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Session 
Agenda

Welcome

Cognia’s Continuous Improvement System

User roles and user management in the platform

Navigating the platform as an AL user

ACIP Work and Next Steps



ACIP and Platform Padlet



ALSDE and Cognia Support Page
Email: 
ALclientcare@cognia.org
Phone: 
866-615-2745
Hours: 
7am – 4pm CST

mailto:ALclientcare@cognia.org


Quick Check-In 

• Which Cognia tool have you 
used most in the past?

• What do you hope to learn 
about our updates to the 
Improvement Platform and 
ACIP?



Cognia's Continuous 
Improvement 
Platform



The big picture

This platform change is about 
simplifying, integrating, and 
supporting the work our 
institutions already do to 
improve learning outcomes.



Share with teams where to find tools

AL Mandatory Trainings

ALSDE Diagnostics and
Workspaces

ATOT – Alabama Teacher
Observation Tool

AL Custom Surveys
• Teacher Mentor/Mentee
• School Climate
• Title I

Cognia Improvement Platform myJourney

Strategies - ACIP​

Cognia Survey Suite

Updated eleot tool

Accreditation



Getting started as an 
AL institution



Account activation

1. Receive an account activation email 
from the system

2. Confirm who will manage users

3. Set up users in Cognia Home 



New log-in screen





User roles in the 
platform



User management

1.   Find menu in the top right corner
2.   Choose user management
3.   Choose invite new users
4.   Add users individually

• Import a user list
• First name, last name, email, role

5.   Receive email from the system
6.   Enable user account



• Surveys: Can view surveys and create survey 
administrations. Can generate reports

• Strategies: Can view and create all plans

• Observations: Can create courses, create 
observations, download observation reports. 

• Engagement Reviews: Can view, complete, and 
submit institution sections for a review.

Admin

• Strategies: Can view and edit existing plans

• Engagement Reviews: Can view reviews and 
complete and submit institution sections

Contributor

User roles



User roles

Viewer

• No active platform use unless they have another role assigned 
.

• Strategies: Can only view existing plans.
• Engagement Reviews: Can view institution sections for a review

Observer

Educator

• Observations: Can conduct and view their own observations. Can 
download reports for their own observations

.



User guides and tutorials



User guides and tutorials



Navigating the 
Platforms as an 
AL institution



What does this look like for AL users?

AL Mandatory Trainings

ALSDE Diagnostics and
Workspaces

ATOT – Alabama Teacher
Observation Tool

AL Custom Surveys
• Teacher Mentor/Mentee
• School Climate

Cognia Improvement Platform myJourney

Strategies - ACIP​

Cognia Survey Suite

Updated eleot tool

Accreditation



My Home

MyJounrey



Strategies
ACIP for 2026-27



Strategies: ACIP
Purpose: Engage in Cognia's research-
based Strategic Thinking and Planning 
process for ACIP. Document work/plans with 
this online tool for improvement planning that 
encompasses four distinct phases: 
envisioning, planning, implementation, and 
evaluation.



Whole group discussion

What makes 
planning strategic?



Goals of Strategies 

      Support leaders in defining their institution's priorities 
                   

         Monitor progress in ways that are meaningful 
and responsive to their unique context

Support leaders in aligning actions
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Strategies core components

1

Modules walk 
you through 

the Strategic 
Thinking & 
Planning 
Process

3

Four-Phase 
approach to 
continuous 

improvement  

Teams can 
document 
plans and 

improvement 
updates 

Outputs 
from the 

platform can 
be 

downloaded 
and printed 

4



Activity Measures
Specific sources of data used to evaluate the effectiveness of activities.

Activities
Actions that provide SPECIFIC information on how the critical initiative will be approached or implemented.

Key Measures
1-2 large pieces of data to evaluate the effectiveness of each critical initiative.

Critical Initiave 
2-5 evidenced-based methods or strategies to guide the work of each objective.

Objective 
1 long term outcome for each theme.

Priority Statement
If...then... statement aligned to each theme. Articulates the importance of the strategic theme for the institution.

1 long term goal for each theme.

Strategic Theme 
3-5 key areas of focus for next 3-5 years

Written to 
last for 3-5 

years

Written to 
be 

completed 
in one CIP 

cycle 
(1 year or 

less)

ACIP Terminology



Annual Implementation Plan - ACIP



Strategies

Choose Strategies on the left 
navigation bar



Strategies From the main Strategies screen you can start a 
new plan, see current plans, and access resources.



Evaluating
Phase 



Evaluating subphases 



Envisioning
Phase  



Envisioning: Three subphases



A strategic theme…

• reflects the big idea of your 
priority statement and 
connects to your future 
reality. 

• answers, “What is the 
"bucket" or major area of 
focus mentioned in each 
priority statement?”

Sample 
Staff Stability



A priority statement…

• reflects the connections 
and gaps between current 
reality and future priorities

• answers, “what do we 
need to change now to 
realize our future?”

• can be written as an if-then 
statement

Strategic Theme
Staff Stability 

Priority Statement
As we face educator shortages 
and utilize uncertificated staff to 
fill positions, we must provide 

choice programs for 
professional development 

towards advanced certification 
programs to stabilize teaching 

staff.



Envisioning 
Summary 
Output (new)



Planning 
Phase



Planning subphases 



Planning subphase 1:

Use priorities to create objectives 
and identify critical initiatives



Objectives

Step:1
Use the priority statement and 
its strategic theme as the 
guiding organizer to write the 
objective statement.

How will we achieve the 
strategic theme?



An objective is… 

• An “output” of the priority 
statement and its strategic 
theme

• A statement representing 
the action of long-term 
direction

• Similar to a goal statement

Strategic Theme
Staff Stability 

Sample 
Objective

Provide choice programs for 
professional development 

towards advanced 
certification to stabilize the 

teaching staff.



Direction:
 Does the statement communicate a long-term 

direction or shift?

Alignment:
 Is it clearly aligned to the strategic theme?

Outcome Focused:
 Does it describe what we aim to achieve, not 

what we will do?

Objective criteria 



Write an objective for your 
strategic theme 

Check to ensure it meets the criteria

Table group



Critical initiatives

Step:2

Complete this exercise for each 
priority and objective 
statement. 

Each objective statement needs
accompanying evidence-based 
practices or critical initiatives for 
the institution to implement – 
what you will do to achieve the 
outcome?



• Are evidence-based practices

• Guide the implementation of actions to achieve objectives

• Are sometimes referred to as a strategy

• Can be multiple per objective

• Are written “high level” for this phase (remember these appear on the Strategy Map)

• Are evaluated for their effectiveness

Critical initiatives defined…



Guidance to create an effective Critical 
Initiative  (CI)

1. Revisit your priority statement, 
strategic theme, and objective.

2. Identify the evidence-based 
action.

3. Clarify the purpose behind the 
critical initiative. 

4. Keep it at a high level but 
measurable.

5. Check the criteria for your critical 
initiative. 



1. Revisit your priority statements, 
strategic themes, and objective
• Priority Statement: 

• Strategic Theme: Staff Stability

• Objective:
Provide choice programs for professional development toward 
advanced certification to stabilize the teaching staff.

As we face educator shortages and utilize uncertificated 
staff to fill positions, we must provide choice programs for 
professional development towards advanced certification 
programs to stabilize teaching staff.



2. Identify the evidence-based action

Ask yourself:
• What practices research says work?
• What actions are proven to drive measurable impact?
• What will meaningfully help achieve the objective?

Examples of strong CI actions:

• “Reallocate human and fiscal resources to manage the program…”

• “Establish structured cycles for data gathering and analysis…”



3. Clarify the purpose behind the (CI)

• Write the CI so that the reader can answer:

“Why are we doing this?”

• A strong CI implies the intended change.

Example:
Provide professional development in tools that 
support instructional consistency.



4. Keep it high-level but measurable 

Keep it: 
High-level
Action-oriented
Specific enough to guide implementation
Broad enough to last 1–3+ years

Avoid:
• Tasks (“Schedule a PD day,” “Send email reminders”)
• Vague ideas (“Support teachers”)



Criteria for your Critical Initiative (CI)

Critical Initiative quality check

 Does it directly support the objective?
 Is it an evidence-based practice, not a task list?
 Is it written at a high-level?
 Can the team measure progress towards it?
 Does it guide what must be done institution-wide?

If you can’t answer “yes” to all of these, refine it.



Sample Critical Initiative

Critical Initiatives

Reallocate human and 
fiscal resources to 
manage the choice 

program and provide 
teacher support.



Critical Initiative breakdown

Step Thinking Result

Evidence-based 
practice

Teacher support & PD 
access improve 

retention

“Reallocate 
resources…”

Action
Ensure programs are 

staffed, funded, 
supported

“Manage the choice 
program…”

Purpose Stabilize staff “…and provide teacher 
support.”

Reallocate human and fiscal resources to manage the choice 
program and provide teacher support.



Why does teamwork and trust matter?

1. Write one critical initiative for the 
strategic theme 

2. Allow your peer to conduct a quality 
check 

Table group 



Planning subphase 2:

Identify outcomes



Identify the intended outcome that 
the institution will strive to achieve 
for each critical initiative.

Intended outcomes

Step:3



• Reflects what you want the 
critical initiative to achieve

• Align to one critical initiative

• Appear in the Theory of 
Action

• Can be stated in quantifiable 
terms, if required

Intended outcomes

Sample 
Intended 

Outcomes
Teachers will utilize the 
program and resources 

more effectively.



1. Each person writes 1 or 2 intended 
outcomes for the critical initiatives.

2. Discuss as a group and determine what 
outcomes you need.

3. Whole group share out.

Define Intended Outcomes



Assumptions 

Step:4
Explicitly state what the institution 
believes regarding how and why each 
critical initiative will be successful upon
execution when writing the assumptions.



Assumptions

We assume that teachers 
will participate more 

consistently and advance 
toward certification if 
adequate human and 

financial resources are 
allocated to provide strong 
program management and 
ongoing teacher support.

Sample 
Assumption 



Influential Factors 

Step:5

Decide on three or four (keep the 
quantity small) factors that could 
influence the success of the critical
initiatives. 

Influential factors are 
elements outside the institution’s 
control that can impact how 
successfully critical initiatives and 
outcomes play out.



Identifying Influential Factors 
•State or federal policy changes
•Teacher interest in taking on new responsibilities
•Weather-related school closures
•Budget reductions at district or state level
•Leadership turnover
•Access to substitutes
•New community partnerships
•Quality of internal communication

Options to consider



Influential Factors 

economy; 
housing market;  
compensation

Sample 
Influential Factors 



Key Measures 

Step:6

Determine appropriate indicators or key 
measures that track the progress and 
achievement of the critical
initiatives. 

Each critical initiative can have one or 
multiple means to measure its effectiveness 
and/or performance.



• Are items/tools that track the 
progress of each critical initiative 
toward the intended outcome

• Can be multiple to measure each 
critical initiative

• Appear on the Strategy Map and 
Theory of Action

Key Measures

Sample 
Key Measures

Teacher Survey 
data



•Strategic plan
•School/system 
professional 
learning plan

•Teacher growth 
plan

•Title 1 plan

•eleot 
observations​

•Peer 
observations​

•Teacher 
Observation 
Tool

•Surveys​
•Anecdotal 
notes

•Self-
assessment​

•Formative 
assessment​

•Program 
effectiveness 
data​

•Benchmark 
assessment 
data

Documentation 
data 

Observation 
data 

Perception data Growth data 

How will we measure? What will be the evidence? 



1. Each person determines 1 key measure 
that could provide evidence of achieving 
the stated intended outcomes.

2. Discuss among your group and come to a 
consensus of a minimum of 2 key 
measures for each critical initiative.

3. Whole group shares out.

Key Measures 



Planning subphase 3:

Develop Strategy Map



Strategy Map
Output



Planning subphase 4:

Develop Annual Plan



Annual Plan
Output



Input: Planning 
1. Discussion with teams
2. Data input into Cognia 

Improvement Platform

Strategies group work 



Implementing 
Phase



Implementing subphases 



An activity is… 

• an action
• critical initiatives broken 

down into actionable 
activities

• how the critical initiative 
will be approached or 
implemented

Sample 
Activities

Survey staff on professional 
learning needs

Identify and establish a 
professional learning  

plan/calendar
Provide professional 

learning



Activities… 

• are linked to specific 
activities within critical 
initiatives

• are a source of data
• evaluate the effectiveness 

of activities in completing 
the work of critical 
initiatives

Sample 
Activity measures

• Data from staff survey
• Professional learning 

calendar with outcomes
• Professional learning 

digital portfolios and 
classroom observations



• Person(s) responsible

• Required resources
oFinancial 
oOther

• Benchmarks

• Target dates
*These can be left to the 
person(s) responsible.

Other components 



Annual Implementation Plan Output

Serves as your ACIP



Input: Implementing 
data into the Cognia 

Improvement Platform

Strategies group work 



Evaluating
Phase 



Evaluating subphases 



Theory of Action 
Output



Annual 
Evaluation 
Summary 

Output



Next steps



• Spring/Summer
• Evaluate previous year’s plan success

• August / September
• Envision new 3-5 year plan and Plan for ACIP Implementation

• Fall
• Implement ACIP Critical Initiatives and Activities for year 1

• Fall, Winter (mid-year review), Spring
• Monitor progress

• Spring/Summer
• Evaluate and begin planning for year 2

Important reminders & timelines



My Commitment Plan

1. My commitment within the next 30 days is to…
2. One area I would like to develop further is…
3. A specific action I will take is…
4. My measure of progress will be…
5. My motivational reminder is…



Cognia's Continuous 
Improvement 
Platform



Share with teams where to find tools

AL Mandatory Trainings

ALSDE Diagnostics and
Workspaces

ATOT – Alabama Teacher
Observation Tool

AL Custom Surveys
• Teacher Mentor/Mentee
• School Climate
• Title I

Cognia Improvement Platform myJourney

Strategies - ACIP​

Cognia Survey Suite

Updated eleot tool

Accreditation



Mandatory 
Trainings



ALSDE Mandatory Trainings
Purpose: Engage in required trainings for the 
state of AL including:
• Gifted Training (3 labs)
• Lee vs Macon (2 labs)
• Suicide Prevention & Mental Health Awareness
• Jamari Terrell Williams Bullying Prevention Act
• Erin's Law (Child Sexual Abuse) & Mandated 

Reporting
• Annalyn's Law (Juvenile Sex Offenders)



ALSDE Mandatory Trainings

Choose Alabama Mandatory 
Training from the left 

navigation bar



ALSDE Mandatory Trainings

Use the waffle to 
get to the serch 

bar



ALSDE Mandatory Trainings

A list will appear with all 
the avaialble labs. 26-27 
content has the year in 

front of the title. 

Content will be live by 
early August.



eleot



Moves from 
seven 

learning 
environments 

to four 

1 2 3

Overview of key changes to the tool

Digital learning 
items are 

embedded

Rating guide 
includes not 
applicable 



Observations

Choose Observations on the 
left navigation bar



Observations > Landing Page



Cognia Surveys



Cognia Essential Perception Surveys

Purpose:
• Foster continuous improvement culture by empowering 

stakeholders with a structured voice

• Provide actionable feedback so institutions can pinpoint 
specific strengths and opportunities

• Reveal where stakeholder groups align or differ to better 
understand consensus and areas of disconnect 



Survey design

Principles:

• Alignment to four key characteristics

• Balanced stakeholder perspectives

• Reporting with interpretation

• Actionable results



Surveys

Choose Surveys on the left 
navigation bar



Surveys> Landing Page Like with observations, you 
will see surveys on the 

main page once they have 
been created.

Create a new survey with 
the Create Instance button 

in the upper right.



myJourney



myJourney

• ALSDE Diagnostics and Workspaces
• ATOT
• ALSDE Surveys

• Mentor/Mentee
• Climate
• Title I



myJourney

Choose myJourney on the 
left navigation bar



myJourney log-in



ATOT



Alabama Teacher Observation Tool 
(ATOT)

Purpose: The purpose of Cognia’s Teacher 
Observation Tool is to help you promote teachers' 
improvement toward the practice of learner centric 
instruction and effective teaching using this 
formative observation tool.



The Power of ATOT

Strengthen instructional practice, through targeted, 
job-embedded support.

Identify opportunities to increase instructional rigor 
and align expectations across classrooms.

Generate evidence-based formative data to 
drives focused coaching conversations  and 
continuous improvement. 



Alabama Teacher Observation Tool



Federal Program 
Diagnostics and 
Surveys



Diagnostics and Workspaces

• Federal Program Requirements
• Compliance Monitoring
• School Improvement
• Gifted
• 21st Century
• Teacher Mentor
• CTE/TAPE
• Technology
• Assurances
• Title I



Diagnostics and Workspaces



State Surveys

• Alabama Teacher Mentor Program
oMentee
oMentor 

• Alabama School Climate Survey
o Family
o Student
o Instructional Staff

• Title I Parent Survey



Surveys



Questions?
Learn more at cognia.org



Recorded webinars 

• New Cognia Improvement Platform
• eleot
• Surveys and Strategies 



Join Cognia at IMPACT



ALSDE and Cognia Support Page
Email: 
ALclientcare@cognia.org
Phone: 
866-615-2745
Hours: 
7am – 4pm CST

mailto:ALclientcare@cognia.org


Feedback 
Survey

• Session Title: ALSDE ACIP

• Facilitator(s): Rachael Havey



is here to support YOU!

Dr. Jeff Langham
Senior Director 

Accreditation Services 
jeff.langham@cognia.org 

Dr. Jimmy Shaw
Director 

Accreditation Services ​
jimmy.shaw@cognia.org 

Rachael Havey
Vice President 

Professional Learning
rachael.havey@cognia.org 

Gina Norris
Senior Coordinator

Accreditation Services ​
gina.norris@cognia.org 

mailto:Gina.norris@cognia.org
mailto:Gina.norris@cognia.org
mailto:Gina.norris@cognia.org
mailto:Gina.norris@cognia.org


Thank you 
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