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Resource 7: Engaging Stakeholders in a 
Root-Cause Analysis
Resource 7 provides information for engaging local stakeholders in a discussion of root causes for why low-income students and students of color often have inequitable access to excellent teachers and leaders. Although this resource is intended primarily for state education agencies (SEAs) as part of their technical assistance to local education agencies (LEAs), SEA staff may wish to encourage a similar exercise for conducting local root-cause analyses.
Note: This resource is one of 12 companion resources to the Moving Toward Equity Stakeholder Engagement Guide (http://www.gtlcenter.org/stakeholder_engagement_guide). These 12 resources are provided in a format that allows for state adaptation (e.g., Microsoft Word, PowerPoint) so that they are adaptable to each state’s unique context. The Center on Great Teachers and Leaders (GTL Center) grants permission for you to use or adapt the Moving Toward Equity resources for your SEA or LEA as needed. 
Facilitator Instructions

Background Information

Resource 7 provides step-by-step instructions for facilitators to guide teachers, instructional leaders, school leaders, district leaders, pupil services personnel, representatives from institutions of higher education, and other key stakeholders as they engage in a facilitated, collaborative process to identify the root causes of equity gaps in their state in support of their state’s development of a strategic, innovative and context-specific State Plan to Ensure Equitable Access to Excellent Educators. The root-cause analysis process was adapted from materials developed by the Carnegie Foundation for the Advancement of Teaching and the principles of improvement science.
 

This root-cause analysis discussion is intended for the early stages of stakeholder 
engagement. At later stages, the conversation can be continued by drawing on Resource 10: Build-Your-Own State Plan to Ensure Equitable Access to Excellent Educators (http://www.gtlcenter.org/resource_10), which includes a Moving Toward Equity discussion protocol and survey tool.
Facilitator Preparation
· Review all relevant available state and/or local data and determine which data should 
be shared with stakeholders (and the appropriate format for presenting the data). For 
a step-by-step guide, please see the Moving Toward Equity Data Review Tool (http://www.gtlcenter.org/data_review_tool). 
· To ensure your own understanding of the goals and requirements for State Plans to Ensure Equitable Access to Excellent Educators, review the other Moving Toward Equity tools, such as Resource 9: Sample State Plan to Ensure Equitable Access to Excellent Educators (http://www.gtlcenter.org/resource_9) and Resource 6: Sample Timeline and Timeline Template for Developing a State Plan to Ensure Equitable Access to Excellent Educators (http://www.gtlcenter.org/resource_6).

· Set aside time to obtain and organize the meeting materials: chart paper, Resource 11: PowerPoint Template (http://www.gtlcenter.org/resource_11), handouts of all data, sticky notes, markers, and feedback forms.
· Confirm the number of participants, and print all necessary materials. 
· Prepare for any accommodations to ensure access to the conversation. For example, consider whether a translator for speakers of other languages is needed or if materials should be printed in multiple languages. 
· Ensure that all meeting spaces are compliant with the requirements of the Americans with Disabilities Act. 

· For tips on moderating stakeholder sessions effectively, see page 2 in Resource 10: Build-Your-Own State Plan to Ensure Equitable Access to Excellent Educators (http://www.gtlcenter.org/resource_10).
· Assign a note taker. Also, ask the note taker to review in advance Resource 5: Incorporating Stakeholder Feedback—Discussion Planning, Recording, and Summary Forms (http://www.gtlcenter.org/resource_5).
Contents of This Resource 

This resource consists of the following four sections:

· Section 1: Welcome and Introductions (15 minutes)

· Section 2: Guided Root-Cause Analysis Activity (1–2 hours)
· Section 3: Comment Collection and Closing (25 minutes)
· Section 4: After the Event (required time varies)
Section 1: Welcome and Introductions (15 Minutes)
· Introduce yourself and all participants.
· Provide an overview of the session. 

· Consider asking several warm-up questions about participants’ experience and professional background as well as the demographic composition of students in their schools, districts, or neighborhoods.

· Use Resource 11: PowerPoint Template (http://www.gtlcenter.org/resource_11) to open the meeting and provide common background information for all participants. 

Section 2: Guided Root-Cause Analysis Activity (1–2 hours)
This activity consists of the following steps:

· Step 2.1: Identify the Equity Gaps to Be Addressed

· Step 2.2: Conduct a “Data Dive” With Group Review of Data Profiles

· Step 2.3: Identify and Discuss Root Causes
· Step 2.4: Categorize the Root Causes

· Step 2.5: Visualize the Root Causes and Categories

· Step 2.6: Discuss Strategies for Educator Talent Development
Step 2.1: Identify the Equity Gaps to Be Addressed
Instructions

· Invite participants to reflect on the equity gaps in their school, district, region, and state—using the examples listed in the “Tips” (below) as a model. Important: Remind participants that the goal of this brainstorming is to get started; they will be refining and focusing the list using data and group discussions during the course of the session. 

· Depending on the size of the group, participants can brainstorm a list of equity gaps first in pairs or groups of three. 

· After each group has identified at least one equity gap, share out as a whole group.

· Use chart paper to write down a list of these equity gaps. Leave the chart up and in full view for the duration of the meeting.

· To transition this activity and set up for later steps, ask participants to highlight the one equity gap that seems to represent the greatest disparity or seems to be the most immediate and pressing. This voting can be done by a show of hands.

Tips 

· Specify the equity gap in terms of a particular problematic equity outcome. For example: 

· “There is higher teacher ‘churn’ in priority schools as compared with non-priority schools.” 

· “There is lower principal quality in larger high schools than smaller high schools.”

· “Low-performing students are more likely than high-performing students to be assigned a novice teacher.”

· “Filling teacher vacancies is more challenging in our high-poverty, high-minority schools than in other schools.”
· The specified problem may relate to equitable access at the classroom, school, or district level; and it may relate to access to “excellent” teachers defined as those who meet a minimum standard of effectiveness or defined as highly effective or the most effective teachers.

· Although the problems in your state may be many, highlight just one primary problematic equity outcome or gap in performance for the purpose of this exercise. The team can come back later to conduct a root-cause analysis for the other key equity gaps. 

Step 2.2: Conduct a “Data Dive” With Group Review of Data Profiles 

Instructions

· Facilitator Preparation: In order to prepare to present data and facilitate a discussion, it may be helpful to review the Moving Toward Equity Data Review Tool (http://www.gtlcenter.org/data_review_tool) before this meeting. This step requires adaptation to each state context. 

· Check data for size. Confirm that the data are large enough to read, and ensure that the color choices are high contrast for better viewing. If it is not clear that the screen will be large enough for all participants to see the data clearly, consider bringing printouts as well. Make sure the font size in the printouts is large enough to read. 

· Modify the data display. Consider changing the data presentation format from how it came to you to a format that will be as user-friendly as possible for stakeholders to review. This time spent up front will prevent headaches later if participants are confused or frustrated by the data.

· During the Meeting: 

· Start with a presentation of the data. Project each piece of data for the group and pass out paper copies to each participant. For most people, it may not be immediately apparent what the numbers represent without an initial walk-through. Plan to repeat much of this information twice, depending on the level of familiarity that the stakeholder group has with data of this nature.

· Give participants ample time to digest the data. Before rushing into a discussion of the story told by the data and the recommendations that should emerge, give participants time to think through the data themselves, with guiding questions that they answer as individuals or in small groups.

· Have data experts on hand. Especially when data literacy is lacking, consider providing each group with a data expert who can guide the group in accurately exploring the data.

· Divide and conquer. If the amount of data to dig through is extensive, break it into smaller pieces and assign small groups to tackle individual sections. Leave time for a whole-group share-out at the end so participants can weigh in on all sections in which they can lend perspective.

· Highlight key data points. It is easy to get lost in spreadsheets of numbers, so consider highlighting in color or in bold the data that matter the most to the present discussion. 
· Note: If your state does not have high-quality, relevant data to inform your key equity gaps, don’t be deterred from having this conversation now. Instead, rely on the best knowledge of your team based on observations in the field and what data you do have (while at the same time clarifying what plans are under way in your state to improve the quality of data over time).
Step 2.3: Identify and Discuss Root Causes

Instructions

· Share with the group that in this step, they will brainstorm the root causes of the equity gaps identified in Step 2.1 using the information and data shared in Step 2.2—that is, they will try to determine reasons why these problematic equity outcomes may have occurred. Remind the group that through their role as direct stakeholders, they can provide explanations of the data that may not be apparent to policymakers. By identifying the root causes, stakeholders will directly influence the solutions identified in the equity plan design. This step is a critical part of creating a plan with identified solutions that match the needs of the field as specified by the group. 

· Model the process. First, ask the group to share one explanation for why the equity gap exists. Second, ask why the reason provided is an issue. For example, if stakeholders note that the root cause to a teacher equity gap is poor school leadership, ask why school leadership is poor. Don’t stop there. If the root cause for poor leadership is, for example, is seen as poor leadership preparation, ask stakeholders why leadership preparation programs are poor. Follow up by asking the group why these explanations may be valid. Encourage the group to share their reasons (even if they don’t know for sure). Connect these root causes to the data from Step 2.2 when possible, but also encourage participants to freely state their perspectives. Keep asking why until you seem to have exhausted the possible causes for the identified problem. Consider ranking these challenges in terms of critical impact. 
· Encourage participation through independent or small-group work. Divide the group into pairs (or larger groups). Ask each group to identify one problem and create a chart list of all possible causes.
· Have each group post its chart, and debrief with a quick share-out from each group. 

Tips 

· For suggestions of root causes, have the group refer to the Moving Toward Equity Quick-Start Guide (http://www.gtlcenter.org/sites/default/files/docs/Quick_Start_Guide.pdf), specifically the section titled “Set Priorities: What are the root causes behind equity gaps in our state or district context?”
· Remind the group to focus on system challenges, not symptoms. For example, the tendency of early-career teachers to move from inner-city to suburban schools after a few years is a symptom, while a lack of strong preparation and leadership in inner-city schools is a systems challenge. Also, the high percentages of teachers of students with disabilities who leave teaching for work in the private sector is a symptom, while unmanageable caseloads for these teachers is a systems challenge.

Step 2.4: Categorize the Root Causes

Instructions

· Using the completed group charts of possible root causes listed in Step 2.3, ask the whole group to consider how each root cause could be placed into categories. 
· Potential categories for root causes of equity gaps could include the following:

· Lack of talent development opportunities, such as teacher-leader roles

· Poor working conditions or limited support structures in specific schools

· Inadequate preparation for or experience working with specific subgroups of students
· Physically arrange each chart into a category within view of the group. Categories will vary based on causes selected by each group. 

Step 2.5: Visualize the Root Causes and Categories

Instructions

· Distribute Handout 7.1: Fishbone Diagram (http://www.gtlcenter.org/fishbone_diagram) to each participant. This handout provides two versions of the fishbone diagram: a print version (which can be filled in by hand) and an electronic version (which allows participants to fill it out and save it on their computer). 
· Review the brainstormed root causes and categories from previous steps.

· Model the process for the group; select one root cause and add it to the fishbone diagram. 

· In small groups, have participants enter their own ideas for challenges and root causes. 
Step 2.6: Discuss Strategies for Educator Talent Development
Instructions

· Ask the group to consider what specific strategies for educator talent development could address one of the categories of root causes.

· As a whole group, chart at least three possible strategies for educator talent development that are matched to each root cause. 
· Remind participants that their input will inform the state’s equitable access plan. (This is a good time to clarify that these strategies are preliminary.) 
· Photocopy and distribute Handout 7.2: Talent Development Framework (http://www.gtlcenter.org/talent_development_handout). Alternately, you can use the graphic that also appears as Figure 1 on page 9 of this handout. Explain to participants that the GTL Center developed this framework as part of the Talent Development Framework for 21st Century Educators: Moving Toward State Policy Alignment and Coherence (http://www.gtlcenter.org/talent_development_framework) to emphasize the many policy components that matter when working to ensure effective educators for all students. These components may be helpful in framing this discussion of strategies. Which of the 13 components in the framework address the root causes identified by your state’s stakeholders? 
Tips 

· Be creative. It is okay to identify strategies for educator talent development that may not be perfect or not able to address all issues of inequitable access. 

· For strategies for educator talent development, see the Moving Toward Equity Quick-Start Guide (http://www.gtlcenter.org/sites/default/files/docs/Quick_Start_Guide.pdf), particularly the section titled “Take Action: What strategies for educator talent development do we currently have in place or need to put in place? How can we ensure coordination across strategies?”
· Also, refer to the Taking Action page of the full Moving Toward Equity online tool (http://www.gtlcenter.org/learning-hub/moving-toward-equity/taking-action).

· Strategies may include things you’re already doing or new ways to enhance existing strategies.

· Consider at which level of the system targeted strategies are most needed and may be the most effective (i.e., school level, district level, or state level). This decision should be informed by where the data suggest the equity gaps lie. 
Section 3: Comment Collection and Closing (25 minutes)

Instructions

· Briefly review the activities of the day. 

· Initiate the closing discussion:

· With your colleagues, discuss how teachers, teacher leaders, school leaders, district leaders, pupil services personnel and representatives from institutions of higher education can continue to provide feedback on the SEA plan. One part of this task may include reviewing a draft of the plan to provide feedback on whether the strategies address the identified root causes. Additional meetings may be held for stakeholders to discuss which strategies should be the highest priorities in your state. Use the discussion tools in Resource 10: Build-Your-Own State Plan to Ensure Equitable Access to Excellent Educators (http://www.gtlcenter.org/resource_10).
· Provide a point of contact should the participants wish to provide feedback on the equitable access plan or viewpoints on whether the adopted strategies are working and have achieved the intended impact.
· Pass out a feedback form with a section for stakeholders to share the top three root causes they identified.
· Share resources, upcoming events, and your contact information.
· Thank all participants for their participation.
Section 4: After the Event (Required time varies)
Instructions

· As soon as possible after the stakeholder session, review and collate the collected responses and incorporate them into the larger planning process. Consider using Resource 5: Incorporating Stakeholder Feedback―Discussion Planning, Recording, and Summary Forms (http://www.gtlcenter.org/resource_5) to systematically document the discussions.
· Reflect on the process as a facilitator with your note taker. What went well? What will you change for next time? Share this information with your colleagues.
Figure 1. Talent Development Framework
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�For more information on improvement science and its use in education reform, refer to the book Improving: Helping Our Schools Get Better at Getting Better by A. S. Bryk, L. Gomez, A. Grunow, and P. LeMahieu (Harvard Education Press, forthcoming).
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