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I. What is this tool and who is it intended for?

This guide and metric bank were developed for school- and district-level administrators who are
in the process of populating school-level dashboards and/ or scorecards for performance
management.

These materials are divided into two parts: this Word document provides basic guidelines and
advice on how to assemble dashboards® that are easy to understand, informative and actionable.
The attached Excel-based Metric Bank provides example metrics used on dashboards in 14
states, school districts and charter management organizations around the country?.

The tool is explicitly restricted to examples and commentary regarding effective end products
and does NOT include important components of successful dashboard implementation such as:
e Alignment with district strategic goals and other reporting documents
e Alignment with bargaining entities around end uses for these documents
e Incorporating end-user feedback throughout the process
e Community engagement

! While the word “dashboard” is generally used to describe frequent (daily to quarterly), formative readouts and the
word “scorecard” tends to describe annual reports designed more for backwards-looking assessments of progress,
the authors have encountered a fair degree of inconsistency in term usage from organization to organization. Thus,
while we only refer to dashboards in this document from this point forward, the information provided can be applied
to scorecards as well.

2 The following organizations contributed to this guide and metric bank: Austin Independent
School District, Texas; Charlotte-Mecklenburg Schools, Ga.; Chicago Public Schools; Dallas
Independent School District; Denver Public Schools; Detroit Public Schools; Fresno Unified
School District, Calif.; Fulton County Schools, Ga.; Green Dot Public Schools, Houston
Independent School District, Miami-Dade County Public Schools, New York City Department of
Education, Oakland Unified School District, Calif.; and the state of South Carolina. This
document contains material created by Double Line Partners, LLC with support from the
Michael & Susan Dell Foundation. Used with permission.



I1. Ten tips for deciding what to include on a dashboard

Because both dashboards and scorecards are decision making tools for various stakeholders (e.g.,
community members, superintendents, principals, teachers, etc.), there are a number of
guidelines one can follow to create reports that are useful and effective for a broad audience.

The guidelines below represent advice shared most frequently by contributing school districts.
These principles are useful when evaluating the example metrics found in the Excel Metric
Bank. Refer to the example at the end of this section for practical application of these principles.

1. Clearly define the target audience and ultimate use for the dashboard

A dashboard will be more targeted and succinct if the audience and purpose are known ahead of
time. The uses for these reports vary from giving teachers early warnings and opportunities to
shift direction mid-year, to informing the public on the relative performance of a school, to
helping superintendents make decisions about school resource allocation.

2. Include stakeholders in the dashboard development process
A key element of an effective dashboard is user buy-in and adoption, though the process for
accomplishing this is outside the scope of this tool.

3. Give preference to metrics that are “actionable”

Because there is limited space on a dashboard that is kept to one to two pages, preference should
be given to metrics that measure things for which the organization has developed interventions.
For example, an “actionable” metric might be “number of low-income students taking at least
one AP course” because the school has developed a program to recruit more students to these
classes.

4. Select metrics that are aligned with strategic priorities

If the organization has laid out a clear set of strategic priorities, all of these priorities should be
clearly reflected on dashboards. For example, if the superintendent has declared that school
safety is one of his top priorities for the next few years, school-level dashboards should include
metrics that will help track progress toward this goal, such as “number of reported violent
incidents per 100 students” and “percentage of students that report feeling safe at school.”

5. Emphasize student achievement metrics

Because the primary function of a school system is to help students learn, grow and prepare
themselves to be citizens and productive members of the workforce, metrics selected should
reflect this. That is, for functions (such as school sites) where direct measures of student
outcomes are available, these should be disproportionately represented on dashboards. For
example, academic and graduation data will often take up 70 percent of high school dashboards
and scorecards, whereas facilities quality, teacher retention, etc. represent the other 30 percent.

6. Select metrics that are specific and well-defined

If a metric is not carefully worded and specific, the data collection and analysis may be left open
to interpretation. For example, a non-specific metric might read, “high school graduation rate”
whereas a specific metric might read, “four-year graduation rate for incoming freshmen as



calculated by the Manhattan Institute Method, broken down by ethnicity and socioeconomic
status.”

7. Include historical data and rank comparison

Dashboards should include at least two previous cycles of data for easy reference. In addition,
dashboards should show where the school stands relative to similar schools. Raw scores are
difficult to interpret and act upon in a vacuum, whereas inclusion of longitudinal data and
relative scores allows decision-makers to see trends.

8. Specify concrete targets

Dashboards should not only include current and historical data, but also incorporate any targets
set by the organization at the beginning of the cycle. This provides a benchmark by which to
measure progress.

9. Keep the dashboard short and readable (one to two pages)

Dashboard users frequently complain that dashboards are too long and complicated. A manager
or principal provided with a dashboard that contains 100 metrics to track will not know where to
begin or what they should focus on. Instead, limit dashboards to one to two pages and prioritize
metrics such that any given party is only responsible for monitoring 10 to 20 metrics, and that
they know which among those are high priorities.

10. Subdivide the dashboard into topical sections

School- and district-level dashboards will often contain metrics in widely varying topic areas
(e.g., “academic rigor” alongside “operational effectiveness™). It is therefore important that these
topic areas are either clearly subdivided for easier reading, or that separate dashboards are
generated by topic or responsible party.

11. Include time stamps

Because dashboards, particularly those published more frequently, contain time-sensitive
information, be sure that all pages of the dashboard are time-stamped. This will prevent
principals and others from acting on out-of-date information.



High School Scorecard Example

Below is a scorecard example from a Dallas Impendent School District high school that

illustrates several of the concepts discussed in this section.
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I11.How do I use the metrics bank to help in generating my
dashboard/scorecard?

Using the Excel-based metrics bank, operators can search for example metrics in a number of
ways. They can search through all metrics derived from dashboards for particular “levels” (e.qg.,
HR dashboards versus high school dashboards), metrics that belong to particular topic areas
(e.g., those related to school safety versus those related to teacher recruiting effectiveness),
metrics that have particular “responsible parties” (e.g., metrics for which the HR department is
responsible versus those for which a school is responsible), and by a few other criteria. These
criteria can be used to narrow a search for metrics individually or in combination.

Regardless of the type of filter used to narrow your metric search, the result will be a list of
example metrics that meet the criteria chosen (metrics found in column AE, highlighted in
yellow).

Searching by topic area

The topic area filters allow you to work through the generation of your dashboard topic by topic
(e.g., first selecting a set of metrics that are meant to track student progression on standardized
tests, then selecting a set that are targeted at teacher retention, and finally selecting some to track
attendance). The filters for topic areas are found in columns B through AC.

Primary topic area

Five primary topic areas that broadly cover all activities performed by a school system are listed
in the chart below with descriptions. They are found in columns B though F of the metrics bank
and are highlighted in orange. To restrict your metric search to one of these primary topic areas,

simply select the “y” choice under its corresponding drop-down menu.

PRIMARY TOPIC AREA

DEFINITION

Increase student achievement

Includes academic-related topics such as test
scores, grades, attendance, graduation rate

Provide a safe, productive environment

Includes metrics related to the school
environment such as safety, security, facilities,
cleanliness, school culture, etc.

Build and maintain a talented, effective and
satisfied workforce

Includes metrics related to staff recruitment,
retention, training, evaluation, satisfaction, etc.

Operate efficiently

Includes metrics related to finances and
making effective use of resources such as
budgeting, departmental effectiveness, etc.

Ensure public support and customer
satisfaction

Includes board and community relations,
internal and external communications, surveys,
and general satisfaction.




Secondary topic area

The secondary topic areas generally represent sub-categories of primary topics. For example, the

secondary topic area, “College/ career readiness”

is a sub-topic of both “Increase student

achievement” and “Provide a safe, productive environment.” Similarly, the secondary topic area
“HR systems” is a sub-topic of “Build and maintain a talented, effective and satisfied

workforce.”

These secondary topic areas are found in columns G though AB and are highlighted in blue . To

restrict your metric search to include one of these secondary topic areas, simply select the “y”

choice under its corresponding drop-down menu.

SECONDARY TOPIC AREA

DEFINITION

College/career readiness

Metrics related to college or career readiness
such as graduation rates, college preparatory
exams, college success, etc.

Assessments and exams

Metrics related to federal, state or local
gxaminations or assessments

Student progression (courses and grade levels)

Metrics related to student progression such as
grade promotions, academic growth, year over
year student improvement, etc.

Programs/initiatives/extra-curriculars

Metrics related to programs for sub-groups
such as Special Education, Gifted and Talented
Education, district or school initiatives, or
extra-curricular activities.

Engagement/attendance/truancy (all
stakeholders)

Metrics related to student or staff
engagement/satisfaction, attendance rates or
truancy

Demographics, enrollment, other baseline data

Metrics related to general school/organization
statistics such as demographics, student
enrollment and other baseline numbers.

HR Systems

Metrics related to HR systems such as payroll,
grievance reporting, etc.

Staff evaluation and effectiveness

Metrics related to staff effectiveness either
through evaluation or other methods

Staff preparation/training

Metrics related to the preparation and training
of staff.




SECONDARY TOPIC AREA

DEFINITION

Staff retention and Staff recruitment

Metrics related to the recruitment and retention
functions of a school system.

Facilities and equipment

Metrics related to facilities or equipment such
as building quality/maintenance, laptop
availability, etc.

School support services (transportation, food,
etc.)

Metrics related to non-academic school
services such as food service, transportation,
office supplies, etc.

Discipline

Includes student suspension, expulsion,
truancy and other disciplinary measures.

Security/safety and health

Includes incidence of violence and crime,
security detail involved, etc.

School culture

Includes in a general way metrics related to the
culture of the school

External communications

Includes metrics related to the ability of the
system to communicate internally or externally
such as crisis management, reporting
achievement results, etc.

Transparency and access (includes
responsiveness)

Metrics related to the ability of the
organization to include families and the public
in decision-making as well as keeping them
informed as to ongoing operations.

Board/governance interface

Metrics related to the ability of the
administration to engage effectively a
governing body such as a school board

Finance/budget planning process

Includes metrics related to finances and
resource management

"Departmental” efficiency/effectiveness

Includes metrics related to the effectiveness or
efficiency of departments or schools, such as
relative school rankings, # of unfilled positions
for the HR department, etc.

Cost reduction measures

Metrics related to cost reduction




Searching by responsible parties

This filter for searching by responsible parties is found in column AD and describes the part of
the school district most directly responsible for a particular metric. Users can choose from
district level, functional levels (e.g., HR department or IT department), or school/group of
schools level. As an example, the HR department might be most directly responsible for “# of
teaching positions unfilled at the start of the school year,” whereas a school might be most
directly responsible for “# violent incidents per capita” or “% growth year over year in 8"-grade
math scores.”

To filter with this column, simply select one of the responsible parties in the drop-down menu.

10



Searching by other criteria

There are a number of other criteria included in columns AJ through AM that may prove useful
in a search. They are described in the following table:

Field Description

Originator The school district or CMO that generated the
dashboard from which a particular metric was
extracted

Document title The unique name of the dashboard from which

the metric was extracted. Filtering by this field
allows users to see all metrics on a particular
dashboard.

Year generated The year in which the dashboard containing a
particular metric was published

Organization type Describes whether the metric was extracted
from a dashboard used by a CMO or a district

To filter with these fields, simply select one option from the drop-down menu associated with the
field of interest.

11




School District 1 Example
Below is an example of how a school district might use the metric bank.

School District 1 is in the process of generating high school-level semi-annual reports to
be used by area superintendents for tracking school progress and providing additional
support where necessary. There is already a set of metrics agreed upon by teachers and
principals to track academic progress (and these metrics represent 60 percent of the
school dashboards), but the district is having trouble deciding what kind of functional,
non-academic metrics to include, particularly related to safety and discipline issues.

First, the district selects “Provide a safe, productive environment” as a primary topic
area (in orange: see below).
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Next, the district selects ““Discipline” under the secondary topic area section (in blue and
green) in column T (see below).
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This yields about 40 example metrics, a subset of which is shown below.

From this list of metrics, School District 1 decides to incorporate three. One is “Out-of-
school suspensions per 100 students, relative to previous years,” a second is ““incidence

of inappropriate behavior” and a third is “percent of students

who feel safe.”

These three are chosen based on their alignment with the district’s strategic goals, their
“measurability,”” and the fact that the district has interventions available to address poor

school performance against these metrics.
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