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The Data-to-Action Gap

90%
of teachers use data to adjust 

instruction

30%
of teachers feel unprepared to 

interpret results effectively
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Resources

Assessment leadership
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https://linktr.ee/AssessmentLeadership


Who’s in the Room?

• Classroom teachers

• Coaches or teachers on 

special assignment

• Building administrators

• District administrators

• County office staff

• California Department of 

Education staff

• Other
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Session Roadmap

Understanding Assessment 

Leadership

Core Competency 1: 

Vision and Knowledge 

Core Competency 2: 

Interest Holder Engagement.

Core Competency 3: 

Assessment Literacy Culture 

Practical Tools and 

Templates

Action Planning and 

Next Steps
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Turn and Talk (1)

Think of a specific moment when you 

looked at assessment data and felt stuck 

about what to do next. What made it 

challenging?
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What is Assessment Leadership?

Assessment leadership is the capacity to enact a coherent, efficient system of 

assessments and support a culture of assessment literacy that can use 

evidence of student learning to support equity and achievement for all learners.

• Key points

• Involves more than administrators

• Distributes leadership across roles

• Focuses on systems, not single assessments

• Drives equitable outcomes
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Coherent Assessment Systems

Key characteristics

• The foundation for coherent assessment systems is shared 

understanding of learning progressions.

• Coherence means components amplify each other, not just coexist.

• Coherence is observable in daily practice, not just structural design

• Reminders

• Coherence is not the same as comprehensiveness.

• Partial coherence is not the same as coherence.
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Three Competencies

• Develop assessment vision and knowledge.

• Engage interest holders in system evaluation.

• Build assessment literacy culture.
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Competency 1: 

Develop Assessment Vision 
and Knowledge 
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Elements of Assessment Vision

"Assessment leaders are first and 

foremost instructional leaders..."

• Deep knowledge of academic content standards and learning 

progressions

• Understanding of assessment purposes and uses

• Criteria for high-quality assessment

• Connection between curriculum, instruction, and assessment
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Components of a Coherent and Effective 

Assessment System

Type Examples Frequency Purpose Use

Formative 

Assessment 

Process

Learning experiences 

that elicit evidence of 

student learning in 

real time

Ongoing, during 

learning

Provides evidence of 

learning as it is 

developing to inform 

next steps in learning

Most useful to teachers to guide 

feedback and next steps in 

instruction and for students during 

peer feedback, self-assessment, and 

discourse

Classroom 

Assessments

Classroom summative 

assessments, 

curriculum-embedded

assessments

Weekly, monthly Provides evidence of 

retained learning 

across a few related

lessons or a group of 

lessons or standards 

over a period of 

learning

Most useful to teachers, students, 

and their families as evidence

of what a student has recently 

learned; given during a pause in

learning and may contribute to 

grades
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Components of a Coherent and Effective 

Assessment System (2)

Type Examples Frequency Purpose Use

Interim and 

Benchmark 

Assessment

Benchmark, 

common 

assessments

2–3 times per year Provides evidence of retained 

learning at various benchmarks 

throughout the year or progress in 

specific skills

Most useful to groups of teachers and 

school leaders for identifying concerns or 

allocating resources

Screening and 

Intervention 

Assessments

Diagnostic 

assessment, 

universal screener, 

progress monitoring

As needed Provides evidence of student 

strengths and needs in specific 

skill areas to inform instruction

Most useful to inform targeted instruction 

and intervention in specific skill areas

Standardized 

Summative 

Assessment

State summative 

assessments

1 time per year, 

after learning

Summarizes evidence of retained 

learning of the standards

Most useful to school and district leaders 

as one piece of information to evaluate 

curriculum and program

alignment with standards and to ensure 

all students have access to rigorous, 

standards-based content



Quality Criteria 

and Transfer

Assessment leaders must discern quality to evaluate 

tools.

• Validity: Does it measure what it claims to measure?

• Reliability: Are results consistent?

• Fairness: Is it accessible? Is there an equal 

opportunity for all students to demonstrate knowledge

• Alignment: Connected to standards, curriculum, and 

instruction? 

• Utility: Is the assessment serving its intended 

purpose? Can the results inform decisions?
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Turn and Talk (2)

Think of one assessment you use regularly. 

• How would that assessment fare on these 

five criteria? 

• Which criterion would you start with for 

evaluation? 

• Why?
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Competency 2: 

Engage Interest Holders in 
System Evaluation
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Why engage interest holders?

• Different interest holders need different information.

• Teachers need fine-grained data for instruction.

• Leaders need patterns for resource allocation.

• Parents and students need understandable progress 

information.

• A complete picture only emerges from multiple perspectives.

18



Developing a 

Complete 

Picture

Four-step process

Foster Authentic Engagement

Map Current Assessments

Evaluate Quality and Value

Make System Adjustments
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A District’s Assessment System Review

• Scenario: A school district conducted a comprehensive assessment system 

review to reduce testing burden and ensure data is actionable.

• Approach

• Formed four grade-level teams (K–2, 3–5, 6–8, 9–12) with teachers, 

principals, and central office staff

• Inventoried all assessments students experience over the year

• Documented user, purpose, time, and how data was (and was not) used 

for each assessment

• Combined assessment literacy training with hands-on inventory work
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A District’s Assessment System Review (2)

• Eye-opening Discoveries

• "Our inventory showed that we had more tests than there were days in the month." 

• The volume of data could not possibly all be used.

• Our English learner students are experiencing significantly more testing than other 

students. 

• Interim and benchmark assessments were serving identical purposes.

• Lessons Learned

• The inventory process builds assessment literacy.

• We need to distinguish the "rhythm of assessment" (what we've always done) from "reason 

of assessment" (why we do it).

• This is a work in progress. Ongoing collaboration is needed. Collaboration across roles is 

essential.
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Competency 3: 

Build Assessment Literacy 
Culture
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What is assessment literacy?

Michael Fullan describes assessment literacy in terms of capacity:

• the capacity of teachers and principals to examine student 

performance data and make critical sense of them,

• the capacity to develop action plans based on the 

understanding gained from the aforementioned data analysis 

to increase achievement, and

• the corresponding capacity to contribute to the political 

debate about the uses and misuses of achievement data.
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Structural Conditions

• Common meeting times for collaborative data analysis

• Data analysis routines and protocols

• Professional learning focused on data literacy

• Accessible, user-friendly data systems

• Classroom observation with meaningful feedback

• Protected time for teachers to apply learning
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Turn and Talk (3)

• Which of the six conditions exists most 

strongly in your context? 

• Which one is the biggest gap? 

• Which one could you influence?
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Practical Tools and 
Resources to Support 
Assessment Leadership
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Resources to Support Competency 1: 

Develop Assessment Vision and Knowledge 
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• A Process for Establishing a Common Vision for Assessment

• Key Characteristics of a Coherent and Effective Local Assessment 

System

• Building Effective Assessment Systems Aligned With LEA Teaching 

and Learning Goals

• Assessment Design Toolkit



Resources to Support Competency 2: 

Engage Interest Holders in System Evaluation
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• Assessment System Review Online Learning Path (2.0 Version)

• Balanced Assessment Systems: A Case Study of One District’s 

Journey to Rebalance their Assessment System for Improved 

Student Outcomes



Resources to Support Competency 3: 

Build Assessment Literacy Culture
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• Data Literacy & Leadership Resource Hub

• Data Leadership Training Series 

• CAASPP and ELPAC Professional Learning Series



Next Steps: 

Moving from Learning 
to Action
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Getting Started: Assessment Leadership Action Steps

1–2 Months

• Form an 

assessment 

advisory committee 

with diverse interest 

holders.

• Begin documenting 

all current 

assessments in 

your system.

• Identify one area of 

your assessment 

system to evaluate 

first.

3–6 Months

• Complete 

comprehensive 

assessment audit.

• Analyze audit results 

for gaps and 

redundancies.

• Provide professional 

learning on 

assessment literacy 

basics.

• Establish regular data 

team meeting 

structures.

12+ Months

• Make evidence-based 

adjustments to the 

assessment system.

• Build ongoing 

professional learning 

cycles.

• Establish feedback 

loops with interest 

holders.

• Monitor and refine 

based on 

implementation.
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Reflection Questions

1. What is one strength of your current assessment system?

2. Where could interest holder engagement improve?

3. What structural barrier prevents effective data use?

4. Who are your potential allies?

5. What is one concrete action you can take within two weeks?
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Key Takeaways

• Assessment leadership requires vision, knowledge, and ongoing capacity 

building.

• Authentic interest holder engagement is essential for coherent, balanced 

assessment systems.

• Assessment literacy culture requires both knowledge and structural 

conditions.

• Practical tools and protocols support the journey from data to action.

• Moving beyond compliance to meaningful improvement requires distributed 

leadership.
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Assessment leadership is not a solitary 
effort. 

• It requires distributed leadership, shared 

vision, ongoing learning, and commitment to 

using evidence to achieve equitable outcomes 

for all students.

Thank you for the work you do every day.
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