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What do you think of when you 
think of dashboards?

What’s the top word or phrase that comes to mind?
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Based on tweets from 11/1 to 11/10   
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How will we 
know if our 

dashboards are 
successful?



Objectives for this session

01    |    Share one way we’ve approached these questions

02    |    Share specific tools and techniques

03    |    Share inspiration
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CSU’s educator preparation 
programs produce more than half 

of all public school teachers in 
California.

Many of these programs are 
focused on continuously 

improving the training they offer, 
but often do not make sound, 

data-informed decisions.
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Ultimately, we want to see 
program improvement.

Proximally, we want to see data 
use to support evidence-informed 

decision-making.

How we will know if the 
dashboard is advancing that?



CHECKLIST FOR EVALUATING NEW DATA TOOLS

In plain language, describe what a successful launch might 

look like

☐ Step 1: Define success
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ENGAGEMENT WITH TRAINING RESOURCES

In the past, data have 
 been siloed, with 
  access limited to a 
   few individuals. If the 
    rollout is successful, 
     we should see a 
      dramatic increase 
       in the number of 
        faculty and staff 
         given access to 
          the data.



☐ Step 1: Define success

EXPANSION OF ACCESS

INCREASED AWARENESS ABOUT THE DATA TOOL

REGULAR DASHBOARD USAGE

USER SATISFACTION AND ACTIONABLE FEEDBACK

ENGAGEMENT WITH TRAINING RESOURCES

     In addition to   
    learning whether 
   we’re meeting 
  users’ data needs 
 overall, we will 
learn which parts 
of the dashboard 
 design are 
  working well and 
   which are not.



CHECKLIST FOR EVALUATING NEW DATA TOOLS

☐ Step 1: Define success

☐ Step 2: Create specific goals aligned with your definition of success

What specific goals or targets could be used to assess progress 

towards success?



EXPANSION OF ACCESS

INCREASED AWARENESS ABOUT THE DATA TOOL

REGULAR DASHBOARD USAGE

USER SATISFACTION AND ACTIONABLE FEEDBACK

ENGAGEMENT WITH TRAINING RESOURCES

Direct data access 
will increase by 5x

75% of campuses 
will grant access 
to 50% of their 
faculty and staff

In the first six months after launch:

☐ Step 2: Create specific goals aligned with your definition of success



EXPANSION OF ACCESS

INCREASED AWARENESS ABOUT THE DATA TOOL

REGULAR DASHBOARD USAGE

USER SATISFACTION AND ACTIONABLE FEEDBACK

ENGAGEMENT WITH TRAINING RESOURCES

☐ Step 2: Create specific goals aligned with your definition of success

We will acquire 
systematic data on 
usability and 
address low-
scoring areas

User feedback will 
indicate that the 
dashboards meet 
most users’ data 
access and 
analysis needs for 
the content area

In the first six months after launch:



CHECKLIST FOR EVALUATING NEW DATA TOOLS

☐ Step 1: Define success

☐ Step 2: Create specific goals aligned with your definition of success

☐ Step 3: Assess options for getting the data to measure goals

What strategies are available for getting the data to assess 

progress? What’s the effort/value trade-off for each?
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CHECKLIST FOR EVALUATING NEW DATA TOOLS

☐ Step 1: Define success

☐ Step 2: Create specific goals aligned with your definition of success

☐ Step 3: Assess options for getting the data to measure goals

☐ Step 4: Execute, reflect, and repeat
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What did 
we learn?

Developing an evaluation plan 
pushed us to articulate and refine 
our hopes
Example: What does successful data use for 
improvement look like?
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What did 
we learn?

Using multiple measures helped 
us get a more complete picture
Example: measuring the expansion of access to data

= campus granted access to >50% of faculty and staff



What did 
we learn?

Dense feedback is worth the effort
Example: cognitive interviews

Our most rich, actionable feedback came from a set 
of cognitive interviews we conducted. While these 
took a large up-front investment of time, the returns 
were enormous for identifying and addressing user 
needs.
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What did 
we learn?

Dense feedback is worth the effort
Example: cognitive interviews

I like that I can pull specific data items that 
might be of particular regional importance.
Emiliano Ayala, Sonoma State University“
“”

It’s really interesting to be able to see 
the average of the CSU vs. our campus.
Sandra Kahn, San Diego State University
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What do we 
need to learn 
next?

We made great progress.

But. the use of data for program 
improvement is still not where 

we’d like it to be.

To know what to do next, we 
need to dig deeper...



Data use limited to a 
few individuals
Data use limited to a 
few individuals

Campus didn’t provide broad 
access to faculty and staff
Campus didn’t provide broad 
access to faculty and staff

Not enough granularity in 
the disaggregation options

Don’t trust the 
data quality

Tool is too 
difficult to use

No protected time for 
faculty and staff to engage 
in regular data inquiry

Navigating 
access/security for the 
tool is too confusing

Data aren’t collected 
frequently enough

There’s too long a gap 
between data 
collection and when 
data are available

The types of data available 
are not what’s needed

Individuals aren’t 
aware of what’s 
available

Lack of familiarity 
with the data

Sample sizes are too 
small to draw 
conclusions with 
confidence

Data aren’t collected 
frequently enough

There’s too long a gap 
between data 
collection and when 
data are available

Individuals aren’t aware 
that they have access

The types of data available 
are not what’s needed

Prefer a different 
kind of display or 
way of working with 
the data

No protected time for 
faculty and staff to engage 
in regular data inquiry

Data use is a 
compliance/ 
reporting activity

Data use is a 
compliance/ 
reporting activity



Current culture doesn’t 
support using data for 
program improvement

Lack of awareness

Data systems are not 
user-friendly or intuitive

Data available are not seen 
as relevant/useful

Not as many 
campuses as 

we would like 
are using data 

to inform 
program 

improvement

No structure for regular, 
collaborative data reflection

Campus didn’t provide broad 
access to data to faculty and staff

Data quality issues (or 
lack of trust in the data)

Leadership does not prioritize 
data use for improvement

Perception that data use is 
primarily for compliance

Use of data is limited to a 
few program personnel

Access to data systems is 
difficult/confusing

Don’t find the tool easy 
enough to use

Can’t find the data 
they’re looking for in 

(even if it exists)

The type of data available 
isn’t what they need

Frequency of data collection - 
Data not collected often enough 

to inform real-time decisions

Different or preferred way of 
analyzing data that existing 

systems don’t support

Don’t trust the data - 
low sample sizes

Self-reported data is 
unreliable

Latency of data collection – Large lag 
between data collection and when it 

becomes available

Getting at root causes using a fishbone diagram

Data can’t be 
connected 

across systems

Don’t trust survey 
methodology

Lack of knowledge about 
the data available

Not aware they have 
access to the data

Aren’t aware of training 
tools/resources



Take-aways

The release of a new tool is an opportunity to understand 
a community’s data use and promote a culture shift

A structured framework to evaluate the rollout is helpful 
for facilitating reflection and developing a strategy

Driving a culture shift is a continuous, iterative learning 
process. Be prepared to learn and adjust!
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Thank you for your time!
For more information about our work, visit

www2.calstate.edu/impact-of-the-csu/teacher-education/educator-quality-center 

Or follow us on Twitter @EdQCenter

Funding and support provided by:


