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Chapter 9 – O’s/Outcomes and Evidence Based Decision Making and 
Vision-based Strategic Planning 
 
In this chapter we will explore the variable that we are calling outcomes or O’s. O’s are 
in essence the “evidence” of our actions/X’s (by way of our references/R’s). So since 
everything at the school is connected, every outcome is evidence of all the 
references/R’s and actions/X’s that came before it. Therefore to engage in effective 
evidence-based practice, we need to keep sight of our vision, and use outcomes to help 
us understand where we are in our journey up the roadmap. In other words, our 
vision/roadmap destination is our goal and our current level of results tells us where our 
starting line is. 
 
Figure 7.A/8.A/9.A. Improved X’s/Action Represented in the Overall Improvement Sequence 

 
 
 
 
 
 

  

References Actions Outcomes 

• Clear Direction/Vision 

• Shared Values/coherence 

• Principles for judging quality 

• Care and Commitment 

• Improved Practices 

• Collective Action/PLC 

• Capacity/Systems in place 

• Good Use of Information 

• More Human Growth 

• Increased Learning 

• Progress indicators 

• Job Satisfaction 

 
As a leader, it is difficult not to place a great deal of attention on the O’s – test scores, 
behavior, faculty morale, public perception of the school, the knowledge skills and 
dispositions of the graduates, as well as all sorts of things that we consider as 
accomplishments to be celebrated, and/or problems that need to be addressed. But as 
a leader of a team, we need to encourage the personal and collective R that winning will 
be more likely if we focus on the process than the product. In other words, we need to 
discourage our own and others human tendency to put too much emphasis on the O’s 
and devote our attention to raising the level of the R’s and the X’s.  
 
So what is the value and the purpose of the O’s? The answer is that mostly the O’s are 
evidence.  They tell us how we are doing. But keep in mind that changes in the O’s for 
any school that is moving up (and/or down for that matter) the school function pathway 
will lag behind the changes in the R’s and X’s. Elements in our effort such as trust and 
improvement rate are related to our ability to create clear targets for better X’s and 
encourage coherence and integrity in their application. For now, we need to think about 
how we want to keep outcome data in perspective and use it to promote our movement 
up.  Here are a few principles to apply when it comes to O’s/outcomes: 
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Leader Principles to Apply in the Area of O’s/Outcomes 

• Everything is connected so all O’s are related (e.g., in our research we see 
between a 0.7 and 0.9 correlation in each of the climate areas to one another 
and to achievement). 

• O’s are evidence (lagging indicators) of the aggregate R’s and X’s at the school 
and will reflect them – eventually. O’s usually take care of themselves when high 
functioning R’s and X’s are consistently implemented.  

• O’s (like R’s and X’s) can be located onto the TCSS roadmap. So we can 
assume that there are typical O’s that fit into the 1, 2, 3 and 4 paradigm school 
and classrooms (see Figure 10.1 and 10.2) 

• O’s include both products (scores, amounts, etc) and processes (evidence of 
skills and dispositions). Using process O’s to guide our X’s usually results in 
more meaningful consequences than when we think in terms of product 
outcomes. Gaining clarity about the O’s that are important, meaningful, and 
sound will be useful in your process of facilitating evidence-based decision 
making that is valuable and supports your vision. But quality process-based 
decision making will be even more effective. 

• Addressing outcomes directly is discouraged. It typically leads to a focus on 
trying to solve symptoms and usually misses the real cause and/or the real 
problem (See Figure 10.x).  

• Comparisons internally or externally are almost always a poisonous and derailing 
ingredient. Be careful not to let a certain level of any O make us complacent or 
dejected. A high score does not necessarily mean you are succeeding and a low 
score does not mean you are failing.  

 

Reflection 10.a: It might be useful to think about Outcomes in schools like those in the 
health care world.  We could characterize our O’s are as the symptoms and levels of 
health. The R’s and the X’s are the lifestyle variables that produce the level of health. 
So when we start looking for solutions, we need to ask whether we want to try to treat 
symptoms, or to fix the real problems. Reflect on how your school has approached its 
outcome data to date within the medical analogy. What has been the focus? 

 
Locating O’s onto the Roadmap 
Like R’s and X’s, we can locate the O’s of a school on the roadmap. Like the story of 
Dewey in Chapter 6 or any of other schools that we have described, this location can 
change, but today, we can take our O’s and place them on the predicted roadmap 
based on the numbers and rates and what the students are exhibiting. As discussed in 
earlier chapters, the R’s, X’s and O’s at a school will most often fit a profile. The R’s and 
X’s at a school that has a climate of 1.5 out of 5 will be very different than those at a 
school where there is a 4.5/5. Likewise when we find a 1.5/5 climate and function level 
we almost always see a corresponding low level of student achievement and other 
outcomes. In the same way, when we see a climate above 4 out of 5, we can be certain 
that the achievement is going to be at a high level. Figure 10.1 below highlights four 
theoretical locations on the roadmap. 
 
Figure 10.1 
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Each of the four locations in Figure 10.1 implies a corresponding series of R’s, X’s and 
ultimately O’s. The nature of these four locations is outlined briefly in Figure 10.2. We 
could also characterize them fairly accurately by their dominant level of perception 
(LOP)(See Appendix X), or the relative amount of psychology of success (POS) or 
failure (POF) practiced (See Appendix X). In fact, since all R’s, X’s and O’s are inter-
connected, we can use any one of them that is prevalent at the school and to locate the 
school on the roadmap and infer all the other R’s, X’s and O’s. 
 
Figure 10.2. Descriptions of R’s, X’s and O’s at schools at Four SCAI Levels 
Climate and 
Function 
location on 
the 
Roadmap 

Common R’s Common X’s Common O’s 

1.5 Climate 
Location 

R’s defined by POF – 
external LOC, 
fragmentation, fixed ability 
orientation. Coping. Lots of 
excuses about the students 
and parents and conditions 
(the context). Competitive 
survival. 
Sensory/Survival LOP 

3- and 4-Style teaching. 
Lots of lecture and test. 
Worksheets and low 
critical thinking. Routine 
and homework driven. 
Either dominant or 
passive classroom 
management. Effort to 
domesticate students. 

Below 30%tile test scores. Low 
student motivation. High 
discipline referrals. Low 
teacher morale. Low 
collaboration. Low trust and 
hope that things can improve. 
Students main goal is self-
preservation. 

2.5 Climate 
Location 

POS is mixed with lots of 
POF define R’s. 
Cleverness, coping and 
making it through the day is 
the goal. The value is 
control and responding to 
problem situations. Orderly 
management and 
institutional coherence is 
the goal. Program and 
Sensory LOP 

Programs are 
implemented to improve 
function and coherence. 
2-Style management 
and Direct Instruction 
used by the model 
teachers. Upper track 
students get lots of 
attention. 

30- 50%tile test scores. 
Students in the upper tracks 
feel served, but most others 
feel like they are just passing 
time. Students look to meet 
basic needs for power, fun and 
belonging outside the system. 
Teachers are cordial to other 
another. Sense that this is the 
best that can be done. 

3.5 Climate 
Location 

R’s are defined by more 
POS with some POF. Goal 
of helping students be 
successful is norm. Mostly 

Some 1-Style teaching, 
but mostly effective 2-
Style. More cooperative 
learning and inquiry. But 

50 - 80%tile test scores. Sense 
that the school is functioning 
adequately. Most students feel 
like they are able to find a path 
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attitude of competence and 
shared expectations and 
faith in best practices. 
Vision of effectiveness is 
present. 
Principle and Program LOP 

mostly still rely on well 
executed D.I. Many 
programs are used 
faithfully to coordinate 
X’s. Teachers share X’s. 

to success if they apply 
themselves. Teachers are 
more cohesive than not. Trust 
level is good. 

4.5 Climate 
Location 

R’s are very intentionally 
about POS. Principles drive 
how macro and micro 
choices are made. The 
school has a clear vision of 
excellence and 
empowerment. 
Principle and System LOP 

More 1-Style teaching 
than 2-Style. High 
amounts of inquiry, 
project based learning 
and student ownership 
and self-reflection in 
daily activities. Teachers 
collaborate on how to do 
better with 1-Style and 
leadership supports that 
effort. 

80-100%tile test scores or 
highly recognized 
performance. Sense that 
school provides the best route 
to life-time success. Teachers 
trust one another and 
leadership. Students trust what 
they are doing at school is 
meaningful and will lead to 
their growth. 

 
 
 
How does My Context Influence My O’s? 
Many of you at this point are asking “what about where my school is located, the Socio-
economic and cultural issues with my students and parents, and influence of all the 
grades that have come before? All of these realities are important to consider in our 
work in general and our efforts to move up the pathway. Who we are teaching – their 
needs, their knowledge, skills and dispositions, their cultural backgrounds, what we can 
and cannot count on from parents at this point are all useful information. So it is true 
that what we need to do to move up the pathway will depend to some degree on those 
things. But that being said, the R’s that will keep us in the low quadrants of the roadmap 
are going to be the same no matter who are students are, and those that are going to 
put is in the higher quadrants are the same no matter who our students are. 
 
Nevertheless, mostly context factors are simply part of what constitutes the job at any 
particular school - whether our job is to run a school, or teach a class. All students have 
needs and characteristics – because of their age, gender, learning style, etc., we need 
to take into account the best way to help that student learn and grow. Their individual 
and collective characteristics are good to know, consider, and use to influence the 
choices we make in our work, but they are not determinant. They may influence our 
current (and probably historical) roadmap location but they do not present finite limits to 
where we can go, only the challenge level of the task. For the most part, our context 
factors will influence us in three basic ways. 

1. Where we are today and our starting location on the pathway. 
2. How quickly we are able to move up. 
3. The type and quantity of effort that it will take to move up. 

 
The most important implication of our context factors is that it may require us to help our 
students become accustomed to different (higher function)  X’s (and by extension that 
we are using higher level R’s). For example transitioning a group of students who have 
been used to being taught in a 4-style into becoming a functioning 1-style class will take 
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much longer, require much more skill, and represent many more challenges than 
inheriting students who are used to say a high function 2-Style and moving them up to 
becoming a 1-style self-directed community of learners. In the situation where we are 
faced with moving from a 4-paradigm location, is it a bit more work? Yes. A bit more 
complicated task? Yes. More need for school-wide coherence in the effort? Yes. But the 
question is do we want to do what it takes to move up, or not. It is possible. The 
pathway is clear, but we do have to know what we have signed on for. 
 
Chapters 10 and 11 will go into more detail in explaining how to move from specific 
locations. Chapter 10 outlines the path starting from the lower quadrants, and chapter 
11 explains the pathway from middle to high functioning. Yet no matter our location it 
will be critical for the leader to support a healthy and sane mindset. If we are going to 
promote an R defined by a 100% internal locos of control and an attitude of 
responsibility, we also need to shift focus from the O’s. That starts with us not sending 
mixed messages. We cannot say in one breath that the school needs to find a way to 
improve test scores and with the other to say trust the process of movement up the 
pathway. As we will discuss in more detail in the next chapter, the only message that 
will register will be the O/fear message, and you encourage people to lose faith in the 
growing in their use of quality X’s and as a result revert to lower level X’s with which 
they have been familiar and perceive as having “worked.” 
 
Examining Some of the Critical O’s/Outcomes that We Care About 
Why do we care about certain O’s? Sometimes it is because others use them to judge 
our performance or worth. Sometimes it is because they just attract attention. 
Sometimes it is because after a thoughtful process of reflection, we find that those 
outcomes provide us with useful data as to our progress upward. All of these reasons 
are valid. So while the outcome is not the primary point, it does have a useful role in our 
effort to move upward. Let’s examine a few of the O’s that will be the most essential to 
attend to as we facilitate this movement. For each, we will examine how it would 
evidence as a 1-paradigm phenomenon (effect), and the most essential R’s and X’s 
(causes) that would contribute to its demonstration. 
 

O’s of Interest Target Appearance as 1-
Paradigm Evidence 

Primary Contributing R’s and 
X’s 

Overall Learning 
Level 

In the 1-Paradigm location – learning is 
viewed from the perspective of the whole 
student, and whole community. So 
evidence of knowledge, skills and 
dispositions are important. Students are 
self-reflective and self-directed, they can 
work in teams and solve problems. They 
feel empowered to have a voice and be 
given ownership over their learning. 

1-Paradigm X’s that are motivated by 
1-Paradigm R’s. Teachers commit to 
promoting high functioning classrooms 
and moving their students to more self-
direction and community building as 
fast as is possible. Increasingly more 
inquiry and project based learning is 
used. Assessment promotes clarity of 
the skills and dispositions necessary to 
accomplish being a student in a 1-Style 
class. 

Test Scores Test scores are a lagging indicator of 
school growth. But because they indicate 
a lot of actual skill and knowledge 
development, they should improve as the 

Test scores can be temporarily 
improved by teaching to the test, but 
the majority of what they measure will 
be the median overall X quality (see 
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school moves up the pathway. They are 
not a perfect indicator, but they offer 
some information. 

roadmap) at the school. So every R 
and X at the school will contribute to 
the eventual test scores. 

School’s 
Perception 

Others perception of the school is also a 
lagging indicator of movement up the 
pathway. This is an example too of an O 
that will affect our jobs. If we create a 
perception (based in reality and an 
emerging vision) that the school is moving 
toward excellence, then it results in more 
pride and community self-esteem. 
Winning breads winning. So perceptions 
are important.  

Actual improvement in R’s and X’s will 
be the best way to improve perceptions 
within and without. But the leader X’s 
related to PR are important too. 
Communicating success and 
improvement is good. And do not focus 
just on scores, also work to re-make or 
reinforce an excellence narrative with 
stories, testimonials, innovative X’s, 
and putting your vision out there. But 
smoke and mirrors will collapse 
eventually, so job one is the true R. 

Student 
Interactions 

Students view one another as co-
learners. They trust that in school open 
spaces that students are kind and 
respectful of one another. Students learn 
to interact with all students – there is little 
cliquishness. Students are highly involved 
in after school teams and clubs and side 
projects.  

High quality student interactions start 
with the consistent use of X’s in the 
classroom that create the habits of 
collaboration, a culture of listening and 
respect, and solving problems in 
teams. This starts with excellent 
technical management skills. 
Assessment is used to clarify what 
quality looks like and student are 
regularly self-evaluating the quality of 
their cooperation, teamwork, process, 
and participation skills. 

Motivation Level 
of Students.  

The trajectory is always toward more 
intrinsic motivation and self-responsibility. 
This is true for both staff and students.  
We can see it as we give more and more 
responsibility to students and we see 
them putting quality first and becoming 
less interested in grades and more in 
quality and creativity. Students run with 
being empowered as do teachers, and we 
see new grassroots initiatives. 

Leadership is deliberate and 
conspicuous about empowering 
teachers and encouraging innovation 
and new initiatives. Classrooms 
commit to 1-Style with self-direction as 
a goal. Students are trained to focus on 
the process and taught how to self-
assess based on rubrics for quality. 
And all 4-Style X’s need to be 
eliminated. 

Habits of 
Students 

Students become accustomed to 1-
paradigm ways of being. So they have 
replaced finding ways to meet their basic 
needs on their own and trust that the 
planning curriculum is needs satisfying. 
The students get used to listening and 
being listened to. Teachers get used to a 
class of students who are all attentive and 
ready to engage in meaningful work. 
Students get used to correcting peers 
who act in ways that is detrimental to the 
school. Pride becomes a bigger value 
than social Darwinism.  

X’s used in the classes promote the 
satisfaction of basic needs. Classroom 
management is characterized by POS 
X’s and the principles of high 
functioning behavior, and creating a 
culture of listening and respect. Work is 
meaningful. The qualities of excellence 
are clarified and included in 
assessment criteria. Problems are 
viewed through the lens of basic needs 
issues first (see Figure 10.x below). 
Adults sense a unified message that 
students need to be self-directed and 
apply consequences when they are 
not, and refrain from promoting POF. 

Incidence of 
Wanted and 
Unwanted 
Outcomes 

Referrals, dropout rate bullying, absentee 
rates, tardy rates, parent complaints, 
number of students in after school 
activities, sports team success, 

Every X will related to every O. As the 
school moves up the roadmap and 
their X’s are defined by improved R’s 
and X’s all of these O’s will be 
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pppppppppppp indirectly affected. In most cases, 
shifting all classroom management X’s 
to 1-Style will be much more effective 
reducing Bullying than a formal 
Bullying program. Programs can be 
positive, but they are often dealing with 
the symptom (see below). 

   

 

Reflection 10.x: Can you think of another outcome that you care about? What would it 
look like evidenced as a 1-Paradigm phenomenon? 

 
 
Do we view our current state through a fixed view or through a growth 
orientation? 
Since our O’s/outcomes are just data, then just like our students who are given 
feedback in the learning process, we are in a position to use either a growth or fixed 
ability lens to process it. The growth orientation asks “what can we learn about our X’s 
from this data? And “How do my X’s need to improve if I want to see improved O’s in 
this area?” The fixed ability orientation asks “How does this data compare to others? 
And “How do I feel about what this data implies about how our school rates?” 
 
O’s/Outcomes are useful in the vision creation process 
 
Insert Strategic planning here 
 
Comparison 
Put strategic planning exercise at the end of the chapter 
 
Reflecting on both existing O’s/outcomes and desired O’s is going to be useful in the 
school or classroom vision creation process. Just as when we are creating lesson plans 
we want to make our learning objectives (which could classify as R’s) as concrete and 
behavioral as possible, we will want to be able to operationalize the vision of the kind of 
school that we want in detail that is as vivid and observable as possible. Our vision 
needs to start with our R’s, and be focused mostly on what we can control, and that is 
our X’s. But keeping in mind what we want it to look like, and being able to have 
evidence of our progress in the form of O’s will be helpful too. 
 
In the classroom, we might have the following behavioral objective – the learner will be 
able to classify given statements into fact or opinion. Accordingly, we would need to 
have a plan for how to teach that skill of classifying difference to our students. 
Therefore, as we were teaching, we would want to collect periodic evidence as to 
whether our students were meeting the objective or not. If they were, we could assume 
that we were being relatively successful and therefore, we would feel able move 
forward. If they were not showing the skill, we would assume that we needed to keep 
processing the concept further. In the same way, when we have a school vision that 
includes a desired O – for example students at ____ school take responsibility for their 
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learning, we can use it in similar to the way we used the behavioral objective to help 
guide our efforts. If we look out across our school and observe that this aspect of our 
vision/R has guided our actions/X to produce evidence of this O in our classes, we know 
that it is likely that our X’s have been on target. If on the other hand, if we see that there 
is a large gap between our O goal of self-responsible learners and what we actually see 
in the current O, we know we have to reflect on our X’s, and do additional skill or 
commitment building . So in the process of using O’s to assess our progress toward our 
professed R/vision, we will want to ask and answer a sequence of questions: 

1) If we see that an O that appears to be inconsistent with what one would expect 
given the vison of the school, does it imply that we need to rethink how we 
conceived the expected O’s or maybe the X’s that we assumed would promote 
the 1-Paradigm O’s that we are very definite about? 

2) Then we should ask ourselves possibly the most important question effective 
educators can ask themselves, “Would we expect another O given the X’s that 
have been used to produce this O?”  

3) Finally we should ask ourselves the next most important question, “How do we 
need to change the X’s to change the O?” 

 
 
Outcomes that Point to Problems – Solving Problems not Just Symptoms 
Sometimes when we examine outcomes they imply some sort of problem condition. 
What any of us define as problems is relative to the school and the priorities of the 
leader. So we can broadly define a problem here as the cause of something that is 
happening or continues to happen that we consider not acceptable, and/or is leading us 
in the wrong direction or away from our vision. We might not like a lot of what we see in 
the form of O’s as well as X’s, but either we need to accept it for now, or put it on our list 
of problems that require action. Problems can be as small as why there is a bit too 
much litter today, or as large as why there is an increase in the dropout rate.  
 
As we engage in the process of identifying the kinds of key areas for change that we 
refer to as “priorities” and/or “problems,” we need to distinguish between the real 
problem and the symptoms of those real problems. Symptoms are most often 
outcomes/O’s (effects) and real problems are most often our R’s and X’s (causes). And 
we can add that we should be cautious about letting others tell us define our problems, 
especially those without a clear sense of our vision. 
 
A simple way to get at whether a problem is the root problem or just a symptom is to 
ask ourselves the following question, “So why is this the way it is, and what are we 
currently doing to contribute to it?” That question can be asked in a faculty meeting, 
retreat, a committee meeting, and/or when we are self-reflecting individually. We might 
need to keep asking the question, and unpeeling the onion, until we get to something 
that is operational and that we can control. At that point we will have something that we 
can work with. Attempting to solve symptoms will inherently keep us stuck in our 
location on the roadmap. Solving real problems may require a little more thought, but 
they will lead to real movement. 
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Case Study – Mr. Smith was a Social Studies teacher in an urban High School.  His personality could be 
described as friendly and supportive but understated and business-like. But he would be classified at a 1-
Style oriented teacher with his heavy use of cooperative learning, projects, and inquiry. The school as a 
whole had a daily attendance rate of 75%, and constant issues with discipline. The fact that on average 
one student in 4 was missing each period could be defined as a “problem” at the school. In Mr. Smith’s 
class the attendance was commonly 100% and on average well over 90%, and he had no problems with 
discipline in fact the students were cooperative with one another and focused from the beginning of the 
period until the end. Examining this case, we could say that the school had an O of low attendance, and 
poor discipline. So what would conventional wisdom say to do? They could potentially address these 
symptoms with a lot of approaches. They could also take a fixed-ability view of their context and adopt the 
R that assumed “this is the best you can do with “these” students.” However Mr. Smith’s class showed 
that the students would show up if they felt like it was worth it to them. The school could implement an 
attendance incentive program as an added X to try to address their “problem” directly. But it would have 
little effect if the typical X’s did not improve. As the lesson from Mr. Smith’s class showed, the “real 
problems” at this school were the X’s, and the poor attendance was just a symptom. And those X’s were 
the result of mis-guiding R’s – which included “these kids don’t show up to class and when they do they 
are unruly.” Mr Smith used the R “these students want to be here and learn if there is something worth 
learning and they will act like self-responsible adults if they are treated like it.” So he used X’s consistent 
with those R’s, and his O’s were almost all students who were present, engaged and learning almost all 
of the time.  
 
How many schools are trying to find a clever add on to address these kinds of symptoms, rather than 
looking at the real problems which is the quality of the common R’s and X’s at the school? 
 
Reflection: Have you seen something similar take place at a school with which you are familiar? 

 
The “Real Problem” with Trying to Solve “Symptoms.”  
When our assessment of an unwanted condition leads us to the conclusion that the 
symptom is the problem, we tend to try to fix the symptom directly or miss the 
opportunity to address the “real problem, which is in the form of an under-examined 
problematic X. The results are (no pun intended) problematic. When we try to treat a 
symptom too often it leads to an effort to make a direct, external and/or controlling 
intervention – or what we often term a “band-aide”. These can take the form of bribing, 
coercing, begging, manipulating, and/or conning students and/or our peers and 
ourselves into either doing more or less of something. Adding a new isolated X into an 
existing system will require a great deal of effort to implement, but because in most 
cases it does not change the R’s, the result will be eventual regression to the mean X. If 
we need any proof of this just ask a teacher who has been teaching for more than 15 
years about all the programs and professional development ideas that have been 
introduced into their school and how much impact they have had in the long term.  
 
Here is a list of the main problems with adding a new X to the current situation in an 
attempt to address a problematic condition. 

1. We have not gotten to the real problem. If the real problem does not change in 
the form of fundamentally better R’s and X’s, in the long-term the symptom will 
not change. Adding a new X into the overall situation to fix an isolated O that 
does not address the real problem is where the phrase “rearranging the deck 
chairs on the titanic” came from. The meaning of the phrase is that superficial 
changes will not have much effect given that overall normal X’s and R’s are 
causing the O’s.  
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2. These interventions do not work very well to change behavior at the whole school 
or classroom level. “Implementing” programs (i.e., program level X’s) into a 
school or classroom can make a positive difference (or a negative difference for 
that matter) but only if it indirectly leads to changes in the R’s toward higher 
quality and level.  

3. Addressing symptoms keeps us mired in the lower levels of perception. At best 
we are working with a programmatic implementation of a program, and it is 
usually motivated by a sensory level reaction to something external. Use of 
higher LOPs is commonly absent. 

4. When a leader adds a new intervention into the system which is not driven by a 
shared reference/R and/or has been agreed to by the group, they send a 
message to the members of the community that they cannot be trusted, and that 
in essence the one in charge cares more about their own convenience than the 
welfare of the collective as learners and as an entity that is growing in a particular 
direction. An examples of this is the idea of the “teacher-proof” curriculums. The 
message is, just do the program, don’t ask any questions. In other words, just do 
the X even if we don’t respect you enough to relate it to your R, or even explain 
our R for doing it. 

 
5. They not only do not solve the “real problems” but more often create a new set of 

real problems. New X’s take effort. Even if a new isolated X is relatively helpful it 
will take effort to implement, and if it is not integrated into the other current R’s 
and X’s it will be time consuming in terms of training and explanation. But very 
often the X we select to deal with the symptom is a step in the wrong direction. 
Like in the case of Mr. Smith above, if instead changing the real problem in the 
form of our X’s, we simply try to bribe, coerce, gimmick, control, con, threaten, 
etc., our colleagues or students, this direct effort to change the O will lead us 
down the pathway to greater levels of dysfunction. It would be like trying to make 
a flower be taller by pulling on it and stretching it.  
 
When we look around a school we see several of these direct interventions. They 
are as confusing as anything that occurs in schools. Someone will say “it works” 
to pull on the flower – i.e., use shame, public comparisons, bribes, reward 
systems, names on the board or colored card systems, etc. But it is working to 
promote dysfunction in the form of lost internal motivation, lost faith in self and 
leader, and gaining a value system that is going to lead to life-long damage. This 
is true if we are using these dysfunctional technique among the schools in the 
district, the staff of our school, or the students in our class. Dysfunctional R’s will 
lead to dysfunctional X’s which result in low quality O’s.  

 
 

Example of an X that deals directly with a symptom O - Colored card charts and 
names on the board systems.  
The idea of these systems is the each student can see a visual representation on a wall 
or board or where they stand for the day. If their behavior is at the “adequate” level their 
card is on green or their name is off the board. But if they do something the teacher 
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decides has crossed a line, their name goes on the board, or they are asked to move 
their card to the yellow level. If more problems occur check marks are added to the 
name or cards are moved down to lower levels.  
These systems are really good examples of trying to pull the flower up – which is pretty 
logical. They add the X of public shame and do get temporary changes in O’s from the 
students who are affected by shame and comparison. But as we examine all the real 
“problems” in the situation (i.e., un-engaging instruction, poor relationship between 
teacher and students, basic needs not being met, etc.) none of them are addressed by 
this gimmick.  
These programs take a lot of time and effort to maintain, but they do not make the 
behavior in the class better, so there is no real change in the O in the long-term, and 
they have added all sorts of unhealthy R’s and X’s to the class.  
The destructive effects of these kinds of gimmick systems are discussed at: 
www.transformativeclassroom.com 

 
 
Cleansing these mis-guided X’s from what we do 
We need to at some point explore the current state of our common X’s to locate where 
these band-aide, direct symptom interventions have become systematized into regular 
and ongoing practices. We could compare it to de-mining a mine field. First, we need to 
agree to the R that we do not want to have mines i.e., these low quality X, and then we 
need to create a plan for removing them one by one. Like demining, we will need to be 
patient and purposeful. It is likely that people have gotten rather attached to their 
gimmicks. And sometimes it is difficult to know whether we have located a hubcap or a 
mine – a gimmick or just a clever strategy for doing getting something done more 
efficiently. The way that we can check is to ask ourselves the following questions: 

1. What was the reason that we added this X into our school or classroom? 
2. Was that reason related to a real problem or a symptom? 
3. Was the new X intended to solve a real problem or a symptom? 
4. How has the new X influenced the overall school or classroom? Would we say 

that it is moving us up to higher levels of function and effectiveness, or is it 
keeping us stuck? 

 
 
Table $%^: A Closer look at what is at the heart of real problems and the 
symptoms they manifest: Exploring basic needs and psychology of success 
(POS) or failure (POF). 

Symptoms (O’s) Corresponding Possible “Real 
Problems” (X’s) 

Low Student Achievement Levels 
Low Levels of School Climate 
 

Low climate/function producing 
practices  

Resultant behaviors when basic needs 
are not being met. 

Basic needs are not met in or out of the 
classroom, and therefore the student is 
forced to meet those needs in less 
healthy and functional ways. 

http://www.transformativeclassroom.com/
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Power struggles, bullying, gaining 
attention, not doing work, helplessness, 
undermining the class, etc. 

• Power – looks like 

Need to make excuses, hyper-comparison, 
fear of failure, bragging, put downs, need 
to win, etc. 

• Competence looks like (x’s)…… 

Acting out, clowning, need to socialize, 
competitiveness, need for praise, isolation, 
low self-esteem, etc. 

• Belonging 

Resistance, trying to get around rules and 
expectations, questioning the teacher or 
the lesson, looking for opportunities to 
break free and express, tagging, and 
graffiti, etc. 

• Freedom 

Daydreaming, socializing, going off task, 
looking for weaknesses in the teacher, 
silliness, looking bored, etc. 
 

• Fun 

Byproducts of a POF 
(symptom behavior) 

Psychology of Failure (POF) is 
promoted by the practices, values and 
policies at the school 
Causal teacher behaviors that promote 
POF 
 

Low motivation, looking for the easy path, 
not doing work without a reward, not taking 
responsibility for actions, blaming others, 
etc. 

• External Locus of Control 
(see Appendix X for POS promoting X’s) 

Feeling disconnected from peers and 
adults, gang activity, cliques, low self-
esteem, reckless behavior, drug use, low 
pride in self or school. 

• Worthlessness and Alienation 

Fear of failure, quitting quickly and low 
persistence, Accepting low performance in 
some subjects, short-term focus and lack 
of trust in self and/or the process, etc. 

• Fixed vs. Growth Orientation 

 
 
Transition 
And finally, let’s explore efficient ways of using data and a data-driven process to 
promote a concreteness and measurability within our efforts.  
 
 
Data is  

• our own sense of things 

• SCAI or other surveys 



 

TCSS – Outcomes ch 9  rough draft v10-1-18                                                        Page 9- 13 

 

• Numbers of ___ or ____ 

• Interviews, focus groups, forums, town halls, conversations 
 
 
 
 
Using Data to inform our movement toward our goals 
 
First, it is useful to keep in mind that data is everything. We do not need a committee to 
tell us it is okay to look around at what is happening at our school. Data is just what is.  
 
So as a school we need to get in the habit of using data, sharing it and discussing it. It 
will really help if we look at the data as neutral and intended to give us benefit. 
Understandably we learn to fear the data, and fear others observing what we do. This is 
such an unfortunate development in the field. One of the R’s that we need to cultivate is 
a growth vs. fixed ability orientation toward data – i.e., knowing what is going on. In a 
fixed ability approach to data we fear it as it will lead to a potential unfavorable 
comparison. So we engage in self-defense, self-denial and a general of the light of day 
being shown on what we are doing. In a growth-orientation we see all information as a 
source of learning, and so we welcome it as it useful to our learning and growth. From 
top to bottom in the school/district organizational chart, we need to ask ourselves how 
can we promote the conditions in which individuals are comfortable taking on more of a 
growth orientation toward data of any kind. 
 
 

Caution: Beware the term “evidence based,” as in an “evidence based program.” In 
practical terms this is almost no guarantee that the program in question has value in 
your process of becoming more functional. What the phrase “evidence based” literally 
means is that in some cases there were schools that showed an overall statistical 
difference on some variable when the program was implemented. But in many cases 
what that means was that a school which was functioning in the lower quadrants added 
the program and as a result got a little more of something they wanted like a short-term 
bump in test scores, or less of something unwanted such as disruptive behavior. But 
something that will get you from a 2/10 level of function to a 4/10 temporarily will not 
necessarily (or even very likely) get you from a 6/10 to a 9/10. In many cases there are 
programs, especially in the area of classroom management that will move all schools 
toward a mediocre 5/10 level of function and performance, whether those schools were 
originally at 3/10 or 7/10 previously. A good analogy would be that there is evidence that 
eating at McDonalds hamburgers will reliably make a starving person feel better and 
more functional, but if a healthy person eats them all the time the result will not be more 
function and can even lead to poorer health (see the movie Super-size Me). This same 
analysis applies to the phrases “best practice” and “research based.”  
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Data can take many forms. Lets examine some of the main ones here, as well as how 
we can use them to learn and grow. 
 
What do the numbers can tell us? Test scores, pass rates, attendance rates, drop out 
rates, incidence of this or that, student demographic data, etc. are good to know. They 
are informative. We don’t own them, but we are doing our part to affect them every day. 
But their main use is to ask questions related to why, and what can we do better? 
Maybe the numbers tell a story of a school that has students who were used to low 
function X’s and we are moving up. Or a story of being in the same place as we have 
been for a while. But what do the numbers imply about what we need to do? Don’t worry 
so much about story the numbers tell as given these numbers “What’s Important Now. 
(W.I.N.)?  
 

Case example: Test Score gains – In CA and many other states schools were 
compared to one another by their API – Academic Performance Index. Once this 
comparison process became public and schools were given incentives and penalties to 
improve their API’s what happened was very natural. In most cases what schools tried 
to do was to deal with the test scores directly – they added the X’s of teaching to the 
test and providing tutoring on the test subject matter. Referring to our discussion above, 
these X’s could best be characterized as clever direct attempts to address a symptom of 
a perceived problem. The result in the short-term is higher test scores, but like pulling 
on a plant, it will only stretch so far until that intervention does not work to directly 
change the O. So after a few years, these schools are seeing their API’s plateauing or 
dropping back down. If the R’s and common X’s at the schools never changed, the 
improvement in the numbers was, in the big picture, only an apparent improvement. 
 
But in this process, there are also schools that have changed what they do and 
incorporated more effective R’s and X’s and their scores have also gone up. So the 
lessons are maybe 1)we need time to see if any change is substantial or superficial, and 
2) assessing what is done (i.e., the X’s) in a school is a more reliable predictor of their 
numbers over time than changes in numbers from year to year. 

 
What do surveys tell us? 
Surveys are useful in telling us what common perceptions are among the group we 
surveyed in the areas related to the items that we included on the survey. But with 
surveys it is often difficult to interpret why or when the perception was formed. If 80% of 
the students are satisfied with their education at the school, what does that mean? Why 
or why not, and what are they satisfied with? And are our students just easier or more 
difficult to satisfy than the students in the next school?  
 
The Alliance for the Study of School Climate (ASSC) School Climate Assessment 
Instrument (SCAI) includes questions related to student perception O’s. For example 
item 7c on the student version 

7.c------------o------------------------- o -------------------------- o ------------------------- o ----------------------- o -------------------- 

Students feel as though they 
are working toward collective 
goals. 

Students feel as though they are 
working toward independent 
goals. 

Students feel as though they are 
competing with other students for 
scarce resources. 
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While the data will not infer directly what is contributing to why the students are 
reporting as they are, but we do get a pretty good sense from this item if they feel like 
they are part of a supportive collective or a competitive environment. 
 
The SCAI also asks questions much more directly related to the X’s at the school. Again 
this items is taken from the student survey related to student voice in the classroom. 

5.e------------o------------------------- o -------------------------- o ------------------------- o ----------------------- o -------------------- 

I have had some say in making the 
rules in my class. 

The teachers make the rules, but 
consider our feelings. 

The teachers resent it when we 
question why a rule exists. 

 
It should be noted that each of these items individually is very predictive of overall 
climate, function and student achievement at the school. The data that we obtained 
from these 2 items would not only help us see if we were moving toward a 1-paradigm 
location, but also be very predictive of the location of the school on the roadmap. 
 
 
What do interviews, focus groups, town halls, and conversations tell us? 
First what we engage in these sorts of data collection, it sends a message to everyone 
that our guiding R includes wanting to know. Sometimes there is nothing that we can do 
to satisfy a request from a stakeholder, but letting them know that we care is a concrete 
action and has value in and of itself. But so often, when we ask, we learn so much. We 
learn a lot of little things like a how a minor policy is making parents either really happy 
or really unhappy. Or we can learn something big like how a majority of the students are 
afraid of telling the faculty that ___, but did not know how to bring it up.  
 
Being able to say that “We hear you” and “We are sincerely interested in doing 
something about it” is a powerful X that will lead any school up. It sends a trusting and 
improvement oriented R.  
 

Reflection – what would you say is your schools general approach to asking what 
people think? What R is that sending in your opinion? 

 
 
What can our eyes and ears tell us? 
Bring to mind what it says in your vision or purpose statement, and maybe take a peak 
at the TCSS roadmap, now look around and assessment what you see. It does not take 
long before we begin to see many concrete examples of things that either fit with our 
vision, or do not, things that will lead us up and things that are keeping us stuck, and 
even things that we said that “one will see” or things that we said “one would not see at 
the school.” That is data! Your eyes and ears are telling you the story of the true R’s and 
the honest X’s at your school. No need to be judgmental. Data is always neutral. But 
keeping the gap between your vision and the actual reality is useful, as long as we 
always immediately ask ourselves what we can do practically right now.  
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Reflection - Maybe you are in the position of being the person in your school that does 
more than your share of encouraging and attempting to raise the bar (or raise the 
function level of school). Can you see how having both a created visionary set of R’s as 
well as an operational set of R’s will may your job easier? When we have no vision, 
those who try to encourage better practice are called things like “agitators” or “squeaky 
wheels.” And they are the least happy people in the school as a result of feeling tortured 
between a conscience that tells them that for the sake of the students X’s and R’s need 
to change, and a resistant system that tells them that those who want to encourage 
change become the enemy of the status quo and whose opinions become increasing 
less welcome. But if there is a vision, those same people can become cheerleaders for 
the emerging growth and success.  
Have you seen these 2 situations in action? 

 
 
Needs thread between the sections 
 
 
More reflections 
 
 
Exercises 
 
 
Referencess 
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Exercise: 
As a faculty examine the Chart below. Which of the 2 columns best characterizes your 
attitude toward your context? 

Healthy R/Neutral  Approach to Our 
Context 

Unhealthy (toxic R) Approach to Our 
Context 

INFORMATION 
I have knowledge of many of my students’ home 
situations, I understand the challenges that they 
face every day. I use that information as I relate to 
them and conceive how I will teach. 

EXCUSES 
The more I learn about how my students live, the 
more I see that many of them will never be able to 
learn or meet high expectations. So I lower my 
expectations for myself and them.  

UNDERSTANDING 
I realize that there are limits to how fast I can move 
from where they were to where I want to get. But 
those limits imply that things will take longer and 
require more skill and commitment.  

VICTIM MENTALITY 
It seems like no matter what I try, others always 
resist growth because it is new and scary, so I have 
learned to give up and see things as unfair, and the 
deck is stacked against me.  

KNOWING HISTORY 
I understand how my students were taught in the 
past and how that would create certain 
expectations, habits and comfort zones. I 
understand how the teachers at this school have 
been used to doing things. It all goes in the general 
category of people doing the best they can, given 

FIXED ABILITY 
My students are so used to being told what to do, 
being given negative recognitions to stop 
misbehaving, only trying when when they get 
something, or when thing are going to be on the 
test, and/or doing the minimum that I do not see 
how I am supposed to change that. The other 
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their level of understanding and their situation. teachers tell me that they try to do 1-style teaching 
and it is too unfamiliar to students so it does not 
work. 

COMPASSION 
I do have empathy for my students. I try to be 
understanding and work with their challenges to 
find ways that they can succeed, especially 
eliminating needless policies that penalize students 
because of things they cannot control. 

LABELING/LIMITING 
At this school “these students” are not ready for 
what the students at school X are. That stuff won’t 
work with “these students.” “Let me tell you a story 
about one of them that I heard the other day…” 

RECOGNITION 
Teaching students who do not bring in all the 
cultural capital presents an added burden to the job 
of teaching. But all students represent challenges. 
And our job is to teach the students we are given 
the best we can.  

LOSING ATTITUDES 
How can the teachers here succeed with the 
students here. I cannot blame them for their apathy 
and cynical attitude. It is a miracle when any of us 
just gets through the day. We all have to do 
whatever it takes to survive and cope. 

 
 


