
Children Come First: A Strategic Plan 
for High School Improvement
Dr. Michael Kuchar, Superintendent of Schools
Dr. Frank Auriemma, Director of EE4NJ
Presentation can be found on www.bergenfield.org



857 empty desks = number of dropouts from 
American schools every hour of every day



1588 dropouts already today 
1 student every 26 seconds



We all have to take responsibility to create 
positive change!



Dr.Allan Odden
University of Wisconsin 

• "The problem isn't 
funding, it is having the 
will and persistence to 
fix the system."



We Know How to Turn Schools Around
By Allan R. Odden

• Allan R. Odden, a professor of educational 
leadership and policy analysis at the University 
of Wisconsin-Madison, is a co-director of 
Strategic Management of Human Capital, a 
project of the Consortium for Policy Research 
in Education (CPRE).
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Odden Step 1

• The first step is to create a sense of urgency. 
Such heightened awareness of problems and 
their impact emerges when teachers and 
administrators analyze state student-
performance data together and become more 
informed about the academic effectiveness of 
their school and district. 



Odden Step 2

• The next step is setting ambitious—some 
might call them eye-popping—goals: to 
double student performance on state tests, to 
double the percentage of students scoring at 
advanced levels, to make sure that no student 
performs below the basic level at the end of 
3rd grade, and that all students leave that 
grade reading on level. Whatever they are, 
these goals should go far beyond “adequate 
yearly progress.”



Odden Step 3

• The next step for turnaround schools is to throw 
out the old curriculum and adopt new textbooks, 
create new curriculum programs, and start to 
build, over time, a common understanding of 
effective instruction. Districts that move the 
student-achievement dial by large amounts have 
a systemic view of curriculum and focus intensely 
on instructional practices shown to work—and 
they require all of their teachers to use them.



Odden Step 4

• The fourth strategy is to move beyond a 
concentration on state tests and use a battery of 
assessments, including formative and diagnostic 
assessments, common end-of-curriculum-unit 
assessments, and benchmark assessments. 
Formative and diagnostic assessments hone 
instructional strategies before each curriculum 
unit begins. End-of-unit assessments not only 
measure what students have learned, but also 
compare the effects teachers have had across 
classrooms. 



Odden Step 5

• Step five is creating and implementing an 
intensive and ongoing professional-development 
program. The best districts and schools form 
collaborative teacher teams—professional 
learning communities—that meet often, make 
use of student data, and work with school-based 
coaches to improve curriculum and instruction. 
These schools and districts also include intensive 
summer institutes in their professional-
development plans, to allow teachers 
opportunities to gain new knowledge.



“Everyone thinks of changing the 
world, but no one thinks of 
changing himself.”

Leo Tolstoy

Step One- Using Data to paint a 
picture of your reality



Open Enrollment AP Courses
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Dropout Data



Source: 2006 Civic Enterprises, The Silent Epidemic

http://www.civicenterprises.net/


Typically, school data are analyzed to…

• Provide students with feedback on their 
performance

• Measure program success and effectiveness

• Make sure students do not “fall through the cracks”

• Meet state and federal requirements

• Promote accountability



How does our school use data?



How does our school use data?

Questions About 
Where We Are 

Data We 
Have on 

Hand
Data We 
Need to 
Collect

Is the same cohort of 
students improving in 
math achievement 
from year to year?

Grades 3-8 
state test;
Benchmark 
tests

Test scores 
from year to 
year on same 
cohort
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How does our school use data?

Questions About 
Where We Are 

Data We 
Have on 

Hand
Data We Need 

to Collect

At what grade level 
does parent 
involvement start to 
decrease?  Why do 
some parents stay 
involved?

Rosters of 
parent 
attendance 
at parent/ 
teacher 
conferences 
in grades K-
8

Year-to-year 
comparison of 
rosters; 
Parent 
perceptions of 
conferences 
at critical 
junctures
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But remember…

• Data collection just to be collecting data will 
serve no    real purpose and will waste valuable 
time and energy.  

• Data collection needs to be thoughtful and 
intentional and connected to school goals and 
objectives.

• Data must be analyzed to have meaning and be 
used.



Impact of the 9th Grade Academy



Focus on Evidence



Decrease dropouts from 63 to Zero

9th Grade Academy- Middle School Teaming

Reading Intervention- Accelerated Reader

Alternative High School which was truly 
alternative and not a “dumping ground.”

Credit Recovery Program both in seat and 
Computer based (Accellus Porgram)

Mentorship of Adult with students- partnered 
with Big Brother Big Sister of Northern NJ



Odden Step 2

• The next step is setting ambitious—some 
might call them eye-popping—goals: to 
double student performance on state tests, to 
double the percentage of students scoring at 
advanced levels, to make sure that no student 
performs below the basic level at the end of 
3rd grade, and that all students leave that 
grade reading on level. Whatever they 
are, these goals should go far beyond 
“adequate yearly progress.”



1 Goal:  High School - 80% of Students take 
1 AP exam with a minimum score of 3

• 1 Add more AP Courses that diversify interest 
such as Psychology, Music, Art etc.

• 2 Technology professional development will 
provide teachers w/tools to assist in raising 
student achievement

• 3 Make professional development 
effective,  systematic, measureable, meaningful

• 4 Increase acceptance to 4 yr. college: financial 
aid night (bilingual) parent/student Naviance
conference, Naviance reports



2 Goal: High School - 80% of Students 
obtain a score of 1500 on the SAT

23 Increase communication among families, counselors and 
teachers to increase achievement
24 Technology professional development will provide 
teachers w/tools to assist in raising student 
achievement 25 Make professional development 
effective,  systematic, measureable, meaningful
26 Provide common planning time to analyze test data and 
student achievement. Data analysis: NWEA, Star Literacy and 
Math, state testing early on and PSAT, SAT
27 Increase acceptance to 4 yr. college: financial aid night 
(bilingual) parent/student Naviance conference, Naviance
reports



3 Goal: High School - 80% of 
seniors take Calculus

36 Increase communication among families, counselors 
and teachers to increase achievement 37 Technology 
professional development will provide teachers w/tools 
to assist in raising student achievement
38 Make professional development 
effective,  systematic, measureable, meaningful
39 Math Rigor and support start Kindergarten and 
continues  through 12th grade
40 Use data to drive instruction 41 Data analysis: 
NWEA, Star Literacy and Math, state testing 42
Quarterly benchmarks in all subjects



4 Goal: High School - 80% of sophomores 
complete Algebra 2 with a B or better

50 Increase parent/student use of website, infinite 
campus, Homework Now 51 Increase 
communication among families, counselors and 
teachers to increase achievement 52
Technology professional development will provide 
teachers w/tools to assist in raising student 
achievement 53 Make professional 
development 
effective,  systematic, measureable, meaningful
54 Provide common planning time to analyze test 
data and student achievement



5 Goal: High School - 80% of seniors 
have 3 years of World Language

70 Offer more Language options to reflect the 
21st Century Work Skills such as Chinese. 71
Variety of language offerings elementary and 
middle school. 72 Increase communication 
among families, counselors and teachers to 
reduce failure 73 Technology professional 
development will provide teachers w/tools to 
assist in raising student achievement



6 Goal: High School - 80% of students pass the 
Algebra 1, Algebra 2, and Biology State Tests

86 Schedule specials to lessen interference in 
instructional time 87 Bringing more kids to 
the mainstream 88 Increase communication 
among families, counselors and teachers to 
increase achievement 89 Technology 
professional development will provide teachers 
w/tools to assist in raising student 
achievement



7 Goal: 8th Grade - 80% take Algebra I

108 Bringing more kids to the mainstream 109
Increase communication among 
families, counselors and teachers to reduce 
failure 110 New teacher monthly meetings @ 
RWB to instill Best Practices 111 Technology 
professional development will provide teachers 
w/tools to assist in raising student 
achievement 112 Make professional 
development 
effective,  systematic, measureable, meaningful



8 Goal:  8th Grade - 50% are in the Advances 
Proficient range on NJASK LA

127 Schedule specials to lessen interference in 
instructional time 128 Bringing more kids to 
the mainstream 129 Increase 
communication among families, counselors and 
teachers to enhance success 130 New 
teacher monthly meetings @ RWB on best 
practices 131 RWB regular walk-throughs to 
focus on and improve instruction



9 Goal: 8th Grade - 50% are in the Advanced 
Proficient range on NJASK Math

152 Schedule specials to lessen interference in 
instructional time 153 Bringing more kids to 
the mainstream 154 Increase 
communication among families, counselors and 
teachers to reduce failure 155 New teacher 
monthly meetings @ RWB 156 RWB regular 
walk-throughs to focus on and improve 
instruction



Goal: 5th Grade - 35% are in the 
Advanced Proficient range on NJASK 5

5th grade  teaming Increase instructional 
time in elementary schools Standardize 
instructional time for major content areas in 
elementary school Bringing more kids to the 
mainstream Increase communication among 
families, counselors and teachers to reduce 
failure Technology professional 
development will provide teachers w/tools to 
assist in raising student achievement



11 Goal: 5th Grade - 35% are in the Advanced 
Proficient range on NJASK Math

205 5th grade  teaming 206 Increase instructional 
time in elementary schools on math 207 Standardize 
instructional time for major content areas in elementary 
school 208 Bringing more kids to the mainstream 
and increased rigor 209 Increase communication 
among families, counselors and teachers to reduce 
failure 210 Technology professional development will 
provide teachers w/tools to assist in raising student 
achievement 211 Make professional development 
effective,  systematic, measureable, meaningful 212
Provide common planning time to analyze test data and 
student achievement



12 Goal: 3rd Grade - 35% are in the Advanced 
Proficient range on NJASK LA

228 Increase instructional time in elementary 
schools 229 Standardize instructional time 
for major content areas in elementary 
school 230 Bringing more kids to the 
mainstream 231 Increase communication 
among families, counselors and teachers to 
reduce failure 232 Technology professional 
development will provide teachers w/tools to 
assist in raising student achievement



13 Goal: 3rd Grade - 75% are in the Advanced 
Proficient range on NJASK Math

254 Increase instructional time in elementary 
schools 255 Standardize instructional time for 
major content areas in elementary school 256
Bringing more kids to the mainstream 257
Increase communication among 
families, counselors and teachers to reduce 
failure 258 Technology professional 
development will provide teachers w/tools to 
assist in raising student achievement 259 Make 
professional development 
effective,  systematic, measureable, meaningful



14 Goal: 95% of all Kindergarten students will 
achieve a minimum score of 600 as measured 

by the Star Early Literacy Program.  

278 Provide Multi-Sensory Program as well  as all available 
resources for low achieving students to provide learning 
foundation of high academics 279 Technology 
professional development will provide teachers w/tools to 
assist in raising student achievement 280 Star Literacy 
programs and other technologies to provide advancement 
of learning 281 Expand leveled reader programs and 
inventory of books 282 Kindergarten curriculum to 
increase skills as well as a full day program to increase time 
on task



Odden Step 3

• The next step for turnaround schools is to 
throw out the old curriculum and adopt new 
textbooks, create new curriculum 
programs, and start to build, over time, a 
common understanding of effective 
instruction. Districts that move the student-
achievement dial by large amounts have a 
systemic view of curriculum and focus 
intensely on instructional practices shown to 
work—and they require all of their teachers to 
use them.



Step 3 Effective Programs

• Alternative School

• 9th grade academy

• Credit recovery

• Teacher Effectiveness

• Administrator Efficacy Evaluations



Focus on Evidence



Excellent Educators for 
New Jersey (EE4NJ)

Bergenfield Public School District



Widget Effect

9/1/12  Chicago Public Schools on strike

Major issue: Teacher evaluation

2010- 65% of Chicago Public School students 
graduated HS.

2010- Less than 0.3% of all teachers received an 
unsatisfactory rating





Our focus must not be on the one or two underperforming teachers, rather the 
wide range of mediocrity- not due to laziness or lack of effort on part of 
teacher, but rather a lack of support, direction, and technical skill.



Linking Student Achievement to Teacher Practice

• More than two decades of research findings 
are unequivocal about the critical connection 
between teacher effectiveness and student 
learning. The research shows that student 
achievement is strongly related to teacher 
quality; highly skilled teachers produce 
improved student results. 



About the EE4NJ Pilot Program

NJ is the 27th State to take on the 
teacher evaluation reform initiative.



University of Washington Study

Begun in 2007, the University of Washington 
has used a 5D Assessment to conduct 
research on 2,000+ instructional leaders;

The study is aimed at locating areas of 
strength and weakness amongst school 
leaders tasked with evaluating staff 
members.



University of Washington 
Study, continued

A rubric with five dimensions and thirteen 
sub-dimensions was created;

Initial challenge was defining what it means 
to be a “high quality” teacher;

Levels of expertise in instructional 
leadership include 
novice, emerging, developing, and expert.



Cumulative Dimension 
Averages

2,207 participants; 42 school districts 



Cumulative Sub-Dimension 
Averages

2,207 participants; 42 school districts



Teacher Evaluation
100%

Student Achievement
(outputs of learning)

50% of total evaluation

Teacher Practice
(inputs associated with learning)

50% of total evaluation

Measures of Student Achievement 
include:

• Student achievement on state-
approved assessments or performance-
based evaluations, representing 35%-
45% of the evaluation; and

•State-approved school-wide 
performance measure, representing 5% 
of the evaluation.

•Districts have the option of also 
including additional performance 
measures.

Measures of Teacher Practice 
include:

•Use of a state-approved teacher practice 
evaluation framework and measurement 
tools to collect and review evidence of 
teacher practice, including classroom 
observation as a major 
component, representing 25%-47.5%; 
and

•At least one additional tool to assess 
teacher practice, representing 2.5%-25%.

Teacher Effectiveness Evaluation System



50% Teacher Practice

• Use of a state-approved teacher practice 
evaluation framework and measurement tools to 
collect and review evidence of teacher 
practice, including:
– Classroom observation as a major component.
– At least one additional tool to assess teacher practice.

• Bergenfield chose the Charlotte Danielson 
Framework for Teaching, while the District 
Evaluation Pilot Advisory Committee is working 
with NJDOE to select the additional tool. 



50% Student Achievement

• Measures of student achievement include: 
– Student growth on state-approved assessments or 

performance-based evaluations.
– State-approved school-wide performance measure.
– Districts have the option of also including additional 

performance measures. 

• Bergenfield may use aggregated growth of 
subgroups, utilizing 
SAT, ACT, AP, N.W.E.A, Renaissance 
Learning, and/or writing portfolios. 



The Framework for Teaching Charlotte 
Danielson

Systematic 
Classroom 
Observation



Danielson Model
Two key points to the model:

Ensuring teacher quality, &

Promoting professional development



Odden Step 4

• The fourth strategy is to move beyond a 
concentration on state tests and use a battery of 
assessments, including formative and diagnostic 
assessments, common end-of-curriculum-unit 
assessments, and benchmark assessments. 
Formative and diagnostic assessments hone 
instructional strategies before each curriculum 
unit begins. End-of-unit assessments not only 
measure what students have learned, but also 
compare the effects teachers have had across 
classrooms. 



Evaluation Data Collection and Management

• Data has never used more heavily in the history of 
Bergenfield Public School District.
– Data is linked to teachers, allowing principals and 

department chairs to review the scores of different 
classrooms

– BPSD has continuously measured progress using real data 
to shape classroom learning. 

• By using this performance management system, the 
district will streamline the evaluation process while at 
the same time enhancing its rigor.

• The District is focused on Student Growth vs
Proficiency



“If it is not measured, it will not 
be accomplished.”

Dr. Michael Osnato

District Mantra



Formative Assessments

63

• State-aligned computerized 
adaptive assessments that provide 
accurate, useful information about 
student achievement and growth

• Tailored reports give educators 
information to guide decisions

• Ren Learn classroom resources 
help teachers directly apply 
assessment results to instructional 
planning



• For 2011-2012, the district decided to gather 
even more data, as the district will be 
expanding use of Renaissance Learning 
products to assess reading, math and early 
literacy. Grades 1-11 will all have formative 
assessments.

• These brief assessments have been proven to 
be extremely accurate and will provide even 
more flexibility within the classroom. 

64

Renaissance Learning



FIVE DOMAINS
(Standards Based)

FOUR DOMAINS
(Standards Based)

THREE DOMAINS
(Standards Based)

1. Word Knowledge &
Skills

2. Comprehension
Strategies and
Constructing Meaning

3. Analyzing Literary Text
4. Understanding

Author’s Craft
5. Analyzing Argument

and Evaluating Text

36 Skills / 400 Grade-Level Skills

1. Numbers and 
Operations

2. Algebra
3. Geometry and 

Measurement
4. Data 

Analysis, Statistics 
and Probability

1. Word Knowledge 
and Skills

2. Comprehension 
Strategies and 
Constructing 
Meaning

3. Numbers and 
Operations

10 Sub-domains
41 Skill Sets / 145 SKILLS 54 Skill Sets / 550 SKILLS



Practical and 
Comprehensive

Diagnostic Reporting

Norm and Criterion Referenced

Differentiated Instruction

Growth Trends

Universal Screening

Progress Monitoring

These scores indicate that Tim likely reads many different 
types of literature for pleasure. Tim can select books to 
meet his needs. He is able to read critically and uses 
reading skills to solve problems in different subjects.

At this level, Tim needs to read widely in order to prepare 
for the reading challenges of high school. Tim also must 
continue to develop strategies for understanding 
nonfiction books in different content areas.



Universal 
Screening
Based on
State Test

Support for 
Differentiated 
Instruction

Instructional 
Planning

Learning 
Progressions

Instructional 
Resources 

Progress 
Monitoring

Predict State 
Test Proficiency

State 
Standards

Common 
Core State 
Standards

Year-to-year 
Longitudinal
Progress

Learning to
Read
Dashboard

http://devel.renlearn.com/se/flash/STARpresentation.html


Which students 
aren’t reaching 
benchmark?
State Screening Report



How can I best 
target instruction?
Instructional Grouping



What are my 
students ready 
to learn next?
Instructional Planning 
Report



Where can I find instructional 
resources for the skills I need 
to teach?
Learning Progressions 



How well are 
my students 
responding to 
intervention?
Student Progress 
Monitoring Report
(Tully)



Are my students 
on track to reach 
proficiency on 
the state test?
Student Performance 
Report 



Are my students 
mastering
State Standards?
State Standards Report 



Are my students 
growing from 
year to year?
Longitudinal Reporting 



• Bergenfield has 5 Elementary Schools, 1 
Middle School and 1 High School. All 7 Schools 
qualify for Title One Funds as over 40% of all 
students qualify for free and reduced lunch. 
More than 70% of the student population is in 
a minority sub-group as defined by NCLB. 
Bergenfield is not a privileged community. 

This really works



Odden Step 5

• Step five is creating and implementing an 
intensive and ongoing professional-development 
program. The best districts and schools form 
collaborative teacher teams—professional 
learning communities—that meet often, make 
use of student data, and work with school-based 
coaches to improve curriculum and instruction. 
These schools and districts also include intensive 
summer institutes in their professional-
development plans, to allow teachers 
opportunities to gain new knowledge.



Bergenfield’s Outcomes

Based on evidence our observations 
have become a treasure hunt versus



Versus a witch hunt
Let’s get rid of our most expensive 

teacher???



Administrator-Teacher Discourse

Of all the approaches available to 
educators to promote teacher 
learning, the  most powerful is 
that of professional conversation.

Talk About Teaching!

Charlotte Danielson
2009, Corwin Press



Utilize our own Human Capital to help each other

• One 5th grade teacher had  90%  of her students Advanced Proficient in 
Math for 3 years in a row when district average was 20%

• Best practices are identified and shared within building and within district 
through a Best Practice Wiki

• Identify students by individual skill versus wide range of support

• Give parents access to Ren Learn and NWEA for skill support

• Involve all staff in process. It is not the programs that are effective, it is the 
people who use the programs. Expansive Leadership. Utilize the experts in 
you buildings- the teachers. 

• Administrators must be honest and committed to continuous growth of 
the teacher. If everything is always great, are we not really just infantilizing 
the teacher? We all can and must keep growing.



• Added math coaches

• Changed the roles of Reading Specialists to 
Literacy Coaches

• Redefined how Basic Skills, ESL, Special 
Education services are delivered to be truly 
inclusive

• Created Extended Day Program and Summer 
School for added enrichment

Utilize our own Human Capital to help each 
other



The data speaks volumes



Most Improved High School



Bloomberg Businessweek:
2nd best place to raise kids in NJ



100 Best Communities for Young People

• Only  
community in 
New Jersey to 
be selected in 
2012



Questions

Our presentation can be found on 
www.bergenfield.org

Contact info:
mkuchar@bergenfield.org

fauriemma@bergenfield.org
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