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Executive Summary

The Oklahoma School Performance Review (OSPR) Program was authorized by the Oklahoma
Legislature during the 2001 session, amended during the 2005 session, and amended again
during the 2012 session. The responsibility to conduct school performance reviews was
originally assigned to the Office of Accountability, which is now the Office of Educational
Quality and Accountability. The purpose of a performance review is to develop findings,
commendations, and recommendations regarding (1) containing costs; (2) improving
management strategies; and (3) promoting better education for Oklahoma children.

The Office of Educational Quality and Accountability began the performance review of Boise
City Public Schools (BCPS) in November 2018. The Office of Educational Quality and
Accountability contracted with Prismatic Services to assist with the review. The Prismatic
consulting team conducted individual and small group interviews with district personnel. The
team also reviewed operations by touring facilities, observing cafeteria operations, and riding
school bus routes. Administrators, teachers, support staff, parents, and high school students
completed confidential surveys. The consulting team tabulated the surveys and used the results in
this review. Survey results are contained in Appendices A through C.

For comparison purposes, the Office of Educational Quality and Accountability selected five
Oklahoma school districts as peer districts based upon size, geography, and demographics. They
are: Buffalo, Sentinel, Smithville, Tipton, and Turpin. These districts are called peer districts
throughout this report.

For further comparison, a Community Group average is also used throughout the report. BCPS
falls into community group G2, which includes districts with an Average Daily Membership
(ADM) of between 250-499 students. The “2” indicates that the percentage of BCPS students
eligible to receive free or reduced price meals is above the state average.

During this review, 83 recommendations were developed; they were designed to improve
operations and support increased academic performance. In some cases, these recommendations
should result in a net savings to the district, in some cases a net cost, and in some cases they
should have no fiscal impact but should improve district efficiency or effectiveness. A detailed
list of costs and savings by recommendation appears in Exhibit 5.

ACKNOWLEDGMENTS

The Office of Educational Quality and Accountability and Prismatic wish to express their
appreciation to the Board of Education of; Boise City Public Schools, its Superintendent,

Mr. Ira Harris, its principals, Mr. John Farmer, Mr. Bob Cochran, Mr. Garrett Harland, and the
many district employees, students, parents, and community residents who supported and
provided input for this review.

BOISE CITY PUBLIC SCHOOLS

Boise City, Oklahoma is the county seat of Cimarron County, the western most county in the
Oklahoma panhandle. The city sits at the junction of the East/West Oklahoma Highway 412 and
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Executive Summary

Boise City Public Schools

the North/South U.S. Highway 287. Boise City covers 1,320 square miles and is estimated to
have a current population of 1,240.! Boise City has experienced a slow decline in population
since the year 2010. The school district operates two campuses that serves students from Pre-K

through 12™ grade.

In 2016-17, the fall enrollment in BCPS was 264, mostly Caucasian and Hispanic (Exhibit 1).
More than half of BCPS students were eligible for free or reduced-price meals.

Exhibit 1
Boise City Student Enrollment and Socioeconomic Characteristics, 2016-17
Eligible
for Free
Two or
or |Reduced-
Grade Fall Native | More | Price
School Span | Enrollment |Caucasian| Black | Asian [Hispanic| American| Races | Meals
Boise City
Elementary | EC-6 164 46.3% | 0.0% | 0.0% | 50.6% 1.2% | 1.8% 86.0%
School
Boise City
iﬁ‘;fr 7-8 31| 452% | 0.0% | 0.0% | 54.8% | 0.0%| 0.0%| 67.7%
School
Boise City
High 9-12 69 40.6% | 0.0% | 1.5% | 55.1% 0.0% | 2.9% 59.4%
School

Source: Office of Educational Quality and Accountability, Profiles Database

Exhibit 2 shows demographic changes over the last five years in BCPS. Over that time period,
the average assessed property valuation per student increased by 53.2 percent, and eligibility for
free and reduced-price meals increased by 0.5 percent. The average daily membership (ADM)
decreased by 8.2 percent. At the same time, BCPS went from a majority Caucasian school to a
majority Hispanic school.

! https://oklahoma.hometownlocator.com/ok/cimarron/boise-city.cfm

Page 2
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Executive Summary

Exhibit 2
Boise City Change in Demographics from 2012-13 to 2016-17
Ethnic Group Average | Eligible
Assessed | for Free
Property or
Valuation | Reduced-
School Native per Price
Year ADM |Caucasian| Black | Asian | Hispanic | American| Student | Meals
2012-13 288 62.0% | 0.0% | 1.0% 37.0% 0.0% | $97,770 77%
2013-14 286 58.0% | 1.0% | 1.0% 40.0% 0.0% | $115,112 73%
2014-15 289 54.0% | 0.0% | 1.0% 44.0% 0.0% | $131,022 77%
2015-16 292 51.0% | 0.0% | 0.0% 48.0% 1.0% | $135,480 74%
2016-17 264 44.7% | 0.0% | 0.4% 52.3% 0.8% | $149,738 77%
Change | (8.2%) v 53.2%4A | 0.5%A

Source: Office of Educational Quality and Accountability, Profiles Database

Exhibit 3 compares BCPS’ demographics with its peers, the community group, and the state for
2016-17. BCPS had demographics similar to those of most of its peers, although the Hispanic
population was notably higher than most of its comparison group and higher than the community
group and state. The assessed property valuation in BCPS was the highest of all comparison
entities. BCPS’ percentage of students eligible for free or reduced-price meals was the second

highest of its peers.
Exhibit 3
Demographics of Boise City, Peer Districts, and State, 2016-17
Ethnic Group Average | Eligible
Assessed | for Free
Property or
Valuation |Reduced-
Native per Price
Entity ADM |Caucasian| Black | Asian | Hispanic | American | Student Meals
Boise City 264 44.7% | 0.0% | 0.4% 52.3% 0.8% | $149,738 77%
Buffalo 292 63.5% | 0.3% | 0.0% 33.5% 0.3% $75,974 65%
Sentinel 322 66.7% | 0.6% | 0.3% 26.2% 3.7% | $127,041 68%
Smithville 283 545% | 1.1% | 0.0% 0.0% 44.5% $28,274 82%
Tipton 276 43.1% | 71% | 0.0% 38.7% 3.7% $31,464 72%
Turpin 433 45.6% | 0.5% | 0.2% 51.9% 0.0% $79,857 65%
g‘;;‘:l‘;‘““‘ty 343 | 535% | 23% | 03% 7.0% 28.0% |  $52,187 7%
State 1,267 494% | 88% | 2.3% 16.8% 13.9% $49,471 63%

Source: Office of Educational Quality and Accountability, Profiles Database

The data in Exhibit 4 reflect five-year ADM trends compared to the peers, community group,
and state. BCPS had the third largest decline in ADM among its peers and decreased more than
the community group and state.

SEREICES, TN
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Executive Summary Boise City Public Schools

Exhibit 4
BCPS, Peer Districts, and State Student ADM Trends

ADM Percent

Entity 2012-13 | 2013-14 | 2014-15 | 2015-16 | 2016-17 Change
Boise City 287.6 285.9 289.4 292.2 264.0 (8.2%)v
Buffalo 301.9 306.5 281.4 272.0 292.0 (3.3%) v
Sentinel 351.6 335.6 341.9 352.7 322.0 (8.4%) v
Smithville 290.0 299.5 282.1 280.0 283.0 (2.4%) v
Tipton 344.2 331.2 321.1 272.9 276.0 (19.8%) v
Turpin 408.0 425.7 428.3 447.0 433.0 6.1%4A
Community Group 354.2 356.1 356.9 346.0 343.0 (3.2%)v
State 1,271.1 | 1,292.2 | 1,2994 | 1,3054 | 1,267.0 0.3%)v

Source: Office of Educational Quality and Accountability, Profiles Database
COMMENDATIONS

b

The Office of Educational Quality and Accountability identified “exemplary” or “best practices’
in Boise City Public Schools that led to 26 separate commendations. The Office of Educational
Quality and Accountability recommends that other school districts throughout Oklahoma
examine these exemplary programs and services to see if they could be adapted to meet their
local needs. The commendations are listed below and explained in detail in each chapter.

Chapter 1: MANAGEMENT, PERSONNEL, AND COMMUNICATIONS
BCPS has developed exemplary procedures for the efficient management of BOE meetings.
The superintendent is commended for working on a succession plan for his position in BCPS.

The superintendent is commended for developing an open accessible relationship with staff and
parents.

The principals are commended for leading by example and being accessible to teachers, staff,
and parents.

BCPS has developed and consistently implemented BOE policy review procedures.

BCPS is commended for its current counseling program and specifically the key role this
individual plays in the secondary school setting.

BCPS is commended for its community involvement efforts.
Chapter 2: INSTRUCTIONAL DELIVERY SYSTEM
The district is commended for adopting a K-12 math series.

BCPS is commended for counseling services provided students.

Page 4 PR_SMATI

SERWICES. T RC



Boise City Public Schools Executive Summary

BCPS librarians are commended for supporting the needs of teachers and students.

Chapter 3: BUSINESS OPERATIONS

BCPS is commended for getting the community behind their efforts and keeping them involved.
BCPS is commended for using a time clock for hourly employees to clock in and out.

BCPS requires all employees to participate in the use of direct deposit of pay warrants.

BCPS is investing unused cash in interest bearing accounts resulting in additional revenue.

The superintendent and encumbrance clerk are commended for providing the BOE a listing of all
purchase orders for approval and a listing of checks for review monthly.

The superintendent and treasurer are commended for providing the BOE with bank account
information and balances each month for review and analysis.

Chapter 4: FACILITIES USE AND MANAGEMENT
BCPS has developed an energy management program that works for their district.
Chapter 5: SUPPORT SERVICES

BCPS has developed a thorough process for approving applications for free and reduced meals,
resulting in an approval rate that is higher than both the state and peer district average.

BCPS has instituted outstanding practices for the purchases of food in the school meals program
by purchasing off the state bid and purchasing meat from local farmers.

BCPS is commended for hiring a full-time technology director.

BCPS is commended for using a consulting firm to assist with E-rate funding requests and
documentation.

BCPS is commended for successfully securing funding sources and grants to support long-range
planning in technology.

BCPS has a procedure to give the drivers continued safety training.
BCPS is commended for driving each bus route for safety and accuracy.

Contracting with the family to transport their student to school is saving the district money each
semester and providing a stipend for the family to help cover an existing expense.

Purchasing the hydraulic brake bus has allowed coaches to drive to activity trips and not rely on
the superintendent, high school principal and director of maintenance.

PR _SMATI Page 5
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Executive Summary Boise City Public Schools

RECOMMENDATIONS AND PROJECTED COSTS AND SAVINGS

A list of recommendations with their associated costs or savings is provided in Exhibit 5. In
each chapter, implementation strategies and the estimates of fiscal impact follow each
recommendation in this report. The implementation section associated with each
recommendation highlights the actions necessary to achieve the proposed results. Many of the
recommendations have no costs or savings associated with them, but are designed to formalize,
improve, and streamline operations. In some cases, the consulting team has made
recommendations that will likely generate savings for the district, but in an effort to be
conservative, no specific savings were estimated.

It must be understood that not all of the recommendations can be started at one time. The
consulting team did not want to place priorities by indicating which recommendations should be
implemented immediately and which ones implemented later. It will be up to the district to
decide which ones to implement and the timelines for beginning implementation.

The Office of Educational Quality and Accountability recommends that the Boise City Board of
Education ask district administrators to review the recommendations, develop an implementation
plan, and monitor its progress.

Page 6 PR_SMATI
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Boise

City Public Schools

Executive Summary

Exhibit 5

Summary of Costs and Savings by Recommendation

Recommendation

Estimated (Costs) or Savings

2019-20

2020-21

2021-22

2022-23

2023-24

Total Five-
Year (Costs)
or Savings

Chapter
1

Management, Personnel, and Communications

1

Work to heighten community and staff awareness of the BOE’s
role in governing BCPS.

($2,000)

$0

$0

$0

$0

($2,000)

2

Establish a process for collaborative goal setting by the BOE with
the superintendent to drive district performance in all areas.

$0

Establish a superintendent evaluation process and instrument that
is closely tied to goal setting by the BOE and the achievement of
students.

$0

Incorporate into board meetings occasional features of teachers,
students, their special projects, and academic accomplishments.

$0

Develop a succession plan policy and process for administrator
positions, veteran teachers, and for non-teaching staff.

$0

Expand the school counseling program at the elementary level
where prevention can have the most impact, freeing the secondary
counselor to focus on drug prevention and bullying at the junior
high and high school.

($45,000)

($45,000)

($45,000)

($45,000)

($45,000)

($225,000)

Establish a committee of stakeholders to review discipline policies
and procedures.

$0

Establish a strategic planning process that involves school and
community stakeholders.

($5,000)

($5,000)

($5,000)

$0

$0

($15,000)

Develop a district-wide committee that provides focus and
recommendations regarding BCPS rural school sustainability
issues.

$0

10

Use a sign-in sheet to track those having access to the personnel
files.

$0

11

Develop strategies for retaining a qualified workforce and
increasing the pool of highly qualified applicants for certified and
non-certified staff positions.

$0

12

Develop and implement an evaluation system, with input from
support staff that will include the use of the approved evaluation
forms already in policy, and a regular schedule for performance
appraisal in order to maintain and enhance employee performance.

$0

ES TnNC
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Executive Summary

Boise City Public Schools

Estimated (Costs) or Savings Total Five-
) 2019-20 2020-21 2021-22 2022-23 202324 | Year (Costs)
Recommendation or Savings

13 Improve the availability of substitute teachers. $0

14 Remove barriers to timely and documented annual evaluations of $0
staff.
Charge the professional development committee to develop a

15 . . $0
clearly articulated multi-year plan.

16 Expand PTA/PTO into the secondary schools. $0

17 Develop a systematic volunteer program in BCPS. $0
Develop new opportunities for parents to become engaged in

18 school decision-making by utilizing short duration focus group $0
activities at the school and district-level.
Improve the district’s website as an information resource for

19 $0
parents, students, and staff.

20 DeV.el.op a strategy for increasing parent conference attendance or $0
participation.

21 Develop methods to enhance BCPS public relations activities. $0
Establish district level committees of stakeholders to discuss

22 communication issues and to develop workable solutions that can $0
be implemented for the 2019-20 school year.

Subtotal ($52,000) ($50,000) ($50,000) ($45,000) ($45,000) ($242,000)
Chapter

2 Instructional Delivery System

23 Develop and implement processes and procedures to horizontally ($5.000) ($5.000) $0 $0 $0 ($10.000)
and vertically pace and align the K-12 core curriculum. ’ ’ ’
Develop and implement a plan to annually evaluate curricular and
instructional resources, software, enrichment, and remediation

24 materials to ensure alignment with OAS and student learning (85,000) (85,000) ($5,000) ($5,000) (85,000) ($25,000)
needs.
Implement district-wide accountability procedures to ensure all

25 OAS standards are taught, assessed, mastered, and paced with $0
fidelity.
Develop and implement district-wide processes and procedures for

26 administering criterion-referenced benchmark assessments to ($2,000) $0 $0 $0 $0 ($2,000)
monitor progress and measure mastery of OAS.

27 Increase student achievement using differentiated instruction, $0
innovative practices, and classroom engagement strategies.
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Executive Summary

Estimated (Costs) or Savings Total Five-
) 2019-20 2020-21 2021-22 2022-23 202324 | Year (Costs)
Recommendation or Savings

Implement a structured model or provide instructional delivery

28 training to better serve ELLs. ($1,000) $0 50 $0 $0 ($1,000)
Implement a formalized, research-based, district-wide PLC
process with regularly scheduled release time, standardized norms,

29 and support structures for teachers to collaborate and focus on ($5,000) $0 $0 $0 $0 ($5,000)
continuous school improvement.
Implement a district-wide process for analyzing student

30 performance data throughout the school year and use the analysis ($3,000) $0 $0 $0 $0 ($3,000)
results to adjust curriculum and instruction.

31 Build the instructional leadership capacity of administrators. $0

32 Implement a tiered interventions model for remediation. $0
Implement ongoing, regularly scheduled time for teachers and

33 instructional aides to cooperatively plan curriculum and $0
instruction based on student Individualized Education Program
(IEP).
Conduct a comprehensive review, update all local procedural

34 aspects of the special education program, and then communicate $0
the results to all BCPS staff.

35 Continue to strengthen the gifted program. $0
Explore the options for expanding regularly schedule counseling

36 . ($1,000) $0 $0 $0 $0 ($1,000)
services to the elementary.

Subtotal ($22,000) ($10,000) ($5,000) ($5,000) ($5,000) ($47,000)
Chapter

3 Business Operations
Adopt a formal policy for the district’s general fund balance that

37 establishes a fund balance target range, provides guidance on how $0
to maintain the minimum balance, and requires reports for fund
balance status to the BOE.
Place special emphasis on the percentage of district funds being

38 budgeted for student and instructional support during budget $0
development and in future budget years establish a target
percentage.

39 Include a variety of stakeholders in the budgetary process. $0
Develop desk procedures for each business services employee and

40 . L $0
establish a formal process for cross-training.

PR SMATI Page 9
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Boise City Public Schools

Estimated (Costs) or Savings Total Five-
) 2019-20 2020-21 2021-22 2022-23 202324 | Year (Costs)
Recommendation or Savings

Develop reports for the child nutrition fund that show fund

41 balances, revenues, expenditures, and whether the program is $0
making or losing money.
Develop and adopt fixed asset policies and procedures, such as

4 capitalization thresholds, surplus procedures, and lost asset 30
recovery; then, inventory fixed assets using a consolidated
inventory listing.

43 Develop a standardized procedures handbook for all district $0
activity funds to help ensure that funds are administered properly.
Account for all costs of activities within the same fund to provide

44 a true picture of the revenues and associated expenses of each $0
activity.
Implement an online school payment solution for activity funds

45 and child nutrition funds to reduce fraud risk and provide a more $0
efficient process for parents and the district.

46 Develop a process to solicit proposals for performing the district’s $0
annual audit and preprinting of the estimate of needs.

Subtotal $0 $0 $0 $0 $0 $0
Chapter

4 Facilities Use and Management

47 Develop a long-range facility plan. $0

48 Develop and implement a preventive maintenance program. ($2,885) ($1,150) ($1,150) ($1,150) ($1,150) ($7,485)

49 Hire one additional maintenance technician. ($30,000) | ($30,000) ($30,000) ($30,000) ($30,000) ($150,000)
Implement a trade specific and safety training program in the

50 . $0
maintenance department.

51 In.spe.c.t all facillities, documenting .mai.ntenance requirements, then ($1,000) $0 $0 $0 $0 ($1,000)
prioritize the list and correct deficiencies.

52 Hire two additional FTE custodians. ($60,206) ($60,206) ($60,206) ($60,206) ($60,206) ($301,030)

53 Check and repair or replace weather-stripping. $0
Contract with a licensed fire alarm contractor and have them

54 repair the system and provide an inspection tag that shows the $0
system is operational.

55 Implement a standard response protocol and curriculum for lock $0
downs.
Conduct an inspection of all facilities removing items that are

56 . . . $0
blocking fire alarm panels, electrical boxes and emergency exit

Page 10 MATI
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Estimated (Costs) or Savings Total Five-
) 2019-20 2020-21 2021-22 2022-23 202324 | Year (Costs)
Recommendation or Savings

doors, or correct the deficiencies, and contact the Oklahoma
School Security Institute for a free security assessment.

57 Designate a safety manager for the district who is responsible for $0
establishing safety programs and procedures in the district.

58 Provide SDS information at the point of use for chemicals and $0
cleaning supplies.

Subtotal ($94,091) ($91,356) | ($91,356) ($91,356) ($91,356) ($459,515)
Chapter

5 Support Services

59 Discontinue the open campus policy for all high school students. $0

60 Adhere to USDA policy regarding the promotion of competitive $2.462 $2.462 $2.462 $2.462 $2.462 $12.310
foods sources.
Obtain training for the child nutrition manager on a variety of

61 . . $0
topics regarding the school meals program.
Implement changes that will result in a more cost-effective food

62 service program; at the same time, provide financial reports and $0
training to the child nutrition manager.
Implement a combination of a reduction in labor hours and efforts

63 b . . . - $0
to increase meal equivalents to yield higher productivity rates.

64 Implement strategies for increasing meal participation at the high ($3.597) $0 $0 $0 $0 ($3.597)
school level.
Implement the available component of the current software

65 ) . o $0
provider to automate the process of on-line meal applications.

66 Install an extended sneeze guard on the serving line. ($350) $0 $0 $0 $0 ($350)
Implement a cross-training program that would ensure critical

67 processes can be performed by multiple staff members. ($1,500) ($1,500) ($1,500) ($1,500) ($1,500) ($7,500)
Create a technology committee comprised of administrators,

68 teachers, and parents or students to develop and update the $0
district’s technology plan.
Complete and implement support procedures and a technology

69 work order system that includes features such as logging, priority $0
assignment, and completion.

70 Develop and implement an instructional technology plan in $0
conjunction with the district’s professional development plan.
Develop and test a disaster recovery plan that includes the

71 ey $0
district’s critical data, systems, and programs.
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Estimated (Costs) or Savings Total Five-
) 2019-20 2020-21 2021-22 2022-23 202324 | Year (Costs)
Recommendation or Savings

Take steps to improve Internet access and reliability throughout

72 S $0
the district.

73 Develop procedures to assess technology use and satisfaction with $0
the goal of establishing higher use.
Adopt a formal inventory process and procedure for computers

74 and other technology equipment that includes assigning new $0
equipment and maintaining a record of all technology devices.

75 Adopt and fund a regular replacement cycle for technology assets. ($20,000) ($20,000) ($20,000) ($20,000) ($20,000) ($100,000)
Continue the search for someone to accept the part-time

76 . . o $0
transportation director position.

77 Review and document all turn-arounds on private property. $0

78 Develop an operations manual specific to student transportation. $0

79 Improve the procedure for checking buses for sleeping children. $0
Evaluate the cost and benefits of a video surveillance system on

80 ($4,038) ($2,692) $0 $0 $0 ($6,730)
each school bus.

81 Track all repairs and fuel usage for each vehicle. $0

82 Address condition of the maintenance shop for safety violations. $0

83 Address the condition of some of the buses. $0

Subtotal ($27,023) ($21,730) ($19,038) ($19,038) ($19,038) ($105,867)
Total savings $2,462 $2,462 $2,462 $2,462 $2,462 $12,310
Total costs ($197,576) | ($175,548) | ($167,856) | ($162,856) | ($162,856) ($866,692)
Total net savings and costs ($195,114) | ($173,086) | ($165,394) | ($160,394) | ($160,394) ($854,382)
Page 12 PR




Boise City Public Schools Executive Summary

School Performance Review reports are typically lengthy and densely packed with information.
They can at first be overwhelming to district stakeholders. For that reason, the Office of
Educational Quality and Accountability has identified the most likely “tipping point”
recommendations for each area reviewed. These are recommendations that the Office of
Educational Quality and Accountability believes are the most important to implement and most
likely to have the greatest organizational impact.

Of the 83 recommendations made, the Office of Educational Quality and Accountability believes
these seven recommendations to be the most critical:

e Develop a district-wide committee that provides focus and recommendations regarding
BCPS rural school sustainability issues. Currently, BCPS is facing a number of
sustainability issues, which many rural districts face. Implementing some rural school
sustainability strategies can improve enrollment. A committee representing all stakeholders
should develop recommendations with a timeline to determine what short- and long-term
planning and actions is needed.

e Develop and implement processes and procedures to horizontally and vertically pace
and align the K-12 core curriculum. The district has no on-going process to ensure
curriculum is horizontally and vertically paced and aligned. With no horizontal and vertical
content curriculum guides and pacing calendars, neither is there an instructional plan
outlining foundational student-centered outcomes for critical thinking, technology skills, goal
setting and organizational skills, and communication. These gaps are obstacles to improved
student performance. Aligned curriculum maps identify the skills, content, and pacing period
for all OAS skills and content.

e Place special emphasis on the percentage of district funds being budgeted for student
and instructional support during budget development and in future budget years
establish a target percentage. Currently, the percentage of funds expended on student and
instructional support is low. By not receiving additional revenues from bonding, BCPS has
had no other choice but to support a much broader array of expenditures from its general
fund than would normally be expected. The superintendent should analyze historical
expenditures and establish recommended budget targets for board approval in order to
increase funding percentages for student and instructional support.

e Contract with a licensed fire alarm contractor and have them repair the elementary fire
alarm system and provide an inspection tag that shows the system is operational. The
elementary school does not have a working fire alarm system. The inoperable fire panel
violates the health and safety requirement regarding building code compliance and
emergency warning and prevention systems. The superintendent should contact the districts’
fire service contractor to arrange for them to make the repairs to the fire panel and inspect the
system so an inspection sticker can be affixed to the panel stating it is operational.

¢ Discontinue the open campus policy for all high school students. The district’s open
campus policy for high school students has a negative financial impact on the child nutrition
program. The school environment is an important sphere in the development of dietary
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behavior. The district should form a task force comprised of administrators, parents, and high
school students to develop strategies around elimination of the open campus policy.

e Implement a cross-training program that would ensure critical processes can be
performed by multiple staff members. The district has only one full-time staff member to
support technology, supplemented by one consultant for its network. To assist with basic
troubleshooting at the sites, the district should implement a cross-training program for
teacher technicians. Having sufficient technical support is critical to successful technology
use, both in classrooms and in administrative offices.

e Address the condition of some of the buses. There were some safety and mechanical issues
that need to be addressed. Several defects were not reported by means of the Daily Inspection
Sheet, and repairs or cleaning that had not been done. The State of Oklahoma requires drivers
to complete a daily record of the condition of the bus and report any defects. The
maintenance director will need to ensure that all standards of performance on vehicle
readiness and required documentation is complete before and after a vehicle is placed into
service.

Page 14 PR_SMATI

STRUICES. TNC



Chapter 1:

Management, Personnel, and
Communications







Chapter 1

Management, Personnel, and Communications

This chapter addresses the management, personnel, and communications of Boise City Public
Schools (BCPS) in the following sections:

A. Governance

B. Organization and Management

C. Planning and Evaluation

D. Personnel Management

E. Community and Parent Involvement
F. Communications/Public Relations

The organization and management of a school district involves cooperation between elected
members of the board of education (BOE) and staff of the district. The BOE’s role is to establish
goals and objectives for the district in both instructional and operational areas, determine the
policies by which the district will be governed, approve the plans to implement those policies,
provide the funding sources necessary to carry out the plans, and evaluate the results of the plans.

Once the BOE adopts goals and objectives for the district, it is the responsibility of the
superintendent and staff to establish administrative policies and procedures to achieve the desired
results. That achievement involves recommending the hiring and retention of employees, as well
as ongoing communication with the community to ensure a clear understanding of the goals and
the district’s efforts to accomplish them.

Background

Boise City, Oklahoma is the county seat of Cimarron County, the western most county in the
Oklahoma panhandle. The city sits at the junction of the East/West Oklahoma Highway 412 and
the North/South U.S. Highway 287. Boise City covers 1,320 square miles and is estimated to
have a current population of 1,240.! Boise City has experienced a slow decline in population
since the year 2010. The school district operates two campuses that serves students from Pre-K
through 12™ grade.

In 2016-17, the fall enrollment in BCPS was 264, mostly Caucasian and Hispanic (Exhibit 1-1).
More than half of BCPS students were eligible for free or reduced-price meals.

! https://oklahoma.hometownlocator.com/ok/cimarron/boise-city.cfm
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Exhibit 1-1
Boise City Student Enrollment and Socioeconomic Characteristics, 2016-17
Eligible
for Free
Two or
or |Reduced-
Grade Fall Native | More | Price
School Span | Enrollment |Caucasian| Black | Asian [Hispanic| American| Races | Meals
Boise City
Elementary | EC-6 164 46.3% | 0.0% | 0.0% | 50.6% 1.2% | 1.8% 86.0%
School
Boise City
iﬁ‘;fr 7-8 31| 452% | 0.0% | 0.0% | 54.8% | 0.0%| 0.0%| 67.7%
School
Boise City
High 9-12 69 40.6% | 0.0% | 1.5% | 55.1% 0.0% | 2.9% 59.4%
School

Source: Office of Educational Quality and Accountability, Profiles Database

Exhibit 1-2 shows demographic changes over the last five years in BCPS. Over that time period,
the average assessed property valuation per student increased by 53.2 percent, and eligibility for
free and reduced-price meals increased by 0.5 percent. The average daily membership (ADM)
decreased by 8.2 percent. At the same time, BCPS went from a majority Caucasian school to a
majority Hispanic school.

Exhibit 1-2
Boise City Change in Demographics from 2012-13 to 2016-17

Ethnic Group Average | Eligible

Assessed | for Free
Property or

Valuation | Reduced-

School Native per Price

Year ADM |Caucasian| Black | Asian | Hispanic | American| Student | Meals
2012-13 288 62.0% | 0.0% | 1.0% 37.0% 0.0% | $97,770 77%
2013-14 286 58.0% | 1.0% | 1.0% 40.0% 0.0% | $115,112 73%
2014-15 289 54.0% | 0.0% | 1.0% 44.0% 0.0% | $131,022 77%
2015-16 292 51.0% | 0.0% | 0.0% 48.0% 1.0% | $135,480 74%
2016-17 264 44.7% | 0.0% | 0.4% 52.3% 0.8% | $149,738 77%
Change | (8.2%) Vv 53.2%A | 0.5%A

Source: Office of Educational Quality and Accountability, Profiles Database

Exhibit 1-3 compares BCPS’ demographics with its peers, the community group, and the state
for 2016-17. BCPS had demographics similar to those of most of its peers, although the Hispanic
population was notably higher than all of its peers and higher than the community group and
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state. The assessed property valuation in BCPS was the highest of all comparison entities. BCPS’
percentage of students eligible for free or reduced-price meals was the second highest of its

peers.
Exhibit 1-3
Demographics of Boise City, Peer Districts, and State, 2016-17
Ethnic Group Average | Eligible
Assessed | for Free
Property or
Valuation |Reduced-
Native per Price
Entity ADM |Caucasian| Black | Asian | Hispanic | American | Student Meals
Boise City 264 44.7% | 0.0% | 0.4% 52.3% 0.8% | $149,738 77%
Buffalo 292 63.5% | 0.3% | 0.0% 33.5% 0.3% $75,974 65%
Sentinel 322 66.7% | 0.6% | 0.3% 26.2% 3.7% | $127,041 68%
Smithville 283 545% | 1.1% | 0.0% 0.0% 44.5% $28,274 82%
Tipton 276 43.1% | 71% | 0.0% 38.7% 3.7% $31,464 72%
Turpin 433 45.6% | 0.5% | 0.2% 51.9% 0.0% $79,857 65%
g‘;;‘:l‘;‘““‘ty 343 | 535% | 23% | 03% 7.0% 28.0% |  $52,187 7%
State 1,267 494% | 88% | 2.3% 16.8% 13.9% $49,471 63%

Source: Office of Educational Quality and Accountability, Profiles Database

The data in Exhibit 1-4 reflect five-year ADM trends compared to the peers, community group,
and state. BCPS had the third largest decline in ADM among its peers and decreased more than
the community group and state.

Exhibit 1-4
BCPS, Peer Districts, and State Student ADM Trends

ADM Percent

Entity 2012-13 | 2013-14 | 2014-15 | 2015-16 | 2016-17 Change
Boise City 287.6 285.9 289.4 292.2 264.0 8.2%)v
Buffalo 301.9 306.5 281.4 272.0 292.0 (3.3%)v
Sentinel 351.6 335.6 341.9 352.7 322.0 (8.4%) v
Smithville 290.0 299.5 282.1 280.0 283.0 (2.4%) v
Tipton 344.2 331.2 321.1 272.9 276.0 (19.8%)v
Turpin 408.0 425.7 428.3 447.0 433.0 6.1%A
Community Group 354.2 356.1 356.9 346.0 343.0 B.2%)v
State 1,271.1 | 1,292.2 | 1,2994 | 1,3054 | 1,267.0 0.3%)v

Source: Office of Educational Quality and Accountability, Profiles Database
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A. GOVERNANCE

Oklahoma state education laws, as codified in the Oklahoma State Department of Education
(SDE) and district policies, establish the powers and responsibilities of the district BOE and the
superintendent. The School Law Book contains 1,469 sections numbered consecutively and each
section provides legal guidance for school district governance and operations. The information
provided in Exhibit 1-5 reflects sections relevant to BOE organization and basic governance

principles.

Exhibit 1-5
OSC: BOE Governance and Organization
Topic Section

School District — Definition 8
School System — Administered by State Department of 17
Education, etc.
Positions in School System — Definitions 18
General Fund — Definition 22
Building Fund — Definition 23
State Board of Education — Powers and Duties 32
Governing Body of School District 123
Independent and Dependent School Districts — BOE — Members 125
Election
Expansion of Board 126
Workshops for New Board Members — Expenses of Members

. 127
Attending
Relation by Affinity or Consanguinity Prohibition 129
Employment of Relative of Member of BOE 130
Excluding Litigious Board Member from Proceedings 131
School District Treasurer — Assistant Local Treasurer 132
Local Treasurer — Surety Bond — Duties — Cash Investment 133
Ledgers
Oath of Office 135
Requirements for Bonds for Employees and Officers 136
Powers and Duties 138
Meetings of Board — Executive Sessions — Compensation of
Members of Boards of Districts with ADA Exceeding 15,000 or 148
Population Exceeding 100,000
Officers of Board 149
President — Duties 150
Vice President — Duties 151
Clerk — Duties 152
Oklahoma Open Meeting Act 787
Executive Sessions 793

Source: Oklahoma School Law Book, 2015
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Powers and duties of the BOE are contained in Section 32 of the School Law Book. These
powers and duties cover all activities related to operating public school districts. Key powers and
duties include:

e c¢lection of officers;

e establishing board policies;

¢ building and operating schools and related facilities; and

e contracting for an annual audit of all district and school activity funds.

Section 126 addresses the size and election of BOEs in Oklahoma, and Section 149 provides a
description of the required officers for BOEs. The board consists of five members, each of whom
is elected to a five-year term. Exhibit 1-6 reflects the year elected and the next election date for
each board member.

Exhibit 1-6
Boise City BOE Members
Year of Election Term
Board Member Board Position or Appointment Expires

Billy Mizer President 2015 2020
Alan Shields Vice President 2016 2021
Tom Twyman Clerk 2014 2019
Tracy Brown Member 2017 2022
Nathan Crabtree Member 2018 2023

Source: BCPS, January 2019

The district holds board elections each February. The board members swear in elected members
and vote on officers at the next meeting. Sections 157, 158, and 159 list the duties of each officer
of the BOE. The board must elect a new clerk, who may or may not be a member of the board.

Section 127 outlines the training requirements for BOE members. Within 15 months following
election, new BOE members are required to complete 12 hours of instruction on education issues
in the areas of:

e school finance;

e legal issues (employment, due process, new laws, the Oklahoma Open Records Act, and the
Oklahoma Open Meeting Act); and

e duties and responsibilities of district BOE members (including special education and ethics).

The 12 hours must include one hour of instruction in school finance, one hour of instruction in
the Oklahoma Open Records Act and the Oklahoma Open Meeting Act, and one hour of
instruction in ethics. The remaining hours may be satisfied by attending a two-day workshop to
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be held by the SDE or other workshops held by another organization or association approved by
the Oklahoma State Board of Education. Re-elected board members are required to complete six
hours of instruction within 15 months of re-election in the same education areas. The remaining
hours may be satisfied by attending a workshop, class, or seminar addressing the education
issues set forth above for new members.

Board of Education Meetings

The Boise City BOE meets on the second Monday of the month at 6:30 pm in the high school
meeting room. The meeting place and time may be changed by agreement of a majority of the
board members. Special meetings are held as needed, and board members receive agendas and
any supporting information in advance of the meeting. The district’s mission statement is
included in the BOE policy book (Exhibit 1-7).

Exhibit 1-7
Mission Statement of Boise City Public Schools

¢ Boise City Schools have the responsibility to meet the educational needs of all
students by providing an equal opportunity, fostering lifelong learning, and
preparing students to participate in a democratic society.

e The Boise City BOE believes that each student has a right and responsibility to
succeed, to achieve to the limit of his or her ability and to take pride in his or her
achievements.

e [tis believed that every student is entitled to respect and dignity as an individual.

e The board recognizes that achievement of educational excellence is a joint effort
of the school, the home, and the community.

e [Itis also recognized that education is a life-long process in which individuals of
all ages can and should acquire new skills.

e The board believes that each student should graduate with marketable skills and a

solid foundation upon which future skills can be built.
Source: Boise City BOE policy book, 2000

FINDING 1-1

Interviews and surveys suggest the actual role of board governance and its relationship to
planning and policies in association with the superintendent is not understood. This can impact
the ability of the BOE to act in its appropriate capacity as a governing agent.

Exhibit 1-8 reflects parent and staff survey results concerning how the public currently views the
role of the Boise City BOE. The majority of staff and parents either had no opinion or disagreed
with the survey statements regarding whether BOE members understand the needs of the district
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or listen to the opinions of parents or community members. That answer is typically seen where
individuals feel they do not have enough information to answer the question.

Exhibit 1-8
Parent and Staff Survey Results Regarding the BOE
Survey Strongly No Strongly
Group Survey Statement Agree Agree | Opinion | Disagree | Disagree

BOE members listen
to the opinions and
desires of parents and
Parent | community members.

6% 31% 31% 24% 8%

BOE members know
and understand the
educational needs of 9% 339, 24%, 28% 6%
students in the
Parent | district.

BOE members listen
to the opinions of

14% 32% 38% 11% 5%
parents and
Staff community members.
The BOE understands
the needs of the 14% 27% 38% 16% 5%

Staff school district.

Source: Prismatic Survey Results, January 2019

The community focus group perception is that because many BOE members do not have children
in the schools they, therefore, have less understanding of district problems. BOE members stated
that the community tends to view them as the complaint department regarding staff. This
perception is a common problem in many school districts, but working directly with staff is the
role of the superintendent, not the BOE. It seems that there is a lack of understanding regarding
the board’s governance role in the school district.

Providing information that highlights the board’s involvement in decision-making and explaining
the board’s role in governance is a best practice. As an example, the Colorado Association of
School Boards provides a review on the “Standards for Effective School Boards” ? that can assist
the board members with understanding their next steps.

RECOMMENDATION
Work to heighten community and staff awareness of the BOE’s role in governing BCPS.

The superintendent and BOE should work collaboratively to accomplish the following:

2 https://www.casb.org/Page/356
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e discuss and properly identify the roles that each play regarding management and oversight of
the school district; and

e publish the roles to all stakeholders.

Working through the process of establishing roles is never easy due to common misconceptions,
personal bias, and the circumstances and reasons that individuals have followed to assume their
respective roles. To eliminate confusion and misunderstandings, using a board development
consultant may be necessary and timely. With a new superintendent pending in BCPS, now is the
time to get the roles defined. Once the new superintendent is selected the outgoing
superintendent can set up a board workshop in the early summer and coordinate with the
consultant and the new superintendent.

An experienced trainer can provide background and skills for the school board and the new
superintendent in a five-hour day. The Oklahoma State School Boards Association (OSSBA) has
experienced trainers that can provide this workshop for BCPS.

FISCAL IMPACT

The cost of this training depends on how it is customized for BCPS, but generally the total for a
day of training is $2,000 and the training can be customized to meet district needs.

Recommendation 2019-20 2020-21 2021-22 2022-23 2023-24
Complete whole

board development ($2,000) $0 $0 $0 $0
training.

FINDING 1-2

The goal setting process involving the superintendent and the BOE needs improvement. The
most recent goal setting process consisted of the superintendent selecting goals to achieve and
bringing the goals to the BOE for review. The experience of the current superintendent lent
credibility to this approach and board members have been mindful of not getting into the
business of operating the school district.

Goals set more collaboratively with give and take discussions between the superintendent and
BOE can serve to guide BCPS improvement and provide both the board and superintendent with
a focus for planning. A collaborative discussion and setting of district goals is not over-reaching
for the BOE. Rather, it enriches the goal setting process by bringing the perspective of parents,
community leaders, and other patrons to the attention of the elected BOE.

A recent study published by the Center for Public Education cites eight characteristics of
effective school boards.? Paramount is the establishment of goals and collaboration with the
superintendent and BCPS stakeholders. Exhibit 1-9 shows the eight characteristics and the

3 CPE. (2011, January 28). Eight characteristics of effective school boards: At a glance. Retrieved from
http:// www.centerforpubliceducation.org/Main-Menu/Public-education/Eight-characteristics-of-effective-school-
boards
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assessment the consulting team found regarding whether Boise City’s BOE processes meet each
characteristic. The setting of goals is the trigger for all other effectiveness indicators in this
analysis.

The effectiveness indicators were examined for BCPS through review of BOE interviews,
community focus groups, and survey results, as well as superintendent and principal interviews.
The processes of the Boise City BOE meet one and partially meet the remaining seven
effectiveness standards.
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Exhibit 1-9
Eight Characteristics of Effective School Boards

Characteristic BCPS
1 Effective school boards commit to a vision of high expectation for student achievement
and quality instruction and define clear goals toward that vision.

a. Establishing “non-negotiable” goals (goals that all staff must act upon once set
by the board) in at least two areas: student achievement and instruction goals. Partially Present

b. Having the board align with and support district goals.

c. Monitoring goals for achievement and instruction.

d. Using resources to support achievement and instruction goals.

2 Effective school boards have strong shared beliefs and values about possibilities for
students and their ability to learn the system and its ability to teach children at high
levels.

a. Board members consistently expressed their belief in the learning ability of all
children and gave specific examples of ways that learning had improved as a
result of district initiatives.

b. Poverty, lack of parental involvement, and other factors were described as
challenges to be overcome, not as excuses.

c. Board members expected to see improvements in student achievement quickly
as a result of initiatives.

d. Comments made by board members were indicative of the differences in high-
achieving versus low-achieving schools. In a high-achieving district, for
example, comments might include: “This is a place for all kids to excel.”
Another might be, “Sometimes people say the poor students have limits. I say
all have limits. I believe we have not reached the limits of any of the kids in our
system.”

3 Effective school boards are accountability driven, spending less time on operational
issues and more time focused on policies to improve student achievement.

4 Effective school boards have a collaborative relationship with staff and the community
and establish a strong communication structure to inform and engage both internal and | Partially Present
external stakeholders in setting and achieving district goals.

5 Effective boards are data savvy; they embrace and monitor data, even when the
information is negative, and use it to drive continuous improvement.

6 Effective school boards align and sustain resources, such as professional development,
to meet district goals.

7 Effective school boards lead as a united team with the superintendent, each from their
respective roles, with strong collaboration and mutual trust:

a. atrusting and collaborative relationship between the board and superintendent;

b. creation by the board of conditions and organizational structures that allow the
superintendent to function as the chief executive officer and instructional leader
of the district;

c. evaluation of the superintendent according to mutually agreed-upon procedures;
and

d. effective communication between the board chair and superintendent, and
among board members.

8 Effective school boards take part in team development and training, sometimes with
their superintendents, to build shared knowledge, values, and commitments for their Partially Present
improvement efforts.

Partially Present

Partially Present

Partially Present

Partially Present

Present

Source: Adapted by Prismatic, February 2013

Page 1-10 PR SMATI

SERWICES. TNC



Boise City Public Schools Management, Personnel, and Communications

RECOMMENDATION

Establish a process for collaborative goal setting by the BOE with the superintendent to
drive district performance in all areas.

The superintendent and BOE should be involved in joint training designed to teach processes for
establishing district goals. A robust process includes:

e an analysis of the school district condition to examine both strengths and weaknesses. This
can be annualized through a superintendent’s annual report. A performance review would be
a great platform to launch the development of goals;

e the goals are established and implemented in which they are improved upon for a specific
period of time (i.e., school year);

e the board monitors goal achievement progress through reports provided periodically by the
superintendent and others. At the end of the year the board should have a follow-up
discussion of goal achievement progress. Many districts schedule a follow-up annual retreat
for the board, superintendent, and other key administrators. The agenda is limited to
discussions of goal achievement and adjustments for the next year;

¢ additional meetings may be needed until the planning process becomes systemized as an
annual undertaking by the board and superintendent;

e district performance should be targeted to utilize the goals in strategic planning in all areas of
operations and academic achievement; and

e communicate the goals and plans to all levels of the organization and the community.
FISCAL IMPACT

This recommendation can be implemented with existing resources

FINDING 1-3

The superintendent’s evaluation instrument has not been revised in several years and a refreshed
format is advisable. In interviews with BOE members, they expressed an interest in looking at
options for the superintendent’s evaluation. Developing an evaluation process that is linked to
collaborative goal setting with the new superintendent is timely and should prove most effective
for the BOE.

RECOMMENDATION

Establish a superintendent evaluation process and instrument that is closely tied to goal
setting by the BOE and the achievement of students.
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There are many methods for evaluating a superintendent (Exhibit 1-10). A performance
appraisal system is likely the best option and places the superintendent’s evaluation in closer
alignment with new systems being utilized to evaluate principals and teachers.

Exhibit 1-10
Methods for Evaluating a Superintendent

e Checklist or Rating Systems. This is the most common method of evaluating the
superintendent. Typically, it is a numerical rating system to quantify the performance
of the superintendent. For example, 5 is Excellent, 4 is Good, 3 is Fair, 2 means
Needs Improvement, and 1 is Poor.

e Written Essay. This evaluation process relies on written essays by each board
member that identify the strengths and weaknesses of the superintendent’s
performance. The key to the success of this approach is that board members focus on
being constructive in their analysis.

e Objective Analysis. This evaluation process requires the superintendent — with the
board’s assistance — to develop a plan for what he or she plans to accomplish in the
coming year. Included in the plan is the timing of monitoring reports that the
superintendent will provide to the board.

e Performance Appraisals. This evaluation process mixes the rating and checklist
system and the objective analysis. It is becoming more popular because it helps
translate board policy and the written work plan, with a scalable system of measuring
the superintendent’s performance.

Source: https://www.superintendentofschools.com/resources/the-superintendents-evaluation-toolbox/

However, final decisions on the instrument to be utilized and other aspects of the evaluation
should be determined jointly by the BOE and the superintendent. The BOE and the
superintendent will need agreement and a similar comfort level with the instrument and the
process. The process to be followed for the superintendent’s evaluation may look something like
the following general example (Exhibit 1-11).
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Exhibit 1-11
Example of Superintendent’s Evaluation

e Evaluation Instrument. It should be filled out individually by each board member.
The summary of the individual board members’ evaluations are compiled by the
board chair or president and distributed to each board member prior to the evaluation
session.

¢ District Goals and Priorities. The board chair or president should compile all
written evaluation documents and distribute them to the other board members.

e Superintendent Employment Contract. This is reviewed in relation to the
accomplishment of the established goals of the evaluation. The contract becomes
more relevant when the board considers the status of the superintendent’s
employment.

e Superintendent Evaluation Policy and Procedures. The board can check if policy
and procedures have been followed.

e Other Relevant Documents. All other documents are supplied as needed.
Source: https://www.superintendentofschools.com/resources/the-superintendents-evaluation-toolbox/

The superintendent’s evaluation should be conducted at a separate board meeting. It should focus
on performance goals and priorities, with the superintendent presenting his or her
accomplishments and areas that need improvement, as well as identifying the circumstances that
prevented the accomplishment of goals. In the meantime, board members should identify the
strong points of a superintendent’s performance, areas for improvement, and any priorities or
goals that the board wishes the superintendent to focus on. Board members should also review
the contractual implications of the evaluation. For example, some options might include rolling
the contract for an additional year, freezing the contract, and/or discussing a remediation
program and plan of improvement (Exhibit 1-12). This timeline reflects the level of cooperation
needed between the BOE president and the superintendent in order to accomplish the evaluation
in a timely fashion.
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Exhibit 1-12
Timeline for the Superintendent Evaluation Process

Timeline Action
1. Superintendent and board set goals for the evaluation.
2. Superintendent and board clarify vision and mission and
July — August of update long-range plans for the district.
upcoming year 3. Board and superintendent review superintendent’s

previous evaluation, job description and the evaluation
process, forms and cycle timelines to be used next year.

4. Superintendent reports interim progress on district goals
to the board.

5. Superintendent decides to use the 360-degree evaluation,
prepares questions, selects individuals to participate,
distributes the forms, collects and collates the results to
be shared with the board.

6. Board members complete Parts 1 and 2 of the

February superintendent evaluation form.

7. Board members meet to discuss their evaluations and
develop the board’s official written evaluation
document(s) that will be shared with the superintendent.

8. Superintendent completes a self-assessment of the
evaluation form Parts 1 and 2.

9. Board and superintendent meet to discuss and clarify the
results of the evaluation documents. Changes to the
evaluation may be made as a result of the discussions.
Evaluation meetings may be held in executive session.

By March 15 10. A copy of the final written evaluation form is placed in
the superintendent’s personnel folder.

11. As soon as evaluation is complete, the results of the
evaluation are shared with the community.

12. Return to the beginning of the cycle.*

Source: Created by Prismatic, April 2014

January

FISCAL IMPACT

This recommendation can be implemented with existing resources. OSSBA can provide an
evaluation instrument or the district can acquire a commercially available instrument, such as the
Marzano District Leader Evaluation.® If the district decides to implement a commercial
instrument, there will be a cost.

4 http://osba.org/en/Resources/Article/Board_Operations/Superintendent_Evaluation.aspx
3 http://www.marzanocenter.com/District-Leader-Evaluation/
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FINDING 1-4

Observation, review of documents, and interviews indicate that the BOE meetings are handled
legally and efficiently in BCPS. The easy relationships and cooperativeness between and among
board members are also apparent.

The BOE meetings are consistently organized and efficiently operated. The BOE agendas are
posted appropriately. Agenda items include reports on academics and activities. The BOE
minutes are posted online for the public. The superintendent provides the board a packet of
relevant material prior to the meeting and an oral report at the meeting. Secondary principals are
called upon to give an oral report to keep board members up to date on the district. The
superintendent provides regular financial reporting to the BOE.

The school district utilizes a computer application called “Assemble” to handle meeting details
and the meeting is conducted using a SMARTBoard. The methodology and preparation
displayed by BCPS is exemplary and beyond the paper and pencil meeting that is typical in many
BOE meetings that the consulting team has observed. The use of technology provides a model
for staff and students reflecting to them that the BOE and administration is willing to be lifelong
learners where technology is concerned.

COMMENDATION
BCPS has developed exemplary procedures for the efficient management of BOE meetings.
FINDING 1-5

Interviews with board members suggests that at board meetings they receive a lot of information
on the general welfare of the institution and current events, but little information on academic
goals and progress. Board members indicated a desire to improve board meetings and to do more
to publicly recognize teachers for their efforts. Currently, the board agendas reflect that
superintendent and principals deliver reports to the board. The consulting team observed a board
meeting and noted that the high school principal tried to talk to each of his teachers and find out
what they wanted the board members to know. Additionally, a review of past agendas reflected
reports given by the high school principal on dropouts and high school remediation. The junior
high school principal also gave a report on what was happening at his level of the district. The
superintendent gives reports in each board meetings on the current business of the school district.

There does not appear, based on BOE agendas, to be any regular effort of teacher/student
recognition for special projects and achievements related to academic performance. The
consulting team has observed BOE meetings in school districts of all sizes and the positive
attitudes created from the practice of recognizing teachers and students for academic
accomplishment cannot be understated.

RECOMMENDATION

Incorporate into board meetings occasional features of teachers, students, their special
projects, and academic accomplishments.
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This activity should be completed in BOE meetings at least once quarterly. Implementing this
recommendation requires the identification of teacher/student academic accomplishments both in
extra-curricular activities such as the academic team and in stem classes, technology classes,
leadership classes or other classes doing special academic projects. It might be a student or group
of students with exemplary test scores, placing in an academic competition or having perfect
school attendance. Principals can help identify the teachers/students to be invited, and parents
should be invited by the teacher. At the board meeting, the principal introduces the teacher for a
few brief comments about the activities and then the teacher introduces the students. At the end
of student introductions, the BOE stands, shakes hands with the teacher and students, and hands
each student a special recognition certificate signed by all BOE members.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 1-6

The superintendent has been involved in an informal succession planning effort regarding his
retirement. Succession planning is especially valuable in circumstances where the district is rural
and the pool of available applicants for executive jobs is small. This work should smooth the
transition to the next superintendent.

The superintendent mentioned that both before and early in his tenure at BCPS the principal
positions were like a revolving door. The problem of recruiting principals to Boise City
prompted the superintendent’s succession planning effort.

The succession planning effort by the superintendent is exemplary. It is rarely found at all in
large or small school districts. The smooth transition afforded by succession planning can be
effective in driving the district forward rather than losing ground during the acclimation period
of new staff.

COMMENDATION

The superintendent is commended for working on a succession plan for his position in
BCPS.

FINDING 1-7

There is, at this time, no formal succession planning for veteran staff such as front office support,
and no formal plans for replacing veteran teachers. There is no cross-training program for non-
teaching staff, which could help not only succession planning but also prepare the district for
staff suddenly becoming ill or requiring surgery. Certain areas, like payroll, are essential.
Interviews and focus groups indicated that there is a concern regarding veteran teachers and
being able to replace that knowledge and experience when the time comes. Replacing veteran
staff is particularly important in small school districts where teachers and non-teaching staff
perform a variety of functions other than their main job. Those secondary job assignments also
have to be filled when someone leaves.
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Thoughtful and deliberate planning for changes in teachers, non-teaching staff, and leadership is
needed in order to avoid organizational chaos and instability. Students and staff benefit from
smooth transitions and agenda continuity. Short tenures are not helpful. Typical succession
planning includes several elements:

e anticipate the district needs, considering growth factors, the economy, community, age of
staff, likely retirements, financial resources, and timing. Determine both the district’s short
and long-range goals as an organization. Chart the district’s vision for the future
(strategically plan). Identify the type of leaders needed to get the district there and develop a
profile of what the district is looking for in a leader;

e adopt the attitude that the district will search for teacher, administrative, and central office
candidates proactively before a vacancy happens. Establish recruiting practices that help with
this. These recruiting practices can range from advertising hard to find positions such as
math, science, or special education before vacancies happen, to seeking intern teachers,
partnerships with other organizations, shared teaching staff, outsourcing, and other
techniques;

e provide for distributed leadership throughout the district’s organization that recognizes and
allows motivated individuals, no matter their position, to lead. Deepen the district’s
leadership pool by creating a bench of experienced staff who assume leadership. In certain
area, such as teachers chairing committees;

e once potential leaders are identified, mentor/coach them and continue to give them
opportunities to experience leadership;

e provide for overlap of tenures to allow the new person to benefit from training next to the
person that is leaving. The longer the time they have together, the better the outcome.
Practical experience is the best training; and

e annually evaluate the district’s planning for succession.®
RECOMMENDATION

Develop a succession plan policy and process for administrator positions, veteran teachers,
and for non-teaching staff.

Succession planning is a relatively new concept in education and key staff may need to research
it and perhaps acquire some training. When the point of comfort with the concepts is reached, a
more formalized succession planning effort could take place, which includes board policy and
gathering specific information concerning veteran staff and their many responsibilities. As
succession plan policies and activities are developed a review by the district legal counsel is also
appropriate.

¢ Hanover Research. (2014). Best practices in succession planning. Retrieved from
https://www.hanoverresearch.com/media/Best-Practices-in-Succession-Planning.pdf
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The superintendent or his designee should develop a committee to address succession planning
for all veteran school staff. Timing on this should coincide with efforts to profile the district and
its needs in a strategic planning process. Lastly, the district does not have to enter full-blown
succession planning to benefit from some of its concepts. Those include:

e identifying potential leaders based on what they voluntarily do such as chairing committees
or leading professional development;

o regarding key staff, clearly identifying all of the things specifically that they do and, more
importantly, how they do them;

e selecting staff for cross training in key job duties in the event that a key staff member is out
for an extended time;

e providing necessary cross training;

e searching for replacement staff before vacancies happen and creating a potential employee
list; and

e broadening the opportunities in BCPS for staff to voluntarily take on leadership roles.
FISCAL IMPACT

This recommendation can be implemented with existing resources.

B. ORGANIZATION AND MANAGEMENT

The superintendent of a school district serves as the chief executive officer and is the
administrative leader responsible for policy implementation and day-to-day operations. An
effective central office organizational structure is essential to the efficient delivery of services
throughout a school district. Efficient central office organizational structures have the
appropriate spans of control for district leadership with clearly defined lines of authority that are
reflected in the district’s organizational chart. Effective central office structures encourage
communication at all levels.

Exhibit 1-13 reflects the current organizational structure for BCPS. As currently configured, the
district has three principals. This was an increase from the two principal positions the district
previously had, but was an intentional increase by the superintendent, as part of succession
planning. The plan proposed by the superintendent suggests that the number of principals will go
back to two after the new superintendent is named. That plan is somewhat contingent on the
BOE choosing a local option for its new superintendent. As noted on the district’s certified staff
listing for 2018-19, all of the principals carry a teaching load in addition to having administrative
duties.

At the time of the onsite review, the district lacked a position responsible for transportation.
Instead, transportation responsibilities were divided among several individuals.
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Exhibit 1-13

BCPS Organizational Structure

Superintendent
[ [ 1 1
Technology Encumbrance/ Principals Maintenance Child Nutrition
Director Payroll Clerk 3) Director Manager
Secretary Staff Custodians Cooks
(©)] €] @)

Source: Created by Prismatic, January 2019

Exhibit 1-14 compares the number of administrative positions with student enrollment for all
101 of the G2 districts. The BCPS data point is shown in orange. As shown, BCPS’ 2016-17
administrative staffing of 2.9 positions is in line with many peers and below that of several. The
current staffing of 3.9 positions would be the highest of the G2 districts with less than 300

students.
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Exhibit 1-14
Administrative Staffing as a Function of Enrollment
All G2 Oklahoma School Districts, 2016-17
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Using the 2016-17 data, the ratio of administrators to teachers was in the middle of the peers
(Exhibit 1-15). The cost of administration was the second highest among its peers (Exhibit 1-

16).

Exhibit 1-15

Comparison of Teacher and Administrator Staffing, 2016-17

Number of Number of Ratio of
Administrators Classroom Teachers to
Entity ADM (FTE) Teachers (FTE) |Administrators
Boise City 264 2.9 20 7:1
Buffalo 292 2.0 22 11:1
Sentinel 322 3.0 25 8:1
Smithville 283 33 20 6:1
Tipton 276 3.7 17 5:1
Turpin 433 3.0 34 11:1
Peer Average | 321 3.0 24 8:1

Source: Office of Educational Quality and Accountability, Profiles Database and Prismatic calculations
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Exhibit 1-16
Administrative Expenditures Comparison, 2016-17

Number of Total Administrator

Entity ADM Administrators Salary Cost per Student
Boise City 264 29 | $240,013 $909
Buffalo 292 20| §$152,730 $523
Sentinel 322 3.0 $251,049 $780
Smithville 283 3.3 $250,648 $886
Tipton 276 3.7 $256,010 $928
Turpin 433 3.0 | $244,530 $565
Peer Average 321 3.0 | $230,994 $719

Source: Office of Educational Quality and Accountability, Profiles Database
FINDING 1-8

The superintendent’s leadership style has been described as available and knowledgeable while
being supportive and positive with all staff. In interviews with staff and focus groups, the
superintendent is described as smart, and a problem solver not afraid to pitch in and do any work
that is needed.

Exhibit 1-17 reflects the survey results regarding the superintendent. Among staff, 86 percent
view the superintendent as accessible and 60 percent feel that he communicates with them
effectively. Among parents, 47 percent indicated that the superintendent is a respected and
effective leader.

Exhibit 1-17
Staff and Parent Survey Results Regarding the Superintendent

Survey Strongly No Strongly
Group Survey Statement Agree | Agree | Opinion | Disagree | Disagree
The superintendent is 0 o 0 o 0
Staff accessible to district staff. 35% >1% 8% S 0%
The superintendent is a
respected and effective 13% 34% 27% 16% 9%

Parent leader.

Source: Prismatic Survey Results, January 2019
COMMENDATION

The superintendent is commended for developing an open accessible relationship with staff
and parents.

FINDING 1-9

All three BCPS principals demonstrate a willingness to support the district community. In
interviews and focus groups, all of the principals have been described as striving to develop
positive relationships with students, teachers, and staff.
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All three of the principals mentioned in interviews that they are rarely in their offices preferring
instead to be out in the halls and visiting classrooms. The staff survey seems to support this
activity as 73 percent of the staff responded that principals are accessible. Among parents, 83
percent indicated that district staff, such as principals, is accessible (Exhibit 1-18).

Exhibit 1-18
Staff and Parent Survey Results Regarding the Principals

Survey Strongly No Strongly
Group Survey Statement Agree Agree | Opinion | Disagree | Disagree
The principals are 0 o R o o
Staff accessible to their staffs. 27% 46% 3% 16% 3%
District aqd school staffs 19% 64% 1% 49, 49,
Parent are accessible to parents.

Source: Prismatic Survey Results, January 2019

The consulting team observed both secondary school principals frequently in the halls interacting
with students. Additionally, the collaboration between the junior high and high school principals
to provide coverage for one another seems outstanding. The high school principal teaches a
shop/welding class, serves as a volunteer assistant coach in two sports and handles all non-
schedule-based transportation activity requests from teachers. The junior high school principal
teaches three high school science classes and works as the receiving agent for the school. Both
secondary principals regularly fill in on teacher absences.

The elementary principal drives a bus when necessary, helps with coaching when they are short-
handed, and subs as needed in classrooms. Teachers stated that he always pitches in and help
when people are absent in the cafeteria or cleaning is needed, and the custodians are gone for the
day. Notably, he is in the lunchroom every morning to greet students.

COMMENDATION

The principals are commended for leading by example and being accessible to teachers,
staff, and parents.

FINDING 1-10

The superintendent brings both new policies and adjusted policies regularly to the BOE. This
helps ensure that the district is up to date and in compliance with new or changing legal
requirements.

The consulting team reviewed seven board meetings from 2017 through August 2018 and found
seven policies were acted upon. Policies are available online and three copies are kept in the
central office for anyone who wants to review a hard copy.

This regular review of policies is a best practice for several reasons. Each time a legislative
session concludes, new bills impact school systems. When new health and/or safety concerns
arise, boards are well served to protect themselves, their staffs, and students by adopting policies
and procedures that address the actions to be taken and, when indicated, which district positions
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should be responsible. This helps them with prevention planning and protects the BOE members
and educators from legal liability. The National School Boards Association, in one of its
publications, discusses the impact that not following policies has on districts, underscoring the
importance of having current relevant policies.’

COMMENDATION

BCPS has developed and consistently implemented BOE policy review procedures.

FINDING 1-11

The current secondary school counseling program is exemplary. The counselor plays a strong
role in career/college readiness and prevention activities.

The consulting team observed students in the counselor’s office filling out college materials.
Exhibit 1-19 reflects survey results from staff and students regarding the school counseling
program. It is rare that the consulting team finds such high agreement in surveys on counseling

programs.
Exhibit 1-19
Staff and Student Survey Results Regarding the School Counseling
Survey Strongly No Strongly
Group Survey Statement Agree | Agree | Opinion | Disagree | Disagree
The district provides
students with adequate 35% 52% 0% 13% 0%
Staff counseling services
Students receive timely
information on college 48% 52, 0% 0% 0%
entrance requirements and
Staff scholarship offers.
I have received sufficient
college and career 13% 40% 23% 23% 3%
Student | counseling.

Source: Prismatic Survey Results, January 2019

In the area of prevention, the counselor calls on absent students to reduce absenteeism and works
with the city police to do wellness checks at student homes. She also manages an anti-bullying
phone application called “Stop It.” She related that students keep her informed about what is
going on at school and home, and she feels that she is aware of the “pulse” of the school.
Additionally, teachers keep her informed often by dropping by to make sure she has heard of a

particular situation(s) that have arisen with students.

The school counselor meets and surpasses SDE standards for counseling programs. Her
involvement in the school and relationship with students can help students feel secure and that

" Day, D.R. & Boyce, S.P. (2008). A board policy conundrum: Can board policy create liability? National School
Boards Association
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they have someone who can be trusted other than their immediate teachers. The prevention
aspect of the counselor’s relationships is obvious.

COMMENDATION

BCPS is commended for its current counseling program and specifically the key role this
individual plays in the secondary school setting.

FINDING 1-12

The elementary school lacks a full range of counseling services for students. Oklahoma high
schools and middle schools are required to have one full-time counselor for every 450 students, a
standard which BCPS meets. At the elementary level, a counseling and guidance program is
required, but does not have to be delivered by a certified counselor.

The American School Counselor Association recommends a staffing level of one counselor for
every 250 students (regardless of level). The actual ratio in Oklahoma in 2015-16 was 430:1.% At
a current enrollment of 264, BCPS is above the national recommendation (250) and below the
Oklahoma average (430).

The district’s one counselor runs a counseling group at the elementary level, but does not provide
other counseling activities, such as a prevention curriculum. Interviews and focus groups,
suggest that drugs, specifically marijuana, continue to be a concern at BCPS. Bullying was also
identified as a concern, in both online and in-person environments.

Survey results reflect the extent of identified student needs based on data from staff, parents, and
high school students (Exhibit 1-20). As shown, sizeable percentages of each stakeholder group
believe that bullying and drugs are problems in the district.

Exhibit 1-20
Parent, Student, and Staff Survey Results Regarding Student Needs

Survey Strongly No Strongly
Group Survey Statement Agree Agree | Opinion | Disagree | Disagree
Parent Bullying is a problem in this 12% 30% 25% 28% 3%
Student | gistrict. 8% 21% 37% 24% 11%
Staff 3% 62% 0% 31% 3%
Parent Drugs are a problem in this 22% 30% 26% 20% 2%
Student district. 14% 35% 35% 11% 5%
Staff 19% 68% 0% 10% 3%

Source: Prismatic Survey Results, January 2019

Effective school counseling programs are collaborative efforts benefiting students, parents,
teachers, administrators, and the overall community. School counseling programs should be an
integral part of students’ daily educational environment, and school counselors should be

8 https://www.schoolcounselor.org/asca/media/asca’home/Ratios15-16.pdf
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partners in student achievement. Counseling programs at the elementary level that emphasize
character, good decision-making, and resilience can have a positive impact on bullying behavior
and drug abuse. Additionally, counselors if given enough time can work more closely with
community supports, and programs to reduce the impact of drugs and bullying on families.

RECOMMENDATION

Expand the school counseling program at the elementary level where prevention can have
the most impact, freeing the secondary counselor to focus on drug prevention and bullying
at the junior high and high school.

The superintendent and elementary principal should work together to find a counselor who is a
good fit with the students and the community. Ideally, they will find someone who is equipped to
handle the challenging social and developmental needs of elementary students while also helping
the administration manage the academic programs.

FISCAL IMPACT

The consulting team estimates that an elementary counselor position for the elementary school
will require approximately $45,000 in salary and benefits. Because the district has a high free
and reduced lunch count and a high Hispanic count the superintendent should research whether
federal funds could be utilized for some of the cost in the next budget.

Recommendation 2019-20 2020-21 2021-22 2022-23 2023-24

Hire an elementary
counselor. ($45,000) (845,000) (845,000) (545,000) (545,000)

FINDING 1-13

The district is perceived to have an inconsistent approach to discipline. In interviews, surveys,
and focus groups discipline inconsistency was noted as an issue.

Exhibit 1-21 provides the survey results on student discipline. While overall survey results
concerning discipline were good, a sizeable percentage of parents and staff did not feel that
discipline issues are handled well.
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Staff, Parent, and Student Survey Results Regarding Student Discipline

Exhibit 1-21

Survey Strongly No Strongly
Group Survey Statement Agree Agree | Opinion | Disagree | Disagree

StuflenF discipline is well- 10% 50% 0% 40% 0%
Staff maintained.

Discipline is fairly and

equitably administered at 5% 46% 19% 21% 10%
Parent | my child’s school.

Discipline is fairly and

equitably administered in 16% 39% 29% 11% 5%
Student | this school.

Source: Prismatic Survey Results, January 2019

Additionally, there were several survey comments by parents and students, as well as focus
group and interviews comments by teachers with a similar theme regarding discipline. The
general theme was that there are no district standards enforced regarding student discipline
infractions and consequences. Stakeholders perceive that consequences sometimes depend on
who your parents are and that attendance, truancy, and dress code policies are inconsistently
applied. It is difficult for stakeholders to know all of the circumstances that lead to different
disciplinary consequences for the same or similar school policy violations, but the perceived lack
of consistency is a concern.

There are student discipline policies in the BOE policy book. There is also a teacher handbook
and it refers to a discipline handbook. That discipline handbook however, was missing from
documents provided to the consulting team. The district had little documentation available
regarding the enforcement of rules and specific reasons for various punishments given, so the
consulting team could not document whether there was a factual basis for stakeholders’
perceptions.

The hallmark of any disciplinary plan is fairness, documentation, and consistent application of
disciplinary consequences. The perception of uneven or even unfair application of consequences
can often lead to litigation or civil rights investigations.

RECOMMENDATION
Establish a committee of stakeholders to review discipline policies and procedures.

Teachers should be represented in discussions and the representative should be nominated and
voted onto the committee by teachers. A feedback loop to other teachers should be established
either by minutes kept of the meetings and shared or a time set up for the teacher representative
to share results with the teachers as a group. Students must be respected and specific students
should not be identified when discussing discipline events and consequences. Parent
representation is also a good idea for any district-wide committee.
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FISCAL IMPACT

This recommendation can be implemented with existing resources.

C. PLANNING AND EVALUATION

Planning, evaluating, and correcting strengths and weaknesses through practice and re-teaching
is common in the lexicon and repertoire of educators. However, planning and evaluation takes on
a different meaning when it involves planning for change in a large entity like a school district.
In that case, there is a need to strategically plan when and how to change the district for the
improvement of the student learning experience.

To be effective, a strategic plan must lay out key milestones to measure progress, establish a
priority ordering of the items to be accomplished, provide a timeline for which each item is to be
accomplished, and assign accountability for each item to a specified position in the school
district’s organization. Finally, the organization must provide periodic reports on the status of the
plan’s implementation and any changes that must be made due to changes in circumstances or
changes in assumptions.

According to Cook (2000), strategic planning requires total concentration of the organization’s
resources on mutually pre-determined measurable outcomes.’ Strategic planning allows an
organization to have a clear focus on what it is doing and what it intends to do based upon
established and monitored goals. A strategic plan will include long-term goals, which typically
can be achieved in five to ten years. Short-term goals, which typically can be achieved in a year,
must support the attainment of the long-term goals.

FINDING 1-14

There is not a long-term strategic planning process in place for BCPS. The superintendent has
been focused on budget survival in these uncertain times in Oklahoma. The superintendent,
principals, and BOE have discussed the long-term health of the school district, but planning and
evaluation of the district remains an informal process with only immediate administrators
involved.

In 2007, Reeves summarized his work, which analyzed hundreds of strategic plans across 20
dimensions, controlled for school demographics, and compared student achievement to a
baseline year.'? The study found that substantially higher achievement was realized if strategic
plans included:

e monthly monitoring of student performance, teacher strategies, and leadership practices;

e continued self-evaluation by teachers and administrators regarding every program initiative
and strategy; and

® Cook, Jr., W. (2000). Strategics: The art and science of holistic strategy. Westport, Connecticut: Quorum Books.
10 Reeves, D.B. (2007). Leading to change/making strategic planning work. Educational Leadership, 65(4).
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e attribution by teachers and leaders that their work is the fundamental cause of student growth
rather than demographics.

Reeves concludes, that school leaders must decide whether the strategic planning process is
focused on achievement and therefore adds value. All too often, organizations develop strategic
plans that are broad statements with no ties to specific goals. For example, a school district may
establish a goal of “improving student performance” without setting a target or identifying the
strategies it plans to employ to achieve the desired outcome, or even fully defining “student
performance.” A better goal would be “improving student achievement by 10 percent from last
year to this year as measured by state standardized testing.” The district would then identify the
means by which this goal would be achieved, such as through additional small group instruction
with benchmark testing to monitor progress.

According to the Balanced Scorecard Institute:

There are many different frameworks and methodologies for strategic planning and
management. While there are no absolute rules regarding the right framework, most
follow a similar pattern and have common attributes. Many frameworks cycle through
some variation on some basic phases:

1. analysis or assessment, where an understanding of the current internal and external
environments is developed;

2. strategy formulation, where high level strategy is developed, and a basic organization
level strategic plan is documented;

3. strategy execution, where the high level plan is translated into more operational planning
and action items; and

4. evaluation or sustainment/management phase, where ongoing refinement and evaluation
of performance, culture, communications, data reporting, and other strategic management
issues occur. !

The graphic in Exhibit 1-22 explains the logic of the balanced scorecard approach to strategic
planning.

1 http://balancedscorecard.org/Resources/Strategic-Planning-Basics
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Exhibit 1-22
Balanced Scorecard Approach

Strategic
Altitude
30,000 ft. What is our purpose? What
Customer/ do we do?
Stakeholder B S R TR e "
What is our picture of the future?
Strategic )\ | What performance “lenses” should
25,000 11, Perspectives \\we use fo evaluate results?

What are our main focus 'é}éég_"('*zPiﬂars of

Strategic Themes &\\ £, -0 /j0nce”)? What results do we want to

Results

/ <Objectives>

15,000 ft.
/ Strategy Map \

What continuous improvement activities are
needed to get results?

How do we create and improve value for
customers?

Performance Measures How will we know if we are achieving the
& Targets results we want?

i i Specf}ica!f}a what projects and
Ground Strategic Initiatives ' i

programs will contribute to the
Source: Balanced Scorecard Institute,'> September 2008

desired results?

More strategic planning in all areas of BCPS operations can assist in efforts to improve student
academic achievement, address facility needs, establish appropriate roles and responsibilities for
staff members and clarify perceptions and the goals of the BOE.!*> Most importantly,
communicating the goals and plans to all levels of the organization and the community will
promote a positive perception that the board understands the needs of the district. A successful,
forward-looking school district is the best method of attracting students and quality teachers.

RECOMMENDATION
Establish a strategic planning process that involves school and community stakeholders.

This performance review may provide a basis for more long-term planning and an opportunity to
broaden the range of people involved in planning. That can help ensure the continued positive
district growth.

A strategic planning process can start with an annual superintendent’s report to the board of the
school district in all its many facets. The basic steps for a strategic planning effort are:

e The superintendent convenes an internal administrative staff planning group. Decides who
will chair the main committee and/or serve as liaison to the group.

12 http://www.balancedscorecard.org/BSCResources/TheNineStepstoSuccess/tabid/58/Default.aspx
Bhttps://digitalcommons.utep.edu/cgi/viewcontent.cgi?referer=https://search.yahoo.com/&httpsredir=1&article=101
4&context=iped techrep
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e Establish a BOE approved strategic planning committee heavily weighted to include teachers
and parents. As many as two of the BOE members can serve if so desired.

e Develop a committee meeting schedule and open the meetings to the public. Develop
agendas and reports that provide detailed data regarding strengths and weaknesses of the
district to the committee and public. Each operational and instructional area should be
included.

e Provide the committee with demographic studies.

e Establish sub-committees to dig into data as necessary and have them report back to the main
committee with findings.

e Develop a vision statement.

e Develop short- and long-range goals for the district. Convert these goals into action steps.
e Assign staff to implement action steps.

e Determine how to evaluate the progress.

e Develop follow-up and review procedures.

Once a strategic plan is established, a follow-up annual retreat, attended by the board,
superintendent, and other key administrative staff, should be scheduled in order to review the
district’s progress and adjust goals accordingly. Such a review may include creating more
specific short-term goals that support established long-range goals. Short-term goals should be
“SMART”: specific, measurable, achievable, relevant, and time-bound.

FISCAL IMPACT

The Boise City BOE and superintendent can undertake the process of launching the strategic
plan process. This approach to planning has no fiscal impact.

Alternatively, the district may want assistance in working through a strategic planning process.
This approach will have a fiscal impact. The BOE can issue a request for proposals and enter a
contract for services. Based on BCPS’ size and complexity, an estimated cost for facilitating this
process would be around $15,000. This is, of course, a negotiable fee which would include
meetings with stakeholders, follow-up, and production of documents. Lastly, in the third year of
strategic plan development, a communication strategy would be developed, including print ready
public relations documents, and a final print ready strategic plan document. This three-year
phasing equally distributes the cost but could also be done quicker if desired.

Recommendation 2019-20 2020-21 2021-22 2022-23 2023-24

B:lelop a strategic ($5,000) ($5,000) (85,000) $0 $0
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FINDING 1-15

The district is facing a number of sustainability issues. In focus groups and interviews, all
expressed concerns about the declining student population, difficulty attracting teachers, worn
out facilities, the lack of community support for improving facilities, and low expectations for
students by parents and some teachers. Many rural districts face the same challenges.

Citing statistics from the National Center for Education and a report by the Rural School and
Community Trust, the Center for American Progress issued a report on how community schools
can reinvigorate rural education (Exhibit 1-23).

Exhibit 1-23
Ideas for Reinvigorating Rural Schools

e Prepare children to learn through providing daycare, preschool, Head Start, and early
childhood programming in co-located facilities with the elementary program.

e Extend learning opportunities beyond the school day and beyond tutoring to provide
assistance to students for developing skills in problem solving, analyzing, generating
new ideas, and teamwork.

e Provide for real life experiential learning opportunities in theaters, museums, recreation
centers, or libraries. This could involve providing transportation to these locations or
bringing visiting museum programs to the school.

¢ Find a way to stay open extended hours, weekends, and in the summer in order to
provide learning opportunities to children. For example, keep the library open extended
hours or open the gym for community recreational activities and camps.

e Provide co-located services at school for families including health, social, and emotional
services.

e Partner with other private and public agencies to provide services. Seek grant funding
from public and private sources.

¢ Include parents in planning, decision-making, and implementation.

Source: Williams, D. (2010). The rural solution: How community schools can reinvigorate rural education.
Center for American Progress

Stabilizing enrollment is a quandary for many rural school districts. Citing statistics from the
National Center for Education and a report by the Rural School and Community Trust, the
Center for American Progress issued a report titled “The Rural School Solution How Community
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Schools Can Reinvigorate Rural Education.” '* Exhibit 1-24 provides a set of ideas drawn by the
consulting team from this report that could provide a basis for action in BCPS.

Exhibit 1-24
Rural School Sustainability Ideas

Area Strategies Used to Promote Stable Enrollment
e Move to multi-grade classrooms.
General e Open facilities to serve community functions.
Operations e Switch to four-day school week (where distance to school is a
problem).
e Provide special in-service opportunities.
Staffing e Create partnerships with other schools.
e Employ teachers with multiple certifications.
e Pass alocal levy.
¢ Obtain bids and comparison pricing on all purchases.
e Join a consortium of schools to leverage purchasing.
Fiscal e Cooperate with other districts for specialized personnel.
e Promote the school’s reputation.
e Increased student count thru approaches such as all-day
Kindergarten.
Distance e Use for professional development.
Learning e Use for student enrichment.
e Offer Advanced Placement classes online.

Source: Morton, C. & Harmon, H. (Fall 2011). Challenge and sustainability practices of
frontier schools in Montana. Rural Educator, 1(13).

RECOMMENDATION

Develop a district-wide committee that provides focus and recommendations regarding
BCPS rural school sustainability issues.

To implement this committee all stakeholders in the community should be represented, including
BOE members, business owners, ranchers, parents, teachers, retired teachers, school
administrators, and support staff. This committee should develop recommendations and present
those in a BOE meeting to determine what short- and long-term planning and action is needed.
Also, a timeline should be established for activity completion and someone assigned to do each
action step. The superintendent and BOE should follow up to see that action steps are being
completed.

14 Center for American Progress: The Rural School Solution, How Community Schools Can Reinvigorate Rural
Education. ( September 2010) See at:
http://www.americanprogress.org/issues/education/report/2010/09/22/8376/the-rural-solution/
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FISCAL IMPACT

This recommendation can be implemented with existing resources

D. PERSONNEL MANAGEMENT

Personnel costs typically represent the largest expense in school districts. As a result, efficient
and effective management of human resource functions is critical to the overall effectiveness of a
district. In small districts, human resource functions are usually managed by the superintendent
with clerical assistance. Typical tasks of a school district’s human resources department include
the following:

e recruiting employees;

e overseeing the interviewing, selection, and processing of new employees;

e retaining employees;

e processing promotions, transfers, and resignations;

e determining and maintaining compensation schedules;

® managing insurance programs;

e managing employee benefits programs;

¢ planning and forecasting personnel needs;

¢ maintaining complete employee records, including records on training and certification;

e developing and maintaining job descriptions, which would include establishing required job
credentials;

e managing the employee evaluation process;

¢ handling employee complaints and grievances, including grievance procedures;

e developing personnel policies; and

e ensuring that the employer follows all laws and regulations.

To support the mission of a school district, it is important that these human resource functions be
efficient, effective, and aligned to federal and state law. Like most employers, public school
districts must comply with federal laws governing human resource management. These laws

include:

e Fair Labor Standards Act, which governs wages and hourly payments;
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o Americans with Disabilities Act, which requires employers to provide reasonable
accommodation to any employee or job applicant who has a disability; and

e Equal Employment Opportunity Act, which prevents employers from making hiring and
firing decisions based upon age, race, religion, gender, or other factors not related to
performance.

In addition, state laws govern school district human resource administration in areas such as
grievances, due process, termination, and contract renewal. Personnel selection and retention are
part of a continuous process necessary to ensure an experienced, quality teaching staff.

FINDING 1-16

Personnel files are secure. The file cabinets had locks and were kept behind a locked office door.
The only area of concern regarding personnel files is that the district does not maintain a sign-in
sheet indicating who has had access to the file.

The personnel file cabinets are fire-rated, which is best practice. Interviews suggest that the
district acquired the cabinets at no charge from another county entity. The contents included in
the files were consistent across the files reviewed. Interviewees were complimentary of the job
done by the staff person in charge of personnel data management.

The district does not maintain a sign-in sheet indicating who has had access to the personnel
files. Any staff person reviewing a file should sign in, including the superintendent, principals,
contracted or state auditors, and state accountability staff.

According to the Society of Human Resource Management (SHRM) guidelines, personnel files
and medical records are private documents and should be maintained in locked file cabinets in a
secure location. Files should only be accessible to those people with a legitimate need to access
the files. Special guidelines apply to securing and handling medical information obtained
through medical examinations and tests.!> The Americans with Disabilities Act (ADA) also
requires that medical records be secured and accessible only for safety and health purposes.

RECOMMENDATION
Use a sign-in sheet to track those having access to the personnel files.

The sign-in sheet should include printed name, date, purpose, and signature of the person
accessing the personnel file. The sign-in sheet should be kept on a clipboard on top of file
cabinets holding records. Staff near the sheets may need to give a verbal reminder to sign in. A
posted sign reminding those getting access to use the sign-in sheet will also likely be helpful.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

15 www.shrm.org
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FINDING 1-17

Recruitment and retention of teachers has been identified in interviews, focus groups, and survey
data as a problem for BCPS. Stakeholders believe it is a problem for several reasons:

e the district’s location in the panhandle;
e the lack of variety in employment options in the community for spouses; and
e the lack of suitable housing.

Beyond the standard recruiting tools of posting listings of vacancies in various locations and
media sources, there is no long-range plan for recruitment though it seems there is a general
concern about having enough highly qualified applicants available. Similar to most districts, the
retirement of veteran staff, both teachers and support staff, also presents concerns for BCPS.

A review of employment statistics illustrates the need for districts to develop recruitment and
retention plans to maintain a quality teaching staff. The National Center of Educational Statistics,
in a 2012-13 study, reported that of teachers leaving the profession, 6.3 percent of them said that
they left for reasons of regarding their salary. From, 2011-12 and 2012-13, regarding public
school teachers, 59 percent moved from one public school to another public school in the same
district and 38 percent moved from one public school district to another public school district.

RECOMMENDATION

Develop strategies for retaining a qualified workforce and increasing the pool of highly
qualified applicants for certified and non-certified staff positions.

Planning and implementing an ongoing recruitment program is the responsibility of everyone in
a school community. The superintendent should convene a recruitment and retention study team
to:

e identify the strengths and challenges of recruitment and retention in the district;

e set short- and long-term goals for improving recruitment practices;

e ensure an organized approach to recruitment efforts;

e make sure that recruitment and retention becomes an ongoing priority for the district; and

e bring skills, knowledge, and energy to the district to implement successful recruitment and
retention practices.

The committee should include a cross section of district personnel that represents teachers,
administrators, paraprofessionals, teacher association members, and retired educators. In
addition, there should be representatives from the community that include board members,
parents, business leaders, Chamber of Commerce leaders, civic organization representatives, and
marketing and human resource professionals.
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As a first step, it is essential for the committee to assess the district’s strengths and weaknesses,
identify trends, and determine the effectiveness of existing efforts to hire and retain certified
educators. Data will help to verify and sharpen the committee’s understanding of district needs
and priorities for recruitment and retention. Data will also provide a foundation to plan and build
a baseline to measure district efforts.

If the data shows that the district is challenged in attracting qualified applicants, the committee
might explore what the New Hampshire Department of Education has identified as “promising
strategies.” These include:

e improve the image of your district through ongoing public relations and marketing;

e expand district outreach to reach more potential applicants;

e enlist community help in recruitment efforts;

e define the characteristics and skills of the ideal applicant and align recruitment strategies;

e strengthen relationships with institutions of higher education and teacher preparation
programs;

e work on efforts to “grow your own” candidates and explore alternative certification
opportunities; and

e identify incentives available for candidates that will attract and help retain quality
educators. !¢

The committee should also review the 2015 report by the Oklahoma Teacher Shortage Task
Force to identify recruitment and retention recommendations that can be modified or adapted.
Examples of a few of the recommendations from the task force report that might be helpful to
local planning include:

e target and recruit high school students, undergraduate students, mid-career professionals, and
military personnel to enter the teaching profession;

e allow for retired teachers to serve in the role of mentor — the retired mentor would not be
employed by the district;

e create a scholarship program to provide for a one-time scholarship for test takers;

e adopt and fund a teacher recruitment program, with matching funds from the business and
education community; and

16 http://www.nheon.org/prof_dev/RetainRecruit/AS3Plan.html
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e create a pilot program on different teacher/leader models that include mentors, lead teachers,
or instructional coaches. !’

Once the committee has determined key components of the plan, it might be helpful to use a
planning template and explore the literature to compose the implementation strategies. These
sample templates and planning resources can be of use:

e recruitment strategy template; '8

e steps to building a recruiting strategy;'® and

e planning the steps in your recruitment.?’

In developing and implementing an effective recruitment plan, it is important that the committee
is conscious of how the district is perceived externally. For example, is the culture of the district
attracting applicants? Are teachers included in all aspects for the recruitment and selection
process? Are district teachers included in job fair recruitment and on interview committees?
Teachers can be the best recruiters.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 1-18

The district does not have a personnel evaluation system for support staff. As a result, employees
do not receive consistent feedback to enhance their performance and have limited opportunity for
formal supervision.

In interviews and document review, the consulting team did not see evidence of a consistent plan
of evaluation for support staff, nor a format for the evaluation activity even though the evaluation
is included in policy. Exhibit 1-25 provides a sample evaluation document used in another
Oklahoma district.

17 http://sde.ok. gov/sde/sites/ok.gov.sde/files/documents/files/Prelim.%20report%20Dec.%2015%202015.pdf
18 https://www.template.net/business/strategy-templates/sample-recruitment-strategy-template/

19 http://www.eremedia.com/ere/6-easy-steps-to-building-a-recruiting-strategy-and-successfully-measuring-the-
outcome/

20 https://www.go2hr.ca/article-category/recruitment/planning
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Exhibit 1-25
Sample Evaluation Tool for Non-Teaching Staff

Appropriate
Level of
Performance
Room for
Growth
Unsatisfactory

Performance Criteria

Attendance

Job Knowledge
Quality of Work
Attitude
Dependability
Conduct
Teamwork
Neatness

Do you recommend remediation? Yes / No
I agree with the above evaluation Check
I disagree with the above evaluation Check
I request a job targets report for the Needs to Improve ratings checked Check
above.

Two week notice statement
Signature lines

Source: Blair Public Schools, 2013
RECOMMENDATION

Develop and implement an evaluation system, with input from support staff that will
include the use of the approved evaluation forms already in policy, and a regular schedule
for performance appraisal in order to maintain and enhance employee performance.

Supervisors should provide support employees with a deliberate and thorough evaluation
process. Support staff should provide input into the development of an evaluation form and
schedule. Once the schedule has been determined, the district should designate who is
responsible for evaluating each support staff member. The results of the evaluation process
should be used to improve and continue the high performance of support staff.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 1-19

BCPS has historically had difficulty in acquiring sufficient substitutes and instead tends to rely
upon teachers on their planning periods or administrators to cover for absent teachers. This
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practice negatively impacts classroom instruction overall, as teachers providing coverage have
less time for their own teaching duties and principals are taken from administrative duties.

Currently, the substitutes are paid on an hourly timecard and it is up to principals’ secretaries to
find the substitutes. It was stated that there are only a handful of substitutes routinely available.

Exhibit 1-26 provides survey results regarding substitutes. As shown, 33 percent of staff agreed
or strongly agreed that substitutes are available, while 63 percent disagreed or strongly
disagreed.

Exhibit 1-26
Staff Survey Results Regarding Substitute Availability

Strongly No Strongly
Survey Statement Agree Agree | Opinion | Disagree | Disagree
The district has a pool of quality
substitutes to fill positions when 11% 22% 5% 41% 22%
necessary.

Source: Prismatic Survey Results, January 2019
The effects of not having enough available and qualified substitutes are manifold:

e Teachers cover absences during their planning periods or even double up classes. This affects
instruction in two classes instead of one.

e There is a reduction of time for teachers to plan together, discuss students’ progress and/or
curriculum improvements, and mentor new teachers.

e (lassroom aides are pulled from their assignments, again affecting two classes instead of
one.

e Poor instruction and, often, poor conduct, is the result of a poorly prepared substitute.
RECOMMENDATION

Improve the availability of substitute teachers.

The consulting team recommends that the district take the following steps:

e visit the local colleges and universities with teacher preparation programs to promote the
valuable experience that substitute teaching can provide, and ensure that prospective
substitutes know that BCPS is a nearby option;

o offer certified substitutes and those in certification programs a performance evaluation. These
would be completed by the teacher for whom the substitute was obtained. They would be
printed on BCPS letterhead and signed, so that teachers looking for permanent positions
could use them in their application packages;
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e ensure that BCPS is paying slightly higher for substitutes than neighboring districts;

e implement a tiered salary schedule, offering an incremental increase in pay to substitutes
after they have completed 30 and 60 days of substituting each year;

e provide for a substitute pay differential between certified and noncertified substitutes;

e consider reviewing anticipated job openings and employing the candidate for the opening as
a full-time substitute teacher working in different classes as illnesses in staff occur, and until
the opening actually happens;

e develop a volunteer or PTA program as a potential source and pool of trusted substitutes; and
e provide staff development training targeting special needs of the substitutes.

Many of the strategies outlined above can be implemented at minimal or no cost to the district.
FISCAL IMPACT

This recommendation can be implemented with existing resources.

Professional Development

While the development of a competent team of certified teachers and non-teaching staff is often
considered a human resource function, the professional development of personnel is also a
critical component of instructional delivery and school improvement. Professional development
programs enhance the professional knowledge, skills, and attitudes of educators to improve
student learning. The base of knowledge in education is growing so rapidly in every academic
discipline that educators must stay current and develop new expertise. Effective school districts
provide ongoing learning opportunities for all educators. The SDE standards specify that
professional development should increase competencies in core curricular areas.

The organization Learning Forward, formerly the National Staff Development Council, has
established standards for quality professional learning that increase educator effectiveness and
results for all students.?! These standards characterize quality professional learning as that
which:

e occurs within learning communities committed to continuous improvement, collective
responsibility, and goal alignment;

e requires prioritizing, monitoring, and coordinating resources for educator learning;
e integrates theories, research, and models of human learning to achieve its intended outcomes;

e aligns its outcomes with educator performance and student curriculum standards;

21 http://learningforward.org
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e requires skillful leaders who develop capacity, advocate, and create support systems for
professional learning;

e uses a variety of sources and types of student, educator, and system data to plan, assess, and
evaluate professional learning; and

e applies research on change and sustains support for implementation of professional learning
for long-term change.

Previous federal quality professional development guidelines specified that professional
development should be ongoing, targeted to student achievement, and distributed over time.
Single presentation and one-time only activities are not considered quality professional
development.

The Every Student Succeeds Act (ESSA) supports the learning and development of educators in
enhancing their capacity to help students succeed and includes new provisions aimed to help
educators grow. Under ESSA, professional development programs and activities must be
“evidence-based:” have demonstrated a record of success and that there is reliable, trustworthy,
and valid evidence to suggest the program is effective.

FINDING 1-20

The teacher evaluation model adopted by BCPS is the Teacher Leader Effectiveness (TLE)
model. It is designed to provide teachers and principals with data that can lead to self-
improvement. However, the district is not yet consistently documenting annual teacher
evaluations.

The TLE model provides a means to improving teaching skills through professional development
by utilizing an evaluation rubric that clearly profiles areas of needed improvement. The teacher
is expected to assist the principal in his or her own evaluation activities and to select professional
development that will enhance classroom performance with the goal of improving outcomes for
students. The principal assists the teacher by removing barriers and helping the teacher acquire
high quality professional development. The principal has the role of analyzing the results of TLE
for the entire staff and noting trends and areas where larger groups of teachers could use training
to increase effectiveness and then reporting that to professional development planners. The TLE
model also includes evaluation models for non-teaching certified staff such as counselors and
speech pathologists. Exhibit 1-27 shows the evaluation rubric for teachers.
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Exhibit 1-27
Tulsa TLE Observation and Evaluation Rubric for Teachers

Relative
Domain Weight Dimensions
1. Preparation
2. Discipline
Classroom 3. Building-Wide Climate Responsibility
30%
Management 4. Lesson Plans
5. Assessment Practices
6. Student Relations
7. Literacy
8. Common Core State Standards
9. Involves All Learners
10. Explains Content
Instructional, 50% 11. Explains Directions
Effectiveness 12. Models
13. Monitors
14. Adjusts Based upon Monitoring
15. Establishes Closure
16. Student Achievement
Professional Growth .
and Continuous 10% 17. Use§ I.’rofessmna.tl Growth as an Important. Strgtegy
18. Exhibits Professional Behaviors and Efficiencies
Improvement
: 0 19. Effective Interactions/Communications with
Interpersonal Skills 5% Stakeholders
Leadership 5% 20. Leadership Involvements

Source: Tulsa Public Schools,** October 2012

In interviews and focus groups, teachers and principals seemed acquainted with the process and
have started discussing the new Professional Learning Focus (PLF) approach that is tied to the
TLE. Principals are visiting classrooms frequently and stated that they are confident that they
recognize when learning is or is not happening. The new PLF approach guides the teacher in
selecting areas of need that would improve their teaching skills.

Based on the available data, BCPS’ implementation practices in the area of teacher,
administrator, and support staff evaluations is found to be inefficient and inconsistent. On the
staff survey, a number of classroom teachers indicated they had not received an annual
evaluation in the previous year. This important area of responsibility requires rapid improvement
to meet state standards. Documentation and timing appear to be the problem. When evaluations
are not completed in a timely manner and with proper documentation, neither staff,
administration nor the BOE are legally protected should employment issues arise.

22 http://ok.gov/sde/sites/ok.gov.sde/files/TLE-TPSFramework12.pdf
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RECOMMENDATION

Remove barriers to timely and documented annual evaluations of staff.
To implement this recommendation BCPS must accomplish the following:

e Adopt an evaluation plan for principals.

e Analyze what has and has not been done regarding the TLE system.

e Determine if additional training is needed for evaluators.

e Determine if additional training is needed for teachers and/or support staff.

e Clear up any confusion regarding timing of evaluations, and remove any other barriers to the
evaluation process.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 1-21

The BCPS professional development plan seems to be only a beginning of the year workshop
effort for the teaching staff. After that, teachers are on their own if they want to attend something
during the year. There does not appear to be a district effort to tie training into TLE evaluation
results or into any identifiable district curriculum initiatives. The absence of a coherent, multi-
year plan can result in fragmented school improvement initiatives.

The district does not have a multi-year plan or schematic that describes a professional
development program for teachers, nor is there a plan that includes detailed objectives and multi-
year strategies for accomplishing these. Without these, teachers may lack an understanding of the
professional development focus and how initiatives connect over time. The principals have
commented that they try and work with teachers on identified improvement areas and then assist
with providing resources and finding opportunities where teachers can get the training needed.

RECOMMENDATION

Charge the professional development committee to develop a clearly articulated multi-year
plan.

The plan should describe the professional development program for teachers, including detailed
objectives and multi-year strategies for achieving the training necessary. The committee should
outline a professional development program for teachers rooted in instructional initiatives and
the TLE evaluation. For non-teaching staff, appropriate training can also be based on evaluation
activities.
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Professional development activities should directly tie to curriculum initiatives, technology
implementations, personnel evaluations, and job responsibilities. This type of planning will
reduce fragmentation and increase teacher understanding of the initiatives designed to improve
student achievement. This approach should also lead to greater professionalism, greater buy-in to
overall school improvement, and enhanced performance of teaching and non-teaching staff.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

E. COMMUNITY AND PARENT INVOLVEMENT

School districts are a vital part of communities, often associated with a community’s identity,
sense of pride, and quality of life. This is especially true in smaller communities. In order to
strengthen this role, school districts should develop effective communications and community
involvement programs that lead to a more informed and engaged staff and community. Research
demonstrates that community outreach benefits both the community and the schools.

Effective community involvement programs should highlight the unique characteristics of the
school district and the community. These programs can substantially affect citizen perceptions of
and engage the community with the school system. Effective programs will rally public support
and involvement. They can result in parent and community volunteers, public participation in the
decision-making processes that affect the schools (i.e., bond and board elections), and productive
business and community alliances.

FINDING 1-22

Community involvement is regarded as essential in BCPS, largely due to the isolation of the
population in the rural panhandle of Oklahoma. The broad list of activities in Exhibit 1-28 that
rely on BCPS community involvement highlights the utility and importance of community
involvement to the district. In interviews and focus groups, community involvement was
regarded as a strength for BCPS.

Page 1-44 PR SMATI

SERWICES, T NC



Boise City Public Schools Management, Personnel, and Communications

Exhibit 1-28
BCPS Community Involvement and Partnerships

Community Involvement and Partnerships
Carl Perkins Consortium — Career Tech
Big Five Head Start
Oklahoma Panhandle State University — Career
Pathways and other partnerships
Title I Parent meetings
Booster Clubs
Parent Teacher Organization
Parent Teacher conferences
Safe School Committee
Healthy and Fit School Committee
Rotary Club
Chamber of Commerce

Local Churches
Source: Compiled by Prismatic, January 2019

COMMENDATION
BCPS is commended for its community involvement efforts.
FINDING 1-23

While BCPS has an active PTA/PTO at the elementary level, there has not been any recent effort
to expand this as parents move through the district from elementary to the secondary schools.
Historically, the district had a larger PTA/PTO representing the entire district; it faltered after
leadership changed. There are many benefits associated with active parent organizations not the
least of which is providing input to and community support for district initiatives. The district
does not have a formal structure to support and foster organized parent involvement through such
organizations as the Parent Teacher Organization (PTO). As a result, the organizations are not
able to accomplish their full potential for impacting schools.

While many see fundraising as the primary role of a PTO, the work of the Commonwealth
Institute for Parent Leadership (CIPL) shows that parents can come together with teachers,
school administrators, and the community to improve student achievement.?® Through CIPL
leadership training, parents can partner with teachers and administrators to develop projects that
reach far beyond fundraising. These projects focus on:

¢ making schools more welcoming to parents;

e casing students’ transitions between schools;

23 http://prichardcommittee.org/family _engagement/ciplfellowship/
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e promoting literacy skills of both adults and children;

e Dboosting schools’ technology resources;

e encouraging schools to examine achievement and attendance data; and

e bringing teachers and parents together to discuss mutual hopes for their schools.

According to the National Education Association, when parents engage in ways to improve
learning, students make greater gains.?* Schools that build partnerships with families, “respond
to parent concerns, honor their contributions, and share decision-making responsibilities, sustain
connections that are aimed at improving student achievement.” The PTOs play a key role in
building these partnerships.

RECOMMENDATION
Expand PTA/PTO into the secondary schools.

The district should establish a working secondary level Parent Teacher Association (PTA) unit
by utilizing the leadership of the parents at the elementary school, as the elementary leadership
groups and students move forward in the school system. The district could support the new PTAs
through webpage development and creating regular opportunities for the PTAs to address the
BOE regarding their activities. The BOE will need to establish policies for PTA fundraising. The
state PTA organization can provide assistance in getting started.

As the Southwest Educational Development Laboratory points out, based on its work on family
and parent involvement, school improvement efforts are more sustainable when parents and the
community understand them and have been involved in the decision-making process. Apathy,
distrust, and confrontation are often manifested when the community is not involved in the
decisions affecting the education of their children. With diverse student populations, parent
involvement presents challenges as schools strive to create welcoming environments and
outreach programs that involve parents in their communities. Studies show that when parents and
community members are engaged with and in schools, student performance improves, attendance
increases, and dropout rates decrease.?

FISCAL IMPACT
This recommendation can be accomplished with existing resources.
FINDING 1-24

The district lacks a volunteer program. Volunteers can be a great asset in assisting staff who are
stretched thin. Exhibit 1-29 reflects survey results on the use of volunteers in BCPS. While most

24 http://www.nea.org/home/52849.htm
25 http://www.sedl.org/pubs/family29/1.html
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parents felt they are encouraged to volunteer (68 percent), the lack of sufficient actual volunteers
could stem from the lack of a structured program.

Exhibit 1-29
Staff and Parent Survey Results Regarding School Volunteers

Survey
Group

Survey Statement

Strongly
Agree

Agree

No
Opinion

Disagree

Strongly
Disagree

Staff

The school district
effectively uses
volunteers to assist
with meeting district
goals.

16%

22%

49%

11%

3%

Staff

The school district
has adequate number
of staff to carry out
its operations.

11%

51%

11%

11%

16%

Parent

My child’s school
encourages parents to

volunteer, if they are
able.

12%

56%

19%

9%

4%

Source: Prismatic Survey Results, January 2019

Exhibit 1-30 compares BCPS to peer districts in number of volunteer hours. BCPS is the third
highest in reported hours per student when compared to peer districts, but that is relative as all
have little use of volunteers. At 0.9 hours per student in a year, BCPS is getting only about one
hour per school day of volunteer time.

Exhibit 1-30
Volunteer Hours per Student, 2016-17

District
Hours per

District Student
Boise City 0.9
Buffalo 0.4
Sentinel 1.2
Smithville 0.2
Tipton 4.1
Turpin 0.3
Peer Average 1.0

Source: Office of Educational Quality and Accountability, Profiles January 2019

Without district guidelines and emphasis, volunteering can quickly be lost in all the other
pressures that schools face. The National Parent Teacher Association’s Seven Steps to a
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Successful Volunteer Program?® provides useful information for creating and maintaining an
active school volunteer program. The steps are:

e assessing the volunteer needs each school has;

e working with and training principals, teachers, and school staff on using and supervising
volunteers effectively;

e setting goals and objectives for volunteer assignments;
e recruiting volunteers;

e training and orienting volunteers;

e training and recognizing volunteers; and

e evaluating volunteer performance and program success.
RECOMMENDATION

Develop a systematic volunteer program in BCPS.

The available information seems to support an expanded role for parent and community
volunteers to go to work in the school. Action on enhancing the use of volunteers will not only
benefit the school and staff, it will also help create a more informed and engaged community,
which can lead to greater support for BOE and bond elections. Additionally, an enhanced effort
to use volunteers can help create a pool of trusted substitutes and people that can be relied on for
input and advice regarding the school district.

BCPS should develop a volunteer program that promotes parent and community involvement in
the district, with specific goals in leveraging volunteer efforts toward improved academic
outcomes. The superintendent should gather and task a committee with researching successful
small school volunteer programs and then develop a BCPS volunteer program. It should include
administrators, teachers, parents, and community members.

The program can include classroom, bus, and school grounds volunteers, formal development of
parent/teacher organizations, and programs that are aimed at involving specific groups like
grandparents. It should seek consistency in policies and practices throughout the district and
should also be formally approved by the BOE.

The committee should be flexible in thinking of opportunities for parents, grandparents, and
guardians to be involved outside the traditional concept of classroom volunteering and should
focus on ways they can help support academic outcomes. To allay fears regarding the quality of
volunteers, the program should provide training to the volunteers so that expectations are

26 http://www.pta.org/3549.htm

Page 1-48 PR SMATI

SERWICES, T NC


http://www.pta.org/3549.htm

Boise City Public Schools Management, Personnel, and Communications

understood. The parent input provided through the surveys should be used as a starting point to
inform district leaders of parent priorities and concerns.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

F. COMMUNICATIONS/PUBLIC RELATIONS

The primary role of communications in a school district is to convey a message and image
consistent with the BOE policies and implemented through procedures established by the
superintendent and district staff. Critical components of communications include strategies for
externally communicating with the community and internally communicating within the school
district. External methods of communicating are both technology-based and personal to parents
and other patrons. Internal communications involve those between staff members of the school
district.

The district does utilize a number of other communications strategies for messaging to students
and parents. Exhibit 1-31 contains the various communication strategies that were found in use
in BCPS.

Exhibit 1-31
Communication Strategies

Technology-Based Written and Published Personal Contact
. . School visits/Parent Conf./Face to
Website, Teacher Sites, Facebook | Student Handbooks Face
Email, Texting, Twitter Teacher Handbooks Attending school events
Student Info System Posted BOE agendas Attending booster club meetings

Source: BCPS interviews and documentation, January 2019
FINDING 1-25

Parent surveys and focus groups point to the need for improvement in communications to
parents. Specifically, this refers to effective messaging to parents. It includes specific individual
responses to parents, and group messaging designed to inform about events or issues daily and
weekly. Lastly, it is group messaging that is designed to tell the districts story including goals,
problems with reaching goals, and taking input on the direction of the district from patrons.

Exhibit 1-32 provides the survey results from parents and students regarding communications.
The majority of responses suggest that most parents are satisfied with the communication from
teachers, but they are not pleased with the lack of involvement in school level decision-making.
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Exhibit 1-32

Parent and Student Survey Results Regarding Communication

Survey Strongly No Strongly
Group Survey Statement Agree | Agree | Opinion | Disagree | Disagree
I receive timely communications
from my child’s teachers - 19% | 53% | 11% 16% 1%
regarding his/her progress in
Parent | school.
Parf:n'ts play an active role in 1% 33% 27% 32% 79,
Parent | decision-making in our school.
I receive enough information from
the district regarding academic
. g 7% 49% 19% 20% 5%
expectations for my child (i.e.,
Parent student testing, retention, etc.).
My teachers communicate
regularly with my parents about 15% 30% 33% 18% 5%
Student | my academic progress.

Source: Prismatic Survey Results, January 2019

The consulting team compiled a list of themes voiced by parents. They suggest that parents want
to play an active role in BCPS (Exhibit 1-33).
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Exhibit 1-33
Common Themes of Parent Concerns

e The school lunch program must be improved.

e School security could be improved through installation of intercoms and controlling of
entrances into buildings.

e Students lack school pride.

e There is a failure to hold students to high academic standards.

e Valuable programs have been cut. Want them back!

¢ When multiple parents voice the same concerns they are basically ignored.

e The quality of the teaching staff is inconsistent. Most are good but there are some place
holders.

e Lack of class options hurts our high school students.

e There is a terrible language barrier with Hispanic students.

¢ Discipline at the high school is inconsistently applied.

e Marijuana use is a problem in high school age students.

e Students are not getting the technology exposure that they need.
e The community is apathetic about educating children.

e The community has not supported new facilities even though the old ones are in
terrible shape.

e There is little understanding of school revenue and the oversight on spending and a
lack of trust.

e Sports are over-emphasized.
Source: Prismatic Interviews and Focus Groups Results, January 2019

RECOMMENDATION

Develop new opportunities for parents to become engaged in school decision-making by
utilizing short duration focus group activities at the school and district-level.

To implement this recommendation each school should do a self-assessment on current points of
contact with parents and whether any of these are advisory activities. This analysis should review
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the functioning of federal and state required committees and then decide if there are any other
possible opportunities for involvement.

Each principal should convene a focus group of their parents and discuss methods of
encouraging greater engagement of parents in school advisory activities. Additionally, principals
should utilize focus groups to address topics of concern such as communications, school
discipline, school security, development of student pride, etc. The same approach should be used
at the district superintendent level, but with a different group of parents representing either

community expertise or a cross section of parents with students in school from Pre-K through
12,

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 1-26

The district’s website is not complete. As a result, it is not the communications tool with parents,
students, and staff that it could be.

BCPS parents commented on the survey forms that the website needs work because there is
nothing on it and calendar information is out of date. The consulting team reviewed the website
and found many blank pages and links that did not lead to current information.

RECOMMENDATION
Improve the district’s website as an information resource for parents, students, and staff.

The webpage functions should be updated to resolve the lack of timely updates. Ideally, a
stakeholder focus group should be held to ask questions about what information should be on the
website. Then, a schedule of when the assigned person will update the website with the desired
information should be established.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 1-27

BCPS has low parent conference attendance rates. This is a concern, as parent conferencing is a
formal method of communicating with parents. Exhibit 1-34 shows a five-year comparison of
parent conference attendance rates for BCPS, its peers, and the state. The district had a
participation rate at parent/teacher conferences that was below the state in all years except for
2012-13 and 2013-14. In 2016-17, BCPS had a conference attendance rate of 61.0 percent, which
was the second lowest among its peers.
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Exhibit 1-34
Trend in Parent Conference Attendance

Entity 2012-13 2013-14 2014-15 2015-16 2016-17
Boise City 89.5% 76.4% 55.0% 46.0% 61.0%
Buffalo 75.2% 57.9% 68.0% 77.0% 59.0%
Sentinel 78.6% 87.8% 88.0% 82.0% 76.0%
Smithville 64.6% 70.2% 70.0% 62.0% 71.0%
Tipton 75.4% 74.9% 79.0% 86.0% 85.0%
Turpin 91.7% 83.1% 83.0% 84.0% 68.0%
State 74.0% 74.1% 74.0% 74.0% 73.0%

Source: Office of Educational Quality and Accountability, Profiles Database
Epstein (2001) at Johns Hopkins University?’ and others have documented research showing the

positive effect that strong parental involvement has on schools and on student achievement.
Their findings include:

e 50 to 85 percent of the variance in achievement scores, 1Q, or verbal ability can be attributed
to parent, family, and home environment variables.

e Parent education programs, especially those that train low income parents to work with their

children, improve how well students use language skills, perform on tests, and behave in
school.

e Many studies have found that when parents become involved in school activities, not only do
their attitudes improve, but so do those of their children. Student achievement rises as well.

RECOMMENDATION

Develop a strategy for increasing parent conference attendance or participation.

The strategy can include analyzing existing efforts at achieving parent conferencing, determining
which new strategies have the best chance of success, and implementing at least one new
strategy and analyzing the results. Strategies for increasing parent conference attendance can
include the following:

e Schedule siblings back-to-back when possible.

e Offer early evening, early morning, and night conferences when necessary.

e Use prearranged phone call appointments.

e Offer drop-in babysitting during conference times.

27 Epstein, J. L. (2001) School, family and community partnerships: Preparing educators and improving schools.
Boulder, CO: Westview Press.
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e Provide a sandwich dinner for those coming straight from work.

e Make sure the teachers have training in conferencing and provide personalized worthwhile
information about the students.

e Implement student-led conferencing.?®

BCPS principals should analyze the efforts to achieve parent conference attendance with their
teachers and determine what best fits their situation.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 1-28

BCPS has made some indirect efforts at communication to the public for the purposes of public
relations, but work remains. BCPS has relied primarily on a message board, the website, posting
activity schedules, and involvement in some community sponsored activities. More direct
methods of developing good public relations would include parent meetings, community
advisory groups, regular parent surveys, or community surveys.

A good public relations program sets up success in community support that becomes visible in
bond voting support, parent involvement, volunteering and business support of the district. A
good public relations program can illuminate for everyone the strengths of the school district.
Exhibit 1-35 profiles some of the strengths of BCPS identified by stakeholders. These strengths
were gleaned from interviews and focus groups.

28 http://www.pta.org/3549.htm

Page 1-54 PR SMATI

SERWICES, T NC


http://www.pta.org/3549.htm

Boise City Public Schools Management, Personnel, and Communications

Exhibit 1-35
Strengths of BCPS Identified by Stakeholders

Strengths of Boise City Public Schools
The BOE is focused on kids in every decision.
Caring attitude of teachers.
Truly helping community raise its kids.
Whole school is working on improvement.
School is a welcoming and friendly place.
Teachers are responsive through the Email system.
School is exceptionally clean.
Elementary school is topnotch.
Sports are very supported by the community.
Janitorial staff is fantastic.
Community always comes through when we fundraise for activities.
Teachers are emotionally invested in the kids.
Teachers know the parents.
Proud of the teachers in the district who strive to educate kids not oppress them.
Community involvement.
Extracurricular activities are strong (sports, choir, academic team etc.).
Teachers desire to get better.
Special resource room is great.

Gymnasium, Wildcat pride room and auditorium are used by community groups.
Source: Prismatic Interviews and Focus Groups Results, January 2019

RECOMMENDATION
Develop methods to enhance BCPS public relations activities.

Administration can develop points of contact by attending community meetings and asking for
time to talk about the schools. For example, speaking at Rotary and Chamber of Commerce
meetings on behalf of the schools is an excellent approach. Public relations basically involve
taking advantage of community opportunities to tell the schools story. A business partners
program can be a natural outgrowth of these activities.

To implement this recommendation, BCPS should include administrators, BOE members,
teachers and parent representatives on the committee. Then reach out and invite people from the
BCPS community that deal with public relations to come and talk with the committee. This
might be newspaper editors/manager, business managers who themselves deal with public
relations, local TV, radio personnel with experience in public relations, university professors in
journalism, and public relations or others. The committee can also acquire materials for review
from the National School Public Relations Association (NSPR).?’

2 https://www.nspra.org/resourcesarticles
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FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 1-29

The BCPS staff has suggested through interviews, surveys and focus groups that timely and
detailed internal communications are a problem, district-wide and at all levels. Successful
internal communications provide the foundation for a well-functioning organization.

Successful internal communications are the responsibility of all staff including the originator of
the message and the listener. Communications in most school districts involve both direct and
indirect methods. The indirect methods involve technology such as an email group and
individual messaging, phones, Facebook, messaging, district website, electronic events boards
and paper-based/written such as schedules, publications of handbooks, letters, and
memorandums. Direct methods are face-to-face discussions in meetings with groups or as
individuals in offices, halls or other locations. Combinations of direct and indirect methods
combined with active listening/reading usually result in the most success. All of this can be
undercut by a lack of detail, timeliness, and specificity and/or arbitrary or unintentional
limitations on who receives the messages. Additional problems can happen if email groups are
not set up and maintained, ‘need to know’ lists are not developed and maintained, phone lists are
not up to date, or the teacher directory is outdated. Other problems can happen when typical
channels and contacts such as faculty meetings and committee meetings are not functioning.

Exhibit 1-36 reflects the survey results regarding internal communication. The results suggest
that a significant number of staff either opted not to express an opinion or responded negatively
to district administrative communication efforts. Among staff, there was a considerable amount
that disagreed or strongly disagreed that the principals effectively communicate with their staff
(41 percent), the superintendent and central office effectively communicate with the district staff
(27 percent), and the district effectively communicate with parents and community members (38
percent). While, 94 percent of staff agreed or strongly agreed that email is the main
communication avenue.
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Staff Survey Results Regarding Communication

Exhibit 1-36

Strongly No Strongly

Survey Statements Agree Agree | Opinion | Disagree | Disagree
The supe'rmtende.nt ef'fec'tlvely 14% 46% 14% 19% 89,
communicates with district staff.
The central office effectively 0 o o 0 0
communicates with district staff. 16% 38% 19% 19% 8%
The district effectively commumcates 89, 41% 14% 27% 1%
with parents and community members.
The principals effectively o o o 0 0
communicate with their staffs. 8% 41% 1% 19% 22%
District staff and administrators often
use email to communicate with one 26% 68% 0% 6% 0%
another.

Source: Prismatic Survey Results, January 2019

Regarding district internal communications, comments made by staff after completing the survey
plus other focus groups and interview comments are juxtaposed below in Exhibit 1-37.
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Exhibit 1-37
Communications Issues and Themes

General Statements

There is a lack of communication district-
wide.

Communications must be worked on.

Major improvement is needed in
communications between administration and
staff.

Teachers are not communicated with and not
treated as professionals.

There is a need to open lines of
communication so that no one is left out.

Leadership, teamwork and a sense of
community is lacking.

Communications are not clear, detailed or
timely.

Little details are missing in communications.

Examples

There is a language barrier with students and
some staff (Hispanic speaking).

Some support staff do not have email access.

Communications to teachers and staff on
compliance with dress code needs to be
improved.

Administration needs to listen to teachers and
support staff and then act.

Communications between school levels needs
improvement.

In discipline or parent complaints incidents
the teacher’s side is never heard.

We all need to support one another
communicate and work together.

Read your emails it is all there.

No one knows when teachers are absent
without coverage until you see students sitting
alone next door to you.

No one knew where focus groups were
meeting and often did not know when the
meeting was taking place.

Source: Prismatic Interviews and Focus Groups Results, January 2019
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RECOMMENDATION

Establish district level committees of stakeholders to discuss communication issues and to
develop workable solutions that can be implemented for the 2019-20 school year.

To implement this recommendation the superintendent should chair a committee and all teaching
staff should be represented. The consulting team suggests that all the following serve: principals,
two teachers from each school level (elementary, junior high, and high school) and one preschool
teacher, the current school counselor, and the special education teacher.

There should be four other separate sub working committees on communications that include:
e asports and extra-curricular committee made up of teachers, administrators, and parents;

e an office support committee made up of the school secretaries and the central office
secretary;

e asecond support committee of custodians, maintenance, cafeteria, and bus drivers made up
of the people in these areas of work; and

e acommittee on parent communications strategies made up of teacher representatives,
parents, and administration;

These four committees can be chaired by people selected by the superintendent.

Each committee will identify communication problems, solutions, action steps, and the person
assigned to make sure action steps are implemented and a reasonable timeline for accomplishing
the action steps. All five committees should meet in the summer with one goal: to make
communications clear, detailed, and timely. Each committee should develop a written report
detailing its recommendations. The superintendent should follow up with those responsible for
action steps.

FISCAL IMPACT

This can be implemented within existing resources.
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Chapter 2
Instructional Delivery System

This chapter addresses the instructional delivery of Boise City Public Schools (BCPS) in the
following sections:

A. Curriculum

B. Instructional Delivery and Student Performance
C. Special Programs

D. Student Services

The primary purpose of any school system is educating children. Effective schools deliver
quality instruction based upon a district’s capacity to manage and implement a rigorous, relevant
curriculum. The education process requires robust policies and procedures that direct the
instructional process, provide well-designed programs to meet the needs of all students, and
provide resources to support program implementation. The monitoring and evaluation of
program effectiveness based upon student performance data are also essential.

A. CURRICULUM

Oklahoma state education laws, as codified in the Oklahoma Administrative Code (210 OS § 15),
manage the instructional process to ensure academic success for all students. It is the
responsibility of the school district to meet the requirements of the law. A district’s instructional
program, along with its allocation of resources, is how a district attempts to meet the educational
needs of all students. A well-designed and managed process for developing curriculum and
directing instruction, collecting assessment data to evaluate and monitor programs, and providing
the resources needed to support educational efforts is essential if a district is to meet the needs of
its students.

Curriculum development and instructional delivery are critical components of student learning.
The presentation of materials, concepts, skills, and new ideas greatly affect the acquisition of
knowledge. Curriculum content and instructional strategies need proper alignment and regularly
scheduled evaluations. This promotes improvement of student performance and ensures
curricular relevance, rigor, and equity.

Oklahoma board of educations (BOEs) and superintendents provide principals and teachers with
necessary tools to deliver the state adopted standards. The Oklahoma Academic Standards
(OAS) drive educational delivery. With OAS, educators are encouraged to shape their
educational efforts by integrating the best practice of instructional shifts. The goal is that such
efforts will provide the rigor and relevance students need to be college and career-ready.

The OAS provides a consistent, clear articulation of learning expectations, guides teacher
instruction, and assists parents in knowing what they need to do to assist in the educational
process. The academic standards are intended to mirror the robust, relevant, real world
knowledge and skills that students need for success in college and careers. The OAS defines the
content, knowledge, and skills students should gain during their K-12 educational careers. It
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prepares high school graduates for success in college courses and in workforce environments.
Exhibit 2-1 further explains the OAS standards.

Exhibit 2-1
Oklahoma Academic Standards
What the OAS Does What the OAS Does Not Do
e Focus on deep thinking, conceptual e Dictate how teachers should teach
understanding, and real-world problem- e Mandate a specific curriculum
solving skills e Limit advanced work beyond the standards
e Set expectations for students to be college, | o Require the purchase or development of
career, and citizenship ready entirely new instructional materials
e Incorporate literacy in science, social e Prescribe all that can or should be taught
studies, and technical subjects e Limit efforts to prepare students for
e Emphasize the use of citations and college, career, or citizenship readiness
examples from texts when creating e Prescribe interventions for students below
opinions and arguments grade level
e Increase rigor and grade level expectations
e Determine the full range of support for
English language learners and students
with special needs

Source: The Oklahoma State Department of Education (SDE), 2018

Exhibit 2-2 provides a 10-year comparison of BCPS instructional expenditures as a percent of
total expenditures as well as the annual instructional expenditures per student. Over that period,
instructional expenses have ranged from 47 percent to 57 percent of all expenditures.
Instructional dollars per student have varied from to $6,539 in 2008-09 to $5,283 in 2012-13.
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Instructional Exp. Per Student

Exhibit 2-2
Trend in Instructional Spending

$7,000 58%
$6,000 56%
$5,000 54%
$4,000 52%
$3,000 50%

$2,000 48%

$1,000 46%
2007-08 2008-09 2009-10 2010-11 2011-12 2012-13 2013-14 2014-15 2015-16 2016-17

mmmm Per Student =9 of All Exp.

Source: Office of Educational Quality and Accountability, Profiles Database and Prismatic calculations

The total number of core curriculum units offered by BCPS was tied with Smithville as the
second-lowest and was lower than both the community group and state (Exhibit 2-3):

The comparison shows BCPS tied with Sentinel with the lowest in the number in fine arts
units and was also lower than the community group and state.

BCPS tied with Sentinel with the highest in the number of social studies units and exceeded
the community group and the state.

BCPS tied with four peers and exceeded the community group in the number of science units
but was lower than the state.

BCPS was tied with two peers in the number of language arts units but was lower than the
community group and state.

BCPS was tied with Tipton in the number of math units but was lower than the community
group and state.

BCPS was tied with all of its peers in the number of languages units but was lower than the
community group and state.
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Exhibit 2-3
Comparison of Core Curriculum Units by Subject, 2016-17
o p— f— : :
S| 2| £ 28| E|Eg| .
. =S s 5 e A= 5 s £ =
Subjects A 0 o3 7 = = SR C) v
Language Arts 4.0 4.0 5.0 4.0 6.0 5.0 4.7 5.2
Science 5.0 5.0 5.0 4.0 4.0 5.0 4.5 6.2
Math 3.0 4.0 4.0 4.0 3.0 4.0 4.4 5.7
Social Studies 7.0 4.0 7.0 5.0 4.0 6.0 5.3 6.8
Fine Arts 2.0 6.0 2.0 4.0 3.0 13.0 3.5 8.1
Languages 0.0 0.0 0.0 0. 0.0 0.0 0.7 24
Total 21.0 | 23.0 | 23.0 | 21.0 | 20.0 | 33.0 23.1 34.4

Source: Office of Educational Quality and Accountability, Profiles Database
FINDING 2-1

The district has no on-going process to ensure curriculum is horizontally and vertically paced
and aligned. At the elementary, there is one teacher per grade level. At the junior high and high
school there is primarily one teacher for each core content area. There are no measures,
processes, or procedures to address curriculum gaps and redundancies of vertically pacing and
alignment. There is no grade level and content area, horizontal or vertical pacing and alignment
process based on formative or summative student assessment. There are isolated efforts at
aligning curriculum, yet the district has no full-scale curriculum alignment process among the
grade levels and content areas. BCPS lacks intentional and targeted efforts to align all the core
curriculum and implement pacing calendars that are ongoing working documents.

With no horizontal and vertical content curriculum guides and pacing calendars, neither is there
an instructional plan outlining foundational student-centered outcomes for critical thinking,
technology skills, goal setting and organizational skills, and communication. The consulting
team heard inconsistent and negligible descriptions on how these components are woven into
lesson plans, daily curriculum content, and instructional delivery. The district administrators
expressed expectations to teach OAS, yet, monitoring and accountability are not uniformly
maintained across the district. Some BCPS teachers engage in random dialogue about
curriculum, instruction, and assessment of standards. However, no district-wide efforts to
formalize teacher dialogue and discussion across all grade levels and content areas exist.

Systems for accountability and curricular adjustments based on student performance need
development, implementation, and continual adjustment. Student test scores indicate there are
still learning gaps. There is no steady upward spiral as students progress through content. The
significant fluctuation of Oklahoma School Testing Program (OSTP) student performance scores
are indicators of the need to address the horizontal and vertical curricular and instructional gaps
that are obstacles to improved student performance.
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The staff survey results in Exhibit 2-4 indicate teachers and school administrators had
knowledge of curriculum alignment and pacing issues. However, no digitalized evidence or
documents were presented to support the survey results.

Exhibit 2-4
Staff Survey Results Regarding Curriculum
Strongly No Strongly
Survey Statement Agree | Agree | Opinion | Disagree | Disagree
Teachers know what is to be taught
and when because they have access
to a district- adopted Pacin
Calendar that regects the cﬁrrent 16% 41% 38% 3% 3%
Oklahoma Academic Standards
(OAN).
The district’s curriculum is aligned
from grade to grade and from class 11% 35% 41% 14% 0%
to class.
Teachers have scope and sequence
documents that determine what is 8% 32% 49% 11% 0%
taught and when.
Test data from district adopted
benchmarks and man@ated end-of- 89, 41% 41% 1% 0%
year tests are used to improve the
district’s curriculum.
Teachers effectively use student
data to improve instructional 8% 54% 30% 8% 0%
practices.

Source: Prismatic Survey Results, January 2019

In interviews and focus groups the consulting team found only sporadic dialogue referring to the
curriculum pacing and alignment. No district alignment process is in place. There was no
reported use of SDE resources. The consulting team found no substantial evidence to support the
survey results. Student performance on OSTP do not reflect a continuous upward spiral of
improved student performance.

Curriculum that is vertically mapped and aligned is a process for detailing what content and
skills are required and taught at each grade level and course during a school year. Calendar
pacing tells when the content is taught and revisited. The curriculum maps provide a year-long
overview, rather than a daily classroom perspective, of what content and skills are required over
the course of the school year (Jacobs, 1997). Curriculum mapping creates a document for
teachers to follow and gives guidelines to monitor accountability and ensure the required
curriculum is being followed (O’Malley, 1982).!

! http://www.ascd.org/publications/curriculum-handbook/42 1/chapters/Overview.aspx
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Curriculum pacing guides or calendars help teachers stay on track, pace the frequency content is
taught, and ensure skills are revisited for review, reteach and/or maintenance. These pacing
guides serve a similar purpose to that of traditional scope-and-sequence documents, which lay
out expectations of the material to be covered in each subject at each grade level. Pacing guides
are different because they detail when the skills and content that are expected to be on the annual
state test are presented to students. Teachers schedule these ongoing topics before the spring
testing dates. Pacing guides are tied to benchmark assessments that take place quarterly or even
more frequently, further delineating what teachers must teach and when they teach it. Some
pacing guides specify the number of days, class periods, or even minutes that teachers should
devote to each topic.>

Research and best practice recommend the identification and specific sequencing and scaffolding
of content skills and learning objectives horizontally and vertically. Also recommended is
identifying learning gaps based on student performance. Teachers must know which skills and
objectives have not been mastered and require remediation and re-teaching. Curriculum
alignment or mapping involves a second-order change. Marzano, Waters, & McNulty (2005)
state that second-order change:

...involves dramatic departures from the expected, both in defining a given problem and
in finding a solution. Curriculum Mapping may be considered a second-order change for
our district because it challenges the status quo of historical practices and therein may

result in resistance. However, it has the potential of resulting in transformative learning.’

Jacobs (1997) states:

To make sense of our students’ experiences over time, we need two lenses: a zoom lens
into this year’s curriculum for a particular grade and a wide-angle lens to see the K-12
perspective. The classroom (or micro) level is dependent on the site and district level (a
macro view).

Though the micro and macro levels are connected throughout a district, there is a
conspicuous lack of macro-level data for decision-making. Yet we need that big picture
for each student’s journey through his or her years of learning. With data from
curriculum mapping, a school and its feeding and receiving sites can review and revise
the curriculum within a larger, much-needed context. Data on the curriculum map can be
examined both horizontally through the course of any one academic year and vertically
over the student’s K-12 experience.*

The Curriculum Decisions Website examines mapping research and provides pragmatic
rationale. The site addresses the importance of the horizontal and vertical curriculum alignment

2 http.//www.ascd.org/publications/educational-leadership/oct08/vol66/num02/Pacing-Guides.aspx

3 Marzano, R. J., Waters, T., & McNulty, B. A. (2005). School leadership that works: From research to results. (pp.
66). Alexandria, VA: The Association for Supervision and Curriculum Development.

4 Jacobs, H. H. (1997). Chapter 1: The need for calendar-based curriculum mapping. Mapping the big picture:
Integrating curriculum & assessment K-12. Alexandria, VA: The Association for Supervision and Curriculum
Development.
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and serves as a valuable foundational resource. It also provides descriptions of the mapping
process and how the process is completed.’

RECOMMENDATION

Develop and implement processes and procedures to horizontally and vertically pace and
align the K-12 core curriculum.

Electronic maps and pacing calendars at all grade levels and in core content areas should become
the comprehensive “text” from which teachers deliver instruction. The district’s administrators
should deliberately schedule time and help teachers develop processes, procedures, and clearly
defined expectations for horizontal and vertical curriculum alignment. These decisions are based
on both formative and summative student performance data. Data from all subgroups need
analysis. It is the teachers’ responsibility to have a sound knowledge base of the standards and
content taught. Equally important is the teachers’ obligation to translate the aligned and paced
content, skills, and outcomes into their daily lesson plans.

To improve alignment of the BCPS curriculum, the superintendent, principals, and teachers
should take the lead in aligning Pre-K through grade 12 core curriculum and creating pacing
calendars based on student performance data. The district should allot teachers release time to
begin initial dialogue and planning regarding how to horizontally pace and vertically aligned
core curriculum.

Aligned curriculum maps identify the skills, content, and pacing period for all OAS skills and
content. Each grade level and core content area need to be mapped and calendar paced. For each
course and grade level the process indicates when skills are to be introduced, taught to mastery,
and maintained or reinforced for long-term retention. The process should culminate in the
creation of electronic documents that are user friendly and guide daily instruction for each course
and/or grade level. The maps should also incorporate the student-centered outcomes and support
Depth of Knowledge (DOK) requirements, SDE blueprints, and OAS.

Properly developed and implemented curriculum maps and pacing guides, along with the use of
frequent benchmark formative assessments, free teachers of the intense, last minute, “teaching to
the test” reviews. Formative assessments provide cumulative documentation of student
performance; the aligned core curriculum is mapped, paced, and adjusted to meet student need
and testing requirements. This gives teachers a reliable roadmap for preparing students for
success.

Each year the maps and pacing calendars should be updated and shared with new teachers. All
teachers must understand the content and the instructional expectations of their specific course
and grade level. Placing maps on the district’s website communicates the academic and
instructional expectations to the community and parents. Teachers find creating their own
curriculum maps most useful and pragmatic. This creates ownership and a deeper understanding

5 http://www.curriculummapping101.com/curriculum-mapping-general
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for implementation. There are many free resources available for teachers to use as a guide, such
as:

e yearlong draft maps available for both language arts and math;®

e information regarding curriculum mapping;’

e information on alignment;®

e sets of curricular resources to help educators translate the OAS into classroom practice;’ and

e a collection of documents in which Oklahoma teachers shared their work to be used as
sample/example curriculum guides in ELA. !

FISCAL IMPACT

The development of curriculum maps and pacing guides to improve the BCPS curriculum will
take time. Professional development days, release time during school, and summer meetings
could become work days. The consulting team estimates that $5,000 should be budgeted for
substitute pay (if teachers miss class time for the meetings); stipends (if teachers work outside
the contract day); and materials (office supplies, binding, etc.) for each of the next two school
years.

Recommendation 2019-20 2020-21 2021-22 2022-23 2023-24

Develop curriculum
maps and pacing
guides to improve
BCPS curriculum.

(85,000) (85,000) $0 $0 $0

FINDING 2-2

The district adopted a new K-12 math series. The series aligns with Oklahoma Academic Skills
(OAS), has digital resources, provides student hands-on activities, and outlines multiple student
engagement strategies. Implemented with fidelity, the series will offer students multiple
modalities for learning and retaining math skills and concepts. This provides all grade levels with
math curriculum continuity, common math vocabulary, and uniform instructional presentation of
math content.

Research and best practice stress the need for a K-12 coherent curriculum in mathematics.
International mathematics teaching and learning expert, Marilyn Burns, explains, “Too often
mathematics instruction gives students the erroneous notion that learning math is all about

S https://www.engageny.org/resource/year-long-draft-curricular-maps-in-ela-and-mathematics
7 http://www.ok.gov/sde/curriculum-mapping

8 http://sde.ok.gov/sde/building-academic-vocabulary

? https://sde.ok.gov/oklahoma-curriculum-frameworks

10 https://drive.google.com/drive/folders/0B34TUiFtH9SxSFk3c31j YmoxbnM
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learning procedures rather than making sense of ideas.”!! Implementing a new math series,
which includes multiple processes for helping student make sense of the mathematics, is a key
step in moving away from simple teaching of procedures, to the teaching of mathematical
thinking and reasoning using flexibility in strategies and approaches. Adopting the same math
series enables all grade levels to learn from a uniform scope and sequence and common
curriculum that supports state standards.

COMMENDATION
The district is commended for adopting a K-12 math series.
FINDING 2-3

The district lacks processes and procedures to annually evaluate instructional resources. The
district does not comprehensively review curricula and supplemental resources to determine
relevancy and alignment with OAS. Across the district, there are no defined efforts to routinely
collect data to determine the efficiency and effectiveness of instructional resources and the
impact on student achievement. The consulting team did not find evidence of an evaluation
process to determine how core curriculum textbooks, software, supplemental and remedial
interventions, instructional strategies, and enrichment activities are aligned with relevant student
need. The district has a high population of English language learner (ELL) students. The
consulting team learned library books are purchased, and some software is available for ELLs.
However, there was no evidence presented to indicate these resources are aligned with the taught
and tested curriculum, have direct impact on improved student learning, and support learning
English through the study of content.

At the junior high and high school, teachers primarily work in isolation and select their own
supplemental resources. Except for math, some textbooks were found to have outdated
copyrights. Interviews and focus group conversation revealed the need for additional
instructional resources to update and supplement the texts. However, no evaluation or screening
process is in place to ensure new purchases support identified student need. There was no
evaluation process to ensure current textbooks and supplemental resources aligned with current
OAS.

Most federal and state instructional resource/programs require individual instructional
resource/program evaluations. However, highly effective schools take the evaluation process to
the next level and evaluate all locally implemented instructional resources/programs. This
ensures instructional resources/programs work in concert and are effective for remediation or
enrichment at each grade level and content area. An annual evaluation process ensures all
instructional resources, programs, and software are not “busy work” but directly improve
standards driven student learning. Likewise, an annual evaluation process determines if
instructional resource materials are addressing identified learning gaps or redundant and

1 http://www.ascd.org/publications/educational-leadership/oct14/vol72/num02/Uncovering-the-Math-
Curriculum.aspx
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repetitive overlaps. All teachers need resources that are relevant, support curricula rigor, and
most importantly, seamlessly align with state standards and improved student performance.

Without comprehensive instructional resource/program evaluations, schools risk getting into
curricular and instructional traps. They continue doing what they have always done and serving
students several instructional resources without focused intent and alignment to state standards
and targeted student learning need. Systematically collecting and analyzing quantitative and
qualitative information regarding instructional resources provides district administrators and
teachers with valuable assessment information.

Evaluations should measure and answer questions such as:
e s there a need to improve, modify, or abandon the supplemental instructional resources?

e Does the resource yield the intended effect on improved student learning, including all
subgroups?

e Are the resource goals still relevant to student need and aligned to state standards?
e Do the resources render unintended outcomes?
e s there a need to change or refine the implementation strategies and procedures?

e Are all the individual resource components valuable and effective in improving student
achievement?

e Does the instructional resource/program have positive impact on students, teachers, school
climate, and culture?'?

Districts can then use the evaluation to make data-driven, informed decisions. The evaluation
should guide the district to keep or abandon instructional resources/programs. Based on data,
modifications, additions, deletions, or revisions to instructional resources/programs can be
determined. The evaluation should determine the instructional impact resources have on
subgroups such as struggling readers, ELLs, special education students and Individualized
Education Plan (IEP) requirements.

Such information is crucial for aligning district funds with new purchases. Instructional
resources/programs must support best instructional practices and directly align with the
identified paced and aligned curriculum. Without implementing a regularly scheduled evaluation
system, BCPS positions itself to fund instructional resources/programs that are misaligned, not
meeting identified student need or the intent behind their implementation. Most of all, the Boise
City community and stakeholders need assurance the district is not spending money and time on
ineffective instructional resource/programs.

12 http://ies.ed.gov/ncee/edlabs/regions/pacific/pdf/REL_2014007.pdf
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RECOMMENDATION

Develop and implement a plan to annually evaluate curricular and instructional resources,
software, enrichment, and remediation materials to ensure alignment with OAS and
student learning needs.

High performing districts annually evaluate all instructional resource/programs, new initiatives,
grants, and district processes. The combined data determines if there is need to eliminate
components or discontinue the resource or instructional resource/program. The data should also
provide evidence that the instructional resource/program positively:

e impacts improved student learning in all subgroups;

e contributes to the relevance and rigor of instruction and OAS curriculum;
e meets the intended curricular and instructional purpose; and

e supports best instructional practices.

In the long term, instructional resource/program evaluations focus on improving student
achievement. Evaluation is a guide to build upon successes and leads to ongoing improvement in
practices and outcomes.

The BCPS superintendent, principals, and all teachers should develop a list of all curricular and
instructional resources they routinely implement to supplement, remediate, or enrich their
instruction, and support the curriculum. The list should include a rank ordering of total dollars
spent on each implemented resource. The superintendent should then direct evaluation efforts to
those with the highest costs and the strongest correlation to student performance data in the
bottom quartiles.

The superintendent and principals should work with teachers to identify and abandon resources
and materials that are no longer robust and relevant to the knowledge base students need for the
next level of study and college and career-readiness. This evaluation and abandonment process
must be simple, easily implemented, and directly focused on supporting improved student
performance.

All materials can undergo a formative and summative evaluation. A formative instructional
resource/program evaluation can be used in purchasing new instructional resources/programs and
during the implementation of the resource. Such evaluation promotes close examination of
instructional resource/program implementation, as to whether there were changes, adjustments,
or improvements, and that it is adapted with fidelity. Exhibit 2-5 presents examples of formative
evaluation questions to explore.

PR SMATI Page 2-11

SERVICES _TNC



Instructional Delivery System Boise City Public Schools

Exhibit 2-5
Formative Instructional Resource/Program Evaluation

times:

While the instructional resource/program is ongoing, these questions should be asked several

Is the instructional resource/program being implemented as it was designed?
Do the students understand the instructional resource/program’s concepts?
What are the misconceptions about the instructional resource/program?

Are all BCPS instructional resource/program users implementing the instructional
resource/program in the same way?

Is the instructional resource/program being implemented on schedule?
Is there enough time to implement all aspects of the instructional resource/program?

What aspects of the instructional resource/program do not seem to be working as
well as you intended?

Do instructional resource/program implementers need additional training on the
instructional resource/program?

Are there any negative outcomes surfacing?

Source: http://www.janetwall.net/attachments/File/9 Step Evaluation Model Paper.pdf

Summative instructional resource/program evaluation takes place after the instructional
resource/program is implemented and routinely used. It is conducted at the end of each school
year, or another logical time, such as the end of instructional resource/programmatic
intervention. Exhibit 2-6 presents examples of summative evaluation questions to explore.
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Exhibit 2-6
Summative Instructional Resource/Program Evaluation

After an instructional resource/program has been implemented ask:
e What did the instructional resource/program accomplish?
¢ Did the instructional resource/program reach its goals and objectives?
e What impact did the instructional resource/program have on students?
e What were the outcomes?
e Who benefited from the instructional resource/program?
e How much was the benefit to improved student achievement?

e Was the benefit greater with this instructional resource/program when compared with
another instructional resource/program?

¢ Did all types of students benefit from the instructional resource/program?
e What were the positive outcomes?
e What were the negative outcomes?

e What should be improved/changed in the instructional resource/program?

e Does the benefit of the instructional resource/program warrant the cost?
Source: http://www.janetwall.net/attachments/File/9 Step Evaluation Model Paper.pdf

In addition to asking these evaluation questions, it is also important to make certain the
instructional resources/programs align tightly with the current OAS, DOK expectations, and
Oklahoma’s expected student performance levels. BCPS demographics such as language,
poverty, mobility, ethnicity, and bottom quartile student test scores should also be taken into
consideration for abandonment or retention purposes. Teachers cannot afford to implement
instructional resources/programs and materials that do not have high impact on closing the
achievement gap and improving student performance. There are many free resources available to
gather additional information, including:

e resources on designing and planning instructional resource/program evaluation;!?

e abasic guide to instructional resource/program evaluation;'* and

13 https://www.cde.state.co.us/fedprograms/designing-and-planning-your-program-evaluation
14 https://managementhelp.org/evaluation/program-evaluation-guide.htm
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e an evaluation matrix and template. '
FISCAL IMPACT

This recommendation can be implemented with existing resources. Initially, BCPS staff could
objectively and fairly evaluate resources with input from all administrators and teachers.
However, federal guidance notes that districts should expect to spend between five and seven
percent of the total funding of an instructional resource/program on evaluation. In time, it would
be preferable to contract with an outside evaluation firm with credibility and expertise in
statistical analysis. Using federal monies, the consulting team recommends that a minimum of
$5,000 per year be allocated to evaluation efforts.

Recommendation 2019-20 2020-21 2021-22 2022-23 2023-24

Evaluate all instructional

offorts mnd inifiatives. ($5,000) |  ($5,000) | ($5,000) ($5,000) ($5,000)

FINDING 2-4

Although BCPS teachers individually document when they teach OAS, there is no district-wide
process monitoring assessment, mastery, and maintenance of the standards. As a result, the
district lacks uniform monitoring to ensure all standards are not only taught, but also assessed
with fidelity, and the resulting student performance levels addressed.

Teachers are expected to create weekly lesson plans. There are multiple lesson planning formats
across the district. No common lesson planning format is implemented to document how the
curricula are paced and revisited for reteach, remediation, or maintenance. Some teachers
indicated they document the date when each OAS objective is taught. There is no standardized
accountability process to track or monitor the standards mastered by all students. It was unclear
how all students are monitored to ensure they receive the needed remediation or reinforcement.
Use of the state’s blueprints, item specifications, and released items as resources to support
teaching and assessing OAS was not clearly evident.

Oklahoma school districts can use the Teacher Leader Effectiveness evaluation process (TLE) to
assist in the process of holding teachers accountable for implementing OAS appropriately.
However, the consulting team received little information that BCPS used TLE data to support
accountability efforts. The TLE framework clearly states all learning objectives and state content
standards are explicitly communicated to all students. TLE requires teachers to implement
curriculum and deliver instruction in accord with OAS. The TLE framework also says the
teacher “facilitates tracking of student progress using a formative approach to assessment and
monitors the extent to which students understand their level of performance.”

Research is clear about the damage of an ineffective curriculum and poor instructional delivery.
Students should not be assessed on concepts inappropriately paced or taught. It can take years of
instruction with an effective teacher to turn that damage around. School systems need a laser-like
focus on high expectations to teach the identified curriculum. Teaching children at a high level of

15 https://www2.ed.gov/about/offices/list/oese/sst/evaluationmatters.pdf
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proficiency should be the core work of every teacher. Use of varied instructional strategies,
effective assessment techniques, data utilization and integration of technology are a given for
school districts and teachers who want their students to be successful. When teachers deliver
highly effective instruction based on the identified curriculum, accountability measures are met
automatically. !¢

RECOMMENDATION

Implement district-wide accountability procedures to ensure all OAS standards are taught,
assessed, mastered, and paced with fidelity.

The district administration should reinforce expectations that all OAS standards are taught and
monitored with accuracy and fidelity. The lesson planning process needs refining to meet
accountability expectations. Currently, there are multiple lesson planning formats. Adopting a
planning system and infusing accountability procedures could meet accountability expectations.
If pacing calendars are put in place, they can also serve as an accountability measure for the
taught, tested, and mastered curriculum. The principals should see if select teachers have a
process that is working. If their test scores concur, perhaps their process could be adapted for
district-wide implementation.

The accountability system enables teachers to document OAS standards taught and ensure
student progress toward mastery is closely monitored. The process is a support system to ensure
students are appropriately prepared for success on state assessments. Previous student
performance test data need scrutiny. Standards with a strong pass rate need targeted review and
teachers need to determine why students were successful. Probing curriculum pacing, frequency
taught, instructional strategies, and methodologies implemented need analysis. Failed standards
also need the same examination. These data provide teachers with information to adjust pacing,
instructional strategies, and to increase the frequency for teaching OAS. The district should build
upon existing electronic processes and examples found on multiple websites and programs. '’

FISCAL IMPACT
This recommendation can be implemented with existing funds.
FINDING 2-5

The district is not benchmark testing consistently across all core content areas. Teachers use
insufficient benchmark measures to determine student mastery or the need for remediation or re-
teaching. Benchmarks are not commonly used to measure student performance against a fixed set
of predetermined learning standards (i.e., OAS). Student performance in subgroups are not
analyzed. Criterion-referenced formative assessments are limited and sporadic. There are no
district-wide benchmarks that measure student performance against OAS. BCPS teachers lack
timely, ongoing, formative data to adjust instruction for reteaching and reviewing content.

16 https://www.advanc-ed.org/source/seven-levels-accountability-student-success
17 https://www.stjohns.k12.fl.us/year-at-a-glance/; http://www.ascd.org/publications/educational-
leadership/oct08/vol66/num02/Pacing-Guides.aspx
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Periodic benchmark testing is randomly used by several teachers. It was not clearly defined how
the information is applied to determine if students are appropriately progressing on grade level
and mastering the state standards. During interviews and focus groups, the consulting team found
no uniform district expectations for all teachers to administer benchmark assessments to monitor
student progress.

Principals are not assisting teachers using the ALCA database. Exhibit 2-7 describes the
database subscribed to by the district. The extensive data and resources available can be tailored
to the specific teacher and district benchmark needs.

Exhibit 2-7
Current Subscribed ALCA Database Overview

Assessments

Proficiency scales, tests, rubrics,
benchmarks, checklists,
portfolios, real-time checks

Concept maps, curriculum maps, Q
pacing guides, resource
alignment % 4

Curriculum

\ Curriculum units, lessons,
\ activities and resources

Data

State & other 3rd party ’
assessment data analsis

Daily Planner

Plan daily lessons by integrating resources
created or shared across Arch Tools

Classes

’ Online classes, assignments,
y collaborative learning

Standards

Unwrapped standards, resource
searching, gap analysis

Source: https://www.alca.is/

In focus groups and interviews, teachers expressed limited knowledge regarding either the data
base or benchmark testing. Not all teachers clearly understood the need to translate student
benchmark data into creating small group learning opportunities, flex group arrangements, and
remediation strategies. BCPS uses no benchmark data to align curriculum and inform pacing and
instructional design. Use of benchmark assessment results as feedback for both parents and
students was not evident. Overall, no comprehensive evidence was presented to indicate there are
clear directions, district-wide expectations, and consistent accountability for teachers to
administer criterion referenced benchmark assessments.
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Criterion-referenced benchmark assessments yield formative data, testing student knowledge and
performance against a fixed set of content or a state standard. Formative benchmarks are
assessments administered regularly throughout the school year. Teachers have a measure of
whether their students are on grade level and grasping the material. These data help teachers
decide what they need to teach, re-teach, or remediate. It also gives teachers input as to whether
the written, taught, and tested curriculum are aligned. By using benchmark results, teachers learn
what needs reviewing with individual students, as well as which students have attained mastery
and need to be challenged. Benchmarking also helps students keep track of their grade level
success and their progress to mastering standards. '®

Formative benchmark assessment is a proven research-based best practice. Benchmarks directly
support high-quality instruction and effective assessment. The primary purpose for teachers to
incorporate benchmarks is because it improves both their teaching and individual student
learning. Formative assessment is a practice that informs teachers about “how” students learn
and “what” they are not learning. It focuses on the day-to-day learning interactions between the
teacher and the students. Teachers routinely using periodic criterion-referenced benchmarks as a
standard classroom practice have an immediate measure of what students know and how well
they are learning standards and content. This enables teachers to promptly adapt instruction to
meet students’ needs. Formative benchmarks guide the teacher to make instructional adjustments
that keep students on the path to mastery.'

Formative assessment is a “process.” Heritage (2007) describes it as “a systematic process to
continuously gather evidence about learning.”?° Boston (2002) explains that it is “the diagnostic
use of assessment to provide feedback to teachers and students over the course of instruction (p.
2).” Whatever method a teacher uses — oral questions, a short test or quiz, a paragraph, or any
other classroom activity — formative assessment uncovers the degree to which students
understand and have mastered what is being taught on a day-to-day basis. It enables customized
instruction based on what students know, not on what the textbook or program says to teach next.
Formative assessments inform the next days or immediate instructional path and measures
student progress toward the end of unit summative test.?!

RECOMMENDATION

Develop and implement district-wide processes and procedures for administering criterion-
referenced benchmark assessments to monitor progress and measure mastery of OAS.

The superintendent and principals should set expectations for all teachers to administer formative
criterion benchmark assessments. The district needs training and an accountability procedure to
ensure benchmark tests are administered and results are used to design instruction. Staff
meetings and PLC meetings should be used to discuss how benchmarking is aligned with OAS,
DOK, and how the results guide teachers to change and target instruction. The principals should
lead and provide time for teachers to engage in dialogue and discussions about how benchmark

18 https://www.edglossary.org/criterion-referenced-test/

19 www.ascd.org/publications/books/110017/chapters/Questions-and-Answers-About-Formative-Assessment.aspx
20 Heritage, M. (2007). Formative assessment: What do teachers need to know and do? Phi Delta Kappan, 140.

21 Boston, C. (2002). The concept of formative assessment. ERIC Digest. Retrieved from
https://eric.ed.gov/?2id=ED470206
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results also give students a clear understanding of what they do not know or what they have
mastered in the current unit of study. Motivation to learn and be successful grows from knowing
what learning gaps exist.

District leaders and teachers should embrace the mindset that benchmark assessments are a key
part of the learning process. Criterion-referenced benchmark assessments are an ongoing check
for student progress and mastery of content and standards. The assessment results guide teachers
in decision-making about future instruction. The principals should use staff meetings, PLC
meetings, and one-on-one conversations to articulate expectations and raise awareness of the
importance of administering benchmarks.

The district could use the ALCA software and training to initiate and begin developing
benchmark OAS assessments. Teachers can also create their own benchmarks using resources.?
If needed, hiring an outside consultant can help teachers initiate benchmarking. Using
benchmark results to adjust curriculum, form flex groups for remediation, reteach, or
enrichments is a yearlong, continual process.

FISCAL IMPACT

This recommendation can be implemented with existing resources initially. If it is determined
necessary, the district could contact an external firm to provide assistance.

Recommendation 2019-20 2020-21 2021-22 2022-23 2023-24

Hire a firm to support
teachers in the initial
development of
benchmarks.

($2,000) $0 $0 $0 $0

B. INSTRUCTIONAL DELIVERY AND STUDENT PERFORMANCE

High-achieving districts have curriculum maps that clearly define standards and learning
objectives for each subject and grade level so that teachers know the content expectations and
instructional timelines for student mastery of objectives. It takes strong instructional leadership
to implement the curriculum. The principal and teachers, working collaboratively, are
responsible for consistent implementation, quality instruction in the classroom, and student
performance. The principal’s instructional leadership is the catalyst for effective instructional
delivery and high student performance.

The College of Education at Washington University, Center for Educational Leadership, has
developed a framework for instructional leadership. According to their website, the framework is
not the sum total of the work of instructional leaders; rather, it is a description of the most
important aspects of instructional leadership. Exhibit 2-8 describes the five core beliefs that

22 https://www.edutopia.org/blog/dipsticks-to-check-for-understanding-todd-finley;
http://www.ascd.org/publications/books/110017/chapters/Questions-and-Answers-About-Formative-
Assessment.aspx; https://wvde.us/wp-content/uploads/2017/09/formative-assessment-ple.pdf
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drive the work in school leadership at the Center and Exhibit 2-9 describes the four dimensions

of instructional leadership.

Exhibit 2-8

Core Beliefs — Center for Educational Leadership

Beliefs

Instructional leadership is learning-focused, learning for both students and adults, and

1 | learning which is measured by improvement in instruction and in the quality of student

learning.

) Instructional leadership must reside with a team of leaders of which the principal serves as
the “leader of leaders.”

3 A culture of public practice and reflective practice is essential for effective instructional
leadership and the improvement of instructional practice.

4 Instructional leadership addresses the cultural, linguistic, socioeconomic, and learning
diversity in the school community.

5 Instructional leadership focuses upon the effective management of resources and of people

— recruiting, hiring, developing, evaluating C particularly in changing environments.

Source: http.//info.k-12leadership.org/4-dimensions-of-instructional-leadership

Exhibit 2-9

Dimensions of Instructional Leadership

Dimensions

Vision, Mission, and Culture
Building

School leaders, committed to collective leadership, create a
reflective, equity-driven, achievement-based culture of learning
focused upon academic success for every student.

Improvement of Instructional
Practice

Based upon a shared vision of effective teaching and learning,
school leaders establish a focus on learning; nurture a culture of
continuous improvement, innovation, and public practice; and
monitor, evaluate, and develop teacher performance to improve
instruction.

Allocation of Resources

School leaders allocate resources strategically so that
instructional practice and student learning continue to improve.

Management of People and
Processes

School leaders engage in strategic personnel management and
develop working environments in which teachers have full
access to supports that help improve instruction.

Source: hitp.//info.k-12leadership.org/4-dimensions-of-instructional-leadership

Waters, Marzano, and McNulty (2003), from the Mid-Continent Regional Educational
Laboratory (McREL), synthesized the body of research on the effects of leadership practices on
student achievement. In their research, McREL identified 21 leadership responsibilities and 66
practices that are substantially associated with student achievement. These characteristics and
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responsibilities are now integrated into a Balanced Leadership Framework.?* Much of the TLE
evaluation process adopted for Oklahoma administrators uses this research.?*

School administrators must have pragmatic knowledge, skills, strategies, and tools to positively
affect student achievement. They must move their instructional leadership skill set past abstract
and theoretical thinking to concrete, day-to-day practices to be effective leaders. Instructional
leaders understand the need for multi-faceted strategies that enable them to know when, how,
and why leadership action must be taken.

Superintendents and principals form the core of educational leadership in school districts. The
school leader is no longer simply that of a building manager who makes sure that schedules are
met, the school is maintained, and that discipline is properly enforced. Today, the educational
leader is responsible for consistency of implementation of an aligned curriculum, the quality of
instruction in the classroom, and student performance. Recent research contends that school
leaders influence classroom teaching, and consequently student learning, by staffing schools with
highly effective teachers and supporting those teachers with effective teaching and learning
environments.

Effective learning environments begin with strong educational and instructional leadership and
include:

e Instructional Vision — instructional practices that are guided by a common, research-based
instructional vision that articulates what students do to learn the subject effectively.

e Continuous Improvement of Instruction — resources (i.e., professional development,
allocation of teacher time, budget decisions), policies, and procedures (i.e., school
improvement plans, teacher evaluation) aligned toward continuous improvement of
instructional practice guided by the instructional vision.

e High Expectations — for all students, academically, behaviorally, and in all aspects of student
well-being.

e School Culture — a safe, collaborative, and supportive space that places high priority on
ensuring that students are successful in school and life.

Exhibit 2-10 provides the current organizational structure for instructional delivery at BCPS.

2 https://eric.ed.gov/?q=balanced+leadership+framework&id=ED544245
24 https://sde.ok.gov/tle-qualitative-components
25 https://cepa.stanford.edu/sites/default/files/Kappan_leadership.pdf
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Exhibit 2-10
BCPS Instructional Delivery Organizational Structure

Board of Education

Superintendent

Principals

&)

Teachers
(17)

Created by Prismatic, January 2019

Exhibit 2-11 provides illustrations of BCPS classrooms.
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Exhibit 2-11
BCPS Classrooms

Source: Prismatic, December 2018

Oklahoma School Testing Program

Student assessment is an integral part of measuring student performance. The Oklahoma School
Testing Program (OSTP) continues implementation of the current standards-based tests that
students must take during the school year. The Oklahoma Core Curriculum Tests (OCCT)
consist of Criterion-Referenced Tests (CRTs) designed to measure student attainment of skills
established for core subjects. The OCCT helps monitor student and school performance relative
to the OAS. The OSTP program uses a phase-in process to increase tested grades and subjects.
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CRTs have previously been administered in 3™ through 8" grade. Exams were administered for
selected grades and courses in this manner:

e third grade: Reading and Mathematics;

e fourth grade: Reading and Mathematics;

o fifth grade: Reading, Mathematics, Science, Social Studies, and Writing;

e sixth grade: Reading and Mathematics;

e seventh grade: Reading, Mathematics, and Geography; and

e cighth grade: Reading, Mathematics, Science, US History, and Writing.

Beginning with the 2018 testing cycle, students enrolled in eleventh grade were given the
Oklahoma College and Career Ready Assessment (CCRA), which consisted of two parts. For
part one, each district administers either the ACT or SAT, including the writing section. Part two
consists of Science Content Assessment which is aligned to the OAS for Science, and U.S.
History Assessment which is aligned to the OAS for U.S. History. Historically, Oklahoma
districts have administered either the ACT or SAT in eleventh grade, as well as tested tenth
grade students in science and history.

Currently, state assessments are administered for selected grades and courses in this manner:

e third grade: English Language Arts and Mathematics;

o fourth grade: English Language Arts and Mathematics;

o fifth grade: English Language Arts (including a written response), Mathematics, and Science;
e sixth grade: English Language Arts and Mathematics;

e seventh grade English Language Arts, Mathematics;

o cighth grade: English Language Arts (including a written response), Mathematics, and
Science; and

e cleventh grade: CCRA.

All students in the tested grades and subjects participate in the OSTP. The test results are for all
students who attend a Full Academic Year (FAY). Current administrative rules define FAY as
any student who has enrolled within the first 20 instructional days of the school year.

The SDE uses performance level descriptors (PLDs) advanced, proficient, basic, and below basic
in reporting student test scores. Also, test scores are reported in one of the following four
categories:

PR SMATI Page 2-23
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e Advanced — Student demonstrates superior performance on challenging subject matter;

e Proficient (called Satisfactory prior to 2009) — Student demonstrates mastery of appropriate
grade level subject matter and is ready for the next grade, course, or level of education, as
applicable;

e Basic — Student demonstrates partial mastery of the essential knowledge and skills
appropriate to his or her grade level, course, or level of education, as applicable; and

e Below Basic — Student does not perform at least at the limited knowledge level.

To assist teachers and districts in teaching the OAS and preparing students for the OSTP, the
SDE provides a variety of resources on its website. These resources include the following:

e the OAS by subject and grade level;

e test blueprints for each grade level and subject area test that show what percentage of the test
each skill will represent;

e test/item specifications highlight important points about the items’ emphasis, stimulus
attributes, format, content limits, distracter domain, and sample test items;

e released test questions;

e writing samples;

e curriculum frameworks in ELA, Mathematics, and Science; and

e DOK levels and percentage weights for all OSTP test questions in test specifications.

The OAS along with the blueprints, PLDs, item specifications, DOK, writing samples, and
released items define the testing requirements for 2014 through 2017.2

Exhibit 2-12 provides the results of the math OCCTs in 2016-17. BCPS students were lower
than its peer districts in the 3™, 4" and 8" grades. BCPS students scored in the middle of its
peers in the 5™ and 7™ grades and scored higher than its peers in the 6™ grade. BCPS scored
lower than the community group and the state in the 3™ and 4™ grades. BCPS scored higher than
the community group but lower than the state in the 7" and 8" grades. BCPS scored lower than
the state but tied with the community group in the 5" grade. BCPS scored higher than both the
community group and state in the 6™ grade.

26 http://sde.ok.gov/sde/assessment-administrator-resources-administrators
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Exhibit 2-12
Percentage of BCPS and Peer District
Full Academic Year Students Scoring Proficient or Above in Math

2016-17
3rd 4th 5th 6th 7th sth
Entity Grade Grade Grade Grade Grade Grade
Boise City 25% 17% 30% 1% 37% 20%
Buffalo 67% 18% 20% 36% 17% 29%
Sentinel 61% 52% 13% 19% 47% 21%
Smithville 42% 47% 27% 35% 36% NA
Tipton 38% 25% 19% 22% 18% NA
Turpin 68% 75% 63% 55% 39% 25%
Community Group 47% 39% 30% 36% 35% 19%
State 54% 49% 42% 42% 42% 29%

Source: Office of Educational Quality and Accountability, Profiles Database

Exhibit 2-13 provides the results of the reading OCCTs in 2016-17. BCPS students were

generally in the middle of its peers at each grade level. BCPS scored higher than all peers,
community group, and state in the 6" grade. BCPS scored higher than the community group but
lower than the state in the 5™ and 7™ grades.

Exhibit 2-13
Percentage of BCPS and Peer District
Full Academic Year Students Scoring Proficient or Above in Reading

2016-17
3rd 4th Sth 6th 7th 8th
Entity Grade | Grade Grade Grade Grade Grade
Boise City 38% 33% 40% 86% 36% 33%
Buffalo 33% 9% 40% 29% 25% 48%
Sentinel 33% 39% 47% 25% 53% 36%
Smithville 32% 59% 27% 41% 27% 33%
Tipton 38% 13% 25% 44% 36% 21%
Turpin 59% 50% 59% 68% 39% 38%
Community Group 42% 38% 39% 42% 35% 37%
State 49% 46% 49% 48% 42% 43%

Source: Office of Educational Quality and Accountability, Profiles Database

Exhibit 2-14 shows the 2016-17 science scores. In 5" grade, BCPS students scored in the middle

of its peer districts, tied with the community group, but was lower than the state. In 8" grade,

BCPS students scored the second highest among all comparison entities.
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Full Academic Year Students Scoring Proficient or Above in Science

Exhibit 2-14
Percentage of BCPS and Peer District

2016-17
Sth 8th
Entity Grade Grade
Boise City 40% 60%
Buffalo 40% 67%
Sentinel 60% 50%
Smithville 27% 11%
Tipton 25% 14%
Turpin 74% 56%
Community Group 40% 42%
State 51% 50%

Source: Office of Educational Quality and Accountability, Profiles Database

Exhibit 2-15 shows math scores over a five-year period. From 2012-13 to 2016-17, BCPS scores
within a grade level generally declined in math except for the 6" and 7 graders. Among the
class cohorts, scores also tended to decline, with the exception of the cohort that was in the 6
grade in 2012-13. The 2016-17 percentages reflect Oklahoma’s higher performance standards

adopted in 2017.
Exhibit 2-15
Five-year Data Trend in Math
2012-13 2013-14 2014-15 2015-16 2016-17
Grade | Boise City | State | Boise City | State | Boise City | State | Boise City | State | Boise City | State
31 27% | 75% 86% | 75% 70% | 71% 77% | 75% 25% | 54%
4th 75% | 78% 91% | 74% 100% | 79% 91% | 77% 17% | 49%
5th 44% | 75% T1% | 75% 91% | 77% 100% | 79% 30% | 42%
6'h 62% | 77% 53% | 76% 81% | 76% 50% | 76% 71% | 42%
7th 27% | 74% 64% | 74% 29% | 76% 81% | 76% 37% | 42%
gth 50% | 72% 9% | 63% 79% | 64% 36% | 64% 20% | 29%

Source: Office of Educational Quality and Accountability, Profiles Database

Exhibit 2-16 shows reading scores over a five-year period. From 2012-13 to 2016-17, all scores
with a grade level generally declined in reading except for the 6™ graders. Among the class
cohorts, scores were level or improved over time for the cohorts in the 5%, 6%, and 7" grades in
2012-13. The 2016-17 percentages reflect Oklahoma’s higher performance standards adopted in

2017.
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Exhibit 2-16
Five-year Data Trend in Reading

2012-13 2013-14 2014-15 2015-16 2016-17
Grade | Boise City | State | Boise City | State | Boise City | State | Boise City | State | Boise City | State
31 40% | 78% 100% | 80% 90% | 81% 85% | 82% 38% | 49%
4th 69% | 74% 64% | 76% 100% | 80% 91% | 78% 33% | 46%
5th 56% | 75% 11% | 76% 82% | 77% 100% | 82% 40% | 49%
6'h 85% | 72% 41% | 75% 15% | 74% T7% | 74% 86% | 48%
7th 67% | 77% 100% | 81% 71% | 82% 82% | 82% 36% | 42%
gth 75% | 82% 85% | 82% 100% | 86% 59% | 86% 33% | 43%

Source: Office of Educational Quality and Accountability, Profiles Database

Exhibit 2-17 displays results for the 2016-17 tenth grade test scores. In history, BCPS had the
second highest score among its peer districts. In English and math, BCPS had the lowest score
among the peer districts. In science, BCPS was the third highest among the peers. BCPS scored

lower than the community group and state in all subjects except for science.

Percentage BCPS and Peer District Grade 10 Regular Education,

Exhibit 2-17

Full Academic Year Students Scoring Proficient or Above

2016-17
U.S.
Entity English | History | Science Math
Boise City 17% 40% 27% 17%
Buffalo 46% 38% NA 23%
Sentinel 31% 23% 25% 23%
Smithville 33% 71% 20% 36%
Tipton 50% 62% 37% 35%
Turpin 56% 21% 31% 19%
Community Group 36% 46% 24% 26%
State 44% 58% 24% 32%

Source: Office of Educational Quality and Accountability, Profiles Database

Exhibit 2-18 shows that in three of the past five years BCPS’ number of high school graduates
completing Regents’ College-Bound Curriculum was 86 percent or better. Since 2015-16, BCPS’
rate has been higher than the rates for the community group and state.
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Exhibit 2-18
Trend in Percentage of BCPS and Peer District Graduates Completing
Regents’ College-Bound Curriculum

Entity 2012-13 | 2013-14 | 2014-15 | 2015-16 | 2016-17
Boise City 100% 31% 6% 86% 86%
Buffalo 100% 100% 57% 100% 100%
Sentinel 100% 100% 71% 100% 93%
Smithville 46% 59% 65% 44% 63%
Tipton 100% 100% 100% 72% 83%
Turpin 97% 80% 100% 100% 100%
Community Group 85% 84% 81% 82% 81%
State 85% 84% 81% 81% 80%

Source: Office of Educational Quality and Accountability, Profiles Database

Exhibit 2-19 compares the trends in the district’s ACT composite scores over time. BCPS’
composite score averaged 19.7 in 2012-13 and decreased to 16.9 in 2016-17. This decline was
the worst of the peers, as well as worse than the community group and state trends.

Exhibit 2-19
Trend in ACT Composite Scores

Percentage
Entity 2012-13 | 2013-14 | 2014-15 | 2015-16 | 2016-17 Change

Boise City 19.7 18.6 20.5 18.8 16.9 | (14.2%)v
Buffalo 18.5 18.7 18.4 19.7 23.9 29.2% A
Sentinel 20.3 20.5 19.5 19.3 19.4 (4.4%)v
Smithville 18.6 19.7 19.0 18.3 19.7 5.9%4A
Tipton 18.1 17.6 20.8 21.9 17.2 (5.0%) v
Turpin 18.8 17.5 17.9 18.4 17.9 (4.8%)v
Community Group 19.1 19.1 19.3 19.0 18.1 5.2%)v
State 20.9 20.8 20.7 20.6 19.5 (6.7%) v

Source: Office of Educational Quality and Accountability, Profiles Database

In 2016-17, BCPS was tied with three peers for the four-year dropout rate and senior graduation
rate (0.0 percent and 100.0 percent, respectively). BCPS’ four-year dropout rate was lower than
both the community group and state. BCPS’ senior graduation rate was higher than both the

community group and state (Exhibit 2-20).

Page 2-28

SERVICES, _TNC




Boise City Public Schools

Instructional Delivery System

Exhibit 2-20

BCPS and Peer District Four-Year Dropout and Senior Graduation Rates

2016-17
Four-Year Senior
Entity Dropout Rate | Graduation Rate
Boise City 0.0% 100.0%
Buffalo 6.7% 93.3%
Sentinel 0.0% 100.0%
Smithville 0.0% 100.0%
Tipton 0.0% 100.0%
Turpin 23.3% 95.8%
Community Group 5.4% 98.0%
State 9.2% 96.8%

Source: Office of Educational Quality and Accountability, Profiles Database
FINDING 2-6

BCPS teachers are not sufficiently protecting instructional time using proven strategies to engage
and motivate learners. Administrators and teachers are challenged with students of poverty,
language barriers, cultural differences, and lack of vision for an educated future.

Interviews and focus groups indicated apathy and disengagement were chronic classroom
concerns. Classrooms were also observed where instruction did not begin promptly, students
were still in the hallways after the bell, students were disengaged, on their phones while the
teacher was lecturing, and students lined up at the door waiting for the bell to ring. However, it
was also observed there are some BCPS teachers whose classrooms exemplify highly engaged
learners and students actively involved in hands-on learning opportunities.

In general, BCPS classrooms are more traditional “teacher-centered learning” environments. The
teacher is center of the learning experience and take the “active” role of teaching and the students
assume a more passive or receptive role.

In student-centered learning environments, differentiated instruction, innovative practices,
student engagement strategies are a part of daily routine. The interests of the students are
integrated into learning tasks and the teacher gives students choice and voice. Learning activities
and experiences focus on “how” all students learn and they take a more “active” role in the
education experience. Administrators and teachers in high-performing, high-poverty (HP/HP)
schools know that success requires more than just high-quality teaching and learning.?’ In
HP/HP schools, the entire school district and each teacher work together to develop a common
instructional framework that provides a vision of what successful classrooms look like. They
know that when a school, particularly one characterized by high poverty and low or plateaued
performance, lacks an instructional plan or framework, progress will be anything but systematic,
and more than likely patterns of low performance and apathy will continue.

27 https://www.edutopia.org/blog/high-poverty-schools-promote-student-success-william-parrett-kathleen-budge
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Through the collaborative efforts of the leaders and staff, HP/HP schools focus on three
kinds of learning: student, professional, and system. These learning agendas influence
each other, and leaders in HP/HP schools make the most of this connection to facilitate
sustainable improvements in teaching and learning. Professional learning is the adult
learning that takes place within a school, while system learning conveys how the school
as a whole learns to be more effective. In other words, as people within the school learn,
the system learns.?

Differentiation is a teaching method that requires teachers to know their students’ abilities so
they can provide student driven activities with interactive experiences and hands-on tasks that
improve learning. Differentiation gives students multiple options for learning information
(Tomlinson, 1999).?° Differentiating instruction means observing and understanding the
differences and similarities among students and using this information to plan instruction. A
differentiation technique is tiering assignments. This requires teachers to adjust class experiences
to meet different levels of readiness so students can complete meaningful tasks and advance
forward (Wormeli, 2005).%° For example, students might write a paragraph in response to their
reading while others create performance and art projects to show what they have learned. Tiering
also means that students read different books for instruction because each student reads and
learns at his or her own instructional reading level. Exhibit 2-21 is a resource for key principles
that form the foundation of differentiating instruction.

28 Tbid.
2 http://www.ascd.org/ASCD/pdf/journals/ed_lead/el199909 tomlinson.pdf
30 http://www.ascd.org/publications/educational-leadership/apr06/vol63/num07/Differentiating-for-Tweens.aspx
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Exhibit 2-21
Key Principles for Differentiating Instruction

¢ Ongoing, formative assessment: teachers continually assess to identify students’
strengths and areas of need so they can meet students where they are and help them
move forward.

e Recognition of diverse learners: the students have diverse levels of expertise and
experience with reading, writing, thinking, problem solving, and speaking. Ongoing
assessments enable teachers to develop differentiated lessons that better meet
students’ needs.

e Group Work: students collaborate in pairs and small groups and membership
changes as needed. Learning in groups enables students to engage in meaningful
discussions and to observe and learn from one another.

e Problem Solving: the focus in classrooms that differentiate instruction is on issues,
concepts, and content rather than “the book™ or the chapter. This encourages all
students to explore big ideas, expand their understanding of key concepts, and apply
content.

e Choice: teachers offer students choice in their reading and writing experiences and in
the tasks and projects they complete. By negotiating with students, teachers can
create motivating assignments that meet students’ diverse needs and varied interests.

Source: hitps://www.scholastic.com/teachers/articles/teaching-content/what-differentiated-instruction/

Differentiation engages learners by adjusting instruction to better meet individual needs.
Teachers can differentiate content, classroom procedures and process, products, or the overall
learning environment. The following links give additional examples of differentiated
instruction.>!

Student engagement refers to the degree of attention, curiosity, interest, optimism, and passion
that students show when they are learning or being taught, which extends to the level of
motivation they have to learn and progress in their education.®? If students are engaged with the
lesson being taught, they learn more and retain more. Students who are engaged in the work tend
to persist more and find joy in completing the work. Examples of innovative teaching practices
that engage students include:

e inquiry-based learning;

31 http://www.readingrockets.org/article/what-differentiated-instruction
https://www.edweek.org/tm/articles/2013/12/24/ctq_powell_strengths.html
https://www.educationcorner.com/developing-a-student-centered-classroom.html
https://www.learningsciences.com/media/catalog/product//2/0/20ise_lookinside.pdf
32 https://www.edglossary.org/student-engagement/
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¢ QR (Quick Response) codes that lead students to information by scanning the code on a
student’s digital device;

e problem-based learning;
e wisely managed classroom technology; and

e jigsaw is a technique that arranges students into groups. Each group is assigned with a
different piece of information to learn and then teach to the other groups.*?

These innovative teaching strategies encourage students to use their imagination to dig deep
when engaging with the content of the lesson. The students are actively involved with the
learning and can work with their peers in collaborative groups to showcase their learning.

RECOMMENDATION

Increase student achievement using differentiated instruction, innovative practices, and
classroom engagement strategies.

Student engagement is essential for learning. If students are not actively engaged, they cannot
learn and retain the content. Learning must be active, and students must be involved. All BCPS
teachers can evolve to more student-centered classrooms with the help and support of the board
of education (BOE) and the instructional leadership of the superintendent and principals.

The Boise City BOE should set expectations that the superintendent and principals be strong
instructional leaders. They should set clear expectations that “together” the district’s goal is for
learning-student, professional, and system. The expectations should include active student
engagement in their learning experiences and ultimately improved student achievement — 21
Century classrooms are no longer a teacher lecture followed by chapter reading and worksheet
assignments.

The district’s classrooms should continue to evolve and transition to a higher level of student-
centered learning environments. Classrooms should be characterized by small interactive groups,
providing multiple modes for learning, and supportive digital media. Hands-on activities and
interactive resources should be a valued component in the teaching and learning cycle.

This recommendation needs to be interfaced with the district’s long-range professional
development plan and facilitated through Professional Learning Communities (PLC). The district
needs to provide training, support, and guidance as teachers continue to navigate toward student-
centered classrooms.

33 https://www.amle.org/BrowsebyTopic/WhatsNew/WNDet/Tabld/270/ArtMID/888/ArticleID/876/Innovative-
Teaching-Strategies-that-Improve-Student-Engagement.aspx
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FISCAL IMPACT
This recommendation can be implemented with existing professional development resources.
FINDING 2-7

BCPS lacks a clearly defined, district-wide operational model to continuously support improving
language proficiency, identify educational learning needs, and structure classroom instruction to
ELLs. The district has no tiered intervention measures for struggling ELLs.

The district is part of a consortium that contracts with EduSkills. The consortium primarily
provides administrative service for screening, assessing, and tracking students entering and
exiting the program. When students enroll, students are given a language survey. If a student is
new and has not been tested, the World-class Instructional Design and Assessment (WIDA)
screener is administered within the first week of school. The WIDA test is then given the second
semester. Based on information from the language survey and assessment, students are identified
for Title III. The consortium supports in tracking the student’s language proficiency. Students
exit the program if they meet the required WIDA score set by the SDE. The district provides new
ELLs with orientations that includes taking building tours, receiving their schedules, meeting
their teacher(s), and assigning them desks and lockers. Focus group discussion indicated that
most often orientation is done in English.

If a student is struggling with English, based on of their test scores, BCPS teachers are
responsible for providing the needed language support in the mainstreamed classroom. Recently,
during and after school tutoring has been implemented that support ELLs. Beyond that, BCPS
teachers engage in few high impact instructional strategies that intentionally target the learning
needs of ELLs. Mainstreamed ELLs are often paired with a bilingual student. Teachers exhibited
limited expertise in implementing instructional tactics that engage ELLs in comprehending
content. BCPS has no common process for helping teachers plan language objectives for content
areas, teach the content, and adjust assessments based on language proficiency. Teachers
expressed the need for training and support with effective instructional strategies that deliver
content and support in language acquisition.

Research is clear that it can take five to seven years or longer for students to acquire a level of
academic English proficiency equivalent to that of their peers. Federal and state regulations
require ELL students to maintain adequate yearly progress towards academic standards. Recent
educational research and best instructional practices reveal common do’s and don’ts teachers can
implement when teaching ELLs. Exhibit 2-22 details simple do’s and don’ts benefitting all
classrooms and grade levels.
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Exhibit 2-22

Do’s and Don’ts for Teaching ELLs

Area Do’s Don’ts
Model for students what they are expected to do or produce, | Tell students what to do and expect them
especially for new skills or activities, by explaining and to do it.
demonstrating the learning actions, sharing your thinking
Modeling processes aloud, and ghowing good teacher and studfant .
work samples. Modeling promotes learning and motivation,
as well as increasing student self-confidence — they will
have a stronger belief that they can accomplish the learning
task if they follow steps that were demonstrated.
Speak slowly and clearly provide students with enough time | Speak too fast, and if a student tells you
to formulate their responses, whether in speaking or in they didn’t understand what you said,
Rate of writing. Remember, they are .thinking ar}d prodgcing intwo | never, ever repeat the same thing in a
or more languages. After asking a question, wait for a few louder voice.
Speech and . . e
Wait Time spconds before calling on someone to respogd. This “wait
time” provides all students with an opportunity to think and
process and gives especially ELLs a needed period to
formulate a response.
Use visuals, sketches, gestures, intonation, and other non- Stand in front of the class and lecture or
Use of Non- . .
L verbal cues to make both language and content more rely on a textbook as your only visual aid.
Linguistic . - i . .
Cues accessible to students. Teaching with visual representations
of concepts can be hugely helpful to ELLs.
Give verbal and written instructions — this practice can help | Act surprised if students are lost when you
Giving all learners, especially ELLs. In addition, it is far easier for a | haven’t clearly written and explained step-
Instructions | teacher to point to the board in response to the inevitable by-step directions.
repeated question, “What are we supposed to do?”’
Regularly check that students are understanding the lesson. | Simply ask, “Are there any questions?”
After an explanation or lesson, a teacher could say, “Please | This is not an effective way to gauge what
put thumbs up, thumbs down, or sideways to let me know if | all your students are thinking. Waiting
this is clear, and it’s perfectly fine if you don’t understand or | until the end of class to see what people
are unsure — I just need to know.” This last phrase is write in their learning log is not going to
essential if you want students to respond honestly. Teachers | provide timely feedback. Also, don’t
Check for . . .
Under- can also have stufients quickly answer on a Post-1t. note that | assume that studentg are understanflmg .
standing tl}ey place on their desks. The teacher can then quickly because they are smiling aqd noddmg their
circulate to check responses. When teachers regularly check | heads — sometimes they’re just being
for understanding in the classroom, students become polite.
increasingly aware of monitoring their own understanding,
which serves as a model of good study skills. It also helps
ensure that students are learning, thinking, understanding,
comprehending, and processing at high levels.
Encourage students to continue building their literacy skills | “Ban” students from using their native
in their home language, also known as L1. Research has language in the classroom. Forbidding
found that learning to read in the home language promotes | students to use their primary languages
Encourage |reading achievement in the second language as “transfer” does not promote a positive learning
Development | occurs. This transfer may include phonological awareness, | environment where students feel safe to
of Home | comprehension skills, and background knowledge. While take risks and make mistakes. This
Language | the research on transfer of L1 skills to L2 cannot be denied, | practice can be harmful to the relationships

it doesn’t mean that we should not encourage the use of
English in class and outside of the classroom.

between teachers and students, especially
if teachers act more like language police
than language coaches.

Source: https://www.edutopia.org/blog/esl-ell-tips-ferlazzo-sypnieski
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There are many free resources available to gather information on simple and self-directed
strategies that teachers can use, including:

e 12 ways to support ELL students in the classroom;>*
e five of the best instruction strategies for ELL students;*

e Specifically Designed Academic Instruction for English (SDAIE), general, instructional, and
environmental teaching strategies for ELLs;>®

e four target strategies for ELL students;” and

practical strategies teachers can use to help their ELL students.>
RECOMMENDATION

Implement a structured model or provide instructional delivery training to better serve
ELLs.

The superintendent, principals, teachers, and instructional aids should engage in ongoing and
relevant dialogue and discussion regarding the language needs of Hispanic students. Staff
meetings or PLC meetings are the best venue for keeping teachers informed, sharing
instructional practices that work, and identifying ways to meet the relevant learning needs of
students. Book studies can be implemented that help teachers better serve students. Two easy to
read book studies that offer strategies and techniques for teaching content in mainstreamed
classrooms include:

o Teaching English Language Learners Across the Content Areas by Haynes and Zacrian,
2010; and

o The ESL/ELL Teachers’ Survival Guide: Ready-to-Use Strategies, Tools, and Activities for
Teaching English Language Learners of All Levels by Ferlazzo and Sypnieski, 2012.

Exhibit 2-23 explains six foundational strategies that all teachers can use.

34 https://www.cultofpedagogy.com/supporting-esl-students-mainstream-classroom/

35 https://www.fluentu.com/blog/educator-english/instruction-strategies-for-ell-students/

36 https://www.supportrealteachers.org/strategies-for-english-language-learners.html

37 https://www.scholastic.com/teachers/articles/teaching-content/teaching-english-language-learners-strategies-work/

38 https://in01001403.schoolwires.net/cms/1lib02/IN01001403/Centricity/Domain/166/IDOE-
Helping%20ELL%20Understand%20Content%20Area%20Texts.pdf
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Exhibit 2-23
Six Strategies for Teaching ELLs Across the Content Areas

e Determine content and language objectives for each lesson: Teachers need to learn how
to write a content objective for every lesson in language that ELLs can understand. At the
end of the lesson, students should be asked if the objective was met. Classroom teachers
also need to set language objectives for the ELLs for each lesson. A language objective
specifically outlines the language that ELLs will need in order to meet the content
objective. For example, if your content objective is for ELLs to provide examples of
solids, liquids, and gas, the language objective could be to write simple sentences about
the stages of matter.

e Connect content to ELLs background knowledge: Teachers need to consider the
schema that ELLs bring to the classroom and to link instruction to the students’ personal,
cultural, and world experiences. They also need to identify what their students do not
know. They must understand how the cultures of their ELLs impact learning in the
classroom.

e Provide comprehensible input for ELLs: Language is not “soaked up.” The learner must
understand the message that is conveyed. Comprehensible input is a hypothesis first
proposed by Krashen (1981). He purports that ELLs acquire language by hearing and
understanding messages that are slightly above their current English language level. When
ELLs are assigned to a general education classroom and spend most of their day in this
environment, it is especially critical for them to receive comprehensible input from their
content area teachers and classmates.

e Make lessons auditory, visual, and kinesthetic: Use visual representations to introduce
new concepts and vocabulary. Find graphs, maps, photographs, drawings, and charts.
Create story maps and graphic organizers to teach ELLs how to organize information.
ELLs will benefit from hands-on activities. Have them learn by doing. Investigate project-
based learning and Makerspaces.

o Use cooperative learning strategies: Lecture-style teaching excludes ELLs from the
learning in a classroom. We don’t want to relegate them to the fringes of the classroom,
doing a separate lesson with a classroom aide or ESL teacher. Working in small groups is
especially beneficial to ELLs who have an authentic reason to use academic vocabulary
and real reasons to discuss key concepts. ELLs benefit from cooperative learning
structures. Give students a job in a group and monitor that they are participating.

e Modify vocabulary instruction for ELLs: ELLs do not usually learn new vocabulary
indirectly. It needs to be explicitly taught for them to understand texts that they’re reading.
ELLs need many more exposures to new words than native-English speakers. They need to
learn cognates, prefixes, suffixes, and root words to enhance their ability to make sense of
new vocabulary. Understanding context clues such as embedded definitions, pictures, and
charts builds ELLs schema. They should actively engage in holistic activities to practice
new vocabulary because learning words out of context is difficult for them. Don’t
overwhelm students with too many new words. Pick vocabulary that is absolutely essential
in each unit. Introduce the vocabulary in a familiar and meaningful context and then again
in a content-specific setting. For example, in a unit on tornadoes, the word “front” needs to

be reviewed in a familiar context and then taught in the context of the unit.
Source: http.//blog.tesol. org/six-strategies-for-teaching-ELLs-across-the-content-areas/
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Much of the expertise needed to teach ELLs is also effective in teaching all students. The
research on student engagement reveals many teaching tips that are applicable to all students.
Exhibit 2-24 lists tips apply to all students not just ELLs.

Exhibit 2-24
Teaching Tips to Enhance Student Engagement

e Hold a meaningful conversation: When students are not engaged, stop the lesson and ask why. Talk about
what might interest them more, and let them know you are willing to try the activities they suggest.

e Turn on some music: Sometimes playing soft background music can help motivate them. However, take
care to note the impact of background music on every student; for some students, any noise merely creates a
distraction.

e Make learning content personal: Personalizing the learning by showing how content is meaningful and
relevant to students will help them remain focused on the content.

e Use technology: Student today use technology in almost every aspect of their lives, and integrating this into
learning will help hold the attention of many students.

e Give students some choices: By making different choices among lesson assignments available to students,
we are sharing control of the class with them. Students will often focus on the content more when they have
chosen one of several activity options.

e Create collaborative learning that fosters relationships: Students will often engage more in collaborative
working situations than in individual situation.

e Create challenging activities: Student will often engage more when working on activities that challenge
their knowledge, particularly in team or learning-pair types of activities.

e Use movement to make learning active: High-energy activities always seem to increase retention
compared to more passive types of learning activities, so teachers should create learning environments that
build energy.

e Make it a game: Games and competitive activities foster higher student engagement more readily than
simple practice-the-learning activities.

o Focus on clearly stated goals: Teachers should identify specific essential questions or lesson objectives and
stress the importance of them for the students.

e Use an activating task: A brief high-interest activity at the beginning of a lesson will help students focus
actively on the content. Competitive activities or interesting brief video clips can add interest to the content.

e Limit the lecture: Teachers have long recognized that lectures make students passive learners, and as a rule,
the only lectures used in classroom today should be brief highly focused mini-lessons (eight to fifteen
minutes, as suggested by research on brain functioning).

e Use graphic and illustrations: Graphic organizers or simple student drawings that highlight aspects of the
content can greatly aid in remembering that content.

e Focus on high-order thinking: Questions that focus on the bigger picture or the more complete task will
often engage students more than simple factual or memory questions.

® Summarize the work at the end: Summarization is a great closure activity for the end of a lesson, and
having students discuss the summary in partners for the last five minutes of class will increase memory for
the content.

Source: https://www.learningsciences.com/media/catalog/product//2/0/20ise_lookinside.pdf

Another resource for the district to review is a formalized program of instruction. Schools like
BCPS often use Content Based Instruction (CBI). CBI can easily interface with their current
mainstreaming structure. CBI is based on the following assumptions about language learning:

e people learn a language more successfully when they use the language as a means of
acquiring information, rather than as an end in itself;
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e (Bl reflects learners’ needs for learning a second language; and

e content provides a coherent framework that can be used to link and develop all the language
skills.

BCPS administrators, teachers, and instructional aides can use professional development days,
PLCs, or staff meetings to share knowledge and best practices for engaging ELLs. They can
review the CBI model as a resource to support the process for delivering effective instruction to
ELLs.

FISCAL IMPACT

This recommendation can be implemented using staff development or Title III monies. Through
discussion at PLC meetings, staff meetings, and job-embedded staff development days, teachers
can learn pragmatic ways to implement these recommendations. If needed, a consultant can be
employed for short term training at approximately $1,000.

Recommendation 2019-20 2020-21 2021-22 2022-23 2023-24

Hire a consultant to
assist teachers with
best practice ($1,000) $0 $0 $0 $0
instructional delivery
for ELLs.

FINDING 2-8

The district does not provide regularly scheduled release time for all teachers to participate in
PLC meetings to address curricular and instructional concerns. Across the district, there is
random and informal dialogue taking place. No comprehensive approach is in place allowing
principals and teachers to address curricular and instructional issues. Teachers have no district-
wide process or procedure to collaborate and engage in dialogue and discussion regarding
curriculum and instruction.

It was learned many of the teachers see the need for a common district vision, mission, and
student-centered outcomes. However, no process exists where the district establishes core
priorities, and daily curricular and instructional practices. Interviews and focus group discussions
reported minimal dialogue centering on the shift from a focus on teaching to a focus on student-
centered learning. Teachers recognize there is expertise, innovative strategies, and valuable
resources among the staff, but no consistent structured time or process to share their work and
expertise.

The consulting team found there are no staff meetings occurring that consistently focus on
effective instruction and collaborative efforts. No staff meetings are routinely held giving voice
to teachers for sharing successful interventions and daily remediation practices across grade
levels and subject areas. The need exists for discussions and dialogue to consistently focus on
data analysis, using formative and summative data to design, adjust, and pace curricula and
instruction.
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BCPS teachers are functioning at varied instructional proficiency levels. However, there was
consensus among the focus groups and interviews of the need for a PLC process that allows for
collaborative dialogue and pragmatic ways for addressing the instructional needs of the student
population. Other reoccurring issues expressed were implementing the PLC process in a way that
creates value, generates teacher buy-in, accountability, monitoring, and ensuring that quality
work is done during collaborative times.

Research is clear that PLC teacher collaboration has profound implications for schools. As a
school improves and moves forward, every educator must engage with colleagues in the ongoing
exploration of three crucial questions that drive the work of those within a PLC:

e What do we want each student to learn?

e How will we know when each student has learned it?

e How will we respond when a student experiences difficulty in learning?>’

Generally, the literature on collaboration and PLCs identifies five organizational competencies:
e supportive and shared leadership;

e collective creativity;

e shared values and vision;

e supportive conditions; and

e shared personal practice.*’

Establishing PLCs does not occur quickly or spontaneously. It requires dedicated and intentional
effort on the part of the principals as instructional leaders and the teaching staff. Moving to
collaborative planning and learning creates organizational change. It takes teachers from

teaching in isolation and moves them to corporate thinking and shared expertise. It takes
seasoned teachers out of their isolated comfort zone and into shared learning.

Exhibit 2-25 articulates change insights from Fullan’s The Six Secrets of Change (2008). The
implementation dip is expected as change is introduced. However, after recovery, actual
performance is better than before the change.

3 http://www.ascd.org/publications/educational-leadership/may04/vol6 1/num08/What-Is-a-Professional-Learning-
Community%C2%A2.aspx
40 http://www.sedl.org/change/issues/issues6 1 .html
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Exhibit 2-25
Change Implementation

A Change Myth
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Source: http.//michaelfullan.ca/wp-content/uploads/2016/06/2008SixSecretsofChangeKeynoteA4.pdf

A district seeking to improve must be mindful that capacity building is more important than
accountability because the former is the route to the latter. Clearly, one needs both. Finding the
right combination and integration of the two is the trick.*' Being the change agent in successful
schools means that growing and learning are ongoing phenomena.*? Exhibit 2-26 summarizes

Fullan’s insights regarding change.

41 Fullan, M. (2008). The six secrets of change. San Francisco, CA: Jossey-Bass.

42 http://www.sedl.org/change/issues/issues6 1 .html
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Exhibit 2-26
Insights on Change for Continuous Improvement

e The implementation dip is normal
e Behaviors change before beliefs
Ch e The size and prettiness of the planning document is inversely related to
| %ln]:gte the quantity of action and student learning (Reeves, 2002)
nsights
S e Shared vision or ownership is more of an outcome of a quality process
than it is a precondition
e Feelings are more influential than thoughts (Kotter, 2008)
Change savvy leadership involves:
e (areful entry into the new setting
e Listening to and learning from those who have been there longer
e Engaging in fact finding and joint problem solving
Change e Carefully (rather than rashly) diagnosing the situation
Savvy . . 5
Leadership | ® Forthrightly addressing people’s concerns
e Being enthusiastic, genuine, and sincere about the change
circumstances
e Obtaining buy-in for what needs fixing
e Developing a credible plan for making that fix

Source: http.//michaelfullan.ca/wp-content/uploads/2016/06/2008SixSecretsofChangeKeynoteA4.pdf

Learning by Doing: A Handbook for Professional Learning Communities at Work® provides a
road map to narrow the “knowing-doing gap” regarding PLC. This book outlines the importance
of common vocabulary and common understandings of PLC concepts and characteristics. It
provides the rationale for implementing PLC that benefit students. DuFour, et al., lays out
purposeful steps to guide leaders in assessing perceptual reality in their school. It is a helpful
guide to foundational information and the improved capacity for staff to function as a PLC.

McLaughlin and Talbert (1993)* suggested that when teachers had opportunities for
collaborative inquiry and the learning related to it, they were able to develop and share a body of
wisdom gleaned from their experience. Darling-Hammond (1996)* cited shared decision-
making as a factor in curriculum reform and the transformation of teaching roles in some
schools. In such schools, structured time is provided for teachers to work together in planning
instruction, observing each other’s classrooms, and sharing feedback. These and other attributes
characterize PLC.

43 DuFour, R., DuFour, R., Eaker, R., Many, T., & Mattos, M. (2006). Learning by doing: A handbook for
professional learning communities at work. Bloomington, IN: Solution Tree.

4 McLaughlin, M. W. & Talbert, J. E. (1993). Contexts that matter for teaching and learning. Stanford, CA: Center
for Research on the Context of Secondary School Teaching, Stanford University.

4 Darling-Hammond, L. (1996). The quiet revolution: Rethinking teacher development. Educational Leadership,
53(6), 4-10.
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For teachers to build the kind of trust needed to not only talk candidly but also to observe one
another teach is a major first step. This takes instructional leadership and teacher empowerment.
Expecting teachers to have conversations is an instructional practice that takes instructional
leadership. With the evolving trends and patterns of increased rigor for instruction, collaboration
between and among teachers and district leadership is vital. Teaching OAS with fidelity can take
place more effectively with formalized PLC opportunities for discussion and collaborative
planning. Without supportive time structures, teachers continue to work in isolation. Successful
implementation of continuous school improvement requires cross-curricular and cross-grade
level dialogue. Continuous improvement evolves successfully through PLC collaboration,
corporate thinking, and shared decision-making. Implementation of new initiatives, such as the
student-centered outcomes, along with the day-to-day decisions in schools, is more robust and
maximized when districts provide teachers with PLC opportunities.

RECOMMENDATION

Implement a formalized, research-based, district-wide PLC process with regularly
scheduled release time, standardized norms, and support structures for teachers to
collaborate and focus on continuous school improvement.

BCPS administrative staff should understand the need for finding the balance between capacity
building and accountability for effective instruction. There is also need for freedom and self-
direction that lead to district changes and improvement. Teachers need support, direction, and
parameters that develop expertise and grow the practice of professional dialogue with fellow
teachers. As teachers move past blaming the parent or socioeconomic status for deficiencies,
they take ownership for reaching the child through effective instruction and student-centered
classrooms. Teachers must evolve to talking about and developing curriculum together based on
the state standards and skills students must learn. Teachers should no longer be tethered to
textbook curriculum. They have a wealth of expertise and options for professional learning next
door and across the hall and need time for collaboration as they engage in standards-based,
student-centered classrooms.

The superintendent and principals should review the existing structures, schedules, and levels of
teacher expertise in implementing collaborative PLC processes. With select staff, they need to
reflect on instructional trends and patterns that profile the district over the last two to three years.
They should assess where teachers are functioning during the implementation of PLC. The
district needs to develop a profile of their journey to develop, deepen, and sustain the
collaborative process. The review process needs input from all instructional staff in
implementing and sustaining the PLC process. The National College for School Leadership has
developed a rubric that BCPS principals should use to assess their PLC. A copy is available in
Appendix E.

The BOE, superintendent, principals, and select teachers should determine the initial process for
PLC implementation. Then, together with teaching staff, they should transition to a “systematic
process in which we work together, interdependently, to analyze and impact professional practice
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in order to improve our individual and collective results.”*® Exhibit 2-27 is a resource for
exploring scheduling options for teacher collaboration.

Exhibit 2-27
Examples for Providing Collaboration Time

e Common Prep Time: Build a master schedule to provide daily common prep time for
teachers of the same course or department.

e Parallel Scheduling: Schedule common prep time by assigning elective and special
teachers to provide lessons to students across an entire grade level at the same time
each day.

e Adjust Start and End Times: Gain collaborative time by starting the workday early or
extending the workday one day each week to gain time.

e Shared Classes: Combine students across two different grade levels or courses into
one class for instruction.

¢ Group Activities, Events, and Testing: Teams of teachers and non-teaching staff
coordinate activities that require supervision of students rather than instructional
expertise.

e Banking Time: Over a period of days, extend the instructional minutes beyond the
school day.

¢ In-Service and Faculty Meeting Time: Schedule extended time for teams to work

together on staff development days and during faculty meeting times.
Source: Dufour, R. (2006). Learning by doing: A handbook for professional learning communities at work.
Bloomington, IN: Solution Tree.

FISCAL IMPACT

Initially, if an outsourced vendor is needed to provide training to instructional staff in PLC, the
consulting team estimates $5,000 for one year.

Recommendation 2019-20 2020-21 2021-22 2022-23 2023-24
Hire a firm to help

with PLC training, if ($5,000) $0 $0 $0 $0
needed.

FINDING 2-9

The district has no uniform process for analyzing OCCT and OSTP student performance data.
The district needs a process to assist teachers in breaking down the data and applying it to

46 Eaker, R., DuFour, R., & DuFour, R. (2002). Getting started: Reculturing schools to become professional
learning communities. Bloomington, IN: Solution Tree Press.
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instructional pacing and adjusting curriculum and instruction. There is no process to show
teachers how to use student performance data to vertically align and pace curriculum and adjust
plans for remediation, re-teaching, and maintenance of specific learning objectives. No uniform
evidence was presented telling how teachers use SDE resources to find trends and patterns in
student learning. Teachers may independently review the data but have limited knowledge and
expectations for using those reviews to plan instruction and remediation.

There are no district-wide procedures to assist teachers in using OCCT data to inform targeted
instruction and form flex groups for targeted remedial instruction. No standardized
methodologies are in place for disaggregation of data and identifying vertical learning gaps. Data
are not routinely collected at the end of each grading period and used to plan re-teach,
remediation, or maintaining mastery. District-wide use of student performance data to identify
and close vertical skill gaps or reoccurring curricula redundancies is minimal. Across the district,
student performance data are not commonly used to plan, adjust, pace, and design instruction and
adjust curriculum throughout the school year.

One of the longest-standing bodies of research is the “effective schools” research. One of the
original correlates of effective schools’ research is the “frequent monitoring of student progress.”
As stated, one of the correlates of effective schools:

The effective school frequently measures academic student progress through a variety of
assessment procedures. The monitoring of student learning will emphasize more
authentic assessments of curriculum mastery. Assessment results are used to improve
individual student performance and also improve instructional delivery. Assessment
results will show that alignment must exist between the intended, taught, and tested
curriculum.®’

More recently, effective schools research was conducted by the National Association of
Elementary School Principals (NAESP). NAESP published best practices for schools and
reported how the use of student achievement data must be included in instructional decision-
making. In a white paper, NAESP provided five recommendations to help principals put student
achievement data to the best possible use:

e make data part of the ongoing cycle of instructional improvement;

e teach students to examine their own data and set learning goals;

e establish a clear vision for school-wide data use;

e provide supports that foster a data-driven culture within the school; and

e develop and maintain a district-wide data system.*3

47 http://www.ycschools.us/downloads/ycs_hs/sevencorrelates 20151104 223914 _1.pdf
48 http://www.naesp.org/sites/default/files/Student%20Achievement_blue.pdf
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RECOMMENDATION

Implement a district-wide process for analyzing student performance data throughout the
school year and use the analysis results to adjust curriculum and instruction.

The purpose of teachers analyzing classroom data is to determine what the students have learned,
what they need help to learn, and how teachers plan instruction to ensure that they all do learn.
The study of student performance data are essential to identify skill gaps in student learning. The
learning and skill gaps must be addressed through re-teaching or remediation. The use of data
also guides improvements in the rigor, pacing, and vertical articulation of curriculum and
instruction. As teachers monitor performance data, patterns of teaching and individual student
learning successes and challenges become evident. It is essential for teachers to have ongoing
formative data to measure learning at the end of each instructional segment. This allows teachers
to make informed, collaborative decisions to address potential problems.

Working with the teachers, the principals should develop a timeline that details which student
assessment data are required throughout the school year. Using this timeline, the superintendent
and principals should ensure staff meetings and PLC meetings take place for analyzing student
data. Meetings should focus on determining the strengths and weaknesses of the students and
how the results impact the district in pacing instruction. Reviewing formative benchmark test
data throughout the school year allows timely feedback on student performance, the
effectiveness of teaching strategies, and any needed adjustments and alignment to the curricula.

A helpful resource for administrators and teachers to use is found in an article published in
Educational Leadership, “Developing Data Mentors.” The authors say that “gathering student-
assessment data is not enough. Administrators and teachers must learn to analyze the data and
apply this information in the classroom.”

The district process should examine classroom data and ask key questions such as:

e Which content standards is the teacher assessing?

e What percent of students demonstrated proficiency?

e What implications does that have for instruction?

e Which students have not demonstrated that they can master content standards?

e What diagnostic information did an examination of student work provide?

e Based on individual student performance, what do teachers need to do next to move the
student to proficiency?

e Based on the class performance, what re-teaching needs to be done?

e After re-assessing, did students demonstrate proficiency?

PR_SMAT] Page 2-45

SERVICES _TNC



Instructional Delivery System Boise City Public Schools

e I[s re-teaching or other interventions resulting in improved student performance?

e  When comparing performance by subgroups, are any groups not performing as well as the
whole group? If so, what’s being done about that?

e Are there students who are not attaining proficiency across standards?
e What diagnostic information do we have about them to inform instruction?
e What interventions have we tried? What interventions do we plan to try next? 4’

The principals, and teachers should consider regularly graphing student data. A visual depiction
of the information often yields additional insights. Another way for teachers to get a quick visual
picture of who needs additional support is to color code the data recorded in the grading process.
For example, if three categories are used to define student performance in the grade book (i.e.,
basic - B, proficient - P, and advanced - A) each could be assigned a different color. This would
allow teachers to quickly determine who was progressing and who needed additional support.>°

As an example, one school district in Texas uses data boards in each school to provide an instant
visual of how students are progressing. Exhibit 2-28 provides an example data board. The top
half of the board is for reading benchmark data; the bottom half, math. Progressing from left to
right are categorizations from well below grade level to below grade level, to at grade level, to
above grade level (red to purple to blue to green). Orange slips of paper represent individual
third grade students. Green is used for fourth grade, and yellow is used for fifth grade. The
student data are reanalyzed and reposted every six weeks, as new benchmark assessments are
completed.

4 Nichols, B. W. & Singer K. P. (2000). Developing data mentors. Educational Leadership, 57(5).
50 http://mdk12.msde.maryland.gov/instruction/progress/using.html
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Exhibit 2-28
Example of Data Board

Source: Prismatic file photo, January 2019

Exhibit 2-29 provides another example from the same Texas school district, but organized to
show just one grade level. Each slip of paper represents a student; the color of the slip is
determined by the classroom teacher. Students are organized by level of mastery, top to bottom.
This makes it easy to see that the teacher of orange students has more students below grade level
than other teachers and may be in need of some assistance before the next benchmark
assessment.
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Exhibit 2-29
Example of Data Board at Grade Level

Ny

Source: Prismatic file photo, January 2019

Parents as well as students need consistent and clear communication regarding ongoing student
performance data. Through use of one-on-one conversation or electronic communication, they
can monitor daily assignments, homework, and student test data.

Additionally, the SDE has developed the Oklahoma Family Guides for English Language Arts,
Mathematics, Science, and Social Studies for Pre-K through 2" grade.! The SDE Family
Guides are resources aligned with the OAS and developed specifically for Oklahoma families to
complement classroom learning. They illustrate what is expected of students at each grade level
in different content areas along with activities families can do at home to further support
children’s learning experiences. As Family Guides are developed for 3™ grade and up, these can
continue to be a valuable resource to share with parents.

FISCAL IMPACT

This recommendation can be implemented with existing resources. However, an external
consultant may be used to train staff in data analysis process. A short-term consulting
engagement would cost approximately $3,000.

Recommendation 2019-20 2020-21 2021-22 2022-23 2023-24

Hire a consultant to help
design a process for
analyzing student ($3,000) $0 $0 $0 $0
performance data, if
needed.

31 https://sde.ok.gov/oklahoma-family-guides
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FINDING 2-10

The complex learning needs of BCPS students require principals to be strong instructional
leaders. BCPS student population is diverse. The district’s student population has evolved from
generational farming and ranching families to students experiencing poverty, language barriers,
and mobility. There are diverse cultural differences where few previously existed. Interviews and
focus groups confirmed the need for skilled instructional leadership on the part of the principals.

BCPS principals are at differing stages of developing instructional leadership capacity. Interview
and focus group dialogue indicated there some initial efforts where the principal works with
teachers and set higher expectations for improved instruction. It was reported other teaching staff
receive little or no instructional support and direction. Interviews indicated a lack of foundational
knowledge, understanding, and overall awareness of the principal’s role as an instructional
leader.

School administrators of today must understand they have multiple roles. Principals of 21
Century schools are no longer effective if they view their primary role as managing schedules,
making sure buses run on schedule, the lunchroom is orderly, classrooms are quiet, and they are
in their office available if needed. These tasks still exist and must be addressed. However, all
schools, including BCPS, students are changing and now expectations for effective principals are
different. Classrooms are no longer just about lecture and fill in the blank chapter tests. This
leads to apathy, lack of motivation, poor attitudes, and low morale. In order to motivate and
improve student learning, classrooms must be about involvement, interactive learning, applied
learning, projects, and creativity. For classrooms to evolve, principals must be skilled as
instructional leaders.

The national and state requirements to hold schools accountable for all students learning and
mastering curriculum standards and objectives has launched principals into the teaching and
learning process.>? Today, all schools need principals who are instructional leaders who ensure
there is quality instruction taking place in every classroom. Thus, there is a need for principals to
spend time in classrooms, recognize which teachers implement high impact instruction, and
closely monitor the process of teaching and learning. This is done while also balancing other
needs such as student safety and parent relationships. Fulfilling these multiple responsibilities
well requires effective principals to possess an inner compass that consistently points them
toward the learning needs of students while never losing sight of their schools’ visions, missions,
and goals.

There is no evidence of schools turning around, improving, or meeting the needs of today’s
diverse learners without the influence of strong leadership. Operative instructional leadership
sets the direction and influences teachers to work together toward meeting district goals and
diverse learning needs of students. Principals accomplish this responsibility by providing
individual support, challenging teachers to examine their own practices, implementing models of
best practice, and supporting teachers in the intentional school improvement processes.
Additionally, effective principals develop and depend on leadership contributions from a variety

52 http://www.ascd.org/publications/books/108003/chapters/Instructional-Leadership@-Supporting-Best-
Practice.aspx
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of stakeholders, including teachers and parents. Key to instructional leadership is principals
sharing their leadership with teachers to promote reflection and collaborative investigation to
improve teaching and learning. Subsequently, principals and teacher leaders lead change from
the classroom by asking questions related to school improvement, and they feel empowered to
help find the answer.

RECOMMENDATION
Build the instructional leadership capacity of administrators.

The BOE, superintendent, and principals should continue to embrace the role of instructional
leadership and bring that leadership capacity to a higher level. The TLE process has introduced
principals to instructional leadership. Growing and building skills and capacity as a leader has a
steep learning curve. This takes time, training, and job-embedded practice. The role of
instructional leader must begin with personal buy-in, ownership, and the deep understanding that
the role of principal is changing. Principals should personally commit to the role of an
instructional leader. It is a journey of growth and developing leadership capacity and skills.

Today’s principals concentrate on building a vision for their schools, sharing leadership with
teachers, and influencing their staff to operate as learning communities. Instructional leaders
must drive instructional improvement efforts by gathering and assessing data to determine
learning needs, monitoring daily instruction to determine if the identified needs are addressed
and that student-centered classrooms exist. Research related to instructional leadership and
methods principals use to build and exhibit capacity and harness their leadership role centers
around five key concepts:

e building and sustaining a school vision;

e sharing leadership;

e leading a learning community;

e using data to make instructional decisions; and

e monitoring curriculum and instruction. >

The following links are helpful in developing basic insight into instructional leaders skills.

e Four Instructional Leadership Skills Principals Need; and

e What’s an Instructional Leader? >*

33 http://www.ascd.org/Publications/Books/Overview/Qualities-of-E ffective-Principals.aspx
54 https://education.cu-portland.edu/blog/leaders-link/four-instructional-leadership-skills-principals-need/
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Exhibit 2-30 outlines basic characteristics of effective instructional leaders. These characteristics
of highly-effective administrators can be used as another measure in BCPS’ quest for continuous
improvement.

Exhibit 2-30
Characteristics of Highly Effective Administrators

School Climate

e School Culture — Establishes a safe, collaborative, and supportive culture ensuring all
students are successfully prepared to meet the requirements for tomorrow’s careers and
life endeavors.

e Communication — Proactively communicates the vision and goals of the school or
district, the plans for the future, and the successes and challenges to all stakeholders.

e Advocacy — Advocates for education, the district and school, teachers, parents, and
students that engenders school support and involvement.

Collaborative Leadership

e Shared Leadership — Fosters shared leadership that optimizes of individual expertise,
strengths, and talents, and cultivates professional growth.

e Priority Management — Organizes time and delegates responsibilities to balance
administrative/managerial, education, and community leadership priorities.

e Transparency — Seeks input from stakeholders and takes all perspectives into
consideration when making decisions.

e Leadership Renewal — Strives to continuously improve leadership skills through,
professional development, self-reflection, and utilization of input from others.

e Accountability — High standards for professional, legal, ethical, and fiscal accountability
are established for self and others.

Educational/Instructional Leadership

e Innovation — Seeks implements innovative and effective solutions that comply with
general and special education law.

e Instructional Vision — Ensures that instructional practices are guided by a common,
research-based instructional vision that articulates what students do to effectively learn
the subject.

e High Expectations — Sets high expectations for all students academically, behaviorally,
and in all aspects of student wellbeing.

e Continuous Improvement of Instruction — Aligns resources (i.e., professional
development, allocation of teacher time, budget decisions), policies, and procedures
(i.e., school improvement plans, teacher evaluation) toward continuous improvement of
instructional practice guided by the instructional vision.

e Evaluation — Uses teacher/administrator evaluation and other formative feedback
mechanisms to continuously improve teacher/administrator effectiveness.

e Recruitment and Retention — Recruits and maintains a high quality staff.

Source: https://www.sde.idaho.gov/federal-programs/ed-effectiveness/files/professional-principals/Self-

Assessment.pdf

PR SMATI Page 2-51

SERVICES _TNC



Instructional Delivery System Boise City Public Schools

FISCAL IMPACT

This recommendation can be implemented with existing resources.

C. SPECIAL PROGRAMS

School districts offer educational services to students through a variety of programs, including
regular education programs and special programs. Special programs are designed to provide
quality services for student populations such as those in special education and Gifted and
Talented education programs.

Special Education

The Individuals with Disabilities Education Act (IDEA), Part B is the federal law that supports
special education and related service programming for children and youth with disabilities, ages
three through 21. The major purposes of IDEA are:

e to ensure that all children with disabilities have available to them a free, appropriate, public
education that emphasizes special education and related services designed to meet their
unique needs and prepare them for employment and independent living;

e to ensure that the rights of children and youth with disabilities and their parents are protected;
and

e to assess and ensure the effectiveness of efforts to educate children with disabilities.

Oklahoma statutes require that each school district provide special education and related services
for all children with disabilities who reside in that district in accordance with IDEA. This duty
may be satisfied by:

e directly providing special education for such children;

e joining in a cooperative program with another district or districts to provide special education
for such children;

e joining in a written agreement with a private or public institution, licensed residential child
care and treatment facility, or day treatment facility within such district to provide special
education for children who are deaf or hard-of-hearing, children who are blind or partially
blind, or other eligible children with disabilities; or

e transferring eligible children and youth with disabilities to other school districts pursuant to
the provisions of the Education Open Transfer Act.

Districts must develop an Individualized Education Plan (IEP) for each child receiving special
education services under /DEA. The IEP must include input from the parent and regular
education teachers and be aligned with education plans for children in regular education
classrooms. IDEA requires districts to provide educational services in the “least restrictive
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environment” and to include students with disabilities in state and district assessment programs.
Instructional arrangements for students may include:

e all instruction and related services in a regular classroom in a mainstreamed setting;

e aresource room where the student is removed from the regular classroom less than 50
percent of the day;

e aself-contained classroom where the student is removed from the regular classroom more
than 50 percent of the day; or

e aseparate “self-contained” classroom for those whose disability is so severe that a
satisfactory education cannot take place for any part of the day in a regular classroom.

Under IDEA, a school district can only place a student in a more restrictive setting such as a day
treatment program or residential treatment placement if the student’s needs and educational
program cannot be satisfactorily provided in the regular classroom with supplementary aids and
services.

The reauthorization of IDEA in 2004, which went into effect in 2005, includes provisions
substantially changing the way learning-disabled students are identified. One change in the law
addresses early intervention services and creating opportunities to determine a student’s
Response to Intervention (RtI). This approach was adopted in 2010 by the SDE. With Rtl,
schools identify students at risk for poor learning outcomes; monitor student progress; provide
evidence-based interventions; and adjust the intensity and nature of those interventions
depending on a student’s responsiveness. Based upon the results of these interventions, the
district may need a referral for additional testing to determine if there is a specific learning
disability.

IDEA now allows a school district to use up to 15 percent of its IDEA allocation to support
services to students who have not been identified as needing special education services, but who
need additional academic and behavioral support to succeed in a general education environment.
Funds may be used for professional development in scientific research-based interventions,
literacy instruction, and the use of adaptive or instructional technology. It also permits use of
funds for educational and behavioral assessments.

An effective special education program is defined by /DEA as having the following elements:
e pre-referral or tiered intervention in regular education;

o referral to special education for evaluation;

e comprehensive nondiscriminatory evaluation;

e initial placement through an IEP meeting;

e provision of educational services and supports according to a written IEP;
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e annual program review;
e three-year re-evaluation; and
e dismissal from the special education program.

Exhibit 2-31 shows comparison data on the percentage of special education students and the
number of full-time equivalent (FTE) teachers in special education for 2016-17. BCPS had a
special education student-to-teacher ratio that was the highest of all comparison entities.

Exhibit 2-31
Students and Teachers in Special Education Programs, 2016-17

Special # of Special
Education Education
Percentage of | Special Education Students
Entity ADM | All Students Teachers FTEs per FTE
Boise City 264 18.2% 1.0 48.0
Buffalo 292 11.5% 1.0 33.6
Sentinel 322 17.8% 2.0 28.7
Smithville 283 14.6% 2.0 20.7
Tipton 276 20.8% 1.3 44.2
Turpin 433 9.7% 2.0 21.0
Community Group 343 20.3% 1.7 41.0
State 1,267 15.8% 8.2 244

Source: Office of Educational Quality and Accountability, Profiles Database

Exhibit 2-32 compares district special education revenues expenditures for 2016-17. At 46.1
percent, BCPS had the lowest special education revenue-expenditure ratio among its peers.

Exhibit 2-32
Comparison of Special Education Revenues and Expenditures, 2016-17

Total
Total Revenues Expenditures Revenues as
for Special for Special Percent of
Entity Education Education Expenditures
Boise City $110,430 $239,670 46.1%
Buffalo $147,039 $185,483 79.3%
Sentinel $85,341 $102,231 83.5%
Smithville $238,350 $157,462 151.4%
Tipton $251,231 $133,492 188.2%
Turpin $88,064 $71,109 123.8%
Peer Average $162,005 $129,955 124.7%

Source: OCAS Impact Aid Letters and Prismatic Calculations 2018
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Exhibit 2-33 show the trend in special education revenues and expenditures over time. BCPS’
special education expenditures exceeded special education revenues every year. BCPS had the
highest special education revenue-expenditure ratio in 2015-16.

Exhibit 2-33
Trend in BCPS Special Education Revenues and Expenditures

Total Revenues | Total Expenditures | Revenues as
for Special for Special Percent of

Year Education Education Expenditures
2012-13 $88,689 $215,345 41.2%
2013-14 $112,852 $227,184 49.7%
2014-15 $101,907 $213,363 47.8%
2015-16 $111,912 $213,686 52.4%
2016-17 $110,430 $239,670 46.1%

Source: Office of Educational Quality and Accountability, Profiles Database
FINDING 2-11

The district has no established tiered intervention measures for struggling at risk students or
ELLs. There are no structures in place to assist teachers in effectively monitoring the frequency
and intensity of remedial interventions for students. Leveled or tiered interventions are lacking to
guide teachers in selecting appropriate interventions to sustain student progress or help them
determine if the interventions are closing learning gaps. Protected time is not embedded in the
daily schedule to provide targeted remediation for skill-based flex groups or one-on-one
remediation. No clearly defined early intervention system is implemented for all at-risk students.
Teachers provide interventions, but there is no strategic plan for appropriate remediation
strategies, how to differentiate instruction, and determining the level, frequency, and intensity of
interventions.

The consulting team noted in focus groups and interviews no uniform understanding of
structured tiered interventions. District administrators and teachers expressed awareness of the
need to address targeted interventions and define procedures to more effectively meet the needs
of struggling learners. The district is committed to meeting the needs of all students. However,
no comprehensive continuum of prevention/intervention services are in place. At the elementary
level, the consulting team learned there was only reference to tiered intervention and flex
grouping. Interviews and focus group discussions indicated that several teachers were attempting
to provide data-driven interventions. Other teachers were vague and inconsistent in articulating
how struggling learners are identified, how intervention strategies and support structures are
selected, and how the interventions are evaluated as appropriate and helpful for meeting student
need and closing learning gaps.

The district is not implementing the tiered academic and behavioral components of RtI using the
Oklahoma Tiered Intervention Support System (OTISS) model. Exhibit 2-34 illustrates the RtI
process.
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Exhibit 2-34
Essential RtI Components

Progress

e c1ng Monitoring

Data-Based
Decision

Making

Multi-Level
Prevention
System

Source: http://www.rti4dsuccess.org/essential-components-rti/data-based-decision-making, re-created by Prismatic,
March 2016

The research behind RtI implemented with school-wide fidelity indicates that staff will see:
e avalid and reliable assessment system in place;
e curriculum that is evidence-based and includes grade level components across tiers; and

e instructional practices are evidence-based and follow set parameters.>”

55 http://www.rti4success.org/sites/default/files/Fidelitylmplementation 10-20-09 FINAL.pdf

Page 2-56 PR SMATIC

SERWICES TRC.



Boise City Public Schools Instructional Delivery System

Rtl provides structure for lesson planning and instructional delivery. Exhibit 2-35 summarizes
the essential questions teacher teams need to address in lesson planning and planning for
delivering instruction.

Exhibit 2-35
RtI Lesson Planning and Instruction

e How well do you “stick to the plan?”

e How well do you stay true to the intervention and not drift from the
core elements?

¢ Did you make sure all pieces of the intervention have been
implemented as intended?

Adherence

e How often does a student receive an intervention?

¢ How long does an intervention last?

e In elementary schools: Providing 90 minutes of reading instruction
five days a week? Progress monitoring a minimum of every two
weeks?

Duration/Exposure

How well was the intervention or instruction delivered?

Were good teaching practices used?

Is teacher enthusiasm evident?

Is there adequate time for student questions and exposure to
differentiation? Student groups and transitions effectively managed?

Quality of Delivery

Program How well do you differentiate one intervention from another?
Differentiation e How well do you avoid inserting pieces from other interventions?

e How engaged and involved are the students in this intervention or
activity?

Amount of time students spend on task?

Levels of enthusiasm for activity?

Extent students feel they learned what was expected?

Number of students meditating with their eyes closed and heads on
their desks?

Student
Responsiveness

Source: hitp.//www.rtidsuccess.org/sites/default/files/FidelityImplementation 10-20-09 FINAL.pdf, March 2016

A district implementing Rtl successfully has clearly defined procedures, techniques, feedback
loops, and decision-making processes within each component. The district’s plan will:

e detail responsibilities of specific persons (coaches, teachers, administration);
e create a data system for measuring operations, techniques, and components;
¢ link fidelity data to improved outcomes data;

e approach instructor observation in a positive manner, emphasizing problem-solving; and
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e create accountability measures for noncompliance.*
RECOMMENDATION

Implement a tiered interventions model for remediation.
The district needs to ensure:

o staff follow clear data-based decision-making rules;

e predetermined fidelity checks are applied routinely;

e integration and sustainability practices are followed; and
e staff regularly communicate using the same vocabulary.>’

The superintendent, principals, and select teachers should review the overall structures of Rtl
programs. They may then determine to adopt the standard RtI program or a hybrid district
approach to tiered intervention for struggling learners. The review process should focus on how
to increase the effectiveness of tiered interventions. If needed, external consultants are available
to assist in the process.

The guide Considering Tier 3 Within a Response-to-Intervention Model can serve as a resource
to understand the Rtl process.’® The RtI Essential Components Integrity Rubric and the Rt/
Essential Components Integrity Worksheet are useful appraisal tools.>

FISCAL IMPACT
This recommendation can be implemented with existing Title I or Special Education resources.
FINDING 2-12

There is no designated time for the special education teacher and instructional aides to
communicate, plan, and collaborate with general education teachers. The consulting team found
that BCPS general education teachers, the special education teacher, and instructional aides
collaborate randomly and informally.

Teachers reported that they see great need for coordinated classroom routines and schedules.
Dedicated time across the district to address IEP updates, specific student performance,
remediation efforts, or instruction and learning issues is needed. The teachers do their best
through random and intermittent discussions. The resource room at the elementary and high
school are used every day, yet there is no time or structured process for intentional, focused, and

36 Johnson, E., Mellard, D.F., Fuchs, D., & McKnight, M.A. (2006). Responsiveness to intervention (RTI): How to
do it. Lawrence, KS: National Research Center on Learning Disabilities.

7 Ibid.

>8 http://www.rtinetwork.org/essential/tieredinstruction/tier3/consideringtier3

> https://www.rti4success.org/resource/essential-components-rti-integrity-rubric-and-worksheet
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job-embedded collaborative planning, scheduling, and instructional coordination between
classrooms. Some grade level teachers had common planning times, but this is not consistent
across the district nor are they consistently used to coordinate services.

Over the past 25 years, students have slowly been mainstreamed into the regular classrooms. As
IEP students are included in regular classroom, they have opportunity to learn the grade level
content. In inclusionary, mainstreamed classrooms, the special education teacher and regular
education teacher must engage in co-planning to effectively guide student learning. Often the
general education teacher plans the classroom lessons and the special education teacher adapts
those lessons to meet the needs of her students. She may also use the lessons to develop review
materials or plan one-on-one instruction with special needs students before or after the class.

RECOMMENDATION

Implement ongoing, regularly scheduled time for teachers and instructional aides to
cooperatively plan curriculum and instruction based on student Individualized Education
Program (IEP).

The special education teacher, regular education teacher, and instructional aides need protected
time to engage in co-planning.® It is important to meet daily or at least weekly to design lesson
plans to fit the needs of IEP students. The special education teacher focuses on the needs,
modifications, and adaptations detailed in the IEP. The general education teacher and
instructional aid plan ways to deliver the grade level standards and content to meet the
instructional needs. Together they develop lessons, review materials, or plan any needed one-on-
one instruction.

Even though there are no regular staff meetings, these could be used to routinely collaborative
efforts and share current instructional practices, effective interventions, and daily remediation
practices across grade levels and subject areas. Coordinating schedules with the library, music,
physical education, and/or art classrooms also provide protected times for planning and
communication.

FISCAL IMPACT
This recommendation can be implemented with existing special education resources.
FINDING 2-13

The district’s administrators and teachers lack a uniform understanding regarding the procedures
for referral, identification, and serving the instructional needs of IEP students. Not every child
with learning and attention issues needs special education services. The consulting team found
no recent review of identification procedures has occurred to help staff discern this. Teaching
staff have limited, random, and inconsistent communication regarding appropriate interventions
and targeted instruction place before referral for testing.

0 https://work.chron.com/role-special-ed-teacher-inclusion-classroom-8734.html
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The district’s principals, classroom teachers, and instructional aides need specific direction
regarding the documentation needed, defined steps and time frames for observation, and levels of
intervention tried before students are referred for special education testing. Interim services for
students waiting for testing are also important. No common process exists for staff to know what
resources, flex group instruction, or instructional materials are available for student

interventions. The consulting team received no evidence of the district’s special education
referral and identification process detailed in written or digital documents. The information
extrapolated from interview and focus group conversation was unclear and inconsistent
regarding the intervention expectations and measures teachers should follow before students
were referred for diagnostic testing.

Special education services are contracted from ABC Consulting. There were differing
interpretations of job responsibilities assigned to the consultant and district’s personnel. Student
case load assignments for the annual IEP review and update processes and procedures were not
clearly defined.

The district complies with the SDE requirements. However, there is need for local review of the
special education program to ensure best practices are consistently communicated and
implemented appropriately.

Some of the best practices that are part of high performing programs and improving referral and
identification practices include:

e philosophy of inclusion;

e individualization and tailoring programs to student needs;
e supportive school community;

e multi-tiered support systems;

e family and community partnerships;

e cutting-edge technologies and practices;

e flexibility and autonomy;

e staff development; and

e constant refinement and improvement of programs. °!
RECOMMENDATION

Conduct a comprehensive review, update all local procedural aspects of the special
education program, and then communicate the results to all BCPS staff.

o1 http://www.ccsa.org/Best%20Practices%20T00l1kit%20-%20SPED%20Report.pdf
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At BCPS, the principals, special education teacher and instructional aides should meet with the
regular education teachers to discuss and identify specific BCPS program needs and implement
practical measure for improvements. The district’s review should also include a study of new
initiatives in serving special education students. Several current trends in special education
programs include:

e Language Acquisition through Motor Planning (LAMP);
e Assistive technology;

e Early detection;

e (lassroom integration; and

e Student-led planning.®’

The review needs to include strengthening procedures for communicating the accommodations
and modifications needed to comply with IEP and inclusionary practices.

The special education staff should hold annual briefings with the principal, general education
teachers and instructional aides to review the referral process. This is particularly important with
the elementary principal and staff. These communications should include IDEA changes and
time for questions from current and new staff members.

FICAL IMPACT
This recommendation can be implemented with existing special education resources.
Gifted and Talented Education

Chapter 8 Article VII, Section 904 of the School Law Book defines Gifted and Talented children
as “those children identified at the preschool, elementary, or secondary level as having
demonstrated potential abilities of high-performance capabilities and needing differentiated or
accelerated educational services.” The definition includes students who scored in the top three
percent on any national standardized test of intellectual ability or who excel in the areas of
creative thinking ability, leadership ability, visual performing arts ability, and specific academic
ability.

School Law Book Section 910 requires each school district to provide Gifted and Talented
educational programs and to serve those identified students who reside within the school district
boundaries. The local BOE is required to submit a plan for Gifted and Talented to the State
Board of Education and to provide annual program reports to the SDE.

The required components for Gifted and Talented education programs include:

2 https://www.theedadvocate.org/current-trends-in-special-education/
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e a written policy statement which specifies a consistent process for assessment and selection
of children for placement in Gifted and Talented programs in grades one through 12;

e adescription of curriculum for the Gifted and Talented educational program, demonstrating
that the curriculum is differentiated from the normal curriculum in pace and/or depth, and
that it has scope and sequence;

e criteria for evaluation of the gifted child educational program;

e cvidence of participation by the local advisory committee on education for Gifted and
Talented children in planning, child identification, and program evaluation;

e required competencies and duties of Gifted and Talented educational program staff; and

e abudget for the district’s Gifted and Talented educational programs.

Exhibit 2-36 shows the trend in the gifted and talented identification rate over time. From 2012-
13 to 2016-17, BCPS’ rate declined. In 2016-17, BCPS was the second lowest rate among its
peers, and was lower than the community group and state. No federal agency collects data on the
number of gifted and talented students identified; however, the National Association for Gifted
Children notes that between five and seven percent of students should be identified. In 2016-17,
BCPS was within this standard.

Exhibit 2-36
Trend in Percentage of Gifted and Talented Education Students

Entity 2012-13 | 2013-14 | 2014-15 | 2015-16 | 2016-17
Boise City 6.9% 7.3% 6.4% 5.8% 5.3%
Buffalo 13.7% 11.3% 12.2% 10.7% 8.8%
Sentinel 11.6% 7.7% 5.2% 3.1% 1.9%
Smithville 11.1% 10.3% 11.0% 11.1% 11.4%
Tipton 12.0% 12.5% 11.4% 12.0% 10.4%
Turpin 12.1% 11.6% 11.8% 11.4% 9.7%
Community Group 13.6% 13.1% 13.2% 12.6% 13.3%
State 14.8% 14.2% 14.2% 14.2% 14.5%

Source: Office of Educational Quality and Accountability, Profiles Database

FINDING 2-14

The consulting team found that gifted students in the regular classrooms were not uniformly and
intentionally served. There was little evidence to indicate classroom teachers are routinely
enriching and challenging gifted students.

BCPS gifted students are primarily served in the regular classroom. The gifted coordinator meets
with the advisory committee to review the annual plan. In the past years, identified students
participated in field trips, special events, and adventure trips. Due to declining funding, these
events are no longer routine. Classroom teachers are expected to serve students through
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enrichment activities, and critical thinking projects. High school students are served through
concurrent enrollment and AP classes.

Often, acceleration and enrichment are confused. Gifted students may be asked to read more,
answer more questions, and complete longer assignments; these are not enrichment. Exhibit 2-
37 illustrates the differences.

Exhibit 2-37
Differentiating Between Acceleration and Enrichment

Acceleration Enrichment

e Enrichment is about the journey and
extending the experience with depth and
complexity.

e Acceleration is about the destination and
moving through curriculum.

e Pacing of content and instruction is sped

up to match learner needs. e Effort is made to allow students to explore

) topics of interest.
e The goal is to accelerate content mastery. ) ) )
o e The goal is to enhance and investigate.
e When acceleration is the goal, students are

moving faster through content or skill
development.

e  When enrichment is the goal, connections
are made to units of study with integration
of real-world applications.

Source: hitps://hwlearninglinks.wordpress.com/2015/08/03/enrichment-for-gifted-learners-in-a-general-education-
classroom/

School districts must provide additional support for students who are already high achieving and
those with the potential for high achievement. In planning for educational opportunities, school
leaders must communicate a clear purpose and common goal that is endorsed by classroom
teachers, gifted coordinators, counselors, and other district staff. Gifted education strategies,
when employed, not only increase the achievement of identified gifted students, but have been
shown to increase achievement levels of all students, making their use well worth the investment.

RECOMMENDATION
Continue to strengthen the gifted program.

The superintendent, principals, and gifted coordinator should periodically share websites and
resources with the regular classroom teachers.®® The SDE also has resources to assist in teaching
gifted students. Staff and PLC meetings can also be used to focus on effectively serving and
modifying instruction for gifted students.

The SDE provides options for classroom curricular modifications. The modifications must be
challenging and enriching to the student. The district should consider how it might incorporate
one or more of these options (Exhibit 2-38).

63 https://docs.google.com/presentation/d/11KiJPSr9d8FAjSN2sVC8dZbTwM X Xhs9bDz_b6vib1Ps/edit#slide=id.p
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Exhibit 2-38
Enrichment Options for Gifted Students

e Enrichment in the Regular Classroom: Experiences provided in regular classrooms that
are supplemental to the established curriculum and which are purposefully planned with the
needs, interests, and capabilities of students in mind. Appropriate enrichment experiences
are NOT a repetition of material.

e Seminars/Convocations: Special short-term sessions where students focus on one area of
study.

e Mentorships: A program which pairs individual students with someone who has advanced
skills and experiences in a discipline and can serve as a guide, advisor, counselor, and role
model.

e Summer Enrichment Programs: Enrichment classes or courses offered during the
summer months.

e Saturday Enrichment Programs: Enrichment classes or courses offered on Saturday.

e Creative/Academic Competitions: Organized opportunities for students to enter local,
regional, state, or national contests in a variety of areas.

¢ Differentiated Curriculum: Curriculum designed to meet the needs of high ability
students and differentiated according to content, process, and product.

e Learning Centers: A designated area or portable center designed to enrich and/or
accelerate students’ interests in a given content area.

e “Great Books” and “Junior Great Books”: Discussions of great literature led by an adult

discussion leader using a prepared question guide.
Source: http.//ok.gov/sde/gifted-and-talented-education-programming-options

FISCAL IMPACT

This recommendation can be implemented with existing resources.

D. STUDENT SERVICES

Student services are comprised of counseling, health services, and social services in most
Oklahoma districts. Services provided include:

e college and career counseling;
e health education and services;

e substance abuse and psychological counseling;
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e social services; and
e graduate follow-up.

Student services are evolving into a more powerful tool to assist students. They are becoming
increasingly more valuable in providing needed support and guidance for students’ college
questions, career options, and individual needs.

Guidance and Counseling
Oklahoma State Board of Education Accreditation Standards for guidance and counseling are:

e The counseling staff, parents, administrators, and others shall provide guidance and
counseling program direction through involvement in assessment and identification of
student needs.

e The school shall develop a written description of a guidance and counseling program with
special provisions for at-risk students. The program shall address assessed needs of all
students, including those who are identified as at-risk and shall establish program goals,
objectives, and evaluation.

e FEach school shall provide an organized program of guidance and counseling services that
include: counseling services available to students; a planned sequential program of guidance
activities that enhance students’ development; appropriate referrals to other specialized
persons, clinics, or agencies in the community; and coordinated services.

e Each counselor shall follow a planned calendar of activities based upon established program
goals and provide direct and indirect services to students, teachers, and/or parents.

The SDE publishes The School Counselor’s Guide: Developing a Comprehensive School
Counseling Program Using Accreditation Standard VI. This publication is designed to assist
school districts in strengthening existing programs or developing new ones. The major
components of the defined guidance curriculum include Guidance Curriculum Domains
(Academic Development, Career Development, and Personal/Social Development); Student
Competencies; and Guidance Curriculum Delivery.

The American School Counselor Association (ASCA) states: “School counseling
programs are collaborative efforts benefiting students, parents, teachers, administrators,
and the overall community. School counseling programs should be an integral part of
students’ daily educational environment and school counselors should be partners in
student achievement.”%*

ASCA recommends that school counselors divide time between four components:

% http://www.ascanationalmodel.org/
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¢ Guidance Curriculum — The guidance curriculum is structured with developmental lessons
designed to assist students. The guidance curriculum is infused throughout the school’s
overall curriculum and presented systematically through K-12 classroom:s.

e Individual Student Planning — School counselors coordinate ongoing activities designed to
assist students individually in planning.

e Responsive Services — Responsive services are activities meeting individual students’
immediate needs that may require counseling.

e Systems Support — School counseling programs require administration and management.

Time allocated for each program component should depend on the developmental and special
needs of the students served. While each district determines time allotments, ASCA recommends
that school counselors spend 80 percent of their time in direct contact with students. Oklahoma
high schools and middle schools are required to have one full-time counselor for every 450
students. At the elementary level a counseling and guidance program is required, but does not
have to be delivered by a certified counselor.

Exhibit 2-39 provides the trend in counselor staffing over time. In 2016-17, BCPS’ counselor
staffing was the lowest of its peer districts and tied with the community group but lower than the
state. BCPS has increased its counselor staffing over the last five years, while other districts have
remained the same or declined.

Exhibit 2-39
Trend in Counselor Staffing Over Time

Percent

Entity 2012-13 | 2013-14 | 2014-15 | 2015-16 | 2016-17 | Change
Boise City 0.2 0.2 0.2 0.2 0.7 250.04
Buffalo 1.3 1.5 1.5 1.1 1.0 | (23.1%)v
Sentinel 1.0 1.0 1.0 1.0 1.0 0.0%®
Smithville 2.0 1.9 2.0 2.0 1.9 (5.0%)v
Tipton 1.0 0.1 0.2 1.2 1.2 20.0% A
Turpin 1.0 1.0 0.7 0.7 1.0 0.0%®
Community Group 0.8 0.8 0.8 0.7 0.7 | (12.5%)v
State 3.0 3.1 3.1 3.1 29| B3%)v

Source Office of Educational Quality and Accountability, Profiles Database
FINDING 2-15

BCPS employs a full-time, certified counselor. The counselor works hard to deliver
comprehensive services to BCPS students. There are one-on-one counseling services being given
to several elementary students; junior high and high school students have counseling
opportunities available when needed.
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The counselor keeps junior high school students, freshman, and sophomores informed of the
Oklahoma Promise Program and assists students with the needed paperwork to apply for the
scholarship program. She is diligent in assisting seniors with college applications and scholarship
information. The counselor serves as the district’s testing coordinator, tests ELL students, and
works closely with the principal in preparing the academic schedule.

Recently she gave students information on downloading a bullying intervention app called “Stop
it.” To her knowledge, most of the students have downloaded the app and put it to use. She also
is encouraging students to download the SDE Individual Career Academic Plan (ICAP) app. This
app uses a multi-year process guiding students to explore careers, take interest inventories, and
record academic accomplishments. The app helps students explore programs of study and
provides links to colleges. It also helps students with awareness of post-secondary certificates,
credentials, career opportunities and workforce experiences.

Effective school counseling programs are a collaborative effort between the school counselor,
teaching staff, families, and community stakeholders.% Counselors work with other educators to
create an environment resulting in a positive impact on student achievement. School counselors’
value and respond to the diversity and individual differences in their student population and
community. They are culturally sensitive and responsive to student needs. Comprehensive school
counseling programs become an integral part of the school setting. Counselors ensure equitable
access to opportunities and rigorous curriculum for all students to participate fully in the
educational process. The BCPS counselor strives to implement exemplary counseling services.

COMMENDATION
BCPS is commended for counseling services provided students.
FINDING 2-16

Even though the counseling services at BCPS are already good, there is vision for expanding and
continually improving counseling services. There is no structured time for the current counselor
to provide services to all the elementary classrooms. The BCPS counselor has many
responsibilities, and performs them with focused commitment, yet is visionary and understands
the need to add services to the elementary counseling program.

The district population is 76.9 percent free and reduced lunch. Poverty impacts student learning.
Many students are ELLs. This brings cultural differences between home and school. It was
learned many students do not value education and understand how education is the pathway to a
successful future. The counselor sees the need to expand counseling services to elementary
school with monthly classrooms lessons that foster early intervention and build vision for a
successful future. Regular visits in all elementary classrooms would allow the counselor to
implement curriculum and group activities to help students with academic, career, and
personal/social development. Not only would implementing a specified curriculum help, it would

%5 https://www.schoolcounselor.org/asca/media/asca/PositionStatements/PS_ComprehensivePrograms.pdf
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give the counselor visibility and would help students and parents be more acquainted with
educational services.

Counseling at the elementary level can provide the knowledge and support that helps students
who are dealing with diverse issues to develop positive decision-making skills, communication
skills and to develop positive attitudes toward school, their peers and, most importantly,
themselves.® Research shows the implementation of a comprehensive school counseling
program has high impact on student achievement.

RECOMMENDATION

Explore the options for expanding regularly scheduled counseling services to the
elementary.

The superintendent, elementary principal, and select teachers need to explore options for
scheduling classroom sessions with the counselor. Scheduling, student need, and potential
curriculum need to be examined. The elementary school years set the tone for developing the
knowledge, attitudes and skill necessary for children to become healthy, competent and confident
learners. The district needs to determine how the counselor can expand services and provide
counseling education, prevention, early identification, and intervention that can help elementary
children achieve academic success.

FISCAL IMPACT

Chapter one of this report recommended the creation of a second counselor position. In
expanding elementary counseling services, there is ample free digital material that is adaptable to
the specific needs of BCPS students. Another option available is to purchase a formalized
counseling curriculum which may include demographic data analysis, student assessments, and
evidence-based activities and outcomes.

Recommendation 2019-20 2020-21 2021-22 2022-23 2023-24
Purchase appropriate

elementary counseling | ($1,000) $0 $0 $0 $0
curriculum.

FINDING 2-17

The BCPS library program seeks to integrate library services into curriculum content and is
targeted towards supporting students in learning curriculum content and skills. The BCPS
librarians recently purchased new books and materials aligned with the instructional and
curricular needs of teachers and students. The elementary library aide works with teachers to find
reading materials that meet learning needs of all students, including ELLs. At the high school,
the consulting team observed students visiting the library to be engaged and orderly. The
librarian often covers classrooms for absent teachers. In her absence, the students using the
library were honoring the established procedures, and behaving appropriately. Teachers reported

% http://www.school-counselor.org/elementary-school-counseling.html
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the purchase of novels and secondary reading materials that coordinate with classroom content
and standards. Exhibit 2-40 reports the results from the staff survey regarding the library.

Exhibit 2-40
Staff Survey Results Regarding the Library

Strongly No Strongly
Survey Statement Agree Agree | Opinion | Disagree | Disagree
The school library meets the needs 0 0 o 0 o
of the teachers and students. 17% 83% 0% 0% 0%

Source: Prismatic Survey Results, January 2019

Effective library programs are a critical element of today’s effective schools. A successful library
program is one that works with classroom teachers to identify materials that best support and
enrich an instructional unit. Librarians are essential in teaching information literacy skills to
students. Current library programs must be based on open doors and flexible scheduling.®” The
library media specialists and classroom teachers need to engage in collaborative planning and the
delivery of information that enables students to learn the foundations needed to become
information literate.

COMMENDATION

BCPS librarians are commended for supporting the needs of teachers and students.

67 http://www.ala.org/tools/research/librariesmatter/highly-effective-school-libraries-have-common-set-

characteristics

PRSMATI Page 2-69


http://www.ala.org/tools/research/librariesmatter/highly-effective-school-libraries-have-common-set-characteristics
http://www.ala.org/tools/research/librariesmatter/highly-effective-school-libraries-have-common-set-characteristics




Chapter 3:

Business Operations







Chapter 3

Business Operations

This chapter addresses the business operations of Boise City Public Schools (BCPS) and is
divided into the following sections:

Planning and Budgeting
Financial Processes

Asset and Risk Management
Activity Funds

Auditing and Internal Controls

mo 0w

Financial, asset, and risk management in school districts require thoughtful planning and
decision-making. Public school districts must meet or exceed increasingly rigorous academic
standards without exceeding their budgetary resources. The superintendent and board of
education must ensure that the district receives all available revenue from local, state, and federal
sources and expends those funds in accordance with all applicable laws, rules, regulations, and
policies so that the district can best meet or exceed the established academic standards.

Background

Oklahoma law entrusts a school district’s board of education with specific responsibilities,
including the oversight of investments and funds. The board of education (BOE) is allowed to
contract with the county treasurer for the management of its accounts, or it may choose to
appoint a treasurer.

The BCPS superintendent oversees business services and is assisted by three employees who
perform various business service functions. The encumbrance clerk and payroll clerk is the same
employee and processes all encumbrances, purchasing documents, payments to vendors, and
processes the district’s payroll and insurance. The treasurer is part-time and performs all
treasurer duties, including reconciling bank statements, making bond payments, and preparing
board reports.! The activity clerk is responsible for all financial transactions pertaining to student
activity funds.? Exhibit 3-1 shows the organizational structure of BCPS’ business operations.

1 She also works at a local bank.
2 She is also the high school secretary.
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Exhibit 3-1
BCPS Business Operations Organizational Structure
Superintendent
[ ]
Activity Fund Encumbrance/ T
Clerk Payroll Clerk LEASHIEE

Source: Created by Prismatic, January 2019
Financial Statements

Financial statements for BCPS are prepared based upon Generally Accepted Accounting
Principles (GAAP) that require funds to be combined by fund type, and for the financial
statements to be prepared based on these combined funds. The accounts of the district are
organized based on funds, each of which is a separate entity. The operations of each fund are
accounted for by providing a separate set of self-balancing accounts that comprise its assets,
liabilities, fund balances, revenues, and expenditures.

The district’s financial statements are prepared on a prescribed procedure of accounting that
demonstrates compliance with the cash basis and budget laws of the State of Oklahoma.
Revenues are recorded as received in cash, except for revenues susceptible to accrual and
material revenues that are not received at the standard time of receipt. Expenditures are recorded
in the accounting period in which the fund liability is incurred and encumbered. BCPS prepares
financial statements that include the fund types illustrated in Exhibit 3-2.

Exhibit 3-2
Funds Contained in the 2018 BCPS Annual Financial Report

Type Purpose

To account for all revenue and expenditures applicable to
the general operations of the district.

To account for the financial activity of the building and
child nutrition funds.

To account for the revenue received from ad valorem
Debt Service Fund taxes dedicated to the repayment of bonds and the
subsequent payment of debt service.

To account for monies received from the sale of bonds for
specific capital projects that span several years.

Agency Fund To account for the activities of various student groups.
Source: BCPS Annual Financial Report, June 30, 2018

General Fund

Special Revenue Funds

Bond or Capital Projects Fund
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Oklahoma Cost Accounting System

Oklahoma Statutes, Title 70, Section 5-135.2, require school districts to report financial
transactions for all funds using the Oklahoma Cost Accounting System (OCAS). Policies and
procedures set forth in OCAS describe the basis of funding of Oklahoma public schools, the
duties and procedures for the financial operations of the district, and the role of the Oklahoma
State Department of Education (SDE) and the district in receiving, dispensing, reporting, and
accounting for school funds.

BOEs, superintendents, business managers, encumbrance clerks, treasurers, independent
auditors, and other parties with responsibilities for school budgets and the administration of
school district funds must be familiar with OCAS policies and procedures. A district’s annual
audited financial statements must include all necessary financial information and related
disclosures as prescribed by OCAS.

Revenue Sources

General fund revenues from state sources for current operations are governed primarily by the
State Aid Formula under the provisions of Title 70, Article XVIII. B. Section 200 of the School
Law Book. The Oklahoma State Board of Education administers the allocation of state funding
to school districts based upon state aid factors, the weighted average district membership, and
several categories of prior year revenues.

Intermediate revenue sources primarily represent a four mill levy assessed on a countywide basis
and distributed to the county school districts based upon average daily membership for the
preceding school year. Local sources of funding are derived from ad valorem (property) taxes
assessed each year by the district pursuant to Article X, Section 9 of the Oklahoma Constitution.
These taxes consist of the following components:

e 1o less than five mills of a total of 15 mills levied for county, municipal, and school district
purposes;

e 15 mills levied specifically for school district purposes;

e an emergency levy of five mills; and

e ten mills levied for local support.

A mill is the equivalent of $1 per $1,000 or (1/10 of a penny) of net asset valuation.

Assessment ratios for real and personal property are determined locally by each individual
county assessor within guidelines established by the State Board of Equalization and the
Oklahoma Tax Commission. Property within the BCPS district boundary had a net valuation of
$39,530,832 in 2017 and $39,587,256 in 2016. The millage rate levied was 62.33 in 2017 and
62.50 in 2016.
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State funds and ad valorem taxes are accounted for in the general fund of the district, which is
authorized pursuant to Title 70, Section 1-117, Oklahoma Statutes 2001, as amended pursuant to
Article X, Section 9, of the Oklahoma Constitution. The purpose of the general fund is to pay for
operations. School districts are not authorized to use these revenues for capital expenditures as
defined in the statutes.

Ad valorem taxes for bond issues are required by statute to be collected by the county treasurer
and remitted to the school district for deposit into the sinking fund. The total debt service
requirements may be reduced by any surplus from the prior fiscal year or any direct contributions
made into the sinking fund.

Ad valorem tax rates for sinking fund purposes are determined by ascertaining the actual dollars
of revenues required for payment of principal and interest on indebtedness, fees, and judicial
judgments. A reserve for delinquent taxes, in an amount of not less than five percent and not
more than 20 percent of the net required tax collections, is added to the required debt service
collections.

The revenue requirements for both debt service and general fund are then divided by the total
assessed valuation of all taxable property within the district. Multiplying the resulting quotient
by 100 results in the tax rate expressed as a percent; multiplying the resulting quotient by 1,000
results in the tax rate expressed in mills.

Between 2012-13 and 2016-17, the average assessed property value per student for BCPS had
increased by 53.2 percent (Exhibit 3-3). This was the highest increase among all the comparison
groups.

Exhibit 3-3
Trend in Assessed Property Value per Student

Percent

Entity 2012-13 2013-14 2014-15 2015-16 2016-17 Change
Boise City $97,770 | S$115,112 | $131,022 | $135.480 | $149,738 53.2%A
Buffalo $82,884 $77,614 $81,009 $81,715 $75,974 (8.3%)v
Sentinel $105,204 | $106,558 | $100,034 | $116,082 | $127,041 20.8% A
Smithville $28,770 $25,247 $27,305 $28,506 $28,274 (1.7%) v
Tipton $22,627 $25,175 $27,116 $31,889 $31,464 39.1%4A
Turpin $80,462 $90,767 $81,539 $77,371 $79,857 (0.8%)v
State $43,631 $45,248 $47,329 $49,623 $49,471 13.4%4A

Source: Office of Educational Quality and Accountability, Profiles Database

Exhibit 3-4 shows the percentages of district and county, state, and federal revenues for BCPS
and its peers. The district’s revenue percentage from district sources was higher than its peers, as
well as the community group and state. The district’s revenue percentage from state dedicated
sources was in the middle of its peers, and higher than the community group and state. The
district’s revenue percentage from state appropriated sources was the lowest of all comparison
entities. The district’s revenue percentage from federal sources was in the middle of its peers,
and lower than the community group and state.
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Exhibit 3-4
Breakdown of Revenues by Source, All Funds, 2016-17

District | County State State Federal

Entity Revenue | Revenue | Dedicated | Appropriated | Revenue

Boise City 60.2% 4.7% 11.3% 15.0% 8.7%
Buffalo 47.9% 4.3% 11.8% 28.9% 7.1%
Sentinel 54.5% 2.6% 13.1% 22.3% 7.5%
Smithville 18.6% 1.3% 6.0% 52.6% 21.5%
Tipton 25.2% 1.4% 7.2% 50.4% 15.8%
Turpin 43.1% 5.5% 15.0% 26.0% 10.4%
Community Group 34.8% 2.2% 8.6% 39.5% 14.8%
State 40.5% 2.7% 7.3% 38.2% 11.3%

Source: Office of Educational Quality and Accountability, Profiles Database

Exhibit 3-5 shows the trend in revenue sources for BCPS, the community group, and state. The
district’s district and county revenue percentage was consistently higher than the community
group and state. The percentage of BCPS revenue from state sources was lower than both the
community group and state. The percentage of federal funding was lower than both the
community group and state.

Exhibit 3-5
Sources of Revenue as a Percentage of Total Revenue, All Funds
Boise City, Community Group, and State

Source of

Revenue Entity 2012-13 | 2013-14 | 2014-15 | 2015-16 | 2016-17
Boise City 51.9% | 54.1% | 56.8% | 652% | 64.9%
Districtand | Community 30.6% | 30.1% |  322% | 34.6% | 37.0%

County Group
State 30.6% | 403% | 40.8% | 42.1% | 432%
St Boise City 38.6% | 383% | 352% | 28.0% | 263%
Dedicated and g‘r’é?gumty 532% | 542% |  525% |  50.1%|  48.1%
Appropriated =g 48.0% | 48.0% | 477% | 463% | 45.5%
Boise City 9.5% 7.7% 8.0% 6.8% 8.7%
Federal g‘r’g?f;“mty 16.2% 15.7% 15.4% 15.3% 14.8%
State 125% | 11.7% | 11.6% | 11.6% | 11.3%

Source: Office of Educational Quality and Accountability, Profiles Database

Exhibit 3-6 compares 2016-17 expenditures as a percentage of total expenditures for BCPS and
the peers. As shown:

e BCPS was in the middle of its peers, and lower than both the community group and state for
instructional expenditures.
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e The percentage that BCPS spent for student support was the lowest among all comparison

groups except for the community group.

e The percentage that BCPS spent for instructional support was tied with the community group
as the lowest among all comparison groups.

e The percentage that BCPS spent for district administration was in the middle of its peers and
lower than the community group but higher than the state.

e BCPS was the highest of all comparison groups for school administration expenditures.

e The percentage that BCPS spent for district support was in the middle of its peers and higher
than both the community group and state.

Exhibit 3-6
Percentage Breakdown of 2016-17 Expenditures by Type, All Funds
Student Instruction District School District
Entity Instruction® | Support* Support® Admin. | Admin.” | Support® | Other
Boise City 50.5% 6.0% 2.3% 5.4% 7.7% 19.2% 8.9%
Buffalo 54.3% 7.9% 3.3% 7.2% 5.6% 13.4% 8.3%
Sentinel 50.1% 7.2% 2.8% 4.8% 5.9% 17.8% | 11.5%
Smithville 44.1% 6.5% 2.8% 5.4% 7.4% 23.9% 9.9%
Tipton 39.4% 9.9% 5.7% 5.1% 7.0% 19.4% | 13.6%
Turpin 53.0% 7.0% 2.4% 4.9% 4.5% 19.0% 9.2%
g‘r’:)‘:l‘;‘““‘ty 52.2% 5.9% 2.3% 56% | 55% | 182% | 10.4%
State 53.6% 7.0% 3.7% 3.0% 5.8% 17.6% 9.3%

Source: Office of Educational Quality and Accountability, Profiles Database

Exhibit 3-7 shows the trend in BCPS expenditures per student and overall for the past ten years.
Both the total district expenditures and the expenditures per student have on average remained
the same over that period, except for the per student expenditure in 2011-12 that had the highest

3 Instruction — Activities dealing directly with the interaction between teachers and students

4 Student Support — Activities designed to assess and improve the well-being of students and to supplement the
teaching process

5 Instruction Support — Activities associated with assisting the instructional staff with the content and process of
providing learning experiences of students

¢ District Administration — Activities involving the establishment and administration policy in connection with
operating the entire school district

7 School Administration — Activities concerned with overall administrative responsibility for a single school or a
group of schools

8 District Support — Consists of central services (activities that support other administrative and instructional
functions, fiscal services, human resources, planning, and administrative information technology), operation and
maintenance of plant services (activities concerned with keeping the physical plant open, comfortable, and safe for
use, and keeping the grounds, buildings, and equipment in an effective working condition and state of repair), and
student transportation services (activities concerned with the conveyance of student to and from school as provided
by state law)
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expenditure per student of $12,904. The highest total district expenditure occurred in 2015-16,

when the district spent $3.4 million.

$13,000
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$12,000
$11,500
$11,000

$10,500
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$10,000
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Exhibit 3-7
Trend in BCPS Expenditures per Student, All Funds

2007-08 2008-09 2009-10 2010-11 2011-12 2012-13 2013-14 2014-15 2015-16 2016-17
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Source: Office of Educational Quality and Accountability, Profiles Database, and Prismatic calculations

Exhibit 3-8 shows BCPS expenditures for the past three fiscal years, disaggregated by function
code. The function code is a dimension used to describe the service or commodity obtained as a
result of the expenditure. As the exhibit shows, total expenditures increased by 6.6 percent over
the three years. Spending on each classification has increased, expect for instructional support

and district administration that showed a decrease.

Exhibit 3-8
Trend in BCPS Expenditures per Student, All Funds
2014-15 through 2016-17

Expenditure Percent

Classification 2014-15 | 2015-16 | 2016-17 Change
Instruction $5,340 $5,782 $5,853 9.6% A
Student Support $650 $723 $690 6.2%4A
Instructional Support $343 $329 $266 (22.4%) v
District Administration $695 $569 $625 (10.1%) v
School Administration $793 $701 $891 12.4% A
District Support $2,193 $2,187 $2,219 1.2%A
Other $848 $1,451 $1,035 22.1%A
Total $10,862 $11,742 | $11,579 6.6% A

Source: Office of Educational Quality and Accountability, Profiles Database, and Prismatic calculations
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Fund Balance

The fund balance, often referred to as “carryover,” is defined as the excess of assets over
liabilities and is used in future years to offset any revenue shortfalls or negative mid-year
adjustments that may occur. Fund balance is the amount of cash that is not obligated by purchase
orders, contracts, outstanding warrants, or other commitments. A healthy fund balance can be
beneficial to a school district by permitting longer investment terms and bridging periods of low
cash flow during the year. Perhaps more importantly, it helps the district maintain cash flow to
get through the first part of the new school year until state aid distribution can catch up with the
district’s obligations.

A school district’s fund balance policy can provide guidance for the development and
implementation of an annual budget. Oklahoma public school laws provide guidance regarding
the allowable year-end balances. Title 70, Section 18 of Oklahoma Statutes provides the
maximum amount, as a percentage of total general fund collections, that a school district can
maintain as a fund balance. Exhibit 3-9 shows the table of maximum allowable balances
expressed as a percentage of their general fund collections.

Exhibit 3-9
Maximum Allowable Balances at Year End

Maximum Allowable
General Fund Collections Balances

less than $1,000,000 40%
$1,000,000 - $2,999,999 35%
$3,000,000 - $3,999,999 30%
$4,000,000 - $4,999,999 25%
$5,000,000 - $5,999,999 20%
$6,000,000 - $7,999,999 18%
$8,000,000 - $9,999,999 16%

$10,000,000 or more 14%

Source: SDE Technical Assistant Document, July 2009

Based upon general fund collections of $1,155,454 for 2016-17, BCPS would be able to reserve
up to 35 percent as a fund balance. Title 70, Section 18 of Oklahoma Statutes allows a school
district to exceed the allowable percentage of carryover for two consecutive years before a
general fund balance penalty is assessed. Title 70, Section 18 also allows districts to exclude
federal revenues received in a year from the total fund balance when calculating if a general fund
balance penalty is assessed. Exhibit 3-10 provides the BCPS fund balances for the last three
years. From 2014-15 to 2016-17, the fund balance has increased by 21.9 percent. As of 2016-17,
the district was approaching the maximum allowable balance, with 33.7 percent in fund balance.
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Exhibit 3-10
Trend in BCPS General Fund Balances

2014-15 2015-16 2016-17

Actual Actual Actual
General Fund Collections $2,909,896 $2,969,275 $2,952,979
Fund Balance $815,477 $847,387 $993,818
Percentage of General Fund Collections 28.0% 28.5% 33.7%
Fund Balance Year-Over-Year Change 3.9% A 17.3% A
Fund Balance Three-Year Change 21.9% A

Source: BCPS Annual Audit Reports, 2014-15 through 2016-17, and Prismatic calculations
Bonds

Article X, Section 26 of the Oklahoma Constitution prohibits school districts from issuing debt
without approval of “60 percent plus one” of the district’s voters. A district’s outstanding debt is
limited to ten percent of its assessed valuation. The issued debt may be used for acquiring or
improving school sites, constructing, repairing, remodeling, equipping buildings, or acquiring
school furniture, fixtures, or equipment. Exhibit 3-11 compares the district’s average daily
membership (ADM), assessed property value, and bonding capacity for the last five years. ADM
decreased, while property value and bonding capacity increased.

Exhibit 3-11
BCPS Trends in ADM, Assessed Values, and Bonding Capacity

Assessed
Property Bonding
School Year ADM Value Capacity
2012-13 287.6 | $28,118,652 $2,811,865
2013-14 285.9 | $32,910,521 $3,291,052
2014-15 289.4 | $37,917,767 $3,791,777
2015-16 292.2 | $39,587,256 $3,958,726
2016-17 264.0 | $39,530,832 $3,953,083
Percent Change | (8.2%)v 40.6% A

Source: Office of Educational Quality and Accountability, Profiles Database, and Prismatic calculations

The debt service expenditures per student are based upon the amount of outstanding debt and
number of students a district has during a given school year. Districts must balance facility and
equipment needs with the amount of tax money requested of district taxpayers. In 2016-17,
BCPS had the second highest debt service expenditure per student of its peer districts, but higher
than the community group and lower than the state. (Exhibit 3-12).
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Exhibit 3-12
Debt Service Expenditures per Student

2016-17

Debt Service

Entity per Student

Boise City $496
Buffalo $1,606
Sentinel $0
Smithville $215
Tipton $462
Turpin $233
Community Group $485
State $947

Source: Office of Educational Quality and Accountability, Profiles Database

A. PLANNING AND BUDGETING

An organization’s budget development and management establishes the foundation for all other
financial operations. The budget process should be strategic in nature and consist of activities
that encompass the development, implementation, and evaluation of a comprehensive plan for
student success.

The National Advisory Council on State and Local Budgeting (NACSLB) has identified four
essential principles of effective budgeting. The specific principles include the following tasks:

1. Set broad goals to guide decisions.

2. Develop strategies and financial policies.

3. Design a budget supportive of strategies and goals.

4. Focus on the necessity of continually evaluating goal achievement.
FINDING 3-1

BCPS has no formal general fund balance policy. With a formal policy, the BOE could provide
additional guidance to district management pertaining specifically to what the district’s fund
balance goal should be and what steps should be taken to reach and maintain that goal within the
statutory maximum limits.

The district’s fund balance was 34 percent of total General Fund revenues at the end of 2016-17
and based on review of 2017-18 financials the district’s fund balance was 39 percent of total
General Fund revenues. Pursuant to Oklahoma statue 70 O.S. 18-200.1 school districts with
general fund revenue between $1,000,000 and $2,999,999 cannot have fund balance greater than
35 percent.
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The district is monitoring the budget on a regular basis to increase fund balance. The treasurer is
analyzing the budget to make sure payroll expenditures stay around 85 percent of total
expenditures for the district and monitoring monthly expenditures for consumables. To help
accomplish meeting this percentage, the district has hired retirees or part-time employees to
avoid paying retirement and health insurance benefits.

Based upon discussions with the superintendent and encumbrance clerk, the district is making
efforts to buy items in bulk, which allows the district to take advantage of discounts offered on
larger purchases. The district is also using federal dollars when the grant allows and making sure
all purchases have a purchase order before processing. These changes in business practices,
while minor, is allowing the district to save money and increase the fund balance.

Exhibit 3-13 shows the results of staff surveys that indicate some concerns the district does not
have adequate staff to carry out its operations. Some 38 percent either have no opinion,
disagreed, or strongly disagreed with the staff situation. A majority (62 percent) feel staffing is
adequate, but with fund balance continuing to increase staffing could be addressed.

Exhibit 3-13
Staff Survey Results Regarding the District

Strongly No Strongly
Survey Statement Agree Agree | Opinion | Disagree | Disagree
The district has an qdequate qumber 1% 51% 1% 1% 16%
of staff to carry out its operations.

Source: Prismatic Survey Results, January 2019

As shown in previous exhibits, BCPS was in the middle of all its peer districts in the percentage
of funds spent on instruction and lowest for expenditures on student support and instructional
support. While it is good practice to keep expenditures low and avoid waste, discussions with the
superintendent and elementary and high school principals indicated that the district would like to
add additional instructional staff to meet district needs.

A district’s general fund balance policy should outline what the board considers to be an
adequate balance to maintain efficient cash flow, cover emergency expenditures, adjust for
revenue shortfalls, and avoid excess balance penalties or paying interest on non-payable
warrants. The fund balance is a measure of the financial stability of a district and is an integral
part of the budgeting process. Fund balance policies are also needed to provide guidance as to
how to achieve and maintain a minimum fund balance. Districts that are fortunate enough to
achieve a substantial fund balance should also include policy guidance as to what priority needs
should be funded.

For example, Guthrie Public Schools has a general fund balance policy that states:

An adequate level of general fund balance is required in order to maintain efficient cash
flow, cover emergency expenditures, adjust for revenue shortfalls and avoid paying
interest on non-payable warrants. In order to maximize the efficient use of this fund, the
BOE establishes the fiscal management priority objective of achieving and maintaining a
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general fund balance of twelve percent (12%). Should the general fund balance drop
below a minimum level of eight percent (8%), the administration shall give first priority
to restoring this minimum level with any additional funding received and with the
development and implementation of an appropriate expenditure strategy.

Each year beginning in January or February, the assistant superintendent in Guthrie Public
Schools prepares an informative monthly document titled Fund Balance Projection. Exhibit 3-14
shows a sample of the data included in that report.

Exhibit 3-14

Example Fund Balance Projection Report

2015-16
Activity 2015-16 2015-16
Expenditure 2014-15 YTD Projected Total Increase/
Classification Activity Activity Activity Activity (Decrease)
BEGINNING
FUND BALANCE
Current year $2,745,439 | $2,776,000 $0 | $2,776,000 $30,561
Lapsed From Prior
Year $0 $23,560 $0 $23,560 $23,560
REVENUES
Local Sources $4,758,920 | $3,894,754 | $938,950 | $4,833,704 $74,784
Intermediate Sources $849,719 $617,776 | $227,224 $845,000 ($4,719)
State Sources $15,047,772 | $7,707,310 | $5,737,251 | $13,444,562 | (51,603,210)
Federal Sources $1,541,225 | $1,023,399 | $516,958 | $1,540,357 ($868)
Non-Revenue $223,533 $48,579 | $161,421 $210,000 ($13,533)
Receipts
Total Revenues $22,421,169 | $13,291,818 | $7,581,805 | $20,873,623 | ($1,547,546)
EXPENDITURES
Total Expenditures $22,390,608 | $21,329,397 | $540,382 | $21,869,778 | ($520,830)
ENDING FUND
BALANCE $2,776,000 | ($5,238,018) | $7,041,424 | $1,803,405 | ($972,595)

Source: Guthrie Public Schools, February 2016

Keeping all board members informed on the status of the general fund is extremely important in
order to manage the finances of a district. Reports that not only show the financial activity that
has occurred but also includes projections to the end of the year based upon actual year-to-date
data prepared by an informed district official are effective in providing board members with an

understanding of the status of the general fund balance.

The Government Finance Officers Association (GFOA) has developed standards for fund
balance and recommends that:

e Governmental agencies establish a fund balance policy setting forth unreserved balances.
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e The level of these recommended unreserved balances are based on unique characteristics and
needs.

e Unreserved balances are no less than five percent of general operating revenues or no less
than one or two months of regular general fund operating expenditures.

e Accountability measures consider long-term forecasting.
RECOMMENDATION

Adopt a formal policy for the district’s general fund balance that establishes a fund balance
target range, provides guidance on how to maintain the minimum balance, and requires
reports for fund balance status to the BOE.

The district is four percent or $109,000 over the allowable fund balance maximum. The district
has current needs (increase in teachers, increase in custodial staff, and facility upgrades) that
could be addressed with the use of some of the fund balance.

The BOE should provide guidance through the fund balance policy that establishes a fund
balance target range, how to maintain the balance, and the use of the district’s fund balance that
exceeds the target amount. This should help ensure that the funds are only used for critical
priority items and the district is not assessed an excess balance penalty. Reports to the BOE will
help the members to monitor the fund balance and have an understanding of the impact of
actions that effect the balance.

The consulting team suggests that BCPS should aim to meet a standard of maintaining at least
two months of regular general fund operating expenditures as recommended by the GFOA. In
2016-17, general fund expenditures totaled $2,807,140, so the district should aim to maintain a
balance of at least $467,857, which is approximately two months (or one-sixth) of the total
expenditures.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 3-2

Currently, the percentage of funds expended on student and instructional support is low. The
district does not have specific goals or plans to increase the percentage of funds expended on
student or instructional support (Exhibit 3-15). The district is the lowest in student and
instructional support expenditures among the comparison groups.

PR _SMATI Page 3-13

SERVICES _INC



Business Operations Boise City Public Schools

Exhibit 3-15
Percentage of Funds Spent on Student and Instruction Support

Student Instruction
Entity Support’ Support '’
Boise City 6.0% 2.3%
Buffalo 7.9% 3.3%
Sentinel 7.2% 2.8%
Smithville 6.5% 2.8%
Tipton 9.9% 5.7%
Turpin 7.0% 2.4%
Community Group 5.9% 2.3%
State 7.0% 3.7%

Source: Office of Educational Quality and Accountability, Profiles Database

By not receiving additional revenues from bonding, BCPS has had no other choice but to support
a much broader array of expenditures from its general fund than would normally be expected. As
a result, money has had to be directed away from the district’s primary mission of student and
instructional support.

Exhibit 3-8 indicated that spending for instructional support has decreased by the largest
percentage and student support has increased by the second lowest among the classifications.
Moreover, the total expended on instructional support per student has decreased each year over
the last three years, a 22.4 percent decrease from 2014-15 through 2016-17.

Pro-active school districts review historical expenditures when developing the budget and
identify any trends that should be closely monitored or reversed. In reviewing the actual
expenditure trends, any incorrect classifications or changes in how the district classifies expenses
can also be identified and corrected.

Districts review historical expenditures, not only the dollar amount of the expenditures, but also
the dollar amount as a percentage of the total. If one category is out of line, such as other support
services, districts should make an adjustment. The priority should always be on classroom
instructional and the students.

RECOMMENDATION

Place special emphasis on the percentage of district funds being budgeted for student and
instructional support during budget development and in future budget years establish a
target percentage.

? Student Support — Activities designed to assess and improve the well-being of students and to supplement the
teaching process

10 Instruction Support — Activities associated with assisting the instructional staff with the content and process of
providing learning experiences of students
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Although activities other than classroom instruction certainly are necessary to support the
education of students, they must be kept in perspective. The primary focus of BCPS must be on
providing the highest quality, most cost-effective public education available to its students.

The superintendent should analyze historical expenditures and establish recommended budget
targets for board approval in order to increase funding percentages for student and instructional
support. The district should also establish a budget target for each category of expenditures. The
target should involve two components: the percentage of the total budget that should be allocated
to each function and the percentage change over time in the allocation to each function. If the
district closely monitors these indicators, it can manage its expenditures and ensure that the
dollar allocation shifts closer to the board-adopted targets.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 3-3

The community supports the district through raising funds to support district needs, feeding
programs for children, and volunteering for classroom or school projects. Two local churches are
offering feeding programs for kids that need to eat'! and community members will help the
school fundraise.

Having community support ensures the district will have adequate funds to meet the needs of the
students. The community is one of the most important resources in helping the district go above
and beyond, resulting in improved outcomes and overall district performance.

COMMENDATION

BCPS is commended for getting the community behind their efforts and keeping them
involved.

Moving forward, it is recommended that the district build the support of the community. The
superintendent can develop an advisory council and invite community members to a short
meeting to present a state of the district speech. This should be done once or twice a year.

FINDING 3-4

There is limited public and staff involvement in the budget development process. The public is
not provided any means to be involved in the budget development process and meetings are not
held to obtain internal stakeholder involvement. A budget calendar is not produced for the
budget development process.

The BCPS budget is developed by the superintendent, encumbrance clerk, and principals. These
staff members use the previous year’s revenues and expenditures and the Estimate of Needs to

' How these programs are operated are discussed further in chapter five of this report.
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determine the budget for the current school year. The budget is based on staffing, curriculum,
child nutrition, facility, and transportation needs, as well as other projected expenditures.

Although districts are not required to follow the School District Budget Act (Title 70 O.S. § 5-
155) the district does, “make available to the public and investors sufficient information as to the
financial conditions, requirements, and expectations of the school district.” OAC 210:35-3-
166(a) states:

The principal shall be responsible for planning and administering the school site budget
as approved by the local BOE. The principal shall involve the staff in the preliminary
development of the budget, in establishing expenditure allocations, and setting priorities
within the budget.

The GFOA recommends that a school district budget be developed using a results and outcomes
approach. Using this approach, the budget should be developed to address the highest priorities
of the district that could be achieved with the available resources. For example, if the district
identified a need for additional staff members, the budget would be developed to incorporate this
need, and, subsequently, be communicated clearly to all stakeholders.

Many districts have a budget committee comprised of community members, business leaders,
and district employees who provide input to the BOE and superintendent on the priorities that
should be addressed. Some Oklahoma public school districts use a budget committee that
provides regular input to the superintendent and treasurer during the budget process. Other
districts publish their budget materials and related information on their websites to ensure that all
stakeholders are informed of budget processes and decisions that are being made.

At the time it was reviewed under the Oklahoma School Performance Review process, Clinton
Public Schools had a transparent budget development process with a commendable level of
public input. The process for budget development in Clinton involved these steps:

1. Preliminary Budget: Prior to the end of the current fiscal year, the superintendent and other
key administrators prioritized items for the following fiscal year. Many contributions for this
process came from school employees and the public.

2. Preparation of Proposed Budget: After the BOE approved the estimate of needs, proposed
budgets were devised within the approved revenues and expenditures for the budget year.

3. Receipt of Public Comments: The BOE conducted a public hearing to take all comments on
financial matters, both past and future, in the district.

4. Adoption of a Final Budget: This included any revisions due to public comments and
potential program allocations received prior to this date.

5. Amending of Final Budget: Changes were made throughout the year to ensure that all
expenditures had an appropriate amount of budgeted funds available and to adapt the current
budget to reflect midterm allocation changes.
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RECOMMENDATION
Include a variety of stakeholders in the budgetary process.

As a best practice, districts should include a variety of stakeholders in the budgetary process.
These stakeholders should include the principals, facilities/transportation director, and cafeteria
manager. A teacher and parent representative could also be included in the process. The goal
should be more transparency, communication, and input regarding the process.

The superintendent and BOE should adopt and publish an annual budget calendar and create a
budget advisory committee. The budgetary process and timeline should be communicated
throughout the district in order to foster transparency. Budget discussions for the upcoming
school year should begin early in the spring semester at the latest. Budget discussions should
include opportunities for input from district and community stakeholders.

Posting the budgetary process, timeline, and documents in public places and online will facilitate
better communication, understanding, and support of the adopted budget. A sample budget
calendar from another Oklahoma school district is provided in Exhibit 3-16. Each year, the
district adjusts these dates by one or two days to match the new work calendar, but the process
typically follows this schedule.
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Exhibit 3-16

Sample Budget Calendar
Date Budget Activity
October 3 Introduction of budget process to principals and administrative staff
October 16 Submission of budget calendar to BOE (regular meeting)
Establishment of December date for public hearing on budget
October 20 Preliminary administrative staff budget committee meeting #1
Review of budget process assignments and calendar
October 30 Administrative budget committee meeting #2
Establish preliminary overall budget priorities
October 31 Submission of budget requests by principals and administrative staff
November 20 | Public reminder concerning December date for public hearing on budget
November 27 | Administrative budget committee meeting #3
Analysis of budget requests and review of preliminary priorities
Preliminary report on market analysis of cohort school districts
November 29 | Advertise for December public hearing
December 4 | Advertise for December public hearing
December 4 | Annual BOE legislative work session
December 8 | Administrative budget committee meeting #4

Refinement and alignment of projected expenditures

December 11

Public hearing on proposed budget (regular meeting)

Report to BOE on preliminary budget priorities (regular meeting)

Invitation for BOE member input on preliminary budget priorities

December 18

Administrative budget committee meeting #5

January 8 Analysis of preliminary budget priorities
Review of projected state revenues based on the state proposed budget
January 11 Administrative budget committee meeting #6
Refinement of budget priorities based on BOE work session
January 22 Presentation of projected state revenues based on state proposed budget
Invitation for further BOE member input on budget
January 25 Administrative budget committee meeting #7
Refinement of budget priorities based on public hearing and board member
input
February 5 Presentation of first formal draft of budget
February 7 Administrative budget committee meeting #8
Refinement of budget priorities
February 19 | Presentation of second formal draft of budget (regular meeting)
Update on projected state revenues
March 8 Administrative budget committee meeting #9
March 19 Target date for BOE approval of budget (regular meeting)
May TBD Called meeting for BOE certification of final budget April 25-May 4
May 7 Target date for issuance of professional personnel contracts
May 21 Target date for issuance of classified personnel contracts

Boise City Public Schools

Source: Created by Prismatic, based on records from an Oklahoma school district, November 2015
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FISCAL IMPACT

This recommendation can be implemented with existing resources.

B. FINANCIAL PROCESSES

Day-to-day financial processes should be efficient and effective. They should also be
documented, transparent, and rational. Accounting and payroll are among the most important
business functions performed by a school district. Although regulations such as the OCAS and
other accounting standards exist, actual practices can vary widely among Oklahoma school
districts.

A sound accounting and payroll system can provide numerous benefits including:
e providing internal controls and safeguards;

e providing timely reporting on the status of funds; and

e allowing systematic disbursements to maximize available funds.

FINDING 3-5

The district uses a time clock for hourly employees to clock in and out during the day (Exhibit
3-17). Using a time clock reduces the risk of timesheet fraud and helps ensure the district is only
paying for time worked. The time clock also helps track comp time.

Exhibit 3-17
BCPS Time Clock

|

Source: Prismatic, December 2018
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Having a time clock benefits both the organization and its employees. A school district benefits
because it helps automate the payroll process for hourly employees and accurately records their
time. Employees benefit because they are not having to manually keep up with time and can
keep track of their time on a daily and weekly basis.

COMMENDATION
BCPS is commended for using a time clock for hourly employees to clock in and out.
FINDING 3-6

In the business office, few support staff members are cross-trained. There is no formal plan or
process to cross-train staff in all critical processes. In addition, there are few written procedures
to guide staff in the completion of financial processes.

Staff members in business services do not have a complete set of desk procedures. Few staff
members are cross-trained and there is no formal or comprehensive plan in place to get staff
cross-trained in all critical procedures. With two business service employees having over 22
years of service and one being part-time, cross-training is important. Although other employees
have assisted in several critical processes, they would have difficulty if they were immediately
called upon to perform all duties of another employee.

Without written procedures, employees complete their duties based upon verbal directions that
may vary or become stale. Once time has passed after verbal directions are provided, employees
often begin to perform their duties differently than instructed, and employees also improvise and
develop their own ways to do certain procedures. Processing transactions in an unapproved
manner often leads to errors. A desk procedures manual covers each activity’s steps in sufficient
detail that an individual using it for the first time can perform the steps with little, if any,
additional instruction. It also lists specific forms to be used, computer screens accessed, fields on
the screen in which to enter information, as well as identifying other positions that supply
information for the procedure, or to which it sends information.

Relying on a single individual to complete a critical process places a great amount of stress on
that employee and often requires the employee to work overtime in critical situations. It is also
an internal control weakness. When only one individual is fully trained and knowledgeable in
critical processes, the district is vulnerable if that individual is unavailable.

For internal controls to operate effectively, all employees need a documented reference source
detailing how they perform their assigned duties. An employee desk manual has much more
detail than a procedures manual and is basically a step-by-step written document approved by
management that describes how employees are expected to complete their individual
assignments. Detailed desk procedures facilitate cross-training of employees and training of new
employees since they provide the step-by-step instruction needed to perform tasks. This
increases internal control by helping to ensure processes are performed correctly.

Some business offices have developed excellent detailed desk procedures to use when employees
are completing their assigned duties. For example, the payroll department in Chesterfield Public
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Schools in Virginia developed detailed desk procedures that are placed on the office’s server
with individual folders containing instructions for each staff member, but all employees of the
office have access to them. Detailed explanations on a step-by-step basis for how to fulfill the
numerous duties that must be completed accurately and timely are included. An example of a
desk procedure that is for a payroll process called “COBRA changes” has detailed steps that

include:

1. Receive from benefits, yellow form with the box next to COBRA marked and the
change reflected.

2. Pull file. (It will either be in the file cabinet or COBRA basket.)

3. Ask XXX if individual on COBRA has paid anything.

4. Make a copy of the payment sheet or check.

5. Run calculator tape of what individual has paid.

6. Go to Excel, Payroll Server, open health insurance folder, health calculation 2003,
COBRA, and COBRA-newchgehealthcal03. (Enable macros.)

7. Complete spreadsheet. (Referring to yellow form and individuals file.)

8. Next to number of payments, enter number of months going to have coverage. (Will
be based on effective date until the end of the year.)

9. Note: If individual is an employee, next to employee, enter yes. If not, enter no and
next to employee, in the next cell, enter employee’s name.

10. Note: Next to coverage for, the start date would be based on the effective date. The
end date remains the end of the year.

11. Enter the amount the individual paid next to less amount paid.

12. New monthly payment date will always be the first of the month. (The individual
pays monthly.) Also, adjust the number of pays.

13. Next to total payment due by, give the individual 5 to 10 days.

14. The bottom of the spreadsheet may not need to be hid depending on if they owe us
any money.

15. Print two copies of the calculation sheet. One copy will go to XXX, one copy is put in
individual’s COBRA file, and the original is mailed.

16. If the individual owes us money, a letter needs to be sent.

17. Go to Word, Payroll Server, health insurance, and health letters.
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18. Use the information from the calculation sheet to complete the letter.

19. Make two copies of letter. One copy goes to XXX, one copy goes in individual’s file,
and the original is mailed.

RECOMMENDATION

Develop desk procedures for each business services employee and establish a formal
process for cross-training.

A standard format to use when creating desk manuals with instructions should be developed by
the superintendent with the assistance of the clerks and treasurer. The superintendent should
review the key duties of business services staff and develop a list of critical processes. Business
service staff should develop desk procedures for the list of critical processes.

Once desk procedures have been completed, the superintendent should determine which staff
should be cross-trained on which processes. The assignments should be discussed with staff and
their progress monitored to help ensure the cross-training is progressing in a timely manner. An
effective cross-training program for business services staff should ensure that all essential job
responsibilities are properly carried out in the absence of an employee who is assigned the
primary responsibilities.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 3-7

The district provides a direct deposit process for employees to receive pay warrants and
employees are encouraged to participate. Direct deposit expedites the availability of funds to the
employees’ bank accounts, reduces the possibility of warrants being lost or stolen, and is more
efficient for district staff. During the onsite visit, district personnel indicated that all employees
are required to be on direct deposit.

Direct deposit benefits both the organization and its employees. A school district benefits
because bank account reconciliation is made simpler and funds are debited from an
organization’s account on a precisely known date, at the first of the month. The district also
enjoys reduced processing costs because direct deposited warrants eliminate the need to print and
distribute paper payroll warrants. Direct deposit saves employees time spent in making trips to
the banks; moreover, electronically transferred funds generally are available immediately.

COMMENDATION

BCPS requires all employees to participate in the use of direct deposit of pay warrants.
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FINDING 3-8

Financial reports are not routinely prepared to show the operation and status of the district’s
child nutrition fund. Without reports, the superintendent and board members do not have
financial data available that show if the cafeteria is operating in a financially prudent manner.

Districts that effectively oversee specific programs such as child nutrition provide management
and the board with reports that allow them to monitor the program’s financial activity. The
reports contain information on both the balances for the fund and the revenues and expenditures
that allow management and boards to determine if the program is making or losing money.

RECOMMENDATION

Develop reports for the child nutrition fund that show fund balances, revenues,
expenditures, and whether the program is making or losing money.

Summary reports prepared either monthly or quarterly that show a limited number of revenue
and expense categories would provide staff, management, and board members with easily
understood financial information for the child nutrition program. Exhibit 3-18 provides an
example of a format that the superintendent and encumbrance clerk could use for monthly or
quarterly reports.
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Exhibit 3-18

Sample Child Nutrition Fund Report for Period XX

Current Previous
Period Year-to-Date | Year Totals
Beginning Balance: $x,xxx $x,xxx $x,xxx
Current Revenue:
Federal $x,xxx $xx,xxx $xx,xxx
State $xx $xx $xx
Local $xx $xx $xx
Total Current Revenue: $x,xxx $xx,xxx $xx, xxx
Current Expenses:
Salaries $xx $xx $xx
Benefits $xx $xx $xx
Food Products $xx $xx $xx
Supplies $xx $xx $xx
Other $xx $xx $xx
Total Current Expenses: $x,xxx $xx,xxx $xx,xxx
Revenue Over/(Under) Expenses: | $x, XXX | $xxxx | $xxxx
Adjustments to Prior Year:
Estopped Warrants $xx $xx $xx
Lapsed Encumbrances $xx $xx $xx
Total Adjustments: $x,xxx $x,xxx $x,xxx
Revenues Over/(Under) Expenses and Adjustments: | $X,XXX | $X,XXX | $x,xxx
Ending Balance: | $X,XXX | $x, Xxx | $x,xxx

Source: Prepared by Prismatic Services, November 2015

FISCAL IMPACT

This recommendation can be implemented with existing resources.

C. ASSET AND RISK MANAGEMENT

Asset management involves managing the district’s cash resources and physical assets in a cost
effective and efficient manner. Effective cash and investment management involves forecasting
cash requirements timely and accurately so that funds are made available when needed. Effective
asset management involves the safeguarding of property from loss, damage, theft, and
obsolescence. Proper safeguarding of district assets requires an effective system of accountability

and a culture of adherence to established policies and procedures.
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FINDING 3-9

The district does not have a listing of fixed assets and does not complete a comprehensive
physical inventory to determine if fixed assets are still in the custody of the district. BCPS does
not have any formal policies or guidelines to direct management of its investment in fixed assets.

During the onsite visit, the consulting team was not provided with a fixed asset listing when
requested. Based upon review of the 2016-17 and 2015-16 audited financial statements of BCPS,
it was noted that the district received a “Qualified Opinion” because the amount of the general
fixed asset account group was not known.

Fixed asset transactions are not identified and tracked during the year. BCPS does not have a
complete listing of its fixed assets where additions and deletions are made as they occur, or a
policy on assets to be capitalized. Without a comprehensive listing and physical inventories, the
district has no way to know if items are stolen or lost. This leaves the district without recourse if
an employee loses costly equipment or if a theft occurs.

Policies normally address many issues pertaining to an entity’s investment in fixed assets.
Policies cover all fixed assets and regularly address the following:

e responsibility for accounting for the district’s investment in fixed assets and the system that
is used for that accounting;

e responsibility for accountability for the property and equipment owned;

e arequirement for annual physical inventories;

e capitalization thresholds for property, equipment, land and infrastructure;

e depreciation methods, salvage value, and a schedule of estimated useful lives;
e capitalized improvements versus maintenance expenses;

e reporting junked, stolen or missing property, and what approvals are required to delete these
items from inventory;

e receiving donated property; and
e transferring assets between departments.

To protect its investment in fixed assets, school districts track their assets and have policies that
provide direction on how the assets are to be managed. As items are acquired, they are
immediately added to the listing. When the district disposes of an item through normal processes
it is taken off the listing. When an item cannot be found, the situation is reviewed, and
appropriate action is taken. Normally, the BOE is required to approve all deletions.
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RECOMMENDATION

Develop and adopt fixed asset policies and procedures, such as capitalization thresholds,
surplus procedures, and lost asset recovery; then, inventory fixed assets using a
consolidated inventory listing.

The district should use google spreadsheets for the inventory listing and create a fixed asset
inventory policy of only inventorying items worth $5,000 or more. The OCAS procedures
manual establishes a capitalization threshold at $5,000. Therefore, the district should consider
adopting a threshold of $5,000 to remain in compliance with the OCAS requirements. Once the
BOE approves the policy, the superintendent should communicate the new policy to staff and
begin implementation. This will reduce the total inventory listing and may allow for one staff
member to complete the inventory count on a yearly basis.

Fixed assets policies and procedures along with a system to track fixed assets should help ensure
that the district’s investments are being managed as desired by the BOE. The system should
protect investments by documenting asset possession and holding staff accountable for the
proper care and protection of district assets.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 3-10

The district is currently, maximizing the potential for earning interest on its idle cash. Based on
review of the districts balance sheet and bank statements, it appears idle cash is being held in the
interest-bearing checking and money market accounts.

The superintendent and treasurer monitor the cash available and are investing in accounts as
permitted under Oklahoma Statues Title 70-5-115. By monitoring cash balances, the district is
earning interest revenue that it would otherwise lose out on.

COMMENDATION

BCPS is investing unused cash in interest bearing accounts resulting in additional revenue.
Moving forward, the district should review the statue and consider other investment options that
are available under the law.

D. ACTIVITY FUNDS

Activity funds are defined as funds that consist of resources received and held by the school as
trustee to be expended or invested in accordance with conditions of the trust. Specifically, they
are funds accumulated by district-affiliated organizations from various fundraising activities,
membership fees, commissions, interest income, and donations. These funds are to be used to
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promote the general welfare of the school and the educational development and morale of
students.

Oklahoma Statute Title 70 O.S. § 5-129 outlines the procedures to be used to account for activity
funds. Specifically, the statute requires that the BOE of each school district exercise control over
all funds and revenues on hand, received or collected from revenue-generating sources such as
student organizations or extracurricular activities that are conducted on school campuses. The
statute further defines that deposits are to be made daily or when the cash on hand exceeds $100.
Under the law, the BOE is required to approve all school activity sub-accounts, all fundraising
activities, and all purposes for which monies collected in each subaccount may be expended.

FINDING 3-11

There is a lack of regular training for teachers and staff who handle activity funds. There is no
yearly meeting to review policies and procedures or to emphasize the importance of receipting
money in a timely manner. In addition, the district lacks an official activity fund handbook. One
board policy exists related to activity funds, but this is insufficient to provide procedural
guidance for those who handle activity funds.

Ideally, written procedures are provided to all activity fund sponsors in the form of a handbook.
A typical handbook would include some or all the following sections:

e general information;

e responsibilities of the principal;

e responsibilities of sponsors;

e responsibilities of the activity fund custodian;

e procedures for fund raisers;

e procedures for purchasing;

e sponsor procedures for receipting money;

e activity fund custodian procedures for receipting money;

e important points to remember, sponsor;

e important points to remember, activity fund custodian; and
e activity fund project codes.

For example, Guthrie Public Schools publishes a comprehensive manual that provides guidance

for managing school activity funds. The manual provides instructions and guidelines that cover
over 30 topics along with forms, board policies, and examples. Topics in the manual include:
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e procedures for purchasing;

e receiving and depositing cash;
e accounts payable;

e administrator responsibilities;
e receipts and deposits; and

e cxpenditures.

The handbook also includes Oklahoma state laws and State Department of Education regulations
pertaining to activity funds. The manual is reviewed annually and updated as needed. It provides
a valuable resource to principals and sponsors, as they manage activity funds and prepare various
documents related to activity funds.

RECOMMENDATION

Develop a standardized procedures handbook for all district activity funds to help ensure
that funds are administered properly.

The procedures should clearly state how all activity funds are to be administered, and thus will
assist principals, teachers, and sponsors in fulfilling their responsibilities. The manual also will
provide a good reference for new principals, teachers, and sponsors.

The activity fund clerk should require every sponsor to read the handbook and sign an “activity
account sponsor’s affidavit of responsibility” stating that they have read the handbook and
understand it. This form should also be signed by the principal and the activity account name or
number for which the sponsor is responsible. The sponsor could be issued a receipt book only
upon approval of this affidavit.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 3-12

Based on review and discussion it was noted that athletics and clubs are not paying for all fuel
expenses and other related expenses out of activity funds. The general fund is paying for these
expenses, instead of the cost following the activity.

By not matching revenue and expenses the district is not getting a true picture of what the club or
athletic team is costing the district. Instead, the district is using General Funds to pay for fuel
expenses and other related expenses, thus shifting money away from instructional and
instructional support.
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The GFOA best practices is that all cost of an activity should be accounted for within that
activity. This will ensure that the district has a true picture of the revenue and associated
expenses of an activity.

RECOMMENDATION

Account for all costs of activities within the same fund to provide a true picture of the
revenues and associated expenses of each activity.

The superintendent, activity funds clerk, and encumbrance clerk should require that each club
and athletic team turn in all receipts signed by sponsor and the name of the activity written on the
receipt. By making sure expenses are properly allocated to the correct activity, the district will
see an increase in funds available for instruction and instructional support.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 3-13

The district is currently collecting all activity funds by check or cash. With the small staff, fraud
could potentially become an issue. The time required for the activity fund clerk is limited
because of her multiple roles within the district, thus potentially leading to mistakes happening.

The district has not had any issues with fraud, according to financial staff. Nevertheless, the
potential for fraud exists when cash is collected because the activity funds clerk is in an open
office. Accepting checks for payment can sometimes lead to nonsufficient funds checks being
presented, thus resulting in extra time to get funds collected.

An online payment solution is typically:

e amore convenient way for parents to pay since payments can be accepted at 24 hours a day;
e casy to use;

e safer since students will not be carrying cash or checks; and

e saves time for the activity funds clerk.

The activity funds clerk can review payment history online and easily apply the transactions to
the proper accounts. It will also free up time for activity funds clerk to devote to other assigned
duties.

RECOMMENDATION

Implement an online school payment solution for activity funds and child nutrition funds to
reduce fraud risk and provide a more efficient process for parents and the district.
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The district should research multiple online school payment vendors. Some considerations for
vendor selections should be:

e the processing fees charged;

e how the district would access the money;

e what the options are for families that do not have internet access;
e what security measures are in place; and

e does the system interface with the current accounting system.
FISCAL IMPACT

This recommendation can be implemented with existing resources.

E. AUDITING AND INTERNAL CONTROLS

Internal and external audits provide a review of the district’s compliance with established
standards and practices. External audits are required of all Oklahoma school districts and are
performed by state-approved public accounting firms. The external audit provides:

e an annual financial and compliance report;
e an examination of the expenditure of federal funds (as applicable); and
e areport to management on internal accounting controls (as applicable).

The internal audit function supplements the work of the external auditor. The internal audit
function examines specific areas to determine:

e the adequacy of internal controls;

e compliance with adopted policies and procedures and adherence to applicable law and
regulation; and

e cfficiency and effectiveness of operations.
FINDING 3-14

The BCPS encumbrance clerk prepares the listings of all purchase orders and checks for the
month. The Boise City BOE uses the listing of all purchase orders and list of checks each month
to review and approve.

Prior to the BOE reviewing the listings, the encumbrance clerk encumbers all purchase
requisitions completed by the superintendent or the principals. To complete the purchase request,
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the board approves a listing of purchase orders based upon review of board meeting minutes. The
check listing is completed after an invoice is received and matched against a purchase order. The
check listing is provided for information purposes and does not require approval.

Having the BOE approve all purchase orders adds another layer of security for district assets,
since the district accounting staff is so small. The listing of checks helps the board to look for

unusual payments or unrecognized vendors who are being paid, thus reducing the chances for
fraud.

COMMENDATION

The superintendent and encumbrance clerk are commended for providing the BOE a
listing of all purchase orders for approval and a listing of checks for review monthly.

FINDING 3-15

The BCPS treasurer prepares the listings of all bank balances and account information for the
month. The Boise City BOE uses the listing of all bank balances for review and analysis.

Prior to the BOE reviewing the banking information, the treasurer reconciles the monthly bank
statement to the general ledger. She makes any necessary adjustments and completes a monthly
listing of account balances, interest earned, unusual reconciling items, and account detail. The
information is for review only and does require board approval.

Having the BOE review all bank account information monthly adds another layer of security for
district assets, since the accounting staff is so small. The listing of bank account balances and
reconciling items gives the board a chance to analyze cash flow and look for fraudulent activity.

COMMENDATION

The superintendent and treasurer are commended for providing the BOE with bank
account information and balances each month for review and analysis.

FINDING 3-16

The district has used the same internal audit firm for as long as any staff member can remember.
Rotating audit firms usually provides a district with better coverage by having a different
individual reviewing data, sometimes from a different perspective. The district does not have a
formal policy for rotating or competitively soliciting for external auditor services.

Routinely soliciting proposals and qualifications from external auditing firms through a
competitive process enables districts to obtain and review the qualifications from interested firms
and to select the one that offers the best qualifications at the lowest reasonable price. Rotation of
audit services helps ensure that district financial practices and internal controls are reviewed
from a fresh perspective. According to the GFOA recommended audit procurement practices,
“Governmental entities should enter into multiyear agreements of at least five years in duration
when obtaining the services of independent auditors.” While Oklahoma school districts may not
enter into multiyear contracts, many do enter into such agreements with the mutual
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understanding that the district must reapprove it every fiscal year. At the conclusion of that
multiyear contract, GFOA recommends that “Governmental entities should undertake a full-scale
competitive process for the selection of independent auditors.” GFOA also recommends that
governments choosing an external auditor actively seek the participation of all qualified audit
firms including the current one, assuming its past performance was satisfactory.

Although Oklahoma law requires that an auditor must be selected from an approved list
compiled by the State Department of Education, it does not require competitive selection for
auditing services. The cost is not the sole determining factor when contracting for professional
services; however, sound business practices and standards of independence indicate that periodic
evaluation is prudent. Many school districts have established policies requiring periodic use of a
competitive process for the procurement of external audit services.

RECOMMENDATION

Develop a process to solicit proposals for performing the district’s annual audit and
preprinting of the estimate of needs.

The superintendent should draft a policy requiring a competitive solicitation for audit services at
least every five years. He should then submit it to the BOE for review and approval.

FISCAL IMPACT

This recommendation can be implemented with existing resources.
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Chapter 4

Facilities Use and Management

This chapter addresses the facilities use and management of Boise City Public Schools (BCPS)
in the following sections:

A. Facilities Planning and Construction
B. Maintenance and Custodial Operations
C. Energy Management

D. Safety and Security

Facilities use and management includes the planning, construction, and maintenance of
buildings, the safety of students and staff using those buildings, and the security of facilities
before, during, and after school hours. More specifically, this area includes the following:

¢ planning and designing facilities to meet educational standards and to provide a physical
framework that enhances learning conditions;

e properly maintaining and cleaning facilities so that teaching and learning can take place in a
healthy and clean environment;

e cnsuring that the facilities are safe when students and teachers are present;

e creating proper safeguards to ensure the security of the facilities during and after school
hours; and

e having safety plans in the event of a crisis or natural disaster so that students and staff
members are protected.

Background

Founded in 1908, Boise City is the county seat of Cimarron County. Boise City is located at the
convergence of U.S. Highways 287, 385, 412, 64, 56, and State Highways 3 and 325 (Exhibit 4-
1).! Boise City’s estimated population was 1,240 as of 2018.2

! https://www.okhistory.org/publications/enc/entry.php?entry=B0O005
2 https://oklahoma.hometownlocator.com/ok/cimarron/boise-city.cfm
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Exhibit 4-1
Boise City’s Location in Cimarron County
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Source: http://www.city-data.com/city/Boise-City-Oklahoma.html, January 2019

BCPS consists of ten major structures providing support to elementary and secondary schools.
(Exhibit 4-2). These buildings encompass a total estimated floor area of about 115,000 square
feet. Other ancillary outbuildings (i.e., miscellaneous athletic support structures) are not counted
in the floor area total. The athletic fields for softball, baseball, and football are located on the
eastern side of town.
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Exhibit 4-2
Aerial View of Boise City and BCPS
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Exhibit 4-3 provides an inventory of BCPS facilities. The largest two buildings are the
secondary and elementary school buildings (Exhibits 4-4 and 4-5).

Exhibit 4-3
BCPS Facilities Inventory

Facility Address Sq. Ft.

Elementary Tri Level 402 SE 4™ Street 22,780
K-2 Classroom Building 402 SE 4 Street 13,219
Music and PE Bldg. serving Elementary | 402 SE 4™ Street 14,400
Special Education Classroom 402 SE 4™ Street 4,500
Weight Room Facility 402 SE 4™ Street 2,400
Secondary Building 700 SE First Street 27,822
Home Ec., Vo-Ag and Auto Mech. 700 SE First Street 11,700
Auditorium 700 SE First Street 13,219
Maintenance Shops and Bus Barn 700 SE First Street 3,165
Metal Classrooms 700 SE First Street 1,536

Total 114,741

Source: BCPS insurance carrier’s certificate of coverage dated 4/06/2017
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Exhibit 4-4
Elementary School

Source: Prismatic, December 2018

Exhibit 4-5
Secondary School

Source: Prismatic, December 2018

Between 2012-13 and 2016-17, the average assessed property value per student for BCPS had
increased by 53.2 percent (Exhibit 4-6). This was the highest increase among all the comparison
groups.
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Exhibit 4-6

Trend in Assessed Property Value per Student
2012-13 through 2016-17

Percent

Entity 2012-13 2013-14 2014-15 2015-16 2016-17 Change
Boise City $97,770 $115,112 $131,022 $135,480 $149,738 53.2% A
Buffalo $82,884 $77,614 $81,009 $81,715 $75,974 (8.3%)v
Sentinel $105,204 $106,558 $100,034 $116,082 $127,041 20.8% A
Smithville $28,770 $25,247 $27,305 $28,506 $28,274 (1.7%) v
Tipton $22.627 $25,175 $27,116 $31,889 $31,464 39.1%4A
Turpin $80,462 $90,767 $81,539 $77,371 $79,857 (0.8%) v
State $43,631 $45,248 $47,329 $49,623 $49.471 13.4% A

Source: Office of Educational Quality and Accountability, Profiles Database

The debt service expenditures per student are based upon the amount of outstanding debt and
number of students a district has during a given school year. Districts must balance facility and
equipment needs with the amount of tax money requested of district taxpayers. In 2016-17,
BCPS had the second highest debt service expenditure per student of its peer districts, and was
also higher than the community group but lower than the state (Exhibit 4-7).

Exhibit 4-7
Debt Service Expenditures per Student
2016-17

Debt Service

Entity per Student

Boise City $496
Buffalo $1,606
Sentinel $0
Smithville $215
Tipton $462
Turpin $233
Community Group $485
State $947

Source: Office of Educational Quality and Accountability, Profiles Database

A. FACILITIES PLANNING AND CONSTRUCTION

Well-planned facilities are based upon the educational program and accurate student enrollment
projections. The design process should have input from stakeholders including administrators,
principals, teachers, security specialists, parents, students, and the maintenance and operations
staff. The selection of building materials, interior finishes, hardware, mechanical, electrical, and
plumbing systems, and other major building components should be made by applying life cycle
cost analyses for an optimum total cost of construction, operations, and maintenance.
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This, coupled with the functional need of providing the best physical learning space possible for
students, should lead a district to recognize the absolute necessity of developing, presenting, and
implementing a long-range facilities master plan. Failure to implement a long-range facilities
master plan will eventually lead to dissatisfaction and facility concerns.

FINDING 4-1

The district superintendent provided the start of a formal facilities planning document. At the
time of the onsite review, it was not yet complete. In the past, the superintendent has made the
decisions on what repairs to fund with little or no input from stakeholders.

The superintendent has started developing a strategic plan that has at its core three main goal
components. These include:

1. Student Achievement;
2. Facilities and Finance; and
3. Policy and Personnel.

The plan addresses the measures for identifying goals for school operations, and performance
measures along with how the district will monitor, analyze, and report progress of the strategic
plan annually.

The district strategic plan is a good starting point as it outlines the mission and vision statements
for the district. Creating the plan with input from the community, board members, staff and
students would provide a starting place for developing relationships between the BCPS
stakeholders and the district allowing input into long-range facility master planning.

A school district’s long-range facilities master plan is a compilation of district policies and
statistical data that provide a basis for providing educational facilities to meet the changing needs
of a community. A valuable resource in developing a quality long-range facilities master plan
can be obtained from the Association for Learning Environments (A4LE), formerly CEFPI.>
Effective long-range school facilities master planning incorporates the following elements:

e Facility Capacity: Districts establish the capacity of each school facility by setting standards
that govern student/teacher ratios and the amount of square feet required per student in a
classroom. These standards deal with the minimum size of core facilities, such as classrooms,
gyms, cafeterias, and libraries, so that schools do not overload these facilities or overuse
portable classrooms.

In 2008, the Oklahoma State Department of Education (SDE) published the second edition of
Planning for Education: Space Guidelines for Planning Educational Facilities.* The
guidelines were developed to assist local boards of education (BOE), school administrators,

3 Council of Educational Facility Planners International. (2004). Creating connections: The CEFPI guide for
educational facility planning. Can be purchased at http://creatingconnections.a4le.org/
4 http://digitalprairie.ok.gov/cdm/singleitem/collection/stgovpub/id/9456/rec/4
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architects, engineers, and planners in planning and designing educational facilities. The
guidelines arrange space information by the major activities of instructional spaces, auxiliary
spaces, and service and structure spaces for the various grade ranges. They also provide
suggested methods of calculating preliminary net and gross square footage for school
buildings by grade and major activity. Another excellent resource for facility construction is
An Administrator’s Guide to School Construction Projects, also published by the SDE. °

e Facility Inventory: An accurate facility inventory is an essential tool in managing the use of
school facilities. The inventory identifies the use and size of each room, which enables
planners to accurately set the capacity of each school. Modifications to schools are noted in
the inventory so it can be kept up to date.

¢ Enrollment Projections: Effective planning requires accurate enrollment projections at least
five years into the future.® Accurate projections require planners to examine district
demographics and track any new construction activity in the district. Many school planners
work in coordination with county and city planners to track growth patterns.

e Capital improvement program: Effective planning requires the district to anticipate its
future needs and balance these against expected resources. A capital improvement program
charts future improvements to school facilities and identifies funding sources for them. An
effective planning process involves the community at large, identifies district goals and
objectives, and prioritizes projects based upon those goals and objectives.’

e Facilities Maintenance Plan: School facility planning necessitates identifying links between
facilities maintenance and facilities construction and renovation. Capital outlay for school
construction is generally a more palatable proposition for taxpayers and public officials when
a school system demonstrates that existing facilities receive appropriate care and
maintenance. Good plans include short- and long-term objectives, budgets, and timelines —
all of which demonstrate organizational commitment to facilities maintenance.®

A long-range facility master plan helps ensure that building projects are prioritized and pursued
according to a studied, developed, and logical process. As administrators, faculty, staff, and
board members change, having an adopted long-range facilities master plan provides stability
and cohesiveness to the district’s construction, use, and management of its facilities program.

RECOMMENDATION
Develop a long-range facility plan.

Having a long-range facilities master plan will ensure that building projects are prioritized,
begun, and completed following a studied, developed, and logical process. As administrators,

5 http://sde.ok.gov/sde/sites/ok. gov.sde/files/CI-AdministratorsGuide.pdf

¢ No official enrollment projections are available from any sources for BCPS.
7 A series bond issue represents a capital improvement plan for BCPS.

8 No official facilities maintenance plan is available from BCPS.
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faculty, staff, and BOE members change, having a long-range facilities master plan will add
stability and cohesiveness to the district’s construction, use, and management of facilities.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 4-2

The building envelope, roof, and HVAC equipment are in fair shape considering the age of the
buildings and low level of maintenance support (one FTE). However, the district lacks a
preventive maintenance program that would help safeguard its facilities.

BCPS currently does not use a work order system to track repairs for preventive maintenance. A
well-functioning work order system is effective in assigning work orders, assessing time to
complete the work, developing workload data, providing feedback to the source of the request,
and in analyzing maintenance trends. These are all activities that are vital to a robust corrective
maintenance program. Additionally, without a detailed preventive maintenance program, it is
impossible to schedule maintenance activities so as to reduce unexpected equipment
breakdowns. The preventive maintenance program can provide a calendar-based schedule to
comply with mandated schedules such as fire alarm inspections, electrical, plumbing and HVAC
check-ups, student safety drills, and bus inspections. A strong preventive maintenance program
is essential to the smooth operation of any facility.

A complete maintenance program involves the following elements:

e timely attention to emergency and corrective maintenance conditions. Emergency and
corrective maintenance occurs when equipment fails, typically requiring more time
and resources to correct than preventive maintenance;

e a preventive maintenance program to keep equipment running at peak efficiencies, to
avoid equipment breakdowns, and prevent minor problems from escalating into major
ones;

e along-range plan to address HVAC, mechanical, electrical, plumbing, and low voltage
systems and/or component replacements required at the end of their expected life. The plan
will typically indicate the current age of the components, what year to expect replacements
to occur, and anticipated costs using a Consumer Price Index multiplier or estimated
inflation rate; and

e amethod of prioritization of work orders so that life safety problems are dealt with first,
safety and emergency problems are dealt with next, and routine problems are dealt with last.

RECOMMENDATION

Develop and implement a preventive maintenance program.
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A well-documented, thorough, and archived work order system is needed to keep track of all
maintenance and repair activities and costs, performed by maintenance staff, custodians, and
specialized technicians (i.e., computer hardware maintenance and repair). Given BCPS’ size and
internal resources, it is logical that the district would look to an off-the-shelf computerized
maintenance management system (CMMS) for a maintenance management and preventive
maintenance system.

Once the CMMS has been procured, staff should receive training and proceed to input data into
the system such as equipment type, manufacturer and location, preventive maintenance
requirements and frequencies, and other details required by the system. Staff should also account
for life safety equipment, with location of device and required tests and maintenance as
stipulated by the state fire marshal and local authority having jurisdiction.

FISCAL IMPACT

The consulting team has worked with one CMMS vendor, SchoolDude, for pricing in several
Oklahoma school districts. Based upon a quotation from SchoolDude for school districts of the
size of BCPS, after the first-year setup cost of $2,885, continuation of the maintenance
management and preventive maintenance modules would cost approximately $1,150 per year.

Recommendation 2019-20 2020-21 2021-22 2022-23 2023-24
SchoolDude
Maintenance ($2.885) | ($1.150) | (S1.150) | ($1,150) | ($1,150)
Essential Pro.’

B. MAINTENANCE AND CUSTODIAL OPERATIONS

The objective in maintaining and cleaning school facilities is to provide safe and cost-effective
buildings, a sound educational environment, increased longevity of buildings and equipment, and
the protection of school property. The maintenance and cleaning of the facilities must be
accomplished in an efficient and effective manner in order to provide a safe and secure
environment that supports the educational program and reflects proper stewardship for district
resources.

Efficiencies and economies of maintenance and cleaning are critical to ensure that resources for
direct instruction are maximized. However, extreme actions to reduce the cost of maintenance
and cleaning can result in higher than acceptable costs of repair and replacement in the years to
come. Consequently, a balance must be achieved between reasonable economies and
unreasonable cost-cutting.

Maintenance

The proper maintenance of facilities is essential to ensuring support for an effective instructional
program. Research has shown that appropriate heating and cooling levels, building and room

% Includes maintenance management and preventive maintenance modules.
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appearances, the condition of restrooms and other facilities, as well as occupant safety, all impact
how students and staff members can carry out their respective responsibilities.

Ineffective or inadequate maintenance provisions have proven to lead to increased costs of
facility operations by shortening the useful life span of equipment and buildings. Many school
districts have adopted rigorous preventive maintenance programs. They maintain a record of the
performance of equipment and the costs of regular maintenance to measure the effectiveness of
these programs.

Exhibit 4-8 provides survey results regarding student, staff, and parents perception of BCPS’
facilities. As shown, a majority of each group feel the facilities are attractive and well-
maintained.

Exhibit 4-8
Student, Parent, and Staff Survey Results Regarding Maintenance

Survey Strongly No Strongly
Group Survey Statement Agree | Agree | Opinion | Disagree | Disagree

My schqol is attractive and 18% 35% 28% 18% 39
Student | welcoming.

My child’s s.chool 1s attractive 1% 74% 894 6% 1%
Parent | and welcoming.

My' schpol building is well- 349, 539, 2% 39 39
Student | maintained.

Thg dlS'tI‘IC‘[ s facilities are well- 15% 61% 0% 12% 12%
Staff maintained.

My' ch1'1d s school is well- 14% 67% 1% 6% 2%
Parent | maintained.

Source: Prismatic Survey Results, December 2018

The district’s operations and maintenance expenditures over the past five years as compared to
the peer districts are shown in Exhibit 4-9. The decrease in BCPS’ expenditures from 2012-13
through 2016-17 was 19.4 percent, which was the second highest decrease among the peers.

Exhibit 4-9
Trend in Maintenance and Operations Expenditures
Percent
Entity 2012-13 2013-14 2014-15 2015-16 2016-17 Change
Boise City $474,224 $408,857 $692,618 $464,702 $382,386 (19.4%) v
Buffalo $349.,445 $497.,446 $367,387 $434,881 $447,254 28.0% A
Sentinel $327,566 $342,363 $342,175 $418,652 $319,565 (2.4%)v
Smithville $560,851 $516,065 $413,605 $382,124 $461,860 (17.7%)v
Tipton $497,156 $671,648 $536,695 $405,649 $369,757 (25.6%)v
Turpin $646,099 $713,044 $608,247 $589,713 $522,205 (19.2%)v
Peer Average $476,224 $548,113 $453,622 $446,204 $424,128 (10.9%) v
Source: SDE, School District Expenditure Reports 2012-2017, and Prismatic calculations
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On a per-student basis, BCPS’ expenditures for maintenance and operations decreased by 12.2
percent; this was the third highest decrease among peers (Exhibit 4-10). In 2016-17, BCPS’
expenditures per student was in the middle of its peers.

Exhibit 4-10
Trend in Maintenance and Operations Expenditures per Student

Percent

Entity 2012-13 | 2013-14 | 2014-15 | 2015-16 | 2016-17 Change
Boise City $1,649 $1,430 $2,393 $1,591 $1,448 (12.2%)v
Buffalo $1,158 $1,623 $1,306 $1,599 $1,511 30.5%4A
Sentinel $932 $1,020 $1,001 $1,187 $996 6.9% A
Smithville $1,934 $1,723 $1,466 $1,365 $1,644 (15.0%)v
Tipton $1,444 | $20,271 $1,672 $1,486 $1,375 (4.8%) v
Turpin $1,583 $1,675 $1,420 $1,319 $1,209 (23.7%)v
Peer Average $1,410 $5,262 $1.373 $1,391 $1,347 (4.5%)v

Source: SDE, School District Expenditure Reports 2012-2017, and Prismatic calculations

BCPS’ maintenance and operations expenditures by category are shown in Exhibit 4-11. In
2016-17, the only expenditures that increased were salaries and benefits.

Exhibit 4-11

Trend in BCPS Maintenance and Operations Expenditures, All Funds

Expenditure Percent

by Category 2012-13 2013-14 2014-15 2015-16 2016-17 Change
Salaries $86,763 $96,013 $102,033 $106,633 $97,550 12.4% A
Benefits $35,032 $37,377 $38,471 $46,097 $38,159 8.9% A
Purchased Services $130,953 $108,250 $340,249 $145,905 $95,889 (26.8%) v
Supplies $174,622 $162,411 $164,320 $161,133 $150,789 (13.6%)v
Property $46,855 $4,807 $47,544 $4,935 $0 | (100.0%)v
Other $0 $0 $0 $0 $0 0.0%
Total $474,224 $408,857 $692,618 $464,702 $382,386 (19.4%) v

Source: SDE, School District Expenditure Reports 2012-2017, and Prismatic calculations

Exhibit 4-12 shows BCPS’ maintenance and operations expenditure amounts by fund over time.
As shown, three funds decreased over the five years while two increased.
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Exhibit 4-12
BCPS Trend in Maintenance and Operations Expenditures by Fund

Percent

Fund 2012-13 | 2013-14 | 2014-15 | 201516 | 201617 | Change
General Fund $317,178 $324,921 $335,504 $338,897 $308,505 (2.7%)v
Building Fund S155417 |  $83.798 |  $99.369 |  $97.905 |  $71431 | (54.0%)¥
Co-Op Fund §1,430 50 50 50 50 | (100.0%) v
FEA Assigned Bond 50 NA | $257,634|  $27,699 $1,986 | 100.0%A
School Activity Fund $200 5138 5111 5202 5464 | 131.8%A
All Funds $474224 | 5408857 | $692,618 | 464,702 |  $382,386 | (19.4%)v

Note: Column sums may not match the total shown due to rounding.

Source: SDE, School District Expenditure Reports 2012-2017, and Prismatic calculations

The BCPS maintenance organizational structure is shown in Exhibit 4-13. The maintenance director
also helps with transportation as a bus driver.

FINDING 4-3

There is one maintenance FTE for the district with responsibilities for the upkeep of 115,000

Exhibit 4-13

BCPS Maintenance Organizational Structure

Superintendent

[

|

Maintenance
Director

High School
Principal

Elementary School

Principal

l

J

Custodians

@

Source: Created by Prismatic, March 2019

square feet of buildings. The maintenance director also performs the mowing responsibilities of
the district. The district does outsource HVAC and plumbing work along with hiring three
students to help with mowing in the summer. The workload on the single maintenance person
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limits him to repairing only emergency items with a large amount of needed maintenance work
being deferred.

The APPA standard for maintenance staffing is one FTE per approximately 45,000 square feet of
facilities. With 115,000 square feet of facilities to maintain on separate campuses, the district
should have 2.5 FTE maintenance staff to meet the APPA standard. Based upon staff input and
the consulting team’s observations regarding the substantial amount of deferred maintenance, it
appears that the district has been understaffed in comparison to national standards for quite some
time.

Maintenance in a school is not merely replacing equipment when it quits working. There are
various types of maintenance that should be performed to ensure the continued safe and efficient
operation of equipment and systems, as well as reducing replacement costs. Becker (2011) wrote
that maintenance can be depicted using a Venn diagram (Exhibit 4-14).

Exhibit 4-14
Overlap and Interrelationships in Types of Maintenance

All Maintenance

Preventive

Source: APPA Operational Guidelines for Educational Facilities: Maintenance, February 2011
As Becker stated:

The large circle represents all maintenance activities that the operations and maintenance
staff may perform in a year. The next smaller circle, entirely within maintenance, is
planned work. These include preventive or predictive maintenance and some corrective
work — those tasks that customers request that have some time requirements associated
with them and are not fully within the facilities operation’s control to schedule. Finally,
hanging off to the side and trying to be part of maintenance, is capital work. !’

10 Becker, T. J., (2011) What constitutes maintenance? Operational Guidelines for Educational Facilities:
Maintenance, second edition (July/August), pp.14-15.
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The older a building, the more corrective maintenance it will require and all buildings, regardless
of age, require regular preventive maintenance.

RECOMMENDATION
Hire one additional maintenance technician.

BCPS should hire one full-time maintenance technician, which should be sufficient staffing, as
long as the district continues to contract with HVAC and plumbing companies. The person hired
should have basic credentials in a skill area (i.e., plumbing, electrical, mechanical, or other
maintenance skills), or be capable of pursuing such credentials.

FISCAL IMPACT

The average salary for a maintenance technician in Oklahoma is $15.13 per hour.!! The
consulting team estimates an annual salary with benefits of approximately $30,000 per year to be
a typical salary for this position.

Recommendation 2019-20 2020-21 2021-22 2022-23 2023-24
Hire one additional
maintenance ($30,000) ($30,000) ($30,000) ($30,000) ($30,000)
technician.

FINDING 4-4

There is no formal training program in the maintenance department that provides trade specific
as well as ongoing safety training as required by state regulations and the Occupational Safety
and Health Administration (OSHA). The maintenance department participates in the annual
district-wide training program that provides the state mandated training such as blood-borne
pathogens, etc. There is no maintenance specific training program that provides the various trade
craftsmen with updated information on maintenance best practices, maintenance cross-training,
or maintenance-specific safety training.

Oklahoma has adopted OSHA standards. More than 100 OSHA standards contain training
requirements. While not all 100 standards are applicable to the school district and its personnel, a
large number do apply.

Training programs improve employee competence and help reduce workplace accidents and
illnesses. Reduced accident and illness rates help reduce absenteeism, employer insurance
compensation costs, and have been shown to improve overall employment satisfaction,
performance, and morale.

Many excellent training programs are available to the maintenance department. The Oklahoma
School Plant Manager’s Association (OSPMA) has both training opportunities and an annual
vendor exhibition where maintenance personnel can receive updated information on products
and equipment. J. J. Keller and Associates, Inc. publishes the “J. J. Keller’s 5-Minute Workplace

1 https://www.indeed.com/salaries/Maintenance-Technician-Salaries,-Oklahoma
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Safety Training Talks” series that provides hard-hitting, informal OSHA and other safety
training that can be adapted to the individual group of maintenance technicians by trade. '?

RECOMMENDATION
Implement a trade specific and safety training program in the maintenance department.

The superintendent should determine what areas of training are needed in the maintenance and
custodial departments. A format and an annual schedule for training should be developed once
the specific areas are chosen. A good practice is to set aside 15 minutes each week for a different
training topic that all maintenance department employees can attend. BCPS is a member of the
Oklahoma Schools Insurance Group (OSIG), OSIG provides inspections of schools and offers
safety programs to its member schools without charge, they may be able to provide the district
with resources to help with the training.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 4-5

The district’s facilities have maintenance deficiencies that have not been addressed. Maintenance
problems were found in all of the facilities visited by the consulting team. These deficiencies
could be life safety and general safety problems. The large amount of backlogged and deferred
maintenance in the district can be mostly attributed to the maintenance department’s one-person
workforce.

Exhibit 4-15 provides multiple instances of maintenance deficiencies observed by the consulting
team. These deficiencies include stained ceilings, altered electrical panels, storage blocking
electrical panels, potential building code violations, unlocked doors, exterior problems, and
several areas that present safety concerns.

12 https://www.jjkeller.com/shop/Product/Safety-Training-Talks-On-the-Go-5-Minute-Refreshers-Manual
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Exhibit 4-15
Observed Maintenance Deficiencies

Missing Ceiling Tiles and Light Diffuser Stained Ceiling Tile Typical

Altered Electrical Panel

Source: Prismatic, F ebrua I 9
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Exhibit 4-15 (continued)
Observed Maintenance Deficiencies

Unmarked Electrical Circuits in Panel Open Electrical Junction Box

Extension Cords Used as Permanent
Wiring

Electrical Panels blocked by Storage

i

Source: Prisatic, February 2019
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Exhibit 4-15 (continued)
Observed Maintenance Deficiencies

Unsecured Chemicals

Broken Fencing*

Crumbling Concrete Sidewalks*

W i\l e

Door with Atypical or No Hardware*

Source: Prismatic, February 2019
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Exhibit 4-15 (continued)
Observed Maintenance Deficiencies

Portable Being Used for Storage*

Uncovered Light Bulb*
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Exhibit 4-15 (continued)
Observed Maintenance Deficiencies

Rusting Breaker Unlocked Custodial Closet™

*Exampleof a broader condition
Source: Prismatic, February 2019

As arule, waiting until a piece of equipment fails and must be replaced will cost significantly
more than prolonging the service life of the equipment via preventive maintenance, and then
scheduling a replacement when the equipment has become obsolete or has outlived its life-
expectancy. A complete maintenance program involves the following elements:
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e apreventive maintenance program to keep equipment running at peak efficiencies, to avoid
equipment breakdowns, and prevent minor problems from escalating into major ones;

e timely attention to emergency and corrective maintenance conditions. Emergency and
corrective maintenance occur when equipment fails, typically requiring more time and
resources to correct than preventive maintenance; and

e along-range plan to address HVAC, mechanical, electrical, plumbing, and low voltage
systems and/or component replacements required at the end of their expected useful life. The
plan will typically indicate the current age of the components, what year to expect
replacements to be needed, and anticipated costs using a Consumer Price Index multiplier or
estimated inflation rate.

As noted in The Real Cost of Deferred Maintenance:

Facilities problems in rural schools that aren’t addressed may seem to disappear, but they
don’t go away — like molds and mildew they just multiply out of sight. Poor conditions
can affect the health and safety of everyone who uses the facility, damage the morale of
students and teachers, and impair their ability to teach and learn, and threaten the facility
itself.

Proper maintenance of rural schools is vital not only because facilities are often old, and
have suffered deferred maintenance for years or even decades, but because the
consequences of improper and inadequate maintenance are so serious. If a leak in the roof
isn’t repaired, it can — like the leak in the fabled dike in Holland — wash away the entire
structure. If the district doesn’t allocate funds to fix such leaks, or do other necessary
preventive work and if state policies are predisposed to new construction, deferring
maintenance may force the closure of a good rural school. Therefore, a thorough program
of preventive maintenance with regularly scheduled inspections is critical. >

As an example, Spring Independent School District (SISD) in Texas developed a comprehensive
preventive maintenance program that includes the schedule shown in Exhibit 4-16.

13 Lawrence, B. K. (2003). Save a penny, lose a school: The real cost of deferred maintenance. The Rural School
and Community Trust. Downloaded November 2016 from
http://www.ruraledu.org/user_uploads/file/Save a Penny Lose a.pdf
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Exhibit 4-16
SISD Preventive Maintenance Program Schedule

and hot water piping

Preventive Maintenance Activity Activity Frequency
Clean A/C unit filters Bi-monthly
Change A/C unit filters 3 to 12 week intervals
Clean chiller condenser coils Bi-annually
Clean fan coil and air handler evaporator coils Annually
Clean ice machine condenser coils Every 4 months
Inspect and capacity test chillers Annually
Change chiller compressor oil and cores Every 2 years
Check chemical levels in closed loop chilled
Monthly

Clean grease traps

Every 3 months

Inspect and test boilers

Annually

Check roofs, downspouts, and gutters

Monthly, repair as needed — 20-year roof warranty

Inspect exterior lighting

Semi-annually

Inspect elementary play gym lighting

Annually

Inspect and clean gym gas heaters

Annually

Inspect playground equipment

Monthly, repair as needed

Clean fire alarm system smoke detectors

Semi-annually

Inspect all interior and exterior bleachers

Annually, repair as needed

Clean, tighten, and lubricate roll out bleachers Annually
Check exterior building and concrete caulking Annually — 8-year replacement
Stripe exterior parking lots Annually

Check condition of asphalt parking lots

Annually — 12-year replacement

Check carpet

15-year replacement

Check vinyl composition tile floors

20-year replacement

Spray wash exterior soffits and building

Every 2 years or as needed

Replace glass and Plexiglas As needed
Paint interior of facilities Every 5 years
Paint exterior of facilities Every 8 years
Perform general facility inspections Annually

Source: SISD Facilities Department, November 2010

RECOMMENDATION

Inspect all facilities, documenting maintenance requirements, then prioritize the list and

correct deficiencies.

Considering the size of the district and the limited availability of staff, the consulting team
recommends that the district have their established outside contractors and maintenance staff
inspect the buildings and create a list of deficiencies and prioritize them based upon the criteria

below.

Each problem should be prioritized in this fashion:
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o life safety;

e general safety;

e facility urgent; and

e facility routine.

Then problems should be categorized as:
¢ in-house capable;

e contractor assist; and

e additional funding required.

Once all problems have been prioritized and categorized, work should begin on correcting the
deficiencies, with life safety-in-house capable and contractor assist coming first, followed by
general safety-in-house capable, and contractor assist coming second. The safety of building
occupants must always be a primary concern.

FISCAL IMPACT

The consulting team estimates that the hiring of a contractor to assist would have an initial cost
of $1,000. This would help with the development of a plan to address the deferred maintenance.
The remaining cost will be revealed once the prioritization and cost estimates have been
completed.

Recommendation 2019-20 2020-21 2021-22 2022-23 2023-24
Hire contractor to
help develop initial
deferred maintenance
list.

($1,000) NA NA NA NA

Custodial Operations

Safe, clean, and sanitary facilities are essential elements of the education environment. School
systems across the United States use different means to address these elements. Typically, BOEs
either contract out (outsource) custodial services or organize a comprehensive in-house program
with staff to provide custodial services. Personnel will be employed by either the outsourced
company or the BOE.

Management responsibility, if the program is in-house, may reside partially or wholly with the
central office, the individual school, or the maintenance department. Determining the desired
organizational structure usually involves several criteria, including minimizing costs to the
school district, improving services to schools, and reducing (or increasing) the span of control of
district or school-based administrators.
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Studies conducted by APPA demonstrate that one custodian should be capable of cleaning
between 20,000 and 30,000 square feet of school facilities to achieve a level 2 or level 3 standard
of cleanliness, respectively. The levels of cleanliness in the APPA standard are shown in Exhibit
4-17.

Exhibit 4-17
Appearance Factors and the Five Levels of Clean

Level 1 — Orderly Spotlessness

Floors and base moldings shine and/or are bright and clean; colors are fresh. There is no buildup in corners or along walls.

All vertical and horizontal surfaces have a freshly cleaned or polished appearance and have no accumulation of dust, dirt,
marks, streaks, smudges, or fingerprints.

Lights all work and fixtures are clean.
Washroom and shower fixtures and tile gleam and are odor-free. Supplies are adequate.
Trash containers and pencil sharpeners hold only daily waste, are clean, and odor-free.

Level 2 — Ordinary Tidiness

Floors and base moldings shine and/or are bright and clean. There is no buildup in corners or along walls, but there can be
up to two days’ worth of dust, dirt, stains, or streaks.

All vertical and horizontal surfaces are clean, but marks, dust, smudges, and fingerprints are noticeable upon close
observation. Lights all work and fixtures are clean.

Washroom and shower fixtures and tile gleam and are odor-free. Supplies are adequate.
Trash containers and pencil sharpeners hold only daily waste, are clean, and odor-free.

Level 3 — Casual Inattention

Floors are swept or vacuumed clean, but upon close observation there can be stains. A buildup of dirt and/or floor finish in
corners and along walls can be seen.

There are dull spots and/or matted carpet in walking lanes. There are streaks or splashes on base molding.

All vertical and horizontal surfaces have obvious dust, dirt, marks, smudges, and fingerprints. Lamps all work and fixtures
are clean.

Trash containers and pencil sharpeners hold only daily waste, are clean, and odor-free.

Level 4 — Moderate Dinginess

Floors are swept or vacuumed clean, but are dull, dingy, and stained. There is an obvious buildup of dirt and/or floor finish
in corners and along walls.

There is a dull path and/or obviously matted carpet in the walking lanes. Base molding is dull and dingy with streaks or
splashes.

All vertical and horizontal surfaces have conspicuous dust, dirt, smudges, fingerprints, and marks.
Lamp fixtures are dirty and some (up to 5 percent) lamps are burned out.

Trash containers and pencil sharpeners have old trash and shavings. They are stained and marked.
Trash containers smell sour.

Level 5 — Unkempt Neglect

Floors and carpets are dull, dirty, dingy, scuffed, and/or matted. There is a conspicuous buildup of old dirt and/or floor
finish in corners and along walls. Base molding is dirty, stained, and streaked. Gum, stains, dirt, dust balls, and trash are
broadcast.

All vertical and horizontal surfaces have major accumulations of dust, dirt, smudges, and fingerprints, all of which will be
difficult to remove. Lack of attention is obvious.

Light fixtures are dirty with dust balls and flies. Many lamps (more than 5 percent) are burned out.
Trash containers and pencil sharpeners overflow. They are stained and marked. Trash containers smell sour.

Source: Fichter, G., (2011). Maintenance of buildings, operational guidelines for educational facilities: Custodial.
APPA, third edition, pp. 72-73.
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FINDING 4-6

The current staffing for custodial services is insufficient. The district currently has two
custodians that clean during the day. They are highly regarded in the district and were described
as “always working.”

The APPA best practice standard states that one FTE custodian should be able to clean between
20,000 and 30,000 square feet of floor area in one day, to at least Level 3, with some areas at
Level 2. At approximately 115,000 square feet the district should have a total of four custodians.

RECOMMENDATION
Hire two additional FTE custodians.

The additional staff will provide for a second shift to deep clean after the students have left for
the day and allow for some flexibility in the summer for striping and waxing of floors. The
consulting team recommends the candidates be interviewed by the principals and day custodian
to further develop the cleaning team, the principals should set schedules allowing coverage for
sporting and community events.

FISCAL IMPACT

Using the payroll information supplied by BCPS, the consulting team estimates a base salary of
$22,258 with benefits of $7,845. Thus, an annual salary per FTE custodian would be
approximately $30,103.

Recommendation 2019-20 2020-21 2021-22 2022-23 2023-24

ﬁfogivﬁnzddmonal (860,206) | ($60,206) | ($60,206) | ($60,206) | ($60,206)

C. ENERGY MANAGEMENT

General energy consumption can be one of the most expensive operational areas for a school
district. Due to the large infrastructure required for education, schools use large quantities of
electricity, water, oil, and natural gas. Implementing an energy management program can assist
in reducing a school district’s operational costs associated with otherwise excessive utility use.

Energy management programs can be implemented in a wide variety of ways, from hiring full-
time energy managers to sending out simple shut-down reminders before school dismissal or
before a break. One of the most beneficial practices of energy management is the recording of
monthly utility bills and the communication of usage and costs to the general staff. Tracking
utility use can give a bird’s eye view of how much each school is spending on its utilities
compared to other schools. The energy manager can then target the most expensive utilities and
work to reduce consumption. This communication helps foster awareness of the expenses of
running a school and brings attention to energy conservation measures by both students and staff.
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The American Society for Hospital Engineers (ASHE) has developed a list of ten components
necessary for a successful energy management program. Although this list was originally
intended for hospital organizations, they are applicable to all energy management programs. As
recommended by ASHE, the items to consider are:

1. Measure/benchmark current energy consumption.

2. Develop an energy use profile.

3. Complete a greenhouse gas emissions inventory.

4. Build teams, get leadership support, and assign dedicated resources.

5. Set targets/goals.

6. Develop strategic action plans for improvement.

7. Consider adopting a strategic energy management plan.

8. Implement projects.

9. Track, measure, and report.

10. Train, educate, and celebrate.

The Association of School Business Officials (ASBO), in their publication Planning Guide for
Maintaining School Facilities,'* suggests that the following guidelines will help a school system
accomplish more efficient energy management:

1. Establish an energy policy with specific goals and objectives.

2. Assign someone to be responsible for the district’s energy management program and give
this energy manager access to top-level administrators.

3. Monitor each building’s energy use.
4. Conduct energy audits in all buildings to identify energy inefficient units.

5. Institute performance contracting (i.e., contracts requiring desired results rather than simply a
list of needed products) when replacing older, energy inefficient equipment.

6. Reward employees of schools or buildings that decrease their energy use.

7. Install energy efficient equipment including power factor correction units, electronic ballasts,
high-efficiency lamps, set-back thermostats, and variable-speed drives for large motors and
pumps.

14 http://nces.ed.gov/pubs2003/2003347.pdf
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8. Install motion detectors that turn lights on when a room is occupied and off when the room is
unoccupied.

Additional information about energy management can be found through the National
Clearinghouse for Educational Facilities’ Energy Page ' which provides a list of links, books,
and journal articles on various methods of heating, cooling, and maintaining new and retrofitted
K-12 school buildings and grounds.

BCPS receives electricity from Tri-County Electric, natural gas from West Texas Gas, and water
from Boise City Public Works Authority. The district’s consumption of utilities for the periods
for which data were available are shown in Exhibits 4-18 through 4-20. As shown, electricity
and gas consumption for 2018-19 have been higher than the same months for 2017-18.

Exhibit 4-18
BCPS Electricity Consumption in Kilowatt Hours
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50,000
e
G
240,000
= 42016-17
<
2 30,000 m2017-18
M m2018-19
20,000
10,000
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Source: Tri-County Electric and Prismatic calculations

15

http://www.ncef.org/search/node/energy%20management
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Exhibit 4-19
BCPS Gas Consumption in Cubic Feet
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Source: BCPS Invoices from West Texas Gas and Prismatic calculations
Exhibit 4-20
BCPS Water Consumption in Gallons
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Note: The Auditorium had no usage from June 2016 to 2017 and the HS used 111,000 gallons in July 2017
Source: BCPS Invoices from Boise City Public Works Authority and Prismatic calculations
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FINDING 4-7

The district has installed digital thermostats that provide set back features when the buildings are
unoccupied. District principals stated they checked their buildings regularly to make sure lights
are turned off and that doors are secured.

The district is working to control consumption of energy by using programmable thermostats and
doing checks to ensure the lights are off during unoccupied times (Exhibit 4-21). The district has
also began replacing lights with light emitting diode technology (LED) fixtures that reduce
energy consumption by two-thirds on average and reduce the heat load by not generating as
much heat as conventional lighting methods.

Exhibit 4-21
Programmable Thermostat with Schedule

Honeywell

Source: Prismatic, February 2019

COMMENDATION
BCPS has developed an energy management program that works for their district.
FINDING 4-8

Many of the district exterior doors are missing weather stripping. This results in a loss of
conditioned air. It also provides access points for insects. Exhibit 4-22 shows a door in need of
weather stripping.
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Exhibit 4-22
Exterior Door No Weather Strip

Source: Prismatic, February 2019

RECOMMENDATION
Check and repair or replace weather-stripping.

The maintenance director should inspect each exterior door in the district to ensure they all have
weather-stripping. He stated he had weather stripping available, thus increasing savings.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

D. SAFETY AND SECURITY

School districts are expected to provide a safe and secure environment for their students and
staff. While districts are largely insulated from violent crime, incidents of violence at schools
draw national attention. School districts must take proactive measures in safety and security even
in incident-free schools. Students, teachers, and other district employees deserve a safe school
environment in which to work and learn.

In 2003, Homeland Security Presidential Directive-5 (HSPD-5) initiated the development of a
National Incident Management System (NIMS) and requires its use by public sector agencies,
including school districts. The intent of this system is to provide a common template and
language for responding organizations to work together in preventing, preparing for, responding
to, and recovering from incidents. As noted by FEMA, NIMS represents “a core set of doctrine,
concepts, principles, terminology, and organizational processes that enables effective, efficient,
and collaborative incident management.”
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NIMS emphasizes that true preparedness requires a commitment to continuous review and
improvement. Most districts understand the continuous nature of emergency management as well
as the four phases that comprise the process circle (Exhibit 4-23).

Exhibit 4-23
Continuous Process of Emergency Management

Recovery

Preparedness

Source: The Office of Safe and Drug Free Schools’ Practical information on
Crisis Planning: A Guide for Schools and Communities, January 2007

The Oklahoma Commission on School Safety, which was created in response to the Newtown
tragedy, submitted several recommendations to the Oklahoma Legislature. Based upon the
commission’s recommendations, the Legislature passed four new laws. Among other things, the
laws require schools to update their safety plans every year and have frequent “intruder drills,”
with students taking cover while the doors are locked, and the windows are covered. The state
also created a new Oklahoma School Security Institute to help schools keep their policies up to

date.

Exhibit 4-24 provides student results to survey questions regarding school safety and security.
As shown, a majority of students agreed or strongly agreed that they feel safe and secure at

school.

Exhibit 4-24

Student Survey Results Regarding Safety in the Schools

Strongly No Strongly
Survey Statement Agree Agree Opinion | Disagree | Disagree
I feel safe and secure at school. 26% 42% 18% 11% 3%
The school buildings and grounds are 26% 379% 29% 89 0%
safe and secure.

Source: Prismatic Survey Results, January 2019
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The Oklahoma Department of Emergency Management (ODEM) reports that the state has had an
increased number of earthquakes in recent years. In 2017, there were 304 earthquakes across the
state with a magnitude of three or higher. Actions that the district can take regarding
earthquakes, and teach to students, staff, and visitors are provided on the ODEM website. !¢

Exhibit 4-25 shows that from 2010 through 2017, Cimarron County has had five tornadoes
touch down in or track across it. All the tornadoes were a F1 on the Fujita Scale.

Exhibit 4-25
Tornados Affecting Cimarron County, Oklahoma, 2010-17

Year Magnitude
2010 F1
2012 F1
2012 F1
2013 F1
2016 F1
Total 5

Source: Extracted by Prismatic from NOAA’s Storm Prediction Center
“Severe Weather Database Files (2010-17),” March 2019

FINDING 4-9

The elementary school does not have a working fire alarm system. The consulting team found
the elementary school fire panel inoperative and power supply disconnected. District staff stated
the alarm panel had been inoperative since early fall.

The panel was installed by district staff and was to be programmed by their fire service
contractor. However, the consulting team was told that the contractor was unable to program it
and would request technical assistance but has failed to return to complete the installation. Fire
alarm systems are required to be operational by the State Department of Education (OSDE).
Exhibit 4-26 shows the inoperable panel.

16 https://www.ok.gov/OEM/Programs_& _Services/Preparedness/Preparedness - Earthquakes.html
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Exhibit 4-26
Inoperable Fire Panel in the Elementary School

Source: Prismatic, February 2019

Exhibit 4-27 details the OSDE requirements for accreditation. The inoperable fire panel
violates the health and safety requirement regarding building code compliance and emergency
warning and prevention systems.
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Exhibit 4-27
OSDE Accreditation Requirements

210:35-3-186. Site and buildings: size and space; accessibility; maintenance; health and
safety

e General requirements for school facilities. All school facilities shall meet the
following requirements:

1. The site and building(s) shall be properly sized and equipped for the number of
occupants and grades served in accordance with the requirements of 70 O.S. § 5-131.

2. Adequate space shall be provided for classrooms, specialized instructional areas,
support facilities and other areas as needed, these areas being grouped and arranged in
such manner to provide optimum instructional function and class control.

e Health and safety. The site and building(s) shall ensure that the health and safety of all
school students, school personnel, and school visitors are properly safeguarded.

1. Building code compliance. Where required, the facility shall have utility systems,
plumbing systems, electrical systems, mechanical systems, emergency systems,
building interiors and building envelope designed, built, and maintained to all federal,
state, and local standards, codes and/or other legal requirements.

2. Loading and unloading zones. The site shall be as free as possible from hazards,
provide a safe area for (un)loading of vehicles, with adequate lighting, signage and
drainage.

3. Hazardous materials. Appropriate programs pertaining to hazardous materials,
hazardous waste, asbestos, underground storage tanks, lead contamination, and other
applicable life, health, and/or safety matters shall be developed and implemented in
accordance with federal, state, and local statutes, regulations, and codes.

4. Emergency warning and prevention systems. Proper precautions shall be taken to
prevent injuries. All equipment and facility safety features shall be in place and
properly maintained, including, but not limited to safety goggles in accordance with the
requirements of 70 O.S. § 24-117 and respirators in accordance with the requirements
of 70 O.S. § 24-118.

Source: SDE, 210:35-3-186

RECOMMENDATION

Contract with a licensed fire alarm contractor and have them repair the system and
provide an inspection tag that shows the system is operational.

The consulting team met with the superintendent and he was in the process of contacting the
districts’ fire service contractor to arrange for them to make the repairs to the fire panel. The fire
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contractor should also inspect the system and provide an inspection sticker to be affixed to the
panel stating it is operational.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 4-10

There was confusion on emergency procedures concerning a lock down and “what level of lock
down it was.” This leaves the district at significant risk of responding incorrectly during an
emergency situation.

The consulting team interviewed teachers within the district and when asked about their
procedures for lock down and lock out they had conflicting processes. They informed the
consulting team that they had several levels of lockdown and were not sure what actions the
drills required.

e Lockout — “Get Inside. Lock Outside Doors” this protocol is used to keep student and staff in
the building;

e Lockdown — “Locks, Lights, Out of Sight” this protocol is used to secure individual rooms
and keep students in place and quiet;

e Evacuate — “Evacuate to the Gym” this protocol is used to move students from one location
to another in or out of the building; and

e Shelter — “Shelter for the Tornado” this protocol is to group and self-protect.'”

These protocols enable rapid and predictable responses in response to unforeseen events.
RECOMMENDATION

Implement a standard response protocol and curriculum for lock downs.

There are foundations that can be located on the Internet that offer K-12 schools with SRP
practices, guidance, training, and materials (i.e., teacher guidance sheets, parent handouts,
teacher training PowerPoints, and school posters) at no cost to the district (Exhibit 4-28).'® This
program offers standardization allowing all stakeholders to understand the protocols in response
to an event.

17 https://iloveuguys.org/srp.html
18 https://iloveuguys.org/index.html#home
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Exhibit 4-28
Student and Parent SRP Handout

LOCKOUT

GET INSIDE. LOCK OUTSIDE DOORS
Lockout is called when there is a threat or hazard cutside
af tha school bulding.

STUDENTS:

# Return to inside of bulding

# Do business as usual

TEACHERS

» Fecover students and staff from cutside
building

® |ncreased situational awareness

# Do business as usual

& Taki roll, account for students

STANDARD™
RESPONSE PROTOCOL

STUDENT SAFETY

A critical ingredient in the safe school recipe is the
classroom response to an incident at school.
Waeather events, fire, accidents, intruders and
othar threats to student safety are scenarios that ane

. LOCKDOWN
;iﬂ?nmmir:i;r_amd for by studants, teachers, staff and LOCKS, LIGHTS, OUT OF SIGHT
Lockdown is called when there & a threat or hazard inside
aﬁplm , N 1 the school bullding.
¢ schodl |s axpanding the safet faim to

incucts the Standard Fesponss Protocsl (SRFY. ?;gEENT% :
The SAP Is based on these four actions. Lockout, L S ST sigh
Lockdown, Evacuate and Shelter. In the event of
an emargency, the action and appropriate direction TEACHERS:
wil be callad on the PA. : Lﬁl-;sclas[mam door

LOCKOUT - “Sacure the Parimater” ouf

LOCKDOWN - “Locks, Lights, Out of Sight” » Move away from sght

# Maintain silence
# Wit for First Responders to open door
oTake roll, account for students

EVACUATE
TRAINING TO A LOCATION

Please take a moment to review these actions. Students i
and staft wil be trained and the school wil dril these i i s e e shwn S RO o0
actions over the course of the school year. 5 0 TSs:
Moare informaticon can be found at TI‘.’DEN
® Bring your phona

e L ® | gave your stuff bahind

& Form a gingle file line

& Show your hands

® Be prapared for alternatives during response.
TEACHERS:

® Grab roll sheat if possible

» Lead students to Evacuation Location

#Take roll, account for students

SHELTER

FOR A HAZARD USING SAFETY STRATEGY
Shalter is callad whan tha need for personal pratection is
NECessary.

SAMPLE HAZARDS:
» Tomado
® Hazmat
SAMPLE SAFETY STRATEGIES:
& Eyacuate to shefter area
» Saal the room
STUDENTS:
& Appropriate hazards and safety strategies
TEACHERS:
® Appropriate hazards and safaty strategies
® Take roll, account for students

EVACUATE - “To the Announced Location”
SHELTER - “For a Hazard Using a Safaty
Strateqy”

-} fit 2008-2017, Ml rights reserved. Tneﬁ.umulsm Foundation. Baley, GO 80421, SRS The Standard Respanse Protocol and K12
I Love U Guys ane Trademnarics of The 1 Love U Guys® Foundabon and may be registersd in certain junisdictions. This mml:nnlma,-be

duplicated for distnbution by recogrized schoals, districts, departments and agencies. SAP K12 STUDENT PARENT HAMDOUT | Version

2407 | 0108201 3 | Revised: 01022017

Source: https://iloveuguys.org/srp.html

FISCAL IMPACT

This recommendation can be implemented with existing resources.
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FINDING 4-11

There are a number of safety issues that have not been addressed in the district. During the site
visit, the consulting team reviewed the district facilities for life safety and general safety
problems.

The consulting team observed many unmanned and unlocked doors into multiple areas of the
district that were unlocked and unobserved. The district employs some camera systems however
they do not prevent entry into the buildings.

Exhibit 4-29 provides multiple instances of safety issues observed by the consulting team. These
deficiencies include many blocked electrical panels, extinguisher, fire door, fire panel, broken
exit sign, and expired items in the science room such as an eye wash bottle, ammonia inhalant,
extinguisher and an AED adult pad.
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Exhibit 4-29
Observed Safety Deficiencies

Electrical panels and Extinguisher Blocked  Fire Door Blocked and Broken Exit Sign

Blocked Fire Panel Blocked Electrical Panels
1 | N T

s

Source: Prismatic, February 019 -

b
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Exhibit 4-29 (continued)
Observed Safety Deficiencies

Expired Eye Wash Bottle in Science Room Expired Ammonia Inhalant in Science
Medical Kit Room Medical Kit

[LoT]
33110
YEXP

APRIL.2016

Expired AED Adult Pad

Source: Prismatic, February 2019

RECOMMENDATION

Conduct an inspection of all facilities removing items that are blocking fire alarm panels,
electrical boxes and emergency exit doors, or correct the deficiencies, and contact the
Oklahoma School Security Institute for a free security assessment.

R Page 4-39



Facilities Use and Management Boise City Public Schools

The maintenance and custodial staff should inspect all mechanical and electrical closets. They
should document all safety deficiencies, develop a prioritized work list, and correct the safety
deficiencies by removing items that are stored blocking fire panels, electrical panels, and
mechanical equipment.

The consulting team recommends that the district contact the Oklahoma Office of Homeland
Security and request a school safety and security assessment of the district. This will assess both
the physical plant as well the district safety plan and emergency preparedness.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 4-12

There is no formally designated safety manager in the district who is responsible for conducting
general safety or life safety inspections of all district facilities on an ongoing basis, or ensuring
deficiencies noted are properly reported and repaired. As discussed previously, BCPS has a
number of safety and security problems.

The district has not designated anyone to ensure that life safety equipment such as fire doors, fire
and smoke boundaries, exit lights, emergency egress lights, and fire extinguishers are tested and
inspected in accordance with national and international codes adopted by the state of Oklahoma.
Nor does the district have a person to conduct general safety and life safety inspections of all
district facilities on an ongoing basis or ensuring that deficiencies are properly reported in a
maintenance work order system with follow-up as appropriate.

Section 1447 of the School Laws of Oklahoma, 2017!° requires that every employer having 25 or
more full-or part-time employees shall designate an employee who shall coordinate all safety
programs of the employer. Additionally, that employee must receive training during the school
year.

RECOMMENDATION

Designate a safety manager for the district who is responsible for establishing safety
programs and procedures in the district.

One person should be designated as safety program manager for the district. This position based
upon the size of the district should be able to provide the inspections concerning OSHA, life
safety, and general building inspections necessary to implement and coordinate a comprehensive
district safety program.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

19 https://sde.ok.gov/sites/default/files/2017%20Scho01%20Law%20Book 0.pdf
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FINDING 4-13

No Safety Data Sheets (SDS) were available in the custodial closets. The OSHA Hazard
Communication Standard, 29 CFR 1910.1200, paragraph(g)(8) states that “the employer shall
maintain in the workplace copies of the required safety data sheets for each hazardous chemical,
and shall ensure that they are readily accessible during each work shift to employees when they
are in their work area(s).”

The lack of SDS in the work area leaves the persons using the chemicals without knowledge of
how to treat an exposure to the chemical. This may leave the district vulnerable in case of an
exposure.

RECOMMENDATION
Provide SDS information at the point of use for chemicals and cleaning supplies.

The district should also provide training on the safety of cleaning products to prevent accidental
or intentional misuse or abuse. A well-trained and informed workforce is not only more
productive but is also safer. Material safety data sheets provide safety information that can be
useful in saving lives in the event of chemical ingestion or inhalation.

FISCAL IMPACT

This recommendation can be implemented with existing resources.
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Chapter 5

Support Services

This chapter reviews several areas of support services in Boise City Public Schools (BCPS). It is
divided into these sections:

A. Child Nutrition
B. Technology
C. Transportation

A. CHILD NUTRITION

Successful administration of the child nutrition program depends upon consistent program
organization, strong financial reporting, and precise personnel management. All of these
administrative areas must align and support the district’s goals for student achievement.

School meal programs began in 1946, when the National School Lunch Act was signed,
authorizing the National School Lunch Program (NSLP) to “safeguard the health and well-being
of the nation’s children.” The program, administered by the U.S. Department of Agriculture
(USDA), is open to all public and nonprofit private schools, as well as all residential childcare
institutions. The NSLP also offers after-school snacks for sites that meet the eligibility
requirements.

The Child Nutrition Act of 1966 established the School Breakfast Program (SBP). This is a
federally-assisted meal program that provides nutritionally balanced, low-cost, or free breakfasts
to children in public schools, nonprofit private schools, and residential child care institutions.

BCPS participates in the NSLP, the SBP, and the USDA Foods in Schools Program. Districts
that participate in these federal programs receive cash subsidies and donated commodities from
the USDA for each eligible meal they serve. In return, the district must serve student meals that
meet federal guidelines for nutritional value, offer free or reduced price meals to eligible
students, and accurately keep required records.

Students in the lowest socioeconomic bracket qualify for free lunches, while others qualify for
reduced price lunches. Meals served according to federal guidelines receive some level of
reimbursement, including those served to students who pay full price. School districts do not
receive federal reimbursement support for teacher or guest meals. Exhibit 5-1 shows the
applicable 2017-18 and 2018-19 federal reimbursement rates for breakfast and lunch. BCPS also
receives an additional six cents per meal for meeting the updated meal pattern requirements.
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Exhibit 5-1
School Meals: Federal per Meal Reimbursement Rates
2017-18 and 2018-19

National School
School Breakfast Lunch Program
Program - Severe Need! (with 6 cents)
Meal Type 2017-18 2018-19 2017-18 2018-19
Free $2.09 $2.14 $3.29 $3.37
Reduced Price $1.79 $1.84 $2.89 $2.97
Paid $0.30 $0.31 $0.37 $0.37

Source: https://www.fns.usda.gov/school-meals/rates-reimbursement

The Healthy, Hunger-Free Kids Act of 2010 (HHFKA) provided sweeping modifications to the
school nutrition programs and made significant changes in the required meal components. The
new regulations require districts to charge equitable prices for full-pay meals and non-
reimbursable a la carte items, establish nutritional requirements for all foods sold on campuses at
any time during the school day, provide free water where meals are served, provide nutrition
education to students in the district, and require school nutrition directors/managers to meet
education, training, and certification requirements.

Exhibit 5-2 provides the nutritional requirements as specified in HHFKA and the Final Rule.
Both the breakfast and lunch menus now must offer more fruits and vegetables than before. Milk
must be low-fat or fat-free. Sodium levels must be reduced. Whole grains must be increased and
trans fats must be eliminated. In the last few years, while many districts have successfully
implemented the requirements of HHFKA, there have been discussions at the federal level about
rolling back some provisions and delaying the implementation of others. Those discussions
concluded in December 2018, with the announcement by the USDA of the Final Rule on School
Meal Flexibilities.

' BCPS is eligible to receive severe need reimbursements for breakfasts served to eligible students on sites where 40
percent or more of the lunches claimed at the site in the second preceding school year were served free or at a
reduced price, and the site is participating in or initiating a school breakfast program.
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Exhibit 5-2
Summary of Nutritional Requirements for Breakfast and Lunch
Breakfast Lunch
Fruit and I cup per day (vegetable substitution ¥-1 cup vegetables plus 2-1 cup fruit
Vegetables allowed). Students are allowed to per day.
select 4 cup under Offer Versus Serve.
Daily minimum of 1 ounce equivalent | Daily minimums varying by grade:
minimum per day; weekly minimum K-5: 1 oz. eq. min. daily (8-9 oz. weekly)
Grains ranges, varying by grade: 6-8: 1 0z. eq. min. daily (8-10 oz.
K-5: 7-10 ounces weekly)
6-8: 8-10 ounces 9-12: 2 0z. eq. min. daily (10-12 oz.
9-12: 9-10 ounces weekly)
K-5: 1 0z. eq. min. daily (8-10 oz.
Meat/Meat May Su.b gtitute me.at/meat' alternates 6-8:“16(6)12{.1}2(1. min. daily (9-10 oz.
Alternate aﬁqr minimum daily requirement for weekly)
grains 1s met. 9-12: 2 oz. eq. min. daily (10-12 oz.
weekly)
Whole At least half of weekly grains must be | At least half of weekly grains must be
Grains whole grain rich. whole grain rich.
Milk 1 cup, 1% (unflavored) or fat-free 1 cup, 1% (unflavored) or fat-free
(unflavored/flavored) (unflavored/flavored)
Target 1 Target 2 Target 1 Target 2
(2019-24): (2024-25): (2019-24): (2024-25):
Sodium* K-5: <540 mg K-5: <485 mg K-5: <1230 mg K-5: <935 mg
6-8: <600 mg 6-8: <535 mg 6-8: < 1360 mg 6-8: < 1035 mg
9-12: <640 mg 9-12: <570 mg 9-12: <1420 mg 9-12: <1080 mg
Trans Fat | Zero grams per serving (nutrition label) | Zero grams per serving (nutrition label)

Source: USDA, December 2018

Exhibit 5-3 provides photos of a sampling of BCPS trays selected by students during the onsite
period. Trays for breakfast and lunch are shown.
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Exhibit 5-3
Sample of BCPS Breakfast and Lunch Trays

Source: Prismatic, January 2019

Exhibit 5-4 shows the current child nutrition organizational structure for BCPS. As shown, the
district employs a cafeteria manager and two kitchen staff.

Page 5-4 PR SMATIC

SERVIGES _TNC



Boise City Public Schools Support Services

Exhibit 5-4
BCPS Child Nutrition Organizational Structure

Superintendent

Cafeteria
Manager

Kitchen Staff
(2)

Source: Created by Prismatic, February 2019
FINDING 5-1

The district’s open campus policy for high school students has a negative financial impact on the
child nutrition program. Moreover, it provides students with unsupervised time during the school
day.

The superintendent stated an open campus policy for the high school students has been a
longtime practice. Prior to the beginning of the 2017-18 school year, only a la carte items were
available for purchase in the high school building. The district started offering lunch service at
the high school building in the 2017-18 school year when the junior high students moved into the
high school building. The practice of an open campus for high school students continued even
though they now had lunch service available to them in their building. Approximately 23 high
school students eat lunch a day.

Off the Map: Extracurricular School Food Open Campus Lunch published by the Public Health
Advocacy Institute? addresses open campus policies in schools. They state that open and closed
campus policies have the potential to affect students’ health, safety, and security, as well as to
influence the school environment itself. They note that the 2006 School Health Policies and
Programs Study showed that nationwide 71.1 percent of high school districts have a closed
campus policy. The nationwide trend is moving toward more closed campuses as in 2000 there
were 65.9 percent nationwide. They describe the school environment as an important sphere in
the development of dietary behavior and recommend policymakers to craft school food laws that

2 https://www.phaionline.org/2009/04/06/off-the-map-extracurricular-school-food/
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encourage healthier options while restricting unhealthier options. They state student input and
support are critical to the success of a closed school policy.

RECOMMENDATION
Discontinue the open campus policy for all high school students.

The district should form a task force comprised of administrators, parents, and high school
students to develop strategies around elimination of the open campus policy. The change should
be executed with a phased in approach. In year one, school year, 2019-20, it should be open only
to seniors. In year two it should be closed for all grades.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 5-2

The district is allowing an indirect violation of USDA policy on a regular basis. Once a month,
students are allowed to purchase a lunch at the nearby church in competition with the school
lunch program.

The district encourages participation in this event by providing transportation for junior high
school students as observed by the consulting team. Other students were observed walking or
driving to the church. As can be expected, meal participation is impacted. The day before the
event in January 2019, 243 lunches were served. On the day of the church event 175 lunches
were served in the cafeteria, a 28 percent decrease. This event is held once a month on the
second Tuesday of each month. The cafeteria manager stated there are times when the day
changes and she is not always notified, resulting in overproduction and wasted food.

USDA Federal code 7 CFR 210.11 addresses competitive food sales. Competitive food is
defined as all food and beverages other than meals reimbursed under programs authorized by the
Richard B. Russel National School Lunch Act and the Child Nutrition Act of 1966 available for
sale to students on the school campus during the school day. Though the church is technically
not on the school campus, the district is breaking the spirit of the law by transporting students to
another food provider during the same time as lunch service.

RECOMMENDATION
Adhere to USDA policy regarding the promotion of competitive foods sources.

The district should discontinue the practice of allowing students who have an open campus at
lunchtime to leave the school and purchase food at another vendor. They should work with the
church to develop alternative fundraising events involving students that do not impact
participation in the school lunch program.
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FISCAL IMPACT

The district receives three forms of reimbursement for every lunch served. Meal reimbursement
($3.33 for free students), USDA foods ($0.23), and a state performance incentive ($0.06) for a
total of $3.62 per student. There were 68 fewer students who received a lunch on the day of the
event for a loss of $246.16 (68 x $3.62). The church holds the event once a month so assuming
the same drop in participation, the net impact is an annual increase of $2,462 for the ten months
students attend school. Adhering to USDA policy should therefore increase annual child
nutrition revenues.

Recommendation 2019-20 2020-21 2021-22 2022-23 2023-24
Discontinue USDA

policy violation in $2,462 $2,462 $2,462 $2,462 $2,462
competitive foods.

FINDING 5-3

The child nutrition manager lacks training in some aspects of the federal school meals program.
The manager indicated a lack of understanding of the software program used to create menus and
perform nutritional analysis. She also stated a need for more training with inventory tracking.

The cafeteria manager was promoted to her position at the beginning of the 2017-18 school year.
Prior to that she had been a part-time kitchen employee for two weeks. She had no prior
experience in the school meals program. She was not mentored or trained by the person she
replaced. She did receive some basic training from the Oklahoma State Department of Education
(SDE) child nutrition consultant assigned to the Boise City region. She also had to assume the
duty of processing meal applications this year after the sudden departure of another staff person
assigned to this task.

The consulting team observed the cafeteria manager performing several meal production and
cleaning duties during the time when she should have been completing her daily bookwork. The
other two kitchen staff could have completed the meal production and cleaning tasks. Then, the
manager could have been able to perform the required bookwork after the breakfast service, and
the required bookwork after the lunch service, instead of doing these tasks at the end of the
workday. Additionally, the manager could have more time for menu planning, meal applications,
and any other assigned duties. This change could provide more time for the manager to learn
more about her role as manager.

NutriKids is the software program used by the district for menu making and nutritional analysis.
The manager showed the consulting team the user guides regarding this software program. She
stated she is not trained on this program and has not found the time to learn the software. She
would like to learn how to input recipes, new food items, and perform a nutritional analysis on
the menus. The manager also stated another area she is not trained on and needs help is inventory
tracking, which is not an automated process. She would also like to learn about how to track food
costs. The manager indicated that she is interested in learning, and desires to go to training over
the summer months.
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The administrative review (AR) performed by the SDE in February 2018, noted violations in the
application processing area, which is a task the current manager was not performing. Other
violations were found in the purchasing area, which is a task performed by another district
employee. The noncompliance areas under the manager’s purview were the production records
and the development of a food safety training plan; these were noted as minimal. Both of these
areas were corrected, and the AR was closed in April.

The school meals program is complex, not static, and is governed by local, state, and federal
rules and regulations that also undergo frequent changes. For these reasons it is a difficult
program to learn and requires continual updates in training. In recognition of the need for
continuing education, building skills, and empowering staff, the USDA instituted Professional
Standards requirements.

The purpose of the Professional Standards provision of HHFKA is to establish minimum
continuing education standards for all school nutrition professionals. These training standards
help ensure that child nutrition personnel have the knowledge, training, and tools they need to
plan, prepare, and serve nutritious meals to students.

Exhibit 5-5 outlines the minimum training hours required for each employee group. The training
must be job-specific, apply to the employee’s work duties, and assist them in optimal
performance of their assigned job duties.

Exhibit 5-5
Professional Standards Annual Training Hours Required
CN Position 2015-16 2016-17
Directors 8 hours 12 hours
Managers 6 hours 10 hours
Staff 4 hours 6 hours
Staff (less than 20 hours) 4 hours 4 hours

Source: USDA, January 2012

In addition to USDA requirements for training, The School Nutrition Association (SNA) in their
Keys to Excellence: Standards of Practice for Nutrition Integrity* recommend the following as a
best practice: “Orientation and training that enhances learning and improves job skills is
available to all school nutrition personnel.”

RECOMMENDATION

Obtain training for the child nutrition manager on a variety of topics regarding the school
meals program.

The Oklahoma SDE child nutrition consultant for the BCPS region should be contacted on any
area the manager does not feel proficient with. Their technical assistance and training is free and
their goal is to assist child nutrition personnel in running a more efficient and effective program.

3 https://schoolnutrition.org/learning-center/usda-professional-standards/keys-to-excellence/
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The manager should join the Oklahoma School Nutrition Association (SNA) and attend the
trainings and conferences they provide. The summer conference would be especially helpful as it
contains an exhibit hall with food and equipment vendors. The manager should become familiar
with the many online training opportunities provided at no cost by the Institute for Child
Nutrition (ICN)*. These can be used to upgrade her skills as a manager and also meet the
Professional Standards requirements for the other kitchen staff. Another useful training tool is to
visit child nutrition programs in other school districts to get ideas for menu items, equipment,
and different types of meal service. Finally, the district should hire a BCPS student proficient in
technology to learn about the NutriKids program, input data, perform a nutritional analysis of the
menus and teach the manager how to perform these tasks. This process should be completed by
the end of summer 2019 so new menus can be developed that meet the nutritional analysis
requirements.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 5-4

The financial status of the child nutrition program is problematic. The program operated at a loss
and required general fund assistance for the past three years to cover expenses. This has reduced
the amount of general funding available for other district programs, including instruction. The
child nutrition manager does not receive any financial reports and is therefore not knowledgeable
about the financial aspects of the program.

There is no separate child nutrition fund. All revenue and expenditures are put in the general
fund. The financial secretary stated this is done because usually the program operates at a loss
and requires support from the general fund. This procedure was implemented to simplify the
process, eliminating transfers from one fund to another. Exhibit 5-6 shows the BCPS child
nutrition program revenues and expenditures over time. Data were extrapolated from the general
fund account. As shown over the last three years, the child nutrition program’s revenues
increased, expenditures decreased, and the annual loss decreased each year. Nevertheless, the
program finished 2017-18 with a substantial financial loss.

4 https://theicn.org/
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Exhibit 5-6
BCPS Child Nutrition Revenues and Expenditures
2015-16 | 2016-17 | 2017-18

Revenues
Return of Assets (Local Sources) $13,323 $20,089 $34,034
State Reimbursement $1,359 $1,217 $1,169
Federal Reimbursement $81,409 $93,782 $92,701
Total Revenues $96,091 $115,088 | $127,904

Expenses
Salaries and Benefits $103,504 $97,665 | $101,145
Food and Supplies $92,701 $87,677 $82,113
Other Expenses $9,075 $3,312 $5,081
Total Expenses $205,280 $188,654 | $188,339
Revenue - Expenses ($109,189) ($73,566) | ($60,435)

Source: SDE, School District Revenue and Expenditure Reports 2015-18
Note: Totals may not reconcile completely due to rounding

There are no financial reports prepared for the child nutrition program. Revenue and expenditure
data are available that could be used to prepare a monthly site level report. Participation and
sales data are available from the automated POS (point of service). This data are tabulated by the
financial secretary to prepare the claim for reimbursement. Orders are placed with vendors who
provide an invoice upon delivery. These invoices are given to the financial secretary where they
are tabulated and prepared for payment. These invoices could be used to determine food and
supplies costs. Staff are paid on a contract basis so labor costs and benefits are readily available.

The lack of data has resulted in no regular assessment being performed. Decisions are made
regarding menus, purchasing food and supply items, salaries, and assigning labor hours with no
knowledge of how these costs are impacting the overall financial health of the program. As long
as the district has sufficient funds to support the program there is no effort made to determine if
improvements could be made for greater effectiveness. The manager has not been taught how to
determine if revenue is sufficient to cover the costs expended.

Standard business practice dictates the development of a well-defined set of reports that can be
used for data analysis and program improvement. School Food & Nutrition Service Management
for the 21st Century, sixth edition, states the following regarding school food service programs
operating as an enterprise system:

The school food and nutrition service fund is one of the most challenging school district
accounts to manage because of the many variables. A good accounting system is
essential. It should follow generally accepted governmental accounting principles. The
school food and nutrition service fund is an enterprise fund. An “enterprise fund”
generates its own income and is different from a “budgetary fund.” The program fund
parallels an enterprise account in that it produces goods, provides services, and charges
for those goods and services.
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Managing Child Nutrition Programs: Leadership for Excellence, second edition, edited by
Josephine Martin and Charlotte Beckett Oakley, states, “One of the most important aspects of
financial management involves the preparation of financial statements that can be used to
analyze program operations.”

School meal programs are unique in a school district because they have both revenue and
expenditure accounts. If the programs do not operate with fiscal soundness, they are dependent
upon the general fund for subsidization. The only way to ensure a fiscally solvent program is to
prepare reports and then use this information for making decisions.

ICN recommends preparing and distributing site-level performance reports in their class
Financial Management: A Course for School Nutrition Directors.> SNA’s self-assessment tool,
Keys to Excellence, includes the following best practices and indicators:

e A Statement of Revenue and Expenditures (Profit and Loss Statement) is prepared on a
monthly basis for the department level and for each serving site.

e School nutrition site-level Statement of Revenue and Expenditures are distributed.

e School nutrition personnel at the school site level receive training on controlling costs and
revenue generation.

e School nutrition personnel at the school site level are encouraged to develop and implement
practices to increase revenue and control costs.®

One cafeteria-level report distributed by another school district is shown in Exhibit 5-7. This
sample provides a variety of data, including financial and performance data, in a format that is
easy to read and understand. Additional sample reports can be found in the NFSMI financial
management class materials.

3 https://theicn.org/icn-resources-a-z/financial-management-a-course-for-school-nutrition-directors/
¢ https://schoolnutrition.org/learning-center/usda-professional-standards/keys-to-excellence/

PR_SMATI Page 5-11


https://theicn.org/icn-resources-a-z/financial-management-a-course-for-school-nutrition-directors/
https://schoolnutrition.org/learning-center/usda-professional-standards/keys-to-excellence/

Support Services Boise City Public Schools
Exhibit 5-7
Sample Monthly Cafeteria Report
Revenue: Current Month Year to Date Percent of Revenue
Meal Revenue $2,411.40 Total % of Total Goal
Supplemental Sales $1,648.90 Cost Revenue Less Than
T—— $75.34 Food $7.138.00 37.18%|  40%
i 5913.00 4.76% 5%
Total Reimbursement $15,061.75 SUpples -
PYBTTY 138 5544 Labor $8,186.19 42.64% 40%
TOTAL REVENUE: $19,197. ,903. e p T T =
Total Cost 516,128.82 84.02% | 92%,
Expenses: 1 p th Year to Dat
lni:entory/Food Cost e St Total Meal Equivalents Per Day
Beginning inventory $5,973.00 Total Breakfasts: 56
Purchases $7,167.00 Total Lunches: 264
Transfers (370.00} Supplemental Sales: 36
Ending Inventory $5,932.00 Total Meal Equivalents: 357
Total Food Usage: o it % of Eligible Meals Served
PRSI
Inventory/Supply Cost Average Daily Attendance: 426
Beginning Inventory e #Eligible | % Served Goal
Purchases $753.00 Erae 223 85.67%
Transfers $311.00 Reduced 14 88.72%
Ending Inventory $1,564.00 Paid 219 26.56%
: 5913.00 $6,618.00
LOtRe TR e i Current Month Plate Cost
Labor Costs $8,186.19 Total Cost Per Goal
School Staff L School Cost ME
Temporary Labor $0.00 Food $7,138.00 $1.05 $1.08
Total Labor: $8,186.19 $67,638.24 Supplies $913.00 $0.13 e 50
Labor $8,186.19 $1.38 $1.08
Overhead (5108.37) $6,207.11 Overhead (5108.37) ($0.02) $.19
Total Cost | $16,128.82 $2.55 $2.48
& SV
: $16,128.82 $132,149.35
TOTAL EXPENSES ’ YTD Plate Cost
GAIN or (LOSS): $3,068.57 $7,754.09 Total Cost Per Goal
’ o i School Cost ME
. . (3 - 0
% GAIN or {LOSS): 5] $51 586,00 §1.05 $1.08
H 0.13
Supervisor Comments/Suggestions: Supplies $6,618.00 5 $.13
Labor $67.638.24 $1.37 $1.08
Overhead $6,207.11 $0.12 5.19
Total Cost  [5132,149.35 $2.67 $2.48

RECOMMENDATION

Implement changes that will result in a more cost-effective food service program; at the

Source: Prismatic files, December 2013

same time, provide financial reports and training to the child nutrition manager.
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There are several other findings in this chapter that if implemented will result in a more positive
overall financial picture for the child nutrition program. Closing the school campus to all
students, starting an a la carte program at the secondary level, discontinuing the practice of
allowing students to purchase a meal at the church, implementing a fruit and vegetable bar to
attract high school students, and serving breakfast at the high school will all result in increased
revenue. Implementing a pre-portion self-serve fruit and vegetable option by adapting the
serving line at the elementary school will reduce food costs. Preparing financial reports and
training the manager on how to analyze them will serve as an incentive to reduce per meal costs
and improve the overall financial status of the program.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 5-5

The child nutrition program is not adequately managing its staff. The current Meals per Labor
Hour (MPLH) is below industry standards when all labor hours for the preparation and service of
meals are included. In addition to labor hours for child nutrition staff (24) one hour of daily
cashier duties at lunch are provided by the elementary secretary. The child nutrition manager
does not calculate MPLH and therefore does not know the MPLH for the school meals program.

The district is not using the SDE recommended staffing guidelines to set goals for productivity
relative to meals served. SDE guidelines provide productivity goals based upon the number of
meal equivalents served and the number of labor hours needed to prepare those meal equivalents.
The student reimbursable lunch meal is the standard unit of conversion for determining meal
equivalents. Therefore, all meal types are converted to meal equivalents for the purposes of
measurement. A meal equivalent is not a unit of production, but a calculation that allows a child
nutrition manager to equate all meals to a standard. By converting all food sales to meal
equivalents, a manager can determine production rates. The SDE uses the following conversions
to meal equivalents:

e one lunch equates to one meal equivalent;

e two breakfasts equate to one meal equivalent;

e three snacks equate to one meal equivalent; and

e ala carte sales of $3.56 equate to one meal equivalent.

The most common means of measuring employee productivity in child nutrition is the MPLH
measure. This is calculated by dividing the number of meal equivalents produced and served in a
day by the number of labor hours required to produce those meals. The SDE guidelines for
MPLH staffing are shown in Exhibit 5-8. The SDE provides MPLH guidelines for both
conventional and convenience systems of food preparation. The consulting team found BCPS
menus to be a mix of conventional and convenience food preparation. Therefore, their
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productivity in labor hours should be at the low end of the recommended total hours for the
conventional system.

Exhibit 5-8
Oklahoma Staffing Guidelines for Onsite Production
Recommended for Recommended for
Conventional Systems’ Convenience Systems®
Number Meals per Meals per

of Daily Meal Labor Hour Total Labor Hour Total

Equivalents (MPLH) Hours (MPLH) Hours
10— 100 12 <8 16 <6
101 — 150 12 8§—-12 16 6-9
151 —200 12 12-16 16 9-12
201 —250 14 1417 17 1214
251 -300 14 17-21 18 14—-16
301 — 400 15 20-26 18 17-21
401 - 500 16 25-31 19 21-25
501 — 600 17 29 —35 20 25-30
601 — 700 18 33-37 22 27-31

Source: OK SDE Child Nutrition Manual Compliance Section, July 2018

Exhibit 5-9 shows the 2017-18 monthly MPLH for the BCPS cafeteria. Productivity (MPLH)
was lower than the recommended standards, and labor hours were in excess of SDE
recommendations by eight hours per day.

7 A system where meals are generally prepared from scratch onsite.
8 A system where meals are generally only re-heated from frozen prepared items onsite.
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Exhibit 5-9
Boise City Cafeteria Meals per Labor Hour
2017-18

Daily | Daily

Lunches | Breakfasts Meal School | Meal | Labor
Month Served Served | Equivalents | Days | Equiv. | Hours | MPLH
August 2,248 1,052 2,942 11 267 25 10.7
September 3,983 1,945 5,267 20 263 25 10.5
October 3,876 1,778 5,049 19 266 25 10.6
November 4,172 1,803 5,066 19 267 25 10.7
December 2,074 1,016 2,745 11 250 25 10.0
January 4,328 2,023 5,663 20 283 25 11.3
February 3,901 1,768 5,068 18 282 25 11.3
March 2,986 1,391 3,904 14 279 25 11.2
April 3,961 1,847 5,180 19 273 25 10.9
May 1,158 549 1,520 6 253 25 10.1
Total 32,687 15,172 42,404 157 268 25 10.7

Source: BCPS and Prismatic calculations, January 2019

Exhibit 5-10 shows the 2018-19 monthly MPLH for the BCPS cafeteria. Productivity (MPLH)
improved from 2017-18 due to increased district enrollment and the start of the lunch service, in
place of just a la carte, to high school students. However, it could be further improved as it was
lower than the recommended standards by approximately five hours per day.

Exhibit 5-10
Macomb Cafeteria Meals per Labor Hour

2018-19

Daily | Daily

Lunches | Breakfasts Meal School | Meal | Labor
Month Served Served | Equivalents | Days | Equiv. | Hours | MPLH
August 2,765 1,244 3,586 12 299 25 12.0
September 4,430 2,137 5,840 19 307 25 12.3
October 4,712 2,101 6,099 20 305 25 12.2
November 4513 1,909 5,773 18 321 25 12.8
December 3,075 1,456 4,036 14 288 25 11.5
Total 19,495 8,847 25,334 83 304 25 12.2

Source: BCPS and Prismatic calculations, January 2019

Costs for labor and benefits are a major expenditure for child nutrition programs. To maintain a
sound financial position, goals for staffing must be established based upon industry standards.
SDE has established guidelines for districts to calculate meal equivalents and assign labor hours.
MPLH must be calculated and evaluated on a regular basis to ensure that the kitchen has
adequate labor hours but is not overstafted.
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RECOMMENDATION

Implement a combination of a reduction in labor hours and efforts to increase meal
equivalents to yield higher productivity rates.

There are two ways to increase the productivity rate and produce more meals per hour of paid
labor:

e decrease the number of labor hours — the number of staff in the school could be reduced or
the number of staff hours worked daily can be reduced by adjusting work schedules; and

¢ increase the number of meal equivalents — implement measures to increase participation and
a la carte sales. Unless the child nutrition program is feeding all of the students, faculty, and
staff every day, there are possibilities for increasing participation. Every student who is
enrolled and every adult who is employed by the school is a potential customer.

BCPS should implement a combination of decreasing labor hours and efforts to increase meal
equivalents. Since an a la carte program is not available to the junior high and high school
students, offering a la carte offerings will help increase meal equivalents. Closing campus for all
grade levels, as recommended in Finding 5-1 will serve to increase participation levels. The use
of the elementary secretary as a cashier at lunch service should be eliminated. This will reduce
labor by one hour. These actions combined will serve to improve productivity levels in the meals
program.

FISCAL IMPACT

This recommendation can be implemented with existing resources. The secretary is not paid out
of child nutrition funds for the one hour she works as a cashier so labor costs for the child
nutrition program will not be reduced by eliminating this position.

FINDING 5-6

Boise City Public Schools has an approval rate for free and reduced that is higher than the peer
district average and the state average. In BCPS, 76.9 percent of students are approved for free
and reduced meals, compared to the state average of 61.3 percent. The approval rate is higher
than all but one peer district, as shown in Exhibit 5-11.
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Exhibit 5-11
BCPS and Peer District Approval Rates 2018

Entity Approval %
Boise City 76.9%
Buffalo 65.2%
Sentinel 67.6%
Smithville 82.2%
Tipton 72.1%
Turpin 65.1%
Peer Average 71.5%
State Average 61.3%

Source: OEQA District Socioeconomic Data, 2018

BCPS has a thorough procedure for processing the free and reduced price meals. Applications
are available at all schools in the main office and are prominently displayed. They are provided
at back-to-school nights at the beginning of the school year. The district has an effective
communication process with parents to ensure all eligible families are applying.

COMMENDATION

BCPS has developed a thorough process for approving applications for free and reduced
meals, resulting in an approval rate that is higher than both the state and peer district
average.

FINDING 5-7

Student meal participation rates could be improved. Breakfast rates at the secondary level are
extremely low. Lunch rates at the high school are also low.

Breakfast is served at the elementary school but not at the high school. Those secondary students
who wish to receive a breakfast must come to the elementary school. There is approximately one
junior high student per day and one high school student per day who receives breakfast. There
are no choices of items available at breakfast. There is no self-serve. The menu is repetitive and
lacks variety. There is no choice of milk flavors and on the day of observation, the consulting
team observed a large number of students not taking milk. The first school year in which meal
claims were split by grade level was 2018-19, allowing an analysis of participation by grade
level.

Exhibit 5-12 shows breakfast participation in BCPS compared to industry standards. Data are for
the time period of August through December, 2018. As shown, participation at the elementary
level is higher than industry standards but extremely low at the secondary level.

PR SMATI Page 5-17

SERVWICES, TNC



Support Services Boise City Public Schools

Exhibit 5-12
Best Practice Breakfast Participation Rates Compared to Boise City

Best BCPS Rate
School Practice | (2018-19)
Elementary 35% 42%
Junior High 35% >1%
High School 25% >1%

Source: HealthierUS School Challenge Criteria, 2014, and BCPS, January 2019

Lunch is served at the elementary school for that grade level and at the high school building for
junior high and high school students. The food is prepared at the elementary school and brought
to the high school building. All students at the junior high and high school level come to the
lunchroom at the same time. There is an open campus policy for high school students. At both
schools there are no choices of menu items and no self-serve. The same menu is served at both
the elementary school and the high school. There is a nice variety of entrée items during the
month. There is no flavored milk. The manager stated she discontinued ordering it due to the
product spoiling quickly. Milk is delivered only once a week. The consulting team discussed the
use of shelf stable chocolate milk as an option. There are no a la carte items for sale at the high
school. This practice was discontinued when lunch service began last school year.

Exhibit 5-13 shows lunch participation by grade level compared to industry standards. As
shown, participation could be improved at the junior high level and is extremely low at the high
school level.

Exhibit 5-13
Best Practice Lunch Participation Rates Compared to Boise City

Best BCPS Rate
School Practice | (2018-19)
Elementary 75% 74%
Junior High 75% 70%
High School 65% 29%

Source: HealthierUS School Challenge Criteria, 2014, and BCPS January 2010

Student surveys indicated that 51 percent of them disagreed or strongly disagreed that there is a
good variety of food served and 54 percent of them disagreed or strongly disagreed that they like
the food served (Exhibit 5-14). Because participation levels are high at the elementary and
junior high level, it can be extrapolated that the majority of these surveys came from high school
students. This survey data substantiate the need for major improvements to the meal program for
high school students which should result in improved participation levels.
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Exhibit 5-14
Student Survey Results on the Cafeteria

Strongly No Strongly

Survey Statement Agree Agree Opinion | Disagree | Disagree
Discipline and order are maintained in 1% 43% 279 14% 50,
the school cafeteria.
I have enough time to eat my lunch 89, 35% 1% 16% 30%
each day.
I like the food served in the cafeteria. 5% 16% 24% 22% 32%
};lz)edcafeteria serves a good variety of 89 24% 16% 19% 329

Source: Prismatic Survey Results, January 2019

There are a variety of resources and training materials available to assist child nutrition programs
in increasing participation. The Smarter Lunchrooms Movement at the Cornell Center for
Behavioral Economics in Child Nutrition Programs has an assortment of training materials, best
practices, research articles, and self-assessment forms. The SNA has a self-assessment section on
menu planning and marketing in their Keys to Excellence. The ICN has a publication, Best
Practices for Marketing the School Nutrition Program, as well as training courses for staff such
as Focus on the Customer. USDA’s Team Nutrition has a toolkit Fruits and Vegetables Galore
which contains a workbook titled Meal Appeal Attracting Customers.

RECOMMENDATION
Implement strategies for increasing meal participation at the high school level.

BCPS should organize a high school student advisory group that meets regularly to provide input
on the menus currently being used as well as taste new food items and recipes. Feedback from
these meetings should be used to develop a secondary menu for lunch. Menu planning should
include multiple entrée choices. An a la carte program should be started. Nutritional
requirements of the HHFKA “Smart Snacks” must be followed when selecting items for sale.

The district should implement a self-serve fruit and vegetable bar at the high school which would
contain the cold fruit and vegetable offerings instead of offering them on the line. This change in
serving method would eliminate the need for the custodian to assist with lunch serving. These
bars have proven to be popular with students and increase the consumption of fruits and
vegetables. Naturally, SNA’s 2017 Trends Report states that offering customizable menu options
is the norm in 87.4 percent of school districts. The most prevalent type of customization option,
found in 68.6 percent of districts, is salad/produce bars or made-to-order salads.

The district should implement a grab and go breakfast cart service in the high school and position
it where the students enter the building. Items offered should be pre-wrapped and students should
be allowed to eat in the classrooms. Exhibit 5-15 and Exhibit 5-16 show an example of a grab
and go breakfast cart service and fruit and vegetable bar from other districts. Data nationwide
have shown this initiative to be successful in increasing breakfast consumption especially at the
secondary level.

PR SMATI Page 5-19

SERVWICES, TNC



Support Services Boise City Public Schools

Exhibit 5-15
Breakfast Cart at Another District

Source: Prismatic file photos

Exhibit 5-16
Fruit and Vegetable Bar at Another District

Source: Prismatic file photos

FISCAL IMPACT

The organization Salad Bars to Schools® estimates the cost for one freestanding, mobile salad bar
to be $3,147. This includes everything a school needs to get started: the bar, chill pads, pans, and

? http://www.saladbars2schools.org/get-a-salad-bar/schools/
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tongs. They offer grants to help a school district purchase and start a salad bar. Another

manufacturer’s website shows these bars without the needed serving items to cost approximately
$1,700. A non-refrigerated cart appropriate for a breakfast grab and go program can be
purchased for approximately $450. The fiscal impact will be greatly reduced if a salad bar grant

can be secured.

Recommendation 2019-20 2020-21 2021-22 2022-23 2023-24
Purchase a salad bar

and breakfast cart. (83,597) $0 $0 $0 $0
FINDING 5-8

The district is not maximizing the use of technology for the free and reduced meal application
process. Parents are not able to apply on-line. Use of this technology would serve to reduce labor
required to process the applications and create a more efficient process.

Meal program applications are distributed to parents at the beginning of the school year. Parents
return them to the school or by USPS mail. They are processed by the cafeteria manager using
the Municipal Accounting System (MAS) application processing software. Applications are not
available for parents to download online and they have no opportunity to apply online. MAS
does, however, have an online application available. The department does use MAS for other
applications such as the point of service (POS). When asked in an interview, the principal noted

the ability to apply online would be a positive change.

Parents and students have a keen understanding of technology, use it in their daily lives, and
come to expect it when they participate in the school meals program. Parent surveys indicated
that 57 percent of them agreed or strongly agreed that they regularly use technology to keep up
to date on their child’s education (Exhibit 5-17). Putting the application on the district website
for easy access and giving them the ability to apply online will be seen as a positive change and
is an effective way to ensure all eligible students are enrolled in the free and reduced program. It
will have the added benefit of reducing the amount of time the manager spends on the meal
application process and the process should be completed more quickly.

Exhibit 5-17
Parent Survey Results on Technology

Strongly No Strongly
Survey Statement Agree Agree Opinion | Disagree | Disagree
I regularly use technology to keep up-
to-date on my child’s education
o . 14% 43% 21% 15% 7%
(emailing teachers, online gradebook,
etc.).
Source: Prismatic Survey, January 2019
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RECOMMENDATION

Implement the available component of the current software provider to automate the
process of on-line meal applications.

The district should work with their automated software provider to enable parents to fill out their
applications for meal benefits on-line. This should be implemented for the beginning of the
2019-20 school year. In addition, at pre-enrollment time a computer should be available in the
schools for parents who would like to immediately apply online.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 5-9

The district purchases off the state bid for a majority of the food and supplies used in the meals
program. The district also is implementing components of the farm to school program by
purchasing from local suppliers of beef and pork.

The consulting team observed a food delivery into the cafeteria. The manager stated items come
from two vendors. She indicated she is able to look at lists of items on the state bids to check
which vendor has the best prices. The financial secretary indicated they use the state contract for
purchases. State bids allow smaller districts the ability to secure better pricing than if they put
out their own bids. As noted in Power in Numbers: Group Purchasing for Healthier School
Meals'’ the main benefits to a district are purchasing the best products at the lowest prices in the
easiest way.

Packages of frozen pork and hamburger were observed in the freezer. These were purchased
from local formers who sold their meat to the school district for use in the meals program.
Sausage gravy, pork sausage biscuit, roast pork, and various items made from hamburger were
on the monthly menus. This farm to school movement has shown significant success in
communities and continues to experience increased adoption by school districts around the
country. Benefits are seen across several areas, as noted by the National Farm to School
Network:

¢ Kids Win — Farm to school provides all kids access to nutritious, high-quality, local food so
they are ready to learn and grow;

e Farmers Win — Farm to school can serve as a significant financial opportunity for farmers by
opening up doors to an institutional market; and

e Communities Win — Farm to school benefits everyone from students, teachers and
administrators to parents and farmers, providing opportunities to build family and community

10 https://www.healthiergeneration.org/ asset/mf82g1/13-6263 GroupPurchSM.pdf
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engagement. Buying from local producers and processors creates new jobs and strengthens
the local economy.

COMMENDATION

BCPS has instituted outstanding practices for the purchases of food in the school meals
program by purchasing off the state bid and purchasing meat from local farmers.

FINDING 5-10

The serving area lacks the capability to provide pre-portioned food items due to the absence of
an extended sneeze guard. This deficiency prevents an efficient and effective implementation of
offer versus serve and choices of food items for students. It also increases the number of staff
needed to serve the various food items.

The elementary school was constructed in 1978 and at that time serving styles such as offer vs
serve and pre-portioning did not exist. The serving line has a sneeze guard around the hot food
wells but none around the countertop to the side (Exhibit 5-18). As a result, all food items must
be positioned under the sneeze guard in order to comply with Department of Health regulations.
Servers have to ask each student which items they want to provide an offer vs serve meal service.
This is a slow and inefficient process.

There is no ability to pre-portion food items and provide choices due to the lack of a sneeze
guard on the counter. Pre-portioning provides the opportunity to offer a variety of fruits and
vegetables cooked and fresh. When a student makes a selection themselves from several options,
they feel a sense of control and are more inclined to consume what they have selected. Exhibit
5-19 shows examples of pre-portioned fruits and vegetables available for self-selection in
another district.
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Exhibit 5-18
Serving Line Space Without Sneeze Guard

Source: Prismatic, January 2019

Exhibit 5-19
Examples of Pre-Portioned Fruits and Vegetables at Another District

Source: Prismatic file photos

Keys to Excellence, SNA’s self-assessment tool, includes the following best practices and
indicators that relate to self-serve of pre-portioned food items:

e Service options and line architecture are designed to encourage healthy choices and minimize
the time students wait to be served.
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e Concepts such as self-service are used where appropriate.

e Individual portions and self-serve are planned to reduce the time it takes to serve students. !
RECOMMENDATION

Install an extended sneeze guard on the serving line.

The district should install a sneeze guard on the open counter to provide an extension of the
existing sneeze guard over the hot food wells. There are two options to consider. One option is to
remove the existing sneeze guard over the serving area that is not being used and reinstall it on
the open counter top. The other option is to purchase a free standing sneeze guard similar to the
one shown in Exhibit 5-20. After installation staff should start portioning individual servings of
a variety of vegetables and fruits and position them on trays under the sneeze guard. These
changes will result in the need for fewer serving staff, freeing up the manager to staff the POS.

Exhibit 5-20
Example of a Free Standing Sneeze Guard

Source: https://www.amazon.com/dp/B001BQO6ZLU/ref=cm_sw_em_r_mt_dp U_t4HxCb679516K

FISCAL IMPACT

The cost of removal and relocation of the existing sneeze guard cannot be determined. The cost
of a 48-inch-long sneeze guard is approximately $350.

Recommendation 2019-20 2020-21 2021-22 2022-23 2023-24
Purchase a free

standing sneeze ($350) $0 $0 $0 $0
guard.

1 https://schoolnutrition.org/learning-center/usda-professional-standards/keys-to-excellence/
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B. TECHNOLOGY

Oklahoma is striving to further implement technology into all classrooms. For example, the first
goal of the 2004 Oklahoma Plan for Instructional Technology/Telecommunications was that all
Oklahoma students would achieve technological literacy by the eighth grade.

The Foundation for Excellence in Education’s Digital Learning Council introduced the 70
Elements of High Quality Digital Learning in the fall of 2010. These elements identify action to
be taken by lawmakers and policymakers to promote a high quality education for all students.
The Digital Learning 2014 State Analysis compared Oklahoma with the national average on each
of the elements (Exhibit 5-21). Overall, Oklahoma earned a 77 percent or C+ on this report card.
Oklahoma’s biggest areas of concern were:

e Assessment and Accountability — non-use of evaluative outcomes-based student-performance
data for virtual charter schools, online providers and online courses, and subsequent closure

due to poor performance; and

e Delivery — lack of state actions to ensure broadband access and effective data use.!?

However, Oklahoma scored high in providing student access to quality digital content.

12 This analysis has not been updated by Digital Learning Council.
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Exhibit 5-21
Digital Learning 2014 State Analysis: Oklahoma

Oklahoma National Average
Grade & Grade &
10 Elements of High Quality Digital Learning Percentage Percentage
1. Student eligibility: All students are digital D+ 67% D- 61%
learners.
2. Student access: All students have access to A 100% C 7504

high-quality digital content and online courses.

3. Personalized learning: All students can
customize their education using digital content C 75% C+ 77%
through an approved provider.

4. Advancement: Students progress based upon
demonstrated competency.

5. Quality content: Digital content, instructional
materials, and online and blended learning A- 92% A- 93%
courses are high quality.

6. Quality instruction: Digital instruction is high
quality.

7. Quality choices: All students have access to
multiple high-quality providers.

8. Assessment and accountability: Student
learning is the metric for evaluating the quality F 58% D+ 68%
of content and instruction.

9. Funding: Funding creates incentives for
performance, options, and innovation.

10. Delivery: Infrastructure: Infrastructure

supports digital learning.
Source: hitp.//www.digitallearningnow.com/report-card/state/2014/oklahoma-3/

B- 81% F 59%

B- 82% B- 84%

C+ 79% C- 74%

C 75% F 54%

F 56% D- 60%

Oklahoma was previously one of 22 states and one territory to create K-12 assessments aligned
to Common Core State Standards through the Partnership for the Assessment of Readiness for
College and Careers (PARCC).!* A major impact of PARCC’s Common Core assessments, and
a concern of many Oklahoma school districts, involved technology. Oklahoma has transitioned
to a new vendor, Measured Progress, for the Online Oklahoma School Testing Program (OSTP)
to assess student mastery of the Oklahoma Academic Standards rather than the Common Core
Standards; however, technology remains a major component of the assessment process. The
State Department of Education (SDE) has released technology guidelines'* for the Measured
Progress assessments for schools so they will be properly equipped and ready to administer the
tests this spring and in future retesting sessions.

13 http://www.parcconline.org/
14 https://oklahoma.onlinehelp.measuredprogress.org/wp-
content/uploads/sites/5/2018/02/OSTP Technology Guidelines Spring 2018 v2.pdf
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Exhibit 5-22 illustrates the most current assessment technology specifications that districts in
Oklahoma must consider as they administer assessments in 2018-19. Unlike specifications
provided in previous years, the technology guidelines are required. In the past, there were
minimum and recommended specifications. These specifications provide the levels of computer
and network capacity that are required to provide a smooth testing experience for students.
Bolded items are new from previous specifications.

Exhibit 5-22
Oklahoma Spring 2019 OCCT Assessment Technology Specifications

Component Requirement

.. Must be able to connect to the Internet via wired or
Connectivity .

wireless networks

CPU 1.2 Ghz
Memory 2GB

. 9.7” screen size or larger/”’10-inch class” tablets or
Screen Size

larger

Screen Resolution 1024 x 768

Windows 7, 8.1, 10
32-bit, 64-bit
Mac Desktops/Laptops 10.9-10.13
Ubuntu 14.04.5 LTS, 16.04.3 LTS, Fedora 25, 26
(64-bit only)

Windows 8.1, 10 (32-bit and 64-bit)

Windows Desktops/Laptops

Linux Desktops/Laptops

Windows-Based
Tablets/Netbooks 2-in-1

Apple i0S iPad running iOS 11.2.5
Chrome OS for
Chromebooks 62-64

Internet Explorer 11
Firefox 56 or newer
Chrome 64 or newer
Safari 9 or newer
Microsoft Edge 40.15 or newer

Browsers
(Used for Practice Test Only)

Input Device Requirements Keyboard — wired or wireless/Bluetooth

for All Desktops/Laptops Mouse or Touchpad
Headphone/Earphone/Ear Headphones/earphones/ear buds are required for
Buds students who have a text-to-speech accommodation

Source: hitps://oklahoma.onlinehelp.measuredprogress.org/wp-
content/uploads/sites/5/2018/02/OSTP _Technology_Guidelines_Spring 2018 v2.pdf

The stated technology requirements further illustrate the importance of an adequate technology
infrastructure and effective long-range planning to accommodate an increasing number of
students participating in online testing in the coming years.
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BCPS employs a full-time technology director. The district has Wi-Fi throughout the campuses.
The district has SMARTBoards in place. Staff has received initial training on the
SMARTBoards. BCPS has benefited from a consulting firm to acquire E-rate funding.

The current technology organizational structure for BCPS is shown in Exhibit 5-23. The district
receives technology support from a full-time technology director.

Exhibit 5-23
BCPS Technology Organizational Structure

Superintendent

Technology
Director

Source: Created by Prismatic, January 2019

FINDING 5-11

BCPS has a newly hired full-time technology director. BCPS demonstrates its commitment to
technology by providing a technology director to serve the district’s technology needs.

The technology director refurbishes hardware, conducts needed troubleshooting and
maintenance, addresses networking and access issues, conducts training sessions, updates the
website, and assists in technology planning for the district. Additionally, he teaches computer
classes for three hours each day.

Staff in focus groups and interviews noted the accessibility of the technology director and
increased responsiveness and communication since his hiring. In staff surveys, 48 percent agreed
and 23 percent strongly agreed that equipment is quickly repaired or serviced (Exhibit 5-24).

Exhibit 5-24
Staff Survey Results Regarding the Repair of Technology Equipment

Strongly No Strongly
Survey Statement Agree Agree Opinion | Disagree | Disagree
When necessary the district’s
technology equipment is quickly 23% 48% 0% 26% 3%
repaired or serviced.

Source: Prismatic Survey, January 2019
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A 2015 nationwide survey of 173 district officials, principals, and teachers found that 71 percent
believed a specific office or department should be dedicated to technology in their district. The
survey also found that 62 percent of those surveyed felt that technology, specifically laptops, had
helped their district better assess student learning outcomes. '

COMMENDATION
BCPS is commended for hiring a full-time technology director.
FINDING 5-12

The district has only one full-time staff member to support technology, supplemented by one
consultant for its network. While BCPS is commended for hiring a full-time technology director,
no other district staff member is trained to assist or take over duties.

The International Society for Technology in Education (ISTE), an internationally recognized
nonprofit organization dedicated to advancing the effective use of technology in K-12 education,
developed a Technology Support Index rubric in 2008 to assist school districts in determining
their needs in a variety of technology support areas. According to ISTE, “the Technology
Support Index is designed to provide school districts with models for an efficient and effective
technology support system based upon best practices in nationally recognized school districts.”!

In one version of the ISTE Index, four domains are assessed including equipment standards,
staffing and processes, professional development, and enterprise management. School districts
are ranked into one of four categories for various aspects of technology use and support. The
assessment levels of efficiency are:

e low efficiency — a strategy or domain that needs attention and improvement;

e moderate efficiency — these strategies address major technical support issues but with
incomplete implementation or inadequate resources;

o satisfactory efficiency — these strategies are generally effective in sustaining the technology
infrastructure and promoting the integration of technology in teaching and learning; and

¢ high efficiency — these strategies make the most of available technology support resources,
emergent problems are rapidly detected, solutions are quickly implemented, and problem
sources are identified and corrected.

Exhibit 5-25 shows the ISTE Technology Support Index.

13 https://s3.amazonaws.com/dive_assets/rlpsys/State_of EdTech Survey 2015.pdf
16 https://www.iste.org/standards/lead-transform

Page 5-30 PR SMATI


https://s3.amazonaws.com/dive_assets/rlpsys/State_of_EdTech_Survey_2015.pdf

Boise City Public Schools Support Services

Exhibit 5-25
ISTE Technology Support Index

Efficiency of Technology

Index Area Low Moderate | Satisfactory High
Computer to Technician
. 150:1 to 75:1to Less than
Staffing Ratio (# of 250:1 250-1 150:1 5.1

computers : technician)

Source: www.iste.org, 2008

An article in Edutopia Magazine, “Technology Integration Research Review: Avoiding Pitfalls,”
points to the most common complaints teachers make about technology integration. Specifically
sited was a lack of adequate support, “hardware is purchased in bulk but then left to gather dust,
or software is mandated but there is no tech support to make sure it runs smoothly.”!”

RECOMMENDATION

Implement a cross-training program that would ensure critical processes can be performed
by multiple staff members.

Maintaining district equipment and troubleshooting assistance should be primarily handled
through a technology department. However, given current budget constraints, hiring additional
support staff is likely not feasible. To assist with basic troubleshooting at the sites, the district
should implement a cross-training program for teacher technicians.

The district should consider a teacher technician program with staff members cross-training for
password and system management and equipment repair and servicing. Having sufficient
technical support is critical to successful technology use, both in classrooms and in
administrative offices.

FISCAL IMPACT

The fiscal impact of this recommendation depends on the number of teacher technicians in the
program. The consulting team recommends three teacher technicians. That would allow for
assignments to elementary, junior high, and high school. A $500 stipend is recommended for the
teacher technicians.

Recommendation 2019-20 2020-21 2021-22 2022-23 2023-24

Develop a teacher
technician program. ($1,500) ($1,500) ($1,500) ($1,500) ($1,500)

FINDING 5-13

The district lacks an updated technology plan and robust planning process. The most recent
Technology Plan is from 2012-15. Historically, technology planning has been completed by the

17 https://www.edutopia.org/technology-integration-research-avoiding-pitfalls
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superintendent, principals, and former technology liaison, with little input from other
stakeholders.

BCPS has not formalized a process for including multiple stakeholders on a technology
committee or the development of a current technology plan. Multiple stakeholders include
parents, students, community members, and businesses. Community and business partnerships
could provide additional perspective in planning, implementation, and evaluation.

From the district’s previous technology plan, there is no evidence of committee participation by
parents or community members and currently no such committee exists. Including stakeholders
such as parents, students, community members, and businesses could provide additional
perspective in planning, implementation, and evaluation.

The National Center for Technology Planning recommends five phases for an effective planning
model:

e Phase 1: Recruit and organize the planning team. It is important that the planning team
consists of all stakeholder groups, and members should excel in planning and communication
skills. Stakeholders may include technology specialists, district leaders, parents, students,
community members, and business leaders.

e Phase 2: Research. This phase consists of a needs assessment and an effort to identify the
technologies that can be applied to those needs and ascertain how they can be applied.

e Phase 3: Construct the technology plan. This phase focuses on applying the research to
establish the district’s vision/mission and to define the goals and objectives that will lead to
fulfilling that vision and mission.

e Phase 4: Formalize the planning. This phase culminates into a comprehensive document
that analyzes the present state of the district with respect to technology, articulates specific
goals and objectives, incorporates clearly defined strategies and budgetary plans to realize
the desired state of technology in the district, and includes a process for evaluation.

e Phase 5: Continually implement, evaluate, and revise. This phase deals with the ongoing
implementation, evaluation, and revision of the plan to ensure progress is made.

The consulting team found no evidence that BCPS has updated the plan since it was written in
2012, although many goals have been achieved. Key to the planning process is conducting
periodic needs assessments and structuring the plan around the results. Additionally, there are no
parents, students, community members, or business leaders on a planning team. During the
review, the consulting team found no evidence of a technology planning committee in place
since the 2012 technology plan was developed.

RECOMMENDATION

Create a technology committee comprised of administrators, teachers, and parents or
students to develop and update the district’s technology plan.
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Establishing a committee that includes staff and outside stakeholders should provide additional
perspectives in planning, implementation, and evaluation of technology. Such stakeholders could
include parents, students, community members, and businesses as partners. Including teacher
leaders on the technology committee could also enhance opportunities for strategic planning and
could increase buy-in among staff members, as well as increase understanding of what is
possible.

The BCPS technology plan should be a current, comprehensive document that drives technology
expenditures, implementation, and decision-making. The plan should be tied to the district
strategic plan and professional development plan. The district should formalize and utilize a
process for including a technology committee in technology strategic planning and the
development of a long-term planning document. The superintendent should direct the technology
committee to develop and periodically update a comprehensive technology plan. The plan should
be achievable and based upon the current state of the district. By incorporating clearly articulated
vision and mission statements, followed by specific goals, measurable objectives, adequate
funding, and a detailed evaluation process, the district ensures that technology purchases and
services are in line with the goals set forth in the plan and result in student achievement gains.
The plan and progress should then be communicated to all stakeholders to ensure a common
understanding and purpose. To facilitate effective use of technology funds, the technology
committee should:

e periodically review the technology plan for accuracy and make necessary additions and
deletions;

e develop hardware and software standards, and review them with all personnel;

e centralize the software purchasing process to avoid purchases that cannot be supported or
will not function properly on the district’s equipment;

e recommend the types of computer equipment that should be purchased and the most effective
distribution of that equipment;

e develop a training program for all staff; and

e cstablish a policy on the purchase of extended warranties for hardware and the
standardization of operating systems, antivirus, applications, and office software.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 5-14

BCPS lacks a process and procedure to record and track maintenance issues. The district would
benefit from developing and implementing procedures for submitting and tracking technology
issues and resolutions.
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Currently, no formal process or procedure exists. There is no observance or follow through of a
formal, documented process for addressing computer issues such as set-up, configuration,
software installation, and repair. As a result, teachers, support staff, and administrators call or
email the technology director to report support issues and request assistance. This lack of
documentation and procedure leads to unresolved or incomplete repairs; plus, there is no
supporting information available to consult when purchasing equipment or accounting for man-
hours on task. This absence of processes and procedures leads to inefficiencies, additional costs,
and unresolved support issues.

Time and manpower needed to provide appropriate responses to technology-based problems at
BCPS are limited. Additionally, the absence of support procedures and criteria, incident requests
and completion data, communication and follow-up, make the existing staff members less
effective in supporting technology.

With an online work order system and written procedures, staff will be able to access it from the
district network to report issues or dilemmas with technology. If fully implemented and utilized,
the system could speed response times and provide a database for identifying and analyzing
systemic problems.

RECOMMENDATION

Complete and implement support procedures and a technology work order system that
includes features such as logging, priority assignment, and completion.

The district should implement procedures and documentation processes to track district
technology issues. Detailed support data provides staff with needed information when
considering new equipment purchases, retiring existing equipment, or accounting for man-hours
on a task.

One solution that BCPS should consider is Zoho Desk, a cloud-based help desk ticketing
software.'® Zoho Desk allows the technician to document and track technology incidents,
provide work queues, reminders, and prioritization, as well as self-help troubleshooting for users.
Detailed reports are available to determine the average resolution time, as well as the number of
tickets opened and closed. A free version is available that allows for three technicians or agents.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 5-15

Despite noted deficiencies in technological proficiency among a number of teaching staff, the
district lacks a staff development plan to improve technology skills. No technology integration
sessions are planned or scheduled for staff.

18 https://www.zoho.com/desk/
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During focus groups and interviews, staff reported a wide range of technology skills among the
teaching staff. Initial training was provided when interactive SMARTBoards were purchased but
no follow-up training has been made available. Currently, staff development sessions are held at
the start of school and focus on state requirements such as school security, and classroom
management. Additionally, teachers related that when they request to attend sessions at other
locations, administration is helpful in sending them. However, they do not always know what is
available or what they need. Sessions with other districts were highlighted in focus groups as
valuable for collaboration and increasing knowledge about technology initiatives.

The district’s Technology Plan 2012-15 includes a budgetary section on Educator Competencies
and Professional Development. A budget of $500 for Year 1 and $900 for Year 3 is allocated for
this area. Additionally, the technology budget for E-rate lists $1,500 for professional
development.

In walkthroughs during the onsite portion of the review, the consulting team found limited
examples of technology use in the regular classrooms. A few teachers were using interactive
SMARTBoards to enrich instruction (Exhibit 5-26). Elementary computer labs were in use
(Exhibit 5-27). Most technology was used or controlled by teachers rather than students.

Exhibit 5-26
Elementary Classroom

Source: Prismatic, January 2019
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Exhibit 5-27
Elementary Computer Classroom

Source: Prismatic, January 2019

RECOMMENDATION

Develop and implement an instructional technology plan in conjunction with the district’s
professional development plan.

Ongoing opportunities for professional development should be available to teachers,
administrators, and support personnel at all levels. It should focus on the specific needs of
individual staff and be sustained through coaching and periodic updates.

The technology committee and technology director should build upon the foundation already laid
with previous training. The district should complete a needs assessment to identify areas for
development. The next step is to identify minimum expectations for teacher skills in the district.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 5-16

The district lacks a disaster recovery plan. While BCPS has some backup servers in place, the
district lacks a written data backup and disaster recovery plan specifically for technology.

In the event of a natural disaster or severe power surge, the district does not have procedures
documented to ensure that its critical data, systems, and programs can be accessed or brought
back to pre-disaster status. By failing to document a backup and recovery plan, system
knowledge, recovery information, and responsibility are lost. A disaster recovery plan would aid
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the district in reloading data, programs, and systems, as well as recovery of hardware and
software, in the event of a disaster or loss.

While a few backup systems are in place, including backup hard drives, the district lacks the
policies, procedures, and personnel assignments needed to mitigate the damage and reestablish
critical data. Exhibit 5-28 defines the process of developing an effective disaster recovery plan.

Exhibit 5-28
Key Considerations in Disaster Planning

Area Considerations
Planning for the o Identify a coordinator and/or team with defined roles for preparedness and response
impact of an planning. Potential team members may include: Information Security, Operations,
unexpected or Systems, Police/Security, Physical Plant, Insurance, Legal Affairs, Public Affairs,
catastrophic event on Personnel Department, Comptroller, Audit Division, Safety Office, and/or
your school Emergency Response Team.

e Conduct a business process and