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“If you have come here to 
help me, you are wasting 
your time, but if you have 
come because your liberation 
is bound up with mine, then 
let us work together.”

Dr. Lilla Watson
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Learning from 
the Past to 

Look Forward

4

http://www.youtube.com/watch?v=4U0DBi1VkhA
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http://www.youtube.com/watch?v=lWmEfojKyw8
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From Visioning to Strategic Planning

Priorities 

Strategies

Equity 
Index

Final
Set of 9 

Strategies
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Strategy

Plan of action designed to achieve an overall aim

Goal 1 Goal 2 Goal 3

Primary outcome(s) of strategy implementation

Progress Monitoring (Leading Indicators) 

❏ Informs the monitoring of progress (formative assessments to guide implementation):
❏ Co-sensing where we are in the work, with an emphasis on quality over quantity
❏ Allows us to address Issues and Opportunities as we scale

Overview of Strategic Plan Key Elements
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Strategy 1 - Establish a Systemwide Project Management Culture and 
Practice

Goal 1

Establish and implement a consistent Project 
Management Framework, tools and protocols 
for all strategic plan priorities.

Goal 2

Shift towards a culture of regularly monitoring 
and reporting on the implementation of 
strategic plan priorities progress through 
quarterly review cycles and protocols. 

Progress Monitoring (Leading Indicators) 

❏ Management tool adoption and feedback from Strategy Sponsors and Leads
❏ Stakeholder engagement in requirements gathering & product selection for new project 

management and data dashboard systems
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Strategy 2 - Socialize the Vision and Strategic Plan

Goal 1

Create a storytelling 
framework that provides tools, 
resources, guidelines, and 
example activities to help all 
of our different constituents to 
make meaning of our vision 
and strategic plan, and 
understand its relevance to 
them, their role, and/or their 
students.

Goal 2

Every adult working in the 
school district understands 
the vision, and knows how the 
portraits connect to their 
work. Every plan and action 
taken clearly shows its 
alignment with the vision and 
strategic plan.

Goal 3

Recruit a Superintendent’s 
“kitchen cabinet” of 
community partners who work 
with the district to identify and 
work on a series of shared 
projects related to Vision 
2035. 

Progress Monitoring (Leading Indicators) 

❏ Level of use of Vision 2035 toolkit resources
❏ Engagement data from social media platforms 
❏ Pulse check and self-assessments to understand the fluency with Vision 2035
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Strategy 3 - Dismantle Systems of Oppression by Eliminating Barriers to 
Equitable Access and Outcomes

Goal 1

Every adult at LBUSD is 
improving their capacity 
to be an Equity-focused 
Change Agent and are 
elevating their liberatory 
consciousness and 
taking actions to 
dismantle systems of 
oppression.

Goal 2

Begin to implement liberatory 
design processes to 
systematically identify, assess and 
dismantle district practices, 
policies and processes that are 
perpetuating oppression and 
inequities and replace them with 
restorative, equitable practices, 
policies and processes.

Goal 3

We have researched, 
recommended, developed and 
are implementing an Equity 
Framework that includes tools 
and practices to support 
improvement in LBUSD staff’s 
ability to act in ways that are 
more equitable and act in 
ways that dismantle systems 
of oppression.

Progress Monitoring (Leading Indicators) 

❏ Number of staff trained in Liberatory Design along with exit slip feedback
❏ Number of practices, policies, and processes revised to be more equitable                   

(eg., Non-discrimination Policy)
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Strategy 4 - Elevating & Centering Black Students & Families

Goal 1

Establish and charter a Center 
for Black Student Excellence 
(CBSE), developed in 
partnership with Black 
students and families, that 
utilizes liberatory practices to 
identify key areas of focus to 
improve outcomes for Black 
students and families and 
align BSAI work across the 
District. 

Goal 2

Staff (all levels) are applying 
culturally responsive and 
sustaining practices that 
promote engagement/ 
partnership, identity agency, 
& belonging for Black 
students to increase their 
achievement and well-being.

Goal 3

Engage Black students and 
families and accelerate 
asset-based practices / 
approaches, through 
facilitated/guided prototypes 
focusing on Black students 
and families and culturally 
responsive and sustaining 
practices.

Progress Monitoring (Leading Indicators) 

❏ Community engagement level in listening sessions
❏ Progressive drafts CBSE Charter for community feedback
❏ Black student achievement scores on formative/summative assessments

26



Strategy 5 - Equitable Access to High-Quality Learning Experiences

Goal 1

Reimagine and align all 
LBUSD instructional 
programs and corresponding 
resources to the Graduate 
Portrait, ensuring all students, 
especially Black students, 
experience high-quality 
instruction that is rigorous, 
inclusive, and culturally 
responsive and sustaining.

Goal 2

Infuse real-world connection 
and application opportunities 
across the curriculum and 
instructional programs for all 
students in PreK-12

Goal 3

Disrupt the inequities that 
exist in our site programs, 
centering students in staffing 
decisions, class placements, 
designing pathways and 
programs, and creating 
flexible master schedules in 
PreK-12. 

Progress Monitoring (Leading Indicators) 

❏ Quality Core Instructional Practices observed in classroom instruction (QCV Cycles)
❏ % of students participating in Work-Based Learning
❏ Equitable course offerings across pathway programs
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Strategy 6 - A Systemwide Practice of Community Engagement

Goal 1

Develop and implement a 
system-wide community 
engagement framework

Goal 2

Intentionally build a relational 
culture between district, 
families, community and 
partners.

Goal 3

Create our asset-based 
"customer service" guidelines 
to create a sense of welcome 
for students, staff, 
communities, and family.

Progress Monitoring (Leading Indicators) 

❏ Community participation rate as indicated by ThoughtExchange (TE) usage data

❏ Sustained engagement rates at district and site-based events

❏ Community feedback regarding experiences with the implemented guidelines and 
Community Engagement Framework.
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Strategy 7 - Develop a Diverse Workforce That Reflects the Community We 
Serve and Improves Our System’s Cultural Dexterity and Inclusiveness

Goal 1

LBUSD has developed, and implemented a 
plan to cultivate and recruit students, 
especially Black and multilingual students, to 
join our staff and support our efforts to reflect 
the diversity of our student population, 
especially at schools. 

Goal 2

LBUSD has successfully retained diverse staff, 
especially Black and multilingual staff, in order 
to increase our cultural dexterity as an 
organization and to support our efforts to 
culturally and demographically reflect our 
student population, especially at school sites.

Progress Monitoring (Leading Indicators) 

❏ Staff demographics as compared to student demographics
❏ Staff retention data, with a focus on our Black and multilingual staff
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Strategy 8 - Develop a Coherent, Systemwide Culture and Structure of Adult 
Learning

Goal 1

All LBUSD staff will have clear role 
descriptions and expectations connected to 
the Adult Portrait with an aligned evaluation 
and support system.

Goal 2

All LBUSD staff will have regular and 
consistent opportunities to engage in 
personalized professional development and 
coaching to continually develop as 
transformative professionals.

Progress Monitoring (Leading Indicators) 

❏ Qualitative and quantitative data that reveals alignment between the Adult Portrait and 
Evaluations (i.e. focus groups and numbers of managers involved in our design work).

❏ Participation rates and exit slip data from professional development efforts
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Strategy 9 - Strengthen the Sustainability and Climate Resilience of Our 
District

Goal 1

Adopt, organize, and fully 
implement our district Climate 
Resilience and Sustainability 
Plan.

Goal 2

Launch our Behavior Change 
Program to build awareness 
and support sustainability 
oriented actions.

Goal 3

Develop and launch our 
Equitable Green Schools 
Initiative.

Progress Monitoring (Leading Indicators) 

❏ Documented timelines and milestones for implementation of sustainability programs
❏ Documented learnings from Washington Middle School Pilot Program
❏ Surveys to track changes in behavior related to sustainability
❏ Number of schools enrolled in the waste diversion program
❏ Documented standards for key initiatives (eg., Landscaping Design Standards)
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Governance 
Structure
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Key Roles & Responsibilities

Sponsor

Thought partnership

Support 
prioritization of 

tasks & goal

Identify & remove 
barriers

Catalyze systemic 
changes required to 

actualize goals

Lead

Create & manage 
goal area work 

plans

Monitor progress of 
goal 

implementation

Manage information 
flow for goal

Engage those 
closest to the work

Critical Partner

Thought partnership

Additional 
accountability to 

support goal needs, 
progress, & 

accomplishments

Socialize strategy
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Status updates on progress of 90-Day Org &/or Individual Rocks w/ Leads & identifying issues/opportunities

Oct 10, 2023
Anchor Day

(Full Day)

July, 2024
Sponsors/Leads
Critical Partners

Jan 9, 2024 
Quarter 

Step Back

April 9, 2024 
Quarter 

Step Back

Nov
14

Dec
12

Feb
13

Mar
12

May
14

Jun
11

“How are you spending time ensuring progress of the Vision 2035 Strategic Plan strategies?”

 Weekly 1 hr
Senior Team

 Weekly 0.5 hr
1:1 w/ Leads

Analysis & Reflection on 90-Day Rock Progress, Leadership Development, Set New 90-Day Rocks, Update Metrics
 Quarterly 4 hrs
Sponsors/Leads
Critical Partners

 Monthly 2-4 hrs
Sponsors/Leads

Updating Rocks & Metrics, Analysis & Reflection on 90-Day Rock Progress, Address Issues/Opportunities

 Monthly 2 hrs
District Leader

Oct 25 Nov 29 Jan 24 Feb 28 Apr 24 May 22Dec 13 Mar 27

 Monthly 1 hr
Leads Community Reflection, Clarify Work & Roles, Build Project Management Capabilities, Develop Trusting Relationships

Jan __ Feb __ Apr __ May __Dec 7 Mar __ Jun __

Progress check 90-Day Rocks, Metrics, To Do’s, Headlines, & Cascading Messages, 
Issues/Opportunities

Shared Learning: Liberatory Design Mindsets - Capability Building, Practice, Application, Storytelling

ANNUAL 
RETREAT

Analyze & Reflect 
on Annual Goals, 

Storytelling, 
Celebrate!

 Set New Annual 
Goals, Set Fall 
90-Day Rocks, 
Update Metrics

(Full Day)
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“In any given moment 
we have two options: 
to step forward into 

growth or to step back 
into safety.”

Abraham Maslow
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Because a system is perfectly designed 
to get the results it gets, if we want 
improved outcomes for students and 
adults in this district, the system has to 
be redesigned to promote these 
outcomes. Further, the system design 
needs to work such that it promotes 
newly desired behaviors. 

The System Portrait illustrates the way 
in which the district’s system 
components (structures, supports, 
standards, agreements, incentives and 
cultures) will be intentionally reimagined 
to support the achievement of the 
Graduate and Adult Portraits.
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Liberatory Thinking (Vision 2035)
Liberatory refers to the practice of adopting 
Liberatory Mindsets and Modes. 

As defined by the National Equity Project, mindsets 
are intended to surface particular beliefs, values and 
stances that can ground our work. 

They identify 12 mindsets, including: build relational 
trust, practice self-awareness, recognize 
oppression; embrace complexity; work to transform 
power; exercise creative courage. 

They identify eight modes, including See the 
System; Empathize, Inquire; Notice and Reflect.
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Liberatory: What does it mean?

● A process is liberatory when it actively and intentionally 
DISMANTLES or DECONTRUCTS the systems that create 
inequity and replaces them with ones that amplify the 
assets of all, especially those furthest from justice or 
opportunity.

● Systems are designed to have the outcomes they have, so 
they must be REDESIGNED to have different outcomes.

● We can activate liberatory thinking by Noticing & Reflecting. 

Source: National Equity Project 39

https://www.nationalequityproject.org/frameworks/liberatory-design


Liberatory Design Mindsets
● Collection of stances that a leader can 

assume to raise self-awareness and 
center creative courage before 
addressing equity challenges

● Help leaders recognize oppressions in 
their current context and how those 
oppressions might manifest in their work

● Confront troublesome frames of 
reference that a leader may have 
internalized and reorient that individual to 
alternate ways of approaching equity 
issues
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“Not everything that is faced can 
be changed, but nothing can be 

changed until it is faced.”

James Baldwin 
No Name in the Street
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Questions & 
Answers
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The System Portrait describes the 
changes needed in the school district in 
order to create the conditions that will 
enable adults to attain the Adult Portrait, 
and support students in realising the 
Graduate Portrait…

This is a long-term vision and these 
changes will not all happen at once. This 
portrait, created from the work of the 
Guiding Coalition and the broader 
community, will inform a series of 
strategic plans which will determine what 
we do, and in what order, so that we can 
successfully guide our distinct and 
support our students’ success. 
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Themes & Strategies

High-Quality Learning for Students 
● Equitable Access to High-Quality Learning Experiences (Strategy 5)

Equitable and Liberatory District
● Dismantle Systems of Oppression By Eliminating Barriers 

to Equitable Access and Outcomes (Strategy 3)
● Elevate and Center Black Students and Families (Strategy 4)
● Develop a Diverse Workforce That Reflects the Community We Serve 

and Improves Our System’s Cultural Dexterity and Inclusiveness (Strategy 7)

Partnering with Community
● Socialize the Vision and Strategic Plan (Strategy 2)
● Develop a System-Wide Practice of Community Engagement (Strategy  6)

Cultivating Transformative Change
● Establish a System-Wide Project Management Culture and Practice (Strategy 

1)
● Strengthen the Sustainability and Climate Resilience of Our School District 

(Strategy 9)
● Develop a Coherent, System-Wide Culture and Structure of Adult Learning 

(Strategy 8) 44

https://docs.google.com/document/d/1hnKhSAbqptysBijnd8SiQpROLdmgu-CZtfJbOEMUgKM/edit#bookmark=id.lyco92nrhct5
https://docs.google.com/document/d/1hnKhSAbqptysBijnd8SiQpROLdmgu-CZtfJbOEMUgKM/edit#bookmark=id.trb9r183y2ox
https://docs.google.com/document/d/1hnKhSAbqptysBijnd8SiQpROLdmgu-CZtfJbOEMUgKM/edit#bookmark=id.e80h524963jt
https://docs.google.com/document/d/1hnKhSAbqptysBijnd8SiQpROLdmgu-CZtfJbOEMUgKM/edit#bookmark=id.ejqeykyslft9


Learning Progression 2023-2024
Month Topic(s)

October Liberatory Design Mindsets & 
Transformative Learning: Critical Reflection, Critical Discourse

November White Dominant | Supremacy Culture 

December
Building Our Transformative Leadership Capacity

January

February Tools to Facilitate Liberatory Consciousness

March Deeper Dive Adult Portrait: Equity-Focused Change Agent & 
Liberatory Design/Transformative Leadership Toolkit

April Double Loop Learning (Organizational Learning for Equity)

May Framework for Transformative Leadership that leads to liberatory, 
equitable systems

45



When engaging in Liberatory Design, the 
leader need not activate the mindsets in their 
entirety or in a certain sequence; rather, the 
mindsets can be combined, sequenced, or 
adjusted flexibly to best support the needs of 
the moment (Anaissie et al., 2021b). “These 
mindsets catalyze creative courage, 
conversation, reflection, community-building, 
storytelling, and action” (Anaissie et al., 2021b, 
p. 2) 

Making Meaning: 
Liberatory Mindsets
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Liberatory Design Mindsets
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