
Actualizing Your UIP 
Results Oriented Work
Interactive Workshop
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HOUSEKEEPING ITEMS
• Today’s workshop is scheduled for the full day

• Interactive work session

• Breakfast, Lunch, and afternoon snacks will be provided

• Be on time from lunch and breaks!

• Ask questions at anytime

• Handouts in your notebook and will be emailed to you

• Opportunity to provide us feedback via a survey at the 
end of the session

• Bathrooms

• Wifi
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WELCOME & INTRODUCTIONS
Youth Initiative                 
Institute Team

FACILITATORS
• Erin Loften, Professional 

Development Coordinator – 
Improvement Planning, Colorado 
Department of Education

• Dr. Rich Patterson, Director of 
Student Achievement & 
Professional Learning, 27J Schools

SUPPORT STAFF
• Lisandra Gonzales, Chief 

Operations Officer
• Ashley Edinger, Partnership 

Coordinator

Check-In

• Name
• Organization
• What are you trying to 

improve in your space with 
CI?

• What is your background with 
CI?
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Building Community

1. In unison, say the months of the year backwards.

2.  In unison, while playing patty-cake, say the months of the year 
backwards.

3.  In unison, say the months of the year in alphabetical order.

4.  In unison, while playing patty-cake, say the months of the year in 
alphabetical order.



• Make connections between Continuous Improvement tools and 
practices to support effective UIP development and implementation

• Improve coherence between required UIP and Cradle to Career 
Outcomes

• Understand the multiple purposes of the UIP and how to maximize 
those that are a priority

• Gain clarity on the relationship between Major Improvement Strategies, 
Implementation Benchmarks, and the behaviors we want to see and 
hear

• Consider the role of Change Leadership in implementation of 
Improvement Efforts

• Help align you to more support from ACYI
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SESSION GOALS
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WHY WE ARE HERE

Success for EVERY young person. Cradle to Career.

OUR VISION

A key component to a successful community includes academic achievement, and the 
safety and well-being of its children and youth. When ALL children and youth succeed, 
our community succeeds. Why? Because children and youth become our workforce, 
leaders and community members, and it’s no secret that communities who have a talented 
workforce attract and retain employers. With jobs, income, benefits, etc., families are able to 
live and contribute to a better quality of life. This IS our true north. Success for EVERY 
child – Cradle to Career.
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WORKSHOP VALUES AND NORMS

• Believe
• Be All-In
• Speak your truth
• Be open to new learning
• Take risks
• Support each other
• Track your actions and commitments (Who’s responsible for what by when?) 
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WHAT ACYI IS ALL ABOUT
• Together we can do more/better on behalf of children 

and youth.

• Outcomes based work (using Continuous Improvement) 
is how we are going to make it happen.
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Cradle to Career Outcomes

We are focused on improving academic achievement and the safety and well-being of 
all children and youth by moving the needle in six Cradle to Career Outcome Areas. 

National and local research indicates that when our youth are hitting targets in these 
key areas, their potential for long-term success greatly increases. 

These Cradle to Career indicators are similar to vital signs used in healthcare, in 
this case, they tell us about the health of our community. The Cradle to Career 
Areas are HOW we measure success for our youth long-term.
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VITAL SIGNS
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NATIONAL AFFILIATION
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VISION
• Each person, on a sticky note write what you understand the 

vision for your school 

• Discuss at your table what participants identified as the vision 

• Read article on Vision



What is Unified Improvement Planning?

Alignment A system to align improvement planning requirements for state and federal accountability 
into a “single” plan.

Documentation

A common format for schools and for districts to document improvement planning efforts.  
Schools/districts on accountability clock must demonstrate a coherent plan for dramatic 
change and adjustments over time.  Reviews conducted by CDE and the State Review 
Panel.

Transparency A process for including multiple voices, including staff, families and community 
representatives.  Plans are also posted publicly.

Best Practice A statewide strategy  to promote improvement planning based on best-practice, including 
use of state and local data and engagement in a continuous improvement cycle.

Support A mechanism for triggering additional supports through CDE (especially for schools/districts 
on accountability clock).



Unified Improvement Planning



Unified Improvement Planning Processes

Describe Notable 
Trends

Prioritize Performance 
Challenges

Identify 
Root  

Causes

Set Student Centered 
Targets

Identify 
Interim Measures

ID Major Strategies & 
Action Steps

Identify 
Implementation 

Benchmarks

Prepare to 
Plan 

Review   Current 
Performance



Data for Improvement Planning



Our Outcomes Focused Framework

Results Count

Continuous 
Improvement 

Equity and 
Designed 
Thinking

Collaborative 
Action 

Networks

We have found that 
by using Continuous 
Improvement, 
Results Count, 
Equity and Design 
thinking tools and 
techniques, 
partnerships can 
create the clearest 
picture of what is 
currently happening 
in their community 
and implement 
strategies that yield 
results.
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USED ACROSS 
MANY SECTORS

A.K.A…
• Lean
• Six-Sigma
• Model for Improvement
• Others...
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WHAT CONTINUOUS 
IMPROVEMENT IS NOT

• Not a silver bullet

• A straightforward process to follow

It’s a way of thinking and approaching your work that is 
supported by various tools and techniques to help improve 
outcomes

WHAT CONTINUOUS 
IMPROVEMENT IS
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.

Above all else…

WHAT IS CONTINUOUS 
IMPROVEMENT?



Planner
Traffic Officer
Fire-Fighter

Problem Solver

Coach
Facilitator

Resource Allocator
Conductor
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CHANGING ROLES
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Continuous improvement is a journey, an 
ongoing effort to improve services and 
supports for children and families over time in 
order to improve a community level outcome. 

TO US...
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“There is something 
fundamentally amiss 
about building or 
rebuilding a system 
without consulting at 
any point those it is 
designed to serve.”

- Alison Cook-Sather
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Innovators

Change Agents

Pragmatists

Skeptics

Traditionalists



25

CONTINUOUS IMPROVEMENT 
PROCESS

• What is the problem 
or area of 
opportunity you are 
trying to solve?

• Verify that is it is a 
problem. Using tools and techniques 

to help along the way
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CONTINUOUS IMPROVEMENT 
IMPACT

Ramp of Improvement

● Methodical (Process)

● Impactful (Results)

● Sustainable (Ongoing)
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Many tools available to help with…

● Determining the Problem: Run charts, trend charts

● Root Cause Analysis: 5 Whys, fishbone diagram

● Determining What is within your Sphere of Influence 
and Control: PICK Chart

● Determining Who Needs to be Involved: Results at the 
Center

● Metrics: Leading and Lagging Indicators

● Tracking Data: Control Plans, Status Boards
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CONTINUOUS IMPROVEMENT TOOLS



The “A3”
A tool used to help you plan your “continuous improvement” work...



• Designed to help us begin eating the elephant
• Meant to help you get started and is a living 

document that is continually updated to show 
progress

• Named after the size of paper

• Meant to be a pencil to paper tool – not to be 
overthought or to spend too much time getting it 
perfect

• Summarizes the story of the work that you are doing to 
solve your problem
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A3 Tool: 
Think of it as a Blueprint for your work



31

S
tu

ar
t M

id
dl

e 
S

ch
oo

l A
3 

E
xa

m
pl

e



32

One School’s Story
To achieve Stuart’s Vision of Excellence for Everyone, Every Day, as well as play a pivotal 
role in helping 27J Schools reach its Vision of 2038, we will set all Academic Achievement 
goals to meet or exceed the State averages.  We also set all Academic Growth targets to 
meet or exceed the 55th percentile.

Math Academic Achievement and Growth - Historically, on the CSAP/TCAP, we were consistently and significantly below State 
Math proficiency levels (21%) and the math proficiency levels remained flat. Additionally, there was a profound loss of proficiency from 
5th to 6th grades (21%) with proficiency percentages continually decreasing through 8th grade. Based on the current short window of 
the PARCC/CMAS trend data, we still lag behind the State percentages and still decrease in percentages of students who meet and 
exceed expectations from 5th to 6th grades.  Currently, in all grades, there is an increase in Math, from 13% (2015) to 16% (2016), of 
students who meet and exceed expectations where the State is at 25% of students who meet and exceed expectations for grades 6 - 
8. Additionally, there is a continued decrease in percentages from 5th to 6th grade. Incoming 6th grade students arrive with a 38% 
(2015-2016 cohort data) meeting or exceeding expectations.  In 6th grade, students meeting and exceeding expectations fall to 22%. 

Moreover, the Median Growth Percentile for all grades is below the 50th percentile, with 6th grade math at the 25th percentile 
indicating a significant low growth from 5th to 6th grade.

Math Academic Achievement Targets:  6th Grade = 31 / 7th Grade = 26 / 8th Grade = 20.

Math Academic Growth Targets:  All grades at or above the 55th percentile (MGP).

Tier 2 Instruction:  We don’t know how to effectively scaffold and differentiate daily 
lessons to meet the needs of individual students based on where they are in relation to 
their grade level goals.
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What is the desired result you are trying to achieve (in alignment with 
your school and district’s vision) - and why does this matter 
Performance Indicator
What measurement are you using to know the larger problem?
Does the data show this is actually a problem?

Where do you want to be?
What is the target you want to achieve (long-term & short-term)?
What is your goal for improvement?
Who is involved in the work?

● Targets set for impacted population
○ Whole School, Grade Level, both, etc.

PRIORITY PERFORMANCE CHALLENGE (may include 
NOTABLE TRENDS)

● Where are you now?
● What are the current conditions (performance data)?
● What are the symptoms?
● What impact is it having?
● What is the impacted population

○ Whole School, Grade Level, both, etc.

What is preventing you from getting there (what are the challenges?
What are the root causes?
ROOT CAUSE ANALYSIS VERIFICATION
Where will you focus your work?
What is within your sphere of influence and control to accomplish?

IMPLEMENTATION BENCHMARKS 

What will you work on?
How will you know it is working?
Be specific about the steps you will take, and identify what specific data 
you will collect to measure the impact of your intervention.

What happened?
What were your results?
Collect data quickly to test your theory about the problem. 
Use your data to Adapt, Adopt, or Abandon.

Did everything go according to plan?
What did you learn?

Based on what you learned, what will you do next?
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Work Time
Each school

1. Identify which area of your UIP you would like to capture and 
represent within your A3

2. Populate the left side of your A3
3. Refine/clarify get support for population 
4. Be prepared to share out whole group (5 minutes max!)
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LUNCH BREAK 30 Minutes



Brain Gym

Cross Crawls
Lazy Eights
Energy Oompfs
Cross Crawls
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Share out  Left Side-Planning
To whole Group
5 minutes per team

37
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To achieve Stuart’s Vision of Excellence for Everyone, Every Day, as well as play a pivotal 
role in helping 27J Schools reach its Vision of 2038, we will set all Academic Achievement 
goals to meet or exceed the State averages.  We also set all Academic Growth targets to 
meet or exceed the 55th percentile.

Math Academic Achievement and Growth - Historically, on the CSAP/TCAP, we were consistently and significantly below State 
Math proficiency levels (21%) and the math proficiency levels remained flat. Additionally, there was a profound loss of proficiency from 
5th to 6th grades (21%) with proficiency percentages continually decreasing through 8th grade. Based on the current short window of 
the PARCC/CMAS trend data, we still lag behind the State percentages and still decrease in percentages of students who meet and 
exceed expectations from 5th to 6th grades.  Currently, in all grades, there is an increase in Math, from 13% (2015) to 16% (2016), of 
students who meet and exceed expectations where the State is at 25% of students who meet and exceed expectations for grades 6 - 
8. Additionally, there is a continued decrease in percentages from 5th to 6th grade. Incoming 6th grade students arrive with a 38% 
(2015-2016 cohort data) meeting or exceeding expectations.  In 6th grade, students meeting and exceeding expectations fall to 22%. 

Moreover, the Median Growth Percentile for all grades is below the 50th percentile, with 6th grade math at the 25th percentile 
indicating a significant low growth from 5th to 6th grade.

Math Academic Achievement Targets:  6th Grade = 31 / 7th Grade = 26 / 8th Grade = 20.

Math Academic Growth Targets:  All grades at or above the 55th percentile (MGP).

Tier 2 Instruction:  We don’t know how to effectively scaffold and differentiate daily 
lessons to meet the needs of individual students based on where they are in relation to 
their grade level goals.

MIS #1:  Based on clear goals and the use of data to drive our actions, we will intentionally 
plan for and deliver high-quality Tier 1 and approximate Tier 2 instruction within the general 
classroom.

Implementation Benchmark:  As an important component of high-quality Tier 1 instruction, 
100% of teachers will provide students with meaningful feedback.

Action Steps:  Within the Work Time portion of daily lessons, teachers provide students with 
meaningful feedback that is:
goal-referenced, transparent, actionable, student-friendly, timely, ongoing, and consistent.

We will provide weekly opportunities for reflections throughout the 2nd semester of the 
2016-17 school year.

Feedback Consensogram.

Learning on meaningful feedback is documented throughout 2nd semester with a 
culminating with documenting the qualitative growth of each teacher.  While each teacher 
engages in their own learning and puts the learning into practice, each teacher’s growth in 
providing meaningful feedback is personal based on each person’s individual experiences.  

Each teacher will continue to use daily meaningful feedback as part of high-quality Tier 1 
instruction.
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Cycles of Continuous Improvement - PDSA

40
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Work Time
Each school

1. Identify which Major Improvement strategy you will be 
unpacking and represent within their A3

2. Identify the changes in behaviors you see and hear Populate 
the right side of your A3

3. Refine/clarify get support 
4. Be prepared to share out whole group (5 minutes max!)
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BREAK  until 2:05



Change Leadership

Individual and collective efficacy.
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Change Leadership
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Change Leadership
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Change Leadership

A culture of continuous improvement through data-driven decision-making, 
whole school learning, and communities of practice.  This will be done both 

systemically and systematically through clear, high expectations, mutual 
accountability, and specific, aligned and coherent structures and processes.
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Change Leadership
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Share out Right Side-Planning
To whole Group
5 minutes per team
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Reflection
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Silently and individually, reflect on the learning from the day by responding to the following:

●  I came in thinking and feeling....

● I am leaving thinking and feeling…

Please be prepared to briefly share your thoughts….time permitting.  If not, One Word for each.



Cohort next steps/support 
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• Next Steps/Opportunities for Support

• Workshop Evaluation/Feedback- Will be coming on Monday via 
email!
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CLOSE OUT



Together We CAN.
ACYI.org
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Thank You!


