
�hySomeSchools�ith�atinoChildren

...andOthersDon’tdo
BEATTHEODDS



�rojectResearchersandAuthors

MaryJoWaits,SeniorFellow
CenterfortheFutureofArizona

HeatherE.Campbell,PhD,AssociateProfessorand
DirectorofGraduate,StudiesSchoolofPublicAffairs
ArizonaStateUniversity

RebeccaGau,President
GoalOneResearch

EllenJacobs,President
ebjResearch&MarketAnalysis

TomRex,AssociateDirector
CenterforBusinessResearch,L.WilliamSeidman
ResearchInstitute,W.P.CareySchoolofBusiness
ArizonaStateUniversity

RobertK.Hess,PhD,AssociateProfessor
ofMeasurementandEvaluation,
CollegeofTeacherEducationandLeadership
ArizonaStateUniversityWest

AssistedBy

WilliamFulton,WritingandEditing
SolimarResearchGroup

BenBusler,DataBaseConsultant

JeffBerens,Intern
MorrisonInstituteforPublicPolicy

BenahJ.Parker,ChristineGetzler-Vaughanand
CristinaFernandez,ResearchAssistants
CenterfortheFutureofArizona

LinPhillips
CenterfortheFutureofArizona

A�oint�ublicationof

MorrisonInstituteforPublicPolicy
SchoolofPublicAffairs,CollegeofPublicPrograms
ArizonaStateUniversity
P.O.Box874405,Tempe,Arizona85287-4405
Voice(480)965-4525,Fax(480)965-9219

CenterfortheFutureofArizona
441EastVanBuren,SuiteB-5,Phoenix,Arizona85004
Voice(480)727-5005,Fax(480)727-5059

�e�ishtoThank

JimCollins,authorofGoodtoGreat:Why
SomeCompaniesMaketheLeap…andOthersDon’t,
forhisadviceandsteadyencouragement
throughoutthemulti-yearproject.

LattieF.Coor,ChairmanandCEO
CenterfortheFutureofArizona,
forhisinsightandintroductiontoJimCollins.

ResearchAdvisoryCommittee

DeborahDillon,YouthandEducationPrograms
CityofPhoenix

DavidR.Garcia,AssistantProfessorandAssistant
Director,EducationPolicyStudiesLaboratory,
ArizonaEducationPolicyInitiative
ArizonaStateUniversity

IldikoLaczko-Kerr,FormerDeputyAssociate
Superintendent,ResearchandPolicy
ArizonaDepartmentofEducation

C.DianeBishop,FormerArizonaSuperintendent
ofPublicInstruction,1987-1995

Arizona�chool�rincipalsandTeachers

Theprojectowesmosttotheschools–tothe
responsivenessoftheprincipalsandteachersto
oursurvey,visitsandinterviews,andtotheir
ultimatewillingnesstoshareinformationand
insightwithus.

�ublicationDesign

RainVisualStrategy+Design

©2006bytheArizonaBoardofRegentsforandonbehalfofArizona
StateUniversityanditsMorrisonInstituteforPublicPolicy.

Acknowledgments

BruceT.HalleFamilyFoundation

CityofPhoenix

ValleyoftheSunUnitedWay

ArizonaCommunityFoundation

Honeywell

ArizonaStateUniversity

FundersthatMadetheResearch�ossible



�hySomeSchools�ith�atinoChildren

...andOthersDon’tdo
BEATTHETHEODDS



25
Thepercentageofpopulationmadeupof�atinos

38
Thepercentageof�atinosunder18

37
Thepercentageof�atinosbornoutsidetheUnitedStates–93percentfromMexico

74
Thepercentageof�atinosspeakingSpanishathome

49
OfthosespeakingSpanishathome,thepercentagethatdonotspeakEnglish“verywell”

25
Thepercentageof�atinoslivinginpoverty

53
Thepercentageoftheimmigrantsfrom�atinAmericawhoarrivedintheUnitedStatesbetween1990-2000

53
Thepercentageof�atinosage25orolderthatcompletedhighschool

8
Thepercentageof�atinosage25orolderthatcompletedcollege

37
Thepercentageof�atinosborninArizonawhoareNOThighschoolgraduates

68
Thepercentageof�atinosborninMexicowhoareNOThighschoolgraduates

27
ThepercentageofArizona’sK-12schoolswithmorethanhalfoftheirstudentsfrom�atinofamilies

Source:2000USCensus;ArizonaDepartmentofEducationdatabase.Numbersarerounded.

LatinosbytheNumbersinArizona



EVERYBODYAGREE�
Educationisessentialfor
thefutureofArizona.
EVERYBODYAGREE�

ManyschoolsinArizona
justdon’tworkforLatino
children.

EVERYBODYAGREE�
Thisproblemneedstobe
fixed–now!

NOBODYAGREE�
Onhowtodoit.Butthat
couldchange.



It’struethat,throughoutArizonaandthe
Southwest,theoddsareagainsthigh
achievementinschoolswithamostlyLatino,
mostlypoorstudentenrollment.And,indeed,
mostschoolswithsuchdemographicsdohave
ahardtime.Butsomesuchschools“beatthe
odds”andachieveconsistentlyhighresultsor
showsteadygains.

Whydotheseschoolssucceedwhereothersfail?
WhatistheDNAofasuccessful“beat-the-odds”
school?Andcanthecomponentsofsuccessbe
replicatedelsewhere,inschoolswhichsofar
havefallenvictimtotheodds?

Usingtheinspiration–andthemethodology–
ofbusinessguru,JimCollins,authorofthe

best-sellingbook,GoodtoGreat:WhySome
CompaniesMaketheLeap...andOthersDon’t,CompaniesMaketheLeap...andOthersDon’tCompaniesMaketheLeap...andOthersDon’t
wefound12elementaryandmiddleschoolsin
Arizona–schoolswhosestudentsaremostly
Latinoandmostlypoor–thatare“beating
theodds”onreadingandmathscores.And,
asCollinsdidwithsuccessfulcompanies,we
comparedthemwithsimilarschools–also
withstudentswhoaremostlyLatinoandpoor,
sometimeseveninthesameschooldistrict–
thatareperformingpoorly.

Ourcomparisonsyieldedmanyinsights,a
numberofthemcontrarytoconventional
wisdom,butonekeyresultistheunearthing
ofsixelementsofsuccess,whichwepreview
inthisintroductorysection.

�tepsforward–andsolutions–arerighthereamongArizona’spublicschools.

�|BEATTHEODDS



EverybodyAgrees|5

Wealsofoundthattheseelementsofsuccess
translateintobroadermessagesforeducation
policyandstrategy.

Wefoundthatsuccessfulschoolsdothingsvery
differentlythanunsuccessfulschools.Thesixkeys
tosuccesswereusuallypresentinthebeat-the-
oddsschoolsbutnotinthecomparisonschools.

Wefoundthatthethingsthatsuccessfulschools
doarecommonpracticesforanyeffective
organization.Thisisnottosayit’seasyto
adoptandmaintainthesepractices.Butleaps
inperformanceareneithermiraculousnor
accidental.Theyaretheresultofcleardirection
andhardwork.

Andfinally,wefoundthatthemagiciswithin
theschoolitself.Successfulschoolsfocuson
improvingthethingstheyactuallycancontrolthat
willmakeabigdifferenceinstudentachievement.
Infocusingoninternalimprovements,these
schoolsneitherlookedtoexternalfactorssuch
asnewpoliciesornewrequirementsas“magic
bullets,”norblamedfactorssuchasdemographics
andeconomicstatusofthestudentpopulation.
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ClearBottomLine

Thebeat-the-oddsschoolsemphasizetheachievementofeverystudentineveryclassroomand
takeresponsibilityforthatperformance.Theymovepastbig-picturemetricslikeachievement
perschoolandfocus,instead,onachievementperclassroom,achievementperteacher,and
achievementperstudent.Thisapproachunmaskspoorperformanceandforceseveryoneatthe
schooltotakeresponsibilityforstudentperformance.

OngoingAssessment

Mostschoolstrackresultsonlythroughtestscoresonmandatedtestsandgraduationrates–
whichtypicallycomeattheendoftheyear,whenit’stoolatetoturnaroundbadoutcomes.
Thebeat-the-oddsschoolsdigdeeper,examiningafullrangeofinformationandtracking
studentperformancedataonamonthly,weekly,orevendailybasistostayontopofeach
student’sperformance.Thisinformationisusednotonlybyschooladministratorsbutalsoby
classroomteachers,helpingthemmonitorstudentandteacherperformanceconstantlyand
makeadjustmentsinprogramsandteachingasneeded.

DisciplinedThought

InhismonographGoodtoGreatandtheSocialSectors–asupplementtoGoodtoGreatandtheSocialSectorsGoodtoGreatandtheSocialSectors
GoodtoGreatthatdealsspecificallywithissuesassociatedwitheducation,GoodtoGreatGoodtoGreat
nonprofits,andothernon-businessenterprises–�imCollinsframeshis
findingsinGoodtoGreataroundthreebasicideas:GoodtoGreatGoodtoGreat

    DisciplinedThought
    Disciplined�eople
    DisciplinedAction

Asweunearthedthesixthingsthatthebeat-the-oddsschoolsdo,werealized
thattheyfallintothesethreecategories.



The�trongand�teady�rincipal

Principalshelpschoolssucceednotwhentheyareflashysuperstars,butwhentheystayfocused
onstudentsuccess.Theymanagetheschoolimprovementprocessbybeingneithertoorigid
nortooflexible–anddosolargelywithwhattheyhave.Theymakenoexcusesfortheirschool’s
zipcode,ambivalentparents,ortheirinabilitytoreplaceteachers.Theykeeppushingahead,no
matterwhattheroadblocks.

Collaborative�olutions

Thebeat-the-oddsschoolsaccomplishsomethingthatmostorganizationsstrugglewith:they
createeffectiveworkteamscomprisedofpeoplewithawidespectrumoftalentswhonotonly
tackleprojectstogether,butalsoengageinrealteamwork.Topmanagementisdeeplyand
personallyinvolvedinschoolreform.Butresponsibilityforschoolimprovementisdistributed
amongteachersandstaff–whoaregivenrealownershipandthen“buyin”totheideaof
candidlyidentifyingproblemsandactivelysolvingthem.

Disciplined�eople

�tickwiththe�rogram

Nosingleeducationprogramorapproachisa“magicbullet.”Thekeyisthecommitmentand
breadthwithwhichtheprogramisimplemented.Inmostcases,anynumberofprogramscould
succeed.Thesuccessfulschoolspickaprovenprogramthattheteacherscanembraceandstick
withitovertime.But,“stickingwithit”doesn’tmeanblindlydoingthesamethingoverandover.
Instead,itmeansusingclassandstudentperformancedatatoassessstudentsandteacherson
aregularbasisandmakechangestotheprogramasrequired.

Builtto�uit

Thesuccessfulschoolsdidnotaimsimplytomeetstateacademicstandardsorevenimplement
thedistrict’simprovementplan.Rather,theysoughttomeetthosestandardsandmoreby
placingarelentlessfocusonindividualperformance–avitalcycleofinstruction,assessment,
andintervention,followedbymoreinstruction,assessment,andintervention.Overtime,this
leadstoaneducationalprogramtailoredtoeachstudent,tohelpmaximizehisorhersuccess.

DisciplinedAction

EverybodyAgrees|�



�hase I:ThesearchThesearchThesearch
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2001wastheseedyear.Thatwastheyearthe
MorrisonInstituteforPublicPolicyreleasedits
landmarkreport,FiveShoesWaitingtoDropon
Arizona’sFuture,whichidentifiedone“shoe”as
ahugeholeinArizona’seducationalsystem–
thelackofeducationalsuccessofLatinos.The
reportremindedArizonansthatLatinosare
fastbecomingthemajorityinpublicschools
andthattheysufferfromlowachievement
gainsandgraduationrates.Thereportalso
remindedArizonansthateducationisthekey
toprosperity–forindividuals,forfamiliesand
fortheStateofArizonaasawhole.Without
asuccessfulturnaroundinLatinoeducation,
Arizonasimplywillnotmakeasuccessful
transitiontothe21stCenturyeconomy.

Theimplicationsofthisproblemreallyhithome
whenMaryJoWaits,theprincipalauthorofthe
FiveShoesreport,wasspeakingataconference
withmembersofKentucky’sCouncilonHigher
Education.Anotherspeaker,Kentucky’sleading
demographer,pointedtoamapoftheUnited
Statesandsaid,“TheSouthwestwillbethe
Appalachianregionofthe21stCentury.”Why?

Because,hesaid,“Demographyisdestiny.”

Latinosarethefastest-growingpopulation
groupintheSouthwest;theywillsoonmake
upamajorityofpublicschoolstudents;and,
aswithAppalachianresidentsinthepast,
theyhavechronicallylowlevelsofeducational
achievement–somethingthathashurtthe
economiccompetitivenessofstatesinthe
Appalachianregionfordecades.

Waitsrespondedtothedemographer’s
“prognosis”fortheSouthwestbypointing
outthatitassumesthatSouthwesternstates

likeArizonaandCaliforniawon’tgettheir
educationactstogether,fixingthebarriersto
bettereducationaloutcomesforLatinochildren.
Thedemographer’sresponse:“LikeIsaid,the
SouthwestwillbetheAppalachianregionof
the21stCentury.”ThatledWaitsandtheother
researcherstoask:Canschoolseverbefixed?
CanArizonanseveragreeonwhatittakestofix
Latinoschools–anddoit?

OurresearchdemonstratesthattheKentucky
commentatorwaswrong–demographydoes
nothavetobedestiny.Publicschoolscanbe
fixedinawaythatreversestheexistingtrend
inLatinoeducationalattainment.

Newtothefield,MaryJoWaits,RebeccaGau,
HeatherCampbell,EllenJacobs,andTom
Rexstartedlookingforanswersandfounda
lotofargumentaboutwhatittakesforhigh
performance.Thelaundrylistwaslong–more
parentalinvolvement,morefunding,better
teachers,higherpay,lowerclasssize,andon
andon.Mostoftheseeducationalbromides
seemedtoassumethatmoremoneyisthekey
tohighereducationalattainment–anditmay
betruethatmoreresourcescanhelp.Butafter
WaitsandLattieCoor,ChairmanandCEO,
CenterfortheFutureofArizona,happenedto
readthebusinessbookGoodtoGreat–abookGoodtoGreatGoodtoGreat
thatconcludedthatbusinesssuccesswasn’t
duetoinnovativeprograms,higherexecutive
compensation,andothermanagement
bromides–theywonderedwhetherGoodto
Great’smethodmightprovideawayto
answerthequestionofhowtoimprove
LatinoeducationalattainmentinArizona.

Five�hoes

PhaseI

Fiveshoes,onebusinessguru,onequestion,twocriteria–and12schools.
Thatis,inanutshell,themethodbehind–andtheresultof–thesearchfor
high-performingschools.

PhaseOne:TheSearchforOutstandingSchools|9



JimCollinsknowsathingortwoabout
discoveringthekeystohighperformance.
His1994book,BuilttoLast,withco-authorBuilttoLastBuilttoLast
JerryPorras,showedhowgreatcompanies
triumphovertimeandhowlong-termsustained
performancecanbeengineeredintotheDNA
ofanenterprisefromtheverybeginning.He
followedupBuilttoLastwithBuilttoLastBuilttoLast GoodtoGreat,GoodtoGreatGoodtoGreat
releasedin2001afterfiveyearsofresearchinto
thisquestion:Canagoodcompanybecomea
greatcompany?How?

Collins’answerwasyes,andtheformula
involvedsuchconceptsasflywheels,hedgehogs,
theStockdaleprinciple,andotheressentials.
Byallaccounts,GoodtoGreatraisedthebarforGoodtoGreatGoodtoGreat
researchersandadvice-giversinthebusiness
world.InGoodtoGreat,CollinsdispelledaGoodtoGreatGoodtoGreat
lotofmythsaboutsuccess.Buthisreal
breakthroughhasasmuchtodowithhis
researchmethodsasitdoeswithhisresults.

Mostresearchstudiesthatseektoidentify
“bestpractices”goaboutthistaskina
surprisinglysimpleway:Theyfindwhatthe
expertsthinkarethe“successstories”andtry
toidentifywhatmakesthemsuccessful.This
approachhasvalue,but,especiallyineducation,
itbegsafewbasicbutimportantquestions.
Thefirsthastodowithstandards:Successful
relativetowhat?Moststudiesdon’tprovide
suchacomparison.Andthesecondhastodo
withnaturaladvantages:Howdoyoucontrol
forsomepre-existingadvantage,suchascurrent
marketshareinbusinessorhighsocioeconomic
statusineducation?

InGoodtoGreat,CollinsandhisresearchteamGoodtoGreatGoodtoGreat
tookadifferentapproachthatsoughttoaddress
thesequestionsandidentifythecomponents
ofbusinesssuccessinamorerigorous,yetsubtle
andnuanced,way.

Insteadofrelyingonconventionalwisdom
aboutsuccessfulcompanies,Collinssystemically
analyzed1,435publicly-tradedcompaniesover

a30-yearperiodtofindthosethathadmade
atransitionfromgoodtogreat.Eventually,he
identified11companiesthathadmediocre
financialperformanceforalongtime,then
underwentaperiodoftransition,shotupward,
andfarsurpassedthemarketandtheir
competitorsconsistentlyformanyyears.

And,insteadofsimplyanalyzingthese
companies,Collinsusedcomparisoncompanies
toteaseoutlessonsaboutwhatwasreally
differentaboutthesuccessfulcompanies.Hedifferentdifferent
found11othercompanies–onecomparison
foreachgood-to-greatcompany–thatwere
similarlysituatedinthesameindustriesbut
didnotshootupwardinfinancialperformance.
Healsofoundsixcompaniesthatdidshoot
upwardinafashionsimilartothegood-to-great
companiesbutwereunabletosustainahigh
leveloffinancialperformanceoveralong
periodoftime.

Fromthismethodology–identifyinggood-to-
greatcompaniesandidentifyingtheirmatched
comparisoncompanies–Collinslaidthe
foundationforidentifyingconceptsthatcan
helpnotjustbusinesses,butallorganizations
transformthemselvesfromgoodtogreat.

Inapproachingthequestionofwhysomemostly
Latinoschoolsbeattheodds,weadopteda
similarmethodology.Theideawasnotjustto
identifysuccessfulschoolsandpresentcase
studies.Theideawastoidentifysuccessfulpoor,
Latinoschools,comparethemtosimilarbut
lesssuccessfulpoor,Latinoschools,andtryto
understandwhatsetsthetwogroupsapart.

Inordertoadaptthegood-to-greatmethod
toLatinoeducationinArizona,LattieCoor
contactedJimCollins,toldhimaboutourproject
andaskedhisadvice.Collinssawgreatvaluein
thisprojectandagreedtoadviseus.

OneBusinessGuru

10|BEATTHEODDS
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Theresearchquestionwassimple:

Whatdoesittaketogetgreatresultsin
educationalachievementinaschoolwith
astudentenrollmentthatismostlyLatino,
mostlypoor,andhasmanystudentswho
arestilllearningEnglish?

Thequestionmayhavebeensimple,but
answeringthequestionrequiredalotofhard,
rigorouswork,brokendownintofivesteps,
overtwoyears.Thestepswere:

 –Selectcriteriatousetoidentifywhich
  mostlyLatinoschoolshaveeithermade 
  steadygainsormadesignificantleaps
  instudentperformanceoveralong
  periodoftime.

 – IdentifyArizonaschoolsthatmeet
  thestudy’scriteriainbothacademic
  achievementanddemographics.

 – Identifycomparisonschools:Arizona 
  schoolsthathavesimilardemographics
  andsimilarsituationsbutarenotachievingnotnot
  highacademicstandards.Tomakethe
  comparisonmorerigorous,whenpossible,
  choosecomparisonschoolsthatwere
  actuallydoingbetteratthebeginningof
  theperiodstudied.

 – Surveyandinterviewkeyschool
  administratorsandteacherstoidentifyand
  cataloguewhatappearsto“work”andsee
  whatpatternsandthreadsaresimilar–
  anddifferent.

 – Contrasthigh-achievingschoolstothe 
  comparisons–andask“What’sdifferent?”
  Bycomparingtheperformingschoolstothe
  comparisonschools,itispossibletoidentify
  practicesforanyschoolsetonimproving
  Latinoeducationalattainment.

Successineducationthesedaysismeasured
bytestscores.Sothestatisticalmeasurement
ofsuccessmustinevitablyinvolvetestscores
aswell.JimCollinsadvisedustotakealong
viewofsuccessandlookatschoolperformance
overatleastaten-yearperiod.Lestweselect
successfulschoolsthathadarandomjump
inachievement,weshouldnotbelookingfor
schoolsthatmadeaone-yearjumportwo-year
jumpinparticulartestscores,butdidnot
sustaingainsovertime.

InGoodtoGreat,CollinshadtheadvantageofGoodtoGreatGoodtoGreat
30+yearsofstockmarketdata.InArizona,the
bestwecoulddowastouseaneight-yearperiod
(1997-2004)forwhichwehadconsistentdata
onStanford9testresults.1And,asourresearch
teamdebatedthequestion,itbecameclearto
usthattheimportantthingtoexaminewas
notalltestscoresorjustanytestscores,but

rather,specifictestscoresthatbestreflectcriticalspecificspecific
juncturesoflearning.

Thus,afteranextensivereviewoftheliterature,
weconcludedthatthebestmeasuresofstudent
achievementareStanford9testresultsin:

   Third-gradereadingand
   Eighth-grademath

Boththesetestscapturestudentachievement
atcriticalpointsinastudent’sacademiccareer–
readingattheendofthelowerelementary
gradesandmathattheendofmiddleschool.
Beforethirdgrade,studentsarelearningtoread,
butafterthirdgrade,theyarereadingtolearn.
Researchindicatesthatreadingcapabilityat
theendofastudent’sthirdgradeisacrucial
predictoroffuturesuccess.Forscienceand
engineering,eighth-grademathisthesimilar
crucialjuncture.Furthermore,itwaspossibleto

TwoCriteria

OneQuestion



12|BEATTHEODDS

transformtheStanford9testscoresfromthe
widelyreportedpercentileranksintoNormal
CurveEquivalency(NCE)scores,whichcanbe
accuratelyaveragedoverclassroomsandschools.

Inaddition,wedeviseda“beat-the-odds”
measureofperformance.Isaschooldoingbetter
thanonemightexpectorpredictgiventhe
school’sethnicandsocioeconomicmakeup?

Togetthismetric,wecalculatedthepredicted
resultsforeachschoolthrougharegression
equationthatused2004studentdataforall
schoolsinArizonaforwhichwehaddata,
controllingforLatinopopulation,otherminority
population,studentsontheFreeandReduced-
PriceLunchProgram(aproxyforpoverty),
studentmobilityandprimarylanguage.2

Wedidthisfortworeasons.First,todirectly
addresstheclaimthatdemographyisdestiny.
Andsecond,tomakesurethatwedidn’t
unwittinglyselect,asabeat-the-oddsschool,a
schoolwhoseodds(demographics)weresimply
gettingbetterovertime.

Thiswasnoteasytodoforseveralreasons,
includingincompatibledatabases,aswell
asthefactthatpriorto2000someschools
administeredStanford9tonon-English
speakersinSpanish.However,givenArizona
DepartmentofEducationassistance
allowingusaccesstoalltherawdataavailable
fromthetesting,ourresearchteamwasable
torecalculatecriticalpiecesofdata,including
testscoresbyschoolandethnicities,regardless
oflanguageproficiency.3

Thenextstepwastoidentifytheschoolswith
highLatinoenrollmentandapplythecriteria.
OnadvicefromCollins,weapproachedthisas
aseriesof“cuts.”Thefirstcutwaseasy:
IdentifyingthosemostlyLatinopublicschoolsin
Arizonawithfullyavailabletest-scoredatafrom
1997-2004.(Privateschoolswerenotincluded
becausetheirdataarenotamatterofpublic
record.)Arizonahas1,709publicschools.4

Ofthese,wehadcomplete,eight-yeardatafor
906schoolsthathadthirdoreighthgrades.
Ofthese906schools,331–or37percent–had
aLatinoschoolenrollmentof50percentor
more,alongwith50percentormorepoor
children,inOctoberof2004.

These331schoolswerethenanalyzedfortheir
Stanford9performance(actualandpredicted
percentage),focusingonthird-gradereadingand
eighth-grademath.

Atthispoint,twopatternsofperformance
emerged.Thesewere:

 – Schoolsthatshowedconsistentlystrong 
  performance–whichwecalledsteady 
  performers,and

 – Schoolsthatshowedsteadyimprovement
  inperformanceovertime–whichwecalled
  steadyclimbers

Wedidnotfindschoolsthatfollowedthegood-
to-greatpattern–thatis,schoolswithmediocre
performance,punctuatedbyadramaticleap,
followedbygreatperformancesustainedovera
longperiodoftime.Inpart,thismaybebecause
oftherelativelyshortperiod(eightyears)
coveredbydata.
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Wecontinuedtoanalyzethetwodifferenttypes
ofschoolsthatemergedfromouranalysis.We
usedaprocesswithincreasinglytighterscreens
tofindourbeat-the-oddsschools.

Steadyperformersweredefinedasschools
whoseStanford9scoresbetween1997and2004
foreitherthird-gradereadingoreighth-grade
mathwereconsistentlyabovethestatewide
averageandconsistentlyabovewhatonemight
expectorpredict,giventheschools’ethnicand
socioeconomicmakeup.

Ofthe331schools,threepassedthisscreen–
includingoneschoolthatwascountedtwice
becauseitpassedthescreenforboththird-grade
readingandeighth-grademath.Thus,three
schoolswereidentifiedassteadyperformers.

Steadyclimberswereputthroughafour-cut
processthatincludedthefollowing:

 – AStanford9scoreforeitherthird-grade 
  readingoreighth-grademaththat
  increasedbyatleast9.5pointsbetween 
  1997and2004.Ofthe331schools,67met
  thiscriterion.

 – Astableperformancepatternbetween
  1997and2004.Evenifschoolsshowedan
  increaseof9.5pointsormoreforthe
  eight-yearperiod,theywerescreenedout
  ifthesumofannualdeclines(intheyears
  thescoreswentdown)exceededtenpoints.
  Ofthe67schools,31werescreenedoutin
  thisway,leaving36candidates.

 – Aperformancepatternthatexceeded
  whatonemightexpectorpredict,given
  theschool’sethnicandsocioeconomic 
  makeup.Allschoolswhoseactualscores
  exceededpredictedscoresby3.0points
  ormorein2004wereretained.Ofthe36
  remainingcandidates,thisscreen 
  eliminated20schools,leaving16.

 – Asustainableperformancepatternina 
  schoolwherethetestingdidnotcontain
  any“redflags.”Allschoolswereeliminated
  ifthe9.5pointsorgreatergainoccurredin
  justoneyearandnotsustained;ifthegains
  inStanford9appearedtoberelatedto 
  reductionsinthepercentofstudents
  tested;andifmostoftheschool’s 
  improvementoccurredinayearoryears
  whenahighpercentageoftestswere 
  classifiedas“invalid”–thatis,students
  weretakingthetestwithspecial-education
  accommodationssuchassight-orhearing-
  relatedassistance.Wekeptscoresin,and
  consideredthem“valid”ifstudentsreceived
  assistancerelatedtolanguage,likehaving
  testsreadinEnglish,orhavingthetesting
  timelimitextended.5

Thisfinalcuteliminatedsevenmoreschools,
leavingninesteadyclimbersalongwiththethree
steadyperformers.6
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Third-GradeReading–Improving

Theendresultofthiseliminationprocess
was12schoolsthatshowedeithersteady
performanceorsteadyimprovementinthe
keymeasuresbetween1997and2004.7

Theserepresentedawidevarietyoflocations
andschooltypesthroughoutArizona.Some
werefromPhoenix;somefromTucson;one

wasfromYuma,andotherswerefromsmall
towns.Theiracademiccompositionsvaried
widely.Forthird-gradereading,schoolswere
K-5orK-6schools,butforeighth-grademath,
notonlymiddleschoolsbutalsoK-8and4-8
schoolswererepresented.

TwelveBeat-the-Odds�chools

 �chool GeographyGrades�erved

 AliceByrne SmallMetropolitanArea–Yuma K-� AliceByrne SmallMetropolitanArea–Yuma K-�
 Clawson SmallCity–Douglas K-5 Clawson SmallCity–Douglas K-5
 JohnF.Kennedy SmallTown–Superior K-� JohnF.Kennedy SmallTown–Superior K-�
 OrangeGrove SmallTown/Small OrangeGrove SmallTown/SmallMetropolitanArea–Somerton/Yuma K-5

 Estrella �argeMetropolitanArea–Phoenix �-8 Estrella �argeMetropolitanArea–Phoenix �-8
 GranadaEast �arge GranadaEast �argeMetropolitanArea–Phoenix �-8
 �arryC.Kennedy �arge �arryC.Kennedy �argeMetropolitanArea–Phoenix K-8
 SierraMiddle Medium SierraMiddle MediumMetropolitanArea–Tucson �-8
 �adeCarpenter SmallCity–Nogales �-8 �adeCarpenter SmallCity–Nogales �-8

 Fairbanks(forthird-gradereading) SmallTown–Morenci K-� SmallTown–Morenci K-�
 GallegoBasic(forthird-gradereading) Medium MediumMetropolitanArea–Tucson K-5
 PhoenixMagnetTraditional �arge PhoenixMagnetTraditional �argeMetropolitanArea–Phoenix K-8

(forthird-gradereadingandeighth-grademath)

Eighth-GradeMath–Improving

Consistently�trong



AcriticalcomponentoftheGoodtoGreat
methodologyistheidentificationofmatched
pairs–comparisonorganizationsthataresimilar.
JimCollinsandhisresearchteamidentifiedone
“comparisoncompany”foreachgood-to-great
company–thatis,acompanythatwassimilarly
situatedinasimilarindustryand,therefore,
facedavirtuallyidenticalsetofchallenges,but
didnotmaketheleapfromgoodtogreat.notnot

Weusedthesamegeneralmethodbyselecting
onecomparisonschoolforeachbeat-the-odds
school.Theprocessforselectingcomparison
schoolswasaweightedfive-stepprocessthat
yieldedonepotentialcomparisonschoolfor
allbutoneofthebeat-the-oddsschoolsand,
inmostcases,abackupschoolaswell.8

Thefivecriteriaforselectingmatching
comparisonschoolswere

 – Locationofschools(thesamedistrictasthe
  steadyperformerorsteadyclimberschool
  whenavailable,otherwisethesamecity
  orregion)

 – Thesimilargrade-levelenrollmentinboth
  1997and2004–afactorthatcontrolssize
  andgrowthoftheschool

 – Similardemographicstothebeat-the-odds
  schoolinboth1997and2004,asreflected
  inacombinationofpercentLatinostudents,
  percentSpanishspeakersathome,and 
  percentofstudentsinpoverty

– ThechangeintheStanford9performance
  overtimehadtoreflectadifferentpattern
  thanthatofthebeat-the-oddsschool

 – Thecomparison’sactualtestperformance
  hadtobenobetterthanitspredictedtest
  performance–suchaschoolisnotbeating
  theodds.

InmuchthesamewayasinGoodtoGreat,theGoodtoGreatGoodtoGreat
selectionofthebeat-the-oddsschoolsand
thecomparisonschoolscreatedasetofwhat
statisticianscall“matchedpairs”–schools
thatarealikeinmostways,yetdifferentin
theperformancemeasurementswewere
interestedin.Inaway,thesecanbethoughtof
astwinsraisedbydifferentfamilies;howare
theythesame,andhowaretheydifferent?The
differencesletusknowwhatisdifferentabout
whattheschoolsaredoingratherthanaboutdoingdoing
theschool’sdemographicpredictors.

Thesedifferencescanbeseeninthecharton
thefollowingpage,showingoneofthebeat-
the-oddsschools(AliceByrneElementaryin
Yumawithitscomparisonschool,another
schoolinthesamedistrict).Third-gradeclasses
inthesetwoschoolsareverysimilar,although
thecomparisonschool’sclasshasahigher
percentageofstudentsinpoverty.Thegraph
showshoweachschoolperformedon
itstestscoresandcomparesthebeat-the-odds
schools’scoreswiththosepredictedbyour
regressionequation.

Comparison�chools

PhaseII

Comparisonschools,surveys,interviews–andsixelements.
Thatisthemethodbehind–andtheresultsof–thesearchfordrivers
ofsuccess.

PhaseTwo:TheSearchforCommonDriversofSuccess|15
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AliceByrneElementary�chool
Gains20pointstosurpassstateaverage 

City
District
School��atino(199�)
School��atino(200�)
School�F�P�(199�)�
School�F�P�(200�)
School�SpanishSpeakers
SchoolEnrollment
Third-GradeEnrollment
ChangeinStanford9(199�-200�)
Actual-PredictedStanford9(200�)

�2

59

��

81

�2

392

9�

(1.1)

(8.1)

Yuma

YumaESD

39

�0

50

52

3�

250

��

20.2

9.�

AliceBryne Comparison�chool

��

��

��

��

��

���� ���� ���� ���� ���� ���� ���� ����

3�.1

5�.251.�

��.5

BEAT-THE-ODDSSCHOO�
STANFO�D9

BEAT-THE-ODDSSCHOO�
P�EDICTEDSTANFO�D9

COMPA�ISONSCHOO�
STANFO�D9

STATEAVE�AGE
STANFO�D9

Third-GradeReading�tanford9�cores–�teadyClimber

In1997,bothschoolsstartedwithroughlythe
sameStanford9scores,withthecomparison
actuallydoingabitbetter.*Bytheend,the
comparisonschoolwasdoingbasicallythesame,
whileAliceByrnehadrisenabout20percentage
points.Inaddition,in1997,thethird-grade
Stanford9readingscoresforbothschoolswere
quiteabitbelow(10-15percentagepoints)the
scorespredictedbyourregressionmodel.Over
thefollowingeightschoolyears,thecomparison
schoolscoresstayedbelowtheprediction.But
theAliceByrnescoresrosesteadily,reaching
10percentagepointsabovethepredictedtest
scoresby2004.

Thistypeofcomparison–twoverysimilar
schoolsinthesamedistrict,butwithincreasingly
divergenttestscoresovertime–providesa
nearlyperfectsituationinwhichtoexamine
thefactorsthatcauseoneschooltosucceed
wheretheotherdoesnot.Withoutthematched
pairs,onemightaccidentallyinferthata
specificbehaviorwasthekey,notknowingthat
otherwisesimilar–butunsuccessful–schools
alsoengageinthatparticularbehavior.

*UnlikeinGoodtoGreat,whichidentifiedthecomparisoncompanies,wehavechosennottoidentifythecomparisonschoolsinthisreport.GoodtoGreatGoodtoGreat
Mostcomparisonschoolswereverywillingtosharetheirtimewithus,makingtherigorofthisanalysispossible,andwearegrateful.

*FRPListhepercentofstudentseligiblefortheFreeandReduced-PriceLunchProgram(aproxyforpoverty).



Intryingtoisolatethedifferencesbetweenthe
beat-the-oddsschoolsandthecomparison
schools,weundertookanintensive,qualitative
processofgatheringandanalyzinginformation
aboutthoseschools.Forbothsetsofschools,we
conductedpersonalinterviewsandsurveysof
administratorsandteachers.Wealsoexamined
theirreportcards.Weaskedaconsistentsetof
questions,themostimportantonebeing

 Duringtheyears1997-2004student 
 performanceinyourschoolbeganan
 upwardshiftthathassincebeensustained.
 Whatdoyouseeasthetopfivefactors
 thatcontributedtoorcausedthatupward
 shiftinperformance?

Ofcourse,wewerefamiliarwithmanyofthe
standardhypothesesastowhatmattersfor
high-qualitystudentperformance.Someof
thosefactors,suchastheeducationlevelofthe

parents,arenotcontrollablebyschools,while
some,suchaswhateducationalmethodtouse,
maybe.Ourgoalwastofocusonthingsthatthe
schoolitselfcoulddo,andwedidnotwantto
steerourintervieweestowardanyhypotheses.
Instead,wewouldasktheschoolstotelluswhat
theyweredoing,andfindwheretherewere
differencesbetweenthebeat-the-oddsschools
andthecomparisonschools.

Aftercreatingamini-dossieroneachmatched
pairofschools,wecreatedamatrixofanswers,
isolatingthekeythemesthatemergedfrom
ourresearchoneachpair.Thenwefoundthe
themesamongthebeat-the-oddsschoolsthat
wereconsistentandthatweredifferentfromthe
comparisonschools.Thisprovidedthebasisfor
ourfindingsinthenextsection.

�urveysandInterviews

PhaseTwo:TheSearchforCommonDriversofSuccess|1�

Graphsandtablesfortheotherbeat-the-oddsschoolsandcomparisonsfollowonpages18-21.



Clawson�chool
Movesfrom11pointslowertonearlyevenwith
stateaverage

City
District
School��atino(199�)
School��atino(200�)
School�F�P�(199�)�
School�F�P�(200�)
School�SpanishSpeakers
SchoolEnrollment
Third-GradeEnrollment
ChangeinStanford9(199�-200�)
Actual-PredictedStanford9(200�)

83

9�

�3

�9

�8

222

31

(2.3)

(�.2)

Douglas

DouglasUSD

85

95

��

8�

�8

2�3

�5

12.0

9.5

Clawson Comparison�chool

��

��

��

��

��

���� ���� ���� ���� ���� ���� ���� ����

35.9

��.939.9

38.5

�ohnF.Kennedy�chool
Movesfrom11pointslowertofivepointshigherthan
stateaverage

City
District
School��atino(199�)
School��atino(200�)
School�F�P�(199�)�
School�F�P�(200�)
School�SpanishSpeakers
SchoolEnrollment
Third-GradeEnrollment
ChangeinStanford9(199�-200�)
Actual-PredictedStanford9(200�)

51

�1

�3

59

31

350

38

(3.8)

(0.9)

Superior

SuperiorUSD

��

�2

��

8�

11

23�

3�

18.3

10.8

�ohnF.Kennedy Comparison�chool

��

��

��

��

��

���� ���� ���� ���� ���� ���� ���� ����

35.�

5�.0
�2.�

�3.3

OrangeGroveElementary�chool
Gains2�pointstosurpassstateaverage

City
District
School��atino(199�)
School��atino(200�)
School�F�P�(199�)�
School�F�P�(200�)
School�SpanishSpeakers
SchoolEnrollment
Third-GradeEnrollment
ChangeinStanford9(199�-200�)
Actual-PredictedStanford9(200�)

98

98

��

88

8�

232

�3

(11.0)

(5.9)

Somerton

SomertonESD

85

90

83

8�

80

293

�8

2�.3

1�.0

OrangeGrove Comparison�chool

��

��

��

��

��

���� ���� ���� ���� ���� ���� ���� ����

2�.�

53.9

38.3

3�.9

Third-GradeReading�tanford9�cores–�teadyClimbers

BEAT-THE-ODDSSCHOO�
STANFO�D9

BEAT-THE-ODDSSCHOO�
P�EDICTEDSTANFO�D9

COMPA�ISONSCHOO�
STANFO�D9

STATEAVE�AGE
STANFO�D9

18|BEATTHEODDS

*FRPListhepercentofstudentseligiblefortheFreeandReduced-PriceLunchProgram(aproxyforpoverty).Sourcesforthedataareinendnotenumber9.*FRPListhepercentofstudentseligiblefortheFreeandReduced-PriceLunchProgram(aproxyforpoverty).Sourcesforthedataareinendnotenumber9.
 Unlessnoted,dataisfor2004.



EstrellaMiddle�chool
12-pointgainputsEstrellaevenwithstateaverage

City
District
School��atino(199�)
School��atino(200�)
School�F�P�(199�)�
School�F�P�(200�)
School�SpanishSpeakers
SchoolEnrollment
Eighth-GradeEnrollment
ChangeinStanford9(199�-200�)
Actual-PredictedStanford9(200�)

�2

�9

�3

�8

�9

923

�59

0.�

(5.9)

Phoenix

CartwrightESD

3�

�5

53

�9

53

1103

5�3

12.�

�.0

Estrella Comparison�chool

��

��

��

��

��

���� ���� ���� ���� ���� ���� ���� ����

�2.�

55.0
52.8

�9.1

GranadaEast�chool
11-pointgainputsGranadaEastevenwithstateaverage

City
District
School��atino(199�)
School��atino(200�)
School�F�P�(199�)�
School�F�P�(200�)
School�SpanishSpeakers
SchoolEnrollment
Eighth-GradeEnrollment
ChangeinStanford9(199�-200�)
Actual-PredictedStanford9(200�)

��

90

�9

95

90

10�2

309

�.�

(5.�)

Phoenix

AlhambraESD

��

82

8�

92

�3

1298

23�

11.3

�.0

GranadaEast Comparison�chool

��

��

��

��

��

���� ���� ���� ���� ���� ���� ���� ����

��.3

55.�
5�.1

51.�

LarryC.Kennedy�chool
Infouryears,movesfrombottomthirdtonearlyeven
withstateaverage

City
District
School��atino(199�)
School��atino(200�)
School�F�P�(199�)�
School�F�P�(200�)
School�SpanishSpeakers
SchoolEnrollment
Eighth-GradeEnrollment
ChangeinStanford9(199�-200�)
Actual-PredictedStanford9(200�)

��

9�

9�

9�

9�

82�

10�

(2.0)

(9.0)

Phoenix

CreightonESD

�5

��

8�

91

5�

�5�

8�

15.�

�.�

LarryC.Kennedy Comparison�chool

��

��

��

��

��

���� ���� ���� ���� ���� ���� ���� ����

3�.�

53.0�8.9

�8.3

Eighth-GradeMath�tanford9�cores–�teadyClimbers

BEAT-THE-ODDSSCHOO�
STANFO�D9

BEAT-THE-ODDSSCHOO�
P�EDICTEDSTANFO�D9

COMPA�ISONSCHOO�
STANFO�D9

STATEAVE�AGE
STANFO�D9
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�ierraMiddle�chool
Gains18pointsinfouryears

City
District
School��atino(199�)
School��atino(200�)
School�F�P�(199�)�
School�F�P�(200�)
School�SpanishSpeakers
SchoolEnrollment
Eighth-GradeEnrollment
ChangeinStanford9(199�-200�)
Actual-PredictedStanford9(200�)

29

�1

�3

80

�1

�2�

253

(2.1)

(9.9)

Tucson

SunnysideUSD

�5

85

55

�8

53

109�

30�

1�.0

5.�

�ierra Comparison�chool

��

��

��

��

��

���� ���� ���� ���� ���� ���� ���� ����

3�.2

53.2��.3

��.�

�adeCarpenterMiddle�chool
Steadyclimbtoalmostreachstateaverage

City
District
School��atino(199�)
School��atino(200�)
School�F�P�(199�)�
School�F�P�(200�)
School�SpanishSpeakers
SchoolEnrollment
Eighth-GradeEnrollment
ChangeinStanford9(199�-200�)
Actual-PredictedStanford9(200�)

��Nogales

NogalesUSD

98

99

�8

89

9�

�5�

218

1�.1

8.�

�adeCarpenter Comparison�chool

��

��

��

��

��

���� ���� ���� ���� ���� ���� ���� ����

35.3

52.��8.2

��.1

��Noschoolmatchedtheuniquedemographicsof�adeCarpenter

FairbanksElementary�chool
Consistentlyhigherthanstateaverage

City
District
School��atino(199�)
School��atino(200�)
School�F�P�(199�)�
School�F�P�(200�)
School�SpanishSpeakers
SchoolEnrollment
Third-GradeEnrollment
Stanford9(200�)
Actual-PredictedStanford9(200�)

12

23

Not�eported

��

5

339

30

�8.�

(8.�)

Morenci

MorenciUSD

3�

�8

Not�eported

1�

0

3��

�3

55.�

12.2

Fairbanks Comparison�chool

��

��

��

��

��

���� ���� ���� ���� ���� ���� ���� ����

51.�
55.�

51.0
�3.3

BEAT-THE-ODDSSCHOO�
STANFO�D9

BEAT-THE-ODDSSCHOO�
P�EDICTEDSTANFO�D9

COMPA�ISONSCHOO�
STANFO�D9

STATEAVE�AGE
STANFO�D9

Third-GradeReading�tanford9�cores–�teady�erformers
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*FRPListhepercentofstudentseligiblefortheFreeandReduced-PriceLunchProgram(aproxyforpoverty).Sourcesforthedataareinendnotenumber9.*FRPListhepercentofstudentseligiblefortheFreeandReduced-PriceLunchProgram(aproxyforpoverty).Sourcesforthedataareinendnotenumber9.
 Unlessnoted,dataisfor2004.



GallegoBasicElementary�chool
Consistentlyhigherthanstateaverage

City
District
School��atino(199�)
School��atino(200�)
School�F�P�(199�)�
School�F�P�(200�)
School�SpanishSpeakers
SchoolEnrollment
Third-GradeEnrollment
Stanford9(200�)
Actual-PredictedStanford9(200�)

53

83

92

81

5�

�18

�0

31.3

(�.�)

Tucson

SunnysideUSD

�8

8�

59

�2

2�

351

92

50.8

10.1

Gallego Comparison�chool

��

��

��

��

��

���� ���� ���� ���� ���� ���� ���� ����

52.5 50.8

��.� �0.�

�hoenixMagnetTraditional�chool
Alwaysatleasttenpointshigherthanstateaverage

City
District
School��atino(199�)
School��atino(200�)
School�F�P�(199�)�
School�F�P�(200�)
School�SpanishSpeakers
SchoolEnrollment
Third-GradeEnrollment
Stanford9(200�)
Actual-PredictedStanford9(200�)

�1

�3

�5

�9

35

583

�8

�0.8

(1.1)

Phoenix

PhoenixUSD

59

��

5�

55

38

3��

53

59.1

13.5

�hoenixMagnetTraditional Comparison�chool

���� ���� ���� ���� ���� ���� ���� ����

�9.9 59.1

�5.� �5.�

��

��

��

��

��

��

��

�hoenixMagnetTraditional�chool
Consistentlyhigherthanstateaverage

City
District
School��atino(199�)
School��atino(200�)
School�F�P�(199�)�
School�F�P�(200�)
School�SpanishSpeakers
SchoolEnrollment
Eighth-GradeEnrollment
Stanford9(200�)
Actual-PredictedStanford9(200�)

�1

�3

�5

�9

�3

583

8�

�2.2

(5.2)

Phoenix

PhoenixESD

59

��

5�

55

38

3��

�0

�2.�

11.0

�hoenixMagnetTraditional Comparison�chool

���� ���� ���� ���� ���� ���� ���� ����

��.0 �2.�

�9.8 51.�

��

��

��

��

��

��

��

STANFO�D9
BEAT-THE-ODDSSCHOO�
P�EDICTEDSTANFO�D9

COMPA�ISONSCHOO�
STANFO�D9

STATEAVE�AGE
STANFO�D9

Eighth-GradeMath�tanford9�cores–�teady�erformer
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THESIX
KEYSTO
SUCCESSFUL

LATINO
SCHOOLS
Successful schools do things verySuccessful schools do things very

differentlythanstrugglingschools.differentlythanstrugglingschools.differentlythanstrugglingschools.

OurcomparisonsrevealedsixspecificOurcomparisonsrevealedsixspecific

elements thatwerecommontoall the

beat-the-oddsschools–and typicallybeat-the-oddsschools–and typically

notevidentinthecomparisonschools.notevidentinthecomparisonschools.



Interestingly,thesixelementsfallnicelyintothreebasiccategoriesputforth
by�imCollins.Inhismonograph,GoodtoGreatandtheSocialSectors–
asupplementtoGoodtoGreatthatdealsspecificallywithissuesassociated
witheducation,nonprofits,andothernon-businessenterprises–�imCollins
frameshisGoodtoGreatfindingsaroundthreeformsofdiscipline:

   DisciplinedThought
   Disciplined�eople
   DisciplinedAction

“Disciplinedpeoplewhoengageindisciplinedthoughtwhotakedisciplined
action–operatingwithfreedomwithinaframeworkofresponsibilities–thisis
thecornerstoneofaculturethatcreatesgreatness.”   
         –JimCollins

TheSixKeystoSuccessful�atinoSchools|23



DisciplinedThought

ClearBottomLine–notwaitingforsomethingtobe
different,butdoingthebestforeverystudentunder
thecircumstances

OngoingAssessment–frequentin-school
assessmentstospotproblemsearlyanddrive
improvement

�trongand�teady�rincipal–focusedonthethingsthat
trulyimproveschoolsandkeeppushingaheadnomatter
whattheroadblocks

Collaborative�olutions–problemsolvingispushed
throughouttheranks,notconcentratedinafewpeople
atthetop

�tickwiththe�rogram–it’snotaboutaparticular
program,it’saboutselectingagoodone,stickingwithit,
andmakingitbetterandbetter

Builtto�uit–interventionispersonalizedsoitsuits
eachstudent’sneeds

Disciplined�eople

DisciplinedAction

ElementsofSuccess

Asetofsixfactorsthathelpdrivegainsinstudentachievement.

Academicachievementperstudent

Academicachievementperstudent

Academicachievementperstudent

2�|BEATTHEODDS

Foundationof�uccess Measureof�uccess
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DisciplinedThought

Aschool’sculture,itssenseofmission,andits
corevaluesarehardthingstomeasure.Schools
oftentrytoconveycultureandvaluesthrough
visions,mottos,andmissionstatements.What’s
moreimportant,though,ishowaschool’sculture
manifestsitselfinday-to-dayoperations.

Valuesandculturestandoutasoneofthestrongest
andmostconsistentcontrastsbetweenthebeat-the-
oddsschoolsandthecomparisonschools.Inthe
beat-the-oddsschools,theschool’sculturecanbest
bedescribedastakingresponsibility.Theseschools
arefocusedonthefollowing:

 – Noexcuses:Don’teventhinkaboutplaying
   ablamegamewhenstudentsaren’tlearning.
   Havethestrengthtolookattheproblemand
   takeresponsibility.

 – Accountability:Don’tthinkthesolutionis
  “outthere.”Ifstudentsaren’tlearning,theschool
   needstochange.

 – Bottomline:Nooneisallowedtolagbehind.
   Ifeverystudentineveryclassroomisn’t
   learning,theschoolisn’tdoingitsjob.

Thisisaclearbottomline–andit’snew.

Itusedtobethatstudentachievementwas
measuredbyschool,bydistrict,evenbystate.This
wasagoodwaytohighlightbig-pictureprogress
andcomparestates,schoolsanddistricts–butnot
agoodwaytoidentifyandfixproblemsinvolving
individualstudents.

Aclearbottomline,bycontrast,focusesonensuring
thateachindividualstudentlearns.Thisshiftin

focusbeganinthe1990s,whennewstandardsfor
testingandaccountabilitybegantochangethe
approachofmanyschools.Butthisnewapproach
reallytookholdin2002withthefederalNoChild
LeftBehindAct.NCLBturnedtheachievement
pyramidonitshead–schoolswillnowhavetobuild
gainsinachievementonestudentatatimebecause
schoolshaveuntil2014tobringeverystudentup
tothelevelof“proficiency,”andeveryschoolmust
demonstrate“adequateyearlyprogress”towardthat
goal.Failuretodosohasallsortsofconsequences–
fewerfederaldollars,negativepublicexposure,and
possibleschooltakeoverbythestate.

NCLBwasdefinitelyanattention-getterfor
thecomparisonschools.Anumberofthemare
refocusingandundertakingimprovements
similartothebestpracticesfoundinthe12
successfulschools(seeTakingResponsibility:
ATimelineofFederal,StateandSchoolActions).

Bycontrast,thebeat-the-oddsschoolsdidn’twait
tobetold;theyprioritizedstudentachievementon
theirowninitiativeyearsbeforeNCLB’s“average
yearlyimprovement”hammer.Andsothecultureof
responsibilityforeverystudentismuchmoredeeply
embedded.AtGallegoElementary,forexample,
thisattitudewasfosteredattheschool’sstartin
theearly1980s,whentheschoolboard,school
leadersandteachersfocusedona“BacktoBasics”
curriculumandbuildinga“highly-structured
environmentthatencourageslearning,personal
responsibility,andaccountabilityforone’sactions”
(GallegoPhilosophy).

ClearBottomLine
Beat-the-oddsschoolsemphasizetheachievementofeverystudent
ineveryclassroomandtakeresponsibilityforthatperformance.andand



TakingResponsibility:ATimelineofFederal,�tateand�choolActions

2�|BEATTHEODDS

1980s GallegoBasiccreatedasnewschoolwhenconcernedparentswantedaback-to-basicsalternativeschoolwith GallegoBasiccreatedasnewschoolwhenconcernedparentswantedaback-to-basicsalternativeschoolwith
 mandatoryparentalinvolvement,clearlydefinedacademicstandardsandstrictdiscipline. mandatoryparentalinvolvement,clearlydefinedacademicstandardsandstrictdiscipline.

1983 UnitedStatesSecretaryofEducationTerrenceH.BellpresentsANationatRisk.

1990 ArizonaStudentAssessmentProgram(ASAP)passed,imposingthefollowingrequirements:

  –EssentialSkillsCurriculumfor9subjectsandtests
  –DistrictAssessmentPlans
  –AnnualSchool�eportCards
  –PerformanceAssessment

1991 PhoenixMagnetTraditionalcreatedasanewschool,usingdesegregationmoney,whenconcernedparents   PhoenixMagnetTraditionalcreatedasanewschool,usingdesegregationmoney,whenconcernedparents  
 wantedaback-to-basicsalternativeschool. wantedaback-to-basicsalternativeschool.

1994 FederalImprovingAmerica’sSchoolsActrequiresstatestoestablishcontentandperformancestandardsin
 readingandmathbythe199�-1998schoolyear,withfinalassessmentsalignedwiththosestandards3
 yearslater.

ArizonaCharterSchoollegislationpasses;ASAPbecomeshighschoolgraduationrequirement.

1995 StateSchoolSuperintendent�isaKeegansuspendsASAPFormD,claimingitlackssufficientscoringreliability  
 andcontentvalidity,andconvenesAcademicSummit.

1996 OrangeGroveschoolbeginsimplementing�arry�ezotte’sprinciplesforeffectiveschools. OrangeGroveschoolbeginsimplementing�arry�ezotte’sprinciplesforeffectiveschools.

 �egislaturepassesHB2�1�requiringEssentialSkillstestinginatleastfourgradesandcompetencytestforhigh 
 schoolgraduation.

 StateSchoolSuperintendent�isaKeeganterminatesASAPprogramandcallsfordevelopmentofnewperformance
 objectivesinreading,writing,andmathematics.

 KeegancreatesaseparateoversightcommitteetoreviewthePerformanceObjectivesandmakesuggestionsfor 
 potentialmeasurementinstruments–thiscommitteebecomesknownasAzTAC(ArizonaTechnicalAdvisory  
 Committee).Thiscommitteeremainsoperationaluntillatefallof2002.

1997 SierraMiddleschoolstartsimprovementplan. SierraMiddleschoolstartsimprovementplan.

 StateadoptsnewPerformanceOutcomesforthird,fifthandeighthgradesandhighschool.

1998 ASAPreplacedbyArizonaInstrumenttoMeasureStandards(AIMS).Highschoolgraduationtestinitially  
 movedtothecohortclass2002.AzTACwarnsStateBoardofEducationthatthisistooearlyadatefor
 successfulimplementationandrecommendsthedateof200�.

 �adeCarpenterschoolstartschanges. �adeCarpenterschoolstartschanges.

 AliceByrnebeginsaligningthecurriculumandimplementingguidedreadinggroupstoprovidesmallgroup AliceByrnebeginsaligningthecurriculumandimplementingguidedreadinggroupstoprovidesmallgroup
 instructionandincreasedstudentengagement. instructionandincreasedstudentengagement.

1999 FirsttimeArizonahighschoolstudentstakeAIMStesttoseehowtheyareperformingagainstthestate’s
 curriculumstandards.

 Fairbanksschoolstartsimprovementplan. Fairbanksschoolstartsimprovementplan.

Clawsonschoolstartscollectingdataonstudentsandaligningcurriculumtostatestandards.



TheSixKeystoSuccessful�atinoSchools|2�

2000 Proposition301passes,raisingsalestaxtoincreasefundingforeducation.

 Proposition203passes,requiringpublicinstructiontotakeplaceinEnglish.

 StateBoardofEducationadoptsAzTACrecommendationthattheMathematicsStandardsandPerformance  
 Objectivesareoutoflinewiththelevelofcurrentinstructionatthehighschoollevel.

 Coreperformanceobjectivesforhighschoolmathandtestblueprintarerevised.Performanceobjectivesfor
 readingandwritingdonotchange.

 Graduationrequirementmovedtocohortclass200�

 �arryC.Kennedyschoolstartsgrindingawayondatain199�,butnewprocessgetsunderwayin1999-2000. �arryC.Kennedyschoolstartsgrindingawayondatain199�,butnewprocessgetsunderwayin1999-2000.

 JohnF.Kennedyschoolbeginsalignmentofstatestandardsandexplorationofbestpractices. JohnF.Kennedyschoolbeginsalignmentofstatestandardsandexplorationofbestpractices.

 EstrellaschoolstartsamendedversionofConnectedMathProgramandlengthenedclasstime. EstrellaschoolstartsamendedversionofConnectedMathProgramandlengthenedclasstime.

Clawsonschoolimprovementbegins.

 Stateimplementsprogramtoevaluate“successful”schools.

 StateimplementsAIMSassessmentforthird,fifthandeighthgradesinreading,writing,andmathematics.

2001 GranadaEastschoolstartsimprovementplan. GranadaEastschoolstartsimprovementplan.

 EstrellacomparisonschoolstartsConnectedMathProgramanddevelopsamathcoachesmodel. EstrellacomparisonschoolstartsConnectedMathProgramanddevelopsamathcoachesmodel.

 Stateimplementsfirstreporton“IdentifyingSuccessfulSchools.”

2002 FederalNoChild�eftBehindActsignedintolaw,placingagreaterresponsibilityonindividualschoolstoimprove 
 studentachievementandindividualschooldistrictstotakeactionregardingschoolsthatdon’tmeetstandards.  

 SierraMiddlecomparisonschoolstartsanalyzingdatain2000-2001,identifiesgreatestneeds,devisessolutions, SierraMiddlecomparisonschoolstartsanalyzingdatain2000-2001,identifiesgreatestneeds,devisessolutions,
 andimplementsthemby2002. andimplementsthemby2002.

 Graduationrequirementmovedfrom200�to200�.

 OrangeGrovecomparisonschoolbeginsteachertrainingforassessments.Theprogramwasimplemented OrangeGrovecomparisonschoolbeginsteachertrainingforassessments.Theprogramwasimplemented
 thefollowingyear. thefollowingyear.

 AliceByrnecomparisonschooladoptsanewreadingprogram(districtwide)thatincludescontinualassessment AliceByrnecomparisonschooladoptsanewreadingprogram(districtwide)thatincludescontinualassessment
 ofstudentsandsmallgroupinstruction. ofstudentsandsmallgroupinstruction.

 Fairbankscomparisonschoolparticipatesindistrictimprovementprocess. Fairbankscomparisonschoolparticipatesindistrictimprovementprocess.

 Gallegocomparisonschoolstartsanalyzingachievementdatabystudentandclassroom,andmonitors Gallegocomparisonschoolstartsanalyzingachievementdatabystudentandclassroom,andmonitors
 studentattendance. studentattendance.

2003 Arizonareading,writing,andmathematicsStandardsandPerformanceObjectivesrewritten.

 JohnF.Kennedycomparisonschoolbeginsimprovementprocess. JohnF.Kennedycomparisonschoolbeginsimprovementprocess.

�arryC.Kennedycomparisonschoolchooses�arry�ezotte/Brazosportmethodandstartsfocusingondata,
 calendaringoutthestandards,andtestingevery3weeks. calendaringoutthestandards,andtestingevery3weeks.

Source:InterviewswithschoolsandArizonapolicyexperts(seeendnotenumber10).

Beat-the-OddsSchools’Actions

ComparisonSchools’Actions



DisciplinedThought

Forgetwhatyou’veheardaboutallschoolshating
performancemetricsandresistingaccountability.
The12beat-the-oddsschoolsprovideriveting
evidencethatprincipalsandteachersinsuccessful
schoolsembraceregularassessmentsasawayof
identifyingproblemssoonerandunderstanding
themmuchmoreclearly.

Frankly,thiswasoneofthebiggestsurprisesforus.
Remember,weweren’ttestinghypotheses–butif
you’daskedanyofustoguesswhichitemswould
consistentlybeidentifiedbytheschoolsasoneof
thetopfivereasonsforsuccess,weneverwould
haveguessedthatcollectingdataandcrunching
numberswouldhavebeenonthelist.Yettheyare.

Thekey,however,isnotsimplythatthesuccessful
schoolshavedata–it’swhoisusingthedataand
howtheyusethatdata.Theschoolsaredeeply
engagedintheirownassessmentsinawaythatcan
onlybecharacterizedasembedded.Thereismuch,
muchmoretothedataanalysisthansimplylooking
attheaggregatetestscoresandexitexamsatthe
endoftheyear,whenit’stoolatetosolveproblems.
Principalsandteachersarecollectingandporing
overmanymetricsandmeasurements.Theyare
doingitoverandover,ofteneveryweekorevery
month,tomakesuretheyarecatchingproblems
astheyarise.

Andthey’renotjustlookingataggregatedata.
They’redisaggregatingthedatasotheycanlook
individuallyateachclassroom,eachteacher,and,
mostimportantly,eachstudent.Theyaredigging
deeperandconsideringdatafromenoughanglesto
unmaskproblems.Thislevelofspecificityiscritical
becauseofthisunmasking.Individualstudents
andtheirproblemsbecomevisiblethroughthe
embeddedassessmentprocess.Andvisibilityisthe
firststeptoensuringthatnostrugglingstudentand
nostrugglingteacherisleftbehind.Theself-audit
toolsvaryfromschooltoschool,buttheyallserve
tomakeproblemsvisible.

Ofcourse,thewaytheprincipalsandtheteachers
respondtothedataisjustasimportantasthe
dataitself.Andhereagain,the12schoolsare
inspirationalandinstructive.It’snotjustrelentless
assessmentthatmakesthebeat-the-oddsschools
standout.Theseschoolsarealsohardheadedabout
usingthisknowledgetochangesoastoimprove
studentoutcomes.Theseprincipalsandteachers
are,essentially,doing“rootcause”analysis–working
backwardthroughthedatatopinpointdeficiencies
inthe“inputs”–curriculum,teachers,etc.–
andtakingstepstoimmediatelycorrectdefects
inpractices.

OngoingAssessment
Teachersandprincipalsalikeassessstudentandteacherachievementearly
andoften–andusetheinformationtodriveimprovementratherthanto
assignblame.
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OngoingAssessmentCaseStudies

AliceByrneElementaryschoolinYumausestheDynamicIndicatorsofBasicEarly�iteracySkills(DIBE�S)
system,a�eb-baseddatabaseofferedbytheArizonaDepartmentofEducation,whichallowsschoolsto
entertheirdataon-lineandgenerateautomatedreports.Thisbenchmarktesting,whichisdesignedto
monitoreachstudent’sliteracyandreadingskills,isconductedthreetimesperyear,whileprogressive
monitoringisusedasfrequentlyaseverytwo-to-threeweeksorattheteacher’sdiscretion.Progressive
monitoringisespeciallyimportantforthechildrenwhoseperformanceislabeled“fallingbelow”or
“approaching”becauseitenablestheteachertodeterminetheappropriateinterventions.Thisprocesshas
madearealdifferencewithEnglish�imited�earner(E��)students,accordingtoPrincipalJuliPeach.Alice
Byrne’scomparisonschoolinourstudydidnotmentiontestingexceptinthecontextofyear-endstateand
federalrequirements.

OrangeGroveElementaryschool“goesoverboard,”conductingbenchmarkassessmentseveryweek.
“�ecan’twaittillmonthlyorwe’llgetsofarbehindwewon’tbeabletocatchup,”PrincipalFrank�eed
said.Teacherteamsalwaysmeetweeklytodiscusswhattheassessmentsaretellingthemaboutevery
student.Thesemeetingsmusthaveanagendaanddiscussionsaredocumented,thusprovidingeven
moredataaboutwhereeachchildisonthespectrum,whatisworking,andwhatisn’tworking.

GallegoElementaryschoolusesmonthlyassessmenttoolsintheMorrison-McCallVocabularyTestand
theMcCall-CrabbsTestof�eadingComprehension.Eachteacherturnsinclassandstudentreportsevery
weektotheprincipal,whoreviewsthemtoseethatclearobjectiveshavebeenmet.Also,progressreports
gotoparentsstartingthefifthweekofschool,ratherthanafterthefirstquarter.Teachersdotalliesby
handandturnprogressreportsintotheprincipalorcommittee.

�eeklyMonitoringatOrangeGrove

Tallyingby�andatGallegoBasic

ContinuousMonitoringatAliceByrne
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OngoingAssessmentCaseStudies

�adeCarpenterschoolbeganfocusingondatain1998.Anewprincipalandteachersbeganbreaking
upschool-widedatatoidentifyareasofconcernmorespecifically.Althoughtheschoolfocusedonthe
low-averagestudents,allstudentswereexposedtoanewlyalignedandsupplementedSaxonMath
program,andquarterlytestingbytheNorthwestEvaluationAssociation.Studentstookthetests
on-lineandgottheirresultsin2�hours.And,thestudentsmadetheirownchartsshowingtheir
performance–strengthsandweaknessesindifferentareas.Thisgavethestudentsownershipof
thetesting–andsuddenlyitmatteredtothem.

Teachersusedtheresultstoplaninstructiononthecontentclustersthatstudentsneededhelpwith,and
toplacetheminhomogeneousgroups.

Asaresult,thisborderschoolwithalmost100percentSpanish-speakingandimpoverishedstudents(the
demographicsaresoextremethattheyhavenocomparisonschool)hasimproveditstestscorebyalmost
20percentagepoints,comeclosetothestateaverage,andsignificantlybeatitspredictedscorestwo
yearsinarow.

�elf-trackingat�adeCarpenter
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Disciplined�eople

Inameetingwithourresearchteam,JimCollins
toldastoryofthreepeople–aphilosopher,a
mathematician,andanentrepreneur–whoare
toldtogooneatatimeintoaroomandtocome
outwithacat.Thephilosophercomesoutwith
someinsightsintothenatureofthecat–butno
cat.Themathematiciancomesoutwiththeformula
formakingacat–butnocat.Theentrepreneur
goesintothesameroomandcomesoutwithout
philosophicalthoughtsorformulas.Hejustcomes
outwithacat.That’snotbecausehe’samagician.
It’sbecausehedoeswhateverittakes–with
whateverresourceshefindsintheroom–tocome
outwithacat.

Thesameistrueofprincipals.Somegointoaschool
andcomeupempty-handed,whileothersgointo
thesameschoolandcomeoutwithacat–thatis,
withbetteracademicperformancefromthesame
studentpopulation.

What’sthedifference?Foronething,thebest
principalsseemtorecognizethattheyhaveanew
role–onethatisakintomanagingknowledge
workersinthebusinessworld.Theystillhaveto
runaschoolsmoothly.Andtheymustsetadirection
andhaveastrategyforschoolimprovement.
But,liketheentrepreneurwhocomesoutwitha
cat,theyactuallyhavetoknowhowtomove
peopleandcombineresourcestocomeupwith
somethingtangibleinpursuitofresults.Inthe
heavyseasofschoolreform,theprincipalisboth
thecaptainguidingtheship’srouteandtheballast
providingstability.Ifthatsoundslikeamixed
metaphor–howcanyoubeboththecaptainand
theballast?–thatgivesyouanideaofhowtough
itistobeasuccessfulprincipalandwhatbeinga
principalreallyinvolves.

Inthebusinessworld,thebestmanagersare
admiredfortheirabilitytocaptureimprovements
from“knowledgeworkers”–asubtleskillthat
showsrespectfortheirhighlyskilledworkers
andanapproachthatprovidestheirworkerswith
enoughflexibilitytodotheirjobwellandenough
accountabilitytodoitright.Thebestprincipalsare
nodifferent.Theymanagetheschoolimprovement
processbybeingneithertoorigidnortooflexible–
anddosolargelywithwhattheyhave.Theymake
noexcusesfortheschool’szipcode,ambivalent
parents,orinabilitytoreplaceteachers.Theykeep
pushingahead,nomatterwhattheroadblocks.

It’salsoimportanttonotethatthebestprincipalsare
characterizedbydeterminationandcollaboration,
notsuperstarstatus.It’salwaystemptingtotry
dramaticallytoturnaroundaschool–justlike
abusiness–bybringinginahigh-profile,big-
personalityleader.InGoodtoGreat,JimCollinsGoodtoGreatGoodtoGreat
foundthatthisusuallydoesn’twork–oritonly
worksforashortwhile.Thesameseemstobetrue
ineducation:Ofourninesteadyclimberschools,
mostareturningaroundundertheleadershipof
thesameprincipaltheyhadin1997,thebeginning
yearofourstudy(seePrincipal’sTenurechart).And
theystandoutasdoggedlydeterminedtoguide
theirschooltosignificantimprovement–andtogive
ownershipoftheprocesstotheteachers.

StrongandSteadyPrincipal
�rincipalshelpschoolssucceednotwhentheyareflashysuperstars,butwhen
theystayfocusedonthethingsthattrulyimproveschoolsandkeeppushing
ahead,nomatterwhattheroadblocks.
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StrongandSteadyPrincipalCaseStudies

FairbanksElementaryschoolinMorenci,asmallruralschoollocatedinthecenterofthecommunity,was
oneofthesteadyperformersinourstudy.Sixyearsago,theprincipalformedacommitteeofteachersto
reviewwhatworksandwhatdoesn’t–allowingtheteacherstotakeownershipofschoolimprovement.
Theresult?Theschoolsteadilyexceededthestateaveragethird-gradereadingscoresfrom1998allthe
waythrough200�.Andoneofthemainreasonsforthissuccessistheprincipal.

Fairbanksprincipal,PhilipMartinez,hasapositiveattitudeandspeakstothelargergoalofcontinuous
improvement.Herarelyblamesexternalfactorssuchasstudentdemographics.Theprincipalestablished
aprocesspermittingteacherstoanalyze,select,andchangeeducationalprograms,anddecidedtomove
readingtothemorningandtospendmoretimeonreadingeveryday–from1.5totwohours.

Bycontrast,atthecomparisonschooltoFairbanks,theprincipalsaidhisschoolis“doingwhateverthe
districtisdoing.”“I’mjustgoingalongandtryingtohidefromthestatedepartmentofeducation,”he
saidinaninterviewwithourresearchteam.He“hatescommittees”andtendstorelyondistrict-driven
processestocreatechanges.Heleavesteachersalonetodotheirthing,anddelegatesdataanalysisto
onepersonwhoisn’tparticularlyconnectedbacktotheteachers.Inspiteofthefactthatthecomparison
schoolwasvirtuallyidenticaltoFairbanks,theprincipalwasnotprovidingthesamekindofleadership.

OneencouragingtrendisatthecomparisonschooltoGallegoElementary.Thecomparisonschoolhad
slightlybelow-predictedtestscoresforthird-gradereadingduringtheentirestudyperiod,andthescores
didnotimprovebetween2002and200�.Butbeginningin2002–spurredbyNoChild�eftBehind–the
principalcalledontheteacherstobegindisaggregatingdataandexamineeachchild’scaseindividually.
Databystudentandbyclassroomwas“ahugewake-upcall.”Teachersrealizedfederalandstate
requirementstoshowyearlyprogresswouldbeimpossibletomeetifstudentsdidn’tattendschooland
ifstudentswerethreeyearsbehind–oneyear’sprogressstillleavesthemtwoyearsbehind.

Theschoolnowhasalaser-likefocusonattendanceandfocusesintenselyontutoring–two-thirdsof
thechildrenintheschoolaretutoredbyteachers–everyteachertutorstenhoursafterschoolper
semester.It’stooearlytotellwhethertheschoolwillturnaround,butthestepsareencouraging.�ast
year,theschoolhadthesecond-highestattendanceinthedistrict.Theschoolalsolearnednottomake
excuses:Theschoolalmostdidn’tstartthetutoringprogram,theprincipalsaid,becauseconventional
wisdomisthatstudentscannotstayafterschoolbecausetherearenobusestogetthemhome.Turns
outtransportationisn’tabarrier–everyonepitchesin,teachersandparents,makingtheparkinglota
“circus”withallthetransportationactivity.

Beat-the-oddsschoolsdon’thaveahistoryofveryfrequentturnoverinprincipals;comparisonschoolsdo.

       
    �MagnetTraditionalandcomparisonschoolsarecountedtwice.

�trongLeadershipatFairbanks

ImprovingLeadershipataComparison�chool
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Disciplined�eople

Leadershipfromtheprincipalisimportant.But
thebeat-the-oddsschoolsdon’tjustconcentrate
responsibilityforimprovementinafewpeople.
Principalsreachanagreementonthegoalsand
thendistributeresponsibilityforimprovement
amongalltheteachers.

It’sprobablynosurprisethatteamworkandgetting
teacherstobuyintotheideaofimprovementisa
commontraitofsuccessfulschools.Still,thehard
truthisthis:

First,schoolsstillaren’tdoingthismostbasic
ofthingstoensuresuccessfulreforms.Both
beat-the-oddsschoolsandcomparison
schoolsdescribeinstancesinwhichtop-down
mandates–fromtheprincipalorfromoutside
theschool–failedfromtheget-goorwere
notsustained.

Second,schoolsmaycollaboratewellonsome
thingsbutnottheonesthatreallymatter.
Teachersmightworktogetherwellinpreparing
animprovementplan,forexample,orcarryingout
easierbutlessmeaningfulactivitiesthatareunlikely
toresultinsubstantialincreasesinstudentlearning.
Buttheymaynotbecollaboratingonother,harder
thingssuchaschangesinclassroominstructionor
schoolculturethataremorelikelytoengenderreal,
long-termimprovementsinstudentachievement.

Finally,there’snoquestionthateventhemost
far-sightedschoolleadershavelimitedcontrolover
personnelandresources,makingitdifficulttoget
ridofteacherswhoresistreforminitiativesandget
teacherswhoareagoodmatchintermsofabilities,
experiencesandattitudes.

Twoofthebeat-the-oddsschoolsareactuallybuilt-
from-scratchback-to-basicalternativeschools,so
theywereabletoselectteachersandstaffthatbuy

intotheschool’sapproachattheverybeginning.

Buttheothertenschoolsalsogotteacherstosignon
toplayakeyleadershiproleinschoolreform.Itwas
aharderchallengetofixtheexistingschools,but
overtimetheydidfindwaystogetteachersengaged
forthelonghaulasproblem-solvers.

Theapproachtypicallylookslikethis:

 – FacetheFacts:Involveteachersandother
  staffintheanalysisofthedataandother
  empiricalevidenceatalllevels–student,
  grade,subjectandschool-wide–sothat
  theyidentifyproblems,includingidentifying
  internalweaknessesthatarecausingor
  abettinglowoutcomesandobstructing 
  improvements.

 – FindtheSolutions:Involveteachersin 
  identifyingpossiblesolutionstoproblems
  andopportunitiesformakingchangesthat
  willleadtogreatersuccess.

 – SelectGoodSolutions:Usedata,creativity
  andextensiveinvestigationofbestpracticesand
  evidence-basedpracticestodecideamong
  possiblesolutions.Sometimesthesolutionis
  districtdriven,buttheschoolenhancesit.

 – AlignResources:Providetraining–enough
  ofitandattherighttime–forteachersand
  others,reassigningteachersbasedontheir
  skillsandexperiences,findingwaystorework
  schedulessoteacherscanmeetduring 
  workhours,ratherthanassumingtheywill
  meetontheirown.

 – DoItAgainandAgain:Createaprocessand
  astrongcoalitionforon-goingchange.

CollaborativeSolutions
Atbeat-the-oddsschools,responsibilityforschoolimprovementisshared
amongtheteachersandstaff,notconcentratedinafewpeopleatthetop.
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CollaborativeSolutionsCaseStudies

SierraMiddleSchoolisoneofthebestexamplesofa“steadyclimber”thatusedgrassrootsleadership
toimprovetheschool.Inthemid-1990s,SierraMiddlewasretaining(“holdingback”)100studentsper
year,thehighestnumberinitsdistrict.Underprincipal�obertMiranda’sleadership,theschoolbegan
withananalysisofstudentachievementdataasabaselineforimprovement.ThisledtotheSierraSchool
ImprovementPlan.Theschoolhadtriedtop-downapproachesinthepast.Thistime,Sierracreatedthree
committeestoinvestigatewhereandhowtomaketheimprovementsandputeverystaffmemberonone
ofthecommittees.Theresultwasaplanthatteachersboughtinto–usingthePatDavenportInstructional
Methodandaligningmathcurriculumswithstatestandards–andonethathasfocusedoncontinuous
improvement.Thegoalistoteachtotheacademicstandardsandprepareeverysinglestudentfor
Arizona’sAIMStest.

Sincethen,SierraMiddlehascontinuedtoaddnewprograms–AcceleratedMath,forexample–andto
recruithigh-qualityteachers.Mirandacreditsteacherrecruitmentandtrainingfortheirsuccess.Themath
coordinator–oneoftheschool’sbestteachers–isteachingboththemathimprovementclassesand
advancedclasses.Eighth-grademathscorescontinuedtodropuntil2000,butbetween2000and200�
theywentupbymorethanhalfagainasmuch.

At�arryC.Kennedy,principalJohnnyChavezfranklysayshehasteacherswhoare“front-runners,
average,andresisters.”Hegetsthefront-runnersonboardandthenusesthemtohelpconvincethe
averageteachers.�ithresisters,hetellsthemtheydon’thavetochangeiftheycanshowresults–but,
iftheydon’tshowresults,theymustchange.“�henyoushowthemdata,it’snoblame,noshame,no
excuses.”Thisprincipalsaysthemostimportantfactoristeacherownership:“iftheteachersownit,
they’lldowhateverittakes.”Butnothavingonly“therightteachers”willnotstophimandhisschool.
Heknowstheyareheadedintherightdirection,butveryslowly.Theybelieveinwhattheyaredoingand
they’rejustworkingatdoingit.Theyhavebeen“justworkingatdoingit”since199�.

OnaRelentlessMarch�itha�trong�rincipal

�teadyClimbingat�ierraMiddle
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�henClara�aForgearrivedatClawsonElementaryinDouglasbackin1999,shedecidednottolaunch
intochangetooquickly.Sheobservedhernewschoolforthefirstpartoftheyear,andnoticedthatthe
buildingsmelledbad,teacherswerenotintheirclassroomsforextendedperiodsoftime,andteaching
assistantswereinthelibrary.

Sheworkedwithjanitorscloselytocleanupthebuilding,andrearrangedschedulessosheandteachers
couldstaylatecleaningup.Sheabandonedherownlunchperiodsandherofficetodolunchduty,
playgroundduty,orsimplyhangoutinthehallsorclassrooms.Shewatchedandlistened.

Shetoldtheteachers,“I’mheretolearn,nottellyouwhattodo.I’mnottheexpertonthesekids.Youare.”
Allsheaskedwasforthemtopre-assesstheirstudents’priorknowledgeandseetheirdeficiencies.
Shebroughtinaconsultant(whoworkedforfree)toaligntheircurriculumtostatestandards,conduct
in-servicetraining,andrunthediagnostic,pre-andpost-testingprogram.Thenshewaited.

�hentestdatarolledin,theteacherscametoherforhelpandresources.�aForgegavethemaresource
libraryinherformeroffice.There,theyfoundindividualsupplementalmaterialsforeachchildand
enhancedtheSaxonPhonicscurriculumtomeetstatestandards.Theteachersstayedintheirclassrooms
andtheaidesbecametutorsandteachersaswell.Teachingteamsmetweeklytodiscussperformance,
findwaystore-groupthestudentsthatwerestrugglingandre-teachthematerialtothem.Theydecided
theirgoalwastoputtheirstudentsatthefiftiethpercentilemarkandusedthemantra“teach,re-teach,
evaluateandcorrect,monitorandadjust”togetthere.

Andtheydid.In2000,ClawsonwasatthebottomthirdinthestateforStanford9testscores.By2005,
theywereonlyonepercentage-pointshyofmakingitintothetophalf.

Meanwhile,Clawson’scomparisonschoolgotanewprincipalin2001whoalsobelievedinshowing
teachersthedataandholdingthemaccountableforstudentperformance.Buttheprincipaldidnotprovide
trainingforteachersimmediately.Tutorialswereconducted,butonlyforEnglish�imited�earnersstudents
duringlunchandafterschool.Inessence,theprincipaltriedtoincorporatetherightideasofaligning
curriculumtostateacademicstandards,diagnostictesting,andaccountability–butforonlysomeofthe
students,andwithouttheteacherbuyin.Theschool’sscoresdecreasedbyfivepercentagepointsduring
theprincipal’stenure.

CollaborativeEngagementatClawson
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DisciplinedAction

Likeanyorganizationunderpressuretoimprove,
schoolscravetheeasyanswer–the“magicbullet”
–theprogramorapproachthatwillfixeverything.
Butthemagicdoesn’tlieintheprogramperse.
Itliesintheschoolpickingagoodprogram
insidearigorous,data-drivenprocessand
stickingwithit.

Wefoundthatthebeat-the-oddsschoolsdidn’t
haveaparticularprogramincommon.Theyusea
varietyofprogramsandteachingmethods,ranging
fromSpauldingMethodinGallego,BacktoBasics
inPhoenixMagnetTraditional,PatDavenportin
SierraMiddle,andAcceleratedReaderinFairbanks
andotherschools.Sometimesthebeat-the-odds
schoolandthecomparisonschooldidusethesame
program,especiallyiftheywerelocatedinthe
samedistrict–butthefactthatstudentachievement
resultswereverydifferentindicatesit’snotthe
programpersethataccountsforthedifference.

Whatwedidfind,however,wasthatallthe
beat-the-oddsschoolsdidthesamething.They
foundawaytobuyintoagoodprogramwitha
strongtrackrecordofproducingresults,andused
thatprogram,overtime,ineveryclassroom,making
changesifthedatasaidtheyneededto.Ifanyone
ofseveralprogramsmighthaveworkedintheir
particularsituation,theschoolselectedaprogram
thattheteachersfelttheycouldembraceandmold
tofittheschool.

Sothekey,fromthebeat-the-oddsschools’
experiences,istopickaprogramorsetof
programsbasedon:

– Knowledge:Knowtheneedsandabilities
  ofyourschoolandknowwhatprograms
  work–basedontheevidence,notperception.

– Ingenuity:Organizeandtraintofit
  agoodprogramandcrediblecurriculum
  intoyourschool.

– Focus:Pursueitrelentlessly.

Thereare,ofcourse,somegainsthatspring
immediatelyfromsomethingnew.And,someof
thechosen“magicbullet”programshave,aspartof
theirsystems,afocusoncontinuous,data-driven
improvement.Pickingoneofthesecancertainly
helpaschool.But,whenallissaidanddone,what
performancerequiresishard,focused,purposeful
work.Ifdiligence,persistenceandcommitmentare
lacking,ingenuityandagoodprogramarewasted.
Itisfocusandhardworkthatmattermost.

StickwiththeProgram
Themagicisn’tinaparticularprogram–therearemanygoodones.
Themagicoccurswhentheschoolfindsaprogramandstickswithit.
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StickwiththeProgramCaseStudies

OrangeGroveschoolhadnoplanwhenprincipalFrank�eedgottheretenyearsago.But�eedhadsome
previousexperiencewith�arry�ezotte’sTotalQualityEffectiveSchoolapproach,whichseekstomove
schoolsawayfromthefactorymodeltothe“knowledgeworker”model.Aftertheteachersembracedthe
ideaofbothvisionandchange,OrangeGroveworkedconsistentlyovertimetoimplementthe�ezotte
factorsofsuccess–havinghighexpectations,creatingasafeandorderlyenvironment,anddeveloping
stronginstructionalleadership.TheschoolalsosetagoalofbeingthefirstschoolinYumaCountytobe
accreditedbytheNorthCentralAssociationCommissiononAccreditationandSchoolImprovement.

Theideasdidnottakeholdovernight.Theschoolbeganimplementingthemonebyone,andafterfive,six,
sevenyearstheystartedtakinghold.Theyalsopaidparticularattentiontoimplementingtheseapproaches
withEnglish�imited�earnersbybeingverypreciseincarryingoutthe�ezotteprinciples;sustainingthem
overtime;andgoingtheextramile.Itwasthistypeofconsistentimplementationprocess–notjustthe
magicbulletofthe�ezotteprinciples–thatledtotheimprovement.

PhoenixMagnetTraditionalSchoolwascreatedin1991attheinstigationofparentswhowanted
adifferentschoolinthePhoenixElementarySchoolDistrict.Theparentsdidtheirhomeworkand
recommendedtotheschoolboarda“back-to-basics”alternativeschool.Currentprincipal,Anthony
Perkins,attributestheschool’ssuccesstoitstraditionalphilosophyandstructuredinstructionalprogram
thatemphasizesmasteryofbasicacademicskills,classicalandmulticulturalliterature,andtheuseof
computerswithcorecurriculum.Therearehighexpectationsforstudents,teachersandparents–the
goal,forexample,isreadingatfirstgrade,notthirdgrade,andparentsmustsigncontractstoupholdtheir
role.Theschooltracksstudentprogressandaddressesindividualstudentneedswithintheclassroom,not
throughpulloutprograms.Theschoolalsohasregular“verticalteam”meetings–thatis,kindergarten
teachersmeetwithfirstgradeteachers,firstgradewithsecondgrade,andsoon,sotherearenogapsor
repetitionfromyeartoyear.

Theschoolwasestablishedwithdesegregationfunding,andtodayhasastudentenrollmentthatis
�5percent�atinoand55percentlower-income.Theschoolhasconsistentlyoutperformedpredicted
testresults.Itistheonlyschoolthatmadethebeat-the-oddslistforboththird-gradereadingand
eighth-grademath.

OrangeGrove:AnEffective�rogram–ConsistentlyApplied

�teady�erformanceat�hoenixMagnetTraditional
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EstrellaMiddleSchoolanditscomparisonareinthesamedistrict.Bothhadthesamemathprogram
imposedfromaboveatthesametimeandinwhathasbeendescribedas“aGestapomanner.”Thetwo
schools’mathscoreswereverysimilaratthestartofthisperiod,withEstrella’sslightlyworsethanthe
comparisonschool’s.

Estrella’sprincipalPatriciaHeichelgaveherteachersownershipoftheprogram.Shebelievedtheprogram
couldbegood,butherteacherswereskeptical.Shetoldthemtofixit,andshegotthemtraining.The
teacherscreatedstudycommittees,whichsheencouraged.�ithintheconfinesofthedistrict-imposed
program,theteachersmadeittheirown,supplementingwheretheysawweaknesses.Heichelcreated
awin-win-winsituation.Shefollowedherdistrict’sguidelines,inspiredherteachersandtheyimproved
outcomesfortheirkids.Estrella’stestscoresstartedevenwithitscomparisonschool,androseto11
pointsaboveby200�.And,whiledemographicshiftspredictedadeclineintestscores,theyactuallyrose
by12points.

ForEveryModel,Thereisa�uccessful�choolandanUnsuccessful�chool

StickwiththeProgramCaseStudies
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JessieArroyoswasanewlymintedprincipalatJohnF.KennedyElementarySchoolinSuperior,butshe
hadgrownupintheruralminingtown;shehadtaughtfirstandsecondgrades;andshehadrecently
completedgraduatework.Soshewenttowork,helpingherexperiencedteachersimprovetheschool.

First,shegotgrantmoneyforsummertrainingsolelyininterpretingdata.Theteachersspenttwoyears
learninghowtoread,interpret,andusedata,testscores,andcurriculum.Theyenjoyeddoingitasateam,
beingtreatedasprofessionalsandequals,andappreciatedthenewknowledgethathelpedthembetter
understandthelevelthattheirstudentswereachieving.

Theyspentthenexttwoyearslookingattheirdataandmatcheditwithacurriculumseriesthatwould
strengthentheirweakspots.Oneoftheseareaswasreading,sotheyestablisheda90-minutereading
blockeachandeveryday.Everyonetookpartinthereadingblock.Notjustalltheteachers,butalsothe
librarian,thecomputerteacher,thespecialeducationteacherandArroyosherself.EventheUPSman
knewnottocomearoundduringthereadingblock,lestheinterruptit.

Asaresult,thisschool,with�5percent�atinostudentsandalmost90percentontheFreeand�educed-
Price�unchProgram,hasimproveditsthird-gradereadingscoreineverysingleoneofthelastfiveyears,
whenmanyschoolstookadipduetochangesinreportingprocesses.Forthelasttwoyearstheyhave
beatentheirpredictedscorebyalmosttenpercentagepoints,andtheyhavegonefrombeingbelowthe
stateaveragein2002,totyingitin2003,andbeatingitbyfivepercentagepointsin200�.

JohnF.Kennedy’smatchedcomparisonschoolactuallyhadfewer�atinoandlow-incomestudents,but
moreSpanishspeakers.Theyinstitutedsimilarconcepts,suchasSixTraitwritingandbroughtinareading
specialist,buttheirreformslackedtheintensityofJohnF.Kennedyandtheydon’tseemtousedataat
all.Overall,theyhavedeclinedbyfourpercentagepointsandaredoingslightlyworsethantheir
demographicspredicted.

Knowledge,Ingenuity,Focus:�ohnF.Kennedy
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DisciplinedAction

Publicschoolsareoftenthoughtofasindustrial-age
factoriesforeducation–providingmass-produced
standardizededucation.

Butwefoundthatthebeat-the-oddsschoolsare
lookingmorelikeStarbucksthanFordMotors.
Insteadofaone-size-fits-allapproach,theyare
focusingonindividualstudentsandcustomizing
educationtofitindividualneeds.And,insteadof
measuringachievementbygradeandbyschool,they
measureachievementperstudent,perclassroom,
andperteacher.

Thisshiftinperformancemeasuresdrivesahuge
changeinthewayschoolsapproachtheentire
learningprocess–awayfromtheassembly-line
approachandtowardcustomization.Itleadstothe
creationofformal,yetflexible,structuresthatensure
allstudentsreceivethepersonalattentionand
supporttheyneedtosucceedacademically.

Someofthecomparisonschoolsareaddingtutors.
Thiscanbeagoodfirststeptowardpersonalized
instruction.But,atthecomparisonschools,tutoring
isnotalwayspartofalong-termcomprehensive
effortforschoolimprovement.Thegoalisusually
short-term–toraisetestscoresandpassAIMStests.
It’salotlikepreparingtowinashortsprint.

Bycontrast,thebeat-the-oddsschoolsareputting
inplaceawholesetofinterlockingpracticesand
policiesgearedtowardwinningamarathon.It
involvesavitalcycleofinstruction,assessment,
andintervention,followedbymoreinstruction,
assessment,andintervention.

Insomecases,thisapproachcanmeanputting
studentsofdifferentabilitiesondifferenttracks.
(SeecasestudyforOrangeGrove).Butitdoesnot
meantestingthemonce,puttingthemonatrack,
andkeepingthemthereforever–becauseconstant
assessmentandinterventiontendstokeeptweaking
theeducationalapproachforeachstudent.Over
time,thisleadstoaneducationalprogramtailored
toeachstudenttohelpmaximizehisorhersuccess
withintheschool.

Someoftheotherkeystothisnewmodelhave
alreadybeendiscussedinthisreport.Ongoing
assessmentsandcollaborativeprocesses,for
example,allowschoolstoidentifyanddealwith
suddenshiftsinstudentneeds,onthefly,inreal
time,evenincomplexschoolswherethereare
hundredsofstudents.Intheend,undertaking
allthepracticesherecanhelpschoolsshiftfrom
massproductionofaone-size-fits-alleducation
toindividuallytargeted,customizededucationfor
eachstudent.

BuilttoSuit
Beat-the-oddsschoolsarefiguringoutwaystocustomizeinstructionand
interventionsoitexactlysuitseachstudent’sneeds.



BuilttoSuitCaseStudies

OrangeGroveschool’smissionis“individualacademicexcellence.”Andtooperationalizethatgoal,the
schoolhasatieredprogramforstudentintervention:

Tier1–Allstudents:�holegroupinstructionintheregularclassroomsetting.

Tier2–Studentswhodidn’tgetitthefirsttime:Interventiontimesetupwithintheirreadingblock 
 (protected90+minuteblockoftime).Theyareputintosmallgroupsoftwoorthreeandre-given
 theinstructionbytheteacherorsomeonetrainedinintervention.

Tier3–Studentswhostilldon’tgetit:Everydayfrom2:35-3:05pmeveryclassroomK-5stopswhat 
 they’redoingandthosewhodidn’tgetthefocusorlessonofthedayatTier2arere-taughtthe 
 lessoninsomedifferentmatter.Theotherstudentscandotheirhomeworkorgetenrichment.

Tier�–FinalIntervention:Afterschool–forstudentswhoneedextratimebecausecurriculumis
 sorigorous.

AtGallegoBasicElementarySchool,asetofinterlockingpracticesaredesignedtocreateacontinuous
processofcustomizinginstruction.TheschoolusestheSpauldingMethod,adiagnosticmethodthat
focusesonelementary-levelreadingandencouragesindividualeducationalapproaches.Aspartof
theSpauldingMethod,assessmentsaredoneweeklyandmonthly.And,accordingtoPrincipalDebra
Bergman,parentconferencesareheldafterthefifthweek,ratherthanafterthefirstquarter.AtGallego’s
matchedcomparisonschool,theyhaveinstitutedextensivetutoring–agoodfirststep,butstillnotpartof
anoverallsetofpracticesdesignedtointerweavecustomizededucationintothestructureoftheschool.

ATiered�rogramatOrangeGrove

Interlocking�racticesatGallegoBasic;OnlyTutoringattheComparison�chool
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Formanyyears,GranadaEastmiddleschool’stestscoreshoveredjustbelowthestateaverage,which
mightseemgoodtosomesinceover�0percentofitsstudentsspeakprimarilySpanishathome.In2002
scoresstartedtoimprove.By2003theywereatthestateaverage,andstayedtherein200�.Unlikemany
ofthebeat-the-oddsschools,GranadaEasthadthesameprincipal,FrankTerbush,for25years.
Sowhatchanged?

In2001-2002,inresponseto“saggingtestscores,”GranadaEastimplementedweeklyassessmentsto
determineifstudentswerekeepingupwitha“pacingguide”thedistricthadcreated.Thesepacing
guidesestablishwhatastudentshouldlearnatwhatpointintheyearinordertomeetstateacademic
standardsintimeforthespringstatewidetests.Teacherslearnedeffectivedataanalysisandhowto
makedata-drivendecisionsintheclassroom,suchashowtogroupandregroupstudentsasthey
mastered(orstruggledwith)newmaterial.Teacherslearned“closure”activities,wheretheyreviewed
thelessonandletthekids“feedback”informationtothem,allowingteacherstoseeweakspotsthat
neededtobere-taught.

Meanwhile,theircomparisonschoolwentthroughmanyprincipalsandcouldn’tsettleonwhatkind
ofblockscheduletohave,letalonehowtointerpretdata.Althoughtheirtestscoresrosebyabout
�.5percentagepointsthroughtheeightyearsstudied,theyhavebeenonadownwardslumpsince
2002andremainfarbelowthestateaverage.

Builtto�uit:GranadaEast’sEighth-GradeMath

BuilttoSuitCaseStudies



“DogsThatDidn’tBark”

�hat’sNotDifferent

�hat�eDidn’tFind

Mostofthefocusinthisreportisonisolatingwhatthebeat-the-oddsschoolsaredoingdifferently
fromcomparisonschools.

“Butdon’tforgetthe‘dogsthatdidn’tbark,’”advisedJimCollins.InthefamousSherlockHolmes
story,SilverBlaze,thekeytothecrime’ssolutionwasthefactthatadogdidnotbarkwhensomeone
enteredtheroomatnight,asonemightexpect.Thesameistruehere–therewerethingswe’d
expectwouldbedifferentbetweenthebeat-the-oddsschoolsandthecomparisonschools,yetwe
didn’tfindthem.What’snotdifferentisasmuchaclueaswhatisdifferent,becauseyoudon’twant
schoolsspendingenergyandresourcesonthewrongthingsoronthethingsthataren’tgoingto
driveimportantgainsineducationaloutcomes.

 – TheUsualSuspects:Wedidn’tfindimportantdifferencesinclasssize,money,lengthof
  dayornumbersofteachersmeetingthefederaldefinitionofhighly-qualifiedteachers.
  Thesenumbersmaybeimportantdifferencesbetweenpredominatelyminorityschoolsand 
  predominatelyCaucasianschools.Buttheydon’ttellthestorywhencomparingmostlyLatino
  andmostlypoorschoolsthathaveachievementgainswithothermostlyLatinoandmostly
  poorschoolsthatdonot.

 – RapidTeacherTurnover:Wedidn’tfindmajordifferencesinteacherturnoverratesamong 
  thetargetschoolsandtheircomparisons.Mostofthe24schoolsreportedlittleturnoverin 
  third-gradereadingandeighth-grademathteachers.Buttheyareworriedaboutvacancies
  inthefutureasbabyboomerteachersretire.

 – ParentalInvolvementintheSchool:Althoughwefoundstrongrequirementsforparental 
  involvement–e.g.,parent-schoolcontracts–inthesteadyperformerschools,wedidn’tfind
  strongparentalinvolvementacrosstheboardinthesteadyclimberschools.Andwedid 
  notfindalackofitinallthecomparisonschools.So,atleastfromourresearch,gainsinstudent
  achievementdonotappeartohingeonmoreparentsinvolvedintheschools.Parental
  involvementislikelyabeneficialfactorwhenparentsareinvolvedwiththeirkidsathome,
  i.e.,withhomework,andestablishinga“studyspace.”Butasfaraswhattospendtimeand 
  resourcesonattheschoolitself,otherthingsmattermorethanspendingalotoftimegetting 
  parentstotheschooltovolunteerandparticipateincommittees.

Maybethesethingsdohelpimprovestudentachievementinsomeschools.Buttheywerenot
amongthefactorsweisolatedasbeingdifferentandthuslikelytoexplainthedifferencesin
performancebetweenmostlyLatinoandmostlypoorschools.Forprincipalsandteachersinterested
infocusingonwhattheycancontrol,thebestbettoconvertlow-performancestudents,teachers,
classes,andschoolsintohigh-performanceonesistofocusresourcesandenergiesonthesix
elementsidentifiedthroughourresearch.
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The message of this report is aThe message of this report is a

messageofhope:Publicschoolscanmessageofhope:Publicschoolscan

turnaroundacademicperformance.turnaroundacademicperformance.turnaroundacademicperformance.

Or–toputitmoreaccurately–manypublic

schoolsarealreadydoinganexcellentjobof

helpingtheirstudentstowardhighacademichelpingtheirstudentstowardhighacademic

achievementunderarduouscircumstances

suchaspoverty,toughneighborhoods,and

difficultywithEnglish.TheysucceedevendifficultywithEnglish.Theysucceedeven

though,accordingtoconventionalwisdom,

theyshouldn’t.theyshouldn’t.

THE
ROAD
AHEAD



The12beat-the-oddsschoolsdiscussedin
thisreportaregreatsourcesforany
schoollookingforwaystoraisestudent
achievement–especiallyatschoolswitha
mostlyLatino,mostlypoorstudentpopulation.

Justasimportant,however,isthefactthatthese
schoolsprovidethreebroadermessagesand
strategiesforeducationreform.

Thefirstisthatsuccessfulschoolsdothings
verydifferentlythanstrugglingschools.
Theseschoolsfocusontherightthings–that
is,thethingsthattheycanactuallycontrol
thatwillmakeabigdifferenceinstudent
achievement.

Becausetwoofourthreesteadyperformer
schoolswerenewalternativepublicschools
thatwerebuiltfromscratch,itisimportantto
addressthequestionofwhetheraschoolcanbe
successfulunderarduouscircumstancesonlyif
itisnew.Thereisaviewamongsomeeducation
reformersthatitisimpossibletochangeexisting
schoolstomakethemsuccessful;onlystart-
upswithacleanslateofteacherswhobuyinto
particularapproaches,canproducedramatically
differentresults.

It’struethatthetwobuilt-from-scratch
schoolsinthisstudyhaveadvantagesanddo
certainthingsverydifferentlyfromtheother
schools.Butwealsofindninesteadyclimber
schools–schoolsthatarebasicallyinturn
aroundmode–andoneothersteadyperformer
thathavealotincommonwiththetwosteady

performers,andnonewerebuiltfromscratch.
Likethebuilt-from-scratchschools,thesteady
climberstakechargeofthevariablesthey
cancontrol,andtheydonotplaceexcessive
emphasisonfamilyandsocialfactorsin
explainingeducationaloutcomes.

Thesecondisthatthethingssuccessful
schoolsdoarecommon-sensepractices.

Mostofwhatthebeat-the-oddsschools
aredoingaresimpleandbasicpractices
ofeffectiveorganizations.Followingthese
practicesinsuccessfulschoolsdoesn’trequire
majorinfusionsofcapital,newteachersor
newstructures–thoughnewattitudesmay
benecessary.Rather,theevidencesuggests,
exceptionalperformanceisachievableby
virtuallyanyschoolwiththedisciplineto
analyzeoverandoverandkeepfocusingon
whatworks.

Thethirdisthatthemagiciswithin
theschool.

“Fixing”theschooldoesn’tusuallycome
from“outthere”–notfromthealmostdaily
onslaughtofflavor-of-the-montheducation
reformprogramsorfromthechangesimposed
fromtheoutsidebytheschooldistrict,thestate
legislature,orfromtheFederalgovernment.
Wedoneedtofixdisparitiesandsystemic
problemsatthepolicylevel,butmuchofwhat
ittakesisactuallyinthehandsofthepeople
withintheschools.

Therejustaren’tenoughoftheseschools–butitispossibletocreatemore.
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Eventhoughmuchofwhatittakestomakeabigdifferenceinstudent
achievementiswithintheschool,thelessonsoftheseschoolsalsopoint
tochangesinpublicpolicyatthestatelevelthatcouldhelpschoolswith
amostlyLatino,mostlypoorstudentpopulationimplementthese
componentsofsuccess.

Likesomanyotherchangesinpublicpolicy,
theserecommendationscannotrestonsimply
theideaofnewprogramsandnewapproaches.
Theyariseoutoftheknowledgethatthenature
oforganizations–andhencethenatureof
management–ischanging.

Liketheinspirationforthisstudy,thebest
guidanceinthisarenacomesfromtheworld
ofbusinessmanagement.Almost40years
ago,inoneofhismostprescientstatements,
managementguruPeterDruckersaidthat
thebiggestmanagementchallengeofthe
futurewouldbeto“makeknowledgework
productive”–justasthebiggestmanagement
challengeofthepasthadbeentomakemanual
workproductive.Intheknowledgeage,workers
mustbeabletoaddvaluewiththeirbrains
ratherthantheirmuscles.Theirproductivity
comesfromassemblingnewknowledgeand
usingthatknowledgetoinnovate.Forleaders,
thetrickistosetlong-termgoals,butthenallow
otherstoworkoutwaysofachievingthosegoals.

Thischangehashugeimplicationsfor
education.Notonlydoesthebusinessworld
needadifferenttypeofworker–onethatis
moreknowledge-oriented–buttheworldof
educationitselfmustadoptdifferentmodels
inordertoimproveeducationalresults.And
thatmeanseducationalpolicymustfocuson
undeniablechangesathand,suchas

 – Thefuturewillrequireleadersof
  knowledgeworkers,notjustmanagers
  offacilitiesandbudgets.

 – Thefuturewillrequiremodelsthatpush
  problem-solvingthroughouttheranks–
  towhereteachingandlearningoccurs.

 – Thefuturewillrequiresystemsand 
  peoplewhocandealwiththeflexibility
  ofcustomization.

 – Thefuturewillrequirereal-time  
  informationandstayingabreastofthe
  latestknowledgeanddevelopments–
  includingtechnologyandlearning 
  processes.

 – Thefuturewillrequirecollaborative 
  initiativeratherthanindividualinitiative.

Inshort,publicpolicychangesinthisarenamust
recognizethatsuccessfulschoolsdependmore
onpeople,knowledgeandacan-doculture
andlessonfacilities,mandatedprograms,
and“sticks.”Thisisnottosayfacilitiesand
accountabilityaren’timportant;theyare.But
policiestoaddresstheseelementsarelargely
inplace–indeed,theaccountabilityhammer
doesn’tgetmuchstrongerthantheNoChild
LeftBehindAct.

Recommendations
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Thecriticalissueforthenexttenyearsisthe
capacityofprincipalsandteacherstomeetthe
newexpectationsimposeduponthembystate
andfederalstandards.Low-performingschools,
andthepeoplewhoworkinthem,mustknow
whattodo.Thinkofthisasthe“secondwave”
ofeducationreform.So,whilemanyofthekeys
tosuccesswefoundinvolveinternalpractices
insideschools,thesepracticesmustbesupported
bychangesineducationalpolicyandinstate,
districtandphilanthropicinvestmentsthatwill
promotethesepractices.Apackageofpolicy
changesandstrategicinitiativescouldinclude
thefollowing:

– LeadershipInstitutesforPrincipals
  Thestrongandsteadyprincipalisoneof
  thekeystobeat-the-oddsschools.Andthe
  roleprincipalsmustplayischanging.So
  ArizonaneedsanewkindofLeadership
  InstituteforPrincipals.Theseinstitutes
  shouldfocusnotontraditionalmatters
  suchasbudgets,buildingsandbusesbut
  onthenewskillsrequired–leadership, 
  learning,andlinkingpeopleand
  resources.Andtheseinstitutesshould
  bealignedwithprogramsofleadership
  andentrepreneurshipbecauseprincipalsin
  low-performingschoolsmustbeprepared
  tobeturnaroundspecialists.Theinstitutes
  couldbefundedbythestate,foundationsor
  theschooldistrictsthemselves.

– AMajorTalentInitiativeforTeachers
  Withaloomingwaveofretirements
  andmoreschoolsopeningeveryday, 
  Arizona’seducationalsystemwillsoonbe
  overwhelmedbytheimpendingshortageof
  teachers.Butonethingthisstatedoesknow
  howtodoistargetaneedintheworkforce
  andcreateasystemdesignedtoplugthe
  hole.Aswithnurses,andengineersinthe
  biosciences,Arizonashouldsetastate-wide
  goalforteacherrecruitmentandtraining–
  andmeetthatgoal.Thestatecanfollow
  throughbycreatinginnovativeand
  coordinatedprocesses,including 
  fellowshipsforschoolleaderstoattend 
  leadershipacademies,programsthatteach
  collaborativeeducationprocesseswithdata
  analysis,andhigh-qualitymentoringfor
  newteachers.

– AnalyzeThis
  We’verepeatedlystatedinthisreportthat
  thebeat-the-oddsschoolscollectanduse
  dataindifferentways.Theyproduce 
  newdataabouttheirstudentsconstantly
  anddisaggregateitsothattheycan
  understandtheneedsofindividual 
  students.Businesses,universities,and
  foundations,amongothers,caninitiate
  effortstohelpschoolsobtainthenecessary
  technologicalsystems–andtheskillsto
  usethosesystems–sothattechniques 
  forabroaderrangeofmetricsandfor
  constantassessmentarewellknownandconstantassessmentconstantassessment
  readilyavailabletoallschools.



– Disseminate“BestPractices”and 
  “WhatWorks”asWidelyasPossible
  Schoolsoftenlearnabout“whatworks” 
  throughwordofmouth.Oneschoolgets
  areputationforgoodwork,soother
  schoolscallandvisit,hopingtostumble
  acrosssome“bestpractices.”Arizonashould
  raisethebarandinstitutionalizethis 
  transferofinformation.Onewaytodo 
  thisistoinvitethoseorganizationsalready
  gatheringanddisseminatingeffective
  learning,dataanalysis,andteaching 
  methodstoformalizeinteractionand 
  partnershipswithschoolsservingmostly
  Latino,mostlypoorstudents.Arizona
  mayevenwanttoconsidercreatingacenter
  toworkwithschoolsonanongoingbasis.

 – DriveAuthorityDownwardto
  thePrincipal
  Bothteachersandprincipalsplayakey
  roleineducationalsuccess.Butbecauseso
  muchsuccessdependsonwhatcanbe 
  controlledattheleveloftheschool,the
  principal–theschool’smanagerial 
  executive–needstocontrolmore 
  things.Thekeytothisisschooldistrict
  policiesthatgiveschoolprincipalsmore 
  flexibilityinhiringandassigningpeople,
  controllingbudgets,andchanging
  programs–especiallytofacilitateamore
  customizedapproachtoeducation.

 – RewardCollaboration
  Collaborativeworkisessentialtoeducation
  reform.Thebeat-the-oddsschoolsallhad
  teachersworkingtogetherandsharing
  expertisetoraisethebaronteachingand
  learning.Andyet,teachersand
  administratorshavetraditionallybeen 
  solopractitionersinmostschools–
  workinginisolation,deliveringcontent 
  tostudentswithoutinteractionwith
  theirpeersoradministrators.Grantsand
  performancesystemsthatstronglyreward
  collaborationleadingtohigherperformance
  couldbuckthetraditionofindividualism.
  That’swhatcompanieslikeWholeFoods
  arestartingtodo–rewardperformanceby
  teamsordivisions,notindividuals.

 –BePatient
  Oneoftheclearlessonsofourstudyis 
  thatyoucan’texpectschoolsinarduous 
  circumstancestofixthemselvesovernight.
  Thestateanddistrictsshouldavoid
  thetemptationtomakethissetof 
  recommendationsyetanother“flavor-of-
  the-month”magicbullet;theyalsoshould
  strivetoavoidthetemptationtoswapin
  andoutprincipalsiftherearen’timmediate
  results.Remember,turningaroundaschool
  wheremostofthestudentsarepoor,
  LatinoEnglishLimitedLearnersrequires
  discipline.Wehavenotdiscovereda
  quickfix–justasuccessfulfix.Our
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  evidenceindicatesthat,unlessyoubuild
  anewschoolfromscratch,itprobably
  takesthreetofiveyearsbeforeaschool
  ontherighttrackwillactuallyshow 
  significantimprovement.

Thereare,ofcourse,strategiesbeyondthose
outlinedherethatArizonashouldconsider
whiletryingtohelpmostlyLatino,mostly
poorschoolsbuildcapacitytobuckthetrends
ofunderperformance.

Butbasedonourresearch,webelievethetop
prioritiesshouldbetobringthesixelements
ofsuccesstootherschoolsandtoincreasethe
capacityofArizonaschoolstousethem.We
haveidentifiedcomponentsofsuccessfor12
schools–buttherearemorethan400schoolsin
ArizonathatservelargenumbersofLatinosand
poorchildren.Implementingthesixelements
ofsuccesswillrequirealltheitemslistedabove
–butitwillalsorequireahugeincreasein
thecapacityofschooldistricts,principalsand
teachers.Thisiswhyleadershipinstitutesfor
principalsandatalentinitiativeforteachers
aresoimportant.

Together,theserecommendationswillaccelerate
Arizona’smovementtowardamorecustomized
or“builttosuit”educationalsystem.And,if
thecapacityisexpandedandthelessonsof
successarefollowedwidely,thenArizonacan
overcomeamajorstumblingblocktoprosperity
inthe21stCenturybysignificantlyraising
theeducationalattainmentofitsburgeoning
Latinopopulation.



Notes

1Stanford9isanationalstandardizedtest,whichArizonastudentsstartedtakingin1997.Itistakenin
gradessecondthroughninth,andcoversreading,languageandmath.Arizona’sInstrumenttoMeasure
Standards(AIMS),atestspecifictoArizona,didnotfitourpurposebecausein2004thedatawasavailable
forfeweryearsthanforStanford9.Othernationalachievementtests,suchasNAEP,ACTandSAT,
alsodidnotworkbecausetheyarevoluntarytests,sonotallschoolshaddata.Giventheoptions,the
researchteamdecidedtouseStanford9testscoredata.WealsodecidedtousetheNormalCurve
Equivalency(NCE)versionofStanford9testscoresbecausethisversionallowscomparisonofthe
samegradeovertime.

2Thepredictedscorecamefromaregressionequationthatusedstudentleveldataforall1,709schools
toproducea“predicted”schoolscorebasedoncertaindemographics–percentHispanic,percentother
minorities,percentstudentsonFreeandReduced-PriceLunch(FRPL,aproxyforpoverty),percent
mobilityandpercentLimitedEnglishProficiency.

Ourregressionmodelwasusedforeachyear.So,asthepopulationofaschoolchanged,itspredicted
scorechanged.IfaschoolhadmoreLatinostudentsovertime,itspredictedscorewentdown.Ifits
demographicsgot“better,”thenitspredictedscorewentup.

3Inthe1990s,studentswhowerecategorizedas“non-Englishspeakers”didnothavetotakethe
Stanford9tests.Rather,theyhadaSpanish-languageversioncalledApprenda.In2001-2002,theArizona
DepartmentofEducationstartedrequiringthatSpanish-speakingstudentstaketheStanford9testswith
everyoneelse.However,theirscoreswerenotcountedinaschool’s“official”testresults(e.g.thepercentile
ranksthatthenewspaperspublish).Rather,thepublishedscoresincludedEnglish-speakingstudents
(Category1)whilethenon-Englishspeakingstudentswereincludedinaseparate,unpublishedscore
(Category2).Ourresearchteamworkedthroughthisissuebyusingstudent-leveltest-scoredataobtained
fromtheArizonaDepartmentofEducation.Thisdatabaseallowedustoreclassifyeachstudentinevery
yearforeveryschoolandallowedustoaddstudentswithlimitedEnglishskillsintotheoverallschool
average(Normally,thesestudentsareexcluded.)Anewaveragetestscorefortheschoolnowincludedall
studentswhotookthetest,regardlessofanyextenuatingcircumstances,exceptforthosestudentswho
clearlyhaddisabilities–thosewhotookan“invalid”testforspecialeducationreasonssuchaslarge
print,Braille,oraudio.

4Theanalysisstartedwiththedatasetofall1,709schools–whichincludeshighschools.Amuchsmaller
numberofthose1,709schoolsteachthirdgradeandasmallernumberyetteacheighthgrade.Researchers
furtherrestrictedtheanalysistothoseschoolswithatestscoreineveryyear,sinceouranalysisfocusedon
performanceovertimeandweexcluded,fromthestart,thoseschoolswithouttestscoreseachyear.Most
oftheexcludedschoolsopenedafter1997.

5Theresearchteamwasalertedtoconcernsthatsomeschoolscouldbeexcludingstudentsfromtests,
sowemadethispossibilitya“redflag”forspecialattention.Wefoundlittleevidenceofexclusion.The
percentageoftesttakersclassifiedas“invalid”variedovertimeinsomeschools,withimprovementsinthe
testscoresfrequentlyoccurringintheyearwhenalargenumberoftesttakerswereclassifiedas“invalid.”
However,theinconsistencyofannualtestscoresandtheerraticrelationshipbetweenpercentinvalidand
changesinNCEmakeitriskyinmostschoolstoconcludethatstudentswerebeingclassifiedasinvalid
forthepurposeofimprovingtestscores.
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6The12beat-the-oddsschoolsarenotasampleofschools.Twelveisthetotalnumberofschoolstoemerge
througharigorousprocesswithincreasinglytightercutstofindourschools.

7Toshowtherigoroftheselectioncriteriaandthescreeningprocessusedtofindthebeat-the-oddsschools,
hereareseveralexamplesofschoolsthatdidnotmakethelist–andwhynot.

CordovaPrimarySchool:Third-gradereadingwasnotselectedbecauseofitserraticannualscores:thesum
ofthenegativevalueswas-18.9,wellbeyondthe10-pointcutoff.Inaddition,ifthe1997scorewasnot
representative,thentheimprovementwasmodest.

WilsonPrimarySchool:Thethirdgradetestscoreswereerratic,jumpingby19pointsbetween1998and1999,
butfallingby12between2001and2002.Sothesumofthenegativechangesexceededourcriteria.Theactual
scorewasbarelyhigherthanthepredictedscorein2004(andlowerin2002and2003).

Cordova�rimary�chool
Third-gradereading

City
District
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School��atino(200�)
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School�SpanishSpeakers
SchoolEnrollment
Third-GradeEnrollment
ChangeinStanford9(199�-200�)
Actual-PredictedStanford9(200�)
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Third-gradereading
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AugustusH.ShawJr.School:Whiletheactual-predictedwas7.0points,thechangeinthird-gradereading
Stanford9scoresovertheperiodwasonly3.6.Theirscoreswereupanddownovertheyearsandthesum
ofnegativechangewas-11.7.Theyhadaverypositiveincreasefrom2002to2003(8.1),butdidn’thaveany
sustainedgrowthoverthe1997-2004timeperiod.

8TheresearchteamdidnotfindacomparisonschoolforWadeCarpenter;itsdemographicsareunique.
TheteamdididentifytwocomparisonschoolsforPhoenixMagnetTraditionalbut,unfortunately,neither
schoolwouldrespondtotheschoolsurveyortelephonecalls.

9Sources:Stanford9files(springtesttakers)forpercentLatinosinschoolandpercentofstudentswho
speakSpanishathome(%Spanish-speakers);ArizonaDepartmentofEducationforpercentFreeand
Reduced-PriceLunch(FRPL,aproxyforpoverty);Octoberenrollmentfiles,schoolenrollment.Numbers
maylookdifferentfromotherpublishedsourcesbecauseweuseadifferentversionoftheStanford9test
score,calledtheNormalCurveEquivalency(NCE),thatallowscomparisonofthesamegradeovertime;we
usedstudent-leveltest-scoredatatoaddstudentswithlimitedEnglishskillsintotheoverallschoolaverage;
andweusedtestscorefiles,takeninthespring,tocalculatethepercentLatinoatthetimethetestwas
taken,insteadofinthefall.Traditionalenrollmentnumbersarereportedas“Octoberenrollment.”

10Timelineisbasedonliteraturereview,interviewswithprincipalsandsurveysreturnedfromthe
12beat-the-oddsschoolsandcomparisonschools,andinterviewsandemailexchangeswithseveral
Arizonaeducationpolicyexperts,includingDavidGarcia,ArizonaStateUniversity,BrianOwin,ThinkAZ,
andRobertHess,ArizonaStateUniversityWest.

Augustus�.�haw�r.�chool
Third-gradereading

City
District
School��atino(199�)
School��atino(200�)
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School�SpanishSpeakers
SchoolEnrollment
Third-GradeEnrollment
ChangeinStanford9(199�-200�)
Actual-PredictedStanford9(200�)
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AllthepeopleattheArizonaDepartmentofEducationwhoprovidedmuchofthedata
requiredforthisproject,includingcurrentandhistoricaltestscoredata,enrollmentdata,
andFreeandReduced-Pricelunchfiles.

Thepeoplewhotookthetimetoreviewearlierdraftsofthereport:Dr.PaulKoehler,WestEd,
Dr.CarolPeck,RodelFoundationofArizona,Dr.JimZaharis,GreaterPhoenixLeadership,
SybilFrancis,CenterfortheFutureofArizona,RobMelnick,MorrisonInstituteforPublic
Policy,andJackPfisteraswellasmembersoftheResearchAdvisoryCommittee.

Theresearchteambenefitedtremendouslyfromanumberofindividuals’
commentsandinsights.

Copiesofthereportcanbeaccessedonthefollowingwebsites:

CenterfortheFutureofArizona,www.ArizonaFuture.org|MorrisonInstituteforPublicPolicy,www.asu.edu/copp/morrison



Morrison Institute for Public Policy conducts research which

informs, advises, and assists Arizonans. A part of the School

of Public Affairs (College of Public Programs) at Arizona State

University, the Institute is a bridge between the university and

the community. Through a variety of publications and forums,

Morrison Institute shares research results with and provides

servicestopublicofficials,privatesectorleaders,andcommunity

memberswhoshapepublicpolicy.Anonpartisanadvisoryboard

ofleadingArizonabusinesspeople,scholars,publicofficials,and

public policy experts assists Morrison Institute with its work.

MorrisonInstitutewasestablishedin1982throughagrantfrom

MarvinandJuneMorrisonofGilbert,Arizonaandissupportedby

privateandpublicfundsandcontractresearch.

CenterfortheFutureofArizona
The Center for the Future of Arizona is a 501(c) (3) non-profit

organizationthatisprivatelyfundedthroughindividualcontributions

anddonationsfromphilanthropicorganizationsthroughoutArizona.

The Center is governed by a Board of Directors consisting of

distinguished leaders who work collaboratively with community

partners representing a variety of perspectives. The Center is

dedicatedtoworkingwithleadersrepresentingdiverseintereststo

determinethekindofArizonawewant,andassistinginthecreation

ofadynamicstate-wideagendatoachievethatvision.


