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Communication
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Six Circle Model 

Technical 

Adaptive/Relational 



Finding 1: There is a need to address achievement and access gaps between 
student groups.

• SBAC ELA
• SBAC Math
• Graduation
• UC a-g Graduation
• Chronic Absenteeism 
• AP/IB Enrollment
• Access to higher math, chemistry, physics 
• Access to CTE and Languages 
• ELL and Special Education special section enrollment  









































Finding 2: The need to clearly define the "West Contra Costa Unified Way."
"Culture eats strategy for breakfast. You need to live your culture and set the example. It 
needs to be part of everything you do, and it should act as a set of rules to help guide and 
empower your people with decision making. (Peter Drucker)"

Recommendations:
• Clearly articulate what it means to be a part of the West Contra Costa Unified Team. (i.e., 

what do we value most? How will we act?)
• Provide a meaningful onboarding process for new staff, students and family members.
• Provide training to help staff shift to a customer service mindset.
• Collaborate with sites and union leaders to establish a set of systemwide instructional 

expectations. (Including no-opt outs on learning—heads down, on phones, etc.)
• Eliminate silos within the system. (This is a product of culture.)
• Audit adoptions to assess alignment to instructional expectations.



Finding 2: The need to clearly define the "West Contra Costa Unified Way."

Recommendations (cont.):
• Communicate honestly and proactively with union leaders.
• Capitalize the existing strengths within your communities and committees to build 

capacity and a sense of empowerment.
• Recognize that the history of schooling in WCCUSD is a living context that causes 

people to perceive the district's effectiveness through the lens of race and class.
• Focus on both the technical and relational aspects of the work at all times (i.e., above 

and below the green line.)
• Develop a strategic planning process that is derived from district assessment and 

current needs.
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Finding 3: The need to develop, strengthen and support relationships across the 
system rooted in the context of student learning impacts. 

Recommendations:
• Develop a relational leadership framework that will guide the management team in its 

work and reinforce this framework through ongoing professional learning.
• Provide management training on how to have courageous and difficult conversations; 

monitor and reflect upon progress.
• Require FRISK training for all managers.
• Publish an updated organizational chart with a clearly delineated chain of command, 

roles and contact information.
• Require that emails, calls and other communications are responded to within 24 

hours. If a principal reaches out it is the top priority. 
• Make hiring and promotion processes transparent.
• Provide ongoing opportunities for leadership development and/or promotional 

opportunities from within.
• Monitor progress through customer service feedback surveys. Inspect what you 

expect.



Finding 4: The need to transform policies into actionable procedures.

Recommendations:
• Clearly establish priority goals for each academic year.
• Create a BOE Governance Handbook. 
• Establish opportunities for integrated staff to translate policies into procedures 

(implementation steps and language); Begin with procedures that most closely 
support the implementation of the strategic plan. Align procedures to the district 
mission, vision and core values. 

• Ensure new procedures are vetted with appropriate site/district management and 
union leadership prior to board adoption. 

• Ensure Executive Directors develop professional learning opportunities to assist 
principals in the implementation of these new policies/procedures. 

• Designate one employee to manage the ongoing revisions, approvals and 
communication processes.
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governance 
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CUSD 

Board approves updated 
LCAP goals and LCAP 

process   
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Staff presents mid-year LCAP 
progress 
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Board reviews/revises LCAP 
March   
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associated with new LCAP 

goals 
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LCAP released to public and 
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May 

Staff develops Budget to 
reflect resources needed to 

achieve LCAP 
May 

School site councils use LCAP 
to develop their Site Plans 

June 

LCAP public hearing: Board 
approves plan for final adoption  

June (1 mtg) 

Board adopts LCAP and 
Budget  

June (2 mtg) 

Principals/Cabinet summarize 
success in implementing LCAP 
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June (2 mtg) 
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Superintendent evaluation 
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Finding 5: The need to develop and monitor accurate and timely data sets that are 
aligned with desired student learning outcomes. 

Recommendations:
• Clearly define what academic outcomes must be measured and when they should be 

measured. 
• Create slides and reporting images that clearly establish what is being measured by student 

group.
• Pre-build academic outcome reports into the data system.
• Align BOE reports to data reporting timelines. Each BOE meeting should lift instructional, 

operational and student metrics on the timeline.
• Align tools (e.g. STAR and universal screeners) to purposeful and supportive data use.
• Provide student group data to all stakeholder groups following BOE presentations to focus 

on a continuous cycle of improvement.
• Create walk through checklists to ensure that operational equity is part of the data 

reporting.
• Align Executive Director site visit schedules and running records to the outcomes on the 

BOE reporting timelines.



STAR STARSTAR STAR

Universal Screeners and Assessments 

Diagnostic Diagnostic Diagnostic

Timed 
Writing

Timed 
Writing

Timed 
Writing

Timed 
Writing

Ongoing Formative Assessment 



Balanced Literacy  

Read Aloud 

Shared Reading

Guided Reading

Shared Writing

Guided Writing

Independent Reading

Word Study 

Independent Writing



Student Example:
Student is reading at a 5th grade level in 9th grade

• He or she remains in tier I core content class with 
subject-credentialed teacher and adequate supports

• Shared reading and writing in classroom 
(teacher decodes while student comprehends) 

• Homework (if any) given at 5-6th level text to accurately 
measure comprehension not decoding 

• Prevention is key but intervention must be engaging 
and appropriate 



Any questions?



Finding 6: The need to create systems that move from planning to execution.

Recommendations:
• Build systems that move key elements of the strategic plan from ideas to actions. 
• Align the strategic plan to LCAP, SPSAs and professional learning processes.
• Build a public culture of accountability through Board meetings and calendar 

development.
• Ensure the work of Secondary and Elementary Executive Directors aligns with the 

cluster efforts of principals.
• Consider the identification of cluster leads and quarterly cluster meetings.
• Plan vertically (cluster) and horizontally (level). Use the strategic planning process to 

begin efforts.
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How is the graduate profile achieved/measured?
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From Planning to Execution 

Classroom Visits 
Direct Teaching
Peer Learning 



Measurable Outcomes 

Actions/Strategies  

Goal 

Identified Need 

Analysis 

Resource Inequities 

Stakeholder Engagem
ent 

Alignment of LCAP 
and SPSA Processes  
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BOE: Quarterly Board Reports ED/CAO: Running 
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Established Timelines for Monitoring 

From Planning to Execution



Principals 

Student

Board of Education Superintendent

Executive Directors 

Chief Academic Officer  Teachers 

Building a Cadence of Accountability 
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Leadership
Development:

Executive Directors:
Elementary and Secondary 



Running Records 

Principal
Executive 
Director

CAO, CBO, CPO
Superintendent

Google 
Doc

Bi-Weekly 
Visits & 

Follow Up

Driving 
Professional 
Learning & 

Partnerships 
to Support

Formative and 
Summative 

Data, Master 
Schedules,  

SPSA



STUDENT ES
Prior knowledge and background

Field independence 0.94

Non-standard dialect use -0.29

Piagetian programs 1.28

Prior ability 0.98

Prior achievement 0.59

Relating creativity to achievement 0.35

Relating high school to  
university achievement

0.60

Relating high school achievement to 
career performance

0.38

Self-reported grades 1.33

Working memory strength 0.66

Beliefs, attitudes and dispositions

Attitude to content domains 0.46

Concentration/persistence/ engagement 0.54

Grit/incremental vs. entity thinking 0.25

Mindfulness 0.28

Morning vs. evening 0.12

Perceived task value 0.46

Positive ethnic self-identity 0.12

Positive self-concept 0.47

Self-e!cacy 0.71

Stereotype threat -0.33

Student personality 0.30

Motivational approach, orientation

Achieving motivation and approach 0.42

Boredom -0.47

Deep motivation and approach 0.57

Depression -0.26

Lack of stress 0.17

Mastery goals 0.06

Motivation 0.38

Performance goals -0.01

Anxiety -0.44

Surface motivation and approach -0.14

Physical influences

ADHD -0.90

ADHD – treatment with drugs 0.32

Breastfeeding 0.04

Deafness -0.61

Exercise/relaxation 0.21

Gender on achievement 0.08

Illness -0.44

Lack of sleep -0.05

Full compared to pre-term/low birth weight 0.57

Relative age within a class 0.45

-0.20

CURRICULA ES
Reading, writing and the arts

Comprehensive instructional 
programs for teachers

0.72

Comprehension programs 0.55

Drama/arts programs 0.42

Exposure to reading 0.43

Music programs 0.30

Phonics instruction 0.60

Repeated reading programs 0.75

Reading Recovery 0.53

Sentence combining programs 0.15

Spelling programs 0.58

Visual-perception programs 0.55

Vocabulary programs 0.63

Whole language approach 0.06

Writing programs 0.46

Math and sciences

Manipulative materials on math 0.30

Mathematics programs 0.59

Science programs 0.56

Use of calculators 0.27

Other curricula programs

Bilingual programs 0.36

Career interventions 0.38

Chess instruction 0.34

Conceptual change programs 0.99

Creativity programs 0.64

Diversity courses 0.09

Extra-curricula programs 0.20

Integrated curricula programs 0.47

Juvenile delinquent programs 0.12

Motivation/character programs 0.35

Outdoor/adventure programs 0.43

Perceptual-motor programs 0.08

Play programs 0.50

Social skills programs 0.37

Tactile stimulation programs 0.58

SCHOOL ES
Leadership

Collective teacher e!cacy 1.39

Principals/school leaders 0.37

School climate 0.43

School resourcing

External accountability systems 0.20

Finances 0.21

Types of school

Charter schools 0.04

Religious schools 0.24

Single-sex schools 0.08

Summer school 0.19

Summer vacation e"ect 0.02

School compositional effects

College halls of residence 0.05

Desegregation 0.28

Diverse student body 0.10

Middle school internventions 0.18

Out-of-school curricula experiences 0.07

School choice programs 0.12

School size (600-900 students at 
secondary)

0.43

Other school factors

Counseling e"ects 0.35

Modifying school calendars/ 
timetables

0.09

Pre-school programs 0.28

Suspension/expelling students -0.20

HOME ES
Family structure

Adopted vs non-adopted care 0.25

Engaged vs disengaged fathers 0.21

Intact (two-parent) families 0.22

Other family structure 0.16

Home environment

Corporal punishment in the home -0.33

Early years’ interventions 0.44

Home visiting 0.29

Moving between schools -0.30

Parental autonomy support 0.12

Parental involvement 0.45

Parental military deployment -0.16

Positive family/home dynamics 0.52

Television -0.18

Family resources

Family on welfare/state aid -0.12

Non-immigrant background 0.01

Parental employment 0.03

Socio-economic status 0.52

Bullying
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Visible LearningTM 250+ Influences on Student Achievement

visiblelearningplus.com 
corwin.com/visiblelearning

ES

Potential to considerably  
accelerate student achievement

Key for rating

Potential to accelerate 
student achievement

Likely to have positive impact 
on student achievement

Likely to have small positive  
impact on student achievement

Likely to have a negative impact 
on student achievement

Effect size calculated using 
Cohen’s d

The Visible LearningTM 
research synthesises 
findings from 1,600+ 
meta-analyses of  
95,000+ studies involving 
300 million students, 
into what works best 
in education.



CLASSROOM ES
Classroom composition effects

Detracking 0.09

Mainstreaming/inclusion 0.25

Multi-grade/age classes 0.04

Open vs. traditional classrooms 0.01

Reducing class size 0.15

Retention (holding students back) -0.32

Small group learning 0.47

Tracking/streaming 0.12

Within class grouping 0.18

School curricula for gifted students

Ability grouping for gifted students 0.30

Acceleration programs 0.68

Enrichment programs 0.48

Classroom influences

Background music 0.10

Behavioral intervention programs 0.62

Classroom management 0.35

Cognitive behavioral programs 0.29

Decreasing disruptive behavior 0.34

Mentoring 0.12

Positive peer influences 0.53

Strong classroom cohesion 0.53

Students feeling disliked -0.19

TEACHER ES
Teacher attributes

Average teacher e!ects 0.32

Teacher clarity 0.75

Teacher credibility 1.09

Teacher estimates of achievement 1.29

Teacher expectations 0.43

Teacher personality attributes 0.24

Teacher performance pay 0.05

Teacher verbal ability 0.22

Teacher-student interactions

Student rating of quality of teaching 0.45

Teachers not labeling students 0.44

Teacher-student relationships 0.48

Teacher education

Initial teacher training programs 0.10

Micro-teaching/video review 
of lessons

0.88

Professional development 
programs

0.37

Teacher subject matter knowledge 0.23

STUDENT LEARNING 
STRATEGIES

ES

Strategies emphasizing student  
meta-cognitive/ self-regulated learning

Elaboration and organization 0.75

Elaborative interrogation 0.56

Evaluation and reflection 0.75

Meta-cognitive strategies 0.55

Help seeking 0.72

Self-regulation strategies 0.52

Self-verbalization and 
self-questioning

0.59

Strategy monitoring 0.58

Transfer strategies 0.86

Student-focused interventions

Aptitude/treatment interactions 0.11

Individualized instruction 0.23

Matching style of learning 0.32

Student-centered teaching 0.36

Student control over learning 0.02

Strategies emphasizing student 
perspectives in learning

Peer tutoring 0.51

Volunteer tutors 0.51

Learning strategies

Deliberate practice 0.79

E!ort 0.77

Imagery 0.51

Interleaved practice 0.47

Mnemonics 0.80

Note taking 0.51

Outlining and transforming 0.66

Practice testing 0.46

Record keeping 0.52

Rehearsal and memorization 0.73

Spaced vs. mass practice 0.65

Strategy to integrate with prior 
knowledge

0.93

Study skills 0.45

Summarization 0.74

Teaching test taking and coaching 0.30

Time on task 0.44

Underlining and highlighting 0.44

TEACHING STRATEGIES ES

Strategies emphasizing learning intentions

Appropriately challenging goals 0.59

Behavioral organizers 0.42

Clear goal intentions 0.51

Cognitive task analysis 1.29

Concept mapping 0.64

Goal commitment 0.40

Learning goals vs. no goals 0.51

Learning hierarchies-based 
approach

0.19

Planning and prediction 0.76

Setting standards for self-judgement 0.75

Strategies emphasizing success criteria

Mastery learning 0.61

Worked examples 0.37

Strategies emphasizing feedback

Classroom discussion 0.82

Di!erent types of testing 0.12

Feedback 0.6�

Formative evaluation 0.34

Questioning 0.48

Response to intervention 1.09

Teaching/instructional strategies

Adjunct aids 0.35

Collaborative learning 0.34

Competitive vs.  
individualistic learning

0.24

Cooperative learning 0.40

Cooperative vs. competitive learning 0.53

Cooperative vs. 
individualistic learning

0.55

Direct instruction 0.59

Discovery-based teaching 0.21

Explicit teaching strategies 0.57

Humor 0.04

Inductive teaching 0.44

Inquiry-based teaching 0.46

Jigsaw method 1.20

Philosophy in schools 0.43

Problem-based learning 0.35

Problem-solving teaching 0.67

Reciprocal teaching 0.74

Sca!olding 0.58

Teaching communication skills 
and strategies

0.43

TECHNOLOGY, SCHOOL, 
& OUT-OF-SCHOOL 
STRATEGIES

ES

Implementations using technologies

Clickers 0.22

Gaming/simulations 0.34

Information communications 
technology (ICT)

0.48

Intelligent tutoring systems 0.51

Interactive video methods 0.54

Mobile phones 0.43

One-on-one laptops 0.16

Online and digital tools 0.26

Programmed instruction 0.23

Technology in distance education 0.01

Technology in mathematics 0.33

Technology in other subjects 0.55

Technology in reading/literacy 0.29

Technology in science 0.23

Technology in small groups 0.21

Technology in writing 0.42

Technology with college students 0.42

Technology with  
elementary students

0.44

Technology with high 
school students

0.30

Technology with learning 
needs students

0.57

Use of PowerPoint 0.26

Visual/audio-visual methods 0.22

Web-based learning 0.33

Implementations using out-of-school learning

After-school programs 0.40

Distance education 0.14

Home-school programs 0.16

Homework 0.29

Service learning 0.58

Implementations that emphasize school-wide 
teaching strategies

Co- or team teaching 0.19

Interventions for students with 
learning needs

0.77

Student support programs – 
college

0.21

Teaching creative thinking 0.37

Whole-school improvement 
programs

0.28

Visible LearningTM 250+ Influences on Student Achievement
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The Visible LearningTM 
research synthesises 
findings from 1,600+ 
meta-analyses of  
95,000+ studies involving 
300 million students, 
into what works best 
in education.

visiblelearningplus.com
corwin.com/visiblelearning

ES

Potential to considerably  
accelerate student achievement

Key for rating

Potential to accelerate 
student achievement

Likely to have positive impact 
on student achievement

Likely to have small positive  
impact on student achievement

Likely to have a negative impact 
on student achievement

Effect size calculated using 
Cohen’s d
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Assessment Findings 1-6

1: There is a need to address achievement and access gaps between student groups.

2: The need to clearly define the "West Contra Costa Unified Way.”

3: The need to develop, strengthen and support relationships across the system rooted in the context of student 

learning impacts. 

4: The need to transform policies into actionable procedures.

5: The need to develop and monitor accurate and timely data sets that are aligned with desired student learning 

outcomes. 

6: The need to create systems that move from planning to execution.



Finding 7: The need for master schedule oversight.

Recommendations:
• Complete a course of study review.
• Develop a committee to make recommendations to the BOE about courses that need 

to be eliminated, revised and/or added.
• Revise the graduation procedures outlined in the 2018-19 principals’ handbook to 

clearly reflect a course progression aligned to equity efforts.
• Provide base staffing projections/allocations.
• Supplement base allocations as defined by student learning needs.
• Use data to create master schedule expectations.
• Measure master schedule expectations as part of board reporting.
• Make master schedule review a part of position control processes.
• Evaluate master schedule class size at the beginning of the year to balance 

accordingly.
• Manage a balance between compliance and academic/fiscal outcomes.



Data

Master Schedule Expectations 

Accountability

Professional Learning 



Master
Schedule

Expectations 



Master
Schedule

Expectations 



Master
Schedule

Expectations 



*Some sections are 
stacked 



Finding 8: The need for the Educational Services Division to integrate instructional 
efforts across sites and centrally.

Recommendations:
• Align the efforts of special education, English learner and general education programs.
• Prioritize Tier I access through push in rather than push out supports.
• Consider a co-teaching model with appropriate professional learning for special education 

and general education teaching teams.
• Create English learner course sequences that are aligned to UC a-g outcomes. Ensure each 

pathway provides students/guardians with clear sequencing options.
• Utilize summer as a means for providing acceleration for students who are behind as 

measured by grade level expectations. (In addition to remediation of courses failed.)
• Monitor the academic outcomes of students in special education and ELL support sections 

as well as general education interventions (beyond grades).
• Monitor the number of students transitioning to alternative schools, charter schools, or 

changing status to non-diploma bound in grades 11 and 12.
• Consider conducting a "Leaky Pipeline" review of data.



Leaky Pipeline

11th grade 
attendance



Finding 9: The need to provide strategic and aggressive instructional options to 
respond to declining enrollment and staffing gaps.

Recommendations:
• Clearly define alternative means to in person learning.
• Identify a UC a-g, standards-based K-12 online curriculum.
• Consider the designation of an online/virtual school rather than an online program.
• Develop a communications strategy to retain current students and capture lost 

students.
• Adjust site allocations to match declining enrollment.
• Examine current facility sharing agreements and upcoming facility efforts (Pinole 

Middle.)
• Align school cluster programs (languages, CTE, IB, etc.)
• Collaborate with unions to examine the impacts of certain agreements on staffing 

schools; Develop MOUs (as appropriate) to ease contractual restraints.  



Finding 10: The need to provide professional learning in response to ongoing 
student learning data points. 

Recommendations:
• Use classroom walkthrough data to inform professional learning experiences. 
• Co-create professional learning opportunities with staff.
• Adjust professional development to meet the unique needs of school clusters if 

necessary. 
• Collaborate with staff and union/teacher leaders to create district-wide diagnostic 

course assessments. 
• Provide professional learning on the use of universal screeners, diagnostic 

assessments, and formative/summative data to inform daily instructional shifts. 
• Make the teaching of balanced literacy a priority at the secondary level. 
• Monitor and discuss the effectiveness of push out vs. pull out services at sites. 
• Encourage principals to meet monthly at each level to align best practices. 
• Provide opportunities for central office staff new to West Contra Costa Unified to 

shadow an experienced principal for at least two weeks as part of his/her onboarding.
• Create an aspiring administrators’ program to build the capacity of future leaders.



Finding 11: The need to expand weighted and UC a-g equivalent options for students.

• Expand college dual enrollment opportunities with local colleges. 
• Expand CTE articulated options with local colleges. 
• Establish an alternative means policy that allows graduation credit for courses that are 

aligned. 
• Monitor the enrollment (overall and by subgroup), test taking and test passing rates of 

students in AP and IB programs as part of the BOE reporting cycle.
• Examine the delta between the district’s stance on equity and access, opportunity and 

outcomes in all weighted course options. 
• Add a course like AVID to support students who may be taking a weighted option for the 

first time.
• Study and implement the many ways that the UC system accepts credit for language in 

the admissions process.
• Create LOTE (language other than English) options for students in as many home 

languages as possible.
• Administer the LOTE in grade 7 to identify students for acceleration and/or graduation 

credit options. 



Finding 12: The need to study the student learning impacts of positive outliers.

Recommendations:
• Determine positive outliers through data reviews.
• Examine the alignment with the district’s mission, vision and core values.
• Consider the technical and relational implications of the change management 

process.



Finding 13: The need to establish a balance between site autonomy and central office 
oversight.

Recommendations:
• Clearly define site autonomy through district procedures. (e.g. loose-tight leadership 

model)
• Utilize the Executive Directors as the primary oversight of principals.
• Conduct weekly instructional and operational joint meetings to review site requests, 

conditions, and needs and align all operational efforts to instructional efforts.
• Encourage principals to meet by level to discuss and align materials and methods.
• Support the purchasing of materials and adoptions across the system to ensure equity.
• Consider a tiered professional development system for site leaders that is a mixture of 

role-alike triads, 1-on-1 visits with the ED and quarterly all leader opportunities.



Finding 14: The need for authentic and transparent communication practices and 
systems.

Recommendations:
• Clearly define what excellent customer service looks like and sounds like within the 

district.
• Expect meaningful communication with stakeholders to occur within 24 hours.
• Identify silos that are creating roadblocks and/or barriers to efficient response times to 

sites. 
• Provide translation services in each home language.
• Provide professional development to translators to translate both words/language and 

educational concepts/ideas. 
• Create a one stop communication location for site administrators.
• Streamline and integrate technology processes.



Finding 14: The needs for authentic and transparent communication practices and 
systems.

Recommendations (cont.):
• Hire a communications staff member who is responsible for updating and monitoring 

district and site websites and enhancing WCCUSD’s social media presence in the 
community. 

• Send a weekly or bi-monthly communication (including short video messages) to 
students/families that can also be accessed on the district website.

• Create and implement timelines for the LCAP process and other stakeholder 
engagement.

• Regularly acknowledge the work of staff, students and families who go the extra mile.
• Design and implement a quarterly meeting with external partnerships focused on 

collective impact work. 



Any questions?




