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EQUITABLE SYSTEMS LEVERS

LEARNER-CENTERED PATHWAYS LEVERS

SHARED VISION & PURPOSE LEVERS

CULTURE OF CARE & LEARNING

BUILD INCLUSIVE STRUCTURES &
PRACTICES

Ensure learners experience
consistent care and belonging
through anchored structures like
advisories or crews 
Develop equity-grounded routines
and protocols that guide
communities and groups
Build and commit to restorative
practices

INCLUSIVE PRACTICES

SHIFT PEDAGOGY 
Build an environment where learners actively engage and exercise agency to
make important decisions about their competency development  process. 

Educators develop practices to maximize competency development: 
Explicit skill & strategy instruction
Conferencing for feedback
Expanded student talk
Responsive supports (data-informed reteaching, learning targets,
formative assessments, etc) 
Student-led inquiry (Self-regulated learning, Learn With Purpose, etc)

Educators develop shared learner outcomes to determine focus pedagogical
practices.

CBE PEDAGOGICAL PRACTICES

ENVISION & BUILD A CULTURE OF
COMPETENCY
A culture of competency emphasizes
growth, effort, and continuous
improvement. It nurtures collaboration
rather than competition, and places
inherent value on the process of learning
itself.

inspire and activate change
Engage diverse stakeholders
Build a guiding coalition
Develop a shared vision & purpose
Invest in mindset shifts & human-
centered change 

SUPPORT CLASSROOM-LEVEL ADOPTION OF
CBE

Build competency-aligned rubrics that
measure what matters
Map alignment of competency skills to
standards
Build portfolios to collect learner evidence
of growth and demonstration of
competency
Develop practices and protocols for
continuous calibration for teacher norming
and for systems-level analysis

ASSESSMENT AS LEARNING

Foster a culture where assessment drives growth.
Provide multiple opportunities for learners to revise and
improve toward competency, based on their individual
goals and needs.

Aim for a shared commitment to performance-based
assessments. 

Start with implementing 1-3 high quality
performance tasks
Integrate performance tasks into existing curriculum
Align tasks to competencies across all units
Design new courses/modules that develop
competencies, address key disciplinary concepts,
support metacognition, and allow for authentic
demonstration of learning

PERFORMANCE ASSESSMENTS

DESIGN CBE ASSESSMENT
SYSTEM

Create an Opportunity Map
to strategically ensure ample
options, across subjects and
levels, for learners to practice
and demonstrate
competencies 
Define the types, purposes,
and frequency of different
assessments at each level and
set clear expectations

ENSURE EQUITABLE COMPETENCY
EVALUATION & REPORTING PRACTICES 

Scoring student work via calibrated
competency evaluation protocols
Grade composition communicates
competency development & learning
Learner Portfolios collect artifacts of
competency development
Reports provide learners, families/
caregivers, & teachers with clear, precise
information on student’s learning progress,
growth, and needs.

GRADING & REPORTING

DESIGN FLEXIBLE STRUCTURES AROUND LEARNER NEEDS, NOT SYSTEM
EFFICIENCIES 
Create adaptable schedules and groupings that support students in reaching
competency-based and other goals. Balance self-paced and collaborative
learning through flexible time and space. Consider:

Repurposing existing time blocks or piloting longer blocks within the
school day based on student needs
Offering flexible learning outside the school day (before/after school,
evenings, summer, hybrid, or self-paced formats)
Developing alternative credit-accumulation options

FLEXIBLE LEARNING STRUCTURES

CREATE A COMMUNITY ROUNDTABLE TO EXTEND LEARNING &
DESIGNING OPPORTUNITIES BEYOND SCHOOL WALLS

Create family advisory groups
Design regular two-way feedback structures
Map existing local partnerships and identify gaps and mutual
competency-based goals for learners
Co-design credit-bearing competency development
opportunities with local organizations: ie, dual enrollment, work-
based credit programs
Identify & develop internships and networking opportunities to
expand exposure and build social capital

FAMILIES & CAREGIVERS COMMUNITY ORGANIZATIONS

CODIFY EXTERNAL PARTNERSHIPS TO SUPPORT
CBE SYSTEMS

Create processes to ensure quality learning and
consistent competency evaluation
Create policies to enable clear pathways to
develop competency skills and earn credits
Build bridges with post-secondary institutions to
normalize mastery transcript

EXTERNAL PARTNERSHIPS

BUILD A CBE  SYSTEM OF  ADVANCEMENT
Promotion plan (graduation requirements)
Grade conversion model (transcripts)
Alternative crediting options and opportunities

REINFORCE THE SYSTEM WITH POLICY CHANGES that dismantle
barriers to equitable outcomes, in favor of:

Crediting and advancement based on mastery not seat time
Flexible crediting that includes out-of-school competency
development opportunities
Flexibility in pathways to graduation
Testing policies that flex to center what learners need to practice
and demonstrate competency

ADVANCEMENT & CREDITING

BUILD CBE-ALIGNED TECHNOLOGY
STACK TO MANAGE CONTENT & DATA +
TRACK & COMMUNICATE PROGRESS

Learning Management Systems/
Platforms
Student Information Systems
Reporting structure and process

DOCUMENTING GROWTH SYSTEMS

DEVELOP A COHERENT STRATEGY & IMPLEMENTATION
PLAN
Guided by change leadership principles and change
management approaches, develop a detailed, strategic
implementation plan with priorities, actions, resources, timelines

Identify initial goals and metrics tied to shared vision
Embed structures to continually attend to social interaction
needs and to build a culture of care and learning
Ensure your plan is a living roadmap that drives coherent
action, aligns teams, and adapts based on evidence of what
works

STRATEGY & PLAN

BUILD OR ADAPT A FUTURE-READY
COMPETENCY SET 

Develop a Vision of a Graduate,
embedded in the values of the local
community
Define a core set of 5-12 competency
statements
Design/adapt the competencies,
descriptors, and skills
Define the taxonomy and create/adapt
developmental learning progressions to
match performance levels
Pilot and refine

COMPETENCY FRAMEWORK

BUILD PERSONALIZED LEARNING ENVIRONMENTS: 
Educators personalize instruction and prioritize learners’ competency
development needs/goals:

Use formative data to monitor learner progress and adjust
instruction to meet needs
Apply flexible grouping and data-driven pacing to re-teach,
address needs with precision, and accelerate learning
Ensure time for key learning activities: independent work, goal-
setting, reflection, collaboration, and check-ins, using flexible
groupings and schedules based on learners’ needs/goals
Balance self-paced & collaborative learning
Use consistent, visible learning structures to guide self-
regulated learning

EXPAND BEYOND LOCAL ECOSYSTEM

Research and conduct landscape
analysis of aligned and supportive
networks outside of local community
Map student experiences and
competency development goals to
network opportunities
Form inter-organizational partnerships

COMMIT TO MEASURING CBE IMPACT 

Design impact cycles of data
collection, analysis. and iteration
Promote CBE practitioner-led
participatory action research
Codify CBE practices/tools so that
others can try/implement
Influence: share CBE stories &
practices outside of your ecosystem

ADAPT CURRICULA TO MAXIMIZE
COMPETENCY DEVELOPMENT & AGENCY

Use a transparent patterned structure
to organize learning experiences and to
support student navigation, self-
monitoring, and flexible pacing
Adapt or build from existing learning
experiences/ lessons to support explicit
teaching of competencies (processes,
skills, strategies), provide practice of
those skillsets, and promote flexible
pacing

LEARNING EXPERIENCE DESIGN

CARING, RELIABLE RELATIONSHIPS
Learners benefit from anchored relationships with caring adults
who are engaged in supporting their academic and socio-emotional
development, advocating for their well-being, and jointly
monitoring their competency development as they advance
through the learning system.

Teachers intentionally build practices to:
Deepen knowledge about learners and self
Engage as a teacher-researcher
Attune emotionally
Explore and counter bias

Schedules, programming options, and staffing configurations
are considered to ensure consistent and responsive support of
learners’ academic and socio-emotional development.

ANCHORED SUPPORT

SHIFT MINDSETS TO BUILD A CULTURE OF COMPETENCY
A culture of competency emphasizes growth, effort, and continuous
improvement. It nurtures collaboration over competition, and places
inherent value on the process of learning itself. Mindset shifts are
critical for sustained CBE transformation.

EMBED A CULTURE OF CARE & BELONGING Nurture a learning community
where learning is rooted in meaningful, sustained relationships; where learners
feel known and have a sense of belonging; where the community lifts up each
learner through a true belief in their capacity to do great things.

COMMIT TO A CULTURE OF LEARNING & PROFESSIONAL GROWTH
Build in continuous coaching, feedback, peer observations, and leadership
opportunities. Celebrate and elevate applications of practice. Enable
structures (space & time) for learning, collaboration, and practice.

ENSURE TRANSPARENT COMMUNICATION & FEEDBACK CYCLES
Having consistent and open communication with all stakeholders is critical to
building trust and a sense of belonging. Seek input and feedback early on and
throughout implementation, creating change with the community, not for them.

C U LT U R E  O F  C A R E  &  L E A R N I N G

ASSESSMENT STRATEGY

REIMAGINE ROLES TO BEST SUPPORT
LEARNERS 
Explore Differentiated Roles. Consider how the
shift to competency-based learning could
impact teacher roles

Re-envision traditional roles as Learning
Facilitators, Advocates, Adult Supporters,
Tutors/Learning Coaches, Mentors/Advisors

STAFFING & ROLES

NETWORKS

ALIGNED VISION & PURPOSE

MEASURE WHAT MATTERS

PERSONALIZED LEARNING

IMPACT CYCLES

This is where we start because a responsive,
asset-based culture is foundational for any major
shifts towards competency-based learning.

A Culture of Care & Learning holds the CBE
system together, and as such it is infused into
each lever throughout the journey. In order to
create sustained and lasting transformation
Mindset Shifts, Belonging, Professional Growth,
and Communication must be attended to in all
other domains and levers.  

This roadmap organizes the levers of CBE
implementation into a general sequence derived
from years of CBE system design work. That said,
the levers are highly interconnected and in
reality may be actioned in combination with each
other.

While the order of lever implementation will vary
based on setting, it is important to note that areas
closest to learners (culture, pedagogy,
assessments) are prioritized in this roadmap
because 1) without them, change efforts won’t
stick and 2) they take time and practice to grow. 

The majority (~75%) of time should be spent in the
Learner-Centered Pathway levers, developing
practices and structures that enhance
competency growth, agency, and engagement. 

USING THE BLUEPRINT 
TO CREATE A ROADMAP
TO COMPETENCY
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