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Chapter 1. Introduction

Chapter 1. Introduction

The National Reporting SysteltNRS) has served aanaccountability system fahe adult
education program since 20@ver these years, states have made significant chantjesrin
delivery systems and data colliectin response to NRS requirementgith the increased focus
on accountability, there are now comprehensive data systems about adult education students,
their participationandtheir outcomes aboththe state anddderal levelsStates and the Office
of Career, Technicaand Adult Education (OCTAE) have used these data to demonstrate the
i mportance and effectiveness of 't hheir program i
attainment of secondary credendjanrance intgpostsecondary educaticemd obtaining
employmentAs a source of detailed information, NRS data also suppogram management
and improvement efforts.

Because good data quality is essential to the successful use of NRS data, OCTAE has
provided substantial support to states to promote the collection and reporting of quality data
through the NRS support projeBeginning in 2002, the project has provided annual training
and guides focusemh data quality in several different ways, includingrdying NRS
requirements, monitorindatg promoting the use of data for program improvement and program
evaluation, and developing data tools to support data quality and use.

Accountability systens like the NRS, howeveaare not static. Changing datajugrements,
staff turnover, advances in technology, new instructional approafetsew policy initiatives
create the need for constant vigilance and effort to sustain data quality. As a living system
designed to support the adult education program\B® needs ongoing attention to adapt to
these changes to continue to support state adult education staff as they work toward ensuring
data qualityFor example, 2012 saw the implementation of significant changes to the NRS
follow-up measures, introduciniget cohort approach amelquiringnew student and teacher
measuresThis guide takes a fresh look at data quality, updating tried and true ways of thinking
about quality in the context of the current NRS.

In revisiting data quality, this guidefers newapproaches and tools identify and prevent
data quality problemg.t i ntroduces a | ocal data quality <c
checklist which states can use to understand and evaluate local data collection prabiges.
guidealso bring together previously developed material on improving data quality into a single
resource, a data quality toolkit that permits easy atodbgs contentto support ongoing state
and local training around data quality practices.

In addition to reviewinghe technical aspects of data quality, the gumees in a new
direction, preenting approachksto solving data quality problems by addressing the motivational
and behavior aspects of data collection and programmatic ch&lhge thisis a critical first
step tovardidentifying problems and their sousedata entry errors, inadequate data system
need for more trainirdy determining how to resolve the problem is a different challenge. It may
not always be clear how to resolve a data probtarce identifiel, and even when a solution is
found, making real change in the program is yet another chall€hgeuide presents models
for creative problem solving and an approach to implementing change, linkinguaditstwith
action.

Linking Data Quality With Action: Evaluating and Improving Local Program Performance 1
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Overview of Guide

The next thee chapters of the guide preseatapproach to understanding and evaluating
data quality, developing ways to resolve probleamsi a method for making chande.
consultation with OCTAE staff and state directors of adult education, we identified the mos
common data quality problems and use these as a starting point to illustrate how to identify them
through data. The approach includes what to examine when reviewing data, the importance of
data systems and staff procedures and training, and niogeiff to care about dat&Ve then
present groblemsolving model and method for implementing charigénibit 1-1 illustrates
the three partsf the guide describing the approach to linking aptality with action.

Exhibit 11.Overview of Guide: Linkingt®@QualityWth Action

Understanding Dat Motivation and Implementing
Quality Problem Solving Change

What problems do How can we How do we take
we have? What are motivate staff? action and get it
our data How can we solve done?
processes? our problems?
Use action model

Examine data ir;?sz;i nstaff Understand the
Improve data four disciplines
systems Promote data use Set goals and
Standardize Implement data use measures
procedures learning y Be Inclusive
Provide trainin communities

9 Hold staff

Use SCAMPER
problem solving

Chapter 3

Chapter 2 accountable

Chapter 4

Chapter tresses the importance of understangimg data and data collection processes.
One of the best ways to evaluate data quality is through a critical examination of data, which will
identify inaccuracies and inconsistenciasd help pinpoint where they aWe use recent
national leveNRS datato illustrate the power of simple observation in finding data quality
problemsThe data qual ity Chapter adps identidy thp soerceefnt ed i n
problems, which include data systems, proceduams trainingData quality is enhanced with an
uncerstanding of state and local data procedures, along with a strong data system designed to
prevent and identify errors.

Another element of the equation that contributes to data quality is the motivation of staff to
care about data qualitZhapter 3 coverthis sometimes neglected aspect of data quality,
reviewing ways to motivate stafctually using data to improve instruction and learning is an
effective way to make data meaningfamhd formal methods of professional development around

2 Linking Data Quality With Action: Evaluating and Improving Local Program Performance
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data use, suchsalata use learning communities, can be especially effeCinapter 3 also takes

on the challenging issue of howdevisemeaningful change once problems have been identified
and become the focus of improvement effa@isapter 3 offers the SCAMPERokem-solving
model and applies it to adult education programs as a way to develop creative solutions.

All too often, after identifying problemse want to resolve and coming up with creative
solutions, nothing changeNRS training and similar professional development events altow
to focus on whereve need to improveand we return to work excited and motivated to do better
and implement our plan$hen reality sets, and we face our daily work, and the plans and
good intentions fade away, with little being accomplisi@dapter 4meetsthis all-too-familiar
scenario head on and offers a solutibrawing from the business arena, we apply the Four
Disciplines of Execution approach (McChesney & Covey, 2012) to adudta¢ion and
demonstrate how to use it to implement plans and make them a reality.

Chapter 5 describes tiNRS Data Quality Toolkign online resource linking previously
developed NRS training and materials about data quality. The chapter also iadedesption
of theLocal Data QualityChecklist,which is included in an appendwjth instructions on how
to use it.

NRS Training Guides

This guideis thel4thin a series designed to asssttes with implementing NRS
requirements, improve data qualignd use NRS data psomoteprogram improvemeni his
guide supports the national fatteface training conducted in June and July 2014

The NRS support project staff at American Institutes for Res€Ai&) developedill the
NRS guides through OTAE-funded projects that support the NRS. Readers interested in further
information about the NRS$ncluding resources to suppadidta quality andheuse of NRS data
for program management and improvemshould consulNRSWel the project website, at
http://www.nrsweb.org/pubs/#trainingGuiddhe websitehouses guides andaterials for all
previoustraining

Linking Data Quality With Action: Evaluating and Improving Local Program Performance 3
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Chapter 2. Understanding Data Quality:
ldentifying and Preventing Problems

If you ask state or local adult education program staff to list their 10 favorite things about
their jobs, it is unlikely thatcollecting and reporting data will appear on the Ndbst staff view
data collection as an unpleasant cBhonecessary perhagsut taking time away from the
important tasks gbrovidinginstructionand service$o studentsYet good datareessential to
building quality adult education prograservices.

The aversion teollecting and reportindata isnot surprising it is hard workand the
benefits are natnmediatelyapparentGood data collectiorequireswell-thoughtout processes,
a strong data systermaining, and motivationStaff must know whaitdo, whydata are
important and howmheywill help ther program But there are relatively simple methods to make
the data collection easier, reduce the burdaed ensure data qualifyfhese methodslong with
effective training that instills understing of the importance of data, camsure qualitydata
that supporprogram performance.

In this chapterwe will review ways to evaluate data quality, with an eye toward identifying
and preventing problemgV/e begin with an approach issues that entailexamining data to
assess quality and identify dataogmng and collection problem&Ve thendiscussvays to
resolve and prevemtroblems, includinglata systemsdraining, andocal monitoring and
evaluation.

Understanding Data

The first step inmprovingdata quality is to knovand understand whgbur dataactually
tell you by closelyreviewingthem This seemingly obviouactivity is often overlookedStaff
enter @ta into thecomputeyrun reportsand send them off with little or neview, and then
moveon to the next taskyou can run a simple test of knowledgeyofirown data by asking
guestionsuch asHow many studers doyou have? What was the averagecpafigegain onthe
educational fuationing levels?How do thesenumbers compare téast yead & was there
improvemen? You might be sumsed 4 the lack of accurate answeWithout knowing your
datg you cannot evaluate the quality of information or identify potential problems.

To illustratethe insightdhata thoughtful look at data can provide, we examine the national
level NRS data forthelast several year&lthoughwe use nationand statelatain our
examplesstates can follow the same process that we model, usiag state datao drill down
to local programs to explore data quality issu@srfocushere ison outcome data frorfiable 5
(the follow-up measures) anthble 4(educational gain)The follow-up measures are of
particular interest because of the change from gettihg to the cohort appeich to defining the
outcome groupsthe 20122013 ProgramY ear(PY) is the first time these dateave been
available As we will further discuss later in the chap&critical time to examine data is after a
major procedural or policy change, as ocatimnath the implementation of the cohort
requirementsUnderstanding of data is also enhane&tth the review oinultiple yeardd dat a
topic we will revisit.

Linking Data Quality With Action: Evaluating and Improving Local Program Performance 5
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From Goal Setting to Cohorts: NRS Table 5

The change from goal setting to cohort definitiongierfollow-up measures in PY 2012
(see Exhibit 21) isa compelling reason to examine the data for that year and cothpareith
those ofprevious years€Examinng these data offeran opportunity tevaluate how welks the
dataareworking as a performance measure. The data can also chvestb problemghatlocal
programs may be havimngith collecting and reporting the informatione focus first on the
secondary credential attainment and entry into postsecondary educatiamatiadsxhibit 2-2).

Exhibit 21. Studem CohortDefintions for Follomup Measures

Follow-up Measure Student Population To Include (Cohort) ‘

Entered employment Learners unemployed at entry and in the labor force who exit

Retained employment Learners unemployed at entry in the labor force who exit and are
employed during first quarter after exit; and learners employed at entry
who exit

Placement in postsecondary Learners who earned a secondary credential while enrolled, have a

education or training secondary credential at entry, or who are enrolled in a class
specifically designed for transition to postsecondary education who
exit.

Receipt of secondary diploma Learners who take all GED tests, are enrolled in adult high school at

or GED the high adult secondary level, or are enrolled in the assessment
phase of the External Diploma Program who exit.

Both measureshow a dramatic changeéth the changéo the cohort definitiondDuring the
yearsPY 2008 2011,there was little change in timeimber and percesdeachieving the
outcomeof a secondary diplomdhe percentage of students achieving this outcome ranged from
61% to 64%, except in 2009n PY 2012, however, there was an increased®é d@chieving the
outcomea P increasdrom the raein 2011undergoal settingThis increase is likely due to
the fact thatll students who take the GED testgher tharonly those who set this outcome as a
goal are included in the cohort

Exhibit 22. Achierement oNRS Followp Measure Octimes, 201162012

Average Percentage Achieving Outcome

Follow-up Outcome Change

Measures between
2009 2010 2011 2011 and

2012
Entered employment 55% 49% 48% 48% 46% -2%
(N) (75,163) | (72,139) | (78,486)| (80,770)| (128,572)
Retained employment 65% 64% 62% 66% 56% -10%
(N) (87,476) | (82,522) | (77,634)| (87,310)| (179,630)

6  Linking Data Quality With Action: Evaluating and Improving Local Program Performance
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Average Percentage Achieving Outcome

Follow-up Outcome Change

Measures between
2009 2010 2011 2011 and

2012

Obtained a GED or secondary
school diploma

(N) (165,694) | (163,529) | (161,549) | (143,816) (140,591)

Entered postsecondary
education or training

(N) (48,889) | (48,311)| (48,825)| (47,731)| (67,447)
Note: Data wereetrieved May 23, 2014 anday notmatch the fal data in the national NRS database.

64% 52% 61% 61% 70% 9%

59% 60% 56% 58% 29% -29.1%

The percentage of student entering postsecondary education or training, however, shows a
dramatic decrease with the cohort definitidhilam PY 20082011, performance on this
measure ranged from %b6to 6% but in PY2012, performance fell to @Bof students achieving
this outcomeThe size of the cait is alsofar larger thant was duringthe previous yearsinder
goal setting.

The entered and retained employment measures do not offer a clear picture in PY 2012 of the
effect of the cohort changes because of the lag time for collecting this measure (gearoere
andthreequartergostexit, respectivelyAs a result, these data contain a mixture of students
from the oldgoaltsetting method and students identifietbtighthe cohort definitions.

However, the data in Exhibit2also reveal decreases in the percentage of studemsiagh
these outcomes in PY 2012, after relative stability of the measures in priorReised
employment shows a sharp decreagth increase in the tal number of students in each group
There is dar larger number of students within each grqupbably as a result of the change in
cohort definitions.

Evaluating Follow-up Measures

A thoughtful examination of the followp measurésand any set of dadathat reveals such
dramatic changes suggests thatevaluation of its qualiti also necessargonsider, for
example, how data are collected and how they are calculza¢al matching or local surveys are
the methods used to collect the folleyw measures. Whildata matching isisuallya moe valid
method of data collectiomyvaluation of data quality requireareful consideration of the
procedures uskto collect the data under both approackesibit 2-2 combines, ithefederal
level, all data sources from the statesking the quality difficult to evaluate on that dirsems.
States, howeveran assess the quality of their odata collection pocedures for these
measures.

Examination ofhow the followup measures arelcalatedthroughNRS Table 5also can
provide somevery helpfulinformation on thelataquality. Becaisenot all students can be
located or identied for follow-up measurement, states report not only the total number of
students in the cohort but the number of studenisateable to incide (though data mathing
or survey) anélsocalculate the percentage they can reatheactual performance easure is

Linking Data Quality With Action: Evaluating and Improving Local Program Performance 7
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the percentage of these students abloieved the outcomBy understandingpow the data are
calculatedNRS Table 5 (evisedexcerptfor entered employmeshown in Exhibit 23) gives us
three pieces of data by which to evaluate its quality.

T The number of students in the cohort.Comparing this numbewith the total number of
students andiithpr i or years6 data all ows aForgener al
example, very low numbers sfudents in a cohort compareith the overall total
number of studentsould indicate a problemvith identifying or reprting the cohort.

State 6 in the example in Exhibit®reported 929 students in the employment cohort. If
this state has thousandsstfidentsthereportednumberin the cohorteserves further
investigation.

1 Response rate or percergigeused for matching Table 5 show the response rate or the
matchingpercentage, efined as the number of skents reached over the total cohort. If
this measured too low it means the progranr gtate is not doing a gooalp of tracking
students. Ifit is too high, for examplel00% or very close to,ilike states 3, 6 andin
Exhibit 2-3), it also deserves a second look. This mteearly impossit# to achieve
because it means that the survey matching procedure reaangdtedents in a survey
or the program had every studentds Soci al
erroror missing dataSomething isalmost ertanly wrong

1 The outcomemeasure By itself, theoutcomemeasure cannot necessarily tell you
anything about data quality. However, evaluatingrédported percentad®/ assessing its
general credibility and by comparing the parhance to historical trends can often
suggest possible problem. Very high (near 100%, for example) or extremely low
performance requires acemd look at proedures, response ratesd thenumber of
studentincluded A significant deviation from pastgformancealso may be cause for
concern

Exhibit2-3. NRS TableRevisetExcerpt for Ented Employmer¥easure

Number of
o Response Number of
Participants T Percentage
. Rate or Participants o
Number of Responding to S Achieving
. . Percentage Achieving
Participants in Survey or ) Outcome
. Available for Outcome :
Cohort Available for Match (Unweighted) (Weighted)
Data Matching 9
State 1 6,536 5,021 77 1,631 32
State 2 19,873 16,468 83 5,054 31
State 3 32,275 30,404 94 9,427 31
State 4 5,636 4,860 86 1,427 29
State 5 5,158 3,650 71 1,072 29
State 6 929 887 95 244 28
State 7 4,826 4,826 100 1,307 27

8  Linking Data Quality With Action: Evaluating and Improving Local Program Performance
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Educational Gain Performance: NRS Table 4

NRSTable 4 is the single most important table in the NRS because it provides a wealth of
data on studendstheir beginning educational functioning le¥EIFL), contacthours and
number who separated, along with educational gain, the central measure wha@ectvithin
theNRS.Consequently, this table deserves a great deal of scrutiny to understand program
performance and data qualitie focus on educatiahgain and Exhibit 24 shows national
performance on this measure over the Sagars foradult basic educatioBE), excluding
high adult secondary educatiohSE).

The percentage of educational gain has increased steadily for all ABE levels since 2008, with
the ABE beginning literay, thelowest levelincreasing mossharply Since 2010, however,
performance has been relatively stable for the other levels, just alfiayeadd for intermediate
and beginning ABEand around 4% for the remaining level€Exhibit 2-5 shows educational
gain forEnglish as a second language studda®l ). Overall performance of ES&tudenton
these measures has been higher than for, AB& there has been a small but steady increase in
all levels except for ESL advancdRerformance on the intermediate ESL levels has been lower
that the three lower levels.

Exhibit 24. Percentage of ABE/ASE Students Completing One or Mor0e@213]1 2

50%

40% — _—

35% E f

30%

25%

2008 2009 2010 2011 2012
- ABE Beginning Literacy - ABE Beginning Basic Education
- ABE Intermediate Low - ABE Intermediate High
= ASE Low - ASE High

Linking Data Quality With Action: Evaluating and Improving Local Program Performance 9
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Exhibit2-5. Percentage @SLStudents Completing One or More Le2013%$2012

60%
.
45%
/
35%
30%
25% ——— — B
20%
2008 2009 2010 2011 2012
— ESL Beginning Literacy — ESL Beginning Low
- ESL Beginning High = ESL Intermediate Low
—— ESL Intermediate High ——ESL Advanced

Unlike Table 5, Table 4 alone offers few clues to data qudlhe. trends, as suggested by
these chartshowstability in performance and little change (or only small increases) over time
on performance on these levels. The overall level of gain by EFL, hoveawvebeassessd by
comparing the peofmancewith the overall average arnd historical trenddf larger deviations
are identified, states can assess | ocal progr
furtherexplore possible data qualityghblems.For example, Exhibit-5 shows the states with
the lowest percentage of educational gain for high intermediate édiparedvith the national
averageA state or program director might want to improve performance on educationahgain
explore low data qualityaffects its performancé&xhibit 2-6 shows that average performance on
high intermediate ABE has stayed at abo@3@ 3% over the lasb years, for examplend a
director may want to explore why there has been no change and try teénmerdormance
there.

10 Linking Data Quality With Action: Evaluating and Improving Local Program Performance
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Exhibit2-6. Percentage of Students Completing ABE IntermeadgstesThat perform
Belowthe NationalAverage 20082012

50%
40% - s s—— e
30%
20% %
10%
0%
2008 2009 2010 2011 2012
—@—National=— State 1 - State 2 — State 3
= State 4 - State 5 —— State 6

Pre- and Posttesting

Posttesting rates arekay to understanding performanoa educational gairstudents who
arenat podtested annot be counted as achievingan whichlowers the overall percentageno
these measureStates can collegosttesting rates directly from prograrosthe ratecan be
computed from NRS TableB4 which reports only stients that are prand posttested.

Exhibit 2-7 showsEFL performanceindpretestpostestratesfor the stateshathave
experienced a decline in percentage of students posttested irc@0fdaredvith 2011.As can
be seen, there is a direetationship between a lowteaof postteting and average performance
on EFL gainEach state that experienced a declineosttesting had a decline in EFjain. State
1 had the steepest decljfer example, wih posttesting rates dropping 26 percenjagatsand
overall ER. gain droppingo 40% in 2012

Exhibit2-7. PrdaestPosttest Rites and Average EFL Gains, 82012

% Change Average Total EFL Gain % Change

Pre- & Posttest Rate

20117 2012 Rate 20117 2012
State 2011 2012 2011 2012
1 7% 51% -26 64% 40% -24
2 67% 53% -14 42% 39% -3
3 62% 49% -13 39% 32% -7
4 48% 40% -8 36% 29% -7
5 63% 56% -7 54% 49% -5
6 72% 66% -6 39% 38% -1
7 75% 70% -5 67% 62% -5
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Internal Consistency of Data

We have illustrated throughata fromthe nationalevel NRStables how a critical review of
data can help you understand performance and identify data quality proStatesand program
directors can gairufther insight by at only lookng at tablesand data in isolatiobut thinkng
about logi@al connectionghat shouldexist within the dataAn evaluation of consistenayill
providefurther evidence of dataccuracy and quality.

The NRS tables again allow us to illustrate the importance of data consisténk&pow for
example, that the student totals in NR&bles 14 should all be the sam€hese tables are
intended to describe the entire population of students served within th@lyei .are several
other tables, howeven whichwe should observe similar consistencieshibit 2-8 shows oe
example, usig teacher datadm NRS Table 7. Tle table showthree pieces of information
about teachers: the total number of teachers, the years of experience in adult education for each
teacherand certifications each teacher HBscause the number of fulind pat-time teachers is
supposed to be an unduplicated count and the years of experience is required to be reported for
each teacher, the totals should be the satoeever, these totals do not match. The table shows
totals ofmore thar81,000parttime andmore than9,000 fulktime teachersYet summing totals
for years of experiencéere arenore thar85,000parttime teachers antewerthan 8000 full-
time teacherseported.The teacher céfication category permits duplicate counts (iaeteacher
may have more than one c#itation) but without accurate teacher totale do not know if the
number reported is corre@learly, therearedatareporting errors to be investigated.

A second more subtlexamplerelates to our discussion of TableThattable reports on the
number of students in the entered employment cohort, defined as unemployed students in the
labor forceThe meaning of #Ain the | abor forced howe!
meaning may be misinterpreted or it could be umchdeether the student is actively looking for
a job.

Although it is not a definitive indicator, an unusual change in the number of stondéimts
the labor force may indicate inaccurate reporting, perhaps to lower the size of the cohort. We can
examine whether this trend is affecting data by comparing student employment status reporting
over time, using data from NRS Table 6. Exhib8 8hows the student status categories from the
table for PY 2011 and PY 2012. Reflecting the drop in total enrolimentbatthe 2 years,
there is a decrease in the number of students in all categories, except in the labor force. This lack
of decrease suggests the need for further investigation: Why was there no decrease when the
overall trend was in that directioN?hile some difference is expected because Table 5 only
includes students who exit, a large discrepancy should be investigated.
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Exhibit 28.Data Errors in Reported Teacher TotalSeastification and Experience (NRS
Table A

Total Number | Total Number
of Part-time of Full-time
Personnel Personnel

Function

Local Counselors 8,057 1,421
Local Paraprofessionals 8,057 1,758
Local Teachers 31,916 9,586
Local-level Administrative/Supervisory/Ancillary Services 4,835 5,147
State-level Administrative/Supervisory/Ancillary Services 78 343

Teachers' Years of Experience in Adult Education

Less than one year 4,526 441
One to three years 8,035 1,109
More than three years 22,886 6,333
subtotal 35,447 7,883

Teacher Certification

No Certification 13,761 2,481
Adult Education Certification 6,557 2,542
K-i 12 Certification 14,852 3,259
Special Education Certification 1,428 328
TESOL Certification 2,739 514
subtotal 39,337 9,124

Exhbit 2-9. Student Status, PY 2@2012 Reportdd NRS Table 6

Participant Status on Entry Into the Program

Disabled 63,759 60,232 -6%
Employed 579,815 568,361 -2%
Unemployed 734,233 635,450 -13%
Not in the labor force 504,758 504,294 0%

On public assistance 309,554 300,958 -3%
Living in rural areas 256,450 213,064 -17%

Exhibit 2-10 provides the answe®everal states show a significant increase ipéreentage
of students not in the labor force in PY 2012 compared to previous yearsicreasem 2012

! Data in Exhibits 28 and 29 are provided for illustrative purposes and were retrieved January 30, 2014. They may
not necessarily match final data in the national NRS database.
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range from20% to 40% compared to 2011, higher than previous years for each of the 10 states in
the tableThe numbers of students in this category has also increased for each state in 2012,
despite the fact that overall enrollment has actually droppadg this periodWhile we cannot

tell from the data why this occurred, the observation suggests a possible data quality problem and
calls for further investigation.

Exhibit2-10 StatesWith Increass in Reportedt8dentsNot in theLaborForce 20162012

2010 2011 2012
Not in Labor Force Not in Labor Force Not in Labor Force

State Number Percent Number Percent Number Percent
1 344 11 301 10 802 27
2 2,792 11 2,969 13 4,792 20
3 10,327 16 10,326 17 13,884 25
4 8,034 21 13,196 33 15,153 40
5 5,838 18 4,394 14 8,908 29
6 14,039 31 14,089 32 16,284 37
7 4,632 15 5,262 19 7,731 27
8 7,385 18 7,274 18 9,563 26
9 5,110 17 3,916 16 5,455 22

10 3,108 14 2,898 15 4,028 21

The Elements of Data Quality

As just illustrated, critical and ongoimgviewof dataprovides insights intprogam
performance and data qualifgeviewing data should be an integral panprigrammonitoring
assessment afata qualityand can provide important clues about wialy need improvement
and where performanceliglow itsmaximum level. Oncepotential problemare identified, the
next step is to find the source of the proldemnd correct itDoing so requires an understanding
of the data collection pcess in your state or program and the varpmists where errors can
occur.

In several previous NRS guides, we have presented different modetieasdbout
improving data qualityWWe can synthesize these various approaches in the following data quality
equation

Data Quality = Procedures + Data System + Motivation

To have goodjuality, states and program must follow a standardfgatocedures aroud
each data eleent that meets NRS requiremeras ensures minimal erroA good data system
supports quality data by minimizing error and easing data collection through techrgiobya
systemfacilitateseasy data entry and provides information that supports data use and effective
programs.
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Procedures and data systems alone are not eno@gisurequality dataData collection is,
after all, a behavioral activity. Teachers, gnaim staff and stulents mut provide the basic
informationthat makes up datand they all must be motivated to provide the informatsiaff
responsible for data collection mug&now and followproceduresgnter dataperform eror
checks and reviewdatad all activities that may ridoe inherentlymotivating orinteresting.
Building and maintaining motivation in collecting and reviewing @alsocritical parts of the
data qualityequatio® andprobably the most @fienging The rest of this chaptediscusses the
first two elements of data quality, procedures and data sysaehsve devote the next chapter
to motivation and dateollectionbehavior.

Defining Data Quality

AQualityo i s ,andinselerabNRS guideancdhworgshdps hae
discussed its many meanindg$e simplest approach is to define quality dataata that
accurately reflecivhatthey ara@ntended to represenn statisticalterminology quality data
havereliability and validity.

Reliability of data refers to theonsistency of measureméntvhether different people
collect data the same way at different timasother words, a reliable measure produces the
same score no matter who collects it or when it is collettaal.reliability is the result of bad
datacollection procedures or a poor data collection instruniied&ta collection procedures are
not clearly definear are not followedor if staffarenot trained in procedures, poor reliability is
the resultSimilarly, if the instrument used to colledte datasuch as a form or tess flawed,
different people may complete it in different ways, again producing unreliable data.

Attendance data can have low reliability, for example, if one teacher records attendance
when class starts and another recdrds the end of clas®Vith assessments, low reliability
occurs when test administrators do not follow standardized instructions for administering the
test.If one group of students gets standardized instructions and time to complete the test and
other stidents get different instructions and administration times, the resulting test scores will
reflect errorbecause oow reliability.

Validity of data refers to whether the data measure what they purport to médsuneore
valid the data, the more it agpimates theoncept underlying what is being measuieat
example, a score on a reading comprehension test has high validity if it provides an accurate
indication of a studentds true comprehension
astudent 6s class timel.if attendance I S measur e

Producing reliable and valid data boils down to havued)-planned data collection
procedureseffective staff training on these procedyr@sd sound data collection forntests
and system#o recorddata.Producing quality data is difficyland requires an ongoing and
continuous effort and investmeitthis effort is essentiato program qualityhowever, since data
are meaningless and unusable unless they are valid and reliable.

Data Collection Flow and Procedures

An organized and efficient flow process creates the environment in which staff work and is
critical to collection of quality datdbata move from the students, through teachers and support
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staff, to clerical staff, into the program database, and up to the state and federaAlévelgih

the specifics vary depending on the characteristics of the state or program, the NRS data flow
framework describes the basic procesBesibit 21 11 presentshe framework, adapted from the
NRS Implementation Guidelinghe exhibit illustratesiow information about students moves

nt o

t he

progr amos

Exhibit 211 NRS Data Floramework
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information: intake, enrollment, and folleup (@fter exi). As part of the intake process, staff
collect demographics and descriptive information about students, orient sthhé¢mtstidents

set personal goagland conduct pretests and other assessments to place students appropriately.
During enrollment, staff recorcbntact hours and assess students further. After enrollment, the
NRS follow-up measures are collected from studewtrdng to cohort requirements, either by
survey or data matching

Many different program staff membérseachers, intake workers, and assessmendstaff
may collect data from studentss i n g
same staff or othestaff may collect the follovup measures if students are surveyed, or these
data may come from other databases through data matching. Data entry staff key data into the
progr amo s ,comaucterros checkinguma return reports with missing or ememus data

to the data collectors for correction. The local program data ultimately end up in the state
database, where state staff conduct additional reviews and error checkimgquire correction
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from the local program, when necessary. Federalfstdffer check state NRS reports and
instruct states to correct errors that are uncovered.

Because many people touch the data in different &vagkking to students, completing
forms, entering data into the computeihere are many opportunities for error elpotential for
mistakes leads us to the second characteristic of a good data collection process: It must be
iterative and have many checkpoints and feedback loops to correct errors and provide missing
information. For error checking to be effective, certaff members must have the
responsibility and authority to review and correct the data regularly. In addition, several different
levels of staff should review the détalerical and data entry staff, teachers, program directors,
and state and federahfit This iteration and review by staff, both internal and external to the
process, produce quality data.

Data Systems: Design for Data Quality

Effective error checking also requires frequent and timely data entry and error chanking
the abilityof local staff to access the data directly. Without frequent data entry or the ability to
produce error reports of the data, your program will be unaware of errors until it is too late to
correct themThe state NRS data system plays a critical role in daghtg Not only does a
goodsystem provide an effective tidor storing and reporting data but it can automate error
checkin@ indeed it can prevent many errors from ever entering the data.

Dataentry errors have the potentialdocur as information isntered intdhedata system.
Simple slips of a finger, time pressurasd user fatigueanaccumulate into substantial amounts
of data that are incorrettwith potentally significant implicationslmagine, for example, the
following data qualitykilling scenario. A program staff person enters attendance data for a
student shortly after intake but makes a typographical error, incorrectly crediting a student with
2,000 contact hours rather than the 20 actually complétsdnple error like thiscompoundd
bya few |ike it, might substantially skew repo
reporting based on inaccurate attendance entries might suggest that students are requiring many
more hours of instruction than the norm to advamdech can dect programming and funding
decisions

Error Checks

Regardless of who enters data, there exists the potfmtigpos, omissionsand other
issuesA quality data system can minimize and help detect such error thbouigm dataerror
checks By programming in specific rules, the system can reject obviously erroneous entries,
warn the system user, or even make necessary corrections. The comprehensiveness and accuracy
of data entry checkaffect the extent to which bad data enter the sysiféma.following are a few
data checks a data system might implement

Intake

T Missing data. Data items, such as student adaté of birth andethnicity, must be
entered into a data system to generate NRS tdbéga.systems should check for missing
entriesand erroneous dates
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1 Studentage Since students must be at least 16 yehegyeto enroll in an adult
education program, systems should require
entered.

T Pretest requirement. To ensurghatstudents arpretested, systems shouiequire
placement in an educational functioning leigfFL) based on testing before being
permitiedentry into the system

1 Duplicate student. Systems should not allow entry of duplicate intake informatioma for
currently registeredtudent.

T Minimum/ maximum contact hours. Studentécontact hours cannot exceed the number
of instructional hours availabl&ystems should not allofer this number to be exceeded
or allowentry of negative contact hours.

Assessment

1 Dates Data systems should check thiRS tesiscores are not entered for students with
too few contact hours.

1 Testscores Scores entered should fall within a valid range for assessment

T Placement and advancement in EFLsStudent placement into an E&hd
advancement to higher levels should be automatically designatethe basis oéntered
test score Only approved state tests should be allowed.

With an eye toward maximizing data quality and a little creativity, you should be able to
identify other data checkbat make sense in your stapecifically, consider state and NRS
policies and operating constrainike available contact houendstudent demographicand
how they may affect the kinds of information maintained in the data syRigflect on pastiata
quality or reporting issues to help inform your effort to develop a list of new Afses.look at
system outputdike the NRS tablesand imagine the kinds of bad data you might possibly see.
For exampleas described earlier in this chapiers rardy possible tesee 100% response rates
on student followup surveysyet they sometimes appear in reports submitted to OCTAE.

Other Data Quality Checks: Alerts and Reports

In addition to data entry checks, systems can support efforts to maintaquébitya by
offering alerts, or status reports, that inform program staff of anomalies and missinthdata.
level of checking can also help to uncover operational/case managemerd issabbng the
data system tbothensure data quality and improve eféncy.The following list includes some
checks that may be useful both to support progearal operations and data quality.

1 Timely reports listing the number of students having enough contact hours to be
posttested helps promote compliance with stadwlfor posttesting studentsalso helps
ersurethat timely and accurate posttest data are entered.

T A report of studentshaving few recent contact hours can help instructors or other
program staff plan student folleup to promote regular attendan&ech a reporalso
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provides a reminder to apparently lattendance programs to keep attendance records
up to datepromoting better timeliness and accuracy of data.

1 Reporting ondentifying student cohorts fdollow-up measuresan help programs
manage labr-intensivesurveyefforts and promote entry of data for analysis and reporting.

1 Reports on changes in enroliment over time can help pregraderstand potential shifts
in student needs for adult education and uncover potential missing data issues.

1 Changs in attendance/contact hocasidentify participation isues or potential missing data.

Automatically generated reports, including NRS tables, are a great benefit that statewide data
systems provideOf course, it is important tensurethat they are fmgrammed with accuracy in
mind. Developing NRS tables and other reports requires a deep knowledge of adult education
reporting policies, attention to detail, significant testagd lots of patienc&ommunicating
requirements to developers (or vendors) forrdportsandersuringthatthese requirementare
programmedatorrecty is vital. For example, NRS tables must take into account the challenge of
rolling up data from programs across the statirdening how to address the records of
students enrolled in multiple progranasidaddressing the tRBour rule and other complexities.
A comprehensive testing plan will help guigigality assuranceA) efforts.

Exhibit 212.Error Checks for NRS Tables

Table 18 Participants, by Entering EFL, Ethnicity, and Gender

Students should be counted only once, and reported either as a member of one of the listed ethnic
groups or as two or more races.

The sum of all columns in the report (sum of male and female students of all ethnicities) should equal the
sum of all the rows (sum of students across all EFLS).

Table 26 Participants, by Age, Ethnicity, and Gender
Students should be grouped according to their age on program entry.

Students should be counted only once and reported either as a member of one of the listed ethnic groups
or as two or more races.

The sum of all columns in the report (sum of male and female students of all ethnicities) should equal the
sum of all the rows (sum of students across all age categories).

The total number of students reported in the bottom row of column P should match the total number of
students reported in Table 1.

Table 36 Participants, by Program Type and Age
Students should be grouped according to their age on program entry.

Students should be counted only once and reported either as a member of one of the listed ethnic groups
or as two or more races.

The sum of all columns in the report (sum of male and female students of all ethnicities) should equal the
sum of all the rows (sum of students across all age categories).

The total number of students reported in the bottom row of column G should match the total number of
students reported in Table 1.

Table 40 Educational Gains and Attendance, by EFL

Table 4Bd Educational Gains and Attendance, by EFL for Pre-Posttested Students
Table 4Co Educational Gains and Attendance, by EFL for Distance Learning Students

The total number of students reported in Table 4 should match the total number of students reported in
Table 1. Table 4B and 4C are subsets of Table 4 and thus should contain smaller numbers. Exceptions to
this rule would be programs in which all students were posttested (i.e. Table 4B = Table 4) and programs
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that only have distance education students (i.e. Table 4C = Table 4).

The total in Column D (humber completed level) in Table 4B must equal the total in Column D in Table 4
for all educational functioning levels except ASE High. Some states may report completion data
differently for ASE High..

Table 56 Core Follow-Up Outcome Achievement

Table 5A8 Core Follow-Up Outcome Achievement for Distance Learning Students

Number of participants responding to a survey or available for data matching (column D) should very
rarely equal the number of participants in the cohort (Column B).

Response rate or percentage available for match (Column E) should very rarely equal 100%.

Number of participants achieving outcome (Column G) should not usually equal 100%.
Table 5A (students in distance education) is a subset of Table 5 and thus should contain smaller
numbers.

Table 68 Participant Status and Program Enrollment
Include only students who have received at least 12 hours of instruction as of the report date.

Total number of employed students, plus the number unemployed, plus the number not in the labor force,
should equal total number of students reported in Table 1.

The sum of all students reported under fAHighest
total number of students reported in Table 1.
Table 7i & Personnel, by Job Status \

The sum of all teachers reported under ATeacher s
the sum of part-time and ful-t i me t eachers reported on tohe row |

Table 108 Outcomes for Adults in Correctional Education Programs \

Number of participants in the cohort (Column B)
be equal to or |l ess than the sum of students rej
Facilityd and filn Community Correctional Progr art

Number of participants responding to a survey or available for data matching (column D) should very
rarely equal the number of participants in the cohort (Column B).

Response rate or percentage available for match (Column E) should very rarely equal 100%.
Number of participants achieving outcome (Column G) should very rarely equal 100%.

Regular and timely review of NRS reporting tables also will identify data efroriselp
state and program staff validate the accuracy of their NRS t&xe#it 2-12 presents critida
error checks for NRS table®CTAE is implementing error checks into its wedised reporting
system fothe NRS tablesAppendix 1 presents these error checks, which states should also
build into their state data systems MRS reporting.

Data Quality = Through Ease of Use

At first glance, it may seem thaaseof-use issues for a data system would relate more to
user satisfaction or perhaps efficiency than to data qublityerthelessase of uses a major
factor.Confusirg or disorganized entry screens lead to confusion, guegsipgrimentation on
the part of users to get data in the right place, and user fatlgéréendly systems slow you
down and may promote erroneous entries or make it difficult to complete evae diaa entry
tasks.
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By contrast, a weltlesigned system offers a clear path to accomplish eachTteskest
systemsare intuitiveandhide complex details of managing and checking,deltde helping you
get the job done easilyhe clarity, efficiencyand simplicity of a weldesignedeasyto-use
system can help even novice users find their Wathe process, more data are entered with
fewer errorsData system usability is indeed a factor in promoting data quality.

Preventing Data Problems

A well-designed data system can prevent errors from entering your data and is one of your
primary tools for ensuring data qualityowever, Exhibit 211, illustrating data flowreveals
many possible sources of errdhe data system, no matter how well desigeadnot ly itself
ensure data quality. As our data quality equation states, procedures and staff motivation also play
critical roles.Strategies for prevention and early detection of data problems must also be a part
of aneffort to ensure data qualituch efforts include regular review of data, good data
collection procedures, trainingnd ongoing monitoring.

Critical Review of Data

As this chapter has illustrated, a regular, critical review of data is essential for ensuring data
guality. Regularlyreviewing data for errors helps you identify issues as they arise and allows the
opportunity to address them while they are still managesditeer than discovering problems
further down the lineéwhile reviewing data should be a regular part of the daltaction and
analysis process, there are times when staff should pay special attention to data and conduct a
more detailed review

T When here is a change in policy or procedures
T When rew staff begin working
T  When anew data system is implemented

A new pdicy or procedural change is likely to also mean changes in data collection and dat
entry. There are likely to be newefinitions of what to allect, which studergto collectthe daa
from, andperhaps when and how to collect the da@tee PY 2012 change NRS policy on the
use of cohorts for the followp measures is a perfect exampi¢he need to review data at this
time, as wehavejust illustrated. We reviewed Tadd5 and6, for exampleand found several
possible sources @frors and clues for tiere o look for problems.

New staffmembersare unfamiliar with procedures and require trainmthe purpose of
collecting and reporting accurate ddtaaddition, wken staff turnover occurthe responsibility
of data input can transfer to from one person to another withoutiesgarction or direction.
Disjointed procedures from this typejob transfer, with differinginderstanding afiata
definitions or collectionleads to inaccurate data.

Similarly, a newdata system will almost certainly cause some disruption, at least for a short
time. Often therearea new look to the data system interface, new functionality, new data
categories and often new data entry procedures, which may cause errors as stadf ejunsw
systemNew data systems also may require additional modifications to accommodate changes to
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data collection policies and reporting, as uggisexperience with thenChanges in staff,
procedures, policies, and initiatives have one thing mmord the possibility of

miscommunication or misinterpretation. Being aware of changes in these areas is another way to
be alerted to data quality problems

Tips for Data Review

A single-pointin-time snapshot of data can identify simple errbtd to truly understand
data, you must examinieerd datad data fom muliple yeard to assess data quality all the
examples in this chapter, vil@avecompared data over multiple years to identify errors and
possible data quality problen&.end data allow you to eechanges, which theycannot be
explained, measomething may be wrong.eRiewtrenddata forthesepatterns that can indicate
errors:

1 Extreme outlier8 values that are too high or too low companeth previous years

1 Inconsistent valués data valusor clearly dated timelependent events that are out of
sequencée.g,, a posttest data before a pretest date; attendance record before class starts)

1 Unusually consistent valu@data or values that you would expect to be fairly random
such as birthdatabkat instead are similar tmearother €.g9.,Feb. 1, Mar. 1, Apr. 1)

T Missingdatdcel | s that are completely blank vers
indicate either a truly negative response or missing data
These indicatorgive goodreason te@xanine datdurtherfor accurate angalidity.

Data Collection Procedures and Training

The data collection process showrkixhibit 2i 11 captures the essential elements of good
procedureshat must be embodied within a local program to ensure qualityTdasanodel data
collection processuggestshe followingcharacteristics that are central to the success of a good
data collectiorprocess
Clear description and understanding of staff roles and responsibilities for data collection
Clear definitions estdished for each measure
Standard forms in use by programs for collecting data, tied to the program database
Ongoing trainingn data collection
Clear and timely data entry procedures

Timely or direct access to information from the database

=A =/ =4 =4 =4 A -

Regular reviewof data by staff

The data collectioprocess requires many people to work together as a team. Each point of
the process represents a staff person who has a definite role in data collection. Each person must
know his or her job and do it rigreind must receive ongoing trainingthis role and data
collection procedures. Ideally, each staff member will also accept responsibility, as a member of
the team, for fulfilling his or her role. The team makes the process work, which includes
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collectingand recording accurate and timely information, submitting the information to the next
staff person in the process, and reviewing and correcting information that is missing or
erroneous.

The involvement of many people also requires standardization oftaefs forms, and
coding categories that are tied to the database, so that all involved uniformly understand the
meaning of what is collected and follow the same procediinesuse of multiple stafhembers
also clearly indicates the need for ongoingnirag and professional developmeit.discussions
with state directors of adult education about data quality probtemg dentified the following
saurcesof errors among their local programs:

1 Lack ofunderstanding of the cohort dations for followup measures
1 Failureto follow assessment proceduyespecially posttesting and retesting
T Failure to follow data entry requirementstoenter data in a timely manner

Each of these problems paitid the need for ongoing training.

Effectivetraining estaltishescommon understanding of the data collection needs, and
provides a means for knowledge transfer and capacity buildiognaintain consistency in the
data collection practicesraining should occur for staff at both the state and local |ewvels
should include information on NRS policy and data collection procedures, in addition to training
in state and local requirements and procedures. It is important that local and program staff
understand why certain data need to be collected and how oftetinGeebogical connection to
the purpose of the task beyond their view will help motivate those working with the data at the
local and program levels take responsibility for the data they collect and enter into the system.

To assist states in providingguwing training on NRS issues, we have developeNRS
Online Data Quality ToolkitThis resource includes all training and materials developed through
the NRS support project related to data collection and data qWsktyurther describe the
toolkit in Chapter 5.

Data Monitoring

OCTAE periodically monitors states to verify compliance with federal requirements and to
promote improvement efforts. Likewise, states monitor their local programs for the same reasons
and to ensurthatprograms are followingtate requirementd/onitoringefforts also provide an
opportunity forstatedoand assess t he | oc aOnsiterevdegs alowshé dat a
state toconduct a data audit by comparing data in the data system with written student records,
asseswents and attendance data to assbss accuracyThe state can also assestad
procedures and use of data througlrviews and observations staff and students

While useful for gathering and verifying local program information, onsite revieavs ar
intensive, timeconsuming eventand because dimited resources, do né#nd tooccur often.
For example, federal monitoring reviews are often only once every severalR@atss reason
many states now implemeiesk monitoringwhichprovides anore costeffective opportunity
for the state to regulrreviewlocal program datdJsing data reports, @eskmonitoring too)
and other documents submitted through the si@itesystem at variousegularintervals during
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the yeay date staff can reew data and materials and have regular communications with local
programs to provide technical assistance, as ne&as#t. monitoring is a monitoring process

that works best when used in conjunction with
assistane system for program improvement. Because this method uses quantitative data, states

can see trends develop and can also compare program data with other progralssoaedall

state dataTheNRS Guide to Desk Monitorir{gvailableathttp://www.nrsweb.orgrovides a

methodology and monitoring tool that includes a process for identifying relevant measures

related to local data collection, trainjrapd data use for desk monitoring.

To assistn local data monitoring efforts, the NRS team developed_theal Data Quality
ChecklistModeled after the state checklist, the local versiafudes four sections related to
data collection procedures and professional development activities. Within eacheneare
three levels of quality, acceptable, superamd exemplary, defined by the type of practices
followed within the progranBy periodically requiring local staff toompete angdubmit the
checklist, the state c amacticesand gaocedpresa glentifyns 6 da't
both good practices and areas where additional improvement and technical assistance are needed.
Chapters provides further explanatipand a copy of the checklist in the appendix

Dedi cated Data AGuruo

Another appoach toward ongoing monitoring of data and local program activities is through
the use of designatedata expedt a i d a t @evegalstateandlocal programbkavea staff
membeiin this role who reviews data aral/erses all activities related toata collection and
reporting Having a dedicated persamthis role makes improving and maintaining data quality a
priority by keeping it a regular part of daily business without having to split responsibilities
among other priorities. The data guru idgalas experience and understanding of how a local
program functions, how local programs view datradhowthe data management syste/mrks

The data guru does more than review data and monitor local prodramsshes alsoa
resource fotechnicalassistance and trainingupportingocal programs by helping them
building their capacity for data use and future problem solMihgough regular interactiowith
local program staff, reaching out to provide useful, fgpeviding training workshopand
materials and making time available when local program staff need more direct assittence
data expert suppatocal efforts and helps ensure data qualityaddition the dataguru
maintains contact with data system developers to discuss issuesnaedns based on local
program experiences, suggesting I mprovements
accurate data.

Suchinteractions with local program staff reinforce the idea of@ldtaing a statewide
responsibility with each elemeireliant on othes for accuracy and qualityhe data guru can
alsostress he I mportance of the | ocal programbs par
implications positiveandnegative, of data qualitpverall, the datgurufocuses on the ¢ne
process affectingata quality from toglown and bottonup in the statgo ensurghatthe
connections are made and players are engage#ling togethetowarda common goal.
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Summary

This chapter has identified ways to understand NRS data andvienpieal data quality. We
havepresented a data quality equation that defines the components of data quality to include
procedures, data systerasd motivationand emphasized thdata qualityin the state system is
not the responsibility of one personachievable through a otiene processData quality is the
result ofan ongoing, iterative process that is the responsibility of everyone from the students and
teachers to the local programttee state to engage in activeMle suggestedhe following
procedureso helpfind and preventlata quality issues.

1 Review data An essential congnent of ensuring data qualitya critical and regular
review of data, which not onlgrovides information abouydrogram perfanance but can
provide invaluableltesaboutwhere there are problems and err@ata review should
include an analysis of trendssing longitudinal data for unusual changgamissing
datg andof inconsistencies within the data. Critical times to review data include when
there is a change policy or procedures, when there is staff turnpgadwhen a new
datasystemis introduced.

1 Use a good data systenA strong data system is your best ally to help prevent bad data.
It prevents wrong information from entering the system through-ioudtror checks,
provides timely reports to facilitate data revieasdprovidesdesk monitoring.

1 Understand data flow and procedures.The process afollectinginformationfrom
stucents teachersand staffand converting it to datés complex and requires several
different staffmenbers to coordinate their eff@tStandardized defitions, formsand
procedures fadtiate the process amdinimize the possibilityor errors.Regular and
ongoing training ensures that staff krow and understangrocedurestheir roles, and
their importanceof the process.

T Monitor and provide local staff support. Onsite and desk monitoring, including data
audits ensure dataalidity and that programs are following required maees.Having
a dedicate data staff partori deegtu r u 0 s uQing rmanitoring angprgvidesa
techntal assistane resouce to lo@l programs thgbromotes the concept theadtd
collection is a shared responsibility wghared gals and rewards.

One elerent of the data quality equatidhat we did not discuss ithis chapters the citical
role of motivation in data collectioifhe next chpter addresses this topalong withwaysto
resolvedataprobdems thatdata eview andmoritoring may reveal.
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Chapter Zoresend a model of data collection as an ongoing, collaborative activity,
performed by a team at the local program leRebducing quality data requires standzed
procedures, training, and a good data systemd also depends on the motivatainndividual
staff members to care about data and dw jbbs well. Whereaghe previous chaptetresse
the importance of the procedural and technical issues affedtditain this chapter we take a
look at the human variables thratyaffect your data quality and some ways to address them.

Although staff understand that having good data is better than having bad data, they may not
always have the knowledge or motiea they need to complete the important tasks of
collecting, analyzing, and usirggh-quality data. There are several potential barriers that can
stand in the wayStaff may face structural barriersuch as a lack of support from other staff
within theprogram, a lack of resources that would support them in using data|aokdof
access to the datataff may also face personal barridilee a fear of data, a belief that data do
not offer valuable information, experiences in which data were useddgadive way toward
them or their schools for political reaspnsa lack of understanding of data and how to use it.
Ways for promoting the behavioral changes needed to overcome these barriers is the focus of
this chapter.

We first look at how to enhaaanotivation so that staff want to improve the quality of their
data and then consider strategies for encouraging datspesafically, we lookat the potential
benefits of data learning communities. We then provide some examples of how states have
over@mme challenges with data use and conclude by exploring the SCAMPER method as a way
of doing creative problem solving at the local level.

Enhancing Motivation

Program stafhave limited resources and often play multiple rakeacher, counselor, intake
workerd and data collectoO©ften staff give data collection a low priority because they do not
see why they should dedicate their time and effort to improving data quality. One of the first
guestions that you might get from staff when you ask them to chiaeigdéhavior around data
coll ection and us e Ilisseasy farWealstafétd forget thie bigger pictareg e ? 0
and they may fail see how what happens in their classroom relates to what is going on in the
program, stateor across the countrTeachers, for example, are focused on their individual
students; a program direct or 0 sthattheremrea oncer n i
sufficient number of classes, studeiatisd teachersand that the program meets its grant
requirements.

This environment often results in data being unseen and negleltkithg staff aware othe
factthat their work translates into data and the attertb@nd uses of these data is a key to
unlocking staff motivation to increase focus on d&taff mustrealize that data are the public
face of the program.
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Data: A State and Programb6bs Public Face

The general public knows very little about adult educateept for students and staff,
most people do not understand what adult education students or prograyiet this type of
knowledge is needed to obtain support and recognition, incréasmgprtant inthese timesf
budget reductions and funding cugithout direct contact with programs, data become the face
of the program that the public seésprogg amés basi c statistics, the
served, and its outcome data are how students, lawmékedsys and the general public
evaluate the prograrkror example, data take on added importance if staff know that OCTAE
submitsits Report © Congress on the adult education program each year, and the data in the
report are the only information most members of Congress have about the program.

While local data contribute to a national picture of adult education, data can have an even
greater dect on local staff at the state and local lefelt example, local staff are often unaware
of their pr ogr amthefacthat pedformagce dataare aneost alaaysda factor
in funding.Many states rely on performanbased funding, tyinggyment directly to outcomes.
Some statés and OCTAE have incentive awards basedroretingperformance targetsor
example, the Workforce Investment Act (W]Ahder which adult education is funded, allcags
much as$3 million in incentive awards for sta$ that meet their WIA targetStrong
performance, as measured by data, means greater resources for instruceEmirgstudents,

a fact that can surely motive staff.

A programbébs data face can not only help fund
agenciesBy makingpublicits data on successesprogram can show potential students that
can help them achieve their education and employment goals. Students can be motivated to
attend andghowpersistence if they knowon the basis ahe data, tht they will succeedlhe
program can also demonstrate its effectiveness and be more attractive to partner agencies,
making other agencies more likely to work with them to share clients and resources.

Psychological Motivators

Making data meaningful and emphasizthgir function as the public face of the program
will surely enhance motivation and interest of most shidhetheless, data collection is diffiqult
and keeping staff engaged is a significant and ongoing challedd#ional motivation is often
neededIf we consider data collection activitiassimilar to other behavior, we can turn to
psychology for ideas on how to motivate it. Motivating behavior toward data collection is really
no differentfrom motivating othe types of activities.

Psychology suggests three different theories, each with two different ways, to motivate
behavior

1 Behaviorists believe in using rewards and punishments to induce behavior. People will do
things that reward them and avoid doing tisitigat result in punishment.

1 Cognitive psychologists claim that we are motivated by our need to learn about and gain
control over our environment.

1 A third view, inspired by Freudian theory, is that we are motivated by our need for
belonging to a group armbmpeting with others.
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Exhibit 3/ 1 presents these six psychological motivators. We can use each of these motivators
to build interest in data collection, thereby improving data quality.

Exhibit 31. Six Motivators for Engaging Staff With Data

A

Compete

Belong

Rewards andpunishments.Implementing a system of rewards and punishments based on
performance is perhaps the easiest and most common method of enhancing staff motivation to
focus on data. A widespread example of this approach is the setting of performance standards
that are tied to increased funding for success and/or reduced funding for shortcomings or failure,
the strategy used by WIA incentive awards, noted above. Some states set standards for measures,
such as the percentage of studenttegtedand posttestedna survey response rates, in addition
to performance on NRS measures. Other methods of rewards include public recognition of the
program as fAhigh performingd and specific rew
approach, local staff becomes mote@to pay attention to program data reports that compare
performance to targets.

Learning and control. A powerful motivator for using data for many teachers and other
program staff is the opportunity to learn more about their students and what happens. to
However, this does not happen naturally because most people have little or no training in using
or understanding data. In addition, many educators may misunderstand or mistragtidata.
perception often changes after staff receive training abdat data use, and basic statistarsd
have the opportunity to review and reflect on data to see how it can help them.

Motivation to learn and know about students and the program is further enhanced when it is
tied to program improvement efforts. This eggch can empower staff to take more control over
program activities that affect outcomes and processes, which will enhance their interest in data.
For example, if review of data reveals that recruitment and contact hours are below expected
levels in someites, then staff may be motivated to change retention and recruitment polices and
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will want to see the data again, after they have implemented the changes. Data reports that show
trends over time will interest and motivate staff well.

Belongng and competing. The desire to be part of a group that does good thilagsl be
the best at theénis a strong motivation for many people. Harnessing this motivation toward
data can also help to improve data use and data quality. Teachers and other staff areiinvolved
adult education because they want to help students. A program that has a vision and strong
leadership toward excellence in instruction and outcomes will succeed in motivating staff and
will enhance the need for the program to demonstrate throughhdaitidoes excel.

Along with the desire to belong to an organization that does well often comes the desire to be
thebest and promoting competition is also part of this motivational strategy. Rnguvithta to
compare performanamong programs will g&r programs an indication of where they stand on
measures and may help staff tap into the desire to do better. For example, your state could
publish performance rankings about programs a
reports that compareo ur pr o g r a mwith thay afathere cammratemest and motivate
staff, particularly those with a competitive streak.

Data Use as Motivator

Building on the motivators of learning and control, focusing staff on using data can be a
powerful way toboth improve data quality and program serviéahult education teachers and
staff usually want to learn new ways to help students and improve the effectiveness of their
program as a whol&/hen program staff see what data can do to help them meet tlésetlye
datathemselvesvill become valued, even among those who initially are resistant to collecting
and reporting data.he challenge in taking advantage of this interest is to provide activities and
situations in which using data becomes meaningfiierQtraining in understanding and using
data is first necessary, followed by an activity in which staff examine and discuss data.

Quite naturally, @éachers focuprimarily on what they do and see in the classréaime
everyday teaching and interactinghvstudentd rather than the bigger picture. They might
forget thebroadimplications of the work they dd-or examplethose 30 minutes that theper
after class with a small group of studemtsrking a little more on fractionsnight help the
studentdeel thatsomeoneares, whichmakes them want to come back to class the next day
This extra attentiommight have the effect aficreasing the number of attendance hours for the
programand improving education gaileading to improved program performanead perhaps
ensuring continuetlinding for the program.

Showing teachers the i mpact on the programos
motivate them to work harder to increase the humenrsexamplesupposéhat you share with
teachers the ahdance hours for their classroom over the program year so far, as seen in
Exhibit 3-2. How do you think your teachers wouldactto this data?
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Exhibit3-2. TotalAttendance Hoursif Intermediate Low ABE Classes

_ September November December NELETRY \
350 352 408 406 410 412

Teacher A
Teacher B 386 380 382 384 384 388
Teacher C 372 376 374 376 370 372

Teacher A will ask herself what had happened between September and October that led to a
huge increase in attendance hours, especially compétfethose olsome of the other teachers.
Shemayremember that she participated in a workshop that emphakiz&udportance of
engaging with students outside the set hours of instruction, a practicessiece appliedo the
greatest extergossible with her students. Seeing the impactthimhas had on the attendance
hours will reinforce the beneficial ingttional strategy she already has in place and make her
more thoughtful and consistent in implementing it.

Teachers B and C will also be motivatedthgsedata to try to improve their own numbers
for instructional hours. Teacher B will see that he hadytieatest number of instructional hours
until Octoberwhen Teacher A took the lead. (Remember that competition is another strong
motivator')Hemaya s k hi msel f what changes he coudti ced i
have led to this huge increaste maygo talk to Teacher A to investigate and learn from her
about how he can improve his own data. Teachma@worry that she is being left behingince
she has the lowest number of attendance hours nomayadiso try to figure out how she can
improve her own numbers. Teacher AG6s instruction
all 3 classes, leading to a noticeable gain in attendance hours for the whole program at that
educational functioning levéEFL).

Seeing the impact of their work in @@area can also make teachers more curious about what
else they can affect and how they can increase that impact. Teachers A, B, and C have seen what
they can do to affect attendance hours; thaysoon start to wonder about their educational
gain data. Tiey will begin to look at it in a way that they never have before. Ratheséeamg
data as bunch of numbers that they are handed, these teachers can use their newfound interest
in data to explore questions likee following:

1 What about my instructiois resulting in these numbers?

v Did the instructional strategy that | implemented to increase my attendance hours also
increase the number of educational gains for my students?

T How can | change my instruction to help more of my students make educatims&l ga

1 What are other teachers in my program doing thady want to try out in my classroom?

In investigating the answers to these questions, your teathgiome up with more
guestions (and more data) that they want to explore individually or in grieopexample,

teachers can explore data in a group imadgssionalearningcommunity focused on data, as
discussed in the next section.
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An interest in how to improve themselves and their program will make théheataelves
enough to motivate a lot of your staff to explore what the numbers mean and how they can be
improved.For example, using data for program improvement has become a requirement in
WashingtorState(see box)However, that may natork for everyone. Somstaf still may not
understand the big picture of how the numbers in the datatrefted 5 happening in the
classroom. To help motivate those people using the data, you may need to go a step further than
simply sharing the numbeby presenting data in inmative or evaluative wasy

State Example: Using Data for Local Program Improvement in Washington

In 2006, Washington put into place a Data for Program Improvement (DPI) process in which all
programs are required to participate. It is one component of the assurances when programs apply for
funding. Through this 2-year process, programs receive training on how to use data and how to create
visuals from their data. The programs are then asked to use their data to identify a problem they have
and to develop a process to research the problem. The process must include identifying the data they
will use, regular check-ins with the state to look at their data, and a year-end report that describes their
process and action steps. Early on, programs looked at all their data to identify a problem, but now they
are asked to target data around a state initiative to make sure that they are improving their own data and
statewide data.

The state credits the DPI process as the single most important thing that has made programs look at
and think about their data. The state has observed a significant shift from programsénot being interested
in data to not being able to get enough data. The data have become their own motivator!

Report cards.Report cards can be a powerful and effective tool for program improvement.
Although the most common association with report cards is ti@ Kchool system, report cards
are now used in many different aredadsom community colleges to health care providter
subway systends to show how an entity is doing. This popularity stems from the attractiveness
of report cards as easy-use and understandable resources that provide an efficient way to
evaluate quality, identify levels of performance, and providermétion to help people make
informed choicesThe NRS traininddemonstrating Results: Developing State and Local Report
Cards for Adult Educationaf/ailableat http://wwwNRSWeb.or{ provides additional
information onhow to create and use report cards.

Infographics. Good infographics are compelling and attractive ways to tell a story. Although
they are typically used to promote or explain what is happening at a program to those outside of
the program, they can be etjyanformative and motivating for internal program staff.

Infographics have become incredibly popular because of the unique combination of data and
compelling, attractive visual displays. This unique combination may be just what you need to
motivate someeople to dig into the dataeeThe Power of Data Visualization:

Advanced Resentations of NRS Datavailableat http://wwwNRSWeb.org,

Reporting tools.You may also want to createportingtools that help make thaata more
accessible to staff. If it easy to access and manipulate the data, they may more interesting. Staff
might be less intimidated if dataesomething that they can use rather than something that they
are handed on a quarterly, monttdy even weekly basis. Tools can hstpff gain a sense of
ownership of the data, which can lead to more-ipuy its useFor examplelllinois has used a
data tool to increase motivation around data use in the(ses#linois box).
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State Example: Improving Posttesting in lllinois

lllinois noticed that students were separating before reaching the minimum number of hours to be
posttested, which was deflating their performance on educational gain. They wanted to help programs
investigate and improve their data. Looking across the state, state staff observed that students fell into
one of four groups:

1. Students that are posttested and make a level gain

2. Students that are posttested but dondt make
3. Students with enough attendance hours but no posttest

4. Students without enough attendance hours for a posttest

lllinois wanted to make it very easy for programs to see the possible cause of lowered performance and
created a tool that showed each program the number of students in each of these groups at each
educational functioning level. It is possible to then drill down to see who the students are in each group,
making it easier for program staff to follow up with the individuals. This allows programs to see where
exactly the issue is for them and to develop specific strategies around these issues, which will in turn
help them to identify the impact of their work.
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There have already been great strides made in terms of program improvement in using this data tool.
The state has already begun to see a decrease in the number of students not posttested. Programs are
aware that the state is revisiting its funding model, so they seem motivated to improve their outcomes. It
is expected that, now that programs are able to identify the students not being retained, they can work
on how get those students to stay longer. The state also expects that programs will begin to look closely
at the College and Career Readiness Standards in conjunction with this tool, to help figure out how to
beef up their curriculum to get level gains.
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Data Use Learning Communities

One way to encourage teachers and local staff to use data is by helping to create professional
learning communities within progranf3opular as a means of professional development, a
l earning community is AA purposeful gat hering
goals for learning, improvement, or professional development. Individuals within the learning
community arecommtite d t o supporting one anotherds and
Staff Development Council, 2001, p. 25).

These purposeful gatherings can take many different forms. Powerful Learning Practice
(2013) identified three different connected learningnowinities:

1 Professional Learning Communities (PLG). Members of PLCs tend to be part of the
sameocal communityandparticipate in purposeful, fage-face interactions.

1 Personal Learning Networks (PLNs). Members of PLNs are often partasfonline
global network that diverse individuals join from around the world

T Communities of Practice (CoR). Members of CoPs can be colocated or in diverse
locations, but they share a desire to have a deeper connection with others.

While there are many types of learnicgmmunities in which practitioners can be involved,
they all include the idea that a learning community is a group that meets on a regular basis to
learn andproblemsolve with a focus on continuous improveméiite characteristics have been
identified askey for a successful learning communitgmely:

1 Supportive and shared leadershipWhenadministrators willingly share decision
making with staff, staff feel a greater sense of ownership and responsibility (Prestine,
1993);

1 Collective creativity or reflective dialogue When members of the learning community
are asked to brainstorm apbblemsolve, they are more likely to create positive change
in their practice as they apply the new ideastaridel less constrained by what has
always been done.

1 Sharedvalues and vision Whenadministrators and staff work together to understand
the values they share and develop a vision bas#iesa they have a common goal that
guides their practice that is intrinsically, rather than extrinsically, imposed (Isaacson &
Bamburg, 1992).

1 Supportive conditions Whenstaff feel they are provided with the physical conditions
and appropriate human capacities they need to succeed, there is a greater chance that they
will succeed (Boyd, 1992; Louis & Kruse, 1995).

1 Sharedpersonal practice When teachers engage in peer observation and collaborative
problem solving, they have concrete, rather than abstract, opportunities to reflect and
improve on their practices (Louis & Kruse, 1995).

Each of these characteristics activateleast one of the motivators discussed earlier in this
chapterFor example, motivations to learn and belong to a group are met by participation in a
learning communityln addition, a learning community with shared values and vigiomhich
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data is sen as important by its members and there is a common objective of increasing the
frequency with which datareused to make instructional decisions, helps staff to have
meaningful interactions with the data and makes them more receptive to the rewards and
recognition you might offer for good data quality.

Building a Data Use Learning Community

Building a community of learners around data use requires dffdrit can be a powerful
motivator that enhances data use and qudldyhave the greatest succetbe process should be
led by the local staff, especially when it comes to making decisions regarding goals and
activities but supported by the state. The state role should remain a supportit@ iooecase
the motivation and buin among local staffExhibit 3-3 presents the four steps in building a
learning community around data use and the activities of state and local staff for each step.

Exhibit 33. Steps for Building a Community of Data Use Learners

Step #2 Step #3
e EL Begin Community |Determine Activities, SIS,
Review Data and g Assess and Share
Building Through Measures, and
Plan : Data on Progress
Data Drivers
Local 1 Review data 9 Involve other 1 Plan activities 1 Examine measures
role | Determine priority stakeholders  Determine | Survey participants
1 Make initial plans |1 Collect data (e.g., measures  Share successes
survey students, 1 Agree on drivers and improvements
teachers)
State 1 Convene locals 9 Provide resources |9 Provide technology |1 Convene locals
role  Provide tools, ' Provide tools, or other resources | provide tools,
samples, support, samples, support, |1 Provide tools, samples, support,
and accountability and accountability samples, and and accountability
accountability 1 Provide rewards

A prior NRS guide and training;he Local Connection: Building Data Use Learning
Community, (availablat http://wwwNRSWeb.orgdescribes in detail how to develop and
supportdata use learning communities

What 6 fNext ? Creative Problem Solving

In this guide, we have reviewedhys to identify and prevent data quality problewwe have
demonstrated that data quality issues often stem frogedural, technicabr behavioral issues.
Onceproblems are identified the solution probably resides in one of theseldosasver,
correding what is perceived as the problem may not always result in the desired oufbenee.
may be times wheproblems still persiseven though staff has stayed on top of their data,
procedural and technical issues have been addressed, and there issphexenbat supports
motivation.The root cause of these problems may be new, previouslytileyisr simply
unknown.Or theremay be nalearproblem but performance is not where you want it td-oe.
example, average educational gain may hoveydars at the same leyahdyou want to do
betterbut cannot identify the data quality issues
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A situation like this often calls for an innovative and creative solubiohidentifying a
solution requires a systematic approach to analyze what needsnchand what can be done
better.In this section, we will review a creatipeoblemsolving model called SCAMPERhis
problemsolving method can be used for a variety of situations and with a group or
independentlyAs you will learn through the SCAMPERethod, problem solving is about
shifting perspectiveso including multiple people in the process who shiz@esame
organizational values and vision can increase pooilemsolving options.

The SCAMPER Method

SCAMPERIs a mnemoniaising active verbs fagach letter sthatusers will associate
action with the problem at hand afwtus on solutions that will support the generation of ideas.
The action verbs for SCAMPER aBeibstitute, Combine, Adapt, Modify, Putdtheruses,
Eliminate and Reverse or RerangeThe SCAMPER Methodsesa combination of seven
guestioning techniques to transform an object, sereiggrocess into something new. The idea
behind SCAMPERSs thateverything that exists is a modification of something that already
exists, incluéhg products and process@&sy. using this technique, users are changetvith
inventing something new butith looking at what exists and figuring out a way to transform it
into something better, more useful, and more productitese techniques wereginally
presented by a master of creativity, Alex Osbwmo is credited with inventing brainstorming.
The techniques were later systematized by Bob Eberle into the current a¢Micjralko,

2006)

The SCAMPER Method is organizeda checklist of questions intended to spark creativity
and to trigger ideas to help solve a probl&GAMPER provides a structured path toward
creatively approaching and solving probleiiach letter of the acronym represents a different
lens through whiclho attack the problem by asking targeted questions to spark ideas for
solutions.The goal of the SCAMPER Method is to remove all constraints iprit@emsolving
process to allow for optimal resulfBhis tool has been used in educational settamgiusiness
and corporate environments as a tool to facilitate creative decision ma&ahers, program
administrators, data managers, and/or state staff can collaborate using this method for
approaching the variety of issues that arise in adult educationstudent persistence to
individual program performance to data reporting for the whole Sta&e is no limit to the
types of challenges SCAMPER can suppdhie descriptions below will help to deepen your
undestanding of the SCAMPERrocesgsee ale
http://www.mindtools.com/pages/article/newCT_02.Jitm

T Substitute: A team can substitute things, places, procedures, people, at€lasven
emotionsWhen tryi ng t oortanutdkedpintmind tleaf thisistadraid i mp
error process of replacing one thing with another until an optimal solution is achieved.
Think about replacing part of the problem with something &senember that this is a
creativeproblemsolving methodso try not to be restrained by previous negative
experiences.

1 Combine: A team can combine two or more pieces of the challenge or pro¥laen
doing so, a different process or product will resiéams should be encouraged to
combine even unlikely comiwations that may even seem unrela®tien they do this
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there are no possibilities left invisible and the results maguharisingly positiveThe
key is to push the team closer to a solution.

Adapt: Think about an existing idea and hdvean beapplied to solve the problem.
Remember, the solution already exists; ito
applying it to the current situatiolfi.a minor adjustment to a current process is made,

how will the current situation chang€hangesome part of your problem so that itk

where it did not before.

Modify: Think about ways to exaggerate pieces of your problem; are there pieces that

can be magnified to increase succels® is not to saymagnify theproblem;this is

suggesting thaby magnifying a piece of the current situation, the team may find

valuable insights about what is really import@dt.it may be the opposite, and a piece

will need to be reduced to achieve the desired outc@masider many of the attributes

ofthethiip youd6re working on and change t hem, a

Put to other uses Now the team should think about how the current problem or pieces of

the problem can be put to bettexe® what, if anythingcan be reused or used in another

way to solvetie problemModify the intention of the subjecthink about why it exists,

what i1t is used f oChalengéa these dssumpticnsigndsaggestd t o
new and unusual purposes.

Eliminate: Consider what would happen if you eliminated paftte problenor

solution.If you simplified orreduced some of the components, how would the challenge
changes the team shrinks ideas down, a consensus can be made about what is truly
critical for problem solvingArbitrarily remove any or all element§ your problem and

see what happens.

Reverse or Rearrangelif the team is examining a current process, what would that

process look like if it were worked in reverse or if the order were chaBgethanging

the order of steps in a process, the teaatiasved to see the process from another angle
andthiscan help stimulate ideas forchanBeo n 6t be afraid to sugge
seems crazy! Change the direction, make it go agdiaestayit was originally intended

or modify the order of operatis.

The SCAMPER Method: A Short Example

To illustrate how the SCAMPER Method works, we summarize one of many examples from
ThinkerToygMichalko, 2006), one about a paper clip manufacturer that wants to improve its
product.The process would begin Isyaring tolook for ideas by asking

=A =2 =2 =4 =4

What can beubstitutedn the clip?

What can kcombinethe clip with to make something else?
What can ladaptto the clip?

How can Imodifythe clip?

Whatother use€an | find for the clip?
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1 What can beliminatedfrom the clip?
T Whatrearrangemenbof the clip might be better?

The manufacturer substituted plastic for metal, added color, and produced plastic clips in
various colorsso that clipped papers could be catoded, thereby creating another use for
clips.

Thisvery brief example is relevant but appears to simplify the prokess in mind that
moving from the metal paper clip to the plastic color clip used for organizing papers was one that
took time, collaboration, determinaticemd imaginationNo solutionshould be excluded or
silenced on the bastd its seenng as though it would not worknstead suggestions can be
adapted, modifietbr rearrangedexhibit 3-4 provides a short scenario to illustrate fimgblem
solving method in an adult education c®fit

The SCAMPER Method and Local Adult Education Programs

Probl ems are often seen as Whlgitasttruemhataand s o me
problem is an unresolved issue that makes it difficult to accomplish a goal, problems are also
hidden opportunities to come up with a new spin on an old situades]y, a more effective
andresultdriven approachAs youcan seén the examplén Exhibit 34, if the statedecidego
offer an online data CoP, there is potential to cut budget costs for travel and materials from the
regular professional developmewwh i | e t hi s sol ution worked for
alsoa hidden opportunity to spend lefsudgetedunds.Adult education programs are often
populated with staff from a variety of backgrounds and perspecliiesdiversity provides a
ripe scenario for creativity and problem solvikging the SCAMPERMethod offers a
systematic and practical way of eliciting atypical thinking and potentially powerful results by
acknowledging and encouraging diverse perspectives and apprddasieally, SCAMPER is a
tool intended to facilitate creative decisimakingand problem solvingl'he questions used in
this method are intended to force problem solvers to think about their problems diffevehtly
the hope of discovering innovative solutions.

Local programs staff can use the SCAMPER Method when other morearomethods of
problem solving have been tried but have produced unsatisfactory results and/or undesired
outcomes, or when the problem has surfaced multiple times and a new approach is Fequired.
example perhaps program stdifve tried everythingo improve pre and posttest rates in their
classroombutthey are still below the target. The team couldising SCAMPERwhich will
requirethemt o be fl exi ble, comfortable with not ful
ideas, willing to collabora with all involved, and most important, willing to put every idea on
the tabldf they want to find an effective solution to this recurring challedgen
brainstorming, it is not acceptable to discredit or dismige n ed@avhenusing SCAMPER.
All ideas need to be thought through and explored before they can be dismissed.
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Exhibit3-4. Adult Educatio® CAMPERiIctionalScenario

You are the adult education state director. Your office employs a full-time data manager. The data
manager has just returned from a regional meeting and is frustrated because there is a clear lack of buy-
in from local programs when considering data quality and data collectiond so much so that local
programsd attendance has signifi cantHayfocubesomrdata s e (
This is not the first time the data manager has shared this information,and it 6s t i mpmblemo
solve. First, the team must decide who should be a part of the initial discussion. | t 6 s deci ded
director, state data manager, regional professional development leaders, 2 program administrators, and 2
local teachers will participate. While capturing the whole SCAMPER process is not possible, the following
possibilities represent a slice of the ideas put on the table by this team.

Substitute Q: Can I change my feelings or attitude toward it?

Idea: Most important, emotions needed to be substituted for this problem to be solved.
State: Substitute curiosity for frustration.

Local Programs: Substitute curiosity for lack of interest.

Combine Q: Can | combine different talents to improve it?
Idea: The state will combine technological capability and need to involve local programs
in quality data collection to create an online Community of Practice around data.

Adapt Q: What ideas outside my field can | incorporate?

Idea: Since not all local programs have staff that focus on data, regional areas will work
together to share expertise (i.e., Program 1 pays for 50% of the time of data staff, and
Program 2 pays the remaining 50%).

Modify Q: Can lincrease its frequency?

Idea: In addition to the change in emotions about data, the state is will also modify its
professional development delivery methods and offerings. Modifications will be
determined by surveying teachers and program administrators. Previously, a single
professional development session was the same for teachers and administrators, but
now smaller and role-focused sessions with increased frequency will take place (e.g., a
data learning community).

Put to other Q: Can it be used by people other than those it was originally intended for?
uses Idea: Instead of only using data for performance review, the state and local programs
will begin using data to highlight program, state, class, and teacher/student
achievements. This will happen through newsletters and community outreach.

Eliminate Q: What parts of the process can be removed without altering its function?
Idea: Materials will be modified so nondata experts will understand the language in
required forms for data collection.

Reverse or Q: Can I transpose cause and effect?

Rearrange Idea: Local programs will rearrange the data review process so teachers are more
involved in the process. This allows the teams to examine data more closely, ask for
help, and fix a problem prior to performance reviews.

This team has done a great job of generating ideas that will support change in their state. Each option will
take time and planning, so these changes are not expected to begin immediately. It is not expected that
all these changes will happen. It is expected that one to three solutions will be implemented. As with any
sustainable change, careful planning and commitment to the shared objective is needed. Once the team
begins to implement some of these changes, modifications may need to be made, or perhaps the team
may even discover that, at this point, the change is not feasible. T h a t ays The geocess of using
SCAMPER helped the team see that all aspects of the problem should be reviewed, even by those who
discovered the problem!
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Using the SCAMPER Method

The intention of the SCAMPER Method is to encourage a mentaldgiofy. The questions
provided in this method are those that the team may not normally pose when facing a problem,
but they will support the new ideas for resolutiBmce the SCAMPER Method is about
exploring creative solutions to solving problems, it seems conhi#ive to suggest &correcd
way of using the toolHowever, the steps below are a suggested process for a team beginning to
work through groblemsolving experience.

Step 1:Clearly identify the challenge/probledake sure everyone on the team iagreement.

Step 2:Go through each letter of SCAMPE#SIng the helping questions (make sure a method

for collecting ideas is in place during this step because there are sure to benargieabf

them).Share as many solutions as possiBléarge parof the success of this method is the

targeted questonS omet i mes a team doesndt ask the right
problem and this can hinder thoblemsolving procesOther times, a team may feel stifled

by the order of questionas designedA team does not have to go sequentially throtgh

letters; teams can use the Random SCAMPER Question Generator (found here:
http://litemind.com/scampeébol/ ). This tool will do exactly whiits name suggests and

generate a random question from one of the letters to help get the teanTgaimg.can also

approach Step 2 by going through all the suggested questions very quickly or staying focused on

a question until everyone believes thdtas been thoroughly exploréduch like motivation,

what works for one team will not always work for anotfiérereis a variety of ways to find

solutions using SCAMPERs0 play around and be creative until a process that works best for

your team is ideified. Also, be flexible enough to recognize that not every question provided

(or generated) will fit every scenariBy spending a few moments to determine what that

guestion is actually asking, you can then develop your own question to appropriategsaddr
yourscenarioL t 6 s t he principle behind the question

Step 3:Reflect on the proces8vhat worked well2Vhat was accomplishedfow has the
thinking about the original problem or challenge changed?

Step 4:Assess the resultExamineall the ideas that were generated through the SCAMPER
processWhich ideas emerge as feasible solutiondfich ideas are not appropriate for the
currentchallenge8 e par at e i deas to minimize your 1|ist,
not appropate.Keep them aside for the time being and revisit them later to detewhgetber

they can be applied to other issues in the progexplore each of the viable solutions in more

depth andfinally, decide on one ide@r a combination of two or mordeag and begin a plan

for application.

Another Adult Education Example

Now that the steps have been described, reme
take another look at how SCAMPER may be applied to the adult education context expanding on
| 1 1 iongmal pr@blem from the first section of this chagwre Exhibit &). We 6 | | use the

SCAMPER method to see what other solutions the taaght have come up with before
choosing the data tool solution.
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Exhibit 35. SCAMPER Usirfgctionalllinois ScenaridBased on a ReBkample

Problem: Students were separating before reaching the minimum number of hours to be posttested, and

t hat was
data.

ma ki ng t h eThesstata waetédgo helpaptogramks investigatb and improve their

Substitute

Q: What can be substituted in the current process?

Idea: Instead of notificationd being sent or appearing in the data system when students
are ready to be posttested, progress bars can be used so teachers will be aware of how
many hours students have and how many hours until their next posttest. | f t he
absences are high, effort to contact and support that student can begin before there is
a crisis (i.e., no posttest).

Combine

Q: What resources/knowledge can be combined to minimize studentsdexiting
before posttests?

Idea: The state currently has a strong data collection system and data managers at the
state level. If the state combines its current system with the knowledge of state staff
and with teachersé desi riecodldaregeracpkaatdata tgab (
that would capture errors in reporting or allow for a more detailed look at students who
are separating prior to testing.

Adapt

Q: What could I copy, borrow, or steal?

Idea: The state supports quarterly study circles. This idea can be adapted and the state
can add a regular data quality/understanding study circle that is open to both teachers
and administrators.

Modify

Q: What in our process can be exaggerated?

Idea: In collaboration with local programs, the state can support the development of a
more informal, yet meaningful, orientation for students. Students can learn about why
posttests are important, as well as options they have when they are struggling to stay in
their classes because of personal demands.

Put to other
uses

Q: What else can our NRS data be used for?

Idea: NRS tables provide valuable information for programs. Instead of being used only
for administrative levels, specific tables will be included in monthly staff updates, as
teaching tools for new teachers and during staff meetings when needed, and potentially
as teaching tools. This possibility increases knowledge and understanding for all
parties, as well as prevents issues from getting too far along before being handled.

Eliminate Q:What és nonessenti al or unnecessary?
Idea: Reexamine what reporting is required and determine if any items are unnecessary
and are taking away time to understand the data. All reporting should be meaningful.

Reverse or Q: Can I transpose cause and effect?

Rearrange Idea: What if more data collection responsibility were given to the students? Local

programs can develop a self-monitoring tool for students to complete each class (i.e.,
attendance hours, hours until next test), which they can used to deepen their
understanding of posttests, as well as provide a learning experience.

Idea 2: A state report card is issued annually. This can be rearranged a bit not only to
include the basic data but to highlight fmost improvedodata collection or posttest
percentage.

As you can see, there are multiple ways to approach a problem, and those avenues become clearer
when a team uses the SCAMPER Method. Not all the ideas will be used to solve an issue, but these
multiple perspectives support a well-rounded, thoughtful response to a problem.
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SCAMPER Questions

In the previous example, small sample of SCAMPER questions was shareete are
many possible questions a team could askl the questions provided are not by any means the
only questions that can be ask&tey are meant to prompt your thinking.

Exhibit 3-6 provides samplguestions to ask during each section of the SCAMPER Method.
Remember that not every question will be appropriate to your current concern aadirieat
Findingout the principle behind the question will guide your team to more andwetdem
solving @an be an opportunity for a teaWorking together to find atypical solutions to solve a
typical problem has great potential for innovatiosing the SCAMPER Method can support
creatve thinking, team building, flexibility, and desired outcomes.

Summary

This chapter has discussed the last part of the data quality equation, motivation. While
procedures and data systems are essential for ensuring data quality, it is staff behavior that puts
these processes into operation to collect data. Staff must beatedtand interested in data to
make the whole system work effectively. We have reviewed ways to enhance motivation,
including stressing the importance of data in funding and as the public face of the program.
Many people, particularly funders and legistatmnly know about adult education through data
that describe students and what they accomplish. Most members of Congress, for example, who
vote to provide federal funding for adult education, only know about the program through NRS
dat a i n OCRépattesCorgress.uPadr quality data do not reflect the program
accurately can have an adverse effect on support and funding.

We have also discussed six psychological motivators that states and programs can apply to
increase interest in using data foogram improvement. We have focused on six motivators and
used the motivator of learning and knowing about students and their outcomes as an example of
how to motivate data use among teachers. We have also offered two examples of state initiatives
to improwe local data use. Data use learning communities are another way to stimulate data use
and provide professional development about data. This approach allows for a collaborative and
shared environment for local staff to learn about data and use it constigucti

We have concluded the chapter with a presentation on a creative piileng approach,
the SCAMPER method his methods organizedisa checklist of questions intended to spark
creativity and to trigger ideas to help solve a problS@AMPER proides a structured path
toward creatively approaching and solving problefach letter of the acronym represents a
different lens through which to attack the problem by asking targeted questions to spark ideas for
solutions.The goal of the SCAMPER Methaslto remove all constraints in the problsolving
process to allow for optimal resulidle have illustrated how adult education programs can use
this method to approach the problem of improving data quality and increasing posttesting.

It may seem that feer identifying data quality issues and finding creative solutions to resolve
them, data quality will improve. Indeed, by following through on the processes described in
Chapters 2 and 3, your state or program will have made great progress in doingteerdis
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one final step actually making a real changjehat still needs to be explored. This is where we
really link data with action, the topic of the next chapter.

Exhibit 36. SCAMPER Model

‘ Sample Helper Questions ‘

Can | replace or change any part of the process?
Can | replace someone involved?

Can the rules be changed?

Can | use other processes or procedures?

What if | change its name?

Can | use this idea in a different place?

Can | change my feelings or attitude towards it?

S

Substitute

What ideas or processes can be combined?
What can be combined to maximize the number of uses?
Can | combine different talents to improve it?

C

Combine

Is there something similar to it, but in a different context?
Does the past offer any lessons with similar ideas?
What could | copy, borrow or steal?

Whom could | emulate?

What ideas could | incorporate?

What processes can be adapted?

What ideas outside my field can | incorporate?

A

Adapt

What can be exaggerated or overstated?
What can be made more prominent?
Can | increase its frequency?

What can be duplicated?

Can | somehow add extra value?

Modify

What else can it be used for?

Can it be used by people other than those it was originally intended for?

How would a child use it? An older person? People with different disabilities?
Are there other possible uses if itds
If I knew nothing about it, would | figure out the purpose of this idea?

P

Put to other uses

How can | simplify it?

What parts of the process can be removed without altering its function?
What 6s nonessential or unnecessary?
Can the rules be eliminated?

E

Eliminate

What other arrangement might be better?

Can | interchange process components?

Are there other patterns, layouts or sequences | can use?

Can | transpose cause and effect?

Can | transpose positives and negatives?

What if | try doing the exact opposite of what | originally intended?

R

Reverse or
rearrange

=4 =4 =48 -8 8| _a_8_98_4a _a_2_29._2._-9 _9_24._-2_-29._-2_92_-2._24._-92.__2._2._-2 | _9_29._2|_9_2._2._-92._-2._24._-2-

=

Sourcehttp://litemind.com/scamper/
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Chapter 4. Implementing Change: Linking Data Quality With
Action

In Chapter 2we havepresented ways to identify data quality problems and isolate their
sourcesBy examining dataynderstanding data collection procedures and evaluating data
systems, state and local staff can understand data quality issues they c@/draaneturned in
Chapter 3 tdocus onmotivation, a critical component of data quality, d&deconsidered ways
to interest staff in data collection and data Wfge havealso presented@oblemsolving model,
SCAMPER, as a means to analyze and resolve problems to ingatasquality

By following these data review procedurstate and local adult educationrtesacan identify
areas for improvement and develop a plan to impdate quality using the SCAMPER Method
or otherproblemsolving approache®fespite the best of intentions, though, we often find that
our wellplanned attempts at improving data qualiyychanging our behavior or that of our team
falls shotWhen we return from training or a staff n
local programor classroom, we find that all the demands on our time and attention chip away at
our commitment toltange and improvememilcChesney and Covey ifhe Four Disciplines of
Executionl 201 2) cal |l t hi s aptdeseriptinofiihefbusynesetiat 0 a very
frequently keeps us from focusing on our goals. When we are caught up in the whirlwind of our
workd teaching, assessment, tracking data, completing necessary paperwork, interacting with
our colleagues, developing and addressing policy, keeping abreast of the latest research and
information about adult learning, and all the other activities that déimantime and attention at
workd it is easy to pushsidethe additional goals we create at training and strategic meetings.

In this chapterwe try resolve this problem of making real change directly. We discuss
models for making behavioral change and executing plans in a way that can make them a reality
and result in true improvement. These models come more from the world of businessahéalth
organizational change, not education. Most directly, we draw from the model used by
McChesney & Cowe (2012).Nevethelessthese models of change and implementatiame
applicabilityto our adult education contexnd we willuse an illustrativexample ofa state that
decided to address what had been an intractable préhleproving educational gain.

Behavior Change in the Real World

It can be exciting to develop a vision and all the steps to execute it. Whether a state adult
education program, lacal program, oanindividual working for weeks or months on a plan for
changé including the goals, objectives, key indicators, and meadutespeople who
contribute to this work have bought into the plan and committed themselves to thégddts.
afew weeks, perhaps months, the team remains focarddhen slowly the whirlwind of our
everyday work demands begins to take oVéenthe strategic goals begin to look like extra
work, a burden, or &nice to haveé activity that is not directly relevd to the daily work that has
to get doneThis collapse of best intentions is all too common in the world of work, and
maintaining a focus longerm can seem challenging, perhaps impossible.

Several theories of behavioral change exist, and the apptic#tibese theories is most
prevalent in the health arerffome examples of effective health behavior change we have seen
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in theUnited Statesnclude reduced smoking, pervasive use of seatbelts in cars, and the

increased use of child safety seats andtgéieimets. Whether largeeale or small, these

behavior changes occurred as a result of an intense and ongoing focus on a health or social
behaviorissueAn early model for behavior change tit]
DiClemente lattp://www.stepupprogram.org/docs/handouts/STEPUP_Stages _of Chajge.pdf

looks atsix stages of changencluding (1) recognizing that there is a problem/iss{@ thinking

aboutthe issue(3) thinking about how to address the issue and what barriers might exist to

changing behaviok4) attemping to change the behavidf) successfly maintainingthat new

behavior, and6) relapses to old behavior.

An example might be the challengeinéreasingexerci®. First, we need to recognize that
we are not exercising enough, and tikenmustdecide whether that is important. Over time, we
might see others around us jogging, playing sports, and joining, ggmge begin to consider
exercise as an option for ourselves. After we make a decision to exercise more, we have to
consider the barrieéstime, resources to join a gym, new running shoes, for exaiMaamight
join a gymandthen switch to one closer to th#fice and easier to reach after the workd&yen
we may need to change our work schedulthabwe are home in time to pick up our kids from
school. Perhaps we will find a neighbor to walk with after dinner, or create sports time with our
family. After creating these new behavipwge need to maintain thémand understand that
even when we miss an aerobics class, get sick and skip walking for a week, or pull a muscle
during soccer, we will still need to get back to exercise eventually.

This is a very snple example of the stages of change and one that is familiar to most people.
Often individuals try to make a change in their behavior; sometimes they are successful,
sometimes not. Considdrpwever those individuals for whom exercisetlie goab the onl or
the most important goal. Olympic athletes andgssionakports figures are examples of people
who successfully make exercise their primary goal and maintain their fithess despite all
obstacles. What is the diff etoexarcseandbtleerdhe en any
goals are different because the average person exercises for health or weight loss
professional athletes do it because it is their job and because it is a lif€élgnahave focus.

Focus on the Goal

One company thatseres as a model of focus is Apple, I
stated:

We are the most focused company that | know of or have read of or have any
knowledge of. We say no to good ideas every day. We say no to great ideas in
order to keep the amount things we focus on very small in number, so that we

can put enormous energy behind the ones we do choose. The table each of you are
sitting at today, you could probably put every product on it that Apple makes, yet
Apple's revene last year was $40 biin.

(Frommer, 2010http://www.businessinsider.com/heapplekeepsits-laser
sharpfocus20102#ixzz2wp9ux30k

Can you imagine this kind of focurs your state office or local program? Think about all the
creative and innovative ideas that grab your attention each day, or the opportunities to try
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something newFor example, how many statewide initiatives are you and your staff working
on?In your pogram, how many activities are your staff involved in? Having focus does not
mean that the datp-day activities of your program can be igngréey will not disappear.
However, to effectively create change in staff behavior, there must be adodusat focus
must be on one shared and achievable goal set by you and your staff team.

State adult education offices around the country are conducting all types of actuitiesas
an evaluation of study to look at what adult learners meedderto enter postsecondary
educationa study on the use of technology in ESL classes, a collaboration initiative with
postsecondargducation staff involvement in the statewide longitudinal data syssed,
evaluation of the current state assessments andficutum used and options to replace them.
These projects and initiatives are conducted in addition to the ongoing state work of monitoring
local programs, monitoring the statata systenand data reviews, statewide training of program
administrators anceachers, reviews of grant applications for the new funding cycle, and other
requiredwork.

Local programs often take on the state initiatiasswell, such as teacher involvement in
user groups to look at statewide curriculum choices or data user goanfem the state about
data issues. This is done in addition to running a program, coordinating resources, supporting
teachers, tracking student progress, and more.

It can be tiring just to think about all the work you have to do fidws whirlwind ofactivity
makes it particularly challenging to focus on one or two goals, but that is the best way to ensure
that you can effectively accomplish the goal, make a change, or create a poasshinking
about data quality in this training, what comesiiad as a goal that you and your team would
like to address? What could be the one or two primary data quality issues that you would like to
tackle?

The field of psychology offers strong support for effective behavior change by focusing on
self-efficacy,which, writ large in a team environmemalls for setting goals that are useful to the
team {ttp://www.psychology.org.au/publications/inpsych/behavjoditiis means that theam
membergdetermingogetherthe goattheywant to achieve. Even though the state or program
director may set the vision, the staff must set the goal(s) that will support that Visos® goals
must be achievable and measureatblat means staff canalistically achieve those goals within
a short amount of time (measured in weeks or months, not years), and those accomplishments
can be measured using data that exists or can be collected byietdffnportant those goals
depend on the staff accomplisg them That is,staff are responsible for meeting their
individual goalswhichwi | | in turn contribute to the teamd

Hocus-Focus: What Does This Mean for Change in an Adult Education Program?

What the current theories and motivational techesall point to are some common ideas
about effective changé the Four Disciplines modahentioned above, a team is encouraged to
select one primary or most important gaalvardwhich everyone in the team workscluding
measures identified and frequently revisited to determine progress toward the goal (McChesney
and Covey, 2012)n the case of this NRS training, state teams will identify plans to improve and
sustain data quality. This approach can also be applied stratggic planninghata state or
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program conductdn this sectionwe outline the key ideas to make effective change by applying
it to a broad goallmproveprogram performance by increasing educational gain.

We are more likely to achieve goals if wederstand them and believe we can accomplish
them. In a work setting, however, the goal must be in service of some larger vision for the adult
education program at the state and local leviéis. ollowing is afictionalexample of how one
state addressedbroad god improving program performandeand the steps required to
address that goal.

Goal Setting From the Ground Up, To Match the Vision From the Top

One state realized thi&itneeded to improvies program performance across the boditre
wereseveal data quality issues, bthiestatedecided to select one goal to try to chip away at
what had become an intractable probdelow educational gairState stafinet as a team with
their state staff and a few local program administrators from a selected sample of large and small
programs to discuss the issues they were dealing with. Using the SCAMPER timeyidoked
at the issuén different ways, and the bratorming led them to realize that thevere multiple
ways to try toaddresshis problem.

Thus the state director determined the major gé&: will improve educational gain for all
learners in our state from 22%n averaggeof students moving one orare educational
functioning level§EFLs)to 55% by June 30, 2015. Even though the national averémeds
theteamset the goal higher to motivate all state and program stéffigiat the natiodon
educational gainTheteammade the goal very spedafso thait could measure improvement on
a regular basis, by looking at data quarterly to ensure that #wEte improvingandit gave
itself through the end of the program year (12 months).

This was a big goal. But the state team believed it coulddmraatishedWith thegoal in
mind, the state staff planned how to communicate this goal to local programs and included the
selected program administrators to help get the worcewety local program was required to
come up with a program goal that wotlelpit support the larger statewide goal to beat the
nation on educational gain. Each local program goal had to be specific and measurable, but it
would be a goal that the programs believed they could accomplish in the timdfiamaés a
sampleofsomef t he programsoé goal s:

T Program A: We will provide quarterly cressining of test administration staff and
teachersso that there are always adequate numbers of staff to test students consistently
and within the correct timeframe.

1 Program B: We will reiew predestposttest timeframes with all staff and teachers
monthly and provide studefgvel data to teachgto ensure that students are tested
within the range set by the test publisher (and according to state policy)

1 Program C: We will improve atteadce records by asking teachers to input attendance
data daily at the end of each class period through our MIS and review those records
weekly.

1 Program D: We will assign a staff person to review data weekly and provide reports to
teachers with students wiaoe close to the timeframe for posttesting.
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1 Program E: We will review our instructional curriculum to ensure that it meets the needs
of our students and reflects best practices in the field for instruction, then dragure
teachers receive regular traigiin the curriculum.

T Program F: We will establish an online professional learning community for teachers
across our sites to share successful instructional strategies and best practices; we will
share teachdevel data everg weeks so teachers cegview attendance, pestposttest
timeframes, and other relevant data

T Program G: We will assign staff to follow up with students who exit before taking a
posttestto encourage them to return for testing.

There are two strategies to ensure support of the state goal. The first is describdcdtlabove
state team and the local programs must identify the subgoals that they can achieve to support the
statewide goal. The second strategy is to ensure that evengual in the state office and local
program (1) understands what the larger goal is, (2) knows what the subgoals are, and (3)
develops individual goals that will contribute to subgoale reasons for this include autonomy,
relevance, and recognition f@hesney & Covey, 201Zvery individual in the statewide adult
education system contributes to its success, but a goal set by the state director or state office will
not suffice to motivate individuals to atdividuals need to haveutonomyover the d@ection
of their work by creating individual goalshey aredentifyingthe waythey can support the
largergoalon the basis ofvhat they believe they can contribute and how they can sudoeed.
addition, individuals need to know that the work theydmiag isrelevant by aligning their
individual goals with the stateds goals, staf
good of the program. And often individuals are nohseleen large goals are reached, but when
each individual success meeting a goal isecognizedindividuals are seen as contributors
Recognition is key to building a sense of connection to the goal and sustaining that work.

With these strategies in mind, each of the programs set their goals (shown above), and all the
goals involved using data reports in some way on a regular basis. The state did not tell programs
what data to use or what approach to follow. Instead, the state asked programs to identify a goal
and explain how that goal would support the outcomes tleeg lwoking for After each local
program goal was approved, the local staff and teachers had to set their owmnhymsss.
individual goals were in support of the local program goal, and also had to be measurable and
within the timeframe ol year. Somexamples of staff and teacher goals incllidiee following

T Program A: We will provide quarterlgrosstraining of test administration staff and
teacherso that there are always adequate numbers of staff to test students consistently
and within the corredimeframe.

o Staff 1:1 will let students know at the start of class that testing is important to help
them see their progress and let us know how we can better support their learning. |
will review data reports weekly to make sure students get testedmelg manner.

o Staff 2: | will review attendance hour reports andgstposttest reports weekly and
flag any outliers for teachers.

o Staff 3: | will track attendance for my students anosscheck this weekly against
the attendance reposte make sure they are accurate.

Linking Data Quality With Action: Evaluating and Improving Local Program Performance 49



Chapter 4. Implementing Change: Linking Data Quality With Action

1 Program E: We will review our instructional curriculum to ensure that it meets the needs
of our students and reflects best practices in the field for instruction, and thentbasure
teachers receive regular training oe turriculum.

o Staff 1: | will identifyfive to sixvolunteers from the teaching staff to meet every
2 weeks to review our current curriculum amdsswalk it against the newdlege
andCareerReadiness$Standards.

o Staff 2: | will join the curriculum reew committee to reviewurriculawe are using
and identify other curricula that might be a better match for the CCR Standards.

o Staff 3: |1 will design training based on
engage teachers to cofacilitate and ¢pemxamples of classroom application.

T Program G: We will assign staff to follow up with students who exit before taking a
posttestto encourage them to return for testing.

o Staff 1. Weekly, | will print the attendance hours by student and by class to review
attendance hours and share those reports with teachers.

o Staff 2: I wi || review the programbs week
office when it appears that a student has dropped otltesdfice can contact the
student.

o Staff 3:0n the basisf teacher requests and the weekly attendance reports, | will
contact students and encourage them to return to complete instruction and to take a
posttest.

As described in the examples above, each staff person may have a different goal, but that
goal is lelping to improve the rate of educational gain by addressing specific problems that the
program or staff identify, such as lack of posttesting, improper data entry of attendance hours,
lack of contact with students who may be dropping out, lack of strmtigictional material that
helps students improve their learning, and/or a lack of communication about the value of testing
to show improvemeni here are many more goals that local program staff can set to meet the
program goal.

Also, each program goahswn here is different, but all of them contribute to improving a
program practice (data entry, instructional strategies, assessment administration) that will
contribute to the larger goal of improving educational gain. Each program knows best where its
weakness in data or program quality lies, so each program can identify the goal that staff believe
iS most pressing.

Identifying measures It is not enough simply to set goal® make certain that change
happens, there must be clear indicators to showvitibajoal is being meEor staff and programs
to know whether thegre getting closer to their goatkey will need to review dada
guantitative or qualitativée that will help them determine if they are getting closer

Although the goals set here appeidiedent, there are some commonalitieeluding

1 Goals are specific and measurable
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1 Goals are timéimited, that i data or activities are reviewed daily, weekly, or monthly

1 Goals can be tracked and reviewed regularly, so staff will know within astroot of
time whether they are making progress

Establishing accountability by tracking successAfter thestate and local programs and
staff identified their goals and measures, the next step was to develop a consistent and timely
method of tracking goalby lookingregulaty at measures and progress toward the goal. This
meart that the subgoalsad tobe measurable, as noted above, @nddbe tracked in a way that
wasmeaningful to staffto see their individual and team progredsate staff revieeddata from
programs regularly to track progress, and local program directors in turn eehdata with their
staff and teachers to ensure progreas being madeThis requirel attention and focus separate
from the many other activities and pressing wdrthe state or local program.

Mc Chesney and Covey (2012) cal,0 ahmdsi stiep
absolute requirement for this approach to wéirkounds basic and simple, because itsd
staff accountable for making a changed they will make the changé he difficulty is in
making and maintaining tifecuson that changdnherent in the goals above is the regular
review of data and pr odeaehdosal progranadirettorenast h per s o
commit to reviewng data ona regular basis with staff and hold them accountable for meeting
their goalsLikewise, state staff must meet regularly with each local program administrator to
review data and progress toward their goal. (At the national level, this could ihetlekd staff
meeting regularly with state directors of adult education to review data quality toward that goal.)

This accountability has got to be clear, visual, and easy to review at a glance. For example,
the state office may develop a line chart that otfléhe trends for each program, as illustrated in
Exhibit 4-1 and Exhibit 42. At a glance, the state can see how each program is doing compared
with where it started and how each program is doing compethathers in the statdhese
data should bposted on the state website so that programs and staff can view their status at any
time; this realtime view of progress can be a strong motivator for programs.
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Exhibit 41. Average Level ComplefioNl Progrars, Shown by Quarter and Goal

Statewide Goal to Beat the Nation in Educational Gain:
Average Level Completion, Shown by Quarter
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Exhibit 42. AverageStudent Attendance HodrAll Program, Shown by Quarter and Goal

Statewide Goal to Beat the Nation in Educational Gain:
Average Student Attendance Hours, Shown by Quarter
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Similarly, within programs, the local administrator may develop a tracking sheet that each
staff person can update electronically. The tracking sheet may be;mrstachdminigiator may
want to posta visual adaptation of the informatiarsing a stimulating concept like a
thermometer or a gauge or a chart showing progessis Exhibit 43.

Exhibit 43. Examples of Charts Showing Progress Toward Goal

Statewide Goal to Beat the Nation: Program Progress
Chart for Average Level Completion, By Quarter
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Whether state staffieet with the local program administrator or the administrates with
local staff, the review of progress shoulddeseomplishedegularly and with the entire group.
That means state staff will meet fierson or virtually) with all local program adrstrators
administratos should report on their progress and next steps toward thelgogbktate chose to
hold a quarterly meeting with their 29 local program administrators. Each administrator had
5 minutes to report on progréssvhich was also sharedsually through the individual program
chart and the crogzrogram chad and next steps to continue to make improvem&itge staff
facilitated the conversation by keeping it focused on progaesktime at the end of the meeting
was set aside for brestormingon how to help programs that were stuck and not making
progressOther programs were very helpful in thinking through options or sharing what was
working for them.
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In order to make progress, local program administrators held monthly meetihgheuit
staff and teachers. This allowed the staff time to review, track, and update their progress toward
the program goal. Then that progress tracking was shared in a visually engaging format (e.qg.,
thermometer, gauge, chart). Each monthly local progreeting followed a formatimilarto
that ofthe state meetingandeach staff person had 5 minutes to repottisror hemprogress
and next stefds that is,activitiesplanredto continue to support the godime was set aside at
the end of each meetinig brainstornonways to support staff and teachers who were struggling
to make progress.

These meetings remained focused on one topic and only oné theigoad andwere held
separately from state monitoring reviemrdocal teacher/staff meetingsxhibit 4-4 showsa
table with goalsby staff person, whethéine goalwas completed, is on track or falling behind,
theresources or supports needed to get keep it on trackand what will be done between now
and the next timéhe teammees.

Exhibit4-4. GoalTracking Table

State goal We will improve educational gain for all learners in our state from 22%, on average, of
students moving one or more educational functioning levels to 55% by June 30, 2015.

Local

Program Goal
Individual Measures Action Steps Resources Next Action Step
Subgoal and Progress Needed

Staff name

Staff name

Staff name

Staff name

As you can see, by meeting regularly with staff and setting the expectation that staff will be
responsibldor meeing their own subgoals, each person becomes responsilfies for hempart
of meeting the larger goal. This sortfdbmmunal pressutdeads tahestaffd boldingone
arother accountable, and siaffeeling accountable to the groupather than focus on
competition, who does better than the others, staff are collaborating toward a commé&adjoal
staff personds success in meeting individual
meeting its team goalés staff become invaed in their contribution to the larger goal of the
program, they in turn directly support the goal of the sBesetting up a regular meeting to
review progress, everyone is aware of how far they have come and how far they need to go to
reach their gals (McChesney & Covey, 2012).

Recognition and RewardsThe end goal is important, and that is apparent by the time and
energy spent by staff to set subgoals, identify measures, and track progress. Celebrating the
progress made along the way will helprese staff motivation and will help the team fed
making a differenceRecognition of success means recognizing those staff who have contributed
to succesghe teacher who creates a new curriculum may be recognized by the local program at
state meengs, or the staff may be supported to attend a regional or national conference or
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webinar to share information about the&urricula and tools Staff who compile a list of useful
resources may share those resources with other local programs ancetb#fisea{McChesney
& Covey, 2012).

Staff also have to know whether their behavior is making a difference and see this
immediately.Staff should be involved in selecting the measures for their subgoals. In other
words, each person determines whabrshecan do to contribute to the goal, and each person is
held accountable for conducting the actibesor she haislentified as the right actions to support
the goal (Seéttp:/Mww.psychology.org.au/publications/inpsych/behavip@bntinuing the
example above, consider what measures might help staff know and continually observe whether
they are meeting their goals.

Keeping the Focus on theQub)Goal. Each state and local prognamust deal with data
guality and program improvement issues. Often, staff understand the strategies that are needed to
address these seemingly intractable issues but lack the time to focus on those strategies.
process described here can be followeaiy state or program; however, to be successiel
state and programs must identify no more than one or two goals to focUsedarger the
number of goals set, the less likélys that any one of them willbeméth er e j ust areno
staff, time, or resources to address all the challenges that adult education programs face. But
there are enough resources to address one issue.

By staying focused on that one issue, that one goal, staff can make a significant difference.
We continue to streghe idea of focusing on the goal because this is the key to making sure that
change happens. If the program loses focus, the goals will be lost in the pressing demands of the
day and the emergencies that are sure to arise daily, weekly, and monthly.

Summary

Chapter 2 explaindata quality anddw to identify data quality problems and Chapter 3
explored methodsof identifying creative solutions and plans for resolving theselenab This
chapter focused on making actual charegilting from these plang/hile we ofterreturn from
professional development events such as NRS training energizewbéimdied toresole
problemsthe strases ad demandof our normal workload t h e A woften prévenius d , 0
from executingour plans, despite the effort drime taken to deglop them.

The chapter discussed change models used in the business and headtio ararcomehis
problemand applied the four Disciplines of Execution model (McChesney aneyC2012) to
adult educationExamples illustratetiow the model works to implement chatg improve data
guality. The steps include focusing on a specific goal, devefpgibgoals around the main goal
and holding staff accountable to meeting the goals by establishing measures for each goal.
Regular and frequent review of progress toward achieving each goal is a elentiehto the
strategy.This approach also requirdsat staff own their goalsy developing subgoals and
measuresandby tracking them to ensure progresso maintain motivation, staff must use data to
recognize and celebrate their progress over time.
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As discussed in Chapter 2, essentlaheents of data quality include procedures for data
collection, training of staff, data systemgh gooderror-checking capabilitiesandstaff
motivationfor data collection and us€&his guide has addressed each of¢hissues, dissecting
the elements of data quality and offering approaches to improvement that can ultimately lead to
better data qualityWhile the second half of the guitlasfocused on motvation, problem
solving and executing change, wave since th beginningstressed the importance of
preventingerrorsand addressmdata quality throughstafftraining andprogram monitoring.
Throughout the guide, we have also megference t@revious guides and training these
topics developed through the NR&pport project.

Data Quality  Toolkit

The NRS support project websitgtp://www.nrsweb.orpincludesall theresourcesind
online courses related to data qualiypwever, these resources have been accessible by topic
and not organized into a comprehendiend until now.We have developed tidRS Data
Quality Toolkit as a way to bring this prior work tetfper into aunified resource In addition, all
the resourceand tools referenced in this guide that support the SCAMPER method of problem
solving are included in the toolkit.

The toolkit gives wte and local staff a single locatifor accesmg all material around data
guality and will assist states professiomal development activiesfor these topicslt is designed
to help states concerned with data quality to identify quickly and conveniently resources and
tools that help to understand how to address factors that contribute to their specific data quality
issues and garner support of staff to resolve these issues.

The toolkit is comprised of four types of materials, each aligned to the topics in this guide as
shown in Exhibits-1. The variety of resources includes NRS guides, tools and aids, training
materialsand NRS online coursee.hes e resources on their own
Therefore, to support use of the tools and resources included in the toolkit, a description of each
tool and suggestions for its use are available to help state ahgrogeams determine how they
might use and adapt the tool to address their data quality challenge.

Exhibit 51. Data Quality Toolkit Resources and Tools

Data Quality Topics Resources and Tools

. NRS Guides Tools and Aids

Understanding Data Quality

Motivation & Problem Solving

. Training Materials NRS Online Courses

Implementing Change
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The Data Quality Toolkit is accessible from nrsweb.org and is available to all state and local
program staff.

Local Data Quality Checklist

In Chapter 2, wéavediscussed dw monitoring of local data collectioactivities can
improve data quality by providing a means for the state to verify compliance with requirements
andproceduresHowever, maitoring is a costly and resource intewsi Especially in large
states, it is very difficult to implemerdnsie monioring, and nmanystatesuse desk monitoring to
keep track of locgbrogram activities aroundiataand performance. 8 even this approach often
fails to capture much of what occursoand data within local programs.

To assist states in monitoringchl data practices and training, we developed.deal Data
Quiality ChecklistThis tool offeslocal staff asel-monitoring toolfocused ordata collection
and reportingactivities Using this too| local programs will béetterinformed about what is
necessary to know and do to ensure quality dateal staff can also ushe tool to conduct a
selfassessment regarding program practices and polidiesesults of the assessment can
support program teams in setting an action plan to improve pradticesdly, local program
administrators can use this tool to share best practices with the entine @a@@rto create a
common language about data quality and to ensure that everyarstands why policies are
put in place and the value of havihigh-quality data to support program improvement.

We modeled the local checklistter the statdata qualitychecklistwhich OCTAE requires
each state to submit annually with NRS data thles. Like the state versioine localchecklist
includes four sections related to data collection procedures and professional development
activities. Within each area are three levels of qualagceptable, supericand exemplagy
defined by the type giractices followed within the programippendix2 includes thehecklist
and instructions on how to use it.

Along with the toolkit, thechecklist provide states with waye further understand their
data quality issues arnmtovide traimng to link data quality with action and develop more
effectiveadult educatioprogranms.
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Current NRS Intefable ValidityChecks

TABLES
Data ltem 1 2 3 4 4B 6 10
Total of Total of Total of Total # of Students in both
Column P Column G | Column B US and No#JS Based
Schooling Columns.
Total Enrollment Total # Employed,
Unemployed, and Neln-the-
LaborForce
Total Enrollment | Total of each| Total of each
by Ethnicity/ Column (BO) | Column (BO)
Gender
Total Enrollment Total of each| Total of
by Age Group Age Group | each
Row in Column (B
Column P F)
Enroliment by EFL | Total of each Total of each
Row in Row in
Column P Column B
Row
Number Total of each Total of each
Completed Level Row in Row in
Column D Column D
Total Enrollment in Total # of students in Value in
Correctional correctional facilities and Completed
Programs community correctional EFL row of
programs (This # must be | Column B

equal to or greater tharthe
# ofstudents reported in the
Completed EFL row of
Column B in table 10)

The data refeenced in cells with the same color (excluding white) must be equal; if values differ an error message will be eégptadRS
when data are saved.
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CurrentNRS IntraTable Validity Checks

Tables5, 5a, 8,9, and 10

Core Follow | Method Number of Number of Number of Response Number of Number of Percent
up Outcome Participants in Participants Participants Rate or| Participants Participants| Achieving
Measures Cohort Used for| Responding to Percent Achieving Achieving| Outcome
(A) (B) | Representative Survey or Available Outcome Outcome | (Weighted)
Cohort Available for for Match | (Unweighted) (Weighted) (H)
(C)| Data Matching (E) (@) (G)
(D)
Measure U N/A| 9 Value must 1 Value
not be greater must not be
than value in greater than
Column B. the value in
9 If the value Column D.
in
Column D is les
than 50% of the
valuein Column
B then the value
in Column H wil
be invalid.**
R 1 Valuemust | T Value must 1 Value
be at least not must not be
equal to the be greater than greater than
minimum value in Column the value in
sample size C. Column D.

requiredfor
the cohort in
Column B.*

1 Value must
not be greater
than value in
Column B.

1 If the value
in

Column D is les
than 70% of the
value in Column
B then the value
in Column H wil
be invalid.**
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CurrentNRSntra-Table Validity Checks

Table 7

Function

(A)

Total Number of Total Number of
Parttime | Fulktime Personnel
Personnel ©

(B)

Unpaid Volunteers

(D)

Statelevel Administrative/Supervisory/Ancillary Services

Locallevel Administrative/Supervisory/Ancillary Services

Local Teachers

Local Counselors

Local Paraprofessionals

Teachers' Years of Experience in Adult Education

Less than one year

One to three years

More than three years

Total # of teachers emred into these

cells must be equatio the total # of
G§SFOKSNE SydSNBR

¢S OKSNEE NBGS AY

Teacher Certification

No Certification

Adult Education Certification

K-12 Certification

Special EducatioRertification

TESOL Certification

Total # of teachers entered into these

cells must be equato or greater than the
total # of teaches entered above in the

G201t ¢8F OKSNEE N

(This is gplanned future NRSalidity

check)
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Appendix
Data Quality Checklist: Local Programs

Background and Purpose

The goals of the National Reporting System for Adult Education (NRS) include the creation of a
national set of data on the Federal adult education and literacy program to demonstrate its
effectiveness. The data local programs and states collect and report help meet this goal by
providing information on the characteristics of adult education students, their attendance, their
learning, and other outcomes. To help ensure the success of the NRS, one of the key strategies
of the Department of Education’s Office of Career Technical and Adult Education (OCTAE) has
been to promote the use of data at all levels to demonstrate program effectiveness, assist
management, and promote program improvement. To this end the NRS support project has
worked with states through technical assistance and training to assist them in collecting quality
data and to foster use of these data at the state and local levels. An underlying assumption has

been that when staff use data, its quality will improve: Staff will value what is useful to them.

The development of a Local Program Data Quality Checklist is driven by the need for local
programs to have effective self-monitoring tools around data collection and reporting. Several
benefits can be gained by using this tool. First, local programs will be well-informed about what
is necessary to know and do to ensure quality data. Second, local programs can use the tool to
conduct a self-assessment regarding program practices and policies. The results of the
assessment can support program teams in setting an action plan to improve practices. Finally,
local program administrators can use this tool to share best practices with the entire team to
create a common language about data quality and to ensure that everyone understands why
policies are put in place and the value of having high quality data to support program
improvement.

How to Use the Checklist

The Local Program Data Quality Checklist Tool is divided into the following sections:

o Cover Sheet

s The Data Quality Checklist: The Tool

Table 1: Data Foundation and Structure
Table 2: Data Collection and Verification
Table 3: Data Analysis and Reporting
Table 4: Staff Development

o O O ©
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s My Program at a Glance: Data Quality Improvement Plan

s Data Quality Checklist: Program Monitoring

This tool is meant to be a “living” document. It has been developed so the program director or
data team can respond to the prompts directly in it.

Directions. First complete the Data Quality Checklist Cover Sheet. Next, read through each of
the tables to get a sense of what types of questions you will need to respond to. As you
respond to the prompts and consider what your program practices are, be sure to provide as
many specifics as possible. If you share this document with the rest of your team, it is
beneficial for them to understand program practices clearly. Next, determine which scoring
interval your program falls in for each table—acceptable, superior or exemplary. Your
program’s level is determined by the scoring interval for which a// items have successfully been
met. You may have some items met in the interval above that, but it order to score yourself as,
for example, Superior, you must have met all of the item requirements in the Superior
category. Complete the one-page summary sheet, “My Program at a Glance”, to help get an
overall sense of your program practices according to best practices presented. You will have
the opportunity to capture some areas of strength and areas for improvement on your
summary sheet.

Once you have a better idea of your program practices, it’s time to make a plan to improve your
data quality practices. Each Content Area (Data Foundation and Structure, Data Collection and
Verification, etc.) has its own planning template. Complete each template, indicating which
‘standard’ your program did not meet, and how you plan on addressing this. Finally, a
monitoring tool has been provided so your team can document action steps taken and the
outcomes of each. It is recommended that local programs use this tool as often as needed to

ensure data quality and program success.
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