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Introduction

The problem with annual surveys

The aim of a school survey is to determine where improvements are needed in order to increase staff and family 

engagement and build a positive culture. School surveys can be as infrequent as every four years and there are a number of 

reasons behind this. Cost can be an issue as surveys can be expensive to produce. Time is precious and resources are 

required to analyse the data and provide the insights needed. 

Staff, student and parent concerns need to be addressed as they happen, ensuring that the effects are short term. Surveys 

carried out annually often generate knee-jerk responses or shine a light on previous or long-standing issues that school 

leaders weren't unaware of before. Annual surveys also do not allow for a monitoring of improvement because they only 

capture a snapshot in time. Continuous improvement requires the ability to monitor and track progress regularly. 

Infrequent, annual surveys can create a desire to generate bigger goals, to see bigger changes in order to fix these issues. 

Sometimes the enormity of the issues or the goals set end up overwhelming teams into inaction. Some tasks seem too big 

and therefore are not attempted due to lack of resources or funds needed to complete. 

In order to effectively combat issues raised by staff, students and parents, a program of continuous improvement is 

required. Annual surveys are not able to deliver the information necessary to achieve that real-time improvement. 
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The importance of continuous improvement

Why continuous improvement is effective

The Plan-Do-Study-Act (PDSA) cycle is commonly used in continuous improvement processes to formalise an investigation of 

the model for improvement. The PDSA cycle provides a structure for testing a change and guides rapid learning through 

four steps that repeat as part of an ongoing cycle of improvement.

        Plan – This step clarifies the problem and identifies the overall aim; the tool or process to implement and more  

        specific targets of the continuous improvement process.

        Do – This step involves the implementation of the tool or process and the collection of both process and 

        outcome data.

        Study – In this step, participants examine the collected data and consider the extent to which the specific targets  

        met those identified in the Plan step, as well as the overall aim.

        Act – This last step integrates all the learning generated throughout the process. The stakeholders, as needed, 

        make adjustments to the specific targets, formulate new theories, make changes to the overarching aim of the 

        continuous improvement work, and/or modify any tools or processes being tested.

The benefits of the PDSA cycle

Organisations that follow the PDSA cycle often see multiple benefits when using the approach:

        Empowers staff - Directly involves school staff and places the ability to solve problems directly in their hands; this 

        motivates them to be proactive in the improvement process.

        Small scale - Ideas tested through PDSA cycles are always small and take a bottom-up approach; they are often  

        mere tweaks to the everyday routines and processes.

        Creates a cohesive culture of learning and change - Non-threatening, easier to implement small changes 

        combined with frequent  PDSA cycles fosters a culture of learning and change.

        Methodical - The PDSA cycle provides a clear focus for a project. Moreover, beginning with a thorough planning 

        stage leads to effective action and meaningful data.

02



satchelpulse.com

How Wellbeing Tracker delivers continuous improvement

Through surveys

The PDSA cycle is a "trial-and-learning" method that allows you to thoroughly but efficiently test and evaluate your ideas for 

change towards effective improvement. In schools and MATs, time, resources and budgets don’t allow for improvements to 

be made to everything at the same time. Regular surveys, delivered through Wellbeing Tracker, enable schools to under-

stand what matters most to their staff, students and parents, allowing them to know where to focus their efforts. This 

ensures that they feel valued and that their voice is being heard, leading to increased engagement and school involvement. 

Survey builder

According to the PDSA cycle, all school and MAT leaders are responsible for identifying gaps and issues and suggesting 

where improvements can take place. Along with pre-built surveys, Satchel Pulse also facilitates this by allowing School and 

MAT leaders to create their own custom surveys easily with Survey Builder.  This means surveys can be created based on 

action plans and school and MAT leaders can get custom results that help towards identifying and refining improvements. 

Surveys can be continuously updated and modified to match changes in action plans.
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The mechanics of a Wellbeing Tracker survey

Why continuous improvement is effective

Our survey questions are structured following research guidelines in order to illicit the best responses from those taking part.

The cognitive process behind a survey response

Below is a model of the cognitive processes that people engage in when responding to a survey item. Respondents must 

interpret the question, retrieve relevant information from memory, form a tentative judgment, convert the tentative judgment 

into one of the response options provided and finally edit their response as necessary.

The following survey statement at first seems straightforward but it poses several difficulties for respondents.

I don’t drink many soft drinks in a typical day.

First, they must interpret the question. For example, they must decide whether “soft drinks” include milk and water (as opposed 

to just artificial drinks) and whether a “typical day” is a typical weekday, typical weekend day or both. 

Once they have interpreted the question, they must retrieve relevant information from memory to answer it. But what informa-

tion should they retrieve, and how should they go about retrieving it? They might think vaguely about some recent occasions 

where they drank soft drinks, they might carefully try to recall and count the number of soft drinks they  consumed last week, or 

they might recall some existing beliefs that they have about themselves (e.g., “I don’t drink many soft drinks”). 

Then they must use this information to arrive at a tentative judgment about how many soft drinks they consume in a typical 

day. For example, this mental calculation might mean dividing the number of soft drinks they consumed last week by seven to 

come up with an average number per day. Then they must format this tentative answer in terms of the response options 

actually provided. In this case, the options pose additional problems of interpretation. For example, what does “average” mean, 

and what would count as “somewhat more” than average?

Finally, they must decide whether they want to report the response they have come up with or whether they want to edit it 

somehow. For example, if they believe they drink much more than average, they might not want to report the higher number 

for fear of looking bad in the researcher's eyes. From this perspective, what at first appears to be a simple matter of asking 

people how many soft drinks they consume (and receiving a straightforward answer from them) turns out to be much more 

complex. 
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The construction of effective survey questions

Wellbeing Tracker poses a series of closed-ended statements for consideration by participants and provides a set of 

response options for them to choose from; for example, The feedback I receive from my manager is constructive. 

We do this because we are interested in the participants’ level of agreement with each statement. Closed-ended items are 

used because they are relatively quick and easy for participants to complete and the responses can be easily converted to 

numbers, ready for use in Wellbeing Tracker’s algorithms. 

The survey creation process

The survey creation process for Wellbeing Tracker surveys follows seven steps to ensure surveys are efficient, valid, and 

reliable so that users can have confidence in their results. 

1) Literature review

The Wellbeing Tracker survey development process begins with a review of the existing relevant literature and other data 

sources and surveys of culture, climate and social and emotional learning.

2) Interviews and focus groups

Satchel researchers conducted interviews and focus groups with educators to explore their thoughts on the topics in 

Wellbeing Tracker surveys. Discussions explored the usefulness, relevance, and language of the topics in the surveys.

3) Pillar development

Subscales (called pillars) are developed based on literature reviews, interviews and expert input. Existing frameworks are 

examined to determine if a suitable set of pillars could be adopted. If a suitable set of pillars does not exist, pillars are 

determined by examining the available research and existing frameworks to identify a coherent set of distinct constructs.  

Being well established in the education sector, including having many educators on staff with Satchel, we combine Satchel 

research with industry insights to develop pillars. 
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4) Question development

Satchel follows the BRUSO model when writing survey statements 

(https://methods.sagepub.com/book/constructing-effective-questionnaires). 

Wellbeing Tracker survey questions are brief, to the point and avoid long, overly technical or unnecessary words.  This 

makes them easier for respondents to understand and faster to complete. Wellbeing Tracker only presents questions that 

are relevant to the overall survey. Again, this makes the survey faster to complete, but it also avoids irritating respondents 

with irrelevant statements. 

Wellbeing Tracker questions are unambiguous and can be interpreted in only one way. They are also specific, so it is clear to 

respondents what their response should be about. A common problem can be closed-ended items that are “double-bar-

relled”. They ask about two conceptually separate issues but allow only one response. Satchel ensures that,  where this may 

be the case, the question is split into two different questions. Finally, they are objective and do not drive participants to 

answer in a particular way. 

5) Question weighting

Questions for each pillar are weighted by content area experts to prioritise the relative importance of each question in the 

pillar. Higher impact questions are weighted more heavily in the pillar score. 

6) Expert review

Experienced subject matter experts and survey methodologists have reviewed Wellbeing Tracker surveys to identify any 

issues with the wording of questions or administration that could cause measurement errors. 

Gathering survey responses

More frequent surveys mean the potential for survey fatigue. Wellbeing Tracker combats this by providing a quick and 

simple way to collect participants’ responses. As we have quantitative variables, we use a visual-analogue scale for the 

response options on which the participants make a mark on a horizontal line to indicate the magnitude of their response.
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We have three response options on our rating scale, Strongly disagree, Not sure and Strongly agree. The verbal response 

labels are presented to the respondents. Then their response is converted into numerical values between one and ten 

depending on where the response is on the rating scale. We supplement the verbal labels on the scale with appropriate 

graphic icons. These icons change as the respondent drags the indicator along the sliding scale. This ensures that the 

respondent can quickly and easily see whether the response they’re giving is negative or positive. 

By fitting a statistical profile to the answers provided by a school, Wellbeing Tracker intelligently selects which and how many 

questions are delivered in each survey so as to keep results and analyses accurate and up to date. 

By making some simple assumptions around the diversity of opinion in a group of people, Wellbeing Tracker can estimate 

how many respondents are needed to acquire an accurate result for the whole population (within an appropriate error 

tolerance level). This is called a Margin Of Error calculation. Wellbeing Tracker uses this process and the response rates seen 

for each school to estimate the number of questions needed to ask in each survey to get a complete picture of the school as 

quickly as possible. 

Satchel rates the impact of each Wellbeing Tracker question both in general and for each specific pillar. This rating system 

helps put emphasis on which questions should be picked for each survey. Those questions with the highest impact will be 

asked more frequently; this keeps pillar scores reflective of the opinion at the time. In addition to this, the frequently asked 

questions ensure enough answers are received from other questions so that they pass the accuracy thresholds to be 

included in the overall pillar results. 
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Calculating the results

Collecting the responses is step one in a Wellbeing Tracker survey; step two is delivering the insights needed to create 

issue-specific actions. 

We use our industry insights to consolidate survey statements into eight core pillars for each group (staff, students and 

parents). We believe listening to these stakeholders and taking into account their opinion is necessary for any school that 

wants to foster a positive school culture. Wellbeing Tracker focuses on how much impact each pillar makes on school 

culture by tracking attitudes and actions related to each of them. 

Each pillar has a score from 0-10. The pillar score is derived from the consolidated statements and the answers given for 

them. A low pillar score indicates the staff, students or parents have issues in this area, whereas a high pillar score indicates 

that they are happy in this area. 

A weighting is applied to each statement for its influence on a particular pillar and a statement can influence one or multiple 

pillars. 

Wellbeing Tracker uses a series of calculations to propagate the final pillar scores. This ensures any decisions made for 

change are based on scores that accurately reflect the feelings of the respondents.

The value of each statement is determined by the average of the answers given for it. For a statement’s value to be calculat-

ed for a group, there must be a minimum of five responses, or 50% of the group must have responded to the statement 

(whichever is the larger). 

The error on each Statement Value is estimated from the spread of the answers given. The larger the spread of answers, the 

larger the error will become. Assuming a normal distribution, this would approximate to the 95% confidence interval for the 

mean Statement Value.

We combine relevant statement values to produce the pillar value taking into account the importance of each statement. 

The pillar value is calculated as the sum of the statement values multiplied by the associated weight and normalised by the 

sum of all weights. Statements that do not yet have enough data for a value to be calculated are excluded from this calcula-

tion, as are their associated weights. 

Errors on individual statements are also propagated through to give an error on the Pillar Value whilst still taking into 

account the importance of each statement. Questions that have not met the threshold number of participants are removed 

from the above calculations as are their associated weights.

This calculation method takes into consideration how important a statement is in relevance to the pillar value. If a simple  

average were used, this information would be lost. For example, under the pillar “I like my job,” the same influence wouldn’t 

be given to the question “The technology at this school is reliable and well supported” as “I enjoy teaching the students of 

this school”. 
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Survey reporting

Wellbeing Tracker surveys are only reported once a sufficient pillar completeness value has been achieved and a sufficient 

number of respondents have completed a survey. This ensures that an acceptable amount of data has been collected to 

establish confidence in the normality and reliability of the data.   

Reliability

According to Neuendorf (2011), Sijtsma (2009) and Tavakol and Dennick (2011), traditional measures of reliability that 

examine internal consistency, such as Cronbach’s alpha, can be artificially enhanced by adding more questions with redun-

dant content. They are measures of homogeneity, and while some is good, too much homogeneity is an indicator of 

redundancy, especially when the questions on a survey are intended to measure multifaceted constructs like the Wellbeing 

Tracker pillars.  

Many surveys, including those developed by Satchel, are developed with scales that are composed of sub-constructs that 

are not and should not be highly correlated. Bollen and Lennox (1991) explain that we would expect a high correlation 

between indicators of a latent construct when the indicators are all intended to measure the same thing, such as four 

two-digit multiplication questions in the multiplication section of a math test. 

However, if a scale, such as the Wellbeing Tracker pillars, contains four indicators that address four unique and discrete 

aspects of the scale, one would not expect the questions to correlate highly. In fact, a scale like this with higher inter-item 

correlations may lack the heterogeneity needed to address the diverse subdomains with the scale fully. High inter-item 

correlations indicate that either the scale construct is too specific or the questions are redundant. These high correlations 

may even be a detriment to content validity because the items in the scale do not fully represent all aspects of the scale 

construct.  

Nevertheless, it is important to understand the psychometric relationship between questions on a survey. Because many 

researchers have concerns about Cronbach’s alpha being too sensitive to the number of questions, Satchel uses the mean 

inter-item correlation to measure internal consistency in its surveys. Satchel follows the advice of Clark and Watson (1995), 

who suggest that for broad, higher-order constructs such as the pillars in Wellbeing Tracker surveys, the inter-item correla-

tion should be as low as .15 to .20 but never higher than .50.  
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Validity

Validity of a survey instrument is determined by a variety of factors, including psychometric properties and survey processes. 

Satchel uses controls during survey design and administration to ensure the validity of Wellbeing Tracker survey results. 

Face validity is established through interviews with persons representing their respective populations of respondents. 

Interviews confirm questions that measure what they are intended to measure and identify items that need to be modified. 

As previously mentioned, high internal consistency may work against content validity, the extent to which a scale taps all 

aspects of a construct. As noted by Clark and Watson (1995), “maximizing internal consistency almost invariably produces a 

scale that is quite narrow in content; if the scale is narrower than the target construct, its validity is compromised.”  Further-

more, according to Kline (1986), maximum validity is obtained where test items do not all correlate with each other but 

where each correlates positively with the criterion. Such a test would have only low internal-consistency reliability. Satchel 

maximises content validity by ensuring complete coverage of the subdomains measured within each pillar. For example, 

Satchel uses content area experts to examine the questions contained in Wellbeing Tracker surveys, so they cover all 

relevant aspects of each pillar. 
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Our research and development team
Our research and development team bring decades of experience in research and survey methodology and as well as data 

analytics. The team leads the process to ensure that survey development, administration and reporting align with our 

research base and ensure the validity and reliability of survey insights.
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Nicola Jones-Ford works with all aspects of Satchel Pulse’s development. Nicola 

spends part of her working week supporting children with special needs in a primary 

school and provides the invaluable perspective of an educator and SENDCo on 

Satchel Pulse. For the last 27 years, Nicola has worked in various education settings. 

Nicola has a Bachelor of Education and a wealth of highler level qualifications relating 

to special education. 

Dr. Graeme Salter is Satchel's Data Scientist; he sets up all of our statistical analyses  

and pulls all of our metrics together, gathering useful insights in a variety of ways. 

After completing his doctorate in Astrophysics at Oxford University, Graeme worked 

as the Australian Research Council's Super Science Fellow in Exoplanetary Science in 

Sydney Australia and a Postdoctoral Researcher at Laboratoire d'Astrophysique de 

Marseille in France. 

Dr. Jeffrey Klein is the Director of School Experience for Satchel Pulse in the US. He 

is the former Assistant Superintendent for Academic Services in the Park Hill School 

District. He has held positions as a teacher, school psychologist, and executive 

director of  research, evaluation, and assessment. He has a PhD in Education from 

the University of California, Santa Barbara, as well as a Masters in Business Adminis-

tration and other graduate degrees in educational leadership and school psychology.
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Contact us

Email: pulse@teamsatchel.com

Call: 020 7197 9550

Website: www.satchelpulse.com

Social: @Team_Satchel

Pulse is a platform that gathers culture, climate and student data and delivers powerful insights that 
help drive effective school improvement plans. It has a toolbox of features designed to support your 
culture and climate, student growth and strategic planning initiatives through staff collaboration, 
bespoke surveys and professional development.

13

satchelpulse.com


