developing a culture that uses data to make decisions is a difficult task. Simply providing data is not enough. Mandating meetings to analyze benchmark test results rarely causes the improvements we hoped to get by implementing the assessment in the first place. 
To make the most of the data available within a district, there must be something more. In highly successful data use initiatives, there is a cultural shift that causes people to want to work differently, where teams of educators will meet regularly to analyze data, ask questions, and dig deeply to understand and fix problems. In all cases, there is a process that drives this kind of work and collaboration.
Having a culture of inquiry means having people within a district who are regularly asking questions about what all students should know and be able to do, how best to teach content and skills, and what student demonstrations will be acceptable ways to measure learning. The leadership that a District Data Team can provide is central to creating this district-wide culture of inquiry. 

The modules in this Toolkit will help a district establish or enhance its District Data Team, as well as build the foundations to create a culture of inquiry and data use. One key to creating this culture is to understand what might be getting in the way of the district developing a thriving culture of inquiry and data use. Debra Ingram (2004)
 and others uncovered seven barriers to the use of data to improve practice:
Cultural Barriers:

1. Many teachers have developed their own personal metric for judging the effectiveness of their teaching, and often this metric differs from the metrics of external parties, e.g., state accountability systems and school boards. 
2. Many teachers and administrators base their decisions on experience, intuition, and anecdotal information (professional judgment), rather than on information that is collected systematically. 
3. There is little agreement among stakeholders about which student outcomes are most important and what kinds of data are meaningful. 

Technical Barriers:

4. Some teachers disassociate their own performance and that of students, which leads them to overlook useful data. 
5. Data that teachers want about “really important outcomes” are rarely available and usually hard to measure.
6. Schools rarely provide the time needed to collect and analyze data.

Political Barriers:

7. Data have often been used politically, leading to mistrust of data and data avoidance.
Understanding which of these barriers is most salient in the district can help the Team strategize on the best way to engage more stakeholders. However, the Team must also consider whether these are actual barriers, or symptoms of something else. The section on Managing the Change Process provides additional guidance for engaging stakeholders in an initiative to increase use of inquiry and data in the system.
	Activity 1.2 Barriers to Effective Data Use

Use this activity to begin thinking about the challenges the Team will address to improve data use in the district. 

(1.2.1T: Barriers to Effective Data Use)
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A Vision for Data Use
In order for a district to shift from being an efficient generator and collector of data to an organization that translates data into information to guide improvement, a broad effort and a clear, shared vision are required. A shared vision sets a common goal and direction for the work of all involved. A vision that specifically addresses data use in the district can serve to connect the various functions that a District Data Team fills, as well as connect the Team to other district efforts, so they don’t stand as silos, but rather work together as pillars to sustain a culture of inquiry and data use. Without a clear vision for inquiry and data use that is broadly understood throughout the district, the related supports and tools may still be viewed as disconnected from other district initiatives, and from important work at the school and classroom levels. 

A vision statement is one that takes into account the mission of the district and describes how things will look in the future if the Team’s work is successful. Hallmarks of a clear and vibrant vision
 include:
· The vision is reflected in the district’s strategy and corresponding use of resources
· Everyone in the system gives the same responses to important questions, like “why is data use important to teaching and learning?”
· Stakeholders demonstrate shared belief, collective clarity, ownership, and energy for the work at hand
· People are inspired to look beyond quick fixes and dig into real challenges
· People are able to look beyond smaller challenges and focus on what is really important
The district likely has a mission statement that answers the question, “Why do we exist?” and serves as a clear statement of purpose for everyone in the district. At its core, the statement puts a stake in the ground and declares why you exist—to educate children.

A district vision statement for data use should derive from the district’s overarching mission and vision. It will have a slightly different tone that focuses on data use, while still connecting in some way to improving performance, taking action, or doing things differently than they have been done in the past. The vision statement should define the future so it can serve as a guidepost for all data use efforts.
If there are people anywhere in the district who aren’t sure of what data are available, what actions data should inform, or why certain data are even collected, this may be a sign that the district lacks a clear and shared vision for data use. Consider for a moment the data use in your own district. 
· How prepared are principals to use inquiry and data to inform their own work? 
· How prepared are principals to lead their staff and teachers in inquiry and data use? To what extent do they actually do this?
· How prepared are staff and teachers to use inquiry and data to inform their work? To what extent are they actually engaged in data use?

· To what extent can principals, teachers, and others in the district articulate how data inform their practice and further the district’s mission for educating its students?

	Activity 1.3 Vision for Data Use
Open the Vision for Data Use document and complete the activities to either assess the district’s existing vision for data use, or craft a new one.
(1.3.1T: Vision for Data Use)
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	Establishing a District Data Team


Data Team Composition

In conducting the work to this point, several people have probably contributed who will serve as members of the District Data Team in a sustained capacity. Now that the functions of the Team are understood and there is a strong vision for data use across the district, it is time to formalize the Team into a functioning entity.

Using the results of 1.1.1T: Functions of a District Data Team and 1.3.1T: Vision for Data Use as a guide, identify the departments and people who will be essential in helping the District Data Team fulfill all five key functions necessary to support data use in the district, which were previously noted in this module.
Depending on the size and composition of the district departments, you may need to involve people from several different departments. Finding the right people to fill each post on the Team may be challenging if they have not participated in the process to this point. As potential members or department heads who have not participated previously are communicated with, consider sharing the District Data Team’s vision statement to help them understand the importance of their participation.

When assembling a District Data Team, it is important to think strategically about who will be on the team and why. The following questions provide some guidance:

· What are the perspectives and expertise needed to fulfill the District Data Team’s vision and priority functions?

· Who is familiar with and/or supportive of using inquiry and data to inform decisions?

· Who has solid skills in analyzing and explaining data?

· Who has credibility with stakeholders and can champion inquiry and data use with others?

· Whose participation would help the Team address current barriers to effective data use? (Note that this could lead the Team to include individuals who might be hesitant or resistant to processes of inquiry and data use, not just those who are already on board)

· Who thinks creatively and can share a fresh out-of-the-box perspective on both analysis and action planning?
· Who has a solid understanding of programs, initiatives, and other efforts taking place across the district?
· Who has a deep commitment to improving the learning of all students and the practice of all adults involved in educating them?

· Who understands the concepts of team, consensus, and unified messages?

· Who is likely to be able to commit time and energy to a multi-year effort to establish and maintain a district-wide culture of inquiry?
The most effective District Data Teams have members who want to support the inquiry process through the use of data and are broadly representative from a district perspective. 
The District Data Team must be led by a data champion. This individual should have the positional authority and credibility to ensure:
· The District Data Team has the resources and supports necessary to function effectively
· The work of the District Data Team is understood and visible to others in the district

· The work of the Team will be acted upon
The Team must also have a data manager who is in charge of the more technical aspects of the work, such as:
· Coordinating data use throughout the district
· Establishing systems to ensure the cleanliness and quality of the data
· Integrating different data systems
· Ensuring all users are using the same data dictionary and terminology
It is also critical that the superintendent shows support for the inquiry process and the work of the District Data Team by modeling data use and visibly responding to the needs of the Team. 
Core Data Team members will be determined within the context of the local setting, but could include: 

· Data champion (chairperson) 

· District-level data manager
· Director of pupil personnel services/special populations

· Assistant superintendent for instruction

· Director of assessment, research, and evaluation

· Directors of elementary and secondary education

· Literacy and mathematics coaches

· Special projects coordinators, e.g., SLCs

· Principals, lead teachers, or other school-based faculty

While broad representation is important, it is also essential that the Team not be too large. One approach is to form a core Data Team of six to eight members who will do most of the collection, analysis, dissemination, and coordination work, and establish a more broadly representative group of adjunct Data Team members who will provide input in specific areas and general feedback to the core group.
The Adjunct Data Team members could include:

· Subject-area directors

· School-level data team chairs

· Principals

· Grants director 

· Union leadership

· School board member

· Parent association representative

· Teachers and other school-based faculty

Remember to provide administrative support for the Team’s work, which might include taking notes at Team meetings, producing materials, and generating specific data displays.
Launching the District Data Team

Prior to beginning the district-wide inquiry process, the District Data Team must get organized and begin to build its capacity to drive inquiry throughout the district. Some initial steps many districts have found useful are noted here.
1. Obtain clearly stated and visible support from the superintendent–in both written and oral communications.

2. Meet with district administrators to clarify the purpose of the initiative, how it relates to the district’s mission and goals, the role of the Data Team, and the Team’s decision making authority.

3. Establish clear relationships and lines of communication among the Data Team and other teams at the district and building levels, e.g., district leadership team, school improvement teams, departmental teams, grade-level teams, or professional development teams.

4. Organize itself to do the work by:
· Agreeing to always set an agenda for Team meetings that clearly delineates intended outcomes or products expected as a result of the meeting
· Establishing group norms and using protocols to structure conversations

· Understanding that there will be a learning curve for the Team and that the Team shouldn’t address too many essential questions at the outset

· Agreeing to delegate tasks and expect timely completion

· Expecting members to work between meetings to complete tasks
5. Build the District Data Team’s capacity before building the capacity of the school-level data teams and the district-level staff. The District Data Team should:
· Continue to build shared values and refine a common vision for the inquiry process and data use at the district and school levels
· Participate in ongoing professional development activities to build its capacity to use data and function constructively as a team
6. Provide adequate time for the Team to understand, develop, and complete its work. Time is the dearest resource in a school or district, and insufficient time will sorely limit the Team’s effectiveness. 

· Data Team members need enough time to share information, generate understanding, and determine next steps

· Data Teams need uninterrupted, protected time for collaboration, in addition to time for capacity building, professional development, and collaboration with the school-level data teams (more time will be necessary during the launching phase than in subsequent phases)
	Activity 1.4 Data Team Meetings

The Norm Setting Protocol will help the Team articulate and agree on ways of working together in order to foster risk-tasking and effective communication during tricky conversations. The templates provide models for agendas and capturing meeting minutes, in order to assure productivity and high-quality communication during and after meetings.

(1.4.1T: Norm Setting Protocol)
(1.4.2T: Data Team Meeting Agenda)

(1.4.3T: Data Team Meeting Minutes)
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	Taking Stock


Taking Stock of Current Data and Processes

Before a newly established District Data Team dives into a process of inquiry, it should first take stock of a few key elements related to data use in the district. Given the Team’s functions of data management and professional development in particular, it should consider what is being done to promote data literacy district-wide, as well as document what data are available to whom and when.
Types of Data That Inform Inquiry 
Often when people think of data, they think of numbers, and particularly student assessment data. However, data refer to a much wider range of evidence and include any factual information (as measurements or statistics) used as a basis for reasoning, discussion, or calculation.

Any data team, but a District Data Team in particular, has a responsibility to consider data from multiple sources in order to gain an understanding of the quality of work being done in service of teaching and learning—not only in the classrooms, but in all areas of the district. The Team can increase the validity of its inferences and conclusions if it taps a variety of data sources to provide more information about the question being investigated. This may involve comparing different forms of the same type of data, such as results from different types of assessments. Alternately, the Team may compare two entirely different types of data, such as comparing achievement to the length of time a student has been enrolled in the district, or the length of time the student spends travelling to school. 
The graphic below, based on the work of Victoria Bernhardt
, outlines four primary domains of data: student outcomes, demographics, perceptions, and school (or district) processes. This lens highlights the fact that student achievement data provide only one view on the work of a district. The Data Team must also analyze data related to processes such as hiring, procurement, and even facilities maintenance, or perceptions of stakeholders, in order to gain new insight on the supports needed from the district to take teaching and learning to the next level. This may mean looking for data in forms other than numbers that can be easily counted, and also considering data generated by what one sees (such as through Learning Walkthrough site visits) or hears (such as through stakeholder surveys and focus groups). 
This diagram also describes the interaction of data from the four primary domains and the kinds of inferences that can be drawn from the intersections. 
Adapted from: Bernhardt, V. L. (2004). Data Analysis for Continuous School Improvement. Larchmont: Eye on Education
It is important to note that of these four domains, only one can be directly modified by a District Data Team (or anyone else, for that matter), and that is processes. It is only by changing the way adults interact and conduct business that a district can hope to shift the evidence it sees in the realms of demographics, perceptions, and student outcomes.
Data Inventory

With this lens of the four domains, the District Data Team can inventory the data available in the district, when they are available, how readily they can be accessed by the Team for consideration in the inquiry process, and how they are being used in service of teaching and learning. Completing this inventory serves multiple functions. It can help a district:

· Gain a clearer picture of the data currently available to guide inquiry at all levels in the district, and how they are being used
· Identify data that are being collected, but that are not necessarily well-used

· Identify redundancies in data collection that could be eliminated 

· Identify additional data elements needed to address district and school improvement and inquiry processes
· Communicate expectations for what to do with particular data

The data inventory provides a framework to collect both district-wide and school-based data. School-based data are not necessarily collected in other schools in the district. These data, such as those generated through use of a commercial off-the-shelf assessment or screening tool, or a school-designed survey for families, can provide some value to district inquiry processes since they can shed light on how a particular school functions. Yet school-based data also have their limitations, most significantly that they do not enable “apples to apples” comparisons to other schools. 
In promoting a district-wide culture of inquiry and data use, a district should consider the benefit of promoting and analyzing common district-wide data. For example, student assessment data are only useful for district-wide inquiry and analysis if they represent every student across the district in the same relative time span. Examples of common assessments include:

· Statewide tests such as MCAS or MELA-O
· Commercial benchmark assessments or screening tools that are used with all students in a particular population district-wide
· Locally developed assessments such as common mid-terms and finals created by district personnel 
Other forms of common district-wide data include:

· District financial statements
· Human resources tracking systems
· Student transportation information
Common district-wide data allow the Team to examine a snapshot of a given population at a given time, and also help get various stakeholders talking in the same language. 
A data inventory, coupled with expectations for what to do with particular data, can help the district establish standard procedures or processes for what to do with certain data like a benchmark assessment. For this reason, the district might consider sharing this inventory widely with school leaders, teachers, and other stakeholders, as well as referencing it for its own use. The district might also consider having each school complete the inventory, then compare the results across schools. For example, the district may learn that some schools are using a particular assessment that the district would want to expand. Or the district might notice a pattern between the types of assessments used at a school and the achievement results of its students.

	Activity 1.5 Conducting a Data Inventory
This activity will help determine current availability and use of data and will identify additional data elements needed to further the inquiry process. 1.5.2T: Data Inventory Template: SIMS and EPIMS Data is pre-populated with information on these state-wide data elements. 1.5.3R: ESE Data Resources may be useful to reference for information on this and data the state provides for districts.

(1.5.1T: Data Inventory Template)
(1.5.2T: Data Inventory Template: SIMS and EPIMS Data)
(1.5.3R: ESE Data Resources)


Data Collection

For the available data to further the inquiry process, they must be complete, accurate, and timely. Collection and distribution tools and processes need to be efficient and effective to ensure that these criteria are met.

Data collection is people-centered. In order to have complete and accurate information provided in a timely manner, it is essential that the people who are responsible for data collection are well trained and well supported. Successful data collection occurs when those responsible for collecting data:

· Understand and are invested in what the data will be used for

· Understand how the data they collect will be integrated into other systems

· Participate in the creation of and agree to the use of a common Data Collection Practices handbook

· Are adequately trained to complete the task

· Have appropriate tools to support the collection process
· Work in an environment free from distraction
· Are provided the time to collect the data and ensure the data’s integrity
Without this support, it is highly likely that the district will not get valid information, which in turn would detract from its ability to make quality evidence-based decisions.
The District Data Team can contribute to the effective collection and distribution of data by continually monitoring the needs of the district; the effectiveness of the tools in place for data collection, storage, and dissemination; and the training of those who are responsible for data collection and input. One of the most important things that members of the Team can do is listen and respond to the needs of the staff in charge of the data collection process.
	Activity 1.6 Data Collection Self-Assessment


This activity will assist you in describing the tools and systems in place for the collection, storage, and dissemination of data, and in evaluating the effectiveness of these tools and systems.

(1.6.1T: Data Collection Self-Assessment)


Data Dissemination and Access

Collecting complete and accurate data in a timely manner means little if the data are not disseminated for use by stakeholders. It is important for all members of the district community to know what data are available, which data will be disseminated to whom, how the data are to be used, and when the data will be refreshed, e.g., a new set of data produced. Now that the District Data Team has a firm understanding of those factors, the Team can publish this information through a data dissemination schedule.

However, the Team must also pay close attention to who is given access to what data, and why. Federal, state, and local regulations determine who can have access to personally identifiable data. The Massachusetts Department of Elementary and Secondary Education has published guidelines regarding access to data that comply with these regulations. Each district also has privacy policies to inform decisions regarding access to data. Specific access guidelines have been developed by the ESE for the ESE Education Data Warehouse. These guidelines can serve as a model for the development or critique of locally developed guidelines for data access.

Beyond compliance with federal, state, and local data access regulations, the District Data Team must consider the logistics involved in providing appropriate data in a user-friendly and timely manner to those who need it. Faithful use of the data dissemination schedule will ensure that a large segment of the community will be provided with the data that it needs. Some may have access to data through the student information system, while others will gain access through use of the ESE Education Data Warehouse. It is important for the District Data Team to be sensitive to the data needs of the district as a culture of systemic data use evolves, and to act to meet those needs.
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	Activity 1.7 Data Dissemination and Access
The data dissemination activity can help a District Data Team construct and publish a schedule for the distribution and use of major data elements.
(1.7.1R: Data Dissemination Schedule Example)
(1.7.2T: Data Dissemination Schedule Template)
(1.7.3R: ESE Policies for Data Access)


Data Literacy

To effectively use the data available to them, principals, teachers, district-level staff, and the community need certain knowledge and skills. It is particularly important that the members of the District Data Team have competencies in data and assessment literacy. Additionally, each of these stakeholders needs to develop a shared understanding of the purposes and uses of various data as they pertain to their roles in serving students. Stakeholders must understand what data to use when, the uses and limits of specific assessments, ways to interpret and use the various reports produced by those assessments, and specific statistical terminology and calculations used in those reports. A successful District Data Team will take time to ensure that its members have a degree of assessment literacy that sets them up for success not only in their own inquiry processes, but also as they begin to model inquiry and data use for others. 

For each standardized assessment used in the district, there are unique details about test and item construction that must be communicated to and understood by all consumers of the test. This includes teachers, principals, and other staff as they analyze results in preparation to take action, as well as parents and students as they receive reports designed to inform them of specific areas of strength, challenge, and progress toward attaining proficiency in core curriculum standards. 

Methods by which each of these consumers will gain this specialized knowledge need to be well planned and implemented to ensure that the data are used properly and safely in service of students. 

The following tools and sources of information can be helpful in planning ways to improve the level of data literacy in a District Data Team, as well as across the district.

	Activity 1.8 Assessment Literacy

These resources will help a District Data Team develop its assessment literacy, as well as that of other stakeholders in the district.

(1.8.1T: Data Literacy Training Catalog)

(1.8.2R: Assessment Glossary)
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	Managing the Change Process


Why Is Change Management Necessary?
An earlier section in this module provided guidance to reflect on a district’s barriers to the effective use of data to improve practice. These barriers are often symptoms of something else. Richard Sagor (1992)
 suggests that some resistance may stem from the fact that teachers are, for the most part, already doing what they believe is best for their students. Teachers and other district personnel may be slow to adopt a new initiative because they cannot see how it would benefit their students or others for whom they are responsible. They may also feel a sense of loss—for example, of competence—if they are asked to approach their work differently than they have for the last 5, 10, or 20 years. 
When presenting a new initiative designed to develop or enhance a culture of inquiry and the use of data to inform educational decision making, the District Data Team and others who are supporting the initiative must be prepared to manage the stress and push back that will naturally occur. 
The challenge is to both implement the change while also managing the change process. When introducing or enhancing a cultural norm of a truly collaborative learning community—one where all members regularly ask questions about their practice and what more can be done in service of student learning and achievement—the Team must pay attention to the human element, the students and adults who are being asked to approach work differently in order to achieve new outcomes.

What Can a District Data Team Do?
To effectively meet the challenge posed by the change process, the District Data Team must acknowledge that resistance is a natural process and that the District Data Team and others have the power and responsibility to mitigate the negative impact this phenomenon can produce. 

A District Data Team can use the following framework as a guide when introducing the inquiry process district-wide. The guidelines suggest steps that the Team can follow to support school-level data teams and other teams within the district as it initiates the first steps in the collaborative Data-Driven Inquiry and Action Cycle.
Build Awareness

· Build a vision for data use that is grounded in positive student outcomes
· Articulate the vision for district-wide systemic data use clearly and repeatedly with all stakeholders to paint an evident image of how the future will be better if all engage in this work

· Develop and communicate a sense of positive urgency

· Share the structure and function of the District Data Team with school-level teams
Understand Concerns

· Talk openly with staff at all levels in the district about stress they may experience as change is implemented
· Actively listen: solicit and act upon the concerns of staff members to facilitate the change process
· Acknowledge losses that people may feel as they shift established habits and approach their work in new ways
Model the Process
· Lead by example, not by edict
· Publicly demonstrate how the District Data Team is moving toward the vision

· Present the district-level data overview with school-level participants and other district stakeholders
· Design district-level action plans using the Data-Driven Inquiry and Action Cycle
Manage the Process
· Conduct and maintain a data inventory (2.2.1T) that includes school-level data

· Coordinate the upload of local data to the ESE Data Warehouse

· Maintain an up-to-date data dissemination schedule (3.2.2T)
· Disseminate relevant data sets and displays for school-based action
Monitor the Process
· Coordinate district- and school-level focusing questions

· Provide feedback to school-level teams on the effectiveness of the data displays that they construct

· Work with all teams within the district to support the monitoring of their action plans
Build Capacity 

· Develop a broad base of support among all stakeholders

· Lead a discussion of how the vision can be realized through the action of school-level teams
· Involve staff in collaborative and objective analysis of data to answer the high-interest questions that they have developed
· Help schools and district offices form data teams

· Provide support to school-level teams as they utilize the resources of the Toolkit

· Provide professional development to help district personnel build assessment literacy and use relevant data warehouses
· Assist schools as they learn to prepare local data for upload to centralized data warehouses
· Provide professional development activities to build assessment literacy

Celebrate Success
· Positively reinforce movement toward desired goals for a culture of inquiry and data use as well as improved student achievement
Over time, with patience, perseverance, and strategic action, the District Data Team can help the district as a whole establish and/or enhance a cultural norm in which inquiry and data use is a regular part of everyone’s work, where data are regarded as impartial evidence that can spark a question, trigger an idea, or measure a result.
	Activity 1.9 Managing and Understanding Change

This protocol can help a District Data Team gain a better understanding about the concerns of stakeholders as it engages in this work.

(1.9.1T: Managing Change and Understanding Concerns Protocol)
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	Module Summary


This module explores the roles and functions of a District Data Team to set the course for data use in the district and support the establishment of a culture of inquiry. It discusses the value of a vision statement for data use and provides guidance on how to create or refine one. Setting and communicating the vision for how the district will use data to make decisions is key to success with the inquiry process outlined in the remainder of the Toolkit’s modules.
The module also addresses data management activities that provide a foundation for a culture of inquiry and data use, such as tracking the data that are being collected in the district, who is using the data and how.

Any new initiative or way of approaching the work of teaching and learning will likely take some time to gain traction. Taking some time to consider how the district will manage the change process and address the uncertainties felt by stakeholders can go a long way toward promoting the success of the District Data Team’s efforts.
If you have not yet done so, consider administering the District Data Team Self-Assessment at this time (0.2.1T). It will help the Team identify its strengths and challenges related to an inquiry process, providing guidance on how to use the remaining resources in the Toolkit.
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District Data Team Toolkit





The challenge is to both implement the change while also managing the change process.
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Without a clear vision for inquiry and data use that is broadly understood throughout the district, the related supports and tools may still be viewed as disconnected from other district initiatives, and from important work at the school and classroom levels.





The data inventory provides a framework to collect both district-wide and school-based data.





The most effective District Data Teams have members who want to support the inquiry process through the use of data and are broadly representative from a district perspective.





In highly successful data use initiatives, there is a cultural shift that causes people to want to work differently.





Four important types of data:


Student Outcomes


Demographics


Perceptions


Processes
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For more information on this and other district support resources, or to share feedback on this tool, visit � HYPERLINK "http://www.doe.mass.edu/sda/ucd/" ��http://www.doe.mass.edu/sda/ucd/� or email �HYPERLINK "mailto:districtassist@doe.mass.edu"��districtassist@doe.mass.edu�.






