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Day 2
Welcome and Connect 
Pulse Check Results 
Data Dialogue and Interpretation 
Root Cause Analysis 
Designing a System Destined to Fail 
Designing a Successful System 
Governance and Accountability 
Team Time 
Closing 

Agenda

Flaticon
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Pulse Check Results 
What three words describe your experience of today’s session together? 
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Pulse Check Results
What feedback can you give us to help us improve tomorrow ’s sessions?
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Pulse Check Results
What feedback can you give us to help us improve tomorrow ’s sessions?
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Pulse Check
What feedback can you give us to help us improve tomorrow ’s sessions?
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Day 2 Objectives
 Distinguish between observation, interpretation, root cause analysis, and action within a 

continuous improvement process. 

 Use structured dialogue and inquiry protocols to investigate patterns, assumptions, and 
system breakdowns.

 Identify how feedback loops, governance, and accountability structures influence 
system performance. 

 Develop evidence-informed improvement goals and action strategies.

Using Evidence to Understand System Performance and Guide Action 

Understand the System Make Sense of the 
Evidence

Prioritize Improvement 
& Action 
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It’s All About the Data 

Lyrics
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It's Data News Network
Opening Headlines  
• A high-energy overview of 

the "biggest stories" from 
the Institute 

Field Reporter
• "On-location" interviews 

with participants about their 
journey

The Data Weather 
Report
• Outlook on the Data 

Forecast

The Data Desk
• A data-focused breakdown 

on what you learned

PSA Segment
• How to lead a great data 

conversation

Entertainment 
Segment
• Spotlight the creative or 

humorous moments that 
emerged 

Closing Editorial
• Reflective closing statements 

about the data journey 
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From Data to 
Decisions 

Why do data systems fail?

It is not the absence of an element, but how 
the elements interact with one another
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Seeing the System

Nothing in 
the system 
works in 
isolation.
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Where Does Data Go Wrong
Failure Spectrum 

Data 
Collected

Data 
Reported

Data 
Interpreted

Data Acted 
Upon 

Common 
Breakdown
• Incomplete data
• Poor quality 
• Misaligned tools 
 

Common Breakdown
• Misinterpretation
• No triangulation
• Surface analysis 

Common 
Breakdown
• Over-reporting
• Compliance 

focused
• Data silos  

Common Breakdown
• No action taken
• No feedback loop
• Weak accountability  

“We have it” “We share it” “We understand 
it”

“We change based on 
it”
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Predictions 

Reading Between the Lines: What’s Happening in SVCE?

This Photo by Unknown Author is licensed under CC BY

Predictions surface assumptions we carry into analysis. When assumptions remain 
unspoken, they often shape interpretation w ithout scrutiny. 

https://opentextbc.ca/studentsuccess/chapter/adult-learning/
https://creativecommons.org/licenses/by/3.0/
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Headline Guess
• Scan the case study

• Using the protocol, develop 3 
predictions 

• Create your headline 

• How confident are you? 

Predictions 

https://germanamericanabroad.wordpress.com/2013/06/28/why-it-is-a-bad-idea-to-take-a-peek-at-your-future/
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Predictions 
Persona Perspectives: What do you predict through your lens?

 The Assessment Coordinator

 The District Partner

 The Faculty Member

 The Mentor Teacher

 The Clinical Supervisor

 The Teacher Candidate 



18

Guiding Questions 
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Quick Share Out 
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Structured Discussions Around Data

 More than numbers 

 It’s a communication tool that drives 
decision-making 

 Goal: Turn observations into 
understanding 

Data Dialogue 
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Data Dialogue Protocol 
Structured Discussions Around Data

OBSERVE INTERPRET DECIDE/ACTION REFLECT 
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Step 1: Observation

Phase 1: Individual Observation 
5 MINUTES 

Phase 2: Group Share 
10 MINUTES 

Phase 3: Clarifying Questions
5 MINUTES

Phase 4: Pattern Identification
10 MINUTES

Phase 5: Prioritize a Focus Area
 5 MINUTES  

Data Discovery Activity
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As your persona responds, consider:

 What evidence do you trust most?

 What evidence do you question?

 What does your role allow you to see that others 
may miss?

Keep in Mind 
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Wrap Up
Eyes on the Numbers, Not on the Story
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Break Time!
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Data Dialogue Protocol 
Structured Discussions Around Data

OBSERVE INTERPRET DECIDE/ACTION REFLECT 
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Step 2: Interpret
Moving from Data → Insight

Observation / Analysis Interpretation

“The temperature dropped 15 degrees over 
three days.”

“This likely signals a weather front moving 
in, so we should prepare for colder 
conditions.”

What we directly see What we think it means

Description Inference

Evidence Explanation

“What is happening?” vs. “Why might this be 
happening?”
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Data Interpretation Strategy 

 “Poking” at the data; building 
understanding; sense-making; putting 
pieces of the puzzle together

 Asking “Why is it happening?” to 
answer “What does this tell us?”

 The 5 Whys 

Root Cause Analysis 
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Classic Protocol 
 Why #1 — Why might this be 

happening?
 Why #2 — Why is that?
 Why #3 — Why is that?
 Why #4 — Why is that?
 Why #5 — Why is that?
 Identify Possible Root Cause

Digging Deeper: The 5 Whys
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Example
Data: Candidates attempting the state certification exam declined from 82%  to 54% .

Possible Root Cause: The program lacks a systematic process for supporting and 
monitoring candidate exam readiness throughout the preparation program.

PROTOCOL EXAMPLE
Why #1 — Why might this be happening? Candidates may not feel prepared to take the exam.

Why #2 — Why is that? They may not be passing practice assessments or meeting 
benchmark scores beforehand.

Why #3 — Why is that? Candidates may have limited access to targeted exam 
preparation and feedback.

Why #4 — Why is that? Exam preparation may not be consistently embedded 
throughout coursework and clinical experiences

Why #5 — Why is that?
The program may not have a coordinated system for 
monitoring candidate readiness and providing timely 
intervention.
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Activity: Digging Deeper -The 5 Whys

 STEP 1 — Ask the First “Why?” (3 min)
 STEP 2 — Continue Asking “Why?” (10–15 

min)
 STEP 3 — Identify Possible Root Causes 

(5 min)
 STEP 4 — Test the Root Cause (5 min)
 STEP 5 — Share (10 min)

Let’s Practice
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Step 2: Interpret
Common Traps in Data Interpretation 

CORRELATION
≠ 

CAUSATION

AVERAGES
HIDE VARIATION 

SINGLE DATA PTS. 
≠ 

TRENDS

COMPLIANCE DATA 
≠ 

PERFORMANCE 
DATA
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Data Dialogue Protocol 
Structured Discussions Around Data

OBSERVE INTERPRET DECIDE/ACTION REFLECT 
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Step 3: Decide/Action

 What action should evidence drive?

 Who will do it?

 When will it happen?

 How will we measure success?

 What support/resources are needed?

Moving from Insight → Action
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Step 3a: Decide 

1. Prioritize
Which issue has the greatest impact?
2. Select Strategy
What intervention aligns with the data?
3. Assign Ownership
Who leads implementation?

4. Set Metrics
What evidence will indicate success?
5. Monitor Progress
When will we review results?

Decision-Making Process

GOOD DECISIONS ARE COLLABORATIVE
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Step 3b: Action
Developing an Action-Oriented Goal Statement

S M A R T I E
SPECIFIC

Well-defined, 
clear and 

unambiguous

MEASUREABLE

Provides a 
reliable way to 
gauge progress

ATTAINABLE

Can be done 
with the given 

time and skills at 
hand

RELEVANT

Makes sense in 
helping you get 
to the bigger 

goal

TIME-BOUND

Has a clear 
deadline and 

amount of time 
to spend on it

INCLUSIVE

Includes and 
benefits 
everyone

EFFECTIVE

Access, 
opportunities 

and support to 
all 
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Step 3b: Action

 Identify:

 Problem + root cause focus + desired improvement + measure of success

 Simple structure you can use:

 “Improve [outcome] in/for [population/context] by addressing [root cause], as 
measured by [indicator].”

Developing an Action-Oriented Goal Statement
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Step 3b: Action
Template for developing an Action P lan

Action Step Lead Timeline Resources Needed Success Metric 
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Data Dialogue Protocol 
Structured Discussions Around Data

OBSERVE INTERPRET DECIDE/ACTION REFLECT 
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Step 4: Reflection 

 Check implementation – Confirm the action plan was carried out as intended.

 Review outcomes – Compare key data to the baseline to see what changed.

 Validate impact – Determine whether the change aligns with the targeted root 
cause.

 Decide next step – Continue, adjust, or revise the root cause and action plan.

 Document learning – Record what worked, what didn’t, and why.

Closing the Loop
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Reflection & Wonderings Activity 

 What was your biggest “aha” moment?
 Did anything completely change your 

perspective during the process?
 What surprised you the most?
 What unanswered questions do you 

still have?

Lunch Ticket 
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Lunch Time!
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Flip the Lens 

 Before we talk about building effective systems, let's explore what causes 
systems to fail.

 Sometimes the fastest way to understand what matters is to identify 
exactly what we should avoid.

Transition to TRIZ



TRIZ 

Makes it possible to challenge sacred 
cows safely and encourages heretical 
thinking.
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TRIZ 
Liberating Structures How can I/we reliably 

create ____?​

(the least effective 
QAS)​

Go Wild!​

10 Minutes
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TRIZ 
Liberating Structures

How can I/we reliably 
create ____?​

(the least effective QAS)

Go Wild!​

10 Minutes

Is there anything SVCU 
is doing that resembles 
in any shape or form on 
our list? ​

Make a second list of 
those activities and talk 
about their impact.​

Be unforgiving​

10 Minutes
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TRIZ 
Liberating Structures

How can I/we reliably 
create ____?​

(the least effective QAS)​

Go Wild!​

10 Minutes

Is there anything SVCU 
is doing that resembles 
in any shape or form on 
our list? ​

Make a second list of 
those activities and talk 
about their impact.​

Be unforgiving​

10 Minutes

How am I and how are 
we going to stop what 
we know creates 
undesirable results? ​

Be as concrete as you 
can.​

What is your first move? 
Who else is needed to 
stop the activity?​

10 Minutes 
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Team Discussion 

Looking at Your Own Context
 Which ineffective QAS behaviors felt most familiar? 
 Which of those behaviors creates the greatest risk to quality or continuous 

improvement? 
 What structures, practices, or people currently help prevent those breakdowns? 
 If your team could eliminate one barrier tomorrow, what would it be? 
 What is one concrete action your team could take within the next six months to 

strengthen ownership, accountability, or alignment?

Based on the TRIZ Activity…



Why Good Intentions Aren’t Enough 
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Evidence helps us identify problems.

Analysis helps us understand them.

Action helps us address them.

Governance and ownership help us 
sustain improvement.

Magnific.com
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Governance, Accountability, and System Ownership

Governance

• Clear roles, 
policies, and 
review 
processes

Accountability

• Data 
collection

• Reporting
• Evaluation 

System 
Ownership

• Faculty 
engagement

• Shared 
decision-
making

• Continuous 
improvement

How do decisions 
get made?

How do we know 
people are doing 
what they agreed 

to?

Who believes this 
is their work?
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Create a List of Stakeholder Groups

Who has:

 Decision authority? 

 Responsibility for implementation? 

 Influence over success? 

 A stake in the results?

Governance, Accountability, and System Ownership

Gamestorming
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Map Your List on the Grid 

Governance, Accountability, and System Ownership

 Who needs to be informed of what, 
and when?

 Who needs to be consulted about 
what, and when?

 Who is responsible for engaging each 
stakeholder, and when and how will 
they do it?

Gamestorming
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What strategies will 
you use to maximize 
engagement? 

Magnific.com
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Materials and Resources 

https://bit.ly/4dsHJGi

https://bit.ly/4dsHJGi
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 What was your biggest “aha” moment?
 What surprised you the most?
 What unanswered questions do you 

still have?

Continued Reflection 
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“

Break Time!
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From Diagnosis to Action 

 Over the past two days, we have:
 Investigated the SVCE case through multiple stakeholder perspectives 
 Examined the foundational elements of a Quality Assurance System 
 Explored how evidence, governance, and improvement processes work together 
 Identified conditions that support, or undermine, continuous improvement 

 Tomorrow, we will:
 Assess the coherence of a Quality Assurance System 
 Identify a high-leverage area for improvement 
 Share our learning through the QAS Newscast

Review
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It's Data News Network
Opening Headlines  
• A high-energy overview of 

the "biggest stories" from 
the Institute 

Field Reporter
• "On-location" interviews 

with participants about their 
journey

The Data Weather 
Report
• Outlook on the Data 

Forecast

The Data Desk
• A data-focused breakdown 

on what you learned

PSA Segment
• How to lead a great data 

conversation

Entertainment 
Segment
• Spotlight the creative or 

humorous moments that 
emerged 

Closing Editorial
• Reflective closing statements 

about the data journey 
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Your Feedback is Important to Us!

Closing 

Designed by Freepik.comhttps://bit.ly/43Zdtyk

https://bit.ly/43Zdtyk
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