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The Purpose of  
this Toolkit
The guidance provided in this document is grounded in 
the Theory of Action for School Improvement, provided by 
the Pennsylvania Department of Education (PDE), which 
highlights the role of both the State Education Agency (SEA) 
and the Local Education Agency (LEA) in supporting schools 
in continuous improvement. 

The vision and actions of system leaders and school board 
members frequently determine the success of each school 
within the system. In other words, districts matter. PDE 
is committed to supporting improvement efforts of Local 
Education Agencies, schools, and their communities.

This toolkit is intended to encourage and empower 
LEA/district leadership to establish and maintain a 
focused system for continuous improvement and ensure 
organizational coherence (Pennsylvania’s District Essential 
Practice 2). It provides guidance and resources to LEA/
district administrators as they develop routines for 
monitoring the implementation and impact of:

• LEA/district comprehensive plans

• School improvement plans

LEA/district and school teams create meaningful 
improvement plans based on a significant needs assessment 
process. Once implementation of the plan is occurring, 
it is vital to monitor progress. Multiple checkpoints are 
built into the cycle of continuous improvement to inform 
stakeholders of progress, success, and barriers. High-
quality monitoring will allow schools and districts to 
determine if they are implementing the evidence-based 
strategies effectively, as well as whether they are on-track to 
accomplish their established measurable goals.

“The vision 
and actions of 
system leaders 
and school 
board members 
frequently 
determine the 
success of each 
school within the 
system. In other 
words, districts 
matter.”

https://www.iu13.org/wp-content/uploads/2022/04/Theory-of-Action-for-School-Improvement_Nov-2021.pdf
https://www.iu13.org/wp-content/uploads/2023/02/2_PAEssentialPractices_Districts.pdf
https://www.iu13.org/wp-content/uploads/2023/02/2_PAEssentialPractices_Districts.pdf
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The Purpose of Routines 
Routines are an opportunity for a group of people to collaboratively:

• review the level of action plan implementation, 

• diagnose and solve challenges to implementation, 

• identify the impact of the implemented strategies, and 

• determine future adjustments to their plans. 

Routines are intended to serve as checkpoints, engines, structures, and monitors of the improvement work. 

Checkpoints: Routines are regularly scheduled checkpoints to assess if plan implementation is on track. Routines 
are scheduled at regular intervals so teams can meet timeframes and address challenges in a timely fashion. 

Engines: Routines are the engines that drive implementation forward. The process for each routine supports  
the forward momentum of implementation. Routines could include planning for upcoming action steps,  
problem-solving to remove barriers, or creating unique solutions to barriers. 

Structures: Routines offer sources of structure and discipline to create order in complex systems (CCSSO, 2019). 
Each routine has a clear structure so team members know what to expect. There are fewer decisions about what  
to do during a routine so the focus can be on the content of the work. 

Monitors: Routines serve to monitor performance, outputs, and outcomes. Each routine is an opportunity to  
check in and either determine implementation status OR monitor the impact actions have had. If there are 
challenges, or if a team isn’t seeing the desired impact, there is an opportunity for collaborative problem-solving 
and decision-making.

Checkpoints Engines

DiagnosticCollaborative Solution-Oriented

Structures Monitors
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3 Types of Routines
Tactical: Implementation teams determine next steps to move the work forward. Tactical routine includes  
the people doing the work. 

Status & Solutions: The implementation teams share information about the work being done and the 
improvement team solves implementation challenges. These routines include the people doing the work  
and the people leading the work. 

Impact & Strategy: The improvement team analyzes the impact of the work and adjusts course as  
necessary. This routine includes the people doing the work, leading the work, and identified leaders who  
need to know about the work.

Developing District Routines
District routines serve two purposes: 

1.  Monitor the implementation and impact of comprehensive plans

2.  Monitor the implementation and impact of school improvement plans

Types, Timing, and Focus
The table below shows each type of district level routine, the ideal timing of that routine, and the focus of the routine. 

Note: Leaders introducing the concept of routines into their organization may be challenged with scheduling yet another time for teams to convene. 
It is suggested that these routines be a part of a currently scheduled time that leaders are together. Leaders may want to conduct a meeting audit 
to verify the purpose, time commitment, and outcomes of currently scheduled meetings. 

Type of Routine Timing of Routine Focus of Routine

Tactical Monthly Comprehensive Plan Implementation: 

• What needs to happen? By whom? When?
A tactical routine is maintained by each implementation team. An 
implementation team is the team responsible for implementing a 
specific set of action steps for a given priority. 

Status & 
Solutions

Quarterly Comprehensive Plan Implementation: 

• What steps have been implemented?

• How do you know?

• What challenges must be solved?
The status and solutions routine is the opportunity for the leaders of 
each implementation team to report implementation status to a larger 
group and for the larger group to collaboratively determine solutions to 
identified implementation challenges. 
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Impact & 
Strategy

Semi-Annually Comprehensive Plan Impact: 

• Are the strategies having the intended impact?

• Why? Why not?

• What happens as a result?
The impact and strategy routine is where key leaders in the 
organization review data to determine the level of impact of the 
selected improvement strategies. During this routine, participants 
compare targets to actual outcomes. It provides an opportunity to 
maintain the current implementation or to adjust course. 

Status & 
Solutions

Bi-Monthly School Improvement Plan Implementation:

• What is the implementation progress?

• What successes can be celebrated?

• What challenges must be solved?

• What support is needed from the LEA/district?
This status and solutions routine is an opportunity for district and 
school leaders to highlight the successes and problem-solve challenges 
in implementing school-level plans. 

Impact & 
Strategy

Quarterly School Improvement Plan Impact: 

• Are the strategies having the intended impact?

• Why? Why not?

• What happens as a result?
This impact and strategy school-level routine is where school 
improvement teams review data to determine the level of impact of 
the selected improvement strategies. During this routine, participants 
compare targets to actual outcomes. It provides an opportunity to 
maintain the current implementation or to adjust course. 



7

Participants
Determining who to include in any given routine is a way to honor leaders’ time and expertise. The following guiding 
questions may help to determine who to include in each type of routine.

Type of Routine Focus of Routine Guiding Questions to Determine Participants

Tactical Comprehensive Plan 
Implementation

• Who is considered a lead of each priorities’ action plan? 
Who is responsible for ensuring the action steps are 
implemented? 

• Who is doing the work?

• Is there a virtual platform or system where this information 
can be reviewed asynchronously?

Status & 
Solutions

Comprehensive Plan 
Implementation

• Who is leading the implementation of each priority/action 
plan?

• What departments within the organization have an impact 
on the implementation of each plan?

• What departments within the organization are impacted by 
the implementation of each plan? 

• Is there a virtual platform or system where this information 
can be reviewed asynchronously?

Impact & 
Strategy

Comprehensive Plan 
Impact

• Who will collect, organize, and analyze data for each 
target? 

• Who is accountable for targets/goals being met?

• Who are the decision-makers if adjustments need to be 
made?

• What departments in the organization directly or indirectly 
support the plan?

Status & 
Solutions

School Improvement 
Plan Implementation

• Who serves as a district point of contact for each school 
leader? 

• What content areas are a focus of school level plans? 

• Is there a virtual platform or system where this information 
can be reviewed asynchronously? 

Impact & 
Strategy

School Improvement 
Plan Impact

• Who serves as a district point of contact for each school 
leader? 

• What content areas are a focus of school level plans? 

• What district leaders have been supporting the 
implementation of school level planning?

• Is there a virtual platform or system where this information 
can also be reviewed asynchronously?
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Tools for Establishing Routines
LEAs/districts range in size and structure. Therefore, there is no one strategy or tool that will fit all organizations. The 
tools below serve as a starting point for LEA/district teams to adopt or adjust as needed to fit their organizational 
structure. Most importantly, the routines have a consistent structure and cadence over the course of the school year. 
Some routines may be incorporated into previously established meetings, others may need to have time devoted 
specifically to this work. The tools below serve to spark ideas that leaders may use to systemize these routines. 

Calendars
For something to be considered a routine, it needs to happen on a consistent basis. It is recommended that the LEA/
district leader organizing this work creates a calendar (Appendix A) and/or implements a Routine Roadmap (Appendix 
B) and a Routine Member Tracker (Appendix C) to ensure members are clear on who is leading and/or participating in 
each routine. 

Agendas
To focus on action and performance, team leaders should develop an agenda prior to each meeting. The idea of a 
rolling agenda (one document with all agendas in reverse chronological order) allows members to: 

• easily locate the agendas, 

• access notes and next steps, and

• review the history of conversations, challenges, solutions, and work. 

Clear agendas ensure that the majority of the time together is focused on a deep dive into specific issues. While 
agendas will vary based on need, sample agendas for tactical, status and solutions, and impact and strategy routines 
can be found in Appendix D, Appendix E, and Appendix F. 

Trackers 

Implementation of a high-quality plan is more likely to lead to impact. An implementation tracker is a project 
management tool that allows team members to be explicit in what is happening, by whom, and by when. A sample 
implementation tracker is available in Appendix G and in the Google Sheet here.

Dashboards
Dashboards are helpful for leaders to stay informed of levels of implementation as well as target and goal attainment. 
Since district leaders are accountable for the implementation and impact of both district and school-level plans, it is 
recommended that a dashboard include data on both. Consider including the following data points on a dashboard:

• Percent of action steps rated as “Complete”, “In Progress”, “Behind” for each school 

• Percent of action steps rated as “Complete”, “In Progress”, “Behind” for district plans

• Percent of quarterly targets met per school and across all schools

• Percent of semi-annual targets met by district

• Percent of annual goals met per school and across all schools

Examples of dashboards can be found in Appendix H. While these examples have been built in Excel and/or Google 
Sheets, multiple project management tools are available. 

https://docs.google.com/spreadsheets/d/16B6Fwv8UgXZE4GKrNB9-fhPnPP8-wAnpGjQQzZHLfrA/copy
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Resources
General Information:

• Pennsylvania System for LEA/School Improvement

• Theory of Action for School Improvement

• Pennsylvania’s Essential Practices for Districts- 1 pager:

•   Essential Practices for Districts Rubric

•   Essential Practices for Districts Quick Reference Guide

•     Indicators of Operational Implementation-District Essential Practices

Routines:

•   PA Continuous Improvement Resources – LEA/District Routines – Website includes 
samples of agendas, routine planning resource, short informational video

•   PA Continuous Improvement Resources – Monitor and Adjust Course – website 
includes implementation tracker, sample routine agendas, and more. 

•   PA Cycle of Improvement-Team Structures 

•    Three Steps to Selecting Your Superhero Strategic Planning Team 

•   Creating Strategic Planning Teams 

https://www.iu13.org/school-improvement/
https://www.iu13.org/wp-content/uploads/2022/04/Theory-of-Action-for-School-Improvement_Nov-2021.pdf
https://www.iu13.org/wp-content/uploads/2023/02/2_PAEssentialPractices_Districts.pdf
https://www.iu13.org/wp-content/uploads/2023/02/AppendixA_EPforDistricts_Rubric.pdf
https://www.iu13.org/wp-content/uploads/2023/02/AppendixB_EPforDistricts_QuickRefGuide.pdf
https://www.iu13.org/wp-content/uploads/2023/02/AppendixC_EPforDistricts_LookFors.pdf
https://www.iu13.org/school-improvement/pa-continuous-improvement/lea-district-leaders/
https://www.iu13.org/school-improvement/pa-continuous-improvement/monitor-and-adjust-course/
https://www.iu13.org/wp-content/uploads/2023/03/TEAMS-diagram-with-header.pdf
https://www.edelements.com/blog/three-steps-to-selecting-your-superhero-strategic-planning-team
https://www.edelements.com/creating-strategic-planning-teams
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Appendix
Appendix A: Sample Routine Calendar
This sample calendar identifies the days that each type of routine is scheduled. This allows teams to routinely review 
implementation and impact of comprehensive plans. 
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Appendix B: Sample Routine Roadmap
This roadmap provides the opportunity to identify the type and frequency of each routine along with the day and 
time that the routine will be held. Participants know what routines they engage in and can see the schedule in one 
location. This roadmap helps to eliminate overlapping routines. 

(This Routine Roadmap was developed in collaboration with Education Elements)

https://www.edelements.com/
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Appendix C: Sample Team Member Tracker
This member tracker document aligns each priority to team members and clarifies the role of each member. 
With this explicit team list, members understand the priorities they are associated with as well as their role in the 
implementation of each priorities plan. 

Oversight: the person to whom progress of the plan may be reported but is not active in the details  
of implementation 

Implementation Lead: leads the team in the tactical routine and reports at status and solutions routines

Implementation Member: implements action steps and may be involved for the duration of the plan 
implementation or only during a period of time when their expertise is necessary 

(This Routine Roadmap was developed in collaboration with Education Elements)

https://www.edelements.com/
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Appendix D: Sample Tactical Routine Agenda
This tactical routine agenda guides implementation teams to review previous tasks, identify successes, and problem-
solve challenges to implementation. In addition, it guides the team to review upcoming tasks and determine their 
next steps to ensure implementation. 
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Appendix E: Sample Status & Solutions Agenda
During the status and solutions routine, there is an opportunity for each implementation team to add the status of 
their action steps to the agenda (section B). This streamlines the conversation and provides the opportunity to share 
successes and determine what is needed to support future work. The end of the agenda (section C) provides a table 
for clearly articulating next steps. The next steps table can be copied and pasted to the top of an upcoming agenda to 
review status during the next routine.

SECTION A             SECTION B

SECTION C
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Appendix F: Sample Impact & Strategy Routine Agenda
Additional roles are added for an impact and strategy routine (section A).  

• The facilitator maintains the flow of the meeting and ensures that everyone is prepared and included. 

• Analysts are individuals who prepare, understand, and explain the data that is shared during the routine. 

• Accountable owners are individuals who are knowledgeable about the work being done. They can offer 
information and answer questions regarding the implementation. 

The agenda could include a table to capture information for each target (section B). It could also be organized by 
priority (section C) and include points to guide the discussion of the impact that each plan is having as well as 
upcoming adjustments that may be needed. 

SECTION A        SECTION B

SECTION C
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Appendix G: Sample Implementation Tracker
An implementation tracker is a project management tool that includes the action steps for each priority and that 
allows the implementation team members to document progress on each step (section A). Below the area to track 
action step status is a table that summarizes action step status and calculates the percent of scheduled action steps 
that have reached completion (section B). The bottom portion of the tracker provides space for team reflection and 
preparation for the status & solutions routine (section C.) 

SECTION A

SECTION B

SECTION C
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Appendix H: Sample Dashboard
A dashboard offers a “one-stop-shop” for any leader to view the priorities for the district overall and for each school 
(section A), the status of action step implementation (section B) and percent of goals reached (section C). 

SECTION A

SECTION B

 

SECTION C
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Appendix I: District Leader Checklist
The following checklist is provided to guide LEA/district leaders in establishing a system of routines. While this 
is not a comprehensive “to do” list, it will guide leaders as they initiate a system of routines. 

Comprehensive Plan Routines

 ¨ Work with team members to develop a common understanding of the types of routines to be established 
to monitor implementation and impact of the comprehensive plan.

 ¨ Review the “Participants” table in this toolkit and determine who will be included in each of the routines.

 ¨ Determine what materials each team is expected to use (calendars, agendas, trackers, dashboards, etc.)

 ¨ Develop the materials.

 ¨ Clarify and communicate expectations for use of the materials.

 ¨ Establish a shared location for the materials.

 ¨ Provide training for individuals to be successful in using the materials.

 ¨ Create a schedule of all routines to monitor implementation and impact of the comprehensive plan.

 ¨ During the first Status & Solutions routine provide an opportunity to review the Tactical routine and 
answer any questions about that routine. 

 ¨ Before the first Impact & Strategy routine: 

 ¨ Ensure the data analyst is clear about what data to collect, analyze, and organize.

 ¨  Create and share the agenda with all individuals who will be participating in the routine. Establish 
roles for the routine. 

 ¨ Share data with participants at least 3 days prior to the routine. 

Routines for Supporting School Improvement Implementation

 ¨ Clarify which member/s of the district administrative team will be responsible for holding bi-monthly 
Status & Solutions routines with school leaders. 

 ¨ Determine the structure of the Status & Solutions routine. Options may include:

 ¨ LEA/district representative joins a status & solutions routine at the school

 ¨  LEA/district representative schedules a time to gather school leaders and facilitate a status & 
solutions routine with several school leaders

 ¨ LEA/district representative meets with school leaders 1:1 to review status & solutions

 ¨ Determine what materials are expected to be used for the Status & Solutions routine (calendars, 
agendas, trackers, dashboards, etc.) and where those materials will be shared/accessed. 

 ¨ Make a plan for sharing the status or need for support with appropriate district leaders. 

 ¨ Create a schedule and send calendar invitations for all routines.
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Routines for Supporting School Improvement Impact

 ¨ Clarify which member/s of the district administrative team will be responsible for holding/joining quarterly 
Impact & Strategy routines with school leaders. 

 ¨ Determine the structure of the Impact & Strategy routine. Options may include:

 ¨ LEA/district representative joins the school team as the leader facilitates this routine 

 ¨  LEA/district representative schedules a time for school leaders and designated team members to 
facilitate the Impact & Strategy routine 

 ¨ Determine what materials are expected to be used for the Impact & Strategy routine (calendars, agendas, 
trackers, dashboards, etc.) and where those materials will be shared/accessed. 

 ¨ Make a plan for sharing data or to provide support with data analysis.  

 ¨ Create a schedule and send calendar invitations for all routines.



For more information about Continuous Improvement in Pennsylvania, 
contact the Statewide Team for School Improvement at pdecsi@iu13.org.


