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“The teacher is of course an artist, but being an artist does not mean that he 
or she can make the profile, can shape the students. What the educator does 

in teaching is to make it possible for the students to become themselves.”
—Paulo Freire
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ELD: Continuous Improvement 



Grounding in Equity



The Lens of Systemic Oppression

The National Equity Project | www.nationalequityproject.org

http://www.nationalequityproject.org


Against 

1974 - Lau v. Nichols
US Supreme Court unanimously decided that the lack of supplemental language 
instruction in public school for students with limited English proficiency violated the 
Civil Rights Act of 1964.

Institutional Oppression
Multilingual Learners 



Against 

1974 - Lau v. Nichols
US Supreme Court unanimously decided that the lack of supplemental language 
instruction in public school for students with limited English proficiency violated the 
Civil Rights Act of 1964.

“There is no equality of treatment merely by providing students 
with the same facilities, textbooks, teachers, and curriculum; for 
students who do not understand English are effectively foreclosed 
from any meaningful education.” 

- Justice Douglas, US Supreme Court Opinion

Institutional Oppression
Multilingual Learners 



Image from Interaction Institute for Social Change | Artist: Angus Maguire.

http://interactioninstitute.org
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Student learning challenges are 
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Student learning challenges are the result 
of systems not adequately meeting student 
needs.
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● EL Students are coming to our 
school below grade level.

● EL Students are frequently 
off-task and disengaged.

● Families of EL students are not 
actively participating. 

● Our programming is not 
adequately meeting the needs of 
incoming multilingual students.

● Our school climate is not 
engaging for multilingual 
learners.

● Our school’s family outreach is 
not bringing in multilingual 
families.

learning challenge phrased through deficit thinking?

Deficit Mindset Systems Focus

Can you think of a time when you have heard a student 



● Foster equitable mindsets in 
students and adults

Why Systems Focus? 



● Foster equitable mindsets in 
students and adults

● The way you frame a challenge 
informs how you will approach it

Why Systems Focus? 



Against 

1981 - Castañeda v. Pickard
United States Court of Appeals for the Fifth Circuit ruled in favor of the Castañedas, 
setting requirements for bilingual education programs, which must be:

● “Based on sound educational theory.”
● “Implemented effectively with resources for personnel, instructional materials, 

and space.”
● “Proven effective in overcoming language barriers/handicaps.”

Institutional Oppression
Multilingual Learners 



● “Based on sound educational theory.”

● “Implemented effectively with resources 
for personnel, instructional materials, 
and space.”

● “Proven effective in overcoming 
language barriers/handicaps.”
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Requirements for Bilingual
Programming 



The Case for 
Implementation Focus
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Programs are Things.



Assumption 2: School 
Programs are Things.

School programs are 
things people do.



Assumption 3: Solutions 
must be brand new.



Assumption 2: Solutions 
must be new.

Solutions should build 
from existing succes.



Write 
UIP

Get ACCESS data

hool 
Improvement only happens 
in one-year cycles.

Assumption 4: Sc 



Write 
UIP

Get ACCESS data

Try Something



Write 
UIP

Get CMAS data

hool 
Improvement only happens 
in one-year cycles.

Sustainable change can 
happen in a month.

Assumption 4: Sc 



Hattie, J., Visible Learning, June 2019

Assumption 5: Only the 
perfect program choice will 

improve your school.



Hattie, J., Visible Learning, June 2019



ficient philosophical and 
empirical evidence supports the validity of 
the problem solving team theoretical 
construct and efficacy within well 
controlled university-based studies, 
implementation inconsistencies have 
prevented widespread effectiveness.”
Burns, M. K., et al, "Meta-analytic review of responsiveness-to-intervention 
research: Examining field-based and research-implemented models." Journal 
of Psychoeducational Assessment 23.4 (2005): 381-394.

“Although suf 



Hattie, J., Visible Learning, June 2019

Assumption 5: Only the 
perfect program choice will 

improve your school.

Implementation is more 
important than program 

selection.



1. People learn by doing.
2. “School Improvement” means changing the way adults do 

things.
3. School programs should build off existing success.
4. Meaningful, sustainable change can occur in a month.
5. Implementation fidelity is more important than program 

selection.

Unifying Principles For Implementation Focus 



ool:
60-Day Program 
Improvement Cycle

T 



Practice SelectionEvaluation

Implementation

60-Day Program Improvement Cycle 



Practice Selection EvaluationImplementation

● Problem 
Identification

● Target Setting
● Working Theory

● Reframe program in 
terms of adult 
behaviors

● Implementor Focus

● Progress Tracking
● Reflection

(What are we trying to do?) (Are we actually doing it?) (Is it working?)

60-Day Program Improvement Cycle 



Practice Selection
(What are we trying to do?)



Improved 
Student 
Outcomes

ProgramEffort

How does this work? What do you do if it doesn’t?

Black Box

Practice Selection 



Improved 
Student 
Outcomes

Challenge

Improvement
Rationale

Adult Behavior 
Change

Theory of Action

Practice Selection 



Connected Theory of Action allows:
• Easier diagnosis of obstacles
• Measuring implementation with leading 

indicators allows quicker responses

Practice Selection 



 Matrix
A tool to identify sources of information for
● Problem Identification
● Implementation Monitoring
● Program Evaluation

For each link in the chain of your theory of action, you want 
to have some information telling you how it’s going.

Indicators: ICEL/RIOT 



 Matrix

Most Impact

Least Impact

Indicators: ICEL/RIOT 



 Matrix

Least Effort
Least Specificity

Most Effort
Most Specificity

Indicators: ICEL/RIOT 





Implementation
(Are we doing it?)



Implementation
School Programs = Adult Behaviors
• So changing programs means changing adult 

behaviors



Implementation
School Improvement = Changing Habits
• Whose habits are you trying to change?

?



Prerequisites for Habit Change
1. Willingness to change (aka buy-in, motivation)
2. Skills and Resources
3. Time to Execute
4. Time to Reflect

Implementation



Willingness to change
• Motivation is a product of the environment, not a 

characteristic of an individual.
• You can change the environment - you can’t change 

a person.

Implementation



Willingness to change
Mindsets that foster motivation:
• Belonging - Belief that you are a welcome member of the 

community
• Value - Belief in the value of the work you are doing
• Growth - Belief that your effort will lead to increased 

competence
• Self-Efficacy - Belief in your ability to succeed

Adapted From: Darling-Hammond, L., & Cook-Harvey, C. M. (2018). Educating the whole child: Improving 
school climate to support student success. Palo Alto, CA: Learning Policy Institute. Full Text Link

Implementation

https://learningpolicyinstitute.org/sites/default/files/product-files/Educating_Whole_Child_REPORT.pdf


Skills and Resources
• What actions are implementers expected to do on their own?
• What skills do they already have that they can build from?
• Will all implementers need the same supports?

Implementation



Time to Execute
• When will implementers engage in the new behavior?
• Will this take the place of an existing 

behavior/responsibility?

Implementation



Time to Reflect
• When will implementers receive 

feedback on their work?
• What opportunities will implementers 

have provide feedback?

Implementation



Prerequisites for Habit Change: 
Exercise
1. Willingness to change (aka buy-in, motivation, 

etc.)
2. Skills and Resources
3. Time to Execute
4. Time to Reflect

Implementation



Implementer Focus Tool

Implementation

Accessible in shared google folder. 
Guided questions designed to help 
explore implementer support.

Note: This was written for the 
perspective of a school MTSS team



60-Day Program Improvement Cycle

Implementation



60-Day Program Improvement Cycle

Implementation

Visual 
representations 
of key 
vocabulary

Tier I 
instruction 
modification

Admin 
observations

All Teachers Observed in 
100% of 
classes

Staff Surveys 
and PLCs will 
solicit teacher 
feedback



Evaluation
(Is it working?)
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Evaluation

4th grade

5th grade

6th grade

40% 100%

100%

100%

100%

0%

none

Staff PD

Staff PD 80%

90%

60%

3/4

3/4

3/4

4/4

4/4

4/4Need help w/ 
math

Teacher 1 says...



Reflection
• Are we doing what we said we would do?
• Is it working perfectly?
• Why not?
• Have student outcomes been impacted?

Plan next cycle

Evaluation



ools for ELD Implementation and 

• 60-Day Program Improvement Cycle
• ICEL-RIOT Matrix
• Implementer Focus Tool
• Resources for Further Reading

T 
Program Evaluation 



Aislinn Walsh Jessica Welch Justo Yañez Nick Stachokus Sam Lyon

CSI MTSS Collaborative Members Schools
Caprock Academy
Colorado Early Colleges
Colorado International Language Academy
Goldenview Classical Academy
Early College of Arvada
Global Village Academy Northglenn
High Point Academy
Pinnacle Charter School

Thanks to all these folks! 
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