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Objectives

• Challenge to think about the role of equity 

• Review tools/strategies for managing equity 

• Inspire to pursue equity where you are

Outcomes:
Increased Capacity for Equity Systems Analysis

•To	produce	higher	levels	of	student	learning	requires	fundamental	
change	in	the	design,	structure	and	function	of	schools

•Systems	thinking	is	required	to	understand	and	change	dynamic	
complexities	and	interconnected	webs	inside	schools	systems	

•Supporting	equity,	requires	a	change	strategy	which	intentionally	
aligns	all	district	functions	with	improved	teaching	and	learning
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Keys to Systemically Dismantling Racism

● Ideological - (in the water we drink)
The intentional ideological development of racism and oppression 

● Institutional - (make us keep drinking the water)
Is demonstrated in how institutions and systems reinforce and manifest ideology 

● Interpersonal - (the water we spit up on each other)
The way we play oppression out on each other 

●Internalized - (the water we drink)
How we internalize the ideological ideas of oppression

Five Steps for Changing School Culture

Check Your 
Equity Lenses

MANAGING 
CHANGE

BUILDING 
CULTURAL
COMPETENC

E

LEADING 
CHANGE 

ASSESSING 
CULTURE 

AND 
EQUITY 

Five Steps
for

Changing 
School 
Culture

Definitions and Assumptions

● Culture
● Equity
● Performance gaps
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WHAT IS 
CULTURE?

“Culture is a set of 
strongly embedded 
assumptions, values, 
and customs that 
ensure continuity 
and sustain 
meaning.”

Source: Evans, R. (September 93) “The Human Face of 
Reform" Educational Leadership 51 (1) 19-23.

WHAT IS 
EQUITY?

1. Equality of outcomes 
among peers

2. Getting the necessary 
resources to reach the 
same ends as others

3. Creating systemic 
responses to problems 
that interfere with high 
performance

Domains of Education Affecting Equity

1. Technical – Core	business	of	teaching	and	learning
Standards,	curriculum,	instruction	and	assessment

2. Human – People’s	attitudes,	skills	and	behaviors
Leadership,	climate,	performance,	communication,	training,	
stakeholder	engagement	and	external	environment
3. Organizational – Resources	and	structure
Accountability,	technology,	resource	allocation	and	effective	
processes
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Equity Assumptions

• Fear of scarcity is the source of inequity

• Equity helps us all and heals us all
• The struggle for equity is everywhere, and 

everywhere equity is under attack

Why 
Equity?

1. What does a lack of 
proficiency mean for 
our future economy?

2. Opportunity, 
achievement and 
performance gaps?

3. Does inequity harm 
everyone or just the 
lowest performer?

Who	do	we	serve?

a) Background	(demographics)
b) Personal	traits	(relationships,	personality,	

travel,	values,	interests,	assets)
c) Purpose	and	goals	(views	of	the	world,	sense	of	

the	future)
d) Use	of	technology	(communication,	influences)
e) Academics	(performance,	interests)
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Which gaps are we talking about?
• The black-white gap
• The rich-poor gap
• English language learners versus native English 

speakers
• Gaps between schools and districts and states 
• Gaps in inputs (teacher quality, funding, 

leadership)
• Gaps in outcomes (achievement)

The Gap
• The most significant achievement gap is the 

one that exists between the high levels of 
academic proficiency that are  possible and 
the lower levels of academic achievement at 
which many students currently perform.

Performance Gaps

Factors creating performance gaps: 

• Past history of performance

• Environmental factors
• Engagement levels

– Suppressed capabilities
– Unwillingness/inability to engage
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WHAT CAUSES PERFORMANCE GAPS?
1. Cultural under- and misrepresentation in texts
2. Faculty under-representation in AP classes
3. Undervaluing home culture
4. Assessment cultural mismatch
5. Limited intellectual challenge
6. Limited technology
7. Poor facility maintenance
8. Limited parent voice
9. Prohibitions from socializing of identity groups
10. Disproportionate suspensions
11. Structural inequities
12. Myths of devaluing education and inferiority

Performance gaps 
happen when a majority 
group outscores a 
minority group 
throughout a school or 
district consistently.

My Personal Beliefs
• Human differences do not explain important 

differences in student performance
• SES factors do not predict school failure or 

success
• Belief makes the difference
• The conditions for success in the classroom can be 

learned

THE ROLE OF EFFORT

The withdrawal of effort -
is the single greatest factor in under performance.

Other issues: 
• Inadequate preparation for the task 
• Discouraging messages about the likely outcomes
• Poor past performance
• Distractions
• Irrelevance of the task

If they do not put 
forth effort they 
will not succeed.
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THE NEED TO MEASURE PROGRESS

Grade Three Grade Four             Grade Five

To measure school effectiveness in this “differentiated” 
world, we need to pay attention not only to proficiency 
levels but also to how much progress students make in a 
given year.

PDOE

Grade 3 Test Grade 4 Test  Grade 5 Test

Check Your Equity Lenses 

Step One

Equity Lenses
• Equity must be seen as:

– Personal 
• How does who I am impact how I see equity?
• How can I use myself as an instrument for equity?

– Organizational/institutional
• Does our organization foster equity?
• What institutional processes impact equity?

– Societal
• How does our local equity experience fit into the national narrative 

and global struggle for equity
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Student Approach

Student	lens:	
1)	Cognitive	skills	and	dispositions	– Academic	
competence

2)	Interpersonal	- Social	competence

3)	Advocacy	– Civic	competence

Cultural Approach

Cultural Proficiency is:
• Attending to differences including language, 

culture, ethnicity, race, learning style, 
communication style

• Attention to how differences impact district 
policy, school decisions and school culture as 
well as teaching and learning

Structural Approach

• Standards incorporate broad representation of 
world views and contributions

• Teachers are trained to incorporate relevant 
pedagogical practices into their instruction

• Assessments acknowledge language demands, 
prior knowledge, cultural bias, procedural bias 
and scoring criteria

Focused	on	access	and	rigor
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Transformational Approach

Focused	on	building	the	skills	and	ability	to	participate	fully	as	citizens	as	well	as	the	
capacity	to	envision	refashioning	and	transforming	an	unjust	society.
a) Deepened	awareness	of	and	understanding	of	oneself	

and	others	in	the	world
b) Deepened	understanding	of	the	historical	events	that	

have	led	to	the	current	state	of	affairs	in	the	world	for	
the	individual,	community,	society	and	the	world

c) Ability	to	critically	understand	dominant	and	oppressive	
structures	and	to	partner	with	others	to	envision	
something	new	and	to	transform	what	exists.

Step Two

Assessing Culture and Equity 

Assessing	Systemic	Levers	

What	lever	in	the	system	is	this	strategy	seeking	to	change?
• Student	lens:	How	does	the	strategy	affect	students?

• Structural	lens:	Does	the	strategy	increase	access	and	rigor?

• Cultural	lens:	Does	the	strategy	build	cultural	competence?

• Transformational	lens:	Does	the	strategy	shift	traditional	
educational	structures	and	systems	to	facilitate	development	
of	students	at	all	three	levels?
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Elements	for	Educational	Equity	
a) Access	and	opportunity	to	learn (standards,	tracking,	etc.)

b) Fiscal	resources	(special	services	and	programs,	per	pupil	and	teacher	investment)

c) Curricular (culturally	relevant	and	responses	approaches	in	content	and	assessment)

d) Pedagogy (instruction,	classroom	management,	expectations)

e) Inputs (class	size,	facilities,	technology,	materials)

f) Outputs	and	outcomes (achievement	measures,	test	scores,	citizenship,	college	
matriculation,	earnings,	health	and	wellbeing)

g) Attitudes	and	assumptions	regarding	equity,	fairness,	diversity,	
inclusiveness	(how	culture	affects	learning,	dynamics	of	difference,	climate,	cross	cultural	
communication	skills)

h) Student	treatment
i) Accountability (systems	for	monitoring	the	above	elements) (Annenberg	and	SCCE)

EQUITY INDICATORS
• Curriculum
• Instruction
• Assessment
• Data analysis
• Staff Development
• Leadership
• Implementation
• Resources
• Family and Community Involvement

ACADEMICSEquity Indicators
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Common	Trouble	Spots

a) Resource	distribution	(qualified	teacher	and	principal	
placement,	funding,	facilities,	supports)

b) Student	placement	(tracking	into	low	level	courses,	special	
education	and	intervention	programs)

c) High	expectations	(beliefs	about	the	potential	of	groups	as	
seen	in	policy	and	practice	and	receptivity	to	their	different	
learning	styles	and	needs)

d) English	Learners	and	Special	Education	(diagnostics	
assessment,	placement	and	training)

Alignment	Check
Alignment	check:	Identify	how	and	whether	your	strategy	supports	processes,	programs	
and	practices	of	systemic	alignment	towards	equitable	student	outcomes.

a) What	are	the	key	questions	for	foundation	alignment	with	educational	equity	
initiatives?	Once	a	plan	of	action	is	chosen,	how	is	alignment	maintained?	

b) What	are	the	core	beliefs,	assumptions	and	goals	as	they	relate	to	equity	
interventions	and	outcomes?

c) What	are	the	issues	in	terms	of	problem	definition,	system	alignment,	leverage	
points	and	strategies	that	will	produce	sustainable,	scalable	and	replicable	results?

d) What	will	support	open	and	honest	assessment	and	conversation	to	drive	equity	
strategies?

e) How	can	pursue	high	yield	strategies,	infrastructure	and	resources	to	support	
change,	and,	implement	with	fidelity,	quality,	consistency	and	intensity?

Systemic	levers:	What	lever	in	the	system	
is	this	strategy	seeking	to	change?

Strategy/Tool Equity	check:	What	levels	of	equity	
practice	are	reflected	in	this	strategy?

Alignment	check:	Identify	how	and	
whether	this	strategy	supports	processes,	programs	and	
practices	of	systemic	alignment	towards	equitable	
student	outcomes.

Student	lens:	
1)	Cognitive	skills	and	dispositions	– academic	
competence
2)	Interpersonal	- Social	competence
3)	Advocacy	– civic	competence

Structural	lens:	Does	the	strategy	increase	
access	and	rigor?

Cultural	lens:	Does	the	strategy	build	
cultural	competence?

Transformational	lens:
Does	the	strategy	shift	traditional	educational	
structures	and	systems	to	facilitate	development	
of	students	at	all	three	levels?
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Step Three

Building Cultural Competency

Cultural proficiency lens shows:

• Patterns of behavior that perpetuate 
systemic sources of inequity

• Pathways to strategies to unravel the causal 
chain of events related to gaps

Cultural Proficiency Lens
Cultural approach
• Reasons for persistent gaps, the lack of systemic 

alignment and the beliefs that support current 
practices

Structural approach
• Disproportionate representations in SPED, TAG, IB, 

disciplinary referrals and quality facilities and 
staffing
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Cultural Competence in Action
• Self Assessment
• Creating Open Dialogue
• Relationships: Focus on Differences
• Discussing Data
• Planning for Improvement
• Committing to Change

BUILDING CULTURAL COMPETENCE

• Create a culture of high performance
• Manage paradigms of development
• Manage how differences affect performance
• Build teams committed to change

�All children are capable of high 
achievement, not just the fastest and most 
confident.

�Only the few bright ones can achieve at 
a high level.

�You are not supposed to understand 
everything the first time around.

�Speed is what counts. Faster is smarter.

�Consistent effort is the main determinant 
of success.

�Inborn intelligence is the determinant of 
success.

�Mistakes help one learn. �Mistakes are a sign of weakness

MOTIVATE STUDENTS 
LIFE LIBERATING                LIFE LIMITING
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ADULT MOTIVATION
LIFE LIBERATING                LIFE LIMITING

� Everyone works together and solicits 
help from one another.

�Competition is necessary to bring out 
the best in our students.

�Supervisors offer guidance and 
resources for growth.

�Supervisors are judges of performance.  

�Teachers are capable of redefining the 
nature and focus of teaching to make it 
work.

�Teachers are limited in their ability to 
improve the quality of their own work.

�Parents are valued allies in the search for 
solutions to improving education.

�Parents are insufficiently prepared and 
concerned about what goes on in the 
classroom to be of much help.

7 STEPS TO CULTURE ANALYSIS
1. Identify The Problem
2. Identify Key Factors and Contributors
3. Formulation
4. Create A Vision
5. Strategies
6. Action Steps
7. Indicators

1. Define the Problem
• Describe the problem in a paragraph that 

outlines the key contributing factors.

Problem
Statement

Contributing factors
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2. Identify and Prioritize 
Contributing Factors

• Identify all of the contributing factors 
related to the problem; prioritize them.

Problem:
Low Math scores

Contributing factors

Low 
motivation

Teacher 
preparation 

Is limited

3. Writing a Formulation
with the key contributors

Example
Student performance is low in math because: 
– Their preparation is low entering grade 3.  
– Prior exposure to this area is insufficient at home 

and school.  
– Students do not have sufficient time on task to 

bring them up to grade level.  
– Teachers do not have sufficient skills for working 

with these students.

4. POSITIVE VISION
• Describe the ideal vision based upon the 

issue’s most important contributing factors

Ideal state:
High scores

Contributing factors

Teachers are
fully prepared 

Students are 
motivated
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Strategies, Action Steps and Indicators

5. What strategies will you do differently 
than what you did last year?

6. What Action Steps will you stop doing 
that you did last year?

7. How and when will you measure 
indicators of progress?

Step Four

Managing Change

Requirements For High Performance

a) Ensure readiness for college and global economy by continuing to raise 
standards and improve assessments

b) Empower principals to function as instructional leaders
c) Align clear expectations for teachers with evaluation, professional 

development, and consequences
d) Motivate and holistically support students to meet high expectations by 

addressing their unique needs
e) Ensure that funding is fairly allocated and linked to accountability
f) Increase effectiveness of school district ratings and interventions
g) Provide all students with access to high, publicly-funded school options
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Defining a High Quality Instructional Core 

● Defining Common Standards and Expectations for Rigor 

● Building Teacher Ownership and Buy-in 

● Providing Common Resources 

● Identifying High-Leverage Instructional Strategies 

● Aligning Professional Development and Curriculum 

● Using Assessment and Data to Define and Reinforce 
Instructional Priorities

Building Human Capital 

● An Early Focus of Reform
● Leadership Structures 
● New Expectations 
● New Union Contracts 
● Building Collaborative Relationships with Employee Groups 
● A Systemic Approach to Building Human Capital Pipelines 
● Professional Development 
● Institutionalizing a Systemic Approach 

Equity Improvement Cycle

• Review and Envision

• Analyze Inequity

• Plan Outcomes

• Implement Strategy

Vestibulum congue Vestibulum congue 

Im
pl

em
en

t a
 

Ta
rg

et
ed

 S
tra

te
gy

Review and 
Envision Equity

Plan for 
Targeted Outcomes

A
nalyze Sources

of Inequity
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Measuring	Success

What	data	will	be	most	impactful	and	determining	of	success?

What	are	effective	outcomes	for	demonstrating	increased	racial	
equity	in	education?

What	measures	and	metrics	matter	to	you	must	in	assessing	and	
understanding	the	ecosystem	of	education	in	the	District?

DATA MANAGEMENT
• Instructional Decisions Driven by Data™
• Creating data management systems 
• Using formative assessments
• Designing performance assessments
• Accountability goal setting 
• Accountability measures and indicators

Building the Discipline of Continuous Improvement 

● Commitment from the Top 
● Commitment to the Use of a Wide Range of Data 
● Commitment to Developing a System of Data Collection and 

Reporting
● Commitment to Developing a System of Data Use  

● Developing a Culture of Transparency and “Facing the Brutal 
Facts” 
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REFLECTION
• What are your current needs around creating a data system that 

works for you?

• How well is your organization performing?
– Roles
– Responsibilities
– Rubrics
– Assessments
– Indicators 

RUBRIC FOR DATA SYSTEMS
• 9 - 10 Masters

» All components in place
• 7 - 8 Proficient

» Sufficient for effective practice
• 5 - 6 Progressing

» Essentials in formation, not fully implemented
• 3 - 4 Basic

» Started implementation in some areas
• 1 - 2 Beginning

» Concepts or under consideration

Data Cycle
Trade and Grade 

• Teachers do a common lesson
• Use a common assessment
• Grade it on a common rubric
• Score it and compare it
• Discuss strategies for instruction
• Send data along to principal
• Choose follow-up lesson to teach
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Instructional Decisions Driven by Data

1. Identify performance expectations
2. Create a system to collect and manage data
3. Reinforce the need to collect and use data
4. Make data public by open communication
5. Train parents, students and teachers in the use 

of data

REFLECTION
• What data if any gets fed back to or developed by teacher 

team?   How well do they digest it?

Tell tale signs of trouble:
– People are offended by data about their performance 
– Deployment of CYA
– Conflict arises around attempts to get accurate information
– Personalization of critiques about the work
– Employees do not grow in their roles and seek challenges
– MPAs (Minority Protection Associations)
– Other symptoms of helplessness

REFLECTION
• Does the data get used for hypothesis testing, to 

redirect behavior and to change organizational policy 
and practice?

Tell tale signs of trouble:
– Revolving strategies
– People do what works for them
– People use their experience 
– Superstition explains persistent problems
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REFLECTION
• How effectively does that data tell the story of what is 

happening in that area? (Why is there 
underperformance or dysfunction?)

Tell tale signs of trouble:
– It is hard to tell what is going on in problem areas
– You are told “we have always done things that way”
– Personality conflicts abound
– People cannot explain why things occur as they do

REFLECTION
• What are your obstacles to using the data to improve 

performance?

Tell tale signs of trouble:
– You do not see any obstacles to data
– You cannot improve your performance
– There are too many obstacles to see the obstacles
– There is no time to deal with looking at or for data
– There is too much data

REFLECTION
• What do you need to enable effective use of 

individual and organizational feedback?

Tell tale signs of trouble:
– Organizational feedback seems irrelevant to your 

organization
– Feedback is toxic
– Tradition reigns
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Step Five

Leading Change

Common Attributes of High Performing Systems 

a) High challenge 
(Sets high expectations for student achievement for those most 
responsible – students, teachers, principals and superintendents.)

a) High Support 
(Provides the necessary resources to and builds the capabilities for 
meeting proposed expectations for student achievement.)

a) Aligned incentives 
(Includes both positive and negative consequences for meeting (or 
failing to meet) those expectations of student achievement.)

Innovative Approaches in Systems Alignment 

● Redefining Organizational Boundaries 

○ Teacher Education Institute (TEI) 

● Reframing Traditional Relationships 

○ Bringing Unions into Management 

● Leveraging Technology 

○ Instructional Quality Management System (IQMS)
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Commitments that Support Equity

• Commitment	from	the	Top	

• Commitment	to	the	Use	of	a	Wide	Range	of	Data	
• Commitment	to	Developing	a	System	of	Data	Collection	and	

Reporting	

• Commitment	to	Developing	a	System	of	Data	Use	
• Commitment	to	a	Culture	of	Transparency	and	“Facing	the	

Brutal	Facts”	

Building a System to Close the Achievement Gap

Reflection 

POLICIES THAT HURT

• Does the system have fair, equitable, and consistent policies to 
avoid sorting students and ensure all students achieve high 
standards? 

Building a System to Close the Achievement Gap

Reflection

• Does the system build district and school capacity to use reliable 
information and data to drive targeted improvement?

• Are there coordinated, aligned systems for pre-service and 
professional development that use formative evaluations to 
intervene quickly when students are not progressing?
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Building a System to Close the Achievement Gap

Reflection 

Finance

• Has the system defined what it means and how much 
it costs to provide an adequate education?

Building a System to Close the Achievement Gap

Reflection

INDICATORS and STANDARDS 

• Does the system provide guidance and support in selecting 
indicators to determine disparities in degrees of access?

• Do preparation and professional development programs 
emphasize the core functions of high performing schools –
curriculum, instruction, and achievement?

Building a System to Close the Achievement Gap

Reflection

LEADERSHIP FOR CLOSING GAPS

• Has the system developed policies to promote the recruitment 
and hiring practices that address problems with the 
distribution of leaders, particularly in high need areas?

• Does the system have a specific comprehensive policy 
framework for closing the achievement gap?
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Building a System to Close the Achievement Gap

Reflection 

MONITORING IMPACT

• Does the system have policies and intervention systems in place 
to promote the use of research-proven strategies and monitor 
their implementation and impact?

• Does the system evaluate policies and strategies to determine 
their impact and unintended consequences?

BUILDING TEAMS AND TRUSTASSESSMENT, SUPPORT AND CHALLENGE

Center for Creative Leadership.  

Closing 
Thank you!

Offer feedback! 

Keep in touch!

Dr. Stacy Scott
drsls@bu.edu
WeChat: slscott
617-750-3134


