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Fellow Oklahomans:

The Office of Educational Quality & Accountability is pleased to present the Crescent Public Schools
Performance Review upon the request of Crescent Public Schools (CPS).

Crescent Public Schools (CPS) has a number of commendable programs and enjoys support from district
residents; however, it is faced with some challenges. The review contains recommendations to help CPS
meet those challenges and improve the efficiency of their operations. The review also highlights a number
of “Commendable Practices” in programs, operations, and services provided by the administration,
teachers, and staff.

We are grateful for the cooperation of CPS board, administration, staff, parents, and students for their input
into this review. The administration and staff are also to be commended for their dedication toward
improving educational opportunities for all students.

We are pleased to announce that this review is available in hardcopy through the Office of Educational
Quality & Accountability and on the office’s web site at www.oeqga.ok.gov

Respectfully yours,

Renee Launey-Rodolf
Interim Executive Director
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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 contracted with Prismatic Services to
perform the review. The performance review of Crescent Public Schools (CPS) began in
December 2021. 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: Cashion, Comanche, Empire, Morrison, and Minco. These districts are called peer districts
throughout this report.

For further comparison, a Community Group average is also used throughout the report. CPS
falls into community group F1, which includes districts with an Average Daily Membership
(ADM) of between 500-999 students. The “1” indicates that the percentage of CPS students
eligible to receive free or reduced-price meals is below the state average.

During this review, 86 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; Crescent Public Schools, its Superintendent,

Dr. Courtney Knapp, its principals, Mr. Bart Watkins, Ms. Lauren Kelly, and the many district
employees, students, parents, and community residents who supported and provided input for
this review.

CRESCENT PUBLIC SCHOOLS

Located in the town of Crescent in central Oklahoma in Logan County, CPS is approximately 40
miles north of Oklahoma City. The town of Crescent covers 1.1 square miles and is estimated to
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Executive Summary Crescent Public Schools

have a population of 1,618 in 2022. CPS, as a school district, covers 137 square miles and serves
parts of both Logan and Kingfisher Counties. CPS operates three campuses that serve
approximately 550 students from Pre-K through 12" grade.

In 2019-20, the fall enrollment in CPS was 557, with most identifying as Caucasian (Exhibit 1).
Of all students enrolled at SPS, more than half were approved for free or reduced-price meals.

Exhibit 1
CPS Student Enrollment and Socioeconomic Characteristics, 2019-20
Eligible
for Free
Two or
or |Reduced-
Grade Fall Native | More Price
School Span | Enrollment |Caucasian| Black | Asian |Hispanic|American| Races | Meals
Crescent ES EC-5 299 75% 7% 1% 3% 12% 3% 53%
Crescent MS 6-8 90 72% 9% 0% 3% 14% 1% 42%
Crescent HS 9-12 168 76% 4% 0% 4% 16% 1% 46%
Source: Office of Educational Quality and Accountability, Profiles Database
PR SMATI
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Crescent Public Schools Executive Summary

Exhibit 2 shows trends in average daily membership (ADM) among CPS schools. Over the past
seven years, ADM has declined and is now at its lowest point since before 1996-97. The sharpest
decline was between 2015-16 and 2016-17. At the time of this report, any lasting impact of
COVID-19 on CPS’ enrollment has yet to be determined.

Exhibit 2
Trend in CPS Average Daily Membership
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Executive Summary Crescent Public Schools

Exhibit 3 compares CPS’ demographics with its peers, the community group, and the state. Over
the past five years, CPS had the highest decline in ADM of the comparison group. Half of the
peers and the state had a decline while the other half of the peers and the community group
experienced growth in ADM.

Exhibit 3
Trend in Crescent, Peer Districts, and State Student ADM

ADM Percent

Entity 2015-16 | 2016-17 | 2017-18 | 2018-19 | 2019-20 Change
Crescent 631 606 566 560 557 | (11.8%)V
Cashion 516 521 549 601 632 22.6% A
Comanche 1,023 1,018 957 951 924 9.7%)V
Empire 504 539 534 520 530 5.1%A
Morrison 584 599 612 594 587 0.5% A
Minco 562 575 592 565 547 (2.7%)V
Community Group 669 662 675 686 707 5.6% A
State 1,305 1,267 1,280 1,289 1,304 01%)V

Source: Office of Educational Quality and Accountability, Profiles Database

Page 4 PR_SMATI
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Crescent Public Schools Executive Summary

Exhibit 4 compares CPS’ demographics with its peers, the community group, and the state for
2019-20. All entities were mostly Caucasian.

Exhibit 4
Comparison of Student Demographics, 2019-20
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COMMENDATIONS

Prismatic Services identified “exemplary” or “best practices” in Crescent Public Schools that led
to 19 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

The Crescent Board of Education and superintendent are commended for their philosophy to
improve the educational opportunities for all students, which leads to overall improved academic
achievement.

The CPS board of education is commended for hosting well organized meetings that are
conducted according to established procedures where public input is welcomed.

CPS and the Crescent community is commended for having strong community relationships.

PR_SMATIC Page 5
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Executive Summary Crescent Public Schools

The superintendent and administration is commended for making substantial efforts to keep the
staff, parents, and community informed.

Chapter 2: INSTRUCTIONAL DELIVERY SYSTEM
The CPS superintendent is commended as an instructional leader.

CPS is commended for implementing standardized processes and procedures to support state and
federal compliance and implementing visionary identification procedures and inclusionary
practices.

CPS is commended for working to improve the Gifted Program by administering the CogAT in
2™ to 8™ grade and starting a pullout program for gifted students.

Chapter 3: BUSINESS OPERATIONS

CPS is commended for consistently expending a higher percentage of funds on instruction than
peer districts and the state overall.

CPS is commended for a process that helps ensure that the receipt of materials and services is
verified before processing payments to vendors.

Chapter 4: FACILITIES USE AND MANAGEMENT

CPS is commended for its volunteer initiative to rejuvenate the exterior and interior of the high
school gymnasium, plus the high school’s interior renovation initiative.

CPS is commended for its choice of a nearly leakproof, low-maintenance metal roof retrofit on
most of the campus buildings.

CPS is commended for its success in finding a conscientious and responsive custodial contractor.

Chapter 5: SUPPORT SERVICES

CPS make the conscious decision to not allow vending machines in school buildings, which
supports student health.

CPS has a closed campus policy that contributes to student health and safety.

CPS is commended for employing two staff members to manage the district’s technology
resources and service needs.

CPS is commended for implementing implemented a district-wide wireless access system to
increase Internet access.

CPS is commended for implementing Google Classroom to increase communication and
classroom collaboration throughout the district.

Page 6 PR_SMATI
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Crescent Public Schools Executive Summary

CPS is commended for implementing a one-to-one technology initiative for students in grades 3
to 12",

CPS employs several commendable practices in its transportation operations, including
emergency drills and driver recordkeeping.

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.

Prismatic Services recommends that the Crescent Board of Education ask district administrators
to review the recommendations, develop an implementation plan, and monitor its progress.

PR_SMATI Page 7
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Executive Summary

Crescent Public Schools

Exhibit 5

Summary of Costs and Savings by Recommendation

Recommendation

Estimated (Costs) or Savings

2022-23

2023-24

2024-25

2025-26

2026-27

Total Five-
Year (Costs)
or Savings

Chapter
1

Management, Personnel, and Communications

Revise the superintendent’s performance evaluation to include a
performance review that is based on board-superintendent
goals/standards that are evaluated by the board and support
ongoing communication and feedback.

($720)

($120)

($120)

($120)

($360)

($1,440)

Explore options to ensure that: all CPS board members meet
training requirements; the protocols of Professional Conduct are
adhered to; and board members have a common knowledge base
for legal, visionary governance, policy making, and financial
oversite.

$0

Develop systematic procedures to regularly review and maintain
district policies.

($4,000)

($4,000)

($4,000)

($4,000)

($4,000)

($20,000)

Create additional financial reports and a comprehensive budget
guide to support transparency and understanding of the financial
structure and budgeting process of the district.

$0

Implement an ongoing strategic planning process involving
community stakeholders, administration, faculty, and staff, which
defines decision-making processes and provides governance and
direction for long-range goals, implementation strategies, and
accountability measures.

($20,000)

($10,000)

$0

$0

$0

($30,000)

Continue to improve opportunities to develop leaders from within
the teacher ranks.

$0

Adopt common metrics, policies, and procedures related to annual
program evaluation.

($15,000)

($15,000)

($15,000)

$0

$0

($45,000)

Improve recruiting that reflects the diversity of the district by
building relationships with surrounding universities and
developing an intentional recruiting program.

$0

Improve the availability and preparedness of substitutes.

$0

10

Establish a committee of certified and support employees for the
purpose of reviewing and communicating personnel policies, job
descriptions, and extra-duty assignments.

$0

Page 8
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Crescent Public Schools

Executive Summary

Recommendation

Estimated (Costs) or Savings

2022-23

2023-24

2024-25

2025-26

2026-27

Total Five-
Year (Costs)
or Savings

11

Increase parental involvement and participation in parent-teacher
conferences.

$0

Subtotal

($39,720)

($29,120)

($19,120)

($4,120)

($4,360)

($96,440)

Chapter
2

Instructional Delivery System

12

Develop and implement with fidelity core content area Pre-K-12
horizontal and vertical standards-based curriculum frameworks to
align, pace, and monitor OAS.

$0

13

Develop and implement district-wide processes and procedures for
administering formative assessments and summative assessments
to monitor student progress and measure mastery of OAS, then
use the data to pace and adjust curriculum, instructional practices,
and inform targeted remediation and interventions.

($2,000)

$0

$0

$0

$0

($2,000)

14

Add elective classes to improve the middle and high school course
offerings.

$0

15

Review and implement with fidelity a more robust, accurate, and
student-driven secondary class schedule.

$0

16

Implement regularly scheduled, structured, release time
opportunities for administrators and teachers to collaborate
horizontally and vertically regarding aligning and pacing core
content, high impact instructional strategies, and interventions that
drive improved learning for all students.

($5,000)

$0

$0

$0

$0

($5,000)

17

Implement a comprehensive evaluation process to ensure
textbooks, software, and supplemental instructional
materials/resources are developmentally appropriate, relevant,
consistent across grade levels and content areas, and aligned
vertically and horizontally with Oklahoma Academic Standards
(OAS).

$0

18

Provide training, support, and set clear expectations for building
principals in their role as instructional leaders.

$0

19

Adopt and implement a district-wide instructional plan.

$0

20

Implement district-wide professional development and feedback
loops in order to improve the district’s school culture.

$0

21

Continue improving services to special education students by
ensuring all receive the OAS taught and tested curricula and are
supported by IEP modifications.

$0

VICES TR C
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Executive Summary

Crescent Public Schools

Recommendation

Estimated (Costs) or Savings

2022-23

2023-24

2024-25

2025-26

2026-27

Total Five-
Year (Costs)
or Savings

22

Continue exploring technology, instructional resources, and
scheduling options that improve teacher collaboration, alignment
with classroom content, student interest, integration of OAS
standards.

$0

23

Continue building and improving a comprehensive counseling
program.

$0

Subtotal

($7,000)

$0

$0

$0

$0

($7,000)

Chapter
3

Business Operations

24

Develop and adopt a formal policy for tracking and periodically
reporting on the status of audit and other report recommendations.

$0

25

Revise and update job descriptions for the encumbrance clerk and
treasurer and create one for the activity funds custodian to clarify
job expectations and responsibilities.

$0

26

Develop reports to the board of education that show actual
revenues and expenditures compared to budgeted amounts.

$0

27

Establish a budget development process that provides for input
from the public and school and department staffs.

$0

28

Develop a budget document that clearly identifies types of
estimated revenues and types of expenditures.

$0

29

Establish a general fund balance policy to provide guidance on
how to achieve the minimum required balance, provide a desired
fund balance range, and require fund balance status reports to the
board of education.

$0

30

Require the use of a separate fund for the child nutrition program
and develop reports for the child nutrition fund that show fund
balances, revenues, expenditures, and whether the program is
making or losing money.

$0

31

Develop a payroll reconciliation process to provide the
superintendent with a listing of changes made from the previous
month’s payroll for easy approval.

$0

32

Develop desk procedures for the important duties performed by
the encumbrance clerk and treasurer and cross-train each in the
other’s critical processes for emergency situations.

$0

Page 10




Crescent Public Schools

Executive Summary

Estimated (Costs) or Savings Total Five-
Year (Costs)
Recommendation 2022-23 2023-24 2024-25 2025-26 2026-27 or Savings
33 Deposit child nutrition cash received directly into the child $0
nutrition fund instead of into activity funds.
Enhance the CPS Activity Fund Manual by adding detailed
34 procedures for all processes and additional forms, then ensure all 30
personnel involved in activity fund transactions are properly
trained.
Develop a policy requiring competitive proposals for professional
35 independent financial auditing services at a designated interval of $0
at least every five years.
Develop and adopt fixed asset policies and procedures, such as
36 capitalization thresholds, surplus procedures, and lost asset $0
recovery; then, inventory fixed assets using a consolidated
inventory listing.
Require use of the automated purchase order component of the
37 o . $0
district’s financial management system.
Authorize the superintendent and encumbrance clerk to release
38 payments to vendors without prior school board approval and $0
provide the school board with listing of payments made for
information purposes.
Subtotal $0 $0 $0 $0 $0 $0
Chapter
4 Facilities Use and Management
Transition from the current part-time maintenance and
39 transportation director to an experienced, full-time maintenance $0 ($33,000) ($66,000) ($66,000) ($66,000) ($231,000)
and transportation director within the next 18 months.
40 ?r((i)(t)(l)jé’o 11mplement, and use a continuous facilities master planning $0 $0 ($20,000) ($15,000) ($15,000) (850,000
Complete building condition assessment and fund maintenance
41 operations to achieve an FCI of 10 percent or below. $0 ($6,000) $0 $0 $0 ($6,000)
42 Prepare and begin a preventive maintenance protocol. $0 $0 (8166,666) | (8§166,666) | ($166,666) ($499,998)
43 Hire a full-time maintenance and transportation assistant. $0 $0 ($32,470) ($32,470) ($32,470) ($97,410)
44 Modify the custodial contract to provide one of the five custodians $0
as a day porter.
Add “experience with energy management programs and
45 initiatives preferred” to the job qualifications for the next hire of a $0
director of maintenance and transportation.
PR'S
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Executive Summary

Crescent Public Schools

Estimated (Costs) or Savings Total Five-
Year (Costs)
Recommendation 2022-23 2023-24 2024-25 2025-26 2026-27 or Savings
46 Pursue energy conservation opportunities. $0
47 Contact OSSI to arrange a free consultancy and follow through on 30
report recommendations.
Subtotal $0 ($39,000) ($285,136) | ($280,136) | ($280,136) ($884,408)
Chapter
5 Support Services
Ensure an adult teacher or administrator is present and providing
48 supervision in the cafeteria during the entirety of both breakfast $0
and lunch meal service.
49 Implement a Combingtion ofa reductiqn in labor h01'1r.s and efforts $19.514 $19.514 $19.514 $19.514 $19.514 $97.570
to increase meal equivalents to yield higher productivity rates.
50 Rearrange custodial work schedules to provide support during $0
meal periods.
51 Imp!qment changes that will result in a more cost-effective child $45.000 $45.000 $45.000 $45.000 $45.000 $225.000
nutrition program.
52 Develop child nutrition program reports that provide meaningful $0
data in a format that can be used for analysis and decision-making.
Develop strategies to improve the rate of parents submitting the
>3 Free and Reduced School Meals Application. $45,931 $45,931 $45,931 $45,931 $45,931 §229.655
54 Develop strategies for increasing breakfast participation. $0
55 Develop strategies for increasing student lunch participation rates. $0
Organize and implement a program using a variety of methods,
56 such as advisory groups, testing and evaluation, and surveys to $0
collect student feedback at the elementary and secondary level.
Implement the available component of the current software
57 . . L $0
provider to automate the process of online meal applications.
Establish a district technology budget that is realistic, supportive
58 . $0
of classroom needs, and included a replacement cycle.
Develop and test a disaster recovery plan that includes the
59 RO $0
district’s critical data, systems, and programs.
Develop and implement a tiered professional development plan to
60 include offerings at all skill levels to ensure teachers move beyond $0
basic use of the equipment.
Implement a cross-training program that would ensure critical
61 processes can be performed by multiple staff members. ($1,500) ($1,500) ($1,500) ($1,500) ($1,500) ($7,500)
Page 12 P




Crescent Public Schools

Executive Summary

Estimated (Costs) or Savings Total Five-
Year (Costs)
Recommendation 2022-23 2023-24 2024-25 2025-26 2026-27 or Savings
Develop district technology standards, procedures, and processes

62 for administrative tasks, equipment and software purchases, $0
implementation, and upgrades.

Improve the technology planning process and create a long-term

63 . $0
strategic plan for technology.

Complete and implement support procedures and a technology

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

65 Develop procedures to assess technology use and satisfaction with $0
the goal of establishing higher use.

Ensure all teachers have the skills to maximize use of the

66 . . . $0
interactive whiteboard.

Expand and utilize online learning opportunities for staff

67 . . $0
development, curriculum expansion, and student courses.
Adopt a formal inventory process and procedure for computers

68 and other technology equipment that includes assigning new $0
equipment and maintaining a record of all technology devices.
Hire only non-administrators as route drivers and seek to hire at

69 least two whose primary district role is bus driver. (826,437) | (826,437) (826,437) ($26,437) | (826,437) ($132,185)

70 Develop a transportation department handbook. $0

71 .Requir§ bus drivers to complete their own daily pre-trip $0
nspections.

7 Obtain drug and alcohol abuse recognition for the transportation $0
director and at least one alternate district administrator.

73 Develop and follow an anti-idling policy as required by SDE. $0
Continue to refine drop-off and pick-up procedures to enhance $0
safety and traffic flow by ensuring that afternoon bus loading is

74 : . .
continuously supervised, that buses are not left running
unattended, and that buses are not parked too close together.

75 Enforce bus safety rules with students. $0

76 Certify the transportation director or a bus driver as a bus driver $0
instructor or gain access to one for assistance with training.

Train the Vo-Tech bus drivers to cover one or more of the in-

77 Lo $0
district routes.

78 Improve CPS bus routing. $0

79 Establish contracts for purchase of bus parts, supplies, and repairs. $0

PR'S

SERVICES

(AT

Page 13




Executive Summary

Crescent Public Schools

Estimated (Costs) or Savings Total Five-
Year (Costs)
Recommendation 2022-23 2023-24 2024-25 2025-26 2026-27 or Savings
80 Se§k a cooperativ.e agreement with a nearby district for skilled ($30.000) ($30.000) ($30,000) ($30.000) ($30,000) ($150,000)
maintenance Services.
81 Discontinue use of non-conforming vans. $0
Establish and follow a bus fleet replacement schedule that is
82 appropriate to the resources of CPS and the size of its busing ($100,000) | ($100,000) | ($100,000) | ($100,000) | ($100,000) ($500,000)
program.
83 Purchase and install radios on all CPS buses. ($5,200) ($4,200) ($4,200) ($4,200) ($4,200) ($22,000)
’4 Reconfigure the \yash bay with a deeper drainage pit and wash ($10,000) $0 $0 $0 $0 ($10,000)
system, then require buses to be washed weekly.
85 Improve maintenance recordkeeping. $0
86 Address the conditions of buses as needed. $0
Subtotal ($62,692) ($51,692) ($51,692) ($51,692) ($51,692) ($269,460)
Total savings $110,445 $110,445 $110,445 $110,445 $110,445 $552,225
Total costs ($219,857) | ($230,257) | ($466,393) [ ($446,393) | ($446,633) ($1,589,676)
Total net savings and costs ($109,412) | ($119,812) | ($355,948) | ($335,948) | ($336,188) ($1,257,308)
Page 14 PR_SMATI
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Crescent 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, Prismatic Services
has identified the most likely “tipping point” recommendations for each area reviewed. These are
recommendations that Prismatic Services believes are the most important to implement and most
likely to have the greatest organizational impact.

Of the 86 recommendations made, Prismatic Services believes these nine recommendations to be
the most critical:

e [Establish a committee of certified and support employees for the purpose of reviewing
and communicating personnel policies, job descriptions, and extra-duty assignments. A
process should be established for the selection of employees to serve on an employee
advisory committee that meets regularly to review policies and make recommendations for
improvements in policies, procedures, salaries, and supplements. Representatives should
report out to the employees they represent to keep them abreast of changes. Allowing
employees to have a voice in decisions can increase the retention rate and improve the
culture of the district.

e Adopt common metrics, policies, and procedures related to annual program evaluation.
The district does not currently have a process for the evaluation of academic or social
programs to determine their effectiveness. The development of an annual evaluation will
inform decisions made by district leadership regarding programs moving forward.

e Adopt and implement a district-wide instructional plan. Mapping out a clear, aligned
instructional plan used across the district will provide vertical and horizontal alignment in
instructional strategies, content, and expectations. A systematic professional development
plan, aligned with the instructional plan, should be created and implemented so all teachers
are able to carry out the instructional plan.

e Implement district-wide professional development and feedback loops in order to
improve the district’s school culture. Creating a method for receiving feedback from
employees, students, and parents through surveys or focus groups will provide insight into
the culture in CPS. Knowledge gained should be used to make systematic improvements.

e Develop a budget document that clearly identifies types of estimated revenues and types
of expenditures. A budget should be developed annually to ensure fiscal alignment with
priorities. A clear budget will also ensure fiscal responsibility and allow leadership to ensure
funds are available to operate a balanced budget.

e Transition from the current part-time maintenance and transportation director to an
experienced, full-time maintenance and transportation director within the next 18
months. The current director was hired on a part-time basis. A full-time experienced director
should have the capacity to create preventative maintenance protocols and plan for long-term
facilities and technology needs.
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e Improve participation rates for breakfast and lunch. This can be achieved by
implementing program changes such as providing alternative service models, adjusting
menus for different age groups, soliciting student input, and starting an ala carte program.

e Develop and implement a tiered professional development plan to include offerings at
all skill levels to ensure teachers move beyond the basic use of the equipment. The
district has technology available that is not utilized to capacity because teachers have not
received appropriate professional development. Identifying clear goals, objectives, and
expectations for the use of technology, supported by quality professional development, will
result in improved technology use and integration in instruction.

e Commit to the modernization and professionalization of the school busing program. A
lack of conformance with Oklahoma State Department of Education requirements and
expectations for pupil transportation was a common theme throughout the specific
recommendations for transportation. In many respects, CPS does not operate the busing
program at current standards that are promoted by the Oklahoma Association for Pupil
Transportation (OAPT) and the National Association for Pupil Transportation (NAPT). The
transportation department should become actively involved with OAPT, computerize, record,
and share bus routes, student rosters, and driver directions, and track bus maintenance costs
using software designed for transportation management.
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Chapter 1

Management, Personnel, and Communications

This chapter addresses the management, personnel, and communications of Crescent Public
Schools (CPS) 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

As noted in the district’s Educational Mission and Philosophy (policy AC), “The mission of CPS
is to educate students and enhance positive character within a safe, nurturing environment while
encouraging lifelong learning, productivity, responsibility, success and citizenship”.

CPS operates three campuses that serve approximately550 students from Pre-K through 12
grade. Located in the town of Crescent in central Oklahoma in Logan County, CPS is
approximately40 miles north of Oklahoma City. The town of Crescent covers 1.1 square miles
and 1s estimated to have a population of 1,618 in 2022. CPS, as a school district, covers 137
square miles and serves parts of both Logan and Kingfisher Counties.

In 2019-20, the fall enrollment in CPS was 557, with most identifying as Caucasian (Exhibit 1-
1). Nearly half of the student population is eligible for free or reduced-price meals.!

! Currently, all CEP students receive free meals due to the district’s participation in Community Eligibility Provision
(CEP), a non-pricing meal service option for school districts in low-income areas established by the U.S.
Department of Agriculture. See https://www.fns.usda.gov/cn/community-eligibility-provision for additional
information.
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Exhibit 1-1
Crescent Student Enrollment and Socioeconomic Characteristics, 2019-20

Eligible
for Free
Two or
or | Reduced-
Grade Fall Native | More Price
School Span | Enrollment |Caucasian| Black | Asian |Hispanic|American| Races | Meals
Crescent ES EC-5 299 75% 7% | 1% 3% 12% 3% 53%
Crescent MS 6-8 90 72% 9% | 0% 3% 14% 1% 42%
Crescent HS 9-12 168 76% 4% | 0% 4% 16% 1% 46%

Source: Office of Educational Quality and Accountability, Profiles Database

Exhibit 1-2 displays the population trend for the Crescent community. There has been a 17
percent increase in overall population since 2012-13.

Exhibit 1-2
Population Trend for Crescent Community
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Exhibit 1-3 shows trends in average daily membership (ADM) among CPS schools. Over the
past seven years, ADM has declined and is now at its lowest point since before 1996-97. The
sharpest decline was between 2015-16 and 2016-17. At the time of this report, any lasting impact
of COVID-19 on CPS’ enrollment has yet to be determined.

Exhibit 1-3
Trend in CPS Average Daily Membership
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The data in Exhibit 1-4 reflect ADM trends compared to the peers, community group, and state.
CPS had the highest decline in ADM of the comparison groups. Half of the peers and the state
had a decline while the other half of the peers and the community group experienced growth in
ADM.

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

ADM Percent

Entity 2015-16 | 2016-17 | 2017-18 | 2018-19 | 2019-20 Change
Crescent 631 606 566 560 557 | (11.8%)V
Cashion 516 521 549 601 632 22.6% A
Comanche 1,023 1,018 957 951 924 9.7%)V
Empire 504 539 534 520 530 5.1%A
Morrison 584 599 612 594 587 0.5% A
Minco 562 575 592 565 547 (2.7%)V
Community Group 669 662 675 686 707 5.6% A
State 1,305 1,267 1,280 1,289 1,304 01%)V

Source: Office of Educational Quality and Accountability, Profiles Database
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Exhibit 1-5 illustrates changes in CPS student demographics over the past five years. The largest
portion of students was Caucasian each year, with little fluctuation.

Exhibit 1-5
Trend in CPS Student Demographics
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Exhibit 1-6 compares CPS’ demographics with its peers, the community group, and the state for
2019-20. All entities were mostly Caucasian.

Exhibit 1-6
Comparison of Student Demographics, 2019-20
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Crescent is generally challenged by poverty. Exhibit 1-7 displays a comparative map of the child
poverty rate for Crescent and the surrounding districts. According to the National Center for
Education Statistics, 35 percent of Crescent residents under the age of 18 live in poverty.

Exhibit 1-7
Rate of Child Poverty in Crescent Area
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Source: https.//nces.ed.gov/programs/maped/ACSMaps/
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Exhibit 1-8 shows the trend in CPS assessed property value per student and the percent of
students eligible for free/reduced-price meals over the last five years. Over that period, assessed
property valuation has increased by 39.5 percent, while eligibility for free and reduced-price
meals decreased by 15.9 percent.

Exhibit 1-8
Trend in Assessed Property Value and Student Eligibility for Free/Reduced Meals
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Exhibit 1-9 shows the comparison of CPS Assessed Property Value (APV) and percent of
student eligibility for free/reduced-price meals to its peer districts, community group, and state.
CPS had the second lowest APV and had the fourth-highest percentage of students eligible for
free/reduced-price meals.

Average Property Valuation

A.

Exhibit 1-9
Comparison of Assessed Property Valuation and
Student Eligibility for Free/Reduced Meals, 2019-20
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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 board of
education (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 1-10 reflects sections relevant to BOE
organization and basic governance principles.
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Exhibit 1-10
OSC: Board of Education Governance and Organization

Topic Section
School District — Definition 8
School System — Administered by State Department of Education, etc. 17
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 — Board of Education — Members 125
Election
Expansion of Board 126
Workshops for New Board Members — Expenses of Members Attending 127
Relation by Affinity or Consanguinity Prohibition 129
Employment of Relative of Member of Board of Education 130
Excluding Litigious Board Member from Proceedings 131
School District Treasurer — Assistant Local Treasurer 132
Local Treasurer — Surety Bond — Duties — Cash Investment Ledgers 133
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 148
of Districts with ADA Exceeding 15,000 or 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, 2021
Powers and duties of the local board of education are contained in Sections 125 and 138 of the
School Law Book. These powers and duties cover all activities related to operating public school
districts. Key powers and duties include:
e clection of officers;
e cstablishing board of education policies;

¢ building and operating schools and related facilities; and

e contracting for an annual audit of all district and school activity funds.
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Section 126 of the School Law Book addresses the size and election of local boards of education
in Oklahoma, and Section 149 provides a description of the required officers for them. The CPS
board of education consists of five members, each of whom is elected to a five-year term. School
districts having fewer than 1,800 students in average daily membership, such as CPS, choose to
elect all board members at large. Exhibit 1-11 reflects the year elected and the next election date
for each CPS school board member.

Exhibit 1-11
Crescent Board of Education Members

Year of Election Term
Board Member Board Position or Appointment Expires
Chris Channel President 2016, 2021 2026
Lisa Graff Vice President 2017 2022
Emily Williams Clerk 2019 2024
Kevin Armer Deputy Clerk 2018 2023
Cara Cox Member 2020 2025

Source: CPS, January 2022

The district holds school board elections each February unless otherwise changed by state
directives. The board of education members swear in elected members and vote on officers at the
next meeting. A contract is in place for an annual audit of district finances.

The Crescent Board of Education meets at 5:30 p.m. on the second Monday of the month at the
Superintendent’s office. The dates were recently changed to allow for staff to prepare their
monthly financial and personnel reports. The meeting place and time may be changed by
agreement of a majority of the board members. They are open to the public. Special meetings are
held as needed, and board members receive agendas and any supporting information in advance
of the meeting.

Section 127 outlines the training requirements for school board members. Within 15 months
following the election, new board 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 board of education 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
be held by the SDE or other workshops held by another organization or association approved by
the Oklahoma State Board of Education.
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Reelected board members are required to complete six hours of instruction within 15 months of
reelection. Included in these six hours is one hour of instruction in the following:

e school finance;
o the Oklahoma Open Records Act and the Oklahoma Open Meeting Act; and
e cthics.

The remaining hours may be satisfied by attending a workshop, class, or seminar addressing the
education issues set forth above for new members.

FINDING 1-1

Through school board and administrative interviews, the consulting team found that the
evaluation tool utilized in the superintendent’s evaluation was out of date and not conducive to
building an effective relationship between the board of education and superintendent. Productive
collaboration between a superintendent and their school board requires frequent, diplomatic
communication and clear definitions of goals and responsibilities.

Unrevised for more than ten years, all CPS school board members and the superintendent
mentioned a need to update their superintendent evaluation tool. They further stated that the tool
was not applicable to the current responsibilities and duties of the superintendent. At the time of
the onsite work, school board members were in the process of researching alternate evaluation
tools to use in the future.

The superintendent is currently evaluated once a year with the outdated tool. The school board
does not have an electronic version of the tool and must make paper copies for each evaluation.
School board members pick and choose from the items on the tool that they feel are appropriate
to use. Each school board member provides their feedback on the evaluation to the board
president who then shares the results with the superintendent. This process does not encourage
ongoing collaboration or feedback. The evaluation takes place towards the end of the year and
does not support growth and improvement throughout the year.

A strong, effective relationship between a superintendent and their board of education is the
foundation that supports a successful district. Productive collaboration between the
superintendent and board requires frequent diplomatic communication and clear definitions of
goals and responsibilities. Utilizing a formative evaluation process that allows the board to give
feedback based on goals and expectations supports a healthy board-superintendent partnership.

There was a nationwide study that reported on school board and superintendent collaboration for
high student achievement. What they found was that without strong collaborative leadership,
districts are unlikely to raise student achievement.? Oklahoma statute 70 O.S. § 6-101.10
mandates an annual evaluation of superintendents; however, the evaluation process can do more

2 Thinking Differently: Recommendations for 21° Century School Board/Superintendent Leadership, Educational
Research Service, (2000).
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than meet the statute. It can foster meaningful communication and encourage growth and
opportunities for improvement.

RECOMMENDATION

Revise the superintendent’s performance evaluation to include a performance review that
is based on board-superintendent goals/standards that are evaluated by the board and
support ongoing communication and feedback.

The school board should adopt an evaluation tool that requires reviews and feedback a
minimum of each quarter. The Oklahoma State School Boards Association (OSSBA) has
developed a tool for evaluating superintendents that supports continuous feedback and
communication. OSSBA provides training on how to utilize the tool as part of their whole board
development services.

FISCAL IMPACT

Training on the OSSBA superintendent evaluation tool is $60 per credit hour for OSSBA
members and $120 per credit hour for non-members. The training is set up as one credit hour and
is presented in person or as a recorded version online. This training may cost from $360 to $720
in the first year depending on how many individuals take the training. In subsequent years, new
board members will need the same training.

Recommendation 2022-23 2023-24 2024-25 2025-26 2026-27

Receive OSSBA
training on
superintendent
evaluation.

($720) ($120) ($120) ($120) ($360)

FINDING 1-2

The CPS board of education and superintendent are committed to improving educational
opportunities for all students. This commitment is a positive, necessary step on the road to
improved academic achievement.

The consulting team found that the superintendent and school board have an open and
collaborative working relationship focused on improving academic achievement. The
superintendent’s efforts to create change and build strategic initiatives have been received by the
board of education with trust and support.

This team approach to initiating change has earned the confidence of parents, administrators,
staff, and the community. Parent, student, and community surveys reflected statements to the
effect that “the district is moving in the right direction.”

Parents surveyed gave CPS school board members and the superintendent generally high marks
(Exhibit 1-12). Nearly half of parents (46 percent) parents agreed or strongly agreed that board

PR _SMATI Page 1-13

SERVICES,  TNC



Management, Personnel, and Communications Crescent Public Schools

members understood the educational needs of CPS students. A higher percentage (60 percent) of
parents agreed or strongly agreed that the superintendent is a respected and effective leader.

Exhibit 1-12
Parent Survey Responses Regarding School Board Members

Strongly No Strongly
Survey Questions Agree Agree Opinion Disagree | Disagree
School board members know and
understand the educational needs 18% 28% 27% 22% 6%
of students in the district.
The super@ntendent is a respected 30% 30% 30% 6% 39,
and effective leader.

Source: Prismatic Survey Results, January 2022

Every school leader, whether at the school site or the district office, has an opportunity to
leverage trust to support the complex work of educating students. Determining how to best
leverage this trust remains a challenge. According to Battle (2007), leadership is much more than
the complex work of educating students; it also includes meeting the needs of those who work to
set the vision of the district.’

COMMENDATION

The Crescent Board of Education and superintendent are commended for their philosophy
to improve the educational opportunities for all students, which leads to overall improved
academic achievement.

FINDING 1-3

The consulting team found evidence that school board members perform their duties with respect
and transparency. Agenda and minutes are maintained on their website. The agenda and related
documents are provided to the board on Thursday of the week before the board of education
meeting. School board members noted that this afforded them ample time to prepare and review
important information.

The CPS school board promotes public participation and outlines guidelines for members of the
public to provide suggestions or concerns on the district’s website. Faculty and staff interviewed
noted awareness of the policy and processes necessary to submit items for the school board
meetings.

Building strong public transparency is a key objective of good school boards. Facilitating and
promoting transparent operations for school board business and decisions that impact the district
builds trust with its citizens and stakeholders. Providing this kind of easy, intuitive public access
opens other doors for civic trust and engagement and gives citizens from all perspectives equal

3 https://digitalcommons.umassglobal.edu/cgi/viewcontent.cgi?article=1327&context=edd_dissertations
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opportunity to participate as well-informed contributors. In addition, effective meetings by good
school boards lead to informed decision-making, community trust, and improved student
achievement. School board members who fulfill their responsibilities and conduct effective
meetings, are known for doing effective and efficient work for the district and community.*

COMMENDATION

CPS board of education meetings are well organized, conducted according to established
procedures, and public input is welcomed.

FINDING 1-4

The CPS board of education does not have a dedicated support staff beyond the superintendent to
help them keep up with training requirements and other administrative tasks. One school board
member had to request special permission from the SDE to stay on the school board because they
had not met the annual training requirements.

The elementary secretary at CPS is responsible for keeping the minutes of all school board
meetings. However, this position does not assume all the responsibilities of a typical board clerk.
Instead, requests and communication by the school board are usually filtered through the
superintendent. Open communication between the superintendent and board of education is
necessary for key items. However, clerical requests and maintaining training hours for school
board members is best delegated to a school board clerk or other administrative staff.

Oklahoma law requires school board members to annually complete training requirements within
15 months of appointment/election to remain in good standing. In addition to meeting state-
mandated requirements, school board training is often designed to provide pertinent information
for overall board member effectiveness. The training gives the board members a common
knowledge base for adhering to a set of protocols and ethics for professional conduct, guidelines
for governance and sound financial and policy decisions, and leverages comprehensive school
improvement. Board training provides direction in setting policies to improve student
achievement. All training should contain relevant and timely information to help members be
responsive to changing community dynamics while honoring the values, beliefs, and priorities of
the community they serve.

An effective school board plays an important watchdog role in keeping the local school on track
and setting policies that affect all students. The following study identifies characteristics of
effective school boards and can be used as a filter for determining additional training needs and
best practices:

e Effective Boards Focus on Student Achievement. Policies and resources are targeted to
promote achievement for all students. All school policy is targeted to high standards, a
rigorous curriculum, and high-quality teachers.

4 https://insights.diligent.com/meeting-management-public-education/how-run-school-board-meeting-effectively

4 T Page I-15


https://insights.diligent.com/meeting-management-public-education/how-run-school-board-meeting-effectively

Management, Personnel, and Communications Crescent Public Schools

e Effective Boards Allocate Resources to Needs. Not all students have the same needs. Good
school boards recognize this fact and allocate resources of time, money, and personnel and
adjust practices to reach all student-learning priorities.

e Effective Boards Watch the Return on Investment. Productive school boards are mindful of
their accountability to their communities. They routinely measure and report the return on
investment. As effective policymakers, they recognize the importance of being good
stewards of tax dollars.

e Effective Boards Use Data. Informed policy making is complex and requires using data. Data
assure that all students are progressing and reaching high standards. Accountability and
reports about return on investments are unconvincing without data.

e Effective Boards Engage the Communities They Serve. There are established mechanisms
for community involvement in setting the district’s vision, representing the values of the
community, and identifying the district’s short-term and long-term priorities.’

Research published by the National School Boards Association (NSBA) Center for Public
Education makes it clear that school boards in high-achieving districts exhibit habits and
characteristics that are markedly different from boards in low-achieving districts. CPS board
members were clear in their intent to govern with the focus of raising the achievement level of
all students. The board can use the information in Exhibit 1-13 as an operational guide and filter
for adopting policies that supports strategic overall school improvement planning.

5 https://www.edutopia.org/five-characteristics-effective-school-board
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Exhibit 1-13
Eight Characteristics of an Effective School Board

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

2. Effective school boards have strong shared beliefs and values about what is possible
for students and their ability to learn, and of the system and its ability to teach all
children at high levels.

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 communications structure to inform and engage
both internal and 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.

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

Source: cpe-eight-characteristics-of-effective-school-boards-report-december-2019.pdf

RECOMMENDATION

Explore options to ensure that:

e all CPS board members meet training requirements;

e the protocols of Professional Conduct are adhered to; and

¢ board members have a common knowledge base for legal, visionary governance,
policymaking, and financial oversite.

The superintendent and board members should explore options available to meet state
requirements and provide members with relevant training for being a productive and responsible
board of education. OSSBA offers onsite and virtual training conferences for school board
members. Board members can earn their credits and deepen their expertise regarding the roles
and responsibilities of effective school board members through digital or in-person offerings.
OSSBA offers an Online Board Bundle that provides unlimited training for board members and
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superintendents via subscription.® The pricing of the training is equal to the annual August
conference costs.

Further, CPS should designate a support administrative staff to maintain training points and
apprise school board members of opportunities for board trainings. Ideally, this is a clerical staff
member who is close to the superintendent’s office.

FISCAL IMPACT

This recommendation can be implemented with existing resources. The superintendent should
assess the training requirements needed and keep new and returning board members apprised of
their training needs and base cost accordingly.

FINDING 1-5

Although some practices are in place to update policies, it was unclear how policies are regularly
reviewed, updated, and approved at board meetings. The district has no process in place to
routinely update and revise all school board policies.

CPS lacks administrative procedures for the adoption and updating of all school board policies.
Some policies have been updated in the last two years; however, there has not been a
comprehensive review of policies to ensure they are applicable and congruent with new
legislation. For example, in General Personnel Policies (policy DA) in the section related to
substitutes and the number of days a substitute may teach, the policy did not have the latest limits
according to 70 0.s.2021, section 6-105 and had not been updated since the new legislation was
enacted. Legislation passed in 2021 increased the number of days a substitute can consecutively
teach from 90 to 135 for non-certified substitutes and slightly higher for certified substitutes.

Policies adopted by the board of education provide direction, control, and/or management of its
legal functions. The goals of all policies are to present clear, concise, and specific directives to
the staff and to serve as a primary communication tool with the general public, students, and
parents. Regulations state that procedures and rules developed by board policy are to guide and
direct the administration in the implementation of all school board policies. Adoption of new
policies or revision of existing policies is solely the responsibility of the school board. The
updated policy manuals must be made available to the public and placed for easy access at
district locations for use by employees and the public. Many school districts post computerized
versions of the policies on the school website. This provides a convenient and effective venue for
keeping all stakeholders informed.’

To govern properly, school boards must keep their policies current and relevant. If a district is
sued, applicable board policies and implementing procedures will be scrutinized. School boards
help themselves by closely examining policies and keeping policies current.

¢ https://www.ossba.org/training-events/webinars/
7 An example can be found here: https://www.nctq.org/dmsView/PolicyManual_75079

Page I-18 P MATIC


https://www.ossba.org/training-events/webinars/
https://www.nctq.org/dmsView/PolicyManual_75079

Crescent Public Schools Management, Personnel, and Communications

RECOMMENDATION
Develop systematic procedures to regularly review and maintain district policies.

The school board and superintendent should review options available through the OSSBA or the
Center for Education Law for regular policy updates. Both entities follow new legislation and
can provide guidance on which policies may need to be updated. Once an option has been
selected and implemented, the superintendent should direct the inclusion of policies on the
district’s website.

FISCAL IMPACT

The OSSBA and the Center for Education Law provides districts with multiple options for
keeping policies updated. The costs can vary from $750 to $6,000 per year for a customized
policy service. The fiscal impact of this recommendation will depend upon the school board’s
direction regarding which services the superintendent should purchase. The consulting team
estimates an average annual cost of $4,000.

Recommendation 2022-23 2023-24 2024-25 2025-26 2026-27

Develop procedures to
review and maintain ($4,000) ($4,000) ($4,000) ($4,000) ($4,000)
district policies.

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 charts. Effective central office structures encourage
communication at all levels. Exhibit 1-14 reflects the current organizational chart for CPS.
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Exhibit 1-14
CPS Organizational Chart

Superintendent

| l

Elementary MS/HS
Principal Principal

[ [ |

Counselors

)

Teachers Counselors Teachers

Source: Created by Prismatic, February 2022
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On the stakeholder survey conducted for this review, staff was asked to assign a letter grade to
various CPS functional areas. Exhibit 1-15 provides the results for central office administration
and the superintendent. A majority (78 percent) of staff gave the superintendent an A or B grade;
the same percentage gave central office administration, in general, an A or B. School-level
administrators also earned high marks.

Exhibit 1-15
Staff Survey Results Regarding Central Office Administration and Superintendent

Grade | Grade | Grade | Grade | Grade No
Department/Functional Area A B C D F Opinion

Superintendent’s work as the o o o o o o
educational leader of the district. 38% 40% 4% 2% 2% 15%
Superintendent’s work as the chief 0 o o o 0 o
administrator of the district. 38% 38% 6% 2% 2% 15%
Central office administration. 38% 40% 4% 4% 0% 13%
School-level administration. 29% 31% 15% 4% 6% 15%
ir;gg;}s)als work as instructional 27% 259 19% 4% 10% 15%
Principals’ work as managers of the 28% 30% 1% 6% 13% 13%
staff and teachers.

Source: Prismatic Survey Results, January 2022

Similar to staff results, a majority of parents gave the superintendent high marks (Exhibit 1-16).
Only nine percent of parents did not.

Exhibit 1-16
Parent Survey Responses Regarding School Board Members

Strongly No Strongly
Survey Statement Agree Agree Opinion | Disagree | Disagree
The super%ntendent is a respected 30% 30% 30% 6% 39
and effective leader.

Source: Prismatic Survey Results, January 2022

Considering all districts in the F1 Community Group and the district’s current enrollment, having
2.0 administrative positions is comparable to similarly-sized Oklahoma districts. Exhibit 1-17
compares the number of administrative positions with student enrollment for all 28 of the F1
districts. The CPS data point is shown in orange. As shown, CPS’ 2019-20 administrative
staffing was lower than nearly all F1 peers. With the current 3.0 administrative positions, CPS is
more in line with its peers.
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Exhibit 1-17

Administrative Staffing as a Function of Enrollment
All F1 Oklahoma School Districts, 2019-20
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Exhibit 1-18 compares the CPS ratio of administrators to teaching staff with the five comparison
districts. CPS has the highest ratio of teachers to administrators. With the current 3.0 CPS
administrators, has a ratio of 11 teachers per administrator, which is in the middle of the peers.

Exhibit 1-18
Comparison of Teacher and Administrator Staffing, 2019-20

Number of Number of Ratio of
Administrators Classroom Teachers to
Entity ADM (FTE) Teachers (FTE) |Administrators
Crescent 557 2.0 32.6 16:1
Cashion 632 5.0 443 9:1
Comanche 924 4.0 56.9 14:1
Empire 530 4.0 32.5 8:1
Morrison 587 4.0 35.7 9:1
Minco 547 3.1 34.7 11:1
Peer Average 644 4.0 41.0 10:1

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

Exhibit 1-19 compares CPS’ per-student spending on administrator salaries with that of its peer
districts. As shown, CPS’ administrator cost per student was the lowest of its peers, despite
having the second-largest gross salary total.

Exhibit 1-19
Administrative Expenditures Comparison, 2019-20

Number of
Administrators Administrator Cost
Entity ADM (FTE) Total Salary per Student

Crescent 557 2.0 $99,934 $359
Cashion 632 5.0 $93,321 $738
Comanche 924 4.0 $94,278 $408
Empire 530 4.0 $86,194 $651
Morrison 587 4.0 $72,652 $495
Minco 547 3.1 $101,439 $575
Peer Average 644 4.0 $89,577 $556

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

FINDING 1-6

In general, CPS board members, teachers, and the community at large had a lack of
understanding of the school finances and budget. The superintendent has made efforts to improve
the financial information provided to board members and the public. The district also hired a
financial consultant to help develop and explain reports utilized in school board meetings.
However, there is still a need for improved transparency and greater stakeholder understanding
of the CPS budget and finances. Universally, board members indicated that they still had
difficulty understanding all the finances and would like greater understanding. Exhibit 1-20
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provides staff survey results related to funding, budgets, and allocation of resources. As shown,
the high rates of staff members indicating no opinion on these questions is a concern.

Exhibit 1-20
Staff Survey Results Regarding Budgets and Allocation of Resources

Strongly No Strongly

Survey Statement Agree Agree Opinion | Disagree | Disagree
Funds are managed wisely to o o 0 o 0
support education in this district. 4% 33% 33% 6% 2%
The budgetlng process effectively 894 20% 43% 20% 89,
involves administrators and staff.
My school/department allocates
financial resources equitably and 6% 43% 43% 4% 4%
fairly.

Source: Prismatic Survey Results, January 2022

Exhibit 1-21 provides parent survey results related to the allocation of resources. As with the
staff survey, the high percentage of parents having no opinion is a concern. Furthermore, large
percentages of parents feel that more should be spent in the areas of facilities and classroom
supplies. Only a small percentage, 13 percent, of parents said the district asked for input when
developing its budget.

Exhibit 1-21
Parent Survey Results Regarding Budgets and Allocation of Resources

Strongly No Strongly

Survey Statement Agree Agree Opinion | Disagree | Disagree
The district spends its money 15% 27% 40% 10% 89,
wisely.
The district needs to spend more
of its budget on its faclijlities. % 22% 49% 17% 2%
The district needs to spend more
of its budget on classroom 18% 39% 35% 8% 0%
supplies.
The district asks the community
for input when developing its 3% 10% 45% 29% 13%
budget.

Source: Prismatic Survey Results, January 2022

A comprehensive budget guide outlining the financial structure and budget allocations can build
understanding and clearly communicate with stakeholders’ budget priorities and realities.
Developing transparent budget processes and a comprehensive financial overview allows
stakeholders to provide meaningful input that supports the successful administration and
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financial stability of the district. According to “Focused Schools,” the amount of resources is not
as important as how districts use the resources they have.?

A clear understanding of financial and budget trends can support the effective allocation of
resources. The financial stability of districts requires strategic and deliberate school budgeting.
Effective districts develop data-driven budgets that link school spending to educational
outcomes. Their budgets and budget processes are transparent and accessible to stakeholders,
building trust and stakeholder support.

RECOMMENDATION

Create additional financial reports and a comprehensive budget guide to support
transparency and understanding of the financial structure and budgeting process of the
district.

CPS should include additional budget reports each month to support a better understanding of the
district’s finances. The Wen-GAGE accounting software utilized by CPS includes reports that
can be generated on demand. One of those reports is the budget analysis. This is an essential
report for school boards to review the status of appropriations. It provides the amount of
appropriation, amount of encumbrances, amount paid, amount unappropriated, and percent of
budget encumbered.

In addition, the district should consider:

e creating summary reports utilizing graphs as another method to build an understanding of the
district’s finances; and

e developing a comprehensive budget guide that maintains essential district data over time.

The district can begin with an already made template or model budget guide.’ The Cooperative
Council of School Administrators has developed a budget guide template that allows districts to
fill in their numbers to create their own guide.'® Most of the language and tables are already set
up. Their budget guide provides a comprehensive overview of the district, district initiatives and
budget. In addition, the Association of School Business Officials International has several model
budget guides that can be used as a resource. These additional reports will support better
understanding, enhanced transparency, and effective resource allocation.

There will likely be background research and data collection necessary to begin the budgeting
guide. However, once the document is created, maintenance should be straightforward.

8 Purcell, K.,Bishop, B., Leight, J,Palumbo, J. (2019). Focused Schools: Transforming Teaching and Learning for
Every Student, Every Day.

9 Association of School Business Officials International (2021). MBA and pathway resources. Retrieved from:
network.asbointl.org/viewdocument/award-winning-budget-examples-2019-5

10 Zockoff, N. (2012). Smart school budgeting: Resources for districts. Rennie Center for Education Research and
Policy. Retrieved from: http://www.renniecenter.org/sites/default/files/2017-01/SmartSchoolBudgeting.pdf
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FISCAL IMPACT

This recommendation can be implemented with existing resources.

C. PLANNING AND EVALUATION

Planning, evaluating, correcting weaknesses, and supporting strengths 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 and improvement
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 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 district’s
organization. Finally, the organization must provide periodic reports on the status of
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,
support the attainment of long-term goals.

FINDING 1-7

As a district, CPS has not historically engaged in strategic planning, nor is it currently engaged in
it. However, current board members acknowledged a need for strategic planning and indicated
they would like to do so.

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

1" Cook, Jr., W. (2000). Strategics: The art and science of holistic strategy. Westport, Connecticut: Quorum Books.
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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.

12 Reeves, D.B. (2007). Leading to change/making strategic planning work. Educational Leadership, 65(4).
Bhttp://balancedscorecard.org/Resources/Strategic-Planning-Basics
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Exhibit 1-22
The Balanced Scorecard Nine Steps to Success™ Model

PROGRAM LAUNCH j
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3 f " Performance]

Analysis

" objectives
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2
"N011yzNeD

4 StratEgy Map -- t"‘Ol.ua-u_.uo;.l’“;;ld | /
=
5 Measures & Targets

Source: https.//balancedscorecard.org/about/nine-steps/

SYSTEM ROLLOUT

Strategic Initiatives

RECOMMENDATION

Implement an ongoing strategic planning process involving community stakeholders,
administration, faculty, and staff, which defines decision-making processes and provides
governance and direction for long-range goals, implementation strategies, and
accountability measures.

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 guides continued positive district growth.
A strategic planning process can start with an annual superintendent’s report to the school board
detailing all facets of the school system. The basic steps for a strategic planning effort are:

e convene an internal administrative staff planning group. They decide who will chair the main
committee and/or serve as liaison to the group;

e cstablish a board of education approved strategic planning committee heavily weighted to
include teachers, students, community members and parents. As many as two of the board
members can serve if so desired. The committee should also represent the diversity of the

community and district;

e collect survey data on perceived strengths and weaknesses of the district from the
community, students, parents, and other community stakeholders;
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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 cstablish sub-committees to dig into data as necessary and have them report back to the main
committee with findings;

e revise the existing vision statement, as needed;

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; and

e develop follow-up and review procedures.

Once a strategic plan is established, the board and key administrative staff should communicate
the goals of the plan and provide ongoing updates on the district’s progress. The board,
superintendent, and key committee members should perform an annual review of 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 “SMARTIE”:
Specific, Measurable, Achievable, Relevant, Time-bound, Inclusive, and Equitable. The recent
challenges facing education with the pandemic and other factors require goals to address not only
the “SMART” attributes but also equity and inclusion.

FISCAL IMPACT

To achieve authentic collaboration and stakeholder input the consulting team recommends this
process be facilitated by outside services. The board can publish a request for proposals and enter
a contract for services. These services are commonly priced by district size and may range
between $15,000 to $30,000.

Recommendation 2022-23 2023-24 2024-25 2025-26 2026-27

Contract for strategic | ¢, 500) | ($10,000) $0 $0 $0
planning facilitation.

FINDING 1-8

The CPS superintendent and administration have made recent efforts to establish a leadership
team in order to guide and support the practices and goals for continued growth and academic
success of their students. However, staff stated that over the prior three or more years some of
the leadership opportunities that had been present have become inactive. The professional
development committee was one example given by participants during focus group discussions
that had become inactive.
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CPS recently had changes in crucial leadership positions. The 2021-22 school year was the first
year for the superintendent and the elementary school principal. The new team acknowledged the
importance of building leadership opportunities during their interviews; however, some of their
initial priorities have necessarily focused more on compliance issues.

Exhibit 1-23 shows that according to staff surveys, nearly one-fifth of the staff do not feel like
they are an integral part of the team. Moreover, only 17 percent strongly felt they are part of the
team.

Exhibit 1-23
Staff Survey Results on Team Integration

Strongly No Strongly
Survey Statement Agree Agree | Opinion | Disagree | Disagree
I feel that I am an integral part of 17% 549, 10% 15% 49,
team here.

Source: Prismatic Survey Results, January 2022

According to the Southern Cross University’s “What is Good Leadership in Schools?”, good
leadership in schools helps to foster both a positive and motivating culture for staff and a high-
quality experience for learners. The same study found that not one school (out of 180 surveyed)
was able to improve student achievement records without effective school leadership. This
research shows a clear connection between skilled school leadership and positive student
learning outcomes. It is proof that good leadership in schools directly impacts students’
experience and performance.'* Good leadership in schools encourages and enables school-wide
teaching expertise to achieve a strong rate of progress for all learners. This leadership can be
driven by principals and executive staff in traditional leadership roles, as well as by school
leaders and teachers without defined leadership roles.

RECOMMENDATION
Continue to improve opportunities to develop leaders from within the teacher ranks.

According to “Focused Schools,” leadership of one single person is no longer sufficient. Schools
and school districts are so complex it now takes many different leaders for all students to achieve
at high levels. '

The district should create formal and informal leadership opportunities for teachers and staff
members. In some cases, the district may just need to activate opportunities that had become
inactive such as the professional development committee. Other opportunities can be book
studies, student club sponsors, administrative interns, or more formal opportunities such as their
leadership committee. In addition, the superintendent should encourage teachers and staff to

14 Content provided by Southern Cross University. “What Is Good Leadership in Schools?” ESchool News, 20 Aug.
2019, http://www.eschoolnews.com/2019/06/25/what-is-good-leadership-in-schools/.

15 Purcell, K., Bishop, B.,Leight, J., Palumbo, J. (2019) Focused Schools: Transforming Teaching and Learning for
Every Student, Every Day.
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participate in some of the state-sponsored leadership opportunities such as the OKMath/OKSci
leadership programs.

FISCAL IMPACT
This recommendation can be implemented with existing resources.

FINDING 1-9

CPS does not have a formalized process for the evaluation of its various academic and social
programs. There are no common metrics, consistent procedures, or policy to collect, analyze, and
use data to assess the effectiveness and efficiency of implemented programs systematically and
routinely. The consulting team found no evidence to indicate program evaluations are used to
measure the cost-benefits, effects on student learning, or provide recommendations to improve
program implementation.

Program evaluation is designed to assess the implementation and the effects of a program. The
purposes for program evaluation include how and where to improve a program, assess the overall
value of a program and the individual components, align cost with effectiveness and impact on
student performance. Results of program evaluations are used for making decisions about
whether to continue, improve, expand, or eliminate a program, allocate resources among
competing programs, or accept or reject a program approach or theory. Sound policy drives
thorough program evaluations and is viewed as a deliberate means for managing and directing
decision-making.'® Other sources for best practices in evaluation note that:

e “Knowledge is power, and there’s nothing more powerful than data to help district and
school leaders develop a solid blueprint with measurable results of continuous

improvement”.!”

e Purposeful data leads not only to first-order, direct changes in classroom practice and
individual student achievement, but also to second-order, system level changes in school
culture that ultimately benefit all students.'®

RECOMMENDATION
Adopt common metrics, policies, and procedures related to annual program evaluation.

The superintendent and school board should adopt policies, metrics, and timelines for annual
evaluations of all programs — educational, social, and others. The policies should include
directives for identifying needs, creating goals, and designing action plans with evidence-based

16 https://education.nova.edu/Resources/uploads/app/35/files/arc_doc/progeval.pdf
17 Messelt, J. (2004).Data Driven Decision Making: A Powerful Tool for School Improvement.
18 Ainsworth, L., White, S. et.al (2007).4head of the Curve.Solution Tree Press.
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practices. Implementation and reflection are substantial components of the planning and
evaluation process. %2

A key to successful program evaluation is leaders who understand the impact of data analysis
and are committed to the process. Data-driven decision-making takes time, effort, and
understanding. The district should begin by creating a data inventory that identifies available
data sources collected by the district and its appropriate use for evaluating a program. The data
inventory will build capacity for providing timely and accurate information by focusing on the
most appropriate data necessary for analysis. Exhibit 1-24 provides an example of a data
inventory sheet designed for teachers or administrators.

Exhibit 1-24
Data Inventory Example

Defining the Types of Data- Example

Oklahoma School Testing Program Results: Performance
Description Level of student, Percent Correct by standard, Scale Score
of student

Provide information on what students know and are able

Pur nse .............
P to doin relation to the grade-level content standards
Source Oklahoma School Testing Program
Timeframe & Two months after the assessment at the end of the school
Frequency year. Data is collected once a year.
Limitations Data_ reflects the effectiveness of past instruction and
curriculum.

What patterns of learning does the data reflect? What are
the trends of student performance? Did we meet goals
that were set as a school, team or teacher? What goals
should | set for students based on their performance of
the previous year?

Data
Interpretation

Source: Created by Prismatic consultant, 2020

It includes the following information about the data collected in your district:
e Description: Describes the type of data.
e Purpose: What is the core purpose for collecting the data elements.

e Source: Where does the data originate and what entity “owns” or maintains the data.

19 https:/sde.ok.gov/search/node/low%20performing%20schools

20 https://sde.ok.gov/sites/default/files/9EE%20Booklet.pdf
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e Timeframe & Frequency: When and how often is the data collected.

e Limitations: All data has limitations. Identifying limitations supports the appropriate use of
the data.

e Data Interpretations: Identifies the questions that can be answered from analyzing the data.

Data Wise by Boudett, City, & Murane (2010), provides another template for developing a data
inventory.?! In addition, the superintendent, administrators, and select faculty should review the
following resources that provide basic information for initiating program evaluations:

e Poorvu Center for Teaching and Learning Program Evaluation Overview;*?
e Using Program Evaluation to Enhance Student Success;*’

e Jump Start Your School’s Program Evaluation;** and

e Getting the Information You Need from Your Evaluation.?

Program evaluation can start by asking what the district is doing right. The district should
continue to build excellence and capacity with their professional learning communities, improve
on data analysis, and leverage resources provided by the SDE through its Office of School
Support and Improvement. The school support office assists schools with support, assistance,
and/or resources needed to build capacity and sustain change that positively impacts students and
their achievement.

FISCAL IMPACT

The superintendent should investigate the resources available to CPS for conducting appropriate
evaluations. The consulting team anticipates minimal additional time needed to develop a data
inventory and possibly develop assessments or metrics that are common across schools for each
of the domains. The selected overall evaluation approach will determine the final costs. Given
that the district does not yet have in-house expertise to conduct a robust schedule of program
evaluation, the consulting team recommends that CPS contract out for one or two programmatic
evaluations for each of the next three years. Once the district builds some in-house expertise, it
can choose to conduct more evaluations in-house. The cost for an external programmatic
evaluation typically varies on the size of the program evaluated and the extent of evaluation
methods used. The consulting team recommends allocating $15,000 per year for the next three
years.

2! Boudeee, City, & Murane (2010). School Data Inventory from Data Wise.

22 https://poorvucenter.yale.edu/EvaluatingPrograms#:~:text=Program%20evaluation%20looks%20at%20the.variou
$%20%20models%200f%20program%?20review

23 https://www.aacu.org/publications-research/periodicals/using-program-evaluation-enhance-student-success

24 https://www.educationworld.com/a_curr/school-program-evaluation-basics.shtml

25 https://www?2.ed.gov/about/offices/list/oese/sst/evaluationmatters.pdf
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Recommendation 2022-23 2023-24 2024-25 2025-26 2026-27

Contract with a
consulting company
to do program
evaluations.

($15,000) | ($15,000) | ($15,000) $0 $0

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;

¢ managing the employee evaluation process;

¢ handling employee complaints and grievances, including grievance procedures;
e developing personnel policies; and

e cnsuring 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
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districts must comply with federal laws governing human resource management. These laws
include:

e Fair Labor Standards Act, which governs wages and hourly payments;

e Americans with Disabilities Act, which requires employers to provide reasonable
accommodation to any employee or job applicant who has a disability; and

e FEqual 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.

On the stakeholder survey conducted for this review, staff was asked to assign a letter grade to
various CPS functional areas. Exhibit 1-25 provides the results for personnel areas. Less than a
majority of staff gave recruitment and selection an A or B grade; but a slight majority (53
percent) gave personnel evaluation an A or B.

Exhibit 1-25
Staff Survey Results Regarding Central Office Administration and Superintendent

Grade | Grade | Grade | Grade | Grade No
Department/Functional Area A B C D F Opinion

Personnel recruitment 10% 23% 15% 19% 2% 31%
Personnel selection 15% 31% 19% 13% 4% 19%
Personnel evaluation 17% 36% 11% 17% 2% 17%

Source: Prismatic Survey Results, January 2022

FINDING 1-10

The current CPS staff has almost no diversity. This does not reflect the diversity of students in

the district.

Survey responses by parents, staff members, and students reflect that some percentage of
responses that disagree or strongly disagree with statements related to a diverse and equitable

school community (Exhibit 1-26).
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Exhibit 1-26
Survey Results Regarding Diversity

Survey Strongly No Strongly
Group Survey Statement Agree | Agree | Opinion | Disagree | Disagree
Staff Thls district values diversity in 20 58% 23% 13% 49
its employees.
Student| Students 1r,1 th1's school accept 1% 399 26% 23% 9%
each other’s differences.
Student| Most adults in my school treat
student diversity as a good 18% 47% 27% 4% 4%
thing, not a bad thing.
Parent Stud@ntg are treated equitably 17% 31% 19% 239 9%
in this district.

Source: Prismatic Survey Results, January 2022

In the past decade, U.S. educational leaders have begun to take a deeper look at inequities to
better understand the complex systems that affect student performance. To ensure that these
concerns will be systemically targeted, school districts are establishing in-district departments to
develop frameworks that use research-based tools and processes to study and translate data into
transformational actions and activities that will promote educational equity system-wide. This
framework provides the district staff the ability to:

e consider the perspectives of multiple stakeholders;

e develop a common understanding about equity;

e create safe spaces for dialogue about data;

e build capacity and ownership internally to perform ongoing and practical equity reviews; and
e encourage transparent communication.

Building partnerships with university educator preparation programs supports the district in
possibly gaining effective teachers and provides experiences for new teachers to gain the skills
necessary to be successful.?® Building a school-university partnership can benefit CPS by adding
additional teachers and simultaneously supporting their recruitment efforts. In addition, the
partnership with a university offers more resources and professional development for prospective
teachers as they are still attending the university.

26 Miller, S., Duffy, G., Rohr, J., Gasparello, R., & Mercier, S. (2005). Preparing teachers for high-poverty schools.
Educational Leadership, 62(8), 62-65.
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RECOMMENDATION

Improve recruiting that reflects the diversity of the district by building relationships with
surrounding universities and developing an intentional recruiting program.

The superintendent should contact the closest universities to CPS to both recruit teachers and
advocate placement of student teachers within the district. They should identify the appropriate
personnel who are over the education programs and inform them of the district’s eagerness to
house student teachers. They can convey the benefits student teachers will experience at CPS.
The superintendent should then develop a recruitment and retention study team to:

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

e set short- and long-term goals for improving recruitment practices; * 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 team should include a cross-section of district personnel that represents teachers,
administrators, paraprofessionals, 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. The team should be explicitly diverse, to match the district’s student
diversity.

The team should consider the “promising strategies” identified by the New Hampshire
Department of Education:

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

27 https://www.ascd.org/el/articles/preparing-teachers-for-high-poverty-schools

PR MATIC Page 1-37



Management, Personnel, and Communications Crescent Public Schools

¢ identify incentives available for candidates that will attract and help retain quality
educators.?®

The team 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 a one-time scholarship for test takers; « adopt and
fund a teacher recruitment program, with matching funds from the business and education
community; and

e create a pilot program on different teacher/leader models that include mentors, lead teachers,
or instructional coaches.?’

Once the team 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;>°
e steps to building a recruiting strategy;>! and
e planning the steps in your recruitment. 3

In developing and implementing an effective recruitment plan, the committee must be conscious
of how the district is perceived externally. For example, is the culture of the district attracting
applicants? Are teachers included in all aspects of 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.

28 http://www.nheon.org/prof_dev/RetainRecruit/AS3Plan.html

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

31 https://www.ere.net/6-easy-steps-to-building-a-recruiting-strategy-and-successfully-measuring-the-outcome/
32 https://www.go2hr.ca/article-category/recruitment/planning
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FINDING 1-11

The district lacks sufficient substitutes. This results in lost quality academic time for students.
For the staff pulled from other duties to fulfill substitute duties, this results in lost time to
complete their regular duties.

During focus groups, support staff reported that they routinely had to cover classes for absent
teachers. This practice negatively impacts classrooms instruction and services by removing
personnel from their intended responsibilities. In addition, staff noted that there was not any
training for substitutes and that students were more likely to take advantage of the situation as a
result.

RECOMMENDATION
Improve the availability and preparedness of substitutes.
To meet this recommendation the district should take the following steps:

e Develop a substitute handbook that includes essential information about the district and the
substitute’s responsibilities. The document should contain information such as calendar,
policy and procedures, substitute code of ethics, job requirements, and information on
compensation. Oklahoma City Public Schools has a professionally prepared document that
the district can use as an example.>?

e 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 CPS letterhead and signed, so that teachers looking for permanent positions
could use them in their application packages.

e Provide training on basic classroom management, essential procedures such as blood-borne
pathogens, and professional development targeted to the special needs of the substitute. The
basic trainings should be provided to new substitutes multiple times per year (semester,
quarter, or monthly).

e Ensure that CPS is paying slightly higher for substitutes than neighboring districts.

e Implement a tiered salary schedule, offering an incremental increase in pay for attending
training and/or completing a specified number of substituting days each year.

e Provide a substitute pay differential between certified and non-certified substitutes.
FISCAL IMPACT

Most of this recommendation can be implemented with existing resources but increasing pay will
have a fiscal impact. The specific impact cannot be determined at this time.

33 https://www.okeps.org/cms/lib/OK01913268/Centricity/Domain/110/Substitute%20Teacher%20Handbook.pdf
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FINDING 1-12

CPS does not have local unions for certified or support staff. Information on processes for salary
scale placement and other personnel processes that are normally found in a negotiated agreement
are therefore not present. One negative result of this is that staff indicated a lack of control or
understanding of policies and processes that affect their employment.

In addition, the consulting team found through interview and survey questions that several staff
members had extra duty stipends without a clear description of the work required for that stipend
or if the duty was still necessary. Variations in reports from one year to the next were extreme.
For example, the Oklahoma Annual Certified Personnel Report for the year ending in 2020-21
reported the number of contract days for a teaching position as 180 and in 2021-22 the number of
contract days for a teaching position was 164 with the same level of overall pay. In other words,
it appears that certified teachers received close to a 4 dollar per hour raise between school years
2020-21 and 2021-22. Days contracted for paraprofessional positions were reported at 175 days
in school year 2020-21 and 158 days in school year 2021-22 with the same level of overall pay.

The certified information sheets detailing a teacher’s compensation for the 2021-22 school year
indicated a district supplement of $1,220. However, the supplement is not designated in the pay
scales approved by the board. Teachers interviewed believed that their pay was based on the
State Minimum Pay Scale; however, if the supplement was added to their pay scale they would
be above the state minimum. These inconsistencies reduce employees’ trust in the organization
and the administration.

Staff survey results represented low agreement responses for competitive and fair salary
practices. According to Exhibit 1-27, only about one-third of staff members agreed that salary
levels in the school district are competitive, or that their salary level is adequate for their level of
work and experience. There are no formal channels for staff members to improve their school
environment as it relates to personnel policy and practices.

Exhibit 1-27
Staff Survey Results on Salary Expectations

Strongly No Strongly
Survey Statement Agree Agree | Opinion | Disagree | Disagree
Salary lheyels in this district are 0% 27% 249, 39% 10%
competitive.
My salary level is adeqqate for my 0% 33% 20% 39% 294
level of work and experience.

Source: Prismatic Survey Results, January 2022

According to the National Education Association survey (2022), approximately 55 percent of
educators are thinking of leaving the profession.** This high turnover rate costs substantial
amounts of money when a district must then recruit and train new teachers and ultimately
hinders the district’s success and bottom line. Research recommends focusing on teacher

34 https://www.nea.org/sites/default/files/2022-02/NEA%20Member%20COVID-19%20Survey%20Summary.pdf
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retention to overcome these challenges. A study on school district working conditions found that
providing a supportive context in which teachers can work appears to contribute to improved
retention and student achievement.>?

RECOMMENDATION

Establish a committee of certified and support employees for the purpose of reviewing and
communicating personnel policies, job descriptions, and extra-duty assignments.

Developing a consistent salary and personnel policy for all positions is necessary to provide
transparency and ensure fair and consistent compensation practices. Effective policies and
procedures are living documents that should grow and adapt with the district. Fostering open
communication by developing a personnel committee will support a positive culture and increase
retention of staff. It will also help to protect the district from potential EEO or discrimination
complaints.

The superintendent should encourage employee participation in decision-making for the district
by creating a personnel policies committee. The personnel policies committee would organize
itself in the first quarter of each school year. This committee should meet at a minimum quarterly
but monthly is recommended to review the district’s personnel policies (including compensation)
and determine if additional policies or amendments to existing policies are needed. The
superintendent should consider selecting members of the committee to serve for a designated
term. The process may look something like the following steps:

e Each school faculty will nominate candidates to represent the respective school;
e Upon granting permission, nominated candidates will be placed on the District ballot;

e During the first week of school, all teachers will have an opportunity to vote on all the
candidates; and

e Results will be tallied and the candidate with the majority or highest number of votes in each
race will represent his or her school.

Members of the personnel policies committee should serve a two-year term. If a member of the
Committee is unable to complete his/her term of service, the committee will appoint a successor
from that member’s building to serve until the next personnel policies committee election. If the
term of the elected member has not expired, a teacher from that member’s building shall be
elected to serve the remainder of the term. Exhibit 1-28 is an example of a personnel policy
committee.

35 Johnson, S.M. Kraft, M. A., Papay. J.P.(2012) How Context Matters in High-Need Schools: The Effects of
Teachers’ Working Conditions on Their Professional Satisfaction and Their Students’ Achievement.
http://www.tcrecord.org/content.asp?contentid=16685
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Exhibit 1-28
Sample Personnel Policy Committee for Van Buren Schools

33 - PERSONNEL POLICY COMMITTEE Persamnnel Policies Committee election. [f the lerm of the elected member haz not
expared, a leacher from that member™s building shall be clecled to serve the remamder of
the term.

CGeeneral

It shall be the policy of the ¥an Buren Board of Education to encourage employee The Persoanel Policies Cuminm‘.j stmll-urgmi:u itsclf m the first quarier of cach schoal

panticipation in decision-making for the schoo! district. The Superintendent is autharized year; elect a chasrpersen, a co-chairperson {optional), and secretary foptsnal ). The PPC

to extablish committees as necessary to recommend policses and rubes for the proper shall also develop a calendar of meetings thraughaut the year to review the district’s
fuJicliummg of the dastnict. personnel policies and determine of additsom] policies or amendments to exsting polices
are needed. The Personnel Policy Committes chall review any proposed disinbutson of a

The classroom teachers of the Van Buren School Destrict shall be represented by the salary umderpayment from previous years. The review of the persommel policies and the

Persormel Policies Committee. 1t shall be compased of the following equal voting resultmg report shall be completed by the end of the year. The report shall be filed with

members: the superinlendent or designee, one teacher from each elememary school; two the Superintendent of Schools and presended 1o the Board of Education by the chairman

teachers from each muddle school; one teacher from the Freshman Academy; twe of the Persomnel Policies Commitiee or hiz'her dexignee for consideration in accordance
teachers from the senior high school: and one secondary administrator and one with the Arkanses Law.

clementary administrator seated annually and d by the supen et
BMmutes of the commitiee meetings chall be promptly reported and distnibuted 10

Election of members of the Personnel Policies Commitiee shall be held during the first members of the Board of Directors and pested i the building of the school distrect

muonth of school. The teacher members of the Personnel Policies Commitiee shall be meluding the admmestrative offices.

clecied by a majonity vobe of the classroom teachers employed by the district. The
clection shall be conducted by the classroom leachers and skall be by scoret ballot.

The current Persomnel Policies Commitiee will post in each building a Momination Form
listirgg open positicn(s) for the purpose of securing rominees far the Personeel Palicy
Committee. Any teacher may nominate himseliherselfar his'her fellow teacher 1o serve on
the Personne] Policies Committee by placing the beacher’s name an the Nomination Form
The nanses of all consenting candidates will appear on the Disirict ballot in the appropriaie

nominated position. All certified staff will voie in all candidaie races. A member shall be Approved by Board of Education 04/04106
elected 1o the committee when he/she receives a majarity of the votes cast. If more than two Amended by Board of Education 05194019
candidates run for a given position and no candidate receives a majority of the votes cast, a Amended by Board of Education $6/12/12
run-aff election will be hedd among the candidates receiving the greatest number of votes Amended by Board of Education $4/12/16
after the candidates receiving the lowest umbers of voles are dropped from the ballot. This Amended by Board of Education 84/11/17
process will contisue until & simple majority i reached.
Election Proceduare
# [Each school faculty will nominate candidstes o represent the respective
school.
# Upon granting permission. nominated candsdates will be placed on the
Diistrct ballod.

= Dunng the first week of school, all ieachers will have an opporiumity o
vobe on all the candidmtes.

® Rezults will be tillied and the candsdate with majority or highest number
of votes m each race will represent his or her schael.

Members of the Personne] Policies Commatiee will serve twe-year terms. 1 a member off
the Commuitee is unable to complete has'her lemm of service, the Personnel Policies
Committee will appoant a successor from that member’s bailding to serve untl the next

Source: https://www.vbsd.us/assets/uploads/2017/04/20170421133013-33-personnel-policy-committeepdf.pdf

Page 1-42 PR SMATIC

FTRWICES INC


https://www.vbsd.us/assets/uploads/2017/04/20170421133013-33-personnel-policy-committeepdf.pdf

Crescent Public Schools Management, Personnel, and Communications

The superintendent should consider prioritizing the review of contracts, pay scales, and extra-
duty contracts once the committee has been developed.

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. 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
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 1-13

The district benefits from a high level of community involvement as evidenced by its ongoing
support from banks, businesses, and private donations.

What happens before the school day starts and after it ends can be just as important and
impactful in the lives of students as what happens during the school day. For this reason,
community engagement and involvement in schools is an important factor in the educational
process. Consistent community involvement and engagement have shown to have major short
and long-term benefits.

According to a policy brief from the National Education Association (NEA), “when schools,
parents, families, and communities work together to support learning, students tend to earn
higher grades, attend school more regularly, stay in school longer, and enroll in higher level
programs”.>® Therefore, maintaining and increasing community involvement
programs/opportunities should be a consistent goal for schools and school districts.*’

36 http://www.nea.org/assets/docs/PB11_ParentInvolvement08.pdf

37 Henderson, A. T., Mapp, K. L. (2002). A new wave of evidence: The impact of school, family, and the community
connections on student achievement. SEDL. Retrieved from:
https://www.sedl.org/connections/resources/evidence.pdf
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COMMENDATION
CPS and the Crescent community have a strong community relationships.
FINDING 1-14

CPS is below their peers on attendance of parent teacher conferences. As a result, the district is
missing out on a key opportunity to engage and communicate with parents.

Exhibit 1-29 shows a five-year comparison of parent conference attendance rates for CPS, its
peers, and the state. The district had participation rates lower than that of the state each year and
below those of most peers as well.

Exhibit 1-29
Trend in Parent Conference Attendance

Entity 2015-16 2016-17 2017-18 2018-19 2019-20
Crescent 64% 73% 64% 62% 61%
Cashion 86% 86% 85% 88% 90%
Comanche 73% 69% 70% 69% 75%
Empire 87% 82% 90% 80% 76%
Morrison 77% 79% 79% 71% 64%
Minco 56% 57% 52% 47% 42%
State 74% 73% 72% 73% 72%

Source: Office of Educational Quality and Accountability, Profiles Database

Parent survey results reflect less than half or 48 percent of parents agree or strongly agree that
their child’s school encourages parents to be involved in the school and offers a variety of ways
to do so (Exhibit 1-30).

Exhibit 1-30
Parent Survey Results Regarding Parent Involvement

Strongly No Strongly
Survey Statement Agree Agree | Opinion | Disagree | Disagree
I feel welcome at my child’s school. 36% 47% 3% 11% 3%
My child’s school encourages parents
to be involved in school and offers a 15% 33% 20% 24% 7%
variety of ways to do so.

Source: Prismatic Survey Results, January 2022

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:

38 Epstein, J. L. (2001). School, family and community partnerships: Preparing educators and improving schools.

Boulder, CO: Westview Press.
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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
Increase parental involvement and participation in parent-teacher conferences.

Communication is the glue that encourages parent and school partnerships. Getting Smart is a
consulting team that highlights innovations in learning. One of the guest authors on their site
identified “10 Strategies for Schools to Improve Parent Engagement.” (Exhibit 1-31)
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Exhibit 1-31
10 Strategies for Schools to Improve Parent Engagement

10.

Pick one tool: School leaders ought to conduct a communications audit to get a handle on
how teachers are communicating with parents, and then provide clear direction on which
tool to use, as well as some general communication protocols.

Issue shorter, more frequent communications: Don’t kick off the year with one long
communication or wait until the end of the term to reach out with an extensive recap. Just
as schools have moved to more frequent assessments of students, school communications
should also be concise and frequent to keep parents in the loop on an ongoing basis.

Personalize: Personalization isn’t just for students. Parents expect it, too. Personalization
features include giving parents the option to “subscribe” to the channels featuring updates
they wish to receive — personalizing the information, not just the delivery method — which
ensures they get the information they feel is relevant without it getting lost amid other
information overload.

Set the tone: Encourage teachers to share a bit of information about themselves at the start
of the year, perhaps at parent night, to set the tone for an open exchange with students’
parents and caregivers.

Build relationships: Teachers should focus on building relationships with parents to
establish trust and foster those relationships throughout the year.

Share accountability: Make it clear that all faculty members are expected to participate in
the school’s communications efforts. By providing clear guidance on this expectation,
along with the proper tools and protocols to make it actionable, leaders can make it a
reality.

Invite parents to be partners: If educators don’t already know the school’s parent body,
they should be sure to reach out and learn more about them. Teachers should invite parents
to share information about their child’s strengths and weaknesses, what type of support
system they have at home, and whether anything going on in the child’s life may impact
classroom behavior.

Empower parents to opt in: Design opportunities where parents can opt in (or out) of
certain information or updates that are relevant, or irrelevant, to their child. Bombarding
every parent with every update is just as ineffective as under-communicating, and parents
will find it impossible to keep up, if they don’t tune out entirely.

Provide actionable information: Providing information for the sake of keeping parents
up-to-date is recommended, but schools also need to make sure they are sharing
information that parents can act on.

Share the positive: Parents may dread the rare phone call home, so it’s important to find
opportunities to communicate good news, as well.

Source: Guest Author https.//www.gettingsmart.com/2019/10/05/10-strategies-for-schools-to-improve-parent-

engagement/
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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 messages and images
consistent with the board of education policies and implemented through procedures established
by the superintendent and district staff. Strategies for externally communicating with the
community and internally communicating within the school district are critical components of
communication.

On the stakeholder survey conducted for this review, staff was asked to assign a letter grade to
various CPS functional areas. Exhibit 1-32 provides the results for communications and
community relations.

Exhibit 1-32
Staff Survey Results Regarding Communications

Grade | Grade | Grade | Grade | Grade No
Department/Functional Area A B C D F Opinion

Community relations and 40% 38% 89, 6% 0% 2%

communication.
Source: Prismatic Survey Results, January 2022

FINDING 1-15

CPS utilizes its website, social media, and automated calls to reach out to parents and
community. The superintendent recently updated the website platform that includes an app to
push notifications to parents. The information contained on the CPS website is well organized
and updated frequently.

The superintendent and elementary principal send out weekly newsletters to parents and staff.
Short quick messages are sent out through social media and included on their website. On the
survey, more than 85 percent of parents agreed or strongly agreed that they access information
on the district website; a majority (60 percent) also stated they receive timely communications
from their child’s teacher regarding their child’s progress in school (Exhibit 1-33).
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Exhibit 1-33
Parent Survey Results Regarding Communication

Strongly No Strongly
Survey Statement Agree | Agree | Opinion | Disagree | Disagree
I 'reg.ularly access information via the 28% 58% 79, 50, 20
district website.
I receive timely communications from
my child’s teachers regarding his/her 24% 36% 10% 19% 10%
progress in school.

Source: Prismatic Survey Results, January 2022

COMMENDATION

The CPS superintendent and administration make substantial efforts to keep the staff,

parents, and community informed.
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Chapter 2
Instructional Delivery System

This chapter addresses the instructional delivery of Crescent Public Schools (CPS) in the
following sections:

A. The Instructional Delivery System

B. Management and Oversight of Instructional Programs
C. Special Programs

D. Student Services

The primary purpose of any school system is to educate 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 on student performance data are also essential.

A. INSTRUCTIONAL DELIVERY SYSTEM

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 school boards 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 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
* 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 ten-year comparison of CPS instructional expenditures as a percentage of
total expenditures as well as the annual instructional expenditures per student. Over that period,
instructional expenses have ranged from 43 percent to 60 percent of all expenditures.
Instructional dollars per student have varied from $4,639 in 2014-15 to $6,315 in 2020-21.
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Exhibit 2-2
Trend in CPS Instructional Spending
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Source: Office of Educational Quality and Accountability, Profiles Database and Prismatic calculations

On the stakeholder survey conducted for this review, staff members were asked to assign a letter
grade to various CPS functional areas. Exhibit 2-3 provides the results for regular education
programs and education generally in CPS, from just district educators (administrators, classroom
teachers, other certified, and instructional aides). More than half of educators, 59 percent, gave
overall quality of education at CPS an A or B; 12 percent gave it a D or F. More than a half of
educators, 52 percent gave the high school education an A or B; 19 percent gave them a D or F.
Almost three-quarters, 73 and 65 percent respectively, gave elementary and middle school
education an A or B; only 4 percent of each gave ita D or F.
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Exhibit 2-3
Educator Survey Results Regarding CPS Education
Grade | Grade | Grade | Grade | Grade No

Department/Functional Area A B C D F Opinion
Elementary Education 29% 44% 6% 2% 2% 17%
Middle School Education 23% 42% 10% 2% 2% 21%
High School Education 17% 35% 13% 15% 4% 17%
Overall quality of education in this
district, compared to other districts 13% 46% 21% 8% 4% 8%

in Oklahoma

Source: Prismatic Survey Results, January 2022

FINDING 2-1

No district-wide instructional document or process guides teachers in aligning or pacing core

curriculum and instruction. The district does not have common district-wide curriculum

frameworks to horizontally and vertically align a standards-based core curriculum.

The consulting team found that only 5 and 6" grade science follows a written mapping

document to teach and paces the OAS standards. Focus groups and interviews indicated no
horizontal or vertical alignment processes and procedures are in place generally. CPS teachers
primarily make their own decisions regarding what and when curricula are taught. At CPS,
vertical and horizontal curriculum alignment is not an ongoing process of mapping all content,
skills, assessments, learning activities, instructional strategies, and digital resources based on

student data.

The district has not yet evolved from a misaligned textbook-driven to a standards-based

curriculum. The teachers have autonomy in choosing curriculum, resources, and making
decisions regarding when standards are taught and how the curricula is paced. It was reported the
district adopted new math textbooks from differing publishers and math teachers across the
district find their own supplemental resources. New science textbooks were also purchased.
However, elementary science books are not appropriately used to guide the curriculum, nor were
Pre-K to 4™ grade science and social studies grades reported on the semester report card to
parents. No process, curriculum maps, or pacing guides direct or monitor when OAS (Oklahoma
Academic Standards) are taught, tested, and students have mastered grade level and content area

OAS requirements.

CPS teachers reported an understanding of OAS. The elementary school reported initiating
SMART (Specific, Measurable, Achievable, Realistic, Timely) Goals and beginning efforts to
focus on standards-based curriculum. However, across the district, no uniform efforts anchor
details for mapping and pacing standards-based instruction. No guidelines direct integration of

digital programs and resources.

At the time of the onsite review, student assessment data indicated a decline rather than a
consistent upward spiral for improvement. This was true in both math and reading. Without a
common vertical and horizontal document to guide teacher decision-making and implementation
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of a standards-based curriculum, improving student academic performance is unlikely to occur.
There is no uniform use of student data to measure horizontal and vertical alignment that ensures
teachers adhere to standards of excellence and a high-quality, comprehensive curriculum.

Vertical and horizontal curriculum alignment is the first step to improved student performance.
Standards-based horizontal curricula alignment details what students learn in each grade level
content area. For example, what standards and skills taught and learned in one 4" grade math
class are mirrored in all other 4" grade math classes. Horizontal curriculum alignment takes
place collaboratively with all grade levels or subject teachers. Each classroom provides the same
written, taught, and tested curricula standards. Content and instruction are equitable horizontally
across each classroom. Horizontal alignment of curricula standards ensures each grade level and
subject area classroom receives equitable OAS instruction. A written framework must guide and
pace each grade level or subject area curriculum.

Standards-based vertically aligned curricula detail what students must learn in one lesson,
course, or grade level to prepare them for the next lesson, course, or grade level. Curricula and
instruction are purposefully structured and sequenced so that students are learning the content
and skills that prepare them for success with more challenging and higher-level work. Vertical
curriculum alignment identifies content and skills students are to master and maintain so they are
successful in the next lesson, grade level, or course. Mastering and maintaining the content and
skills in one lesson, course, or grade level enables students to experience a smooth upward spiral
of curriculum.

As part of the curriculum alignment, the district lacks a common focus for leveraging the key
components of digital learning. Effective technology integration includes “active engagement,
participation in groups, frequent interaction and feedback, and connection to real-world

21
experts.

Content standards that are aligned with and support digital age learning and work are essential in
today’s schools. Technology is best able to enhance learning when educators use it intentionally
within the adopted curriculum. A curriculum framework pairs defined content standards with
aligned digital curriculum resources. A curriculum framework guides both how and when
technology is used for learning. It ensures that technology is applied:

e in ways that address real-world skills;
e to learn the right skills at the right times for the right reasons; and

e to meet specific learning objectives.

As noted by the International Society for Technology in Education: Technology is all too often
applied as a replacement or add-on to existing curriculum. To maximize its potential benefits —
such as the development of higher-order thinking skills — educators must weave it into the
curriculum in such a way that the tool matches the daily desired learning outcome. A standards-

! https://www.edutopia.org/video/introduction-technology-integration
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based curriculum framework bridges the gap between overall curriculum goals and the use of
technology for supporting learning and teaching. 2

Finally, there is no indication the district’s administrators and technology integration specialist
make intentional effort to raise awareness, provide options, and set expectations to standardize
the core curriculum using a Pre-K-12 grade curriculum framework.>* Research citing the
importance of vertical and horizontal frameworks emerged as schools moved to a standards-
based education rather than textbook-driven education. A curriculum framework organizes
standards into learning outcomes. At each grade level or content area, frameworks define and
explain the content standards to learn. The framework clearly articulates what the students are to
master at each respective grade level and subject area. Frameworks guide teachers in planning
and delivering grade level curricula and instruction. They identify the essential standards,
learning experiences, foundational and maintenance skills, and key learning concepts. The
framework clearly details the curriculum standards in each subject area at each grade level that
students are expected to learn, and teachers are expected to teach. The framework identifies
supplemental and digital resources that correlate and provide support and/or remediation that
leads students to mastery.

The state of Oklahoma has developed comprehensive curriculum frameworks. Available on the
SDE website, there are frameworks in Mathematics, English Language Arts, and Science. A
portion of the Learning Progression for the Algebra 1 curriculum framework is provided in
Exhibit 2-4.

2 https://citeseerx.ist.psu.edu/viewdoc/download?doi=10.1.1.469.1189&rep=rep 1 &type=pdf
3 https://sde.ok.gov/oklahoma-curriculum-frameworks
4 http://id.iste.org/connected/standards/essential-conditions/curriculum-framework
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Exhibit 2-4

Oklahoma Algebra 1 Curriculum Framework

Excerpt of Learning Progression

Unit 0:
Growth Mindset

Unit 1
Exprassions,
Equations and
Inequalities

Timing

~4 weeks

Ohbjectives
A1A32

ATNAA

erarching Question

How does improving student attitudes toward math affect
their learning?

How can we manipulate information to help us solve real-
world problems?

Essential Questions

Big Ideas
1. Math is about learning not
performing.
2. Math is about making sense.
3. Math is filled with conjectures,
creativity, and uncertainty.
4. Mistakes are beautiful things.

Full Objectives
. Students will understand the importance of a growth mindset (e.g., that math is not about talent
or natural ability but is about thoughtful practice) and what it means to talk and listen, Students
will also understand that class is where students practice thinking and doing math.
. Students will learn the value of taking time to think about math and listen to how others make

-

o

sense of their work to arrive at 8 common understanding.
. Students will build the habits of using precise language, practicing, and sharing their thoughts.

wa

1. How can we represent
information
symbolically?

How do we develop

b

mathematical
arguments/proofs for
solving real-waorld
situations?

How can we use related,
but different
representations to solve

w

rezl-world problems?

* Polynomial expressions can be
simplified and evaluated.

* Polynomial expressions can be
written as factors.

* Square and cube roots can be
added, subtracted, multiplied,
divided, and simplified

= Equations and inequalities can be
solved in both algebraic and real-
world contexts

A1.4.3.2 Simplify polynomial expressions by adding, subtracting or multiplying.

A1.4.3.4 Evaluate lingar, absolute value, rational, and radical expressions. Include applying 2 nonstandard
operation such as @ b=2a+h,

A1.A.3.3 Factor common monomial facters from polynomial expressions and factor quadratic expressions
with 2 leading cosfficient of 1.

ATNLT Write sguare roots and cube roots of monomial algebraic expressions in simplest radical form,
A1.N..2 Add, subtract, multiply, and simplify square roots of monomial zlgebraic expressions and divide
square roots of whole numbers, rationalizing the denominator when necessary.

A1.4.1.1 Use knowledge of solving equations with rational values to represent and solve mathematical
and real-world problems (2.g, angle measures, geometric formulas, science, or statistics) and interpret
the solutions in the original cantext.

A71.4.1.2 Solve absolute value equations and interpret the solutions in the original context.

A1.4.3.1 Solve equations involving several variables for one variable in terms of the others.

A1.4.2.2 Represent relationships in various contexts with compeound and absolute value inegualities and
AIN12 solve the resulting inequalities by graphing and interpreting the solutions on a number line.
AlATA
ATA12
AlAZT
ATAD22
Unit 2; How does data help us interpret real-world situations? 1. How do we use * Data sets can be described with | A1.D.1.1 Describe a data set using data displays and compare data sets using y
Data evidence to support various models, both statistics, including measures of central tendency, location and spread. Know how to use calculators
Source: http.://okmathframework.pbworks.com/w/page/118991895/Algebra%201%20Learning%20Progression%20(v2)
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RECOMMENDATION

Develop and implement with fidelity core content area Pre-K-12 horizontal and vertical
standards-based curriculum frameworks to align, pace, and monitor OAS.

Several recommendations were included in the 2013 report related to this topic. The consulting
team found that CPS either did not implement the 2013 recommendations or began
implementation but did not sustain it.

District leaders should begin by introducing CPS teachers to various local, state, and national
frameworks. With increased teacher awareness in place, the district should standardize the
curriculum and adopt a Pre-K-12 grade district-wide curriculum framework. In adopting
curriculum frameworks, there is no need to reinvent the wheel. The district should begin by
reviewing the SDE frameworks along with frameworks from other Oklahoma districts.

Along with adopting the framework, teachers need an accountability system to ensure the
framework is taught with fidelity. The district’s leadership and select teachers must provide the
leadership, support, and release time for teachers to adopt frameworks that provide consistent
guidelines for shaping and managing their respective curriculum along with the integration of
appropriate resources and technology. There is a need for regularly scheduled meetings with
focused agendas where teachers use formative and summative student performance data to make
needed curricula and pacing adjustments. Restructuring release time, refocusing the summer, and
reordering the beginning of the year professional development days are possible venues for
framework adoption.

FISCAL IMPACT

This recommendation can be implemented with existing resources. It can be implemented by
restructuring Friday release time and use of existing professional development funds.

FINDING 2-2

The district has no process for teachers to use formative and summative assessments across all
grade levels. No comprehensive efforts or expectations are in place, so formative and summative
student performance data are not currently uniformly used to inform and adjust content,
instructional practices, or drive targeted remediation and interventions.

Several CPS teachers reported using formative assessment, but use is limited, random, and
sporadic. The elementary school has initiated efforts to create SMART goals, but this is only in
the beginning stages. Without analyzing formative and summative data, it is difficult to assess
student progress. Common processes for analyzing vertical and horizontal student formative
performance data are not in place. Teachers reported using an assortment of formative software,
such as Study Island, end of chapter textbook tests, and teacher-created formative assessments.
There were minimal and isolated efforts reported of using formative data to plan, adjust, pace,
and design instruction or to close skill gaps and inform direct instruction and remediation.

Page 2-8 PR ¢



Crescent Public Schools Instructional Delivery System

A variety of summative assessments are being administered, including Starr, the SDE Oklahoma
School Testing Program (OSTP), and College and Career Ready Assessment (CCRA) tests.
There are sporadic efforts among grade levels and subject areas to analyze these summative data.

There are varying principal expectations and practices between the elementary, middle, and high
schools to analyze formative and summative data. OSTP summative student performance data
assist teachers in applying the results to instructional pacing and adjusting curriculum
frameworks. There is no CPS process to routinely use student performance data to vertically
align and pace curricula and make adjustments in re-teaching, remediation, and maintenance of
specific concepts and skills.

On the staff survey conducted for this review, 63 percent of educators (administrators, classroom
teachers, other certified, and instructional support staff) either did not know, disagreed, or
strongly disagreed that formative (benchmark) and summative (end-of-year) are used to improve
the district’s curriculum (Exhibit 2-5). Conversely, 61 percent of educators indicated data were
used to improve instructional practices, but, as the consulting team found during the onsite work,
these efforts are neither consistent nor uniform.

Exhibit 2-5
Educator Survey Results Regarding the Use of Student Performance Data
Strongly No Strongly

Survey Statement Agree Agree | Opinion | Disagree | Disagree
Test data from district-adopted
benchmarks and man@ated end-of- 4% 33% 439 20% 0%
year tests are used to improve the
district’s curriculum.
Teachers effectively use student
data to improve instructional 10% 51% 27% 10% 2%
practices.

Source: Prismatic Survey Results, January 2022

The consulting team learned of isolated efforts where teachers used item analysis to find trends
and patterns in student learning. However, the input was unclear and teacher understanding was
incomplete. Focus groups and interviews reflected marginal understandings and expectations for
using either summative or formative data to re-design instruction, change instructional practices,
and determine if reteaching or remediation is needed. No evidence indicated student performance
data were collected at the end of a grading period and then routinely revisited over time to
maintain mastery. There are no uniform processes and procedures to assist all teachers in using
OSTP data to inform targeted instruction, form flex groups for targeted remedial instruction, and
identify then close vertical and horizontal learning gaps. No evidence was presented that teachers
use student data to identify district-wide, site-based, grade level, or subject area reoccurring
curricula redundancies caused by pacing gaps.

Long-standing research contends effective teachers use both formative and summative data to
identify patterns of success and failure and then determine next steps in instruction. One of the
longest-standing bodies of research is the “effective schools” research. One of the original
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correlates of effective schools’ research is the “frequent monitoring of student progress.” The
foundational correlates are being used to incorporate recent research and school improvement
findings and continue to offer challenging developmental stages to which schools can aspire in
the Learning for All mission.’

As stated in the original research on effective schools:

The effective school frequently measures academic student progress through a variety of
assessment procedures. Assessment results are used to improve individual student
performance and 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, including
that using student achievement data must be included in instructional decision-making. 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.’
RECOMMENDATION

Develop and implement district-wide processes and procedures for administering
formative assessments and summative assessments to monitor student progress and
measure mastery of OAS, then use the data to pace and adjust curriculum, instructional
practices, and inform targeted remediation and interventions.

A similar recommendation was included in the 2013 report. The purpose for CPS teachers
analyzing classroom data is to determine what the students have learned, what they need help to
learn, and how they should revise instruction to ensure that they all do learn. The use of student
performance data is essential to identify skill gaps in student learning. The learning and skill
gaps should 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
CPS 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

5 https://www.hwdsb.on.ca/secondaryarc/files/2011/01/L4All-Summary.pdf
“https://staticl.squarespace.com/static/57c4731c893fc04773 1 cea43/t/5946db3b2994cac227699178/1497815867695/
Correlatestof+Effective+Schools.pdf

7 http://www.naesp.org/sites/default/files/Student%20Achievement blue.pdf
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data to measure learning at the end of each instructional segment. This allows teachers to make
informed, collaborative decisions to address gaps or mastery in learning.

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, they should hold
Professional Learning Communities (PLC) meetings to analyze data. Meetings should focus on
determining the strengths and weaknesses of 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. The district process should examine classroom data
and ask key questions, such as:

e  Which content standards are 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 upon individual student performance, what do teachers need to do next to move the
student to proficiency?

e Based upon the class performance, what re-teaching needs to be done?
e After re-assessing, did students demonstrate proficiency?
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 is 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?®

For data to be used effectively, teachers should go beyond just tallying the data and diagnosing
learning gaps. An important part of the data discussions involves sharing ideas about improving
instructional practices based on student need. Conversations should also center around, “What
are you doing in your class that I’'m not doing in my class?”” CPS teachers should abandon

8 Nichols, B. W. & Singer K. P. (2000). Developing data mentors. Educational Leadership, 57(5).
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teaching in isolation. They need to share and find quick, practical strategies for maximizing data
analysis, including shared dialog for how to easily adjust instructional delivery practices.’

Principals and teachers should consider regularly graphing data. A visual depiction of the
information often yields additional insights and has proven helpful to teachers. A 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.'°

? https://files.eric.ed.gov/fulltext/ED536742.pdf https://blog.advancementcourses.com/articles/data-
driveninstruction/ https://www.edutopia.org/blog/new-teachers-how-use-data-inform-instruction-rebecca-alber
10 http://mdk12.msde.maryland.gov/instruction/progress/using.html Instructional
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Exhibit 2-6 provides examples of dedicated data walls in other schools/districts. Data charts are
color-coded and labeled for teachers to review as they work with students to make progress in
reading skills.

Exhibit 2-6
Example Dedicated Data Walls

||||uu||un||u|u|||r|nmi|u||u||u||uﬂl|llu|mlljlm T

Source: Prismatic, 2018-20

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.
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Additionally, the SDE has developed the Oklahoma Family Guides for English Language Arts,
Mathematics, Science, and Social Studies for Pre-K through 6™ Grade. The SDE Family Guides
are resources aligned with the Oklahoma Academic Standards 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. !

FISCAL IMPACT

This recommendation can be implemented with existing resources. The superintendent and
elementary principal have the expertise to support this recommendation. However, if an external
consultant is needed, there are consultants available to guide teachers through the data analysis
process. A short-term consulting engagement would cost approximately $2,000.

Recommendation 2022-23 2023-24 2024-25 2025-26 2026-27

Hire a consultant to
teach use of formative
and summative data,
if needed.

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

FINDING 2-3

CPS middle school and high school course electives are limited. Due to recent financial issues,
band and music were eliminated. In middle school, STEM is an elective in the 6 to 8" grades.
However, not all students are able to enroll because of class size limitations. In 5% and 6™ grades,
one hour per day is identified as “academic achievement” period. Interviews reported this is
basically a study hall, not an elective, as many of the students do not need structured help,
remediation, or tutoring. In addition, there is minimal communication among teachers regarding
which students attending the period may need academic support and what help is needed. At the
high school, some students are enrolled in “courses” that provide little to no academic content
but are instead designed ostensibly to support teachers. Students reported that those classes
typically involve going to get coffee for teachers.

A comparison of core units in the high school curriculum reveals a general lack of curriculum
offerings (Exhibit 2-7). In 2019-20, the district:

o offered the lowest number of language arts and social studies units among the peer districts—
both offerings were also below the community group and state;

e offered the second-lowest number of math and science units among the peer districts—both
offerings were also below the state;

e offered the second-lowest number of fine arts units among the peers, which was higher than
the community group but lower than the state;

1 https://sde.ok.gov/oklahoma-family-guides

Page 2-14 PR SMAT]I

SERVIGCES, TNC




Crescent Public Schools Instructional Delivery System

e offered no units in languages or computer education; and

e offered the third-lowest number of units in electives among all comparison groups.

Exhibit 2-7
Comparison of Core Curriculum Units by Subject, 2019-20
2 . £

S| £ | 5| & 2| 5| Es
3 2 £ 5 = = eS| £
Subjects S| S| S| a| = |8 33| &
Fine Arts 7.0 8.0 11.0 5.0 8.0 10.0 6.5 8.1
Science 5.0 8.0 6.0 5.0 6.0 4.0 5.0 6.1
Math 4.0 6.0 6.0 3.0 4.0 5.0 4.8 5.5
Computer Education | 0.0 0.0 1.0 3.0 0.0 0.0 1.9 e,
Social Studies 4.0 5.0 7.0 4.0 5.0 7.0 5.6 6.8
Languages 0.0 3.0 0.0 2.0 4.0 2.0 1.8 2.5
Language Arts 4.0 5.0 6.0 4.0 5.0 4.0 4.6 4.8
Electives 15.0 | 20.0 19.0 11.0 | 20.0 12.0 15.2 17.8
Total 24.0 | 35.0 | 37.0 260 | 32.0 | 32.0 30.2 36.0

Source: Office of Educational Quality and Accountability, Profiles Database

At the high school more elective diversity is needed with electives that interest and challenge
students. Interviews and focus groups reported the need for job shadowing and more
college/career planning. The district appeared unaware that colleges often take student electives
into consideration when awarding scholarships. Some examples of electives cited on the 2021-22
high school published schedule included:

e Speech I, I, III all offered fifth hour by the same teacher;
e Spanish I and II offered sixth hour by the same teacher;

e Art II/III/AP first hour with the same teacher, and

e ArtIand II offered fifth hour with the same teacher.

It can be difficult for a teacher to offer a varied course experience across multiple levels in the
same class period. Some of the other electives are Career Tech, Multi-Media, Desktop
Publishing, Agriculture, and FACS. CPS has students taking concurrent enrollment and attending
either a morning or afternoon course at Francis Tuttle Career Tech.

Over the last five years, CPS ACT scores have declined. Exhibit 2-8 compares the trend in ACT
composite scores over time. CPS’ composite score averaged 19.7 in 2015-16 and decreased to
17.3 in 2019-20. In the same period, scores for all the peer districts except one also decreased. In
2019-20, CPS had the lowest ACT scores of all the peer districts and was below the community
group and state.
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Exhibit 2-8
Trend in CPS ACT Composite Scores
Percentage
Entity 2015-16 | 2016-17 | 2017-18 | 2018-19 | 2019-20 Change
Crescent 19.7 19.1 17.9 17.3 173 | (12.2%)v
Cashion 21.3 20.0 204 19.9 20.3 4.7%) v
Comanche 20.9 19.8 18.3 17.6 17.9 (14.4%)v
Empire 18.2 18.7 17.6 17.3 18.4 1.1% A
Morrison 21.6 214 21.8 18.4 19.9 (7.9%)v
Minco 20.1 20.6 20.3 18.7 19.2 (4.5%)v
Community Group 20.1 19.9 19.3 18.4 18.6 (7.5 v
State 20.6 19.5 194 18.9 18.8 8.7%) v

Source: Office of Educational Quality and Accountability, Profiles Database

Research indicates that elective classes in middle and secondary schools allow students one or
two periods a day with choice. According to education researcher Robert Marzano, choice “has
also been linked to increases in student effort, task performance, and subsequent learning.”
Choice has also been linked to increases in student effort, task performance, and subsequent
learning.”!?

Nationwide surveys note a need for students to feel more connected to the adults on their school
campuses. Electives, many times, reflect the interests of the teachers that teach them as well as
the students that choose them. This fosters healthy student-teacher connections. Yearbook,
robotics, film society, photography, world languages, theater, speech and debate, music
appreciation, and current events — all these classes can still tap into “core” areas of reading,
writing, listening, and speaking.

Elective courses give student choices to explore coursework outside of the required core
curriculum graduation requirements. Electives allow students to study different topics, engage in
acquiring new skills, participate in hands-on projects, and explore new interests.

RECOMMENDATION
Add elective classes to improve the middle and high school course offerings.

The superintendent should form a stakeholder group to identify desired electives. The Board of
Education, principals, teachers, parents, students, and community members should be
represented on the committee. Band and music electives should be consideration. The hour of the
day and the number of students that can populate an elective should be a major consideration.
The district should purposefully explore feasible elective options, available teacher certification,
and courses of study that offer students opportunities to engage in learning new skills, exploring

12 https://www.google.com/search?q=research-+on+why-thigh+schools+need+electivetclasses&rlz=1C
1CHZL enUS721US721&og=research+on+why-+high+schools+need+elective+&aqs=chrome.1.69i57j33116014.198
02j0j7 &sourceid=chrome&ie=UTF-8
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new interests, doing hands-on projects. In adding electives, the district should strongly consider
viable online education opportunities.

FISCAL IMPACT

This recommendation can potentially be implemented with existing resources, although the
district may choose to add some teacher staffing if there is not sufficient expertise among the
existing staff or if online electives have a cost.

B. MANAGEMENT AND OVERSIGHT OF INSTRUCTIONAL PROGRAMS

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 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 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 2-9 describes the five core beliefs that
drive the work in school leadership at the Center and Exhibit 2-10 describes the four dimensions
of instructional leadership.

Exhibit 2-9
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

2 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 on the effective management of resources and of people —

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

Source: hitp.//info.k-12leadership.org/4-dimensions-of-instructional-leadership
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Exhibit 2-10

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

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.

13 http://www.youblisher.com/p/110815-New-thinking-about-educational-leadership/
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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 2-11 provides the current organizational structure for instructional delivery at CPS.

Exhibit 2-11
CPS Organization Chart for Instructional Delivery

Superintendent

Elementary Principall MS/HS Principal

Teachers Counselors Teachers 2 Counselors

Created by Prismatic, January 2022
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Exhibit 2-12 provides illustrations of CPS classrooms.

Exhibit 2-12
CPS Classrooms

Source: Prismatic, January 2022

Oklahoma School Testing Program

Student assessment is an integral part of measuring student performance. The Oklahoma School
Testing Program (OSTP) for students in 3™ and 8" grades and the College and Career Ready
Assessment (CCRA) for students in 11" grade continue implementation of the current standards-
based tests that students must take during the school year. The OSTP consists of Criterion-
Referenced Tests (CRTs) designed to measure student attainment of skills established for core
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subjects and helps monitor student and school performance relative to the OAS. 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, Mathematics, and Science;

e sixth grade: English Language Arts and Mathematics;

e seventh grade English Language Arts and Mathematics;

o cighth grade: English Language Arts, Mathematics, and Science; and

e cleventh grade: CCRA consists 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.

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 and who
does not have a gap of ten or more consecutive instructional days prior to dates that vary by
indicator type.

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:

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;

PR _SMATI( Page 2-21

SERVICES, TNC



Instructional Delivery System Crescent Public Schools

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.'4

Exhibit 2-13 provides the results of the math OCCTs in 2020-21. Only slightly more than half of
the CPS 3™ grade students demonstrated proficiency, but this was higher than all comparison
points. Conversely, CPS 4™ grade students scored the lowest of all comparison points. Results

for CPS 6"-8™ graders were also poor.

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

2020-21
3rd 4th Sth 6th 7th 8th

Entity Grade | Grade Grade Grade Grade Grade
Crescent 53% 24% DNS 28% 20% 14%
Cashion 36% 36% 47% 22% 11% 9%
Comanche 27% 31% 14% 31% 8% DNS
Empire 33% 51% 33% DNS DNS DNS
Morrison 50% 53% 40% 16% 13% DNS
Minco 19% DNS 25% 17% 21% 14%
State 29% 28% 23% 21% 20% 14%

Source: Office of Educational Quality and Accountability, Profiles Database

Exhibit 2-14 provides the results of the reading OCCTs in 2020-21. Less than half of CPS 3™
grade students demonstrated proficiency, but this was the highest of all comparison points.
Results for CPS students in the remaining grades were poor.

14 http://sde.ok.gov/sde/assessment-administrator-resources-administrators
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Exhibit 2-14
Percentage of CPS and Peer District
Full Academic Year Students Scoring Proficient or Above in Reading

2020-21
3rd 4th 5th 6th 7th sth

Entity Grade Grade Grade Grade Grade Grade
Crescent 44% 16% 26% 23% DNS 18%
Cashion 30% 29% 49% 31% 9% 45%
Comanche 20% 17% 24% 22% 8% 14%
Empire 20% 13% 19% 23% 9% 17%
Morrison 33% 21% 37% 23% 8% 11%
Minco 25% 24% 28% 23% 29% 34%
State 25% 22% 28% 26% 19% 24%

Source: Office of Educational Quality and Accountability, Profiles Database

Exhibit 2-15 shows the 2020-21 science scores. In 5 grade, CPS students scored the lowest
among peers and below the state. CPS 8" grade students scored highest among their peers and

above the state.
Exhibit 2-15

Percentage of CPS and Peer District
Full Academic Year Students Scoring Proficient or Above in Science

2020-21
5th 8th

Entity Grade Grade
Crescent 23% 51%
Cashion 44%, 32%
Comanche 29% 32%
Empire 42% 17%
Morrison 36% 11%
Minco 34% 45%
State 32% 32%

Source: Office of Educational Quality and Accountability, Profiles Database

Exhibit 2-16 shows math scores over a five-year period. From 2015-16 to 2020-21, CPS scores
generally declined in math. Scores from 2017-18 forward reflect Oklahoma’s higher
performance standards adopted in 2017. OCCTs were not taken in 2019-20.

Page 2-23

SERVICES,  TNC



Instructional Delivery System Crescent Public Schools

Exhibit 2-16
Five-year Data Trend in Math

2015-16 2016-17 2017-18 2018-19 2020-21

Grade |Crescent| State |Crescent| State | Crescent | State |Crescent| State |Crescent| State
3rd 2% | 75% | 43% | 54% 68% 51% | 55% |53% | 53% |29%
4th 84% 77% 46% 49% 31% 45% 49% 47% 24% 28%
5t 56% | 79% | 49% | 42% 42% 37% | 18% |39% | DNS | 23%
6 71% 76% 15% 42% 38% 34% 20% 37% 28% 21%
7th 55% 76% 30% 42% 17% 41% 47% 40% 20% 20%
gth 32% | 64% | 22% | 29% 10% 25% | 15% | 28% | 14% | 14%

Source: Office of Educational Quality and Accountability, Profiles Database, and Oklahoma Data Matrix Website

Exhibit 2-17 shows reading scores over a five-year period. From 2015-16 to 2020-21, CPS
scores generally declined in reading. Scores from 2017-18 forward reflect Oklahoma’s higher
performance standards adopted in 2017. OCCTs were not taken in 2019-20.

Exhibit 2-17
Five-year Data Trend in Reading

2015-16 2016-17 2017-18 2018-19 2020-21

Grade |Crescent| State | Crescent | State | Crescent | State |Crescent| State |Crescent| State
3rd 88% | 82% 47% 49% 32% 43% 48% 49% 44% 25%
4th 75% 78% 37% 46% 35% 46% 29% 39% 16% 22%
5t 61% | 82% 50% 49% 48% 46% 27% 45% 26% 28%
6 DNS | 74% 21% 48% 41% 46% 43% 45% 23% 26%
7th DNS 82% 44% 42% 19% 33% 33% 36% DNS 19%
gth DNS | 86% 28% 43% 43% 41% 21% 37% 18% 24%

Source: Office of Educational Quality and Accountability, Profiles Database, and Oklahoma Data Matrix Website

Exhibit 2-18 displays results for the 2020-21 11" grade test scores. CPS had the second-lowest
score in English among peer districts and was lower than the state. In math, CPS had the third-
lowest score among peers and same score as the state. In science, CPS had the second-lowest

score among peers and was lower than the state.
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Exhibit 2-18
Percentage CPS and Peer District Grade 11 Regular Education,
Full Academic Year Students Scoring Proficient or Above, 2020-21

Entity English Math Science
Crescent 24% 20% 16%
Cashion 46% 35% 21%
Comanche 17% 6% 16%
Empire 25% 14% 11%
Morrison 36% 25% 24%
Minco 31% 23% 18%
State 30% 20% 24%

Source: Office of Educational Quality and Accountability, Profiles Database

Exhibit 2-19 shows that in four out of the past five years CPS’ number of high school graduates
completing Regents’ College-Bound Curriculum was 84 to 100 percent. These rates largely track
slightly higher than the community group and state.

Exhibit 2-19
Trend in Graduates Completing
Regents’ College-Bound Curriculum

Entity 2014-15 | 2015-16 | 2016-17 | 2017-18 | 2018-19
Crescent 76% 97% 85% 100% 91%
Atoka 55% 69% 73% 86% 100%
Haskell 100% 80% 0% 75% 100%
Haworth 94% 90% 95% DNS DNS
Porter 100% 100% 95% 75% 0%
Vian 86% 96% 93% 98% 90%
Community Group 73% 82% 76% 79% 82%
State 81% 81% 80% 80% 83%

Source: Office of Educational Quality and Accountability, Profiles Database

In 2019-20, CPS had the lowest four-year dropout rate and a 100 percent graduation rate. CPS’
four-year dropout rate was lower than both the community group and state, as well as all but one
of the peers. CPS’ senior graduation rate was higher than both the community group and state
(Exhibit 2-20).
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Exhibit 2-20
CPS and Peer District Four-Year Dropout and Senior Graduation Rates, 2019-20

Four-Year Senior

Entity Dropout Rate | Graduation Rate
Crescent 0.0% 100.0%
Cashion 0.0% 100.0%
Comanche 1.4% 100.0%
Empire 0.0% 100.0%
Morrison 4.7% 100.0%
Minco 0.0% 100.0%
Community Group 4.2% 99.0%
State 9.8% 98.0%

Source: Office of Educational Quality and Accountability, Profiles Database
FINDING 2-4

The high school class schedule has not been recently or regularly reviewed to determine if class
scheduling is based on the student educational best instead of adult preferences. An in-depth,
detailed review would ensure appropriate sequencing of subjects, high school graduation
requirements, content pre-requisites, and balanced classroom population. A review is needed to
phase in additional elective classes and a research-based, best practice justification for the ten-
minute break between the second and third hour.

The consulting team learned of possible high school scheduling irregularities, including:

e students having an unassigned free period who are then allowed to attend classes in which
they are not enrolled;

e the published schedule not being followed with fidelity;

e some students having difficulty finding enough units for graduation; and

e inconsistencies existing in the quality of instruction across courses.

Effective schools methodically build secondary schedules. Schedules are built for learning and
not convenience. Research supports the view that the more time a student spends learning, and

the more efficiently that time is used, the higher their achievement. When it comes to secondary
schedules, there are four basic steps to include:

e determine goals;
e understand parameters;
e select the underlying structure, and

e incorporate structure.
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Ultimately, schedules are built for learning and not convenience. The schedule is founded in the
school mission and goals. The goal of schedules is to maximize sequential, active learning where
students learn to collaborate, create, and work on interdisciplinary projects. !>

RECOMMENDATION

Review and implement with fidelity a more robust, accurate, and student-driven secondary
class schedule.

The BOE, superintendent, principals, teachers, and students should strategically approach the
secondary schedules with both the immediate requirements of current students and long-term
improved learning opportunities for CPS students. The schedule should be revised with
intentional focus based on maximized learning opportunities and student need. The schedule
should include additional elective classes. The processes and procedure to add new electives and
to implement a more robust, accurate, student driven schedule matrix should be addressed
simultaneously. Exhibit 2-21 provides some guidelines for this work.

135 https://www.gettingsmart.com/2017/02/24/scheduling-for-learning-not-convenience/
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Exhibit 2-21
Guidelines for Creating Secondary Schedules

1. Set priorities before you begin building the schedule: Before starting to build a schedule, schools and
districts must pause to refine and hone a theory of action and establish an ordered set of priorities that will
help schedulers manage the endless tradeoffs in a strategic and purposeful way.

2. Focus on the content of your schedule, not the structure. No single scheduling structure is the “silver
bullet” structure. According to research:

a. Period length only impacts student outcomes if teachers effectively utilize the time.

b. Block schedules have mixed results regarding the impact on student achievement — there is no “right”
number of courses for students to take at one time.

c. There is a large, positive relationship between academic learning time — the period when instructional
activity is perfectly aligned with a student’s readiness and learning occurs — and student achievement.

d. Districts should stick with the structure they have unless there is a significant reason to switch.
3. Provide extra time for general education intervention.

a. Insecondary schools, “extra help” for struggling students is provided either during class period through
co-teaching, push-in, or paraprofessional support. More help and more adults are provided; but not
more time to learn.

b. Best practice for secondary intervention calls for a double-time model that provides “extra help” in
addition to core instruction.

i. In class, struggling students are exposed to a first presentation of the content — 100% of their current
year materials—during core instruction; allows them to be immersed in the classroom experience,
learn from peers, stay socially engaged, and have the benefit of being exposed to the material from
their skilled core-instruction teacher.

ii. In an extra period, students receive interventions and supports needed to fully master the material.
Extra-time interventions include: pre-teaching the next day’s lesson, re-teaching current-year
materials, and going back to address missing foundational skills and gaps that have accumulated from
prior years.

4. Maximize access to rigor. Schools can also create more learning via better schedules by examining access
to rigorous courses, including advanced placement (AP) and honors courses. Many districts do not
systematically analyze scheduling data to understand how students are distributed among levels of rigorous
courses in different departments. Dissecting data by department and level of rigor clarifies where there may
be actions that don’t match stated priorities.

a. One district found that less than 10% of all math seats were in AP or honors sections and 15% of math
seats were below grade level. Meanwhile, in science, a much larger 21% of students were in rigorous
classes, with only 2% receiving below-grade-level content. In this case, district leaders discovered that
the Math department set a very high bar for students to qualify for enrollment into AP/honors sections,
excluding some students who could handle greater rigor; they also discovered that there was an above-
average number of students in “instead of” or remedial classes. Prioritizing an extra-time secondary
intervention strategy allowed struggling learners to catch up to grade level and encouraged a greater
number of students to enroll in advanced classes, especially in math.

5. Set nuanced class size targets. Another key preparatory step before building the schedule is to determine a
nuanced approach to class-size targets.

6. Match staffing to course enrollment with precision—to the decimal place! Every principal,
superintendent, and CFO asks how many of each type of teacher is needed each year. A typical process for
determining staffing needs might begin with setting a class size target of 25 students per section and a
teaching load requirement of five sections per FTEA strategic approach to secondary school scheduling
can raise student achievement.

Source: https.//www.dmgroupkl2.com/blog/how-to-build-a-better-secondary-school-schedule
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Scheduling will always include tradeoffs and difficult choices — it is a challenging task. But
scheduling should not keep district leaders from achieving important goals, learning goals, and
objectives for students. In fact, when approached strategically, scheduling should open the door
to increased student achievement and better support for teachers. '

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

CPS teachers lack release time for curricular and instructional dialog and discussion. Declining
student performance data indicates a need for instructional changes. The elementary school has
initiated some release time opportunities, but the process is not district-wide and does not include
all administrators and teachers at every grade level/content area.

The district does not provide regularly scheduled PLC release time for all teachers to participate
in discussions that address data analysis or using formative and summative data to design, adjust,
and pace curricula and instruction. Across the district, only random and informal dialogue takes
place for teachers to address instructional issues. Principals lack designated times with teachers
to collaborate and engage in meaningful dialog around addressing learning gaps and
redundancies, best common assessments for monitoring student processes, and evidence-based
teaching strategies that improve achievement. The consulting team found a dearth of recurring
meetings that consistently articulate the district’s expectations for effective lesson planning,
implementing evidence-based instructional delivery strategies, standards-based, student-centered
learning, and accountability for implementation. Administrators and several teachers recognized
there is expertise, innovative strategies, and valuable resources among the staff, but no consistent
structured time or process to share their work and expertise. Staff meetings are not routinely held
where teachers share successful interventions and daily remediation practices across grade levels
and subject areas.

CPS teachers are functioning at varied instructional proficiency levels. Without scheduled time
to work together, administrators are unable to explore new information and the foundational
knowledge base with teachers who need to improve. Focus groups and interviews indicated the
need for training all teachers, instructional aides, counselors, librarians, and technology directors
in the purpose, expectations, and essential components of a successful PLC. PLCs could be used
to address issues of accountability, monitor student progress, use data to inform instruction, and
align the horizontal and vertical curriculum.

Research is clear that PLC teacher collaboration has profound positive 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?

16 https://www.dmgroupk 12.com/blog/how-to-build-a-better-secondary-school-schedule
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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 2-22 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.

17 http://www.sedl.org/change/issues/issues6 1 .html
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Exhibit 2-22
Change Implementation

A Changs Myth
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Time
Source: http.//michaelfullan.ca/wp-content/uploads/2016/06/2008SixSecretsofChangeKeynoteA4.pdf

A district seeking to improve must be mindful that initial capacity building is more important
than accountability because the former is the route to the latter, (i.e. building the capacity of
teachers is the route to being held accountable for implementing new, best practices). 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 2-23 summarizes Fullan’s insights regarding change.

18 Fullan, M. (2008). The six secrets of change. San Francisco, CA: Jossey-Bass.
19 http://www.sedl.org/change/issues/issues6 1 .html
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Exhibit 2-23
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
Ins?nl;gtes the quantity of action and student learning (Reeves, 2002)
& 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 Careful 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 . . )
Leadership e 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 understanding of PLC concepts and
characteristics. It provides the rationale for implementing PLC that benefits 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.

20 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.

2 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.

22 Darling-Hammond, L. (1996). The quiet revolution: Rethinking teacher development. Educational Leadership,
53(6), 4-10.
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For administrators and 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 standards-based instruction, student-centered outcomes, along with
the day-to-day decisions, and improvements in schools, is more robust and maximized when
districts provide teachers with PLC opportunities.

RECOMMENDATION

Implement regularly scheduled, structured, release time opportunities for administrators
and teachers to collaborate horizontally and vertically regarding aligning and pacing core
content, high impact instructional strategies, and interventions that drive improved
learning for all students.

When implementing a PLC process, CPS administrative staff should understand the need for
finding the balance between capacity building and accountability for improving instructional
practice. This calls for freedom and self-direction that leads to improvement. At the same time,
teachers also need support, direction, and expectations that help them develop expertise and
grow the practice of professional dialogue with fellow teachers. Administrators should use the
PLC process to guide teachers to move past blaming the parent or socioeconomic status for
deficiencies to taking ownership for reaching the child through effective instruction and student-
centered classrooms. CPS teachers should evolve to talking about curriculum standards and
developing effective lesson plans based on student performance data the content and skills
students must learn. Teachers should no longer be tethered to textbook curriculum. PLCs should
make teachers aware they have a wealth of expertise and options for professional learning among
themselves, next door, and across the hall. PLCs should provide the time for sharing and
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 should
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 should develop a profile of their journey to create, deepen, and sustain the collaborative
process.

The National College for School Leadership has developed a rubric that CPS principals should
use to assess their PLC. A copy is available in Appendix E.
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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
in order to improve our individual and collective results.”*?

Exhibit 2-24 is a resource for exploring scheduling options for teacher collaboration.

Exhibit 2-24
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.

¢ 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.

e 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 2022-23 2023-24 2023-24 2024-25 2025-26

Hire a firm to help
with PLC if needed. (85,000) $0 $0 $0 $0

23 Baker, R., DuFour, R., & DuFour, R. (2002). Getting started: Reculturing schools to become professional
learning communities. Bloomington, IN: Solution Tree Press.
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FINDING 2-6

Textbooks and/or teacher-selected resources drive CPS curriculums. This is not a best practice.
Moreover, the district lacks processes and procedures to annually evaluate instructional
resources.

No vertical or horizontal alignment exists among grade levels and across content areas regarding
textbooks, software, instructional materials, and resources routinely used. Across grade levels,
math textbooks are new, yet from differing publishers. One teacher reported using the SDE
curriculum frameworks, but others did not. The consulting team found elementary science
textbooks implemented sporadically or not at all. CPS teachers determine the textbooks and
instructional resources used in each grade level and content area. In most grade levels and
content areas teachers primarily work in isolation when selecting their supplemental resources.

A portion of CPS secondary students noted the lack of curriculum coherence in responding to the
student survey (Exhibit 2-25). Nearly one-third of secondary students (32 percent) do not feel
that they learn what they need to learn to be prepared for the next grade. Similarly, more than
two-fifths (43 percent) stated that they did not know what to expect on the state tests.

Exhibit 2-25
Student Survey Results Regarding Curriculum Coherence

Strongly No Strongly
Survey Statement Agree Agree | Opinion | Disagree | Disagree
Students learn the necessary
material to be prepared for the next 12% 57% 17% 12% 3%
grade.
ielilse.W what to expect on the state 13% 45% 24% 16% 39

Source: Prismatic Survey Results, January 2022

No filter or screening process is in place to regulate vertical alignment of textbooks and
instructional materials. No process determines the degree to which the instructional materials
address student achievement gaps on state tests, especially the lower quartiles. There are no
inclusive evaluation processes to measure whether the instructional materials used align closely
with OAS. No evidence was presented to indicate that student OSTP data are routinely
disaggregated to determine if the content and skills missed in the lower quartiles are
appropriately covered in the implemented textbooks and instructional materials.

The district does not clearly define efforts to evaluate software, programs, texts, and
supplemental resources to determine relevancy, alignment with OAS, and how resources directly
impact improved student achievement. The consulting team did not find evidence of an
evaluation process to determine how core curriculum textbooks, software programs used,
supplemental and remedial interventions, instructional strategies, and enrichment activities are
aligned with longitudinal OSTP data results. No evidence was presented to indicate how all CPS
taught and tested curriculum aligns with state Blueprints, Test and Items Specifications, and
Performance Level Descriptors (PLD). No evaluation or screening process is in place to ensure
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new purchases support the identified student needs based on student test scores and are align
with target remediation and interventions for students.

Without implementing a regularly scheduled evaluation system, CPS positions itself to fund
instructional resources/programs that are misaligned, not teaching to identified student needs or
the intent behind their implementation. The Crescent community and stakeholders need
assurance the district is not spending money and time on ineffective instructional
resources/programs.

Most federal and state instructional resources/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 teaching state
standards, 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
perpetuating redundant and repetitive overlaps.

Research is clear that instructional resources must be relevant, support curricula rigor, and most
importantly, seamlessly align with state standards and improve student performance. Without
comprehensive instructional resource/program evaluations, schools risk getting into curricular
and instructional traps. They continue doing what they have always done — using instructional
resources with students without focused intent and alignment.

Systematically collecting and analyzing quantitative and qualitative information regarding
instructional resources provides district administrators and teachers with valuable assessment
information. Ideally, evaluations 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?
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e Does the instructional resource/program have a positive impact on students, teachers, school
climate, and culture??*

High-performing districts use the evaluation to make data-driven, informed decisions. The
evaluation guides the district to keep or abandon instructional resources/programs. Based on
data, modifications, additions, deletions, or revisions to instructional resources/programs are
determined. The evaluation determines the instructional impact resources have on subgroups
such as gifted, struggling readers, English Language Learners (ELLs), and special education
students.

RECOMMENDATION

Implement a comprehensive evaluation process to ensure textbooks, software, and
supplemental instructional materials/resources are developmentally appropriate, relevant,
consistent across grade levels and content areas, and aligned vertically and horizontally
with Oklahoma Academic Standards (OAS).

The BOE, superintendent, principals, and select teachers should develop and implement a plan to
annually evaluate curricular and instructional resources, software, enrichment, and remediation
materials to ensure alignment with OAS and data-driven student performance needs. High
performing districts annually evaluate all instructional resources/programs, new initiatives,
grants, and district processes. The combined data determines if there is a need to add, 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 tool to build upon successes and leads to ongoing improvement in
practices and outcomes.

The CPS superintendent, principals, and all teachers should develop a list of all major curricular
and instructional resources routinely implemented to supplement, remediate, or enrich their
instruction, and support the curriculum. Proof or justification of how the resource aligns with
teaching state standards and supporting student test data results must be included. 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

24 http://ies.ed.gov/ncee/edlabs/regions/pacific/pdf/REL 2014007.pdf
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relevant to the knowledge base students need for OAS and the next level of study and college
and career-readiness. This evaluation and abandonment process should 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 whether it is adapted with fidelity. Exhibit 2-26 presents examples of
formative evaluation questions to explore.

Exhibit 2-26
Formative Instructional Resource/Program Evaluation

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

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

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

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

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

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

e 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 at another logical time, such as the end of instructional resource/programmatic
intervention. Exhibit 2-27 presents examples of summative evaluation questions to explore.
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Exhibit 2-27
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?

e 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 that the
instructional resources/programs align and tightly support the OAS, Oklahoma School Testing
Program (OSTP) student performance data Depth of Knowledge expectations, Test and Item
Specifications. CPS demographics such as subgroups, 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 correlation for teaching the concepts and skills identified in learning gaps.
The evaluation process should ensure CPS has instructional resources that teach and reinforce
the identified skills and concepts that students in the lower quartiles routinely miss.?®

25 There are many free resources available to gather additional information, including:
Resources on designing and planning instructional resource/program evaluation;

https://www.cde.state.co.us/fedprograms/designing-and-planning-your-program-evaluation
A basic guide to instructional resource/program evaluation;

https://managementhelp.org/evaluation/program-evaluation-
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FISCAL IMPACT

A similar recommendation was provided in Chapter 1 regarding programmatic evaluation in
general. The cost for implementing this recommendation can be absorbed in the cost estimated in
Chapter 1.

Initially, CPS 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 to seven percent of the total funding of an instructional resource/program on
evaluation.

FINDING 2-7

The superintendent is a strong instructional leader. Not only does the superintendent have a
strong knowledge base of instructional leadership she also exhibits that expertise with skills, and
a vision and passion for continuous improvement at CPS.

The consulting team learned through BOE and staff interviews, surveys, and observations, that
the superintendent’s drive and desire to take meaningful steps to help CPS build on its strengths
is highly evident. As the instructional leader, she sees the need to continuously improve through:

e building community and engaging relationships at all levels;
e improving communication with staff, parents, and community; and

e expecting principals and staff to improve student achievement through engaging in best
practices and setting high standards of performance.

The CPS superintendent clearly understands effective teaching and evidence-based instructional
delivery strategies that lead to improved student learning. The superintendent’s expertise and
leadership skills enable the district to improve instructional systems, provide job-embedded
professional development, focus on consistent, effective, and purposeful standards-based
instruction, and improve pedagogical teacher practices and behaviors.

She is driven by both the urgency and the responsibility of ensuring all CPS students are
prepared for the next level of study and ultimately college and careers. She leverages pertinent
and positive communication with the staff, parents, community via social media, and weekly
newsletters. She is keenly aware of the importance of keeping all stakeholders informed about all
positive aspects of the school. She is also focused on building, not resting, on the district’s
strengths.

Research indicates that district instructional leadership provides the critical bridge between
educational-improvement initiatives, and having those initiatives make a genuine difference for

An evaluation matrix and template focused on high expectations to teach identified curriculum.
https://www2.ed.gov/about/offices/list/oese/sst/evaluationmatters
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all students. Such leadership comes not just from superintendents but also from the supportive
boards of education and the principals.?®

District instructional leadership is connected to positive student achievement. The role of the
superintendent is critical. Marzano (2009) points to the following five research-based best
practices for district level leadership responsibilities:

e ensuring collaborative goal setting;

e cstablishing non-negotiable goals for achievement and instruction;

e creating board alignment with and support of district goals;

e monitoring achievement and instruction goals; and

e allocating resources to support the goals for achievement and instruction.
The CPS superintendent exhibits all five research-based behaviors and practices.
COMMENDATION

The CPS superintendent is commended as an instructional leader.
FINDING 2-8

The current CPS principals need training, support, and clear expectations for their roles as
instructional leaders. CPS demographic and student performance data confirm the need for
principals to set high expectations, facilitate reaching higher instructional goals, guide improved
student achievement, and assist teachers in engaging in highly effective curricular and
instructional practices.

CPS test scores require principals capable of managing classroom instructional changes that
improve student achievement. As shown in previous exhibits, both reading and math scores are
low and in some cases declining from year to year. In most grades, reading and math scores are
below those of peer school districts. Beyond state test scores, there is a lack of accountability for
teachers. For example, Pre-K to 4" grade elementary teachers did not even post science and
social studies grades for the first semester of 2021-22.

Effective school leadership today must combine the traditional school leadership duties, such as
teacher evaluation, budgeting, scheduling, and facilities maintenance with a deep involvement
with specific aspects of teaching and learning. Effective instructional leaders are intensely
involved in curricular and instructional issues that directly affect student achievement (Cotton,
2003).%” Research indicates that principals are inseparably linked to student achievement.
Principals are called upon to be instructional leaders and impact classroom instruction that leads

26 https://conservancy.umn.edu/bitstream/handle/11299/2035/CAREI?sequence=1
27 https://sedl.org/pubs/reading100/RF-NB-2005-Spring.pdf
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to improved student achievement. Principals keep their staff focused on learning goals and help
them determine the effectiveness of their instructional strategies.?

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 (Exhibit 2-28). McREL identified 21 leadership responsibilities that are
substantially associated with student achievement. They have translated the results of this
research into a balanced leadership framework that describes the knowledge, skills, strategies,
and tools leaders need to positively affect student achievement. The framework moves beyond
abstraction to concrete responsibilities, practices, knowledge, strategies, tools, and resources that
principals and others need to be effective leaders. McREL’s leadership framework is based upon
the idea that effective leadership means more than simply knowing what to do. Effective
leadership means knowing how, when, and why to take action. A combination of knowledge and
skills is the essence of balanced leadership.

Successful instructional leaders guide teachers and staff to establish a positive learning
environment in their buildings, develop systems for supporting teachers, and regularly monitor
the progress of student achievement. They promote a strong school culture by empowering
teachers with strong instructional expertise and coordinating the work of all teachers around
shared instructional goals that increases student engagement.

28 https://www.readingrockets.org/article/role-principal-leadership-improving-student-achievement
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Exhibit 2-28
McRel Instructional Leadership Characteristics and Behaviors
Figure 3: Principal leadership responsibilities: Average r and 95% Confidence Intervals
o ] _ Ave. N N | e
Responsibilines The etenr fo which the principal . .. ‘l:g schoals | smdies | €1
Culture fosters shared beliefs & a senze of community 29 00 13 | 23
& coOperanon 37
Order establishes a set of standard operatng procednses 26 456 17 | 17-
& ponines 35
Discipline protects teachers from ismes & inflnences thar 24 387 10| 14
wonld detract from their teaching ttme or foens 33
Resources prowides teachers with materials & professional 2% 570 17 | 18-
necessary for the mccessinl 34
execntion of their jobs
Curnculum, mstructon, is directly imvolved in the design & 1 636 19 1B-
assessment implementation of encrenlnm, instmetion, 24
& asseszment practices
Focus establizhes clear poals dz keeps those goals in 24 1109 | .16
the forefront of the schoal’s attention 20
Enowledge of curtculum, | i3 knowdedgeable abont enzzent onrrienlnm, 24 327 B 13-
INSITUCHON AS5E55ITeIt instroction, and assessment practices. 35
Visibility: has quality contact & interactions with teachers 16 432 11 | 06
& stmdents 25
Connngent rewards recogmizes &z sewands indrmdnal aceomplshonents 15 470 7 05-
24
Commumcaton establishes strong lines of comommication with 23 245 10 | 10-
teachers & among stedents 35
Crutreach is an advocate & spokesperson for the school 28 475 14 | .19-
all smkeholders 35
Inpurt imobves eachess in the design 8 implementation 30 5 13 | 21-
of important decimons & policies 3B
Affirmation recogmizes Jz celebrates school accomplshments 25 345 7 14
&z acknowledpes Gilnses 35
Belatonship demonstrates an swareness of the personal 19 497 12 ] 10-
aspects of teachers & staff 24
Change agent 13 willing to & actively challenges the smms quo 30 479 7 22
38
Optnmzer inzpires & leads new & challenging mnovations 20 444 9 11-
29
Ideals /behefs comomnicates S ates from strong ideals & 25 526 B 17-
belefs abont school: 33
Monitors fevaluates monitors the effectrreness of school practices 28 1071 30 | 23
& their impact on smdent learning 34
Flexabahty adapts hiz or her leadership behamor to the 22 151 2 05
needs of the cnrrenr simanon & is comformble 37
with dissent
Simational awareness is aware of the details & nndercnecents in the 33 91 5 11-
mnning of the school 8 nses this information 37
to address cnegent &z potental problens
Intellectual stmulation ensnres that faenlty & staff are avare of the 32 321 5 22
most euerent theories & practices &: makes the A2
disenssion of these a repnlar aspect of the
school’s enltmee

Source: hitps://www.mcrel.org/wp-content/uploads/2016/06/Balanced-Leadership%C2%AE-What-30-Years-of-
Research-Tells-Us-about-the-Effect-of-Leadership-on-Student-Achievement.pdf
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RECOMMENDATION

Provide training, support, and set clear expectations for building principals in their role as
instructional leaders.

CPS needs principals who understand the complex role of being instructional leaders and accept
responsibility for being the primary change agent for driving school improvement. Across the
district there are inconsistencies in instructional beliefs, skills, practices, and behaviors. To raise
the level of student achievement, CPS principals need to be leaders with a strong knowledge base
in curriculum and instruction. The district needs principals who will guide and support teachers
to no longer teach in isolation with limited accountability. There is need for principals to coach
teachers to tap into the power and momentum of corporate thinking, shared decision-making, and
working as a team. CPS principals need expertise in knowing the behaviors and skills teachers
need to implement for improved student achievement. The same teacher behaviors and skills are
needed to set high expectations to engage in teaching strategies that raise the level of student
engagement, interest, and improved learning. CPS principal leadership is needed to address
curricular and instructional delivery ineffectiveness, grading inconsistencies, using data to
inform instruction and remediation, monitoring and assisting teachers with curriculum alignment,
and ensuring all teachers are appropriately preparing their students for a seamless transition to
the next level of study and learning. The district needs principals who bring awareness and
change to the beliefs, assumptions, and habits that are barriers to improvement.

The school board and superintendent should clearly define expectations for instructional
leadership. The current CPS principals are at differing skill levels of instructional leadership.
Each principal should commit to improving and cultivating the professional expertise needed as
an instructional leader. One pathway to improvement is using the elements of their job to
practice improving leadership is pragmatic and provides hands-on learning.

Below is one small, pragmatic step principals can use as instructional leaders. These daily
practices need quality assurance criteria, a thorough understanding of the undergirding
knowledge base and rationale for the behavior, and not just “I did it”. Nothing is more important
than ensuring quality learning is taking place in all the classrooms. Exhibit 2-29 provides
strategies to improve individual instructional leadership.
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Exhibit 2-29
Strategies to Improve Instructional Leadership

1. Getin Classrooms More - Develop an informal walk-through schedule with your leadership
team. Use a color-coded Google Doc to keep track of classrooms visited and the specific
improvement comments provided to each teacher.

2. Streamline Expectations and Eliminate Ineffective Practices - Establish a common vision
and expectations for all teachers. Get rid of the dog and pony show ritual of announced
observations and focus upon daily instructional best practice.

3. Improve Feedback - Praise what is going well and give suggestions for improvement.
Provide clear, practical examples and strategies that a teacher can begin to implement
immediately. Timely feedback is essential.

4. Be a Scholar — Reading research positions principals to have better conversations with
teachers about their own improvement. Use research that supports the types of effective
pedagogical techniques that need to be seen in classrooms.

5. Model — Do not ask teachers to do anything that principals are not willing to do. Know how
technology integration in the classroom and professional learning improve practice. If a
teacher is struggling with assessments, do not just say they need to work on building better
ones. Either provide an example or co-create an assessment together.

6. Teach a Class - Co-teach with both struggling and distinguished teachers. Lead by example,
an instructional leader who “walks the walk” builds better relationships with staff and is
positioned to engage staff in conversations to improve instruction.

7. Grow Professionally - Attend conferences, read books, get out of your education silo. Social
media provides a 24/7 pathway to ideas, strategies, feedback, resources, and support that every
educator should take advantage of.

8.  Write in Order to Reflect - Journaling helps to reflect and process teaching, learning, and
leadership. Asking teachers to journal prior to the post-observation conference is a great
strategy to promote a conversation that is not one-sided.

9. Integrate Portfolios - Portfolios provide more clarity and detail on instruction over the entire
school year. Portfolios can include learning activities, assessments, unit plans, examples of
student work, and other forms of evidence to improve instructional effectiveness.

10. Co-Observe - Co-observe lessons with other principals then discuss.

Source: https.//www.nassp.oreg/2019/08/07/10-strategies-to-improve-instructional-leadership/

Exhibit 2-30 shows the Rigor Relevance Framework, which is an example of what instructional
leaders can use to guide teachers through improved instructional delivery. Rigorous teaching
strategies improve students’ higher level thinking skills by encouraging them to move from the
lower levels toward the higher levels of thinking. The Rigor/Relevance Framework is a tool
developed to examine curriculum, instruction, and assessment along the two dimensions of
higher standards and student achievement. As the instructional leader, it should be used by
principals in the development of both instruction and assessment. In addition, principals should
have teachers use it to monitor their own progress.?’

29 https://leadered.com/rigor-relevance-and-relationships-frameworks/
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Exhibit 2-30
Rigor Relevance Framework
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Source: http://yokota21.weebly.com/rigor-and-relevance-framework.html

FISCAL IMPACT

This recommendation can be implemented with existing resources.
FINDING 2-9

The district lacks a written plan to guide teachers in effective classroom management, planning
effective lessons, and delivering high impact instruction. No instructional parameters assist
teachers in managing student-centered classrooms, setting high student expectations, daily
implementing evidence-based instructional strategies, increasing student engagement and
interest, and improving student academic performance. There are no common Pre-K-12 lesson
planning and instructional delivery guidelines.

This link provides valuable research-based information and pragmatic steps to direct the BOE and superintendent in
employing building principals who are strong instructional leaders: https:/files.eric.ed.gov/fulltext/ED556346.pdf
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Instructional delivery practices vary across the district. Teacher instructional delivery behaviors
and classroom practices that promote student engagement and high achievement are inconsistent
across the classrooms. The consulting team learned through interviews, observation, and focus
group dialog that CPS teachers care about their students and realized the need to find ways to
improve student performance. However, instruction was primarily whole group, lecture, and
online instruction. Some classrooms were observed having small group activities: teacher
moving throughout the room ensuring student engagement, guiding content practice, and
learning with the students. Most questions were lower-level comprehension level questions.
Other instructional practices observed included:

e ateacher sitting at the teacher desk requiring students to stand in line waiting for help;
e an elementary student working alone in the classroom with no adult supervision;

e content instruction being delivered while the teacher was seated at their desk;

e zooming instruction to the adjacent classroom rather than in person;

e providing instruction with classroom lights turned off for no apparent reason; and

e students disengaged and lined up at the door waiting for the bell several minutes ahead of the
end of the class period.

Focus groups and interviews revealed sporadic, random efforts to design and plan instruction
based on student assessment. Expectations for effective instruction differ among administrators.
The district uses Teacher and Leader Effectiveness as the evaluation tool. There are
inconsistencies among principals in measuring what merits ineffective, needs improvement,
effective, highly effective, and superior teaching. There was no clear or consistent understanding
among the teaching staff regarding how to design student-centered lesson plans.

Across the district, inconsistent, unproductive classroom management practices were observed.
Varying levels of expectations and effectiveness were in place regarding:

time on task;

e clearly established and practiced classroom routines procedures;
e Jlearned and practiced discussion protocols;

e learned and practiced wait time during questioning;

e welcoming arriving students at the door;

e students entering and getting on task;

e starting classes promptly;
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e assignments and routines posted;

e procedures for quieting a class;

e minimal wasted time and disruption; and
e maximized use of instructional time.

Research is clear that student engagement makes learning take place and engagement is squarely
on the shoulders of the teacher. The pathway to learning is not the same for all students.>°

The role of teachers in developing cognitive and social-emotional development among students
cannot be ignored. Effective classroom management sets the foundation for this development. It
has been found that little learning occurs in disorganized and chaotic classrooms (Elias and
Schwab, 2006). Numerous studies have focused on the role of teacher in shaping effective
education. It is generally considered that the results of the learners at the school level is mainly
related to the class practices of the related teachers with their students (Hattie, 2009).3! Effective
teaching and positively functioning classrooms with low levels of disruptive behavior require
planning and consistency. Factors which have been found to contribute to these outcomes are
identified in a literature review by Kern and Clemens (2007). Establishing classroom rules help
teachers in developing an environment conducive to student learning.>?

Lesson plan design is also an important element in an instructional plan. Historically, the state of
Oklahoma has used Madeline Hunter’s research. Her research showed that effective teachers
follow a lesson plan. The elements of her lesson plan design have withstood the test of time and
are still highly effective today. The design and methodology of her plan works for any teaching
style, grade level, subject area, or student demographic background. Hunter’s research organized
instructional delivery around seven components. Hunter’s plan design was not intended to be
rigid; not all components need to be present in every lesson. The plan was designed to guide
thinking about what is necessary for teaching a particular concept. Sometimes it takes several
teaching segments to complete the lesson plan. Each component of the lesson has methods and
techniques that can be incorporated into the plan (Exhibit 2-31).

30 https://www?2.ed.gov/about/offices/list/oese/sst/evaluationmatters.pdf
31 https:/files.eric.ed.gov/fulltext/EJ1266806.pdf
32 https:/files.eric.ed.gov/fulltext/EJ976654.pdf
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Exhibit 2-31
Sample Lesson Plan Format

1.  Anticipatory Set (In what way will you activate their prior knowledge and experience to
help them relate to today’s lesson.) Focus attention, brief practice on previous/related
learning.

2. Objective/Purpose (The object is what students will be able to know/do by the end of this
lesson. The overarching purpose/understanding is the broad goal/curriculum standard
related to the discipline.)

3. Instructional Input (What knowledge will you communicate to the student-tell, lecture,
stand up and deliver so that the student will understand the objective.) Disseminates new
information and activities to achieve the stated objectives.

4.  Modeling (How will you show/demonstrate the skill or competence so the student will
also be able to do it?) Demonstration and/or example of the acceptable finished product or
process.

5. Checking for Understanding (How will you check that the students have
understood/learned the objectives?) Activities which examine the student’s possession of
central and essential information to achieve the stated.

6.  Guided Practice (What activities will the students perform under your supervision to
ensure that they are able to practice the material. If they make mistakes, you are able to
show them how to do it correctly.) Close monitoring and direction of the students by the
instructor as they practice the whole task for the first time independently of each other.

7.  Independent Practice (List homework or seatwork assignments the students will be given
to successfully practice the material/skill without teacher supervision.) Only after you
know the students can proceed, the continued practice of the whole task by the students
without the instructor’s monitoring and guidance.

Source: http.//iicti-partl-fall201 1 .wikispaces.com/file/view/madeline+hunter%27s+lesson+plan+format.pdf

Hattie’s (2009) research describes what can be expected when a teacher implements instructional
delivery strategies and practices proven to increase mastery of content into a well-planned
lesson. Better learning happens in a dynamic classroom setting in which teachers guide and offer
explicit instruction to learning and mastery of content. Less learning takes place in classrooms
where teachers lecture and then turn control for learning and understanding content over to
students.>® Exhibit 2-32 displays the implicit high impact instructional strategies that teachers
practice which enables greater student master if skills and content.

33 https://www.winginstitute.org/effective-instruction-delivery
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Exhibit 2-32
Teaching Practices Recommended by Hattie (2009)
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Source: https://www.winginstitute.org/effective-instruction-delivery

Hattie also concluded that learning is enhanced when:
e teaching is focused on and responsive to students learning needs;

e teachers are clear about what they want their students to learn and select teaching approaches
in response;

e teachers explicitly explain what students need to understand;

e teachers demonstrate what students need to be able to do;

e teachers get students to mentally engage with the material the students need to learn;

e teachers give meaningful feedback to their students*

RECOMMENDATION

Adopt and implement a district-wide instructional plan.

Traditional textbooks and whole group lectures are no longer best practices as the primary tools
for teaching content and delivery of instruction. CPS teachers need strategies to engage in the

content by loading higher level questions, small group discussions, and projects. Student
engagement encourages students to bring their personal experiences and opinions to the content

34 https://www.evidencebasedteaching.org.au/hattie-his-high-impact-strategies/
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and reinforces learning and retention. The district needs consistent classroom management
expectations, dynamic lesson planning with active learning opportunities for students, and
instructional delivery strategies that promote mastery of content and skills. CPS teachers need an
explicit focusonr classroom management, and well-designed and sequenced standards-based
lesson plans delivered through high impact evidence-based instructional strategies.

The BOE, superintendent, and principals should establish district-wide expectations for
following a plan or instructional framework that creates Pre-K-12 continuity and consistency in
effective classroom management procedures, lesson design, and instructional delivery. The plan
should guide and support teachers to manage classrooms, plan lessons, and deliver instruction
via research-based best practice. The plan or framework should identify the practices and
behaviors that exemplify TLE’s effective, highly effective, and superior categories and give
consistency and common practice across the district’s administration and staff.

The CPS instructional plan should be implemented in 2022-23 school year. Staff meetings,
professional development days, PLC meetings, and grade level and content area meetings should
be venues to set expectations for understanding and implementing the instructional plan. This
should include pragmatic ideas and ways teachers can work together to integrate the plan into
daily practice.

The next two exhibits provide additional research-based resources detailing classroom
management procedures, effective lesson planning, and evidenced-based instructional strategies.
Exhibit 2-33 defines effective classroom management procedures. Exhibit 2-34 provides an
explanation of well-designed lesson plans and instruction.
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Exhibit 2-33
Effective Classroom Management Procedures

10.

11.

Nonverbal Cues: A teacher can use subtle body movements (like proximity) or more explicit hand
signals to cue self-regulation. One popular cue involves moving to the front of the room and making
eye contact with the high schooler who is acting out, then pausing until you have the individual’s
attention. Younger students are less familiar with social cues and might require a verbal signal to
accompany the nonverbal cues. Example: “What should you be doing right now?”

Nonverbal Transition Cues: Kids can become so immersed in an activity that they might not notice
your attempts to shift them into the next learning event. Ringing a bell or turning lights on and off are
unmistakable signals that shift attention to the teacher or a new task. Asking a class to collectively
decide what signal to use can be a community builder.

Timeouts: Many studies support the timeout strategy, which is now considered an indispensable
component of many evidence-based behavior management systems. Unlike the dunce cap punishment,
which intentionally shames and stigmatizes students, a timeout is now used in progressive classrooms
to provide an emotional breather in a less socially charged area of the room. It’s also a way for
students to decompress, reflect on and enhance their self-awareness, and then return to their seats with
improved self-regulation.

Over-Correction: Younger students may find classroom routines foreign or overwhelming. Take the
time to model the appropriate procedure and then rehearse it three times or more until each step of the
routine becomes second nature. After these rehearsals, my second graders took pride in executing the
required actions quickly and perfectly for the rest of the year.

Notes of Praise: A private note left on a student’s desk praising improved classroom effort is a
powerful reinforcement, especially when the note is heartfelt. Studies also show that sending positive
letters home improves kids’ self-management and decision making.

Private Reminders: When partnered with discreet praise, private reminders to students about how to
act responsibly increase on-task behaviors. Researchers recommend using short and unemotional
reminders.

Greetings: It might seem like an insignificant gesture but greeting students by name and making a
positive statement enhances their self-regulation and increases class participation. Example: “Hey,
Marcus. How is my brilliant student today?”

On-the-Spot Corrections: During a lesson, don’t leave behavioral missteps unaddressed.
Immediately, briefly, and without drama, cue students about responsible conduct. Example: “What
should you be doing right now? Right. Let’s see that happen.”

Mindfulness Practice: Citing numerous studies, Emily Campbell writes that teaching a student to
meditate or practice nasal breathing (inhale through the nose, exhale through the mouth) enhances
emotional regulation. This animated gif helps students (and teachers) learn the technique.

Notice and Comment: The Peacebuilders website shares several “Minute Recipes for Building
Peace,” such as recognizing changes in student behavior and showing interest. Example: “I really like
how you’re acting today. Did something happen to make you feel better about your group?”” Noticing
and commenting sends an unmistakable and powerful message: I care.

When-Then: Intervention published by Peacebuilders, “When-Then” helps students make responsible
decisions—but also leaves the choice in the students’ hands: “When you start talking to me with a
lowered voice, then we’ll problem-solve this situation.”

Source: https://www.edutopia.org/article/1 1-research-based-classroom-management-strategies
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Exhibit 2-34
Features of Effective Explicit Instruction Practices

1. Well-designed and planned instruction: Instruction that is well planned moves students from their
current level of competency toward explicit criteria for success.

e Instructional design with clear instructional objectives: The teacher should present these objectives
to students for each lesson.

e Scope and sequencing: The teacher should teach the range of related skills and the order in which
they should be learned.

2. Instruction that offers sufficient opportunities for successful acquisition:

e High rates of responding for each student to practice the skill: The teacher should provide sufficient
opportunities for unpunished errors and ample reinforcement for success.

o Sufficient quantity of instruction: The teacher should allocate enough time to teach a topic.

3. Teaching to mastery: Students need to learn the knowledge/skills to criteria that are verified by teachers
or students’ peers.

4. Teaching foundation knowledge/skills that become the basis for teaching big ideas: Current lessons
should be built on past knowledge to increase fluency and maintain mastery of material. The teacher
should relate lessons to complex issues and big ideas that provide deeper meaning and give students
better understanding of the content.

Source: https://www.winginstitute.org/uploads/docs/Teacher%20Competencies%20PDF %2 0final.pdf

Hattie and Marzano ranked the teaching strategies by the contribution they make to student
learning which have shown to have a high impact on improving and evaluating learning
outcomes. These reliable strategies can be either used in isolation or adopted school-wide or
country-wide. An evidence-based approach to teaching and learning is supported by strong
evidence, meta-analyses of extensive findings, crucial to maximizing student outcomes, and
applicable and adaptable across subjects, students’ abilities and grade levels. Exhibit 2-35
displays the top ten teaching strategies.

4 T Page 2-33



http://iicti-part1-all2011.wikispaces.com/file/view/madeline+hunter%27s+lesson+plan+format.pdf
http://iicti-part1-all2011.wikispaces.com/file/view/madeline+hunter%27s+lesson+plan+format.pdf

Instructional Delivery System Crescent Public Schools

Exhibit 2-35
Top Ten Evidence-Based Teaching Strategies

100 28 23

SETTING CLEAR GOALS WORKED EXAMPLES EXPLICIT TEACHING
Lesson goals clearly Enable students Provide instruction,
explain what students to understand the demonstrate concepts

need to understand, process and strategy and build
and what they must be which leads to an student knowledge and
able to do answer, not the answer skills
itself

Zy - 510

SUMMARIZE LEARNING SPACED PRACTICE
Summarize Learning in various Muitiple and spaced opportunities
formats like essays,graphs,mind to encounter, engage with, and
maps practice on new knowledge
and skills.

6?9 74 8B

QUESTIONING COLLABORATIVE FEEDBACK
Check student LEARNING Gather information
understanding Students to participate  about student learning
and evaluate the in flexible groups that and verify impact of
effectiveness collaborate on teaching
RCET ] meaningful tasks

9 228 10®
&

DIFFERENTIATED TEACHING METACOGNITIVE STRATEGIES
Extend the knowledge and skills Help students to be self aware
of every student in every class, and responsible for their

regardless of their learning learning
readiness

Source: https://blog.edsense.in/high-impact-evidence-based-teaching-strategies/

Hattie discovered that teachers are far more likely to have a large and positive impact on learning
and achievement if they:

e are passionate about helping their students learn;
o forge strong relationships with their students;

e are clear about what they want their students to learn;
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e are not afraid to be the sage on the stage;

e adopt evidence-based teaching strategies;

e monitor their impact on students’ learning, and adjust their approaches accordingly; and
e seek to improve their own teaching.*

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING 2-10

The current CPS organizational culture is not ideal. In a quote attributed to renowned
management guru Peter Drucker, “Culture eats strategy for breakfast,” so an organization with a
poor culture will struggle to achieve any of its goals. Educational research strongly supports the
pivotal role school culture plays in school success and improvement. Studies point to the
multiple ways school culture fosters or inhibits improvement, collaborative decision-making,
professional development, and staff and student learning. Many scholars agree that academic
performance is closely related to school culture.*® Some define school culture broadly as, “the
norms within a school that can be influenced by a school’s teachers and principal.”?’

School culture generally refers to the way teachers and other staff members work together and
the set of beliefs, values, and assumptions they share. However, it also involves establishing an
environment where students feel supported, safe, and motivated.*® According to Fullan (2007)
school culture can be defined as the guiding beliefs and values evident in the way a school
operates. ‘School culture’ can be used to encompass all the attitudes, expected behaviors and
values that impact how the school operates.>

Dialog and discussions in interviews and focus groups, observations, and surveys, provided the
consulting team insight into the unwritten norms of CPS school culture. Some teachers/staff
reported that students cannot achieve more because of historical demographics, local family
history, and poverty. Teachers indicated strong adherence to some long-standing norms such as:

e “This is how we have always done things;”

e Accountability and innovative practices often wear the labels of “big city idea” that will not
work in Crescent;

e “The curriculum is too hard and does not work in our small school;”

35 https://www.evidencebasedteaching.org.au/hattie-his-high-impact-strategies/

36 Deal and Peterson ‘Shaping School Culture’ Jossey-Bass e-book, Introduction ‘The research base and Impact’ p11
37 https://7mindsets.com/change-school-culture/ (Alsbury, 2008), which Short & Greer (2002)

33 https://www.jeremyanderson.org/-shop/professionaldevelopmentbundle-wwe3a-yatb

3 https://www.ibo.org/contentassets/b53fa69a03d643b1a739d30543ca8d65/darlenefishermadrid.pdf
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e “A zerois azero” (and reteaching is not a teacher’s responsibility); and

e “There are just a ‘few’ students who are not proficient,” despite years of low and declining
student test scores.

Recent efforts to change and improve instructional practices have met resistance and push back
due to the current organizational culture.

The school board and superintendent have launched expectations that CPS can be a better school
and that more students are capable of improved academic achievement. The change in
superintendency enabled the school board to take an objective look at the district’s culture,
where it is currently functioning, and what improvements need to happen. The board and
superintendent have made positive decisions and are looking at long-term goals for building on
strengths and growing instructional practices. The superintendent and elementary principal are
focused on improved communication by providing weekly newsletters and updates to teachers,
parents, students, and community.

Some CPS teachers are committed and believe that increased accountability and continuity with
curriculum and instruction are key components for instructional improvement, and that more
students can score proficient and advanced on state tests. There are teachers on staff who believe
all students can learn, achieve success, and are willing to put processes and procedures and adopt
practices to support that belief. However, some teachers are finding it difficult to give up the
cultural freedom and autonomy practiced historically. They fail to believe and understand that all
students learn based on what teachers do, regardless of student background.

School cultures focus on strengths, collaboration, productivity, communication, relationships,
improvement, and kindness (Peterson & Deal, 2009). Research cites a positive school culture
provides a safe, supportive, encouraging, inviting, and challenging environment for students to
learn and teachers to thrive. This allows Pre-K-12 student academic achievement to spiral
upward. Relationships among faculty, staff, administrators, and students are founded on what is
best for students and implementing best instructional behaviors and practices. It includes
abandoning teaching in isolation, ineffective strategies, habits, practices, and behaviors. A
healthy school culture embodies collaboration. The responsibility for the district’s success and
improvement is shared by all.*°

Negative school cultures believe if students fail it is the student’s fault -- an “I taught them; they just
did not learn” mentality. Anthony Muhammad (1998), a high school principal and the author of
“Transforming School Culture: How to Overcome Staff” describes a toxic school culture as an
environment where school staff “fails to figure out what is needed to cultivate the characteristics
necessary for student growth and learning.” A toxic school culture has been described as a place
where “staffs are extremely fragmented, where the purpose of serving students has been lost to the
goal of serving the adults, where negative values and hopelessness reign.”*!

40 https://www.wallacefoundation.org/knowledge-center/Documents/Three-Essentials-to-Improving-Schools.pdf
https://educationnorthwest.org/northwest-matters/district-s-role-school-improvement
https:/files.eric.ed.gov/fulltext/ED556346.pdf

41 https://www.prodigygame.com/main-en/blog/school-culture/
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Understanding a school’s culture is essential for successfully leading change. School leaders
constantly search for the “silver bullet,” the “reform/solution” that will solve major problems. On
a rational level, school leaders understand that the ideal reform/solution does not exist. However,
the excitement surrounding locating, embracing, and implementing a “silver bullet solution” may
distract leaders from the important work focused on the school’s underlying culture. Then, when
the reform itself becomes the center of attention, failure will be blamed on the “reform initiative”
and its implementation, rather than on norms and values embedded in the district’s school
culture. The staff will shrug it off as another failed program, while the poor culture remains.*
Meaningful school improvement begins with cultural change — and cultural change begins
with the school leaders.*

RECOMMENDATION

Implement district-wide professional development and feedback loops in order to improve
the district’s school culture.

Under the BOE and superintendent, along with building principals, teachers, and the community,
CPS has potential for being a cutting edge, high performing school district. A critical look at the
barriers and cultural norms that bind and hold the district from being their best is needed.

The BOE, superintendent, principals, teachers, students, and parents should continue to initiate
awareness, opportunities for discussion and dialog regarding CPS school culture. The consulting
team recommends the quarterly use of a cultural assessment survey as a starting point. It would
include questions such as:

o  Communication between senior leaders and employees is good in my work area.
e [am able to make decisions affecting my work.

o CPS leaders recognize a job well done.

o Work expectations are clearly communicated here.

e Not everyone is held to the same high standard in my work area.

o My supervisor and I have a good working relationship.

e My coworkers and I have a good working relationship.

e Management and employees trust each other.

o Employees treat each other with respect.

o My department or work group meets regularly to plan and discuss work.

e [ am inspired to meet my goals at work.

42 https:/files.eric.ed.gov/fulltext/ED537415.pdf
4 https://www.ascd.org/el/articles/how-do-you-change-school-culture
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o [ get excited about going to work.

e [ am often so involved in my work that the day goes by very quickly.
o [ am determined to give my best effort at work each day.

e [n my area, employees adapt quickly to difficult situations.

o Employees here always keep going when the going gets tough.

o Employees proactively identify future challenges and opportunities.
o Employees in my area take the initiative to help other employees when the need arises.
o Employees here are willing to take on new tasks as needed.

o Employees in my department resist most types of change.

e [ understand how my work supports the mission of CPS.

o [ understand how my work supports the vision of CPS.

To encourage high levels of honesty from CPS employees, the consulting team recommends that
this survey be administered by an outside entity.

School leadership should take time to listen to feedback from both teachers and students to
understand the experience that they are having at CPS. Leadership should stay informed of what is
going on in the school and understand the attitudes and atmosphere that permeate the hallways and
classrooms. Proven ways to build a positive school culture include:

¢ Create meaningful parent involvement.

e Model the behaviors you want to see in the school.

e Engage students in ways that benefit them.

¢ Encourage innovation in the classroom.

e Keep tabs on school culture and make adjustments when necessary.**

School culture expert, Jeremy Anderson, offers one example of potentially useful professional
development. He leads staff into learning how to contribute to improving overall school culture
by shifting the focus to the learning culture in the classroom. He also explores the attitude and
expectations of teachers and how that can help to enhance the culture within the classroom, and
school.#®

44 https://www.prodigygame.com/main-en/blog/school-culture/
4 https://www.jeremyanderson.org/-shop/professionaldevelopmentbundle-wwe3a-yatbl
https://www.kickboardforschools.com/school-culture-climate/5-ways-to-change-improve-school-climate-culture/

https://www.edtechdigest.com/2016/12/21/from-awareness-to-action-5-steps-to-change-your-school-culture/

https://www.weareteachers.com/8-ways-build-positive-school-culture-now/
https://givingcompass.org/article/the-key-to-school-culture-buy-in/
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FISCAL IMPACT

This recommendation can be implemented with existing professional development 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. It also includes educational supports, such as library programming.

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

https://www .k12dive.com/news/school-culture-change-more-effective-if-student-led/545882/
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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
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
Responsiveness to Instruction (RtI). This approach was adopted in 2010 by SDE. With RtI,
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 the 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;

e referral to special education for evaluation;

e comprehensive nondiscriminatory evaluation;

¢ initial placement through an IEP meeting;
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e provision of educational services and supports according to a written IEP;
e annual program review;

e three-year re-evaluation; and

e dismissal from the special education program.

Exhibit 2-36 shows comparison data on the percentage of special education students and the
number of full-time equivalent (FTE) teachers in special education for 2019-20. CPS’s
identification rate, at 25.3 percent, was among the higher peer district rates, and was higher than
the community group average and the state. CPS had a special education student-to-teacher ratio
that was the highest of all the comparison groups except for the peer district of Empire.

Exhibit 2-36
Students and Teachers in Special Education Programs, 2019-20

Special Special # of Special

Education Education Education
Percentage of Teachers Students
Entity ADM | All Students FTEs per FTE
Crescent 557 25.3% 3.9 36.1
Cashion 632 14.6% 3.5 26.4
Comanche 924 15.8% 53 27.5
Empire 530 14.4% 2.0 38.2
Morrison 587 14.7% 3.7 233
Minco 547 14.6% 2.9 27.5
Community Group 707 15.2% 3.6 29.9
State 1,304 16.5% 8.5 25.3

Source: Office of Educational Quality and Accountability, Profiles Database

Exhibit 2-37 compares district special education revenues and expenditures for 2019-20. At 93.8
percent, CPS had the third-lowest revenue-expenditure ratio among its peers, the community
group, and the state. Of the districts shown, CPS was the closest in terms of spending all
revenues received for special education on special education needs, without greatly exceeding
those revenues. Any special education needs not addressed with special education revenues must
be met with general funds, so it is important to try to keep special education spending in line
with resources, when possible.
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Exhibit 2-37
Comparison of Special Education Revenues and Expenditures, 2019-20

Total Revenues Total Expenditures Revenues as
for Special for Special Percent of

Entity Education Education Expenditures
Crescent $432,169 $460,539 93.8%
Cashion $144.,464 $637,076 22.7%
Comanche $605,272 $652,829 92.7%
Empire $300,145 $184,578 162.6%
Morrison $465,617 $399,504 116.5%
Minco $243,216 $320,272 75.9%
Peer Average $365,147 $442.,466 82.5%

Source: OCAS Impact Aid Letters and Prismatic Calculations, 2020

Exhibit 2-38 shows the trend in special education revenues and expenditures over time in CPS.
As shown, CPS’ special education revenues exceeded expenditures in 2016-17 and 2017-18.
Overall, the district has kept special education spending fairly in line with special education

revenucs.

Exhibit 2-38
Trend in CPS Special Education Revenues and Expenditures

Total Revenues | Total Expenditures Revenues as
for Special for Special Percent of

Year Education Education Expenditures
2015-16 $432,659 $476,186 90.9%
2016-17 $504,652 $413,920 121.9%
2017-18 $461,156 $452,079 102.0%
2018-19 $432,744 $468,343 92.4%
2019-20 $432,169 $460,539 93.8%

Source: Office of Educational Quality and Accountability, Profiles Database

On the stakeholder survey conducted for this review, staff members were asked to assign a letter
grade to various CPS functional areas. Exhibit 2-39 provides the results for special education.
As shown, most district educators (65 percent) gave special education an A or B.

Exhibit 2-39
Educator Survey Results Regarding CPS Education

Grade | Grade | Grade | Grade | Grade No
Department/Functional Area A B C D F Opinion
Special Education 25% 40% 15% 2% 2% 17%
Source: Prismatic Survey Results, January 2022
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FINDING 2-11

The district has faced recent challenges in its special education program. Recently, the district
was cited for over identification, primarily in speech. The district was also faulted for a lack of
uniformity in its local identification process, lack of standardization in its screening, and for
disproportionality identifying too many white students. The CPS special education director has
made targeted and intentional efforts to bring the special education program into compliance
with state and federal law.

In the past three years, standardized, written documents, and instructional delivery adjustments
were required, and procedures and processes were implemented to meet requirements. The newly
implemented program compliance procedures are working to improve, maintain, and sustain
compliance and working to improve student services. The district is requiring accountability by
implementing compliance procedures with fidelity. These best practice changes and streamlined
procedures, are initially overwhelming. Yet, all teachers and staff are transitioning and learning
to adhere to the new referral, identification, placement, instructional, and curricular and
documentation processes and procedures.

COMMENDATION

CPS is commended for implementing standardized processes and procedures to support
state and federal compliance and implementing visionary identification procedures and
inclusionary practices.

FINDING 2-12

Although the special education director has made many recent programmatic improvements,
challenges remain. CPS special education students must be taught and assessed on all OAS.
Alongside implementing state and federal compliance procedures, curricula and instructional IEP
modifications need continuous monitoring for progress.

As the district continues to monitor the processes and procedures that brought the district’s
program back into compliance, there is also a need to ensure all IEP modifications are followed
and identified OAS are taught with fidelity. Even though some staff reported being
overwhelmed, the new compliance procedures for documentation and fidelity for teaching
standards are valid and much needed best practice improvements. The consulting team learned
previously to these compliance improvements, there was ineffective monitoring, irregular
documentation, and poorly implemented procedures for program oversight. There is need for
implementing and improving communication processes and procedures among all stakeholders-
administration, directors, regular classroom teachers, special education teachers, aides, students,
and parents. This includes fine-tuning the new procedures and adjusting if needed.

CPS general education teachers, the special education teachers, and instructional aides
collaborate randomly and informally. There is need for intentional dialog and discussion
regarding best practices between teachers in the inclusionary classroom and the resource room.
Dedicated time is needed across the district to address IEP updates, specific student performance
struggles, remediation efforts, or overall instruction and learning issues. Intentional, focused, and
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collaborative instructional planning between inclusionary classrooms and resource room teachers
is limited. The district’s special education resource rooms are available to IEP students.

Interviews and focus group dialog indicated the need for regular classroom teachers to more
clearly identify the specific OAS that IEP students must master. Regular classroom teachers need
to inform special education teachers and aides what sections of the daily textbook or digital
assignment directly relate to and support OAS. If the IEP says to modify and complete 50
percent of the assignment, there is vague direction from the regular teacher which 50 percent of
the assignment directly supports OAS. Daily and/or weekly coordination between all teachers is
needed. There are district-wide inconsistencies between special education teachers, aides, and
regular classroom teachers in communicating, monitoring, and coordinating student instructional
and curricular needs.

Interview and focus group discussions revealed coordinated monitoring of students is needed by
both regular classroom teachers and special education to determine if students legitimately need
to continue in the resource room. There is need for continued growth to the balance the mindset
of pull out and resource room services over mainstreaming and inclusionary practices.
Increased cooperation, meaningful collaboration, and fine tuning are needed with the district’s
movement to provide inclusionary classrooms. In some IEP cases, the resource room offers
students a sheltered environment for learning. Going to the resource room also provides
additional time for students to process content and a slower pace as they strive to become
independent and self-directed learners. However, these instructional accommodations and
supports need to be strategically and intentionally coordinated with both teachers. Continued
progress is needed to ensure students are legitimately in their least restrictive environment
(LRE). Creating inclusionary environments for CPS students needs improvements. Regularly
scheduled times for intentional planning and collaboration are needed for both teachers to give
input, direction, co-teach, or model adaptive instructional practices and ensure all OAS are
taught and tested according to student IEP.*

All school districts want to close the achievement gap and improve outcomes for special needs
students. Best practices, implemented with a systems-thinking approach, help school districts of
all sizes and types achieve dramatic gains in achievement and inclusion and expand services for
students with disabilities.*” Exhibit 2-40 provides ten best practices that can improve outcomes
for special education students.

46 Research is clear that improving special education is challenging. https.//www.understood.org/en/learning-
thinking-differences/treatments-approaches/educational-strategies/4- benefits-of-inclusive-classrooms,
https://vittana.org/1 5-pros-and-cons-of-an-inclusion-classroom

47 https://www.dmegroupk 12.com/blog/10-best-practices-for-improving-special-education
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Exhibit 2-40
Ten Best Practices to Improve Outcomes for Special Education Students

1. Focus on student outcomes, not inputs.

Effective general education instruction is key.

Ensure all students can read.

Provide extra instructional time every day for students who struggle.
Ensure that content-strong staff provide interventions and support.

Allow special educators to play to their strengths.

L o

Focus paraprofessional support on health, safety, and behavior needs, rather than
academic needs.

*®

Expand the reach and impact of social, emotional, and behavioral supports.
9. Provide high-quality in-district programs for students with more severe needs.

10. Know how staff spend their time and provide guidance on the effective use of
time.

Source: https://www.dmgroupk12.com/blog/10-best-practices-for-improving-special-education

RECOMMENDATION

Continue improving services to special education students by ensuring all receive the OAS
taught and tested curricula and are supported by IEP modifications.

The CPS special education director has worked to get the program back in compliance and
implemented processes and procedures for sustaining and maintaining compliance. General
education teachers, paraprofessionals, and special education teachers need continued support,
time for collaboration to plan instruction, and effectively and efficiently monitor and adjust
efforts to maximize the LRE practices for all students.

The district should continue improving services to special education students by ensuring all
receive the OAS taught and tested curricula and are supported by IEP modifications. The
administration and special education director should continue to establish guidelines,
expectations, processes, and procedures for sustaining and maintaining compliance and
instructional improvements for students. All teachers and paraprofessionals should view
continuous improvement as a priority and implement practices and procedures with fidelity.

CPS should implement ongoing, regularly scheduled time for all teachers, paraprofessionals, and
instructional aides to cooperatively plan curriculum and instruction based on OAS with IEP
accommodations. The curricular and instructional dialog should examine the best strategies for
students, not teacher preference. The time should be spent developing lessons, reviewing
resource materials and digital programs, and planning one-to-one remediation and instruction of
OAS. Continuity among the rules and expectations in both classrooms should be clearly
understood and enforced by all.
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There should be clear criteria established as to when students need to transition back and forth
between resource and regular classrooms. Both the teachers should work together closely to
know the IEP student’s strengths and equip the student with strategies to address their learning
weaknesses. Together the teachers should engage in strategic planning and coordination in
assisting the student to be independent, not dependent learners.

There should be a coordinated effort to seamlessly teach students and maximize the learning
needs in the inclusionary classroom with nominal resource room support. Planning for middle
and secondary students is more difficult as required courses may dictate which classrooms
students must attend. Ideally, weekly planning times work best. However, a bi-weekly and
monthly schedule can also serve the collaborative planning process. The purpose of teacher
collaborative planning is to combine expertise and help students master OAS based on IEP
requirements.

FISCAL IMPACT
This recommendation can be implemented with existing 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 board of education 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 includes:

e awritten policy statement which specifies a consistent process for assessment and selection
of children for placement in Gifted and Talented programs in 1 to 12 grade;

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;
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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 2-41 shows the trend in the gifted and talented identification rates over time. From 2015-
16 to 2019-20, CPS’ identification rate increased. The district’s 2019-20 rate, 13.5 percent, was
in line with most peers, the community group, and the state.

Exhibit 2-41
Trend in Percentage of Gifted and Talented Education Students

Entity 2015-16 | 2016-17 | 2017-18 | 2018-19 | 2019-20
Crescent 11.0% 10.2% 8.9% 11.8% 13.5%
Cashion 12.4% 10.1% 7.9% 6.4% 11.3%
Comanche 19.7% 26.8% 25.6% 31.5% 28.0%
Empire 15.2% 14.1% 12.4% 13.5% 11.2%
Morrison 13.7% 12.5% 12.1% 12.1% 10.6%
Minco 11.7% 10.4% 8.5% 9.1% 11.5%
Community Group | 11.4% 11.2% 11.7% 11.2% 12.2%
State 14.2% 14.5% 13.9% 13.6% 13.4%

Source: Office of Educational Quality and Accountability, Profiles Database

According to the National Association for Gifted Children,* between six and ten percent of
students are gifted.*’ Contrary to some common misconceptions, gifted students often need a
different educational approach in order to be engaged and succeed in the classroom.*° In 2018-
19, Oklahoma allocated $54.4 million to support gifted education.!

FINDING 2-13

The district has made some recent improvements in its Gifted and Talented program. This
includes its identification process and the services offered.

This year, CPS 2" to 8™ grade students took the CogAT (Cognitive Abilities Test). Then, using
the test results, staff created an updated program and initiated a pullout program for 2" to 6"
grades. The updated plan clearly details the methods CPS uses to identify gifted and talented
students and describes how the students are served. The plan describes the way compliance with
state statutes are met and how the program improves services to gifted and talented students,
enabling them to reach their full potential.

Research supports the importance of gifted programs. Gifted and talented students and those with
high abilities need gifted education programs that will challenge them in regular classroom

48 www.nagc.org

4 https://www.k12dive.com/news/identifying-gifted-and-talented-students-with-equity-proves-
difficult/413434/#.~:text=According%20t0%20the%20National%20Association,organization%20collects%20these
%20student%?20statistics.

30 https://www.nagc.org/myths-about-gifted-students

3! https://nagc.org/state-of-states
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settings and enrichment and accelerated programs to enable them to make continuous progress in
school. According to one report on high-achieving students, more than seven in ten teachers of
these students surveyed noted that their brightest students were not challenged or given a chance
to “thrive” in their classrooms.>? Additionally, gifted students need gifted programming in many
cases because the “general education program is not yet ready to meet the needs of gifted
students” due to the lack of general educators’ training in gifted education and the pressure
classroom teachers face to raise the performance of their struggling students.>

Gifted programs have many benefits. Students who had participated in gifted programs
maintained their interests over time and stayed involved in creative productive work after they
finished college and graduate school.>*

COMMENDATION

CPS is commended for working to improve the Gifted Program by administering the
CogAT in 2" to 8" grade and starting a pullout program for gifted students.

Library Programming

The American Association of School Librarians (AASL) has taken the position that through
providing professional development and co-teaching, school librarians today should be “leading
the way in digital learning and literacies.” Research has shown that when school librarians are
involved in instruction, student learning improves.>> The American Library Association (ALA)
has compiled a number of studies demonstrating a positive correlation between certified librarian
staffing and student achievement, including a 2012 study that correlated higher Colorado reading
scores in grades 3 to 10 with greater certified librarian staffing. Other organizations have also
documented the positive impact of libraries and librarians on student learning.®

As noted by SDE, an effective school library:

e offers a wide variety of materials — reference, fiction, and nonfiction — in a broad range of
reading levels;

52 Loveless, T., Farkas, S., & Duffett, A. (2008). High-achieving students in the era of NCLB. Washington, DC:
Thomas B. Fordham Institute.

33 Hertberg-Davis, H. L., & Callahan, C. M. (2013). Introduction. In H. L. Hertberg-Davis & C. M. Callahan (Eds.),
Fundamentals of gifted education (pp. 1-10). New York, NY: Routledge.

3 Westberg, K. L. (1999, Summer). What happens to young, creative producers? NAGC: Creativity and Curriculum
Division Newsletter, 3, 13—16.

35 Will, M. (2016). As information landscape changes, school librarians take on new roles. The Changing Face of
Literacy, 36(12), pp. 25-28. Below are a number of websites CPS can use to provide guidance to the staff for
ensuring the library is and integral part of the curriculum.
https://www.ebsco.com/blog/article/promoting-school-library-resources-and-services-with-todays-digital-tools;
https://www.edutopia.org/blog/2 1 st-century-libraries-learning-commons-beth-holland The following links are
examples of the new ideas for libraries of the 21st Century. https://www.huffpost.com/entry/8-awesome-ways-
libraries- b 7157462 https://bookriot.com/2016/10/10/five-ways-to-have-fun-in-the-library-besides-reading/

36 https://www.scholastic.com/SLW2016/resources/documents/SLW Booklet Final Lo.pdf
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e provides access to current information by integrating new technologies into the curriculum,;
e s cost-effective, allowing many readers access to one book; and
e allows the school librarians to team with teachers to create and present lessons.>’

According to the American Library Association, research suggests that school library programs
staffed with qualified faculty members have a positive impact on students’ academic success.
This research shows education officials that librarians can, in fact, help students do better
academically. Qualified school librarians can impact their schools in a number of ways that
normally include the following:

e They are essential partners for teachers and can help students discover topics that interest
them.

e They can help faculty members find current trends and resources to bring to their classrooms.

e Librarians can provide students with the information needed to improve their reading,
writing, and academic growth as well.>®

FINDING 2-14

The CPS library is not yet a seamless part of the educational fabric of the district. This is a
missed opportunity to support student learning and achievement.

CPS employs a full time K-12 librarian who also serves as the technology director. The library
also employs an instructional aide. The district recently moved to scheduled times for students
and teachers visit the library rather than operating a flexible schedule. The district pairs with the
local library to add and coordinate services for CPS students.

Limited curriculum coordination takes place among grade level and subject area teachers. The
library media center is rather traditional in function and service (Exhibit 2-42). Elementary
students frequent the library to check out Accelerated Reader books and recreational reading.
The library offers support for reading skills from Open Court and Literacy First programs. At the
time of the onsite visit, high school students were observed doing a Break-Out game in the
library.

57 http://sde.ok.gov/sde/library-media
38 http://teacherhabits.com/why-schools-still-need-libraries/
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Exhibit 2-42
CPS Library

Source: Prismatic, January 2022

Secondary students gave CPS library programming a rather lukewarm review (Exhibit 2-43).
Only 14 percent strongly agreed that the library meets their needs. One-third (34 percent) had no
opinion, which may indicate that they are not using library services at all.

Exhibit 2-43
Student Survey Results Regarding Library Services

Strongly No Strongly
Survey Statement Agree | Agree | Opinion | Disagree | Disagree
The school library meets my needs 14% 399 34% 89 59,
for books and other resources.

Source: Prismatic Survey Results, January 2022

The consulting team found that the district is not fully leveraging potential library media
services. This includes:

a need to explore best practice options for more content related class and grade level library
times;

e expanded opportunities for collaboration and coordinate with teachers in finding resources
for OAS;

e technology integration with daily instruction;

e providing students and teachers need assistance in regularly partnering and blending science
and social studies classroom assignments and activities with library resources; and
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e more small group times in language arts and early childhood.
RECOMMENDATION

Continue exploring technology, instructional resources, and scheduling options that
improve teacher collaboration, alignment with classroom content, student interest,
integration of OAS standards.

The superintendent, principals, librarian, and teachers should work together to identify relevant,
age-appropriate software and instructional materials that support and enrich OAS. The library
staff should attend staff, grade level, and departmental meetings and make teachers aware of
digital and hard copy library resources that can be linked to classroom content and state
standards. Library resources and services should be essential components for teaching
information literacy skills to students. The librarian and all classroom teachers should engage in
collaborative planning. They should continuously seek options for delivering information that
enables students to learn the foundations needed to become information literate.

The teachers and librarians should look for ways to implement flexible scheduling and always
keep the library open to all students. The library staff should seek ways to intentionally connect
the library with classroom curricula and use the AASL Framework as an initial resource to look
for innovative learning opportunities to share with classroom teachers.>”

All CPS staff should understand that librarians no longer spend most of their time monitoring the
stacks and checking out books to students. Now their role as school librarians includes teaching
students how to navigate and consume information online and helping teachers embed those
skills into their curriculum. Librarians should become instructional partners, innovation leaders,
and digital-literacy scholars. They should be included in collaborative processes and contribute
to innovative instructional strategies.

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;

3 http://sde.ok.gov/sde/sites/ok.gov.sde/files/webform/180205-A ASL-frameworks-spreads-libraries.pdf
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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:

0 http://www.ascanationalmodel.org/
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e 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 2-44 provides the trend in counselor staffing over time. CPS has doubled its counselor
staffing over the last five years, while other districts have remained the same or declined.

Exhibit 2-44
Trend in Counselor Staffing Over Time

Percent

Entity 2015-16 | 2016-17 | 2017-18 | 2018-19 | 2020-21 Change
Crescent 2.0 2.0 2.0 1.9 2.0 0.0%

Cashion 1.0 1.0 1.6 1.8 1.8 80.0% A
Comanche 2.0 2.0 2.0 2.0 2.0 0.0%
Empire 1.0 1.0 1.0 1.0 1.0 0.0%
Morrison 2.0 2.0 2.0 2.0 2.0 0.0%
Minco 1.0 1.0 1.0 1.0 1.0 0.0%

Community Group 14 1.3 14 1.6 1.5 71% A
State 3.1 2.9 2.9 3.0 3.1 0.0%

Source: Office of Educational Quality and Accountability, Profiles Database
FINDING 2-15

Although the district has made some recent improvements in its counseling programs, work
remains. CPS is working to provide a comprehensive district-wide counseling program. To date,
the district has not done a comprehensive assessment or review of the existing counseling
services. Counselors and staff indicate there is both need and openness for improving the Pre-K-
12 counseling program.

CPS employs counselors in elementary, middle, and high school. The high school counselor
wrote the grant to fund the middle school counselor for three years. The counselors have initiated
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discussions to improve and build a more comprehensive counseling program. The improvement
dialog includes exploring social-emotional programs and seeking new ways to improve services
to Pre-K-12 students.

Interview and focus group dialog indicated that counselors have added time to focus on the
academic and social-emotional well-being for all students. Balancing testing coordinator
responsibilities remains a time constraint issue for counselors. The counselors expressed a need
to find ways to address the academic, social, and behavioral needs of CPS students. Suicide,
drugs, and alcohol are reported issues students face. Interviews and focus group dialog with
teaching staff revealed that the counseling staff has responsibilities and roles outside the realm of
counseling, making it difficult to find time to work on social-emotional issues.

At the elementary and middle school, Second Step Curriculum is implemented. Once a month
both elementary and middle school counselors present lessons in the classrooms. The curriculum
offers social-emotional learning. Age-appropriate lessons teach students about school and family
communications, appropriate response and behaviors, and life skills needed to succeed in the real
world.

This year, the high school counselor facilitated an opportunity for students to attend a Build My
Future Fair. The fair offered students hands-on opportunity to experience real jobs and skills and
trades and the building industry. The high school counselor annually facilitates Individual Career
Academic Plan (ICAP), which is a process that helps students engage in academic and career
development activities and plan and track their personal academic, career, and personal
advancement. This and testing responsibilities make it difficult to spend more time helping
seniors with college scholarships. More guidance is needed in educating seniors about colleges
and careers.

In focus groups, interviews, and surveys there were mixed messages regarding bullying. Some
administrators and teachers do not believe that bullying is a problem. Parent and student surveys
disagree with this assessment (Exhibit 2-45). While only six percent of staff agree or strongly
agree that student bullying is a problem, 34 percent of students and 41 percent of parents believe
that it is. A portion of parents (35 percent) also feel that poor student behavior is a problem in
CPS. On the positive side, a large majority (79 percent) of students stated they have at least one
adult on campus they can go to when they have a problem.
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Exhibit 2-45
Staff, Parent, and Student Survey Responses Regarding Bullying and Counseling

Survey Strongly No Strongly
Group Survey Statement Agree | Agree | Opinion | Disagree | Disagree
Staff | Student bullying is a 2% | 4% | 18% | 63% 12%
problem in this district.
Sufficient student services
Staff are provided in this district 294 69% 149% 894 0%
(i.e., counseling, speech
therapy, health).
Student | Student bullying is a 13% | 21% | 25% | 30% 1%

problem in this district.

There is at least one adult at
Student school to whom I can go 41% 38% 10% 4% 7%
when I have a problem.

Student bullying is a

V) 0 1) 0 0
problem in this district. 21% 20% 24% 23% 10%

Parent

Parent | Loorstudentbehaviorisa |y | 5300 | g0, | 350 4%
problem in this district.

Source: Prismatic Survey Results, January 2022

Research indicates school counseling programs have considerable influence on discipline
problems. Baker and Gerler reported that students who participated in a school counseling
program had substantially less inappropriate behaviors and more positive attitudes toward school
than those students who did not participate in the program. Another study reported that group
counseling provided by school counselors considerably decreased participants’ aggressive and
hostile behaviors.®! Two other studies found that elementary guidance activities have a positive
influence on elementary students’ academic achievement. %

Comprehensive school counseling programs help provide equitable access to more educational
opportunities. Through the counseling program, all students are guided to a rigorous curriculum,
and can fully participate in the educational process.®

6! Baker, S. B., & Gerler, E. R. (2001). Counseling in schools. In D. C. Locke, J. E. Myers, and E. L. Herr (Eds.),
The Handbook of Counseling, Thousand Oaks, CA: Sage Publications. Omizo, M.M., Hershberger, J.M., & Omizo,
S.A. (1988). Teaching children to cope with anger. Elementary School Guidance & Counseling, 22, 241-245. 37
Hadley, H.R. (1988).

62 Hadley, H.R. (1988). Improving reading scores through a self-esteem prevention program. Elementary School
Guidance & Counseling, 22, 248-252. Lee, R.S. (1993). Effects of classroom guidance on student achievement.
Elementary School Guidance & Counseling, 27, 163-171.

83 http://www.schoolcounselor.org/
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As defined by ASCA, a comprehensive curriculum consists of K-12 “structured lessons designed
to help students attain the desired competencies and to provide all students with the knowledge,
attitudes, and skills appropriate for their developmental level.”%

RECOMMENDATION
Continue building and improving a comprehensive counseling program.

The superintendent, principals, and counselors should provide coordinated leadership for
improvement. They should take the lead in the planning process, communicating the program
details, and improving the overall services to students. They should ensure an improved
comprehensive program is implemented across the district. They should consider the following
program components when developing a counseling program:

e cstablishment of a teacher advisement program;

e adoption of research-based, federally approved curriculums for bullying and drug use
prevention;

e creation of a district-wide personal safety, social, and academic skill development program;

e establishment of strands for crisis intervention and group and individual counseling for at-
risk students; and

e adoption of a schedule for the principal and teachers to meet on a regular basis to evaluate
and refine the comprehensive counseling program and services.

ASCA defines the school counselor’s primary role as to design and implement a comprehensive
district-wide program that promotes student achievement and personnel well-being. The program
is preventive in design and developmental in nature. The ASCA National Model guides school
counselors in the development of school counseling programs that:

e are based on data-informed decision-making;

e are delivered to all students systematically;

e include a developmentally appropriate curriculum focused on the mindsets and behaviors all
students need for postsecondary readiness and success;

e close achievement and opportunity gaps; and

e result in improved student achievement, attendance, and discipline.

% Bowers, J., & Hatch, T. (2005). The ASCA national model: a framework for school counseling programs (3rd
ed.). Alexandria VA: American School Counselor Association.
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The ASCA framework identifies the four key components of an effective program. They include
foundations, delivery, management, and accountability.®

CPS should clearly define program goals and develop a comprehensive district-wide plan for
delivering counseling services to all students. The administrative staff and counselors should
work with all stakeholders to implement comprehensive procedures and processes that drive the
counseling program to enable counselors to increase their efficiency and effectiveness.

Effective district-wide counseling programs should have measurable data to analyze and
determine how students are different because of counseling services. Student achievement in
population subgroups and genders should have focus and attention. Student attendance patterns,
discipline, and behavioral referrals also render data for program evaluation.

Board policy needs to articulate processes and procedures for the overall counseling plan. The
plan’s design should clearly outline the vision, scope, and job responsibilities of the district’s
counselors. The plan should be published, adopted by the board of education, and shared with all
faculty, parents, and students. The basis and final product of the comprehensive plan should be
driven by a focus to promote and enhance learning for students. %

FISCAL IMPACT

This recommendation can be implemented with existing resources.

65 https://www.schoolcounselor.org/getmedia/bd376246-0b4f-413f-b3e0-1b9938f36e68/ANM-executive-summary-

4th-ed.pdf
% Bowers, J., & Hatch, T. (2005). The ASCA national model: a framework for school counseling programs (3rd
ed.). Alexandria VA: American School Counselor Association.
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Chapter 3

Business Operations

This chapter addresses the business operations of Crescent Public Schools (CPS) and is divided
into the following sections:

Organization, Management, and Staffing
Planning and Budgeting
Accounting/Internal Control and Payroll
Internal and External Auditing

Fixed Asset Management

Purchasing

mmoaw»

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 school board is allowed to contract with
the county treasurer for the management of its accounts, or it may choose to appoint a treasurer.

Exhibit 3-1 shows the organization of CPS’s business operations. The CPS superintendent
oversees business services and is assisted by three employees who perform various business
operations. Business operation’s primary duties include processing payrolls, purchase orders and
payments to vendors, as well as managing the child nutrition funds. The treasurer is responsible
for the general accounting and financial reporting of the district, ensuring adherence to state and
federal financial regulations from the Oklahoma Cost Accounting System (OCAS). The
encumbrance clerk is responsible for processing purchasing orders and the district payroll. The
encumbrance clerk also serves as the administrative assistant to the superintendent. The activity
funds custodian manages the district’s activity funds and serves as the high school secretary.
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CPS Business Operations Organization

Exhibit 3-1

Superintendent

Treasurer

Encumbrance Clerk

Source: Created by Prismatic, January 2022

|

Activity Funds
Custodian

On the stakeholder survey conducted for this review, staff was asked to assign a letter grade to
various CPS departments and functional areas. Exhibit 3-2 provides the results for the business

operations areas of Crescent.

Exhibit 3-2
Staff Survey Results Regarding Business Operations Functions
Grade | Grade | Grade | Grade | Grade No
Department/Functional Area A B C D F Opinion
Budgeting 15% 31% 8% 6% 2% 38%
Financial management 19% 29% 8% 2% 4% 38%

Source: Prismatic Survey Results, January 2022

Financial Statements

Financial statements for CPS 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. CPS prepares
financial statements that include the fund types illustrated in Exhibit 3-3.
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Exhibit 3-3
Funds Contained in the CPS Annual Financial Report

Type Purpose
To account for all revenue and expenditures applicable to
the general operations of the district.

General Fund

To account for the financial activity of the building and
child nutrition funds.

To account for the revenue received from ad valorem taxes
Debt Service Fund 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: CPS Annual Financial Report, 2020

Special Revenue Funds

Bond or Capital Projects Fund

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.

School boards, 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:

¢ 1o less than five mills of a total of 15 mills levied for county, municipal, and school district
purposes;
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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 CPS district boundary had a net valuation of
$27,857,265 in 2021 and $27,064,684 in 2020. The millage rate levied was 111.54 in 2021 and
111.62 in 2020.

State funds and ad valorem taxes are accounted for in the general fund of the district, which is
authorized pursuant to 7itle 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 2015-16 and 2019-20, the average assessed property value per student in CPS increased
by 39.5 percent as shown in Exhibit 3-4. This was the second-largest increase among all the
comparison groups, and more than double that of the state.
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Exhibit 3-4
Trend in Assessed Property Value per Student

Percent

Entity 2015-16 2016-17 2017-18 2018-19 2019-20 Change
Crescent $37,706 $39,304 $45,173 $49,345 $52,595 | 39.5% A
Cashion $123,602 $122,272 $151,677 $185,464 $175,115 41.7% A
Comanche $30,940 $31,101 $35,829 $38,574 $40,741 31.7% A
Empire $27,213 $25,515 $25,930 $26,669 $26,721 | (1.8%) V
Morrison $66,729 $65,162 $59,713 $66,214 $67,176 0.7% A
Minco $114,376 $83,669 $83,907 $104,227 $102,483 | (10.4%) V
State $49,623 $49,471 $52,219 $55,097 $57,746 | 16.4% A

Source: Office of Educational Quality and Accountability, Profiles Database

Exhibit 3-5 shows the percentages of district, county, state, and federal revenues for CPS and its
peers. CPS had the highest percentage of revenue from federal sources among peers, community

group, and state. CPS had the lowest percentage of revenue from state-dedicated, state-

appropriated and county sources, and second lowest in district sources among all comparison

groups.
Exhibit 3-5
Breakdown of Revenues by Source, All Funds, 2019-20
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Source: Office of Educational Quality and Accountability, Profiles Database
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Business Operations Crescent Public Schools

Exhibit 3-6 shows the trend in revenue sources for CPS, the community group, and state. The
CPS district and county revenue percentage was less than both the community group and the
state most years. The state dedicated and appropriated percentage of revenue was generally
higher than the community group, all years except for 2019-20, but lower or close to the state
average. The percentage of federal funding was higher than the community group and the state
nearly every year.

Exhibit 3-6
Sources of Revenue as a Percentage of Total Revenue, All Funds
Crescent, Community Group, and State

Source of

Revenue Entity 2015-16 | 2016-17 | 2017-18 | 2018-19 | 2019-20
Crescent 30.6% | 35.2% | 422% | 41.2% | 332%
District& | Community 483% | 475% |  492% |  47.9% |  49.2%

County Group
State 21% | 405% | 41.5%| 39.4%| 39.5%
State Crescent 47.9% | 373% | 358% | 351% | 27.5%
Dedicated & g;’gfgumty 41.6% |  33.4%| 298%| 30.2% 31.3%
Appropriated g 463% |  382% | 37.6% | 404% | 412%
Crescent 12.6% | 15.7% 9.9% | 12.5% | 31.0%
Federal g‘r’é?gumty 10.1% 8.6% 9.0% 8.6% 9.2%
State 11.6% | 113% ]| 107% | 10.6% | 10.4%

Source: Office of Educational Quality and Accountability, Profiles Database

Exhibit 3-7 compares 2019-20 expenditures as a percentage of total expenditures. As shown:

e CPS spent the highest percentage among comparison groups for instruction and district
administration.

e CPS spent the second-highest among peers and a higher percentage than the community
group and state on instructional support.

e CPS spent the lowest percentage of all comparison groups for student support, school
administration, district support, and other expenditures.
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Exhibit 3-7
Percentage Breakdown of 2019-20 Expenditures by Type, All Funds
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Source: OEQA, Profiles Database
Exhibit 3-8 shows the trend in CPS expenditures per student and overall for the past ten years.

While the total expenditures have fluctuated between $5.1 million and $7.4 million, the per
student expenditures reached a maximum of $12,355 in 2020-21.
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Exhibit 3-8
Trend in CPS Expenditures per Student, All Funds
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Source: Oklahoma Cost Accounting System and Prismatic calculations

Exhibit 3-9 shows CPS expenditures per student for the past four years, disaggregated by
function code as a proportion of the total expenditures per student. Exhibit 3-10 shows the same
expenditures in dollars, also per student by function code. The function code is a dimension used
to describe the service or commodity obtained as a result of the expenditure. As shown, as a
proportion of total per student expenditure, spending for instruction and plant operations and
maintenance increased, while all other categories decreased or stayed the same. Across the time
period shown, the total dollars spent per student increased in every category.
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Exhibit 3-9
Proportional Trend in CPS Expenditures per Student, All Funds
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Exhibit 3-10
Trend in CPS Expenditures per Student, All Funds
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Source: Oklahoma Cost Accounting System and Prismatic calculations, January 2022
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 midyear
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 3-11 shows the table of maximum allowable balances
expressed as a percentage of their general fund collections.
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Exhibit 3-11
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 $4 million for 2019-20, CPS would be able to reserve up
to 25 percent as a fund balance. Exhibit 3-12 provides the CPS fund balances for the last three
years. For the last two fiscal periods shown, the fund balance remained around 8.0 percent of the
general fund collections. Over the past three years, the fund balance has increased by 76.1
percent.

Exhibit 3-12
Trend in CPS General Fund Balances

2016-17 2017-18 2018-19

Actual Actual Actual
General Fund Collections $4,572,156 $4,967,452 $4,697,515
Fund Balance $228,409 $436,056 $394,986
Percentage of General Fund Collections 4.8% 8.8% 8.4%
Fund Balance Year-Over-Year Change 83.8% A 4.2%)V
Fund Balance Three-Year Change 76.1% A

Source: CPS Annual Audit Reports, 2016-17 through 2018-19, and Prismatic calculations

Bond Issuance and indebtedness

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 3-13 compares the district’s average daily
membership (ADM), assessed property value, and bonding capacity for the last five years. As
shown, ADM has decreased since 2015-16 by 11.7 percent while property value and bonding

capacity have increased by 39.5 percent.
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Exhibit 3-13
CPS Trends in ADM, Assessed Values, and Bonding Capacity

Assessed
Property Bonding
School Year ADM Valuation Capacity
2015-16 631 $37,706 $3,771
2016-17 606 $39,304 $3,930
2017-18 566 $45,173 $4,517
2018-19 560 $49,345 $4,935
2019-20 557 $52,595 $5,260
Percent Change | (11.7%)V 39.5% 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 2019-20, CPS
had the third-highest debt service expenditure per student of its peer districts and was higher than
the community group and state. (Exhibit 3-14).

Exhibit 3-14
Debt Service Expenditures per Student, 2019-20

Debt Service

Entity per Student
Crescent $1,913
Cashion $2,042
Comanche $614
Empire $430
Morrison $1,823
Minco $5,102
Community Group $1,635
State $1,152

Source: Office of Educational Quality and Accountability, Profiles Database

A. ORGANIZATION, MANAGEMENT, AND STAFFING

School districts must practice sound financial management in order to maximize the
effectiveness of limited resources and to plan for future needs. Effective financial management
ensures that internal controls are in place and operating as intended, technology is maximized to
increase productivity and that reports are generated that help management reach its goals.

Financial management includes the broad areas of organization, management and staffing of the
financial management function, planning and budgeting, accounting/ internal control and payroll,
internal and external auditing, and cash management. The district is required to manage its
financial operations in conformity with the regulations and requirements of the Oklahoma State
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Department of Education’s (SDE) Oklahoma Cost Accounting System (OCAS) and to report
their data to the SDE.

Financial management is most effective when a district properly aligns its business services
functions, establishes strong systems of internal control, and properly allocates staff resources to
achieve the best results. A department that is well defined in those areas is well positioned to
succeed at its core functions.

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. Exhibit 4-15 indicates that staff have a largely favorable opinion of district
administrative processes.

Exhibit 4-15
Staff Survey Results Regarding CPS Administrative Processes

Strongly No Strongly
Survey Question Agree | Agree | Opinion | Disagree | Disagree
Most district administrative processes (i.e.
purchasing, travel requests, leave applications, 6% 63% 22% 8% 0%
personnel, etc.) are highly efficient.

Source: Prismatic Survey Results, January 2022
FINDING 3-1

The district does not have a formal process to track the status of audit and other report
recommendations to ensure that appropriate corrections are implemented. Various types of audits
or reviews can occur at school districts. All types of audits, reviews, and consulting engagements
include recommendations for improving operations or correcting errors. The reports recommend
actions to be taken by the school district, however the district does not have a formal process to
track the progress in implementing recommendations that the district concurs should be
improved or changed.

The annual financial audits conducted by the district’s outside auditor routinely contain
recommendations. The 2016-17 through 2019-20 audits included a total of 29 recommendations.
Comments were published in the reports pertaining to the actions the district planned to take to
correct the reported deficiencies. However, they were general in nature, were not formally
tracked to ensure the plans are completed, and occasionally the condition still existed when the
subsequent year was audited.

The 2013 performance review contained more than 100 recommendations. The consulting team
found that many recommendations had not been implemented and the condition still existed. As
a result, similar recommendations are included in this report. Had the district rigorously tracked
its work in implementing the 2013 recommendations it is likely that many of the problems those
recommendations were designed to correct would not still be present.
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The general public in all school districts routinely raises questions concerning the status of issues
that have been identified in audits and reviews. The general public continually questions what
actions are taking place and the status of recommendations made in various audits and reports.
When corrective actions are taken by school districts that address the deficiencies identified in
audits and reviews and are formally reported by the school district it provides assurances to the
public that appropriate actions have been taken.

Without a system to track and report on the status of recommendations and explain corrections
made and changes to processes to help ensure that the same errors are not continued, CPS runs
the risk of failing to take needed actions in a timely manner. The board of education,
superintendent, and department directors need periodic information on the current status of
recommendations contained in audits and other reports in order to hold personnel accountable for
implementing the recommendations. The general public needs information to have a high level
of confidence that the district is taking necessary actions in a timely manner to improve
operations and the education process.

Critical components of a tracking process include:
e assigning responsibility for initial identification of recommendations in reports;
e assigning specific responsibilities for addressing the recommendations;

e determining the frequency and format for reporting progress to the superintendent and the
board; and

e receiving and responding to progress reports.
RECOMMENDATION

Develop and adopt a formal policy for tracking and periodically reporting on the status of
audits and other report recommendations.

The superintendent should develop a process to track audits and other report recommendations
and assign the responsibility to a staff member to manage the process and make periodic reports
to the superintendent and board. The superintendent should assign the responsibility of
addressing a recommendation to a specific staff member. The staff member may not be the sole
individual that works on the recommendation but is the one that develops an action plan for
implementation and is responsible for documenting progress.

Adopting a policy that requires formal tracking and reporting of corrective actions taken to
address and correct deficiencies identified in audits and reviews conducted on district operations
will help ensure that proper attention is given to the recommendations and that they are corrected
timely and properly. Status reports will provide information not only to the board of education
and superintendent, but also to the general public.
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FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 3-2

The district does not have current and complete written job descriptions for the encumbrance clerk,
treasurer, or activity funds custodian positions. Although the district does have job descriptions
for both the encumbrance clerk and treasurer dated July 1%, 2016 they are general in nature and
outdated. The district does not have any job description for the activity funds custodian.

Interviews with both the encumbrance clerk and treasurer revealed they were not knowledgeable
of the items included in their job descriptions. A number of items included in the job descriptions
identified functions that are not being performed nor were the encumbrance clerk or treasurer
aware of the functions.

Even though no state or federal law requires job descriptions, there are practical reasons for
having current job descriptions which include all responsibilities and expectations. Most
importantly they present the work and expectations of the district staff but also help ensure:

e cffective communication of role expectations;

e greater employee accountability;

e greater productivity;

e potential candidates’ understanding of job duties;

e the ability to hire staff with needed skills and knowledge;
e timely completion of key tasks; and

e minimal duplication of effort among employees.

Failure to provide current and complete job descriptions can result in confusion as to
expectations, frequent duplication of effort, and lack of performance accountability. Detailed job
descriptions are the first step in planning for employees retiring or otherwise leaving the district
without crippling the operations of the district.

RECOMMENDATION

Revise and update job descriptions for the encumbrance clerk and treasurer and create
one for the activity funds custodian to clarify job expectations and responsibilities.

The superintendent should instruct the encumbrance clerk, treasurer, and activity funds custodian
to revise or develop a new draft of job descriptions. The superintendent should then review and
discuss the drafts with each employee and make revisions as necessary to ensure all required

PR SMATI Page 3-15

SERWICES, TNC



Business Operations Crescent Public Schools

work is identified and included in the job descriptions. These job descriptions should then be
provided to each employee and incorporated into the staff evaluation process.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

B. PLANNING AND BUDGETING

An organization’s budget development and management establish 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 3-3

A number of detailed financial schedules, listings, and documents are provided to the board of
education by the treasurer, encumbrance clerk, and activity funds custodian. However, the
reports provide limited information of the sort that enable board members to adequately monitor
CPS spending and revenue collection. A set of standard reports is not provided to the board that
contain budgeted revenue and expenditure information with comparative data.

Monthly listings or documents routinely provided to the CPS board include:

e treasurer’s report;

e encumbrance report;

e activity fund report;

e fundraiser proposals;

e new activity fund accounts; and

e activity fund transfer requests.
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It is difficult for most individuals, including board of education members, to understand financial
reports unless the reports are formatted and presented in an easily understood manner. Without
routine reports that present comparative financial data, board of education members and the
public have limited information that would enable them to assess current year operations and
compare it to previous months and years. Financial reports are also critical in keeping board of
education members and the public informed on situations that impact the district’s general fund
balance.

As an example of monthly financial reporting, Broken Bow Public Schools, prepares monthly
financial reports for the board of education that list revenues by source and expenditures by
function for the period. Comparative totals are presented for the previous two years along with
the budget for the current year. The monthly financial report also provides information on the
district’s cash and investment position. This presentation allows board members and
administration to monitor the district’s financial status and trends in relation to prior year’s
activity. It also assists the school board as they look forward to the budget adoption for the
upcoming fiscal year.

RECOMMENDATION

Develop reports to the board of education that show actual revenues and expenditures
compared to budgeted amounts.

A similar recommendation was included in the 2013 report. The superintendent and treasurer
should develop reports that are more informative for the school board. Monthly financial reports
should include types of revenues and expenditures, a comparison with the previous year’s
financial information, and the status of the general fund balance. A report should also be
developed that shows the amount of relief funding that has been received and how the funds
were expended.

Exhibit 3-16 illustrates a sample format that could be used for the general fund. Revenues and
expenditures shown use the Oklahoma Cost Accounting System (OCAS) coding structure and
can be expanded with more detail as needed. Similar reports using the sample format could be
prepared for the building fund and child nutrition fund.
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Exhibit 3-16
Example of Monthly Budget Document

Crescent Public Schools

General Fund Budget Status Report

Month Ended xx,xx,xx

Current Year

Previous Year

Current | Year to Current
Month Date Month |Year to Date
Estimated/| Received/ | Received/ | Remaining | Received/ | Received/
Description Budgeted | Expended | Expended | Balance | Expended | Expended

Revenues:
Local $x,xxx $x,xxx $x,xxx $x,xxx $x,xxx $x,xxx
Intermediate $x,xxx $x,xxx $x,xxx $x,xxx $x,xxx $x,xxx
State $x,XxX $x,xxx $x,XxX $x,XxX $x,xxx $x,xxx
Federal $x,xxX $x,xxx $x,xxX $x,xxX $x,xxx $x,xxx
Total Revenues $X, XXX $X, XXX $X, XXX $X, XXX $X, XXX $X, XXX
Expenditures:
Salaries $x,XxX $x,xxx $x,XxX $x,xxX $x,xxx $x,xxx
Benefits $x,xxx $x,xxx $x,xxx $x,xxx $x,xxx $x,xxx
Purchased Professional

. X $x,xxx $x,xxx $x,xxx $x,xxx $x,xxx $x,xxx
and Technical Services
Purchased Property $x,xxx $x,xxx $x,xxx $x,xxx $x,xxx $x,xxx
Services
Other Purchased Services $x,xxx $x,xxx $x,xxx $x,xxx $x,xxx $x,xxx
Supplies & Materials $x,xxx $x,xxx $x,xxx $x,xxx $x,xxx $x,xxx
Property $x,xxx $x,xxx $x,xxx $x,xxx $x,xxx $x,xxx
Other $x,xxx $x,xxx $x,xxx $x,xxx $x,xxx $x,xxx
Total Expenditures $X, XXX $X, XXX $X, XXX $X, XXX $X, XXX $X, XXX

Source: Created by Prismatic, May 2013

Exhibit 3-17 provides a sample of another report that could be prepared monthly. A report of
this nature, along with charts and graphs, and a written analysis would provide the board of
education and other stakeholders with the necessary financial information to understand the
district’s current financial position on an ongoing basis. Such an understanding of the district’s
financial position will help establish and maintain confidence in the CPS system of

accountability.
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Exhibit 3-17
Example Monthly Financial Report

Previous Previous % YTD Current Current % YTD
Year Year To Year Year To
Category Actual To Date Actual Budget To Date Budget
Beginning Balances $x,xxx,xxx | $x,xXX,XXX xx% | $x,xxx,xxx [ $x,xx%,XXX xx%
REVENUES
Local $x,xxx,xxx | $x,xx%,XXX xx% | $x,xxx,xxx | $x,xx%,XXX xx%
Intermediate $x,xxx,xxx [ $x,xXX,XXX xx% | $x,xxx,xxx | $x,xxx,XXX xx%
State $x,xxx,xxx | $x,xx%,XXX xx% | $x,xxx,xxx [ $x,xx%,XXX xx%
Federal $xX,xxX, XXX | $X,XXX,XXX xx% | $x,xxx,xxx [ $x,xx%,XXX xx%
Non-Revenue Receipts $x,xxx,xxx [ $x,xXx,XXX xx% | $x,xxx,xxx | $x,xxx,XXX xx%
Total Revenues $XXXX,XXX | $X,XXX,XXX xx% | $X,XXX,XXX | $X,XXX,XXX xx%
EXPENDITURES
Instructional Programs
Salaries & Employee Benefits $x, XXX, XXX | $X,XXX,XXX xx% | $x,xxx,xxx [ $x,xx%,XXX xx%
Professional Services $x,xxx,xxx [ $x,XXX,XXX xx% | $x,xxx,xxx | $x,xxx,XXX xx%
Supplies and Materials $xX, XXX, XXX | $X,XXX,XXX xx% | $x,xxx,XXX | $X,XXX,XXX xx%
Other Expenses $x,xxx,xxx [ $x,XXX,XXX xx% | $x,xxx,xxx | $x,xxx,XXX xx%
Total Instructional $XXXX,XXX | $X,XXX,XXX xx% | $X,XXX,XXX | $X,XXX,XXX xx%
Student Support Services
Salaries & Employee Benefits $xxx,xxX Pxxx, XXX xx% $xxx,xxx Pxxx, XXX xx%
Supplies and Materials $xxx, XXX $xxx, XXX xx% $xxx, XXX $xxx, XXX xx%
Other Expenses $xxx, XXX $xxx, XXX xx% $xxx, XXX $xxx, XXX xx%
Total Student Support
Services $xxx,xxx $XXX, XXX xx% $xxx,xxx $xXXX, XXX xx%
Staff Support Services
Salaries & Employee Benefits $xxx,xxx Pxxx, XXX xx% $xxx,xxx Pxxx, XXX xx%
Professional Services $xxx, XXX $xxx, XXX xx% $xxx, XXX $xxx, XXX xx%
Travel, Postage, Std Transp. $xxx,xxx Pxxx, XXX xx% $xxx,xxx Pxxx, XXX xx%
Supplies and Materials $xxx,xxX% $xxx,xxX xx% $xxx,xxX% $xxx,xxX xx%
Other Expenses $xxx,xxX Pxxx, XXX xx% $xxx,xxx PxxX,XXX xx%
Total Staff Support Services $xxX,XXX $xxX, XXX xx% $xxX,XXX $xxX, XXX xx%
Total Expenditures $XXXX,XXX | $X,XXX,XXX xx% | $X,XXX,XXX | $X,XXX,XXX xx%
Ending Balances $XXXX,XXX | $X,XXX,XXX xx% | $X,XXX,XXX | $X,XXX,XXX xx%
Source: Created by Prismatic, May 2013

FISCAL IMPACT
This recommendation can be implemented with existing resources.
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FINDING 3-4

CPS has inadequate school and community involvement in budgetary processes. There is no
public and limited (if any) staff involvement in the budget development process.

The budget is prepared by the superintendent based upon the estimates in the CPS Estimate of
Needs. The public is not provided any means to be involved in the budget development process,
nor are meetings held to obtain staff involvement. A calendar is not produced for the budget
development process identifying dates important to the facilitation of stakeholder participation.

CPS lacks a formal process for involving community members and district employees in the
budget development process. Interviews indicate the school staff is not involved or consulted for
input on the budget process. A public hearing is not held prior to approving the budget. The
practice has been that the board of education adopts the budget at a regular board meeting or at a
special board meeting called for that purpose. As such, the budget is developed in isolation and
has little support from these stakeholders. The survey results provided in Exhibit 3-18
underscore the lack of collaboration in the current budget process.

Exhibit 3-18
Survey Results Regarding District Budgeting

Survey
Group

Survey Statement

Strongly
Agree

Agree

No
Opinion

Disagree

Strongly
Disagree

Parent

The district spends its
money wisely.

15%

27%

40%

10%

8%

The district needs to
spend more of its budget
on its facilities.

9%

22%

49%

17%

2%

The district needs to
spend more of its budget
on classroom supplies.

18%

39%

35%

8%

0%

The districts ask the
community for input
when developing its
budget.

3%

10%

45%

29%

13%

Staff

Funds are managed
wisely to support
education in this district.

4%

55%

33%

6%

2%

The budgeting process
effectively involves
administrators and staff.

8%

20%

43%

20%

8%

My school/department
allocates financial
resources equitably and
fairly.

6%

43%

43%

4%

4%

Source: Prismatic Survey Results, January 2022
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Many districts have a budget committee comprised of community members, business leaders,
and district employees who provide input to the board of education 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 other related information on their
websites to ensure that all stakeholders are informed of budget processes and decisions that are
being made.

Clinton Public Schools in Oklahoma has a transparent budget development process that has a
commendable level of public input. The normal process for budget development in Clinton
involves these steps:

1. Preliminary Budget — Prior to the end of the current fiscal year, the superintendent and other
key administrators prioritize items for the following fiscal year. Many contributions for this
process come from school employees and the public.

2. Preparation of Proposed Budget — After the school board approves the estimate of needs,
proposed budgets are devised within the approved revenues and expenditures for the budget
year.

3. Receipt of Public Comments — The school board conducts a public hearing to take all
comments on financial matters, both past and future, in the district.

4. Adoption of a Final Budget — This includes any revisions due to public comments and
potential program allocations received prior to this date.

5. Amending of Final Budget — Changes are made throughout the year to ensure that all
expenditures have an appropriate amount of budgeted funds available and to adapt the
current budget to reflect midterm allocation changes.

RECOMMENDATION

Establish a budget development process that provides for input from the public and school
and department staffs.

A similar recommendation was included in the 2013 report. Involving stakeholders in budget
development would help to ensure an understanding of and support for the adopted budget.
Better involvement of more school and community individuals, groups, and associations will
help ensure continued support and commitment to the district.

The superintendent and school board 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 also facilitate better
communication, understanding, and support of the adopted budget. A sample budget calendar,
developed from one in use by a district of similar size to CPS, is provided in Exhibit 3-19. Each
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year, the district adjusts these dates by one or two days to match the new work calendar, but the
process typically follows this schedule.

Exhibit 3-19

Sample Budget Calendar
Date Budget Activity
October 3 Introduction of budget process to principals and administrative staff
October 16 Submission of budget calendar to board of education (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 Adpvertise for December public hearing
December 4 Advertise for December public hearing
December 4 Annual board of education 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 board of education on preliminary budget priorities (regular meeting)

Invitation for board of education 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 board of education work session
January 22 Presentation of projected state revenues based on state proposed budget
Invitation for further board of education 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 board of education approval of budget (regular meeting)
May TBD Called meeting for board of education 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

Source: Created by Prismatic, based on records from a similarly sized district to CPS, January 2022
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FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 3-5

The district does not prepare an itemized budget. Instead, the CPS Estimate of Needs is used
each year to establish the maximum expenditure limit for the district’s general fund.

Although the estimate of needs includes the carryover balance, the amount of revenue the district
expects to receive for the year, and expenditures for the previous year, it does not identify by
type of expenditure how funds are anticipated to be expended. The consulting team was
informed there were no other documents containing district budget information.

An effective budget is a financial plan that identifies revenues that are estimated to be received
during the upcoming fiscal year and how funds are anticipated to be expended. Budget
documents should provide the board and community with financial data in a concise manner that
is easily understood and where actual revenues received and expenditures made can be compared
back to the estimated amounts. To provide a reference for the estimated amounts in the budget,
many budget documents provide the actual revenues received and expenditures made for the
previous year or years.

There are many ways budgets can be developed. Some are elaborate and contain a great amount
of data and information other than revenues and expenditures. However, all budgets need to
clearly identify not only carryover funds and estimated revenues, but also identify estimated
expenditures. Many small districts find that expenditures are more easily understood when
identified by type of expenditure, such as salaries and supplies.

A school district’s budget is most effective when it is useful to both district staff and the
community-at-large in understanding the district’s inner workings. A budget document has three
major purposes. It serves as a communications device, a policy document, and a financial plan.
School districts have an opportunity to ‘tell their story’ when their budgets communicate what is
behind and beyond the numbers.

There is no standard for the specific data that districts should include in their budget document.
The actual data that districts include in budget documents can cover many topics, not necessarily
financial data. These topics can include:

e the district’s mission and vision;

e atable of contents;

e an executive summary;

e acomprehensive budget calendar;
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e average daily attendance for the last several years and growth projections for the next several
years;

e projected student enrollment by school and grade;

e itemized requested increases from previous year;

e revenue projections;

e number of positions and salary cost by type and location for several years;
e per pupil cost and comparison to peer and neighboring districts; and

e charts and graphs in color when appropriate.

Many school district budgets include comparative data in easy-to-understand formats to provide
additional information to readers. Schedules are included for each department that present
budgeted amounts by summarized categories such as salaries, benefits, operating, and capital,
with comparisons shown for the budget year to the previous two to three years. Also, budget
documents contain schedules showing positions by department for the current year compared to
the previous four or five years and comparative schedules for revenues by source.

Presenting detailed budget data provides district decision-making with information that helps
them to make informed decisions. It further provides the public with information that helps them
understand where funds for district education are expended. Presenting the budget on the
district’s website provides all individuals interested in obtaining information on the district’s
budget with an easily accessible location to obtain the data.

RECOMMENDATION

Develop a budget document that clearly identifies types of estimated revenues and types of
expenditures.

The superintendent, with the assistance of the treasurer, should develop an annual budget that, at
minimum, identifies the carryover amount from the previous year, the revenues estimated to be
received, anticipated expenditures by the object of expense, and the carryover that should be
available at the end of the year. The annual budget could be further enhanced by including
appropriate non-financial data that helps stakeholders to understand budgeting decisions and
likely future scenarios. The budget document should be presented to the board for approval.

Exhibit 3-20 shows an example of a simple budget format that uses OCAS revenue and
expenditure classifications. This example could be used as a format for CPS. Should additional
identification be desired, OCAS provides coding for a further breakdown for each of the major
classifications shown in the example.
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Exhibit 3-20
Example of Budget Document

Current Year Budgeted Prior Year Actual
Description Detail | Total Detail | Total
Fund Balance, July 1, XXXX $X, XXX $X, XXX
Revenues:
Local Sources $x,xxx $x,xxx
Intermediate Sources $x,xxx $x,xxx
State Sources $x,xxx $x,xxx
Federal Sources $x,xxx $x,xxx
Total Revenue $X, XXX $X, XXX
Expenditures
Salaries $x,xxx $x,xxx
Benefits $x,xxx $x,xxx
Purchased Professional and Technical Services $x,xxx $x,xxx
Purchased Property Services $x,xxX $x,xxX
Other Purchased Services $x,xxx $x,xxx
Supplies & Materials $x,xxx $x,xxx
Property $x,xxx $x,xxx
Other $x,xxx $x,xxx
Total Expenditures $x, XXX $x,xxx
Estimated Fund Balance, June 30, XXXX | | $X,XXX | | $x, XXX

Source: Prismatic Services, May 2013

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING 3-6

The district consistently expends a higher percentage of funds on instruction than its peers.
While the district does not have a specific process that it follows when developing its budget,
CPS leaders try to include as much funding as possible in the instruction category. District policy

CA states:

Because of resource limitations, there is sometimes a temptation to operate so the fiscal
concerns overshadow the educational program. Recognizing this, it is essential that the
district take specific action to make sure education remains central and that fiscal matters
are ancillary and contribute to the educational program. This concept shall be
incorporated into the board’s operations and into all aspects of district management and

operation.
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As shown in Exhibit 3-21, this focus on instruction has resulted in a higher percentage of
expenditures on instruction than was found in any of the peer districts, the community group, or
the state as a whole. In 2018-19, CPS spent an even higher percentage, 65 percent, on
instruction.

Exhibit 3-21
Percentage Spent on Instruction, 2019-20, All Funds

100%
90%
80%
70%

60%

50%

40%

30%

20%

10%
0

Crescent  Cashion Comanche Empire Morrison  Minco Community  State
Group

Percentage of Expenditures

X

Source: OEQA, Profiles Database
COMMENDATION

CPS is commended for consistently expending a higher percentage of funds on instruction
than peer districts and the state overall.

FINDING 3-7

The district does not have a general fund balance policy that provides guidance for the fund and
routine status reports are not provided to the board. The state allows districts that have general
fund revenues of $4,000,000 to $4,999,999 to maintain a fund balance that does not exceed 25
percent.

The district has historically had varying fund balances each year. Exhibit 3-22 shows a summary
of the financial activity and balances in the general fund for 2012-12 through 2019-20. At the
end of 2015-16 the district’s general fund balance was a negative $429,963. Since the end of
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2015-16, the district has been successful in eliminating the negative balance and as of the end of
2019-20, the district’s general fund balance as shown in the audited financial report for June 30,
2020 was $394,986 or 8.3 percent.

Exhibit 3-22

Trend in CPS General Fund Balances

Beginning Ending

Year Balance Revenues Expenditures Adjustments Balance
2012-13 $859,549 $4,850,876 $5,291,099 $11,074 $430,400
2013-14 $430,400 $5,053,195 $5,113,408 $19,722 $389,909
2014-15 $389,909 $4,650,268 $4,955,768 $3,773 $88,182
2015-16 $88,181 $4,652,091 $5,170,241 $0 ($429,963)
2016-17 ($429,963) $4,586,313 $4,138,272 $0 $18,078
2017-18 $18,078 $4,572,156 $4,361,825 $0 $228,409
2018-19 $228,409 $4,759,805 $4,552,158 $0 $436,056
2019-20 $436,056 $4,738,585 $4,779,655 $0 $394,986
g‘l’fce"t 49.0% A 2.0% A 10.0% A 100.0%)V | (8.0%)V

ange

Source: Audited financial reports 2012-13 through 2019-20 and Prismatic calculations, February 2022

A formal policy on general fund balance provides specific guidance to district management
regarding what the district’s fund balance goal should be and what steps, within statutory limits,
should be taken to reach and maintain that goal.

A district’s general fund balance policy should outline what the board considers to be an
adequate balance to maintain sufficient cash flow, cover emergency expenditures, adjust for
revenue shortfalls, and avoid excess balance penalties or paying interest on non-payable
warrants. Fund balance is a measure of the financial stability of a district and is an integral part
of the budgeting process. Districts that are fortunate enough to achieve a substantial fund balance
should also include policy guidance as to what priority needs should be funded.

The Government Finance Officers Association (GFOA) has developed standards for fund
balance and recommends that:

¢ Governmental agencies establish a fund balance policy setting forth unreserved balances.

e The level of these recommended unreserved balances is 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.

For example, Guthrie Public Schools has a general fund balance policy that states:
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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
board of education establishes the fiscal management priority objective of achieving and
maintaining a general fund balance of twelve percent (12 percent). Should the general
fund balance drop below a minimum level of eight percent (8 percent), 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 3-23
shows a sample of the data included in that report. This report is shared with the superintendent

and the school board.

Exhibit 3-23

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 | ($1,603,210)
Federal Sources $1,541,225 | $1,023,399 | $516,958 | $1,540,357 ($868)
Non-Revenue
Receipts $223,533 $48,579 | $161,421 $210,000 ($13,533)
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
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RECOMMENDATION

Establish a general fund balance policy to provide guidance on how to achieve the
minimum required balance, provide a desired fund balance range, and require fund
balance status reports to the board of education.

A similar recommendation was included in the 2013 report. The board of education should
provide guidance through the fund balance policy that establishes a minimum balance, 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 board of education will help the members
monitor the fund balance and better understand of the impact of actions that impact the balance.

The consulting team suggests that CPS aim to meet a standard of maintaining at least two months
of regular general fund operating expenditures as recommended by the GFOA. In 2019-20,
general fund expenditures totaled $4,779,655 so the district should aim to maintain a balance of
around $800,000, which is approximately two months (or one-sixth) of total expenditures.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 3-8

Financial reports are not routinely prepared to show the operation and status of the child nutrition
program. In addition, the district does not maintain a separate fund that accounts for financial
data pertaining exclusively to the child nutrition program.

Almost no data are included in the monthly reports prepared for the board of education for the
child nutrition fund. The only data provided are contained in the Revenue Analysis which shows
the amounts received for lunches, breakfasts, and child and adult care. All other financial data
are combined with other general revenue data. The district’s annual audited financial statements
do not include information for the child nutrition fund as it is combined with general fund data.

Without reports, the child nutrition director, district management, and board members do not
have crucial financial data available. They lack the tools to readily determine if the child
nutrition program is operating in a financially prudent manner.

Without a separate fund, it is more difficult to determine whether the program is operating on a
break-even basis and to account for a fund balance from year to year. Staff were not aware if a
separate child nutrition fund had ever been used. Financial data pertaining to the child nutrition
program is recorded in the district’s general revenue fund. Although it is not uncommon for
districts in Oklahoma to include child nutrition revenues and expenditures in their general fund,
most use a separate fund.

The SDE provides guidelines for accounting for child nutrition financial data in a separate fund
and provides reports for data recorded by districts in a separate fund. Managing the program
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using a separate fund is much easier than trying to manage it in the general fund where child
nutrition revenues and expenditures are accounted for using only unique coding. A separate fund
enables a district to more easily maintain a complete and accurate set of records for all revenues,
expenditures, and transfers pertaining to the program.

RECOMMENDATION

Require the use of a separate fund for the child nutrition program and develop reports for
the child nutrition fund that show fund balances, revenues, expenditures, and whether the
program is making or losing money.

A similar recommendation was included in the 2013 report. Exhibit 3-24 provides an example of
a format that the superintendent and treasurer could use for monthly or quarterly reports.
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.
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Exhibit 3-24
Child Nutrition Program Financial Status for Period XX

Previous
Current Year-to- Year
Period date 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 $x,xxX $x,xxX
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

. $X, XXX $X,xxX $X, XXX
Adjustments
Ending Balance $x,xxx $x, xxx $x,xxx

Source: Prepared by Prismatic, May 2013
FISCAL IMPACT

This recommendation can be implemented with existing resources.

C. ACCOUNTING/INTERNAL CONTROL AND PAYROLL

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:
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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 3-9

Although the encumbrance clerk’s process for completing the district’s monthly payroll has
shown to produce accurate employee payments, it is difficult to identify what adjustments were
made from the previous month’s payroll. There is not a formal process to document changes
made from previous month’s payments, which makes it difficult for the superintendent to
determine the changes and have confidence she approves of the changes.

The encumbrance clerk receives documents each month for employees absent from work,
substitute teachers filling in for absent teachers, and employees doing extra work. After all the
changes have been entered into the payroll system for the month, a payroll authorization report is
run and given to the superintendent to review and approve. Although the payroll authorization
report provided to the superintendent shows the amounts to be paid to each employee, changes
made during the month including extra duty pay is difficult to determine.

Without a formal process that tracks changes to employee records and produces a listing of the
changes including overtime and extra pay it is difficult for the superintendent to adequately
review and approve specific changes. A process that reconciles changes to the previous month’s
payroll totals and produces a listing of changes helps ensure all necessary changes have been
made in the payroll system and provides a means for the superintendent to approve changes.

An Oklahoma school district, Haworth Public Schools, completes a thorough balancing of the
district’s payroll each month to ensure that all employees are paid accurately. Prior to running
the actual monthly payroll that produces employee pay and deduction warrants, the Haworth
treasurer completes a process known as balancing. The balancing begins with totals from the
previous month’s payroll, recording any changes that occurred (such as changes to gross wages,
net wages, or deductions) and arriving at new totals for the current payroll. This process provides
the treasurer with totals for the current payroll that can be compared to totals produced from the
payroll system. Preliminary payrolls are run from which totals are reconciled back to the totals
that the payroll clerk/treasurer has compiled, and any corrections can be made prior to printing
warrants. Reconciliations ensure that all changes that impact an employee’s pay warrant have
been accurately entered into the automated payroll system prior to completing the final payroll
and submitting report to banks for direct deposit.

RECOMMENDATION

Develop a payroll reconciliation process to provide the superintendent with a listing of
changes made from the previous month’s payroll for easy approval.

The encumbrance clerk should develop a process for reconciling the district’s payroll. The
reconciliation process should use the totals from the previous payroll and then identify add or
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deduct amounts for changes during the month using the calculated new totals to ensure the
current payroll is correct. The added and deducted amounts should be sufficiently identified to
enable the superintendent to easily review what the changes are for. The reconciliation should be
reviewed and approved by the superintendent prior to the final payroll being processed. The
process will not only provide the superintendent with information on overtime, extra work, and
substitute payments but will provide an internal control step by having a second review of
changes made to employees’ pay.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 3-10

CPS does not have written desk procedures that document the important daily duties of the
encumbrance clerk, treasurer, and activity funds custodian. The activity funds custodian has only
a two-page document that identifies in limited detail her processes. In addition, the district does
not have staff cross-trained to perform business operations duties. Should either the encumbrance
clerk or treasurer be absent from work for an extended period of time, it would be difficult for
CPS to complete its responsibilities.

For internal controls to operate effectively, all employees need a documented reference source
detailing how they perform their assigned duties. An employee desk manual is much more
detailed 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.

Districts must be mindful that separation of duties is important in daily processes but having staff
cross-trained to perform critical processes in emergency situations is also critical. Written
procedures increase internal control by helping to ensure processes are performed correctly.
Without written directions, employees complete their duties based on verbal directions that were
often received quite some time ago and have since likely become stale.

Additionally, without a written reference, employees often improvise and develop their own
ways to complete tasks. Processing transactions in an unapproved manner can lead to errors. A
desk procedures manual covers the activity steps with a sufficient degree of detail that enables
an individual who uses it for the first time to perform the steps with little, if any, additional
instruction. It is important to list specific forms used, computer screens accessed, fields on the
screen in which information is entered, as well as identifying other positions that supply
information for the procedure or to which it sends information. Many times, employees find the
process is more understandable when a flowchart is included.

Some school district business offices have developed excellent detailed desk procedures to use
when completing their assigned duties. Desk procedures are many times placed on the district’s
server with individual folders containing procedures for each staff member, but all employees of
the office have access to them. Each staff member has detailed explanations on a step-by-step
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basis of how to complete the numerous duties that must be completed accurately and timely. For
example, a desk procedure for a payroll process called “cobra-changes” details 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 five to ten 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’s 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.
18. Use the information from the calculation sheet to complete the letter.

19. Make two copies of the letter. One copy goes to xxx, one copy goes in individual’s file and
the original is mailed.
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RECOMMENDATION

Develop desk procedures for the important duties performed by the encumbrance clerk
and treasurer and cross-train each in the other’s critical processes for emergency
situations.

The encumbrance clerk and treasurer should agree on a standard format to use for desk
procedures. Each should then develop desk procedures for their duties. Once they have
developed the desk procedures, the superintendent should approve and determine which staff
members should be cross-trained on what duties. Staff being cross-trained should review the
procedures to help ensure they are easily understandable and can provide sufficient guidance to
whoever performs the duties. The activity funds custodian should use the standard format and
revise her procedures accordingly.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 3-11

The district currently deposits child nutrition receipts into an activity fund account, then later
transfers them into a child nutrition account within the general fund. This is an inefficient
process and can lead to an untimely transfer of funds into the child nutrition funds.

Throughout the year cash collected for child nutrition is deposited into the district’s activity

fund. The funds collected are then transferred to the child nutrition account in the general fund
monthly. Although the practice of initially depositing monies collected for the child nutrition into
activity fund accounts and then transferring the money into the child nutrition account
maintained in the general fund later is not extremely inefficient, it does create some additional
work and makes determining the exact amount of funds received for the program at specific
times during the month more difficult. During the month, the district’s accounting system does
not show the true total amount of funds received for the child nutrition program. It is not until the
end of the month when the amount of money collected for the program is shown in the child
nutrition account.

For automated financial systems to accurately show the funds collected for programs the money
collected should be deposited to the appropriate funds in a timelier manner. In addition,
depositing funds to one account and then making transfers at a later time is an unnecessary task.

RECOMMENDATION

Deposit child nutrition cash received directly into the child nutrition fund instead of into
activity funds.

The child nutrition director should bring all monies received directly to the treasurer instead of
the activity funds custodian. The monies should be deposited into the appropriate account by the
treasurer. Depositing funds collected for the child nutrition program directly into the child
nutrition fund will enable the district’s financial management system to more accurately reflect
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the amounts collected for the program. Depositing program funds in this way will also make the
process more efficient and reduce the chance of errors.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 3-12

CPS is diligent in documenting the receipt of materials and services. A review of vendor
payment files indicated that prior to the encumbrance clerk processing payments to vendors,
either the invoice or packing slip was signed by the staff member who received the merchandise
or services.

If an invoice is received and no matching packing slip has been signed, dated, and submitted, the
invoice is sent to the employee who ordered the material or services, and they must sign and date
the invoice before payment can be made. Requiring verification of the receipt of materials and
services helps to ensure that the district does not inadvertently pay for materials or services that
have not been received.

COMMENDATION

CPS is commended for a process that helps ensure that the receipt of materials and services
is verified before processing payments to vendors.

FINDING 3-13

The district does not have a comprehensive activity fund manual. There is no written document
detailing all standardized processes to be performed by staff involved with activity funds.
Without a manual that provides detailed processes on how to manage the funds, the district is at
risk of not fulfilling its responsibility to properly administer activity funds.

Prior to January 2022, the district used a three-page document titled “General Regulations of
Activity Funds.” In January 2022, a document titled “Activity Fund Handbook™ was developed.
The two documents are similar. The latest document has three forms attached for activity fund
transfers, explanation for improper expenditures, and deposit records. The absence of detailed
written procedures for activity funds creates risks that are unnecessary. The Activity Fund
Handbook is a good resource but lacks detailed processes and sufficient forms.

Although it was reported to the consulting team that the district discusses activity fund
procedures and policies at the beginning of each year, except for the activity funds custodian’s
two pages of desk procedures and Activity Fund Handbook, there are no detailed written activity
fund guidelines or procedures. Sponsors have not been provided with a comprehensive manual
for the proper management of activity funds.

Activity fund records for the district are managed by the activity funds custodian. As monies are
received, the sponsor completes a receipt for the funds received and a copy is given to the person
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providing the funds. Funds received are taken to the activity funds custodian where a deposit slip
is prepared and the funds deposited. Although monies are supposed to be deposited daily, annual
financial audits routinely showed violations of this requirement.

As a result of recent irregularities involving activity funds, the district has begun making some
changes to some activity fund processes. The use of standing purchase orders that allow
personnel to make purchases without proper oversight has been almost eliminated. School
district activity funds have a high potential for risk due to the number of cash transactions and
the number of different people handling money. Without written procedures approved by district
management, the potential increases for sponsors to violate board policies and state statutes.
Written procedures are essential to maintaining proper internal controls for an organization.
Ideally, written procedures are provided to all activity fund sponsors in the form of a
comprehensive handbook and all staff involved in activity fund transactions are required to be
thoroughly trained.

A manual normally includes standard written guidance for all district activity funds on:

what funds may be expended;
e how receipt and disbursement transactions are to be documented;
e how to reconcile gate receipts;

e who is required to approve various transactions; and

when cash has to be submitted to the activity account custodian.

Lawton Public Schools publishes a comprehensive manual that provides guidance for managing
school activity funds. The manual, titled “Administrative Procedures for School Activity Funds,”
provides 40 pages of instructions and guidelines that cover a substantial number of topics,
including site administrator responsibilities, writing receipts, making deposits, and processing
expenditures. The manual also has appendices containing forms, board policies, and coding
examples. An associated document titled “Administrative Accounts” is updated annually for
board approval and contains a list of all activity funds, showing the account names, source of
revenues for the account, and the approved expenditures for which the funds in the account may
be used.

The manual containing policies and procedures for managing the district’s activity funds
provides principals and sponsors with a written resource on how they should prepare the various
documents related to activity funds. The annual document of activity funds approved by the
board provides guidance on what revenues may be deposited to the activity accounts and the
purposes for which funds may be expended.

The manual is on the district’s website for easy reference by anyone needing information on the
district’s activity fund procedures. Having it on the website also ensures that the most up to date
version is available. Exhibit 3-25 provides the table of contents for Lawton’s activity funds
manual.
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Exhibit 3-25
Index for Lawton’s Activity Fund Manual

Administrative Procedures

For
Student Activity Fund

General Administrative Procedures Pages
Administration 1-4
Site Administrator’s Responsibilities 5-6
Budget Process 7-8
Revenue 9
Fund-Raising Activities 10-12
Receipts & Deposits 13-16
Collection of Fees-Tuition Extended Day 17
Expenditures , 18-22
Miscellaneous 23-26
Transfer of Funds Between School Activity Accounts 27
School Activity Fund Reporting Process

Site Custodian’s Report 28-29

End of Year Reporting 30

School Activity Fund Profit/Loss Process 31-32

Student Store/Concession Inventory 33-35

Ticket Reconciliation Process 36-38
Request for Field Trip 39
Activity Fund “Hot Spots” 40

Appendix A - Forms

Appendix B — Board Policies
Appendix C ~ Coding Examples
Appendix D — Forms and Examples

Source: Lawton Public School’s Website(February 2022) https.//www.lawtonps.org/browse/197807

Page 3-38 PRl


https://www.lawtonps.org/browse/197807

Crescent Public Schools Business Operations

RECOMMENDATION

Enhance the CPS Activity Fund Manual by adding detailed procedures for all processes
and additional forms, then ensure all personnel involved in activity fund transactions are
properly trained.

A similar recommendation was included in the 2013 report. The activity funds custodian should
develop a manual that clearly states how funds are to be administered for all activity funds. Once
approved by the superintendent, it should be provided to principals, teachers, and sponsors
involved with activity funds. The manual should be placed on the district’s website and all staff
with activity fund responsibilities should be adequately trained. A manual will also provide a
good reference for new principals, teachers, and sponsors.

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 handbook also will
provide a good reference for new principals, teachers, and sponsors.

The activity funds custodian 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 should be issued a receipt book
only upon receipt of this affidavit.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

D. INTERNAL AND EXTERNAL AUDITING

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;

e adherence to applicable law and regulation; and
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e cfficiency and effectiveness of operations.
FINDING 3-14

CPS does not have a formal policy for rotating and competitively soliciting external auditors.
Selecting an external auditor without using a competitive process does not provide CPS with
assurance that they are selecting the best firm to provide auditing services.

CPS contracts with an external auditor to conduct an annual financial audit and prepare the
annual estimate of needs. The current auditor is on Oklahoma’s approved auditors list and has
been providing audit services beginning with the June 30, 2016 audit. The district’s practice has
been to extend the audit arrangement with the auditor after the auditor submits its audit report.

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 a selected auditor must be on an approved list, it does not require the competitive
selection for auditing services. The cost of auditing services 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 policy requiring competitive proposals for professional independent financial
auditing services at a designated interval of at least every five years.

A similar recommendation was included in the 2013 report. The superintendent should draft a
policy requiring a competitive solicitation of financial audit services at least every five years and
submit it to the board for review and approval. Rotation of audit services helps ensure that
district financial practices and internal controls are periodically reviewed from a fresh
perspective. 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 a reasonable price.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

E. FIXED ASSET MANAGEMENT

Fixed asset management involves managing the district’s physical assets in a cost effective and
efficient manner. Effective fixed 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 3-15

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. CPS does not
have any formal policies or guidelines to direct the 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 2015-16 through 2019-20 audited financial statements of
CPS, 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. CPS 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 theft occurs.

An itemized inventory is needed for insurance purposes. Should items be destroyed due to a fire
or other disaster, the district would need some documentation to show what items were
destroyed.

Performing inventories of items located in all offices and classrooms takes time. The inventories
should also provide the information needed to fulfill the purpose for which the inventories are
conducted and should not contain information that is not needed or include equipment that
should not be inventoried.

Policies normally address many issues pertaining to an entity’s investment in fixed assets.
Policies include guidelines for 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 the accounting;

e responsibility and 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 the inventory;

e receiving donated property; and
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e transferring assets between schools and departments.

To protect investments 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 and 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 taken. Normally, the board of education is required to approve all deletions.

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.

A similar recommendation was included in the 2013 report. The board of education should adopt
a detailed fixed asset policy to provide guidance on how district fixed assets are to be managed.
The Oklahoma Cost Accounting System (OCAS) procedures manual differentiates coding for
equipment at $2,500. Therefore, the district should consider adopting a threshold of $2,500 to
remain in compliance with the OCAS requirements. Once the board of education approves the
policy, the superintendent should communicate the new policy to staff and begin
implementation. A physical inventory should be performed, and the results used to create a
computerized inventory listing of all items over the established threshold.

A system to track fixed assets and a set of fixed asset policies should help ensure that the
district’s investment in fixed assets is being managed as desired by the board of education. The
system should protect investments by assigning accountability and holding staff accountable for
the proper care and protection of district assets.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

F. PURCHASING POLICIES, PROCEDURES, PLANNING, AND OPERATION

An effective purchasing system allows a school district to receive quality materials, supplies, and
equipment in the right quantity in a timely, cost-effective manner. Purchasing includes those
activities involved in the identification and purchase of supplies, equipment, and services needed
by the district, as well as the storage and distribution of goods. Goods and services must be
obtained according to the specifications, at the lowest responsible cost, and within state laws and
regulations, including the state’s purchasing and bid requirements and the School Laws of
Oklahoma.

On the stakeholder survey conducted for this review, staff was asked to assign a letter grade to
various CPS functional areas. Exhibit 3-26 provides the results for purchasing. More than half of
the staff (52 percent) gave purchasing an A or B, but one-third (33 percent) had no opinion.
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Exhibit 3-26
Staff Survey Results Regarding Purchasing Functions

Grade | Grade | Grade | Grade | Grade No
Department/Functional Area A B C D F Opinion
Purchasing 21% 31% 8% 6% 0% 33%

Source: Prismatic Survey Results, January 2022

FINDING 3-16

The district requires all purchase orders from district funds to be approved by the superintendent;
however, the process uses hard copy forms. Using hard copy documents for review and approval

1s inefficient.

When staff need to acquire services or materials, they normally prepare a purchase

request/purchase order form. Sometimes an email is submitted to the encumbrance clerk

providing information about what staff wants to purchase and the encumbrance clerk completes
the form. The encumbrance clerk enters all purchase requests into the financial management
system. The encumbrance clerk then prints a completed hard copy purchase request that is taken

to the superintendent to approve.

The district’s financial management system is capable of automating this process. When staff
need services or materials the system is capable of allowing staff to access purchase orders, enter
the information needed, then electronically submit the request to the encumbrance clerk, The
encumbrance clerk can then review the information on the purchase order, ensure funds are
available, make any needed corrections or add additional information, and then forward it be
approved electronically by the superintendent. After the superintendent’s approval the
encumbrance clerk can finalize the purchase order and print the completed purchase order.

An efficient purchase order process automatically sends a purchase request to the appropriate
staff member for review and approval. Once approved, the purchase order is automatically
created, eliminating the need for data entry. Ultimately, it removes the requirement for people to
physically route purchase orders for review and approvals using physical paper or email and

streamlines the process.

RECOMMENDATION

Require use of the automated purchase order component of the district’s financial

management system.

The encumbrance clerk should develop procedures for the use of the automated purchase order
process. Once the procedures are developed and approved by the superintendent they should be
placed on the district’s website and all staff trained on the process.

FISCAL IMPACT

This recommendation can be implemented with existing resources.
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FINDING 3-17

The district requires board approval of all vendor payments prior to releasing the warrants to
vendors. Requiring board approval delays the payment to vendors and creates an unneeded staff
process.

Payments to CPS vendors are delayed until the board of education approves a list of warrants
ready to be paid. All warrants have to be approved by the board of education at monthly
meetings prior to the warrants being released to vendors. However, this is essentially duplicative,
as the board has previously approved the encumbrances of funds for specific purposes in prior
meetings.

Also problematic in the current process is that invoices received a few days prior to a board
meeting do not get board approval until the following month, delaying payment to the vendor for
well over a month. The delay in payments could impact the amount that the district has to pay for
materials and services. Vendors could possibly be adding a higher price to their supplies or
services to account for the time they are without their payments.

Warrants presented to the board of education for approval are for purchases of materials/supplies
or services that have already been received by the district. Since the materials/services have
already been received by the district, the district is legally bound to make a payment to the
vendor and the approval by the board of education provides little if any value to the process.

Timely payments to vendors are an important component of a district’s purchasing and payment
program. When vendors know they are going to be paid in a timely manner after they provide
materials/supplies and services in compliance with contract and purchase order provisions it
improves relations with vendors and in many instances reduces cost.

RECOMMENDATION

Authorize the superintendent and encumbrance clerk to release payments to vendors
without prior school board approval and provide the school board with listing of payments
made for information purposes.

The board of education should delegate to the superintendent and encumbrance clerk the
authority to release warrants in payment of materials and services without approval of the school
board. Payments to vendors will be improved by delegating approval of warrants to the
superintendent and encumbrance clerk. The board of education can still provide oversight of all
warrants issued by the district by receiving the list of warrants.

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 Crescent Public Schools (CPS) 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:

e 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 providing regulated access to individuals and groups, and school and community
organizations for use of the facilities after hours and on weekends;

e operating the facilities in a manner that uses all forms of energy in the most frugal manner
possible;

e ensuring 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

CPS has three schools and serves the Town of Crescent and surrounding area in Logan County.
The Town of Crescent’s founding dates back to 1889 and the Oklahoma Land Run. In that year,
William Brown opened a general merchandise operation consisting of a covered wagon and a
tent. His neighbor, Benjamin Ryland, joined him a few months later as a business partner. They
upgraded their enterprise to a log cabin. W. F. Mock built another log cabin opposite of theirs
and operated it as a hotel, bakery, and restaurant. A post office was established on February 21,
1890, and christened Crescent City, in reference to the shape of the moon when the first
commercial enterprises were established. In 1893, the town was incorporated and the 1900
Census counted 139 inhabitants.
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Exhibit 4-1 shows the boundary enclosing one square mile of city land incorporated in 1893. Its
shape remains essentially the same today. The location reference crossing of Oklahoma State
Routes 74 and 74C is located slightly northwest at the boundary. Route 74 runs north-south,
while 74C runs east-west.

Exhibit 4-1
Crescent’s Plat and Street Map at the Intersection of State Roads 74 and 74C
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Exhibit 4-2 provides an aerial view of the CPS campus. The fields are in a separate location.

Exhibit 4-2
Aerial View of CPS Campus and Facilities

rescent MS
1

L 2 Event Cer iSafe Reom, Cafeteria, Kitchen

_FGrescent ES
|
o it ;

Source: Google Earth, March 2022

Exhibit 4-3 provides an inventory of CPS facilities and various pertinent data. In total, the
district has approximately 186,395 square feet of facilities in the inventory.! The building
inventory’s replacement cost is $29,886,905, and the contents are valued at $2,712,119. The
oldest roof is over the band room, installed in 1975. The new cafeteria/event room/storm shelter
roof was built in 2021.

! These floor area figures are taken from July 2021 insurance policy documents provided by the school district.
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Exhibit 4-3
CPS Facilities Inventory
Building Contents Roof | Floor Area
Facility Name Address Value Value Year (Sq. Ft)

Bus barn 105 N. Magnolia $661,005 $66,101 2015 8,250
FFA Classrooms, Shop 105 N. Magnolia $912,843 $94,140 2015 6,254
Early Learning Center 106 N. Magnolia $810,000 $100,776 2015 6,000
ES Carpet Gymnasium 106 N. Magnolia $2,359,125 $138,920 2015 17,475
Event Center, Safe Room, and Cafeteria 106 N. Magnolia $4,750,000 $150,000 2021 14,824
HS, Administration 106 N. Magnolia $4,638,149 $742,104 2015 30,903
Library 106 N. Magnolia $71,470 $58,1393 2003 5,322
New ES 106 N Magnolia $5,235,828 $138,920 2020 19,369
3 Flagpoles 106 N. Magnolia $6,956 $0
Brick Sign 107 N. Magnolia $5,217 $0
Grandstands & Press Box 200 N. Fir $299,115 $0 5,865
8 Floodlights & Poles 201 N. Fir $59,034 $0
Scoreboard 202 N. Fir $14,748 $0
Visitor Bleachers 202 N. Fir $35,000 $0
Concession Stand / Restroom 203 N. Fir $294,456 $11,591 1990 1,200
Flagpole 204 N. Fir $2,320 $0
Goal Posts 205 N. Fir $3,477 $0
New Football Field-Fencing 206 N. Fir $42,741 $0
Irrigation & Sodding 207 N. Fir $35,821 $0
Concession Stand and Restrooms 208 N. Fir $76,500 $11,591 1990 1,500
Show Barn 3W, 1.5 N, Dover $665,550 $23,184 1998 13,050
Wash Rack 3W, 1.5 3W, 1.5 N, Dover $6,150 $1,156
Scoreboards 911 E. Sanderson $38,209 $0
New SB, BB Field Fencing 912 E. Sanderson $19,697 $0
Softball, Baseball Lighting 913 E. Sanderson $143,286 $0
Concession Stand, Restrooms 914 E. Sanderson $85,680 $12,750 2016 1,680
Baseball dugout 915 E. Sanderson $28.,560 $1,156 2016 560
Baseball dugout 916 E. Sanderson $20,400 $0 2016 400
Softball dugout 917 E. Sanderson $24,480 $1,156 2016 480
Softball dugout 918 E. Sanderson $21,420 $0 2016 420
Hitting house 919 E. Sanderson $280,500 $18,547 2016 5,500
Batting cage 920 E. Sanderson $11,593 $0
Bleachers, Awnings 921 E. Sanderson $11,593 $0
MS E. Jefferson $1,822,500 $247,935 2003 13,500
Band Room N. Elm $1,048,410 $75,350 1975 7,766
Covered Walkways District-Wide N. Elm $11,593 $0
Field House N. Elm $2,506,676 $401,068 2015 11,712
Generator Building N. Elm $30,240 $6,000 2021 225
Gymnasium N. Elm $1,878,951 $300,632 2015 12,000
Storage Facility N. Elm $92,241 $11,938 1990 1,200
Weight Room N. Elm $132,000 $98.411 2015 1,200
Playground Equipment N. Elm $46,371 $0 30,903
Total $29.886,905 $2,712,119 217,558

Source: Compiled by Prismatic from CPS data, March 2022 2

2 This table was created by Prismatic from the Property Schedule from CPS’s current insurance policy. Some

information has been consolidated but the total figures have not been changed from the original.
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Exhibit 4-4 provides a look at some of the district’s use of art and color to create inviting
exteriors and interior spaces in CPS.

Exhibit 4-4
CPS Use of Art and Color

Source: Prismatic, January 2022

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
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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.

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.

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 district leaders
change, having a long-range facilities master plan will add stability and cohesiveness to the
district’s construction, use, and management of facilities.

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).® 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 the local board of education, school administrators,
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 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.®

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

3 http://sde.ok.gov/sde/sites/ok.gov.sde/files/CI-AdministratorsGuide.pdf

¢ A detailed, space-by-space inventory is not available from CPS.
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e 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.®

On the stakeholder survey conducted for this review, staff was asked to assign a letter grade to
various CPS functional areas. Exhibit 4-5 provides the results for facilities planning. Only 38
percent gave facilities planning an A or B; 8 percent gave ita D or F.

Exhibit 4-5
Staff Survey Results Regarding Facilities Planning

Grade | Grade | Grade | Grade | Grade No
Department/Functional Area A B C D F Opinion

Facilities planning 15% 23% 15% 6% 2% 38%

Source: Prismatic Survey Results, January 2022
FINDING 4-1

The district has not invested sufficiently in maintenance staffing. Perhaps this is due to some past
financial difficulties The current maintenance director is not likely to continue working in his
current position many more years.

The current organization of maintenance and transportation is shown below in Exhibit 4-6. The
maintenance director is also the transportation director. He has a part-time general repairman and
an assistant. The district relies upon external contractors for work beyond that of the in-house
staff’s capacity.

" No official enrollment projections are available from any sources for CPS.
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Exhibit 4-6
Organization Chart of CPS Maintenance

Director of
Maintenance &
Transportation

[ |

General Repairman ) On-Call External
Assistant
(PT) Contractors

Source: Created by Prismatic, February 2022

The CPS maintenance director is technically a part-time employee. He is paid for four hours of
work per day and volunteers the rest of his time typically amounting to an additional eight hours,
for a total of 12 hours per day during a typical four-day work week. By his own description, he
has always seen himself as an “interim solution,” who plans to retire for a second time “any time
within 12 to 18 months.” The current director’s service in interim solution status reflects a
selfless and loyal attitude that supported CPS during a period of great financial difficulty that
caused the school district to shed all programs that Oklahoma public education law does not
absolutely require to be offered. The current part-time repairman is not being groomed as the
director’s successor because he has declared his intention to pursue an alternative career.

The current director is a retired superintendent, high school principal, and teacher. Despite his
experience, he has never formally studied facilities maintenance. Perhaps due to a lack of
background and likely due to recent financial constraints, the director practices basic facilities
maintenance purely on a reactive basis. When a component requires repair or replacement, it is
repaired/replaced, typically requiring the expertise of an outsourced contractor on an emergency
procurement basis.

Succession planning is not often found in school districts, but it is a management best practice.
Succession planning is especially valuable in circumstances where the district is rural and the
pool of available applicants for jobs is small. 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 the position that will be open;

® 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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e adopt the attitude that the district will search for candidates proactively before a vacancy
happens. Establish recruiting practices that help with this. These recruiting practices can
range from seeking interns, partnerships with other organizations, sharing staff with another
district, and outsourcing;

e provide for distributed leadership throughout the district’s organization which recognizes and
allows motivated individuals, no matter their position, to lead. Deepen the district’s
leadership pool by creating a deep bench of experienced staff who assume leadership;

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

o for specific positions, as existing staff departure approaches, 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

Transition from the current part-time maintenance and transportation director to an
experienced, full-time maintenance and transportation director within the next 18 months.

This transition should include provision for fair and equitable compensation that includes a
salary of $50,000 to $60,000 plus benefits for a full-time, state-of-the-art practitioner of facilities
maintenance and student transportation.'° The ideal candidate will have:

e ademonstrated ability to structure preventive maintenance protocols;
e facilities master planning experience; and

e technology expertise to include work order creation and management as a part of the
preventive maintenance protocol.

Ideally, the district will plan for one month of overlap work between the outgoing and the
incoming directors.!! The focus of this overlap should be on existing records and documents,
keys, and the location of all system shut-off valves, circuit breakers and similar devices.

The new director will, by default, serve initially as a change agent. Straightforward discussion of
concerns and issues should help mutual understanding and agreement.

10 https://www.appa.org/facilities-manager/succession-planning/ This article is especially relevant to facilities
maintenance because the APPA is a direct source of educational facilities management.

" While many articles and books on job succession planning advocate an overlap period, the role of overlap is
typically to help the incoming person have a smooth transition. In this case, the overlap is as described above: for
the person leaving to make sure a transfer of information is the sole focus.
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FISCAL IMPACT

The incumbent director of maintenance and transportation works 12-hour days and is paid for
four hours per day. Assuming a minimum of $50,000 plus 32 percent benefits for the new
director. The district will need to budget $66,000 per year for the position. The transition would
likely take place during the second half of 2023-24.

Recommendation 2022-23 2023-24 2024-25 2025-26 2026-27

Transition to a new
maintenance and
transportation
director.

$0 ($33,000) | ($66,000) | ($66,000) | ($66,000)

FINDING 4-2

The district does not have a facilities master plan to guide the financial or facility management
decisions of the district. Facilities master planning is an essential activity for any school district
of any size. Without a master plan, the district runs the risk of overbuilding, underbuilding, or
otherwise spending on facilities that do not meet district needs sufficiently.

CPS facilities planning is not guided by a regularly updated and ongoing facilities master
planning document. Historically, facilities planning at CPS has instead been initiated only in
preparation for a future bond issue and is returned to a state of dormancy once the scope of the
bond issue has been completed.

CPS lacks processes and data for developing and maintaining a long-range, continuous facility
plan that addresses issues from building maintenance to students’ educational needs. Neither the
school board nor the leadership team of CPS is engaged in active facilities master planning. This
leaves unclear if board members are encouraged or expected to bring forward their own facilities
planning proposals, or if their role is viewed more passively as one of approving or denying the
proposals of others.

Facilities planning is not just about new construction or big projects. Rather it includes a broad
spectrum of actions, including, but not limited to, the following:

e properly and realistically funded facility maintenance and operations activities, including
preventive and reactive maintenance tasks, operational energy efficiency improvements,
custodial services, and many other tasks aimed at keeping buildings safe, clean, healthy, and
conducive to teaching and learning;

e major and minor capital improvement projects, such as additions, renovations, replacements,
facility adaptive reuse projects, or upgrading of building systems or elements;

e proper staffing of maintenance and custodial functions, supplemented by outsourcing as
needs may arise;

e land and facilities sales or acquisitions; and
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e new construction.

Districts that engage in facilities master planning systematically identify and collect the data
needed to inform decision-making in the facilities master planning process. Major data collection
activities include:

e periodic building condition assessments;
e demographic, economic, and geographic development trends;
¢ building capacity and space use; and

e any other research or data collection efforts needed for decision-making, such as
redistricting, building additions, building closures, and mobile classroom management.

There are additional best practices to consider for the components of the plan. The long-range
facilities master plan for a school district is a compilation of district policies and statistical data
that provide a basis for educational facilities to meet the changing needs of a community. As noted
in resources developed by the Association for Learning Environments (A4LE), formerly CEFPI,'?
effective long-range school facilities master planning incorporates the elements previously
described as lacking at CPS.

RECOMMENDATION
Adopt, implement, and use a continuous facilities master planning protocol.

A similar recommendation was made in the 2013 report. CPS should take the initiative to design
and implement a protocol for a continuous, ongoing facilities master planning activity. As noted
in one best practice resource for facilities master planning:

[Facilities Master Plans] should be developed with a wide range of community stakeholders
to ensure that multiple perspectives are included. Many districts find community workshops
to be beneficial in both understanding the facility needs of each school and in building
support for the plan and any future financing efforts. Finally, approval by the Board of
Education (BOE) demonstrates the significance of the Facilities Management Plan and that
the plan has a high level of support. '

In this process, the district may find it necessary to keep specific details of the plan confidential
until such time that they can be openly shared with the public, but it should use public workshops
to discuss alternatives before deciding on the best course of action.

Additional implementation steps should include:

12 Council of Educational Facility Planners International. (2004). Creating connections: The CEFPI Guide for
Educational Facility Planning. Can be purchased at http://creatingconnections.a4le.org/
13 Ibid.
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1.

CPS should consider hiring a facilities master plan consulting team on a retainer basis. This
will have a fiscal impact but may be desirable for the first few years of activity on continuous
facilities master planning. The hired facilities master plan consulting team would serve as
designated committee staff, and would be tasked with preparing all minutes, reports, or other
committee records and correspondence. In addition, the consulting team would perform
building condition assessments annually on four or five facilities, completing all buildings
during a cycle of five to six years.

The district should form a permanent CPS Master Plan Committee, with committee
membership determined by the BOE and district administrators. Broad community-wide
stakeholder representation is desirable. The major purpose of this group would be to
recommend the addition of new plan action items for approval by the BOE. The committee
should meet quarterly on a standing basis, or more frequently should the need arise. Care
should be taken not to overlook stakeholders from all walks of life.

The consulting team and the committee should operate under the purview of the
superintendent.

A Facilities Master Plan update should be scheduled at the same time each year. This activity
would require one full day, consisting of the following:

a. Full detailing of the Master Plan’s current year, Year Zero, for full funding of all
included projects and other activities, and recommendation by the CPS Master Plan
Committee for approval of this year by the BOE.

b. Refinement of Years 1 to 9 and addition of Year 10 to complete the Master Plan’s time
horizon. Each year should be discussed individually, and the overall ten-year timespan
also viewed as a continuum of increasingly likely plan actions. The completed time
horizon should be recommended to the BOE for approval.

Exhibits 4-7 and Exhibit 4-8 show in diagrammatic form how a continuous facilities master
planning process should function.
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Exhibit 4-7
Facilities Master Planning Structure and Process
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Source: Created by Prismatic, March 2021
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Exhibit 4-8

Procedure for Maintaining a Continuous 10-Year Time Horizon
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Source: Created by Prismatic, March 2021
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FISCAL IMPACT

The consulting team estimates that hiring an outside qualified facility planning firm on retainer
would require an annual cost of approximately $15,000, possibly more in the initial year for that
firm to reach a fuller understanding of existing conditions. The schedule is synced with the
arrival of the new maintenance director. The firm hired may be a group of architects and
engineers already familiar with the district, provided that the district’s prior experience with the
firm has been satisfactory, and facilities master planning is a service the firm provides. If such a
firm is not available, the district should issue a Request for Qualifications (RFQ) to receive
qualifications-based proposals. The remainder of this recommendation can be accomplished with
existing resources.

Recommendation 2022-23 2023-24 2024-25 2025-26 2026-27

Engage a consulting
firm to assist with
facilities master
planning.

$0 $0 (520,000) ($15,000) ($15,000)

B. MAINTENANCE AND CUSTODIAL OPERATIONS

The objective of 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 of 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.

On the stakeholder survey conducted for this review, staff was asked to assign a letter grade to
various CPS functional areas. Exhibit 4-9 provides the results for facilities maintenance and
custodial functional areas. As shown, somewhat higher percentages of staff gave the areas an A
or B than gaveita D or F.

Exhibit 4-9
Staff Survey Results Regarding Maintenance and Custodial Functions

Grade | Grade | Grade | Grade | Grade No
Department/Functional Area A B C D F Opinion
Facilities maintenance 19% 33% 25% 13% 0% 10%
Custodial services 8% 38% 10% 33% 2% 8%

Source: Prismatic Survey Results, January 2022
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Maintenance

The proper maintenance of facilities is critical to ensuring support for an effective instructional
program. Research has shown that appropriate heating and cooling levels, building and room
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.

The current CPS maintenance staff consists of a two-person team in charge of buildings and
school bus maintenance:

e A half-time (four-hour) director of maintenance and transportation works twelve hours each
day in a four-day work week by donating an additional eight hours per day. He oversees
facilities and bus operations and maintenance.

e A three-fourths time assistant in maintenance and transportation. He earns full-time pay
because he also drives a bus route.

Exhibit 4-10 displays photographs of maintenance-related issues. Compared to many other
districts with a history of reactive maintenance, only a few areas of apparent neglect and
festering, unsafe conditions have been found. A glaring safety issue on the stoop to the main
entrance of the high school (left photo) was recently repaired. This HVAC intake grating at the
high school (right photo) is filled with dust at its openings. This indicates the presence of a
clogged filter behind it. Filter replacement has been cited by the consulting team as the sole
exception to the district’s “no preventive maintenance” policy. Unfortunately, the lack of timely
filter replacement indicates that reactive maintenance demands have taken precedence, at least in
this instance.

Page 4-16 PR ¢



Crescent Public Schools Facilities Use and Management

Exhibit 4-10
CPS Maintenance Concerns

Overall, few ceiling/roof leaks were in evidence. The more noticeable stains on ceiling tile are in
the new elementary school, where the district had to decide on a low slope roof instead of a
sloped metal roof prevalent in most areas of the campus, where very few leaks have occurred. As
shown in Exhibit 4-11, before the high school was retrofitted with its sloped standing seam
metal roof, these ceiling recesses served as skylights. Based on ample experience with such roof
penetrations, they brought in not only daylight, but also water. Three possible actions can be
taken to complete a finished solution:

1. Install recessed electric downlighting at these locations.

2. Install light tunnels to bring daylight into the corridors. This may reintroduce greater leak
potentials.

3. Remove the recesses.

sssssssssss
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Exhibit 4-11
Incomplete Ceiling Refresh

Source: Prismatic, January 2022
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Many unused spaces in the district contain a typical accumulation of surplus equipment,
furniture, and textbooks (Exhibit 4-12). CPS does hold periodic surplus auctions.

Exhibit 4-12
CPS Facilities — Closet Space

Source: Prismatic, January 2022

FINDING 4-3

The district is not annually spending sufficiently on maintenance and repair. This puts the district
at risk for the most costly, catastrophic building failures.
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Exhibit 4-13 shows the trend CPS maintenance expenses over the past five years compared to
the peer districts. In 2015-16 and 2016-17, CPS spent more than the peer average on
maintenance. Following 2016-17, there was a decrease of over $943,000 in spending; bringing it
to a low of $349,911 in 2017-18. The remaining three years have not shown extreme variations
from before, but instead show a low level of spending overall. In each of the past three years,
CPS has spent the least on maintenance among its peers.

Exhibit 4-13

Trend in Maintenance and Operations Expenditures

Percent

Entity 2015-16 2016-17 2017-18 2018-19 2019-20 Change
Crescent $796,324 $1,292,955 $349,911 $341,709 $412,893 | (48.2%)V
Cashion $495,383 $528,573 | $1,392,755| $1,650,919 | $1,254,039 | 153.1% A
Comanche $1,112,388 $1,013,382 | $1,068,598 | $1,099,045 $887,388 | (20.2%)V
Empire $319,485 $460,088 $679,721 $355,807 $848,392 | 165.5% A
Morrison $424,397 $405,719 $513,787 $494,351 $530,487 25.0% A
Minco $683,473 $647,173 $618,493 $711,401 $680,830 (0.4%)V
Peer Average $607,025 $610,987 $854,671 $862,305 $840,227 38.4% A

Source: SDE, School District Expenditure Reports 2015-2020, and Prismatic calculations

Breaking down the past five years of maintenance spending by category, one sees that the bulk
of the budget has been on purchased services each year (Exhibit 4-14). Spending on supplies has
been fairly consistent across the years, while spending on personnel has decreased.

Exhibit 4-14
Trend in CPS Maintenance and Operations Expenditures, All Funds

Expenditure by Percent

Category 2015-16 2016-17 2017-18 2018-19 2019-20 Change
Salaries $113,885 $45,652 $50,617 $52,138 $66,358 | (41.7%)V
Benefits $31,073 $15,322 $15,490 $16,517 $25,527 | (17.8%)V
Purchased Services | $502,860 | $1,133,863 | $132,622 | $146,183 | $194,984 | (61.2%)V
Supplies $115,857 $97,615 | $150,766 | $126,872 | §$125,574 8.4% A
Property $32,604 $6,726 $6,442 $8,924 $35,406 8.6% A
Other $45 $503 $416 $0.00 $450 900% A
Total $796,324 | $1,299,681 | $356,353 | $350,634 | $448,299 | (43.1)%V

Source: SDE, School District Expenditure Reports 2015-2020, and Prismatic calculations

It is a best practice that maintenance expenses on an annual basis should be within two to four
percent of the current replacement value (CRV) of the facilities inventory owned and operated by
the organization responsible for the facilities management.'* The aggregate replacement value of
the current CPS facilities inventory is $30 million. The recommended two to four percent range

14 National Research Council 1990. Committing to the Cost of Ownership: Maintenance and Repair of Public
Buildings. Washington, DC: The National Academies Press. https://doi.org/10.17226/9807 for pdf.
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would require a maintenance and repair budget between $600,000 and $1,200,000 annually. CPS
has not spent in that range since 2016-17 (Exhibit 4-15).

Exhibit 4-15
CPS Current Replacement Value (CRV) for Maintenance and Operations Expenditures

Entity 2015-16 2016-17 2017-18 2018-19 2019-20
Maintenance $796,324 $1,292,955 $349.911 $341,709 $412,893
Expenditure

Current

Replacement Value 529,886,905

CRV Percentage 2.7% | 4.3% | 1.2% | 1.1% | 1.4%

Source: SDE, Insurance Papers, School District Expenditure Reports 2015-2020, and Prismatic calculations

The two to four percent best practice figure assumes that the facilities have been maintained in
acceptable overall condition — a facilities condition index (FCI) indicating ten percent or less.
Ten percent or less means that the required maintenance, or deferred maintenance, is not
estimated to cost more than ten percent of the building’s CRV. This is referred to as a facilities
condition index (FCI) of ten percent or less. An FCI of ten percent is acceptable, but an FCI of
five percent or less is considered a best practice. As CPS has never completed a building
condition assessment, it is not possible to calculate its FCI.

As noted by the Building Research Board — National Research Council:

An appropriate budget allocation for routine [maintenance and repair] M&R for a
substantial inventory of facilities will typically be in the range of two to four percent of
the aggregate current replacement value of those facilities (excluding land and major
associated infrastructure). In the absence of specific information upon which to base the
M&R budget, this funding level should be used as an absolute minimum value. Where
neglect of maintenance has caused a backlog of needed repairs to accumulate, spending
must exceed this minimum level until the backlog has been eliminated. '®

RECOMMENDATION

Complete building condition assessment and fund maintenance operations to achieve an
FCI of 10 percent or below.

The completion of building condition assessments was also recommended in the 2013 report.
The district should complete building condition assessments of all facilities in order to calculate
a starting FCI. The consulting team believes it unlikely that the initial FCI will be below ten
percent for two reasons:

1. The amount of deferred maintenance in many of the district’s older buildings might be
larger than an FCI of ten percent — perhaps 20 to 30 percent or higher. This condition
could be triggering a higher-than-normal occurrence of reactive maintenance calls,

15 https://www.nap.edu/catalog/9807/committing-to-the-cost-of-ownership-maintenance-and-repair-of
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causing an overload on what would otherwise be a more-than-adequate staff and
outsourcing need.

2. Because CPS engages in little to no PM, it is likely that a greater amount of deferred
maintenance has built up over the years — especially during the financial crisis period
when maintenance deferral may have become a default response for a time.

The initial FCI will likely indicate a need for increased maintenance expenditures for a period of
a few years. Once the FCI has been lowered to ten or below, the district should resume
maintenance funding in the best practice range of two to four percent of CRV.

FISCAL IMPACT

The consulting team estimates the engaging a local firm to complete the building condition
assessments will require approximately $6,000. Ideally, the district should obtain a new building
condition assessment every five years.

R eaGen 202223 | 202324 | 202425 | 202526 | 202627
Complete building $0 ($6,000) S0 S0 S0
Condltlon assessments.

FINDING 4-4

The district engages in almost exclusively reactive maintenance. This leaves the district as risk
for major mechanical and facility breakdowns.

According to interviews with members of the CPS leadership team and confirmed by the
maintenance and transportation director, CPS maintenance engages almost exclusively in
reactive maintenance. Preventive maintenance measures are not taken. Instead, steps are taken
when a malfunction occurs to repair or replace the failed equipment, and to remove any collateral
damages caused. Examples include damaged or destroyed computer equipment after a roof leak,
or damaged/destroyed floors, walls and ceilings from a boiler explosion. Filter replacement has
been cited as the only activity of a preventive nature carried out with regularity by CPS staff.

Maintenance in a school is not merely repairing or 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 types can be depicted using a Venn diagram (Exhibit 4-16).
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Exhibit 4-16
Overlap and Interrelationships in Types of Maintenance

Reactive

L/

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.'®

The older a building, the more corrective maintenance it will require and all buildings, regardless
of age, require regular preventive maintenance.

As shown in Exhibit 4-17, according to survey results of staff, 63 percent of staff responded
agree and strongly agree to the “well maintained” question. The student response to the same
question, while slightly more subdued, substantiates the overall agreement at 48 percent. During
the consulting team walk-through, almost no egregious examples of maintenance neglect were
discovered.!” In addition, the two new facilities (elementary school and event center/kitchen/safe
room and cafeteria) and the refurbished high school and high school gymnasium give a
psychological “new car smell” to the entire campus. This may be why the parent survey response

16 Becker, T. J., (2011) What constitutes maintenance? Operational Guidelines for Educational Facilities:
Maintenance, second edition (July/August), pp.14-15.

17 The only exception to this was a dangerous misaligned concrete slab at the entrance to the high school that
presented a strong trip hazard. This has been addressed since the onsite work as the district has repaired the area.
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to “the district needs to spend more of its budget on its facilities” is 49 percent ambivalent, with
only a small response more in favor than not.

Exhibit 4-17
Staff, Parent, and Student Survey Responses Regarding Facilities Maintenance

Survey Strongly No Strongly
Group Survey Statement Agree Agree Opinion | Disagree | Disagree
Staff | Our facilities are 2% 61% 10% 24% 2%
well maintained.
parent | MY child’s school is 23% 52% 12% 11% 1%
well maintained.
The district needs to
Parent ;%Zr; trr(l)zrft:f fts 9% 22% 49% 17% 2%
facilities.
Student | MY school building 9% 39% 28% 18% 6%
is well maintained.
My school building
Student | needs a lot of 21% 29% 32% 16% 2%
repairs.

Source: Prismatic Survey Results, January 2022

However, these survey results do not mean that the district should continue to only perform
reactive maintenance. Keeping up with maintenance and repair needs is a best practice. No one
suggests that maintenance neglect saves money or costs nothing. Everyone instead agrees that
maintenance neglect leads to added costs, but the magnitude of such costs is subject to debate.
One source notes that the collateral damages of deferred maintenance may be subject to an
“inverse square rule.” !® This means, for example, that damages in the billions of dollars from an
oil refinery explosion can eventually be reduced to the cost of the original part that was not
replaced before it failed. It is a reminder of the folk poem attributed to Benjamin Franklin:

For the want of a nail the shoe was lost, For the want of a shoe the horse was lost, For the
want of a horse the rider was lost, For the want of a rider the kingdom was lost, And all
for the want of a horseshoe-nail. !

Waiting until roofs leak, boilers explode, or other building components break typically incurs
much greater costs than preventive maintenance. Just the appearance of maintenance neglect — an
unrepaired broken window, a leaky toilet valve, unkempt grounds, stained ceiling tiles, graffiti —
can lead building users to lose their respect for the institution contained within the building.

RECOMMENDATION

Prepare and begin a preventive maintenance protocol.

18 http://www.geaslin.com
19 all for the want of a horseshoe nail poem - Bing

Page 4-24 PR ¢


http://www.geaslin.com/
https://www.bing.com/search?q=all+for+the+want+of+a+horseshoe+nail+poem&form=WNSGPH&qs=AS&cvid=7ffb03b4158343b6bc0f42997b5fbee5&pq=all+for+the+want+of+a+horseshoe+nail&cc=US&setlang=en-US&nclid=CE12E79717C75EC328AAD11A3D9C0E22&ts=1610141783476&elv=AY3%21uAY7tbNNZGZ2yiGNjfOeH4l7MtFOwabG0qxgny3OhBRvxjF9ubhuh7ir7lNMCvQJolsb9mzFnd%215HEUi90G4xmkR1Jf*hE4cSFgqpQPo&wsso=Moderate

Crescent Public Schools

Facilities Use and Management

A similar recommendation was made in the 2013 report. A complete maintenance program
includes preventive maintenance. As an example, Spring Independent School District (SISD) in
Texas developed a comprehensive preventive maintenance program that includes the
maintenance schedules shown in Exhibit 4-18. This schedule could be modified to meet the

needs of CPS.

Exhibit 4-18
Sample 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

A good guide for planning and designing a maintenance program is the Planning Guide for
Maintaining School Facilities by the School Facilities Task Force, National Forum on Education
Statistics and the Association of School Business Officials International.?’ Included in the guide

20 Available for free at http://nces.ed.gov/pubs2003/2003347.pdf
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are topics such as maintenance check lists, preventive maintenance, job descriptions, employee
training, managing supplies, and employee evaluations.

To support preventive maintenance efforts, the district should decide whether to procure an oft-
the-shelf computerized maintenance management system (CMMS) or to develop a system in
house. Data will be input into the system such as equipment type, manufacturer and location,
preventive maintenance requirements and frequencies, and other details.

FISCAL IMPACT

This recommendation can be implemented only after the building condition assessments have
been completed and the extent of deferred maintenance in all buildings is revealed. The purchase
of CMMS would likely require only $2,000-$3,000 per year.

Eliminating existing deferred maintenance is a necessary first step to a robust preventive
maintenance program. Without a building condition assessment, the consulting team can only
estimate the level of existing deferred maintenance. Based on observations in the onsite work,
the consulting team estimates that $500,000 will be needed to the reduce the FCI rating to ten
percent or below. This figure includes the cost of removing the deferred maintenance to at least
an FCI of ten percent, minus any maintenance deferrals in buildings that may be scheduled for
demolition or renovation with funding from a future bond issue. The real cost will be known
when the building condition assessments have been completed. A bond may need to be floated if
the amount is too large to be covered from budgetary resources.?!

Recommendation 2022-23 2023-24 2024-25 2025-26 2026-27
Reduce deferred

maintenance and $0 $0 ($166,666) | ($166,666) | ($166,6606)
implement PM.

FINDING 4-5

The district has recently completed a much-needed refresh of its high school gymnasium. The
high school gymnasium is a free-standing building that receives frequent visitors from the
community and the broader general public.

Coming out of the fiscal crisis, the district’s showpiece gymnasium had lost considerable curb
appeal. Its floors were especially in need of repair/refurbishment. The exterior also needed a
refresher paint job and artwork, especially to enhance the main entrance. Volunteer work was
used to accomplish the necessary floor repairs and exterior touch-ups.

Exhibit 4-19 and Exhibit 4-20 show before and after views of the high school gymnasium, as
well as the floors of the high school, which received similar rejuvenation. Extensive square yards
of multi-decades old carpeting were removed, and new laminate flooring installed.

21 The consulting team emphatically does not recommend using bond funds routinely to retire deferred maintenance.
This recommendation acknowledges only that a bond may need to be used to help retire deferred maintenance, but it
should be acknowledged publicly by the district leadership that “this will be the only time.”
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Exhibit 4-19
Before and After Images of Cosmetic Renovations of CPS High School Gymnasium

Before

iR

=

Source: Prismatic, January 2022
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Exhibit 4-20
“After” Images of Cosmetic Renovations of CPS High School

Source: Prismatic, January 2022

COMMENDATION

CPS is commended for its volunteer initiative to rejuvenate the exterior and interior of the
high school gymnasium, plus the high school’s interior renovation initiative.

FINDING 4-6

Most of the major buildings on the CPS campus have been retrofitted with metal roofs that are
watertight and sloped. The only water leaks into the buildings with these roofs have been from
leaky pipes or from condensation below the roofs and above the ceiling tiles. The only major
building without such a roof is also one of the newest ones: the elementary school.

As shown in Exhibit 4-21, the bus barn, the FFA building, and district administration are all
examples of sloped standing seam metal roofs. All major buildings on the campus and elsewhere
have been built or retrofitted with sloped, standing seam metal roofs. One photograph shows a
portion of the middle school to the right with a metal; roof, and the new portion of the
elementary school to the left. The new elementary school does not have a sloped metal roof, but
due to budget constraints, was built with a low slope bitumen roof. While the metal roofs
throughout most of the campus have provided nearly leak-proof performance, several leaks have
already developed as punch list items on the low slope roof of the new elementary school.
Whenever the district’s bonding capacity permits it, a low slope roof replacement with a sloped
metal roof should become a facilities master plan bond-funded action item.

Page 4-28 PR SMATIC

ssssssssssss



Crescent Public Schools Facilities Use and Management

Exhibit 4-21
CPS Facilities

Bus Barn FFA Building

=1

Administration Building Elementary School

Source: Prismatic, January 2022

COMMENDATION

CPS is commended for its choice of a nearly leakproof, low-maintenance metal roof retrofit
on most of the campus buildings.

This action has saved the district large amounts of money required to fix many leaks and
collateral damage that just never happened, as well damaged roof replacements that were not
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necessary. Moving forward, the district should retrofit the elementary school roof whenever the
next bond issue makes it feasible.

FINDING 4-7

The district has insufficient maintenance staffing. This can result in a lack of attention being paid
to critical facilities issues.

In addition to the part-time maintenance director who works full-time, the CPS maintenance
operation has a part-time assistant. Unfortunately, this position will become vacant within the
next 12 to 18 months because the incumbent has declared that he will pursue other unrelated
career options.

There is no single, universally accepted staffing standard for maintenance services, particularly
since some routine and preventive maintenance can typically be easily completed in-house while
other larger jobs (often requiring specialized expertise and tools) are typically outsourced as
needed. The Florida Department of Education promotes the use of 45,000 square feet per Full
Time Equivalent (FTE), while the Wyoming Department of Education uses a formula that
includes 60,000 square feet per FTE, with adjustments upward for a number of schools, overall
enrollment, and district revenue levels. The Association of Physical Plant Administrators
(APPA) publishes a range of staffing levels as best practice. With ~1.75 FTE devoted to
maintenance and 217,558 square feet of facilities to maintain, CPS is currently staffed at 124,319
square feet per FTE. This is well outside any commonly accepted staffing standard for this area.

The highest APPA standard for maintenance staffing is one maintenance FTE per 47,220 square
feet of facilities to achieve a “showpiece” level of maintenance.?> With 217,558 square feet of
facilities to maintain, the district should have 4.5 FTE maintenance staff for this highest
showcase level. The actual count for both building and bus maintenance is ~1.75 FTE, less than
half of the requirement for a “showpiece” rating. In addition, this available staffing FTE includes
work addressing school bus operation and maintenance. In a small school district like CPS, the
outsourced firms for electrical, plumbing, and HVAC services and repairs may be counted as the
remaining needed FTE for the fulfillment of the required 4.5 FTE for the facilities’ maintenance
activity alone.??

RECOMMENDATION

Hire a full-time maintenance and transportation assistant.

2Z2ZAt APPA, Showpiece Facility Maintenance activities appear highly focused. Typically, equipment and building
components are fully functional and in excellent condition. Service and maintenance calls are responded to
immediately. Buildings and equipment are regularly upgraded, keeping them current with modern standards and use.
23 1t should be noted that, according to the director of maintenance and transportation, the outsourced firms are on a
“no bid call.” This means that most needs for their services are time-critical: they must be on standby and respond as
quickly as possible without taking time to engage in competitive bidding. Such circumstances are symptomatic of a
nearly total reliance on a reactive maintenance stance. This is likely to raise the cost of the outsourcing. However,
this no bid arrangement is the only sensible one under the circumstances, as collateral damages or burdensome
service disruptions might be the rule rather than the exception.
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A similar recommendation to increase maintenance staffing was made in the 2013 report. New
hires frequently inherit incumbents who may find it difficult to adapt to a new person in charge.
Unless a candidate with the qualifications sought by the new maintenance and transportation
director is already available as a CPS staff member, CPS should authorize the new director to
make his or her own hiring decision. The position should be full-time, not the current part-time
position.

FISCAL IMPACT

The consulting team estimates that $30,000 in salary, plus 32 percent in benefits will be required.
The total additional cost to the district will be $39,600, less the current $7,130 cost of the part-
time assistant.

Recommendation 2022-23 2023-24 2024-25 2025-26 2026-27

Hire a full-time S0 S0 ($32,470) | ($32470) | ($32,470)
maintenance assistant.

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, school
boards either contract out or 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 board of education.

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
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.

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 4-22.
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Exhibit 4-22
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.

Page 4-32 PR_SMATI



Crescent Public Schools Facilities Use and Management

FINDING 4-8

After a period of unsatisfactory custodial service from a private contractor, the district contracted
with a new firm, Oklahoma Commercial Cleaning (OCC). This change has resonated positively
with stakeholders.

Stakeholder responses to the survey indicate that OCC has improved district cleanliness and is
responsive when areas needing better cleaning are identified. As shown in Exhibit 4-23, a
majority of staff and parents agreed that facilities are clean. Students were less enthusiastic, but
the largest proportion concurred that their school is clean. In observations during the onsite work,
the consulting team largely found the spaces to be at acceptable levels of cleanliness.

Exhibit 4-23
Staff, Parent, and Student Survey Responses Regarding Facilities Cleanliness

Survey Strongly No Strongly
Group | Survey Statement Agree Agree Opinion | Disagree | Disagree
Staff g‘el;fa‘“h“es are 2% 63% 12% 20% 2%
Parent 10\;[eya;h11d s school is 29% 48% 1% 1% 1%
Student | MY school building 9% 32% 23% 25% 11%
is clean.

Source: Prismatic Survey Results, January 2022
COMMENDATION

CPS is commended for its success in finding a conscientious and responsive custodial
contractor.

FINDING 4-9

The current custodial outsourcing contract does not provide for daytime custodial work, which is
a source of dissatisfaction for district stakeholders.

Custodial services are provided under contract to CPS by OCC, a private vendor. The custodial

contractor provides five custodians who work after school hours. The contract does not specify

hours to be worked, but instead requires work to be done until all areas specified are thoroughly
cleaned to Level 2 in kitchen and bathroom areas, and Level 3 elsewhere.

Stakeholders expressed some dissatisfaction with this arrangement, as it results in non-custodial
having to address minor cleaning issues, such as bathroom accidents or hallway spills. In
addition, the cafeteria is without custodial assistance during the lunch period, so kitchen staff
must also perform custodial work.

RECOMMENDATION

Modify the custodial contract to provide one of the five custodians as a day porter.
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Day porter duties should occur during school hours at the elementary school and the cafeteria
during lunch periods. In discussions with the consulting team, OCC representatives declared
themselves open to working with CPS to renegotiate the scope of work to establish one of the
five current custodians as a day porter.

The superintendent should work with the cafeteria manager to define the scope of work for one
day porter. The superintendent should then invite the owner of the custodial services contractor
to propose a contract amendment for negotiations.

FISCAL IMPACT

This recommendation can be implemented with existing resources. During interviews with
owner representatives of the custodial contractor, it was noted that this personnel shift may have
only a slight cost impact because the cleaning work done by a day porter may not need to be
repeated after school hours. The assignment of one day porter to the cafeteria is done expressly
to eliminate the assignment of kitchen staff to custodial duties in the cafeteria.

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 use 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.

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.

Page 4-34 PR ¢



Crescent Public Schools Facilities Use and Management

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, 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.

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.

Energy consumption at CPS is low compared to industry metrics. Exhibits 4-24 and 4-25 show
the district’s consumption of water, sewer, garbage, electricity, and natural gas for 2019-20. At
$0.40 per square foot, CPS enjoys low energy costs.

Z4http://nces.ed.gov/pubs2003/2003347.pdf
25 http://www.ncef.org/search/node/energy%20management
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Exhibit 4-24
CPS Cost in U.S. Dollars for Water, Sewer, Garbage, Electricity, and Natural Gas 2019-20
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Source: CPS, Prismatic calculations, March 2022

Exhibit 4-25
CPS Energy Cost per Square Foot

Unit Cost
CPS Energy/Utility Costs for 2019-20 $86,049
Floor area of all facilities 217,558 sq.ft.
$/sq.ft. over all facilities $86,049/217,558 sq.ft. = $0.40/sq.ft.

Source: Prismatic Calculations, March 2022
FINDING 4-10

CPS does not have an accountable person serving as the designated champion of energy
management. This has led to energy management having a low priority in recent years. The
seriousness of CPS’ recent fiscal crisis has also placed energy conservation in the category of “to
be pursued after the financial picture has improved.”
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Energy conservation behavior is an important contributor to low energy utility bills. It is easy for
building users to fall back on lax behavior, such as forgetting to turn off power users overnight
and on weekends. A periodic campaign to re-energize energy conservative attitudes and actions
will have the desired effect.

The U.S. Department of Energy determined that at least 25 percent of all energy consumed in a
school facility is due to energy inefficiency. This inefficiency can be caused by:

e dry transformers;
e poor location of light switches;
e continuously burning hallway lights;

e cxcessive plug loads and use of personal appliances; and

phantom loads.?®

The search for more energy saving opportunities — and for more sources of energy — is never
abandoned in high performing districts. One of the best sources of this attitude is Dr. Daniel
Yergin’s book The Quest — Energy, Security, and the Remaking of the Modern World.

RECOMMENDATION

Add “experience with energy management programs and initiatives preferred” to the job
qualifications for the next hire of a director of maintenance and transportation.

Most experienced facilities managers have such qualifications. If an otherwise good candidate
does not have this experience, they should be given a lower ranking than another candidate that
does. The district should expect the next maintenance director to proactively focus on energy
management.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 4-10

The district has only thus far engaged in a few energy-saving measures. A more focused
approach could yield savings.

CPS has, over the years, installed a smattering of light emitting diode lamps. The freestanding
high school gymnasium is one of these locations. That same building has a remotely controlled
energy management system allowing the athletic director to adjust heating and cooling before an
event remotely from a laptop. This system also identifies any HVAC components that require

26 See http://www.stratenergy.ca/phantom_loads.htm for a detailed explanation.
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inspection because they may be entering potential failure mode. Many other energy conservation
opportunities remain to be considered and possibly implemented.

RECOMMENDATION
Pursue energy conservation opportunities.

Once the new maintenance and transportation director has been hired, he or she should continue
to pursue prudently and yet aggressively energy conservation opportunities in LED re-lamping,
enhanced energy-saving behavior among building users, renewable energy sources, and other
viable energy cost-savings.

In addition to the LED re-lamping, the district should pursue enhanced energy-saving behavior
among building users, investigate renewable energy sources, and seek other viable energy cost-
savings as they arise. An active energy awareness program is a best practice for school districts
and should be considered by CPS. The following are some examples of these conservation
efforts:

e creating low utilities usage competitions among the schools, with a portion of saved dollars
being given to student organizations, or to staff and faculty for their proven contribution to
energy savings;

e performing building checks to see if lights are turned off, doors are closed, water faucets are
not dripping, etc.;

e leaving notes reminding teachers or staff of the proper procedure, such as those shown in
Exhibit 4-25, if problems are found during building checks;
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Exhibit 4-26
Examples of Energy Saving Reminder Stickers

Energy Saving Reminder!

Before you laave you can make
a difference. Please can you:

Tum off your lights
Close the windows

Tum off your computer

Unplug all electronics

Turn your heating, air
conditioning or your
desk fan off

|- -

Source: Prismatic Archives, April 2012 Source: BusinessHelpZone.com, December 2015

$4¥4¥

e enforcing set points for thermostats at 76 degrees in the summer and 69 degrees in the winter;
and

e setting water heaters or boilers at a maximum temperature of 140 degrees, except in areas
requiring higher temperatures for sanitation purposes, such as kitchens.

Other potential energy saving opportunities will increasingly come from renewable resources.?’
Energy sources that could displace fossil fuels are potentially counter-culture choices in
Oklahoma. Yet the consulting team has recently worked in two of this state’s school districts
who operated windmills or geothermal heating and cooling installations.

One financing alternative to bonds is energy performance contracting. It seems to be a consensus
on the CPS leadership team that bonding capacity has been exhausted and will not open again
until 2027 at the earliest. Energy Savings Performance Contracting is often viewed not only as an
alternative to bond financing, but also as a vehicle for increasing the availability of capital for
making energy savings improvements not by simply borrowing money, but by using the
projected energy savings as acceptable collateral for the loan. Moreover, the Energy Service
Company (ESCO) that arranges the financing will guarantee that it will make up any shortfall in
energy savings to pay off the loan.?

FISCAL IMPACT

This recommendation can be implemented with existing resources.

27 https://www.nationalgeographic.org/encyclopedia/renewable-resources/
28 https://www.energy.gov/eere/slsc//energy-savings-performance-contracting
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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 the Federal Emergency Management Agency,
NIMS represents “a core set of doctrine, concepts, principles, terminology, and organizational
processes that enables effective, efficient, and collaborative incident management.”

NIMS emphasizes that true preparedness requires a commitment to continuous review and
improvement. Most districts understand the continuous nature of emergency management and
the need for an all-hazard approach. As such, the mission of school districts in an
emergency/disaster is to:

e Prevent a threatened or actual incident from occurring.
e Protect students, teachers, staff, visitors, networks, and property from a threat or hazard

e Mitigate to eliminate or reduce the loss of life and property damage by lessening the impact
of an event or emergency.

¢ Respond to stabilize an emergency once it has already happened or is certain to happen in an
unpreventable way; establish a safe and secure environment; save lives and property; and
facilitate the transition to recovery.

e Recover to assist schools affected by an event or emergency in restoring the learning
environment (Exhibit 4-27).
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Exhibit 4-27
Continuous Process of Emergency Management

lm Mitigation |

an incident or emergency

Source: https://blog.ed.gov/2014/04/join-americas-prepareathon/

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 (OSSI) to help schools keep their policies
up to date.

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.?

According to Exhibit 4-28, all staff feel prepared to appropriately respond in a crisis or
emergency. Most parents report that their child feels safe and secure at school. More than half of
students reported they feel safe and secure in school.

2 https://www.ok.gov/OEM/Programs & Services/Preparedness/Preparedness - Earthquakes.html
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Exhibit 4-28
CPS Survey Results Regarding School Safety

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

I know what to do during a

. 51% 49% 0% 0% 0%
Staff Crisis Oor emergency on campus.
My child feels safe and secure 30% 520 49, 13% 1%
Parent | at school.
Student | I feel safe and secure at school. 15% 44% 23% 13% 4%

Source: Prismatic Survey Results, January 2022

FINDING 4-11

The district has historically not engaged pro-actively in pursuit of a comprehensive security
program focused on monitoring, secure checkpoint lobbies at all main entrances, fenced sites,
badge-activated entries, strategically placed interior and exterior cameras in recording mode, etc.

This attitude began to change when the district had two major new buildings constructed on its
campus: a new elementary school, and an event center (including a safe room, cafeteria, and
kitchen with a backup generator). These two new buildings comply with not only all energy code
provisions, but also with all codified security and safety measures. One of the district leaders
recalled that representatives of OSSI came to CPS to review the new buildings, but did not
complete a full review of all buildings and grounds. The consensus among district leaders now
appears to be that more attention needs to be paid to shoring up security and safety measures at
the remaining CPS facilities, plus consideration of having the services of a resource officer on
the campus, with actively updating emergency management plans with which all leaders must be
actively familiar.

In many older schools, classroom door locks cannot be activated from inside, but require a
person to come into the corridor to lock the door. Neither the campus nor individual schools are
protectively fenced.

RECOMMENDATION

Contact OSSI to arrange a free consultancy and follow through on report
recommendations.

1. Once the report has been received from OSSI, prepare an action plan of security and safety
initiatives and projects to enhance, improve, or remedy current conditions.

2. Add related capital improvements to the facilities master plan.
3. Add policy-related items for action by the board of education.

4. Give items for direct implementation in schools to the principals.
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5. Identify all OSSI recommendations the district does not intend to implement and provide
reasons for not implementing them.

6. Send item (5.) to OSSI for information.
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 Crescent Public Schools (CPS). 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 afterschool snacks and dinners 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 childcare institutions.

CPS 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 2020-21 and 2021-22 federal reimbursement rates for breakfast and lunch. CPS also
receives an additional $0.07 per meal for meeting the meal pattern requirements. A USDA
waiver allows for free meals for all students for last year as well as the current year. Effective in
January 2022, USDA increased reimbursement rates for breakfast and lunch, which is reflected
in the two rates in the chart.
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Exhibit 5-1
School Meals: Federal per Meal Reimbursement Rates
2020-21 and 2021-22

School Breakfast Program - National School Lunch
Severe Need! Program (with 7 cents)
Meal Type 2020-21 2021-222 2020-21 2021-223
Free $2.26 | $2.4625 | $2.6050 $3.53 | $4.3175 [ $4.5625
Reduced Price NA NA NA NA
Paid NA NA NA NA

Source: https://www.fns.usda.gov/school-meals/rates-reimbursement

Pre-COVID-19. the Healthy, Hunger-Free Kids Act of 2010 (HHFKA) provided sweeping
modifications to the school nutrition programs and made substantial 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
campus 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 the HHFKA. 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 year, 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.

Effective in February 2022, USDA issued temporary standards for three items which will
supersede the requirements for 2022-23 and 2023-24. They are:

e Milk — can offer flavored low-fat one percent milk in addition to non-fat flavored and non-fat
or low fat unflavored;

e (rains — items must be at least 80 percent whole grain rich; and

e Sodium — will remain at Target 1 for 2022-23 and will be reduced by 10 percent for lunch in
2023-24.

Meeting nutritional requirements continues to be challenging for school meal program operators
while USDA responds to COVID-19 challenges as well as changing viewpoints on optimal
nutritional targets for meals in schools.

ICPS 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.

2 Rates noted reflect first semester and changes in second semester.

3 Rates noted are for first semester and changes in second semester.
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Exhibit 5-2
Summary of Nutritional Requirements for Breakfast and Lunch
(Pre-COVID-19)

Breakfast

Lunch

1 cup per day (vegetable substitution

. s ) .
f]reultest;;(eis allowed). Students are allowed to (f;-l cup vegetables plus 72-1 cup fruit per
& select 4 cup under Offer Versus Serve. Y
Daily minimum of 1-ounce equivalent
minimum per day; weekly minimum | Daily minimums varying by grade:
Grains ranges, varying by grade: K-5: 1 oz. eq. min. daily (8-9 oz. weekly)
K-5: 7-10 ounces 6-8: 1 0z. eq. min. daily (8-10 oz. weekly)
6-8: 8-10 ounces 9-12: 2 0z. eq. min. daily (10-12 oz. weekly)
9-12: 9-10 ounces
May substitute meat/meat alternates K-5: 1 oz. eq. min. daily (8-10 oz. weekly)
Meat/Meat . . . . .
Alternate aftgr minimum daily requirement for | 6-8: 1 oz. eq. min, dally (9-10 oz. weekly)
grains is met. 9-12: 2 0z. eq. min. daily (10-12 oz. weekly)
Whole All must be whole grain rich unless All must be whole grain rich unless
Grains exemption granted. exemption granted.
Milk 1 cup, 1% (unflavored) or fat-free 1 cup, 1% (unflavored) or fat-free
(unflavored/flavored) (unflavored/flavored)
Target 2 Target 3 Target 2 Target 3
(2017-18): (2022-23): (2017-18): (2022-23):
Sodium* K-5: <485 mg K-5: <430 mg K-5: <935 mg K-5: <640 mg
6-8: <535 mg 6-8: <470 mg 6-8: <1035 mg 6-8: <710 mg
9-12: <570 mg 9-12: <500 mg 9-12: <1080 mg 9-12: <740 mg
Trans Fat | Zero grams per serving (nutrition label) |  Zero grams per serving (nutrition label)

Source: USDA, January 2012
*Target I was set to be implemented by 2014-15

As a result of the COVID-19 pandemic, meal programs in schools have been substantially
modified. USDA has issued various waivers to accommodate the special challenges around
serving meals to children attending both in-person and virtually as well as supply chain issues.
These waivers began in March 2020 and were extended for the entire 2021-22 school year. The
waivers received by the Oklahoma State Department of Education (SDE) cover several topics:

e Location — meals can be served in schools, as take-home meals, as pick-up meals by parents
or students, or delivered to pick-up sites;

e Multiple meals — schools can provide more than one day’s worth of meals to eligible children
via a single meal pick-up;

e Meal times — meals can be served outside the standard meal times;

e Meal Pattern — allows for flexibility in the requirements of the meal pattern; and

e C(Cost — allows free meals to be served to all students.

SERVICES, TNC
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Exhibit 5-3 provides photos of a sampling of CPS trays selected by students during the onsite
period. Trays for breakfast and lunch are shown.

Exhibit 5-3
Breakfast and Lunch Sample Trays

Source: Prismatic, January 2022
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Exhibit 5-4 shows the organization of staff within the CPS child nutrition department. All
employees report to the director who reports to the superintendent.

Exhibit 5-4
CPS Child Nutrition Organization

Superintendent

Child Nutrition
Director

Kitchen Staff (3)

Source: Created by Prismatic, January 2022

On the stakeholder survey conducted for this review, staff was asked to assign a letter grade to
various CPS functional areas. Exhibit 5-5 provides the results for child nutrition. More than half,
59 percent, gave child nutrition an A or B, which indicates staff is positive about the program
and its staff.

Exhibit 5-5
Staff Survey Results Regarding Child Nutrition

Grade | Grade | Grade | Grade | Grade No
Department/Functional Area A B C D F Opinion

Child Nutrition 21% 38% 13% 13% 2% 13%

Source: Prismatic Survey Results, January 2022

FINDING 5-1

There are no vending machines in any building in the district. It is district policy to not allow
students access to competitive foods through vending machines.

The superintendent stated in their interview that there are no vending machines in the district.
Both the secondary and elementary principals confirmed there are no vending machines in their
buildings. The consulting team did not find any vending machines in the district.
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If food and beverage vending machines are accessible to students, there are several potential
concerns. One is a monitoring issue to ensure all items in the machines meet the federal Smart
Snacks in Schools guidelines. As of 2014-15, any competitive foods sold in school vending
machines must meet or exceed the federal nutrition standards, which include limits on fat, sugar,
sodium, and calorie content. Another monitoring issue is to ensure machines are on timers to
prevent sales to students during non-allowed times per state regulations. In many districts these
two concerns pose a question as to who monitors and often results in a struggle between the
school and the child nutrition department.

Another concern is if vending machines are available to students during mealtimes it can result
in students choosing to bypass the meals program in favor of consuming snacks that can be a less
healthy option. Students can consume almost half of their daily calories when they are at school.
Although school vending machines can be a convenient source of food and beverages throughout
the day, consuming items from them on a regular basis can potentially lead to obesity and health
issues. The district sends a mixed message by providing such items while also promoting healthy
eating habits.

COMMENDATION

CPS makes the conscious decision to not allow vending machines in school buildings, which
supports student health.

FINDING 5-2

The district is a closed campus for all students. Closed campus policies can encourage increased
meal participation and healthier eating habits. Although a commendable policy, implementation
could be improved.

Page 28 in the CPS High School and Middle School Student Handbook addresses the topic of
closed campus. It states, “Any student, who leaves the campus during school hours, must check
out through the office. Any student who does not check out will be considered truant!”

During their interview, the high school principal stated parents are able to call the office and give
permission for their student to be checked out during lunchtime. In the past, parents were able to
just leave a message, but the principal now requires parents to speak to him personally. He stated
he receives approximately 30 calls every day and it is difficult to know if the caller is indeed the
parent or guardian of the student. The closed campus policy could be improved upon by
discontinuing the practice of allowing parents to call the principal to verbally sign their student
out during lunchtime. The problem could be alleviated by requiring parents to physically come to
the school to sign out their student.

Students have instituted another practice to get around the closed campus policy. They
congregate in the parking lot and in their cars during lunchtime. Since this area is considered
school grounds and on campus, they are technically not breaking the closed campus policy.
However, this custom has become troublesome due to the large numbers of students who gather
and an inability to closely monitor students’ behavior leading to potential safety and security

Page 5-6 PR EMATIC


https://www.cdc.gov/healthyschools/npao/smartsnacks.htm

Crescent Public Schools Support Services

issues. The principal stated he has asked the board to develop a policy prohibiting this practice,
but they are not willing to take this step.

Off the Map: Extracurricular School Food Open Campus Lunch published by the Public Health
Advocacy Institute* addresses open campus policies in schools. It states 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. It goes on to 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. The publication states that the school environment is an important
sphere in the development of dietary behavior and recommends for policymakers to craft school
food laws that encourage healthier options while restricting unhealthier options. Student input
and support are noted as critical to the success of a closed school policy.

COMMENDATION
CPS has a closed campus policy that contributes to student health and safety.

Moving forward, the district should change the practice of allowing parents to call in to allow
students to leave at lunchtime, as well as end student congregation in the parking lot during
lunchtime.

FINDING 5-3

Adult supervision in the cafeteria during breakfast meal service is not available on a consistent
basis. Adults are present during lunch meal service but are not actively interacting with students
and actually providing supervision for some grades.

The superintendent stated there are staff assigned to supervise during breakfast, but this does not
appear to be consistent. The consulting team observed breakfast meal service on both days of the
onsite review. On the first day, one adult arrived at 7:48 and left at 8:01. Breakfast is served from
7:30 to 8:00 so there were 18 minutes of no adult supervision. On the second day there were no
adults present during breakfast serving. The child nutrition staff stated that the lack of adult
supervision during breakfast meal service is a frequent occurrence. Due to the layout of the
buildings, child nutrition staff is not able to observe/monitor students in the lunchroom.

The consulting team observed adults in the cafeteria during lunch meal service. Adequate and
appropriate supervision was observed during Pre-K-3" grade. The same was not true during the
4™_5% orade mealtime. Most adults were sitting together and eating their lunch. They were not
interacting with students, nor were they observing and monitoring student behavior.

Parents expect their children will be safe during the entire school day and students have a right to
a safe school environment. Teachers and administrators have an obligation to keep children safe
while in school and that means not leaving a group of students without adult supervision. Adults

4 https://www.phaionline.org/2009/04/06/off-the-map-extracurricular-school-food/
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must be present to observe, conduct, and ensure inappropriate behavior is immediately
addressed. In addition, districts may be liable for the non-supervision of students.

Adult interaction with students during mealtimes can be a powerful tool and an extension of the
classroom. Informal teaching of appropriate social skills, healthy food choices, reinforcement of
good behavior, and personal responsibility for keeping the eating area clean are all lessons adults
can provide to students as they eat.

RECOMMENDATION

Ensure an adult teacher or administrator is present and providing supervision in the
cafeteria during the entirety of both breakfast and lunch meal service.

District administrators should assign an appropriate number of staff to supervise students during
both breakfast and lunch meal service. They should monitor to ensure staff is fulfilling their
assignments due to the current practice of noncompliance. Assigned staff should be expected to
interact with students and monitor and supervise instead of sitting and eating their lunch. If
necessary, work schedules should be adjusted so the staff members are not expected to supervise
lunchrooms during their lunch break. The superintendent should consult with the district’s legal
services to determine the requirements of adult supervision of a group of students and provide
training to teaching staff regarding the ramifications of their noncompliance.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 5-4

The child nutrition program is not adequately managing its staff. The current Meals per Labor
Hour (MPLH) is below industry standards. The child nutrition director stated she has calculated
the MPLH and is aware of the standards.

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
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e 4 la carte sales of $4.43° 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 5-6. The SDE provides MPLH guidelines for both
conventional and convenience systems of food preparation. The consulting team found CPS
menus to be a mix of conventional and convenience food preparation. Therefore, their
productivity in labor hours should be at the low end of the recommended total hours for the
conventional system.

Exhibit 5-6
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 14-17 17 12-14
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 2021

Exhibit 5-7 shows the 2021-22 monthly MPLH for the CPS cafeteria. The director works 8.0
hours per day and three staff each work 7.5 hours for a total of 30.5 hours. SDE allows a
deduction of two and a half hours for paperwork duties so 28 daily hours is used in the
calculations. Productivity (MPLH) was lower than the recommended standards. Using the
average daily meal equivalents range of 201-250, total labor hours should be in the range of 14-
17 hours. CPS labor hours were in excess of SDE recommendations by 14 hours per day.

5 Current free lunch reimbursement rate + USDA Foods value per plate
¢ A system where meals are generally prepared from scratch onsite.
7 A system where meals are generally only re-heated from frozen prepared items onsite.
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Exhibit 5-7
CPS Cafeteria Meals per Labor Hour
2021-22
Daily | Daily
Lunches | Breakfasts Meal School | Meal | Labor
Month Served Served Equivalents | Days | Equiv. | Hours | MPLH

August 3,475 1,037 3,994 18 222 28 7.92
September | 3,823 1,181 4,413 18 245 28 8.76
October 3,240 955 3,718 15 248 28 8.85
November | 3,354 988 3,848 15 257 28 9.16
December 2,891 873 3,328 14 238 28 8.49
Average 3,357 1,007 3,860 16 242 28 8.62

Source: CPS and Prismatic calculations, January 2022

The child nutrition director stated the staff perform 6.5 hours per day doing custodial duties in
the cafeteria. These include putting down tables for breakfast, washing tables, sweeping, and
mopping floors during and after breakfast, doing the same during and after lunch, putting up the
tables after lunch, sweeping and mopping all floors in the lunchroom as well as the two hallways
between the kitchen and the cafeteria. Removing these hours from the MPLH calculation still
results in an excess of 7.5 labor hours per day. Exhibit 5-8 shows the 2021-22 monthly MPLH
for the CPS cafeteria if staff was reduced by one person.

Exhibit 5-8
CPS Cafeteria Meals per Labor Hour — Reduced by One Employee
2021-22
Daily | Daily
Lunches | Breakfasts Meal School | Meal | Labor
Month Served Served | Equivalents | Days | Equiv. | Hours | MPLH

August 3,475 1,037 3,994 18 222 20.5 10.8
September | 3,823 1,181 4,413 18 245 20.5 12.0
October 3,240 955 3,718 15 248 20.5 12.1
November | 3,354 988 3,848 15 257 20.5 12.5
December 2,891 873 3.328 14 238 20.5 11.6
Average 3,357 1,007 3,860 16 242 20.5 11.8

Source: BCPS and Prismatic calculations, January 2022

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 make 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

e increase the number of meal equivalents — implement measures to increase participation and
a la carte sales. Unless the child nutrition program is feeding all 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.

CPS should implement a combination of decreasing labor hours as well as make efforts to
increase meal equivalents. Staff should be decreased by one person and the remaining staff
should remain at their current hours. The child nutrition director should perform a MPLH
analysis every month. If warranted, due to increases in meal equivalents, additional labor hours
can be assigned, or a part-time staff person can be hired. This recommendation should be
feasible if the child nutrition staff does not have to perform custodial duties. Since an a la carte
program of items besides menu components is not available, offering a la carte to all students
will help increase meal equivalents. These actions combined will serve to improve productivity
levels in the meals program.

FISCAL IMPACT

This recommendation can be implemented with existing resources. Eliminating one staff position
would result in an annual savings of approximately $19,514 (base salary, $12,022; plus benefits
of $7,494). In addition to improving the productivity rate, this recommendation will also result in
an improvement to the financial position of the program.

Recommendation 2022-23 2023-24 2024-25 2025-26 2026-27
Reduce kitchen $19,514 $19,514 $19,514 $19,514 $19,514
staffing.

FINDING 5-5

Child nutrition staff are performing all custodial duties in the cafeteria before, during, and after
breakfast and lunch mealtimes. Performing custodial duties is not typically a responsibility of
child nutrition staff and has resulted in lower financial performance of the program.

The district contracts with an outside vendor to provide custodial services. Personnel provided by
the vendor work in the buildings after the school day, resulting in no services provided during
mealtimes. As a result, the child nutrition staff assumed the duties typically performed by a
custodian. These duties include putting the tables down at the beginning of the day and folding
them up at the end of the day.
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During both meal services, child nutrition staff have a constant presence in the cafeteria and are
responsible for cleaning tables and sweeping floors. At the end of the day, they sweep and mop
all floors in the cafeteria as well as the common areas in the two hallways outside the kitchen.
The 2013 School Performance Review also noted six hours per day of custodial duties were
being performed by the child nutrition staff and recommended the district hire an additional six-
hour employee as a custodian.

Total time spent by child nutrition staff doing custodial duties is estimated to be 6.5 hours per
day. The consulting team observed the child nutrition staff to be extremely attentive to keeping
the cafeteria clean during lunch. When asked why they spent so much time wiping down the
tables, they replied how important it was for them to ensure students did not sit at a dirty table.
While the child nutrition department is able to fit these duties into their current staffing hours,
the program is not serving enough meals for the total hours assigned. In addition, overstaffing
results in a negative impact on the financial status of the program.

RECOMMENDATION
Rearrange custodial work schedules to provide support during meal periods.

A similar recommendation was made in the 2013 report. The superintendent should work with
the contract custodial firm to have a custodian assigned during the day at mealtimes to provide
support.

FISCAL IMPACT

This recommendation can be implemented with existing resources and will have a positive
impact on the financial operations of the child nutrition program.

FINDING 5-6

The financial status of the child nutrition program is problematic. The program operated at a loss
and required general fund assistance for the past four years to cover expenses. This has reduced
the amount of general fund dollars available for other district programs, including instruction.
The child nutrition director does not receive any financial reports and is therefore not aware of
the exact financial status of the program.
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Exhibit 5-9 shows the CPS child nutrition program revenues and expenditures for the past five
years. Several unusual circumstances impacted the financial position over this time frame. The
program was managed by Keystone, a Food Service Management Company (FSMC) in 2016-17.
The high school principal stated the district was unable to pay the total fees owed to the FSMC
during this year and paid the remaining balance in 2017-18, which skewed the expenditures of
both time frames. COVID-19 caused the district to close in the spring of 2019-20 and impacted
meal service in 2020-21, resulting in a substantial reduction in revenues.

Exhibit 5-9
CPS Child Nutrition Revenues and Expenditures Over Time
Percent
2016-17 2017-18 2018-19 2019-20 2020-21 Change
Revenues
District Sources $30,808 $27,385 $26,537 $23,844 $7,336 | (0.8%)V
State Sources $2,191 $1,764 $1,371 $1,521 $1,519 | (0.3%)V
Federal Sources $138,107 $138,550 | $132,337 | $136,844 | $127,393 | (0.1%)V
Total Revenues $171,105 $167,700 | $160,245 | $161,467 | $136,248 | (0.2%)V
Expenses
Salaries and Benefits $80,955 $87,321 $94,980 $99,848 | $102,779 0.3% A
Food and Supplies $28,070 $198,481 $92,124 $87,836 $73,129 1.6% A
Other Expenses $11,798 $3,387 $3,863 $5,989 $6,612 | (0.4%)V
Total Expenses $120,823 $289,189 | $190,967 | $193,673 | $182,520 0.5% A
Revenues - Expenses $50,282 | ($121.489) | ($30,722) | ($32,206) | ($46,272) | (1.9%)V

Source: SDE, School District Revenue and Expenditure Reports 2017-21
Note: Totals may not reconcile completely due to rounding

When a child nutrition program loses money every year, in addition to requiring support from the
general fund, it does not build up a fund balance. Ending the year with an overage makes it
possible to pay for beginning of year expenses before federal reimbursement is received and
ensures it can pay cost increases in categories such as food and labor/benefits. Industry experts
advise maintaining a two-to three-month operating balance. USDA regulations limit net cash
resources to an amount that does not exceed three months’ average expenditures.

An important measure of program efficiency is the analysis of expenditures to revenue, which

are called operating ratios. Operating ratios are calculated by dividing each expenditure category
in a given time period by the total revenue for the same time period, yielding a percentage.
Industry best practices exist to guide operators to ensure financial soundness. Recommendations
suggest that no more than 40 to 45 percent of revenue be spent on labor and benefits, and the
same recommendation exists for food and supplies. No more than 85 percent of revenue should
be spent on food, labor, and benefits combined. To operate a break-even program, the total
operating ratio should be no more than 100 percent. If greater than 100 percent, there are more
expenditures than revenue.
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Revenue generated by the CPS child nutrition program was $161,467 for 2020-21. Exhibit 5-10
shows each amount expended by category and the percentage of total revenue for each
expenditure. As shown, all operating ratios are out of line with industry recommendations.

Exhibit 5-10
CPS Child Nutrition Operating Ratios, 2020-21

CPS
CPS Percentage of Industry
Category Expenditures Revenue Standard
Labor/Benefits $102,779 75.00% 40-45%
Food/Supplies $73,129 54.00% 40-45%
Other $6,612 0.04% 15-20%
Total Expenditures $182,520 129.04% N/A

Source: OCAS and Prismatic calculations, January 2022

There are several factors contributing to the overall negative financial status of the program.
They include:

e The department is overstaffed in comparison to best practices.
e There are no a la carte items available. This could provide a sizeable increase in revenue.
e Participation rates for both breakfast and lunch for all grades are below industry standards.

e The director stated she does not know how the program is doing financially. This lack of
knowledge contributes to her making decisions that may not be financially sound.

School Food & Nutrition Service Management for the 21st Century, sixth edition, states the
following regarding school child nutrition 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.

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.
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RECOMMENDATION
Implement changes that will result in a more cost-effective child nutrition program.

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.

e improve implementation of the closed campus policy;

e improve MPLH and productivity rate;

e improve breakfast participation rates;

e improve lunch participation rates;

e improve number of students approved for free meals; and

e provide director with financial reports.
FISCAL IMPACT

This recommendation can be implemented with existing resources and should decrease program
costs while increasing program revenues. Using the 2020-21 data, at a minimum the child
nutrition program needs to improve its bottom line by $45,000 per year. This can be achieved by
implementing the recommendations of this report.

Recommendation 2022-23 2023-24 2024-25 2025-26 2026-27
Improve financial results

of child nutrition $45,000 $45,000 $45,000 $45,000 $45,000
program.

FINDING 5-7

There are no financial reports developed specifically for the child nutrition program. Without
such reports, the child nutrition director, administrators, and the board are not able to assess the
financial status of the program.

The program director keeps a tabulation by month of revenues and expenditures, which is
commendable. This indicates she has a desire to know how the program is doing. She stated it
looks to her like many months there is more revenue than expenses. However, her tabulation
does not include all charges such as the various employee fringe/benefits so it is not an accurate
picture of the financial status of the program. The only useful reports that are currently generated
are the summary reports from the point-of service (POS) software that are used to prepare the
claims. She stated no one in the district meets with her regarding financial matters.

The superintendent stated they do not know the financial status of the program. When asked
about the Estimate of Needs, which is the budget, they stated the auditor develops it and their
intent is to do it in house. The auditor does not consult with the child nutrition director so
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estimates for revenue and expenditures for the program are not based on projections or historical
trends.

The encumbrance clerk stated there is no monitoring of the child nutrition program. She does not
prepare any statements specifically for the program. She does not meet with the child nutrition
director. She is not aware of the financial status of the program.

The lack of financial 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.

Standard business practice dictates the development of a well-defined set of reports that can be
used for data analysis and program improvement. Managing Child Nutrition Programs:
Leadership for Excellence® states, “One of the most important aspects of financial management
involves the preparation of financial statements that can be used to analyze program operations.”
The only way to ensure a fiscally solvent program is to prepare reports and then use this
information for making decisions.

The Institute for Child Nutrition (ICN) recommends preparing and distributing site-level
performance reports in their class Financial Management: A Course for School Nutrition
Directors.’ School Nutrition Association’s (SNA) 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 monthly
for the department level and for each serving site.

e School nutrition site-level Statement of Revenue and Expenditures is 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. '’

Exhibit 5-11 shows a listing of reports typically used in school districts to monitor the child
nutrition operation. Samples of these reports can be found in Financial Management: A Course
for School Nutrition Directors 2" Edition from the ICN.!!

8 Martin, J. (2008). Managing child nutrition programs. Leadership for excellence (2nd ed.). Sudbury, Mass.: Jones
and Bartlett.

? https://theicn.org/icn-resources-a-z/financial-management-a-course-for-school-nutrition-directors/

10 https://schoolnutrition.org/learning-center/usda-professional-standards/keys-to-excellence/

! Institute of Child Nutrition. (2017). Financial management: A course for school nutrition directors (2nd Ed).
University, MS: Author.
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Exhibit 5-11
Sample Financial Management Reports Used to Monitor Child Nutrition Operations

Report Data Uses Frequency
e Forecasted revenue by source based Once a year
n estimates of participation L . .

ng(r)nbisrsemeii Omg al (r:lclf os (;r; d new Allow for a projection of financial with monthly

’ P ’ performance for the next school year monitoring

Budget revenue sources .
. Allow for comparisons between actual and and
e Forecasted expenditures based upon a forecasted performance adjustments

determination of increases or decreases
in each category

as necessary

Statement of
Revenue and

All revenues by source and expenditures
by category

Determine if revenues are sufficient to

. Net gain/loss for the time period cover expenditures End of each
Expenditures . e . .
Comparison of current month to Identify sites needing adjustments to month
(Profit and Loss .
previous month and year to date reduce loss
Statement) .
e Reflects activity over one month
Determine amount of fund balance
Statement of Net |e  Assets, liabilities, fund balance available for expenditures
o . . . . - End of each
Position e Reflects financial position at a point in Verify if program has no more than three month
(Balance Sheet) time months average operating costs in reserve
Determine financial status of program
Determine the percentage of revenue that
is used for food, labor, benefits, supplies,
. An analysis of expenditures to revenue overhead, capital expenditures, and
Key Operating A . indi
Ratios Calculated by dividing each expenditure indirect costs Monthly or
category by total revenue generated Compare actual ratios to goals set and quarterly
during the same time period industry standards
Determine if the program is operating at
break-even or experiencing a profit or loss
e Calculated by d.1v1d1ng total number of Analyze staffing patterns by site and
meals/meal equivalents by total number compare to voals set
Meals Per Labor of labor hours for each site pare o & . .
. . Identify sites needing adjustments to labor Monthly
Hour e Meal equivalents are determined by hours
converting all meals and a la carte All ison to industry standard
revenue to a standard unit (lunches) oW comparison to mdustry standards
* Average daily attendance (ADA), Determine what percentage of eligible
number and percentage of students T
. students are participating in each program
cligible by category (free, reduced, Identify eligibility categories to target for
Participation paid), average number of breakfast and Wty ehgtt & & Monthly and
: participation improvement
Reports lunch meals served by category, daily at end of year

participation percentage by eligibility

Identify sites not meeting participation
goals

category All ‘ ind dard

e District level and site level data ow comparison o industry standards

e Menu items Allow for comparison of actual cost per

e Forecasted and actual amounts used meal to revenue per meal (reimbursement,

e Food cost per menu item commodity value, payment)
Pre and Post . . .

. e Total cost per menu Determine menus needing adjustments for Monthly

Menu-Costing . .

e Cost per serving cost effectiveness

e Average food cost per meal Assist in purchasing and evaluation of new

e District and site level data products

Source: Created by Prismatic, February 2015
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The monthly cafeteria-level report distributed by another school district is shown in Exhibit 5-
12. 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 ICN financial
management class materials.

Exhibit 5-12
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
ST 575.34 Food $7.138.00 37.18%|  40%
i 5913.00 4.76% 5%
Total Reimbursement $15,061.75 SUppHES al
PYRTEY 138, 554 Labor $8,186.19 42.64% 40%
TOTAL REVENUE: $19,197. ,903. . (6108.37) -0.56% 7%
Total Cost $16,128,82 84.02% | 92%,
Expenses: p ar to Dat
ln‘:fntory/i-’ood Cost e ol ik 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: i b #5%,£85.00 % of Eligible Meals Served
Inventory/Supply Cost Average Daily Attendance: 426
Beginning Inventory __ $1.413.00 #Eligible | % Served Goal
Purchases $753.00 free 223 85.67%
Transfers $311.00 Reduced 14 88.72%
Ending Inventory 5$1,564.00 Paid 219 26.56%
: 5913.00 $6,618.00
sdogecl i cldi o ﬁm—i—ﬁ—m Current Month Plate Cost
Labor Costs 551,54 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 5913.00 $0.13 e 503
Labor $8,186.19 $1.38 $1.08
Overhead (5108.37) $6,207.11 Overhead (5108.37) ($0.02) $.19
Total Cost | $16,178.82 $2.55 $2.48
: $16,128.82 $132,149.35 S —
TOTAL EXPENSES: B ’ YTD Plate Cost
Cost Per Goal
¢ (LOSS): $3,068.57 $7,754.09 Total
b ’ " S.54% School Cost ME
v 15.98% 54%
i B Food $51,686.00 $1.05 $1.08
H 0.13
Supervisor Comments/Suggestions: Supplies $6,618.00 5 $.13
Labor 567.638.24 $1.37 $1.08
Overhead $6,207.11 $0.12 5.19
Total Cost  [5132,149.35 $2.67 $2.48

Source: Prismatic files, December 2013
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CPS has the data to develop such a report for the cafeteria. Revenue and expenditure data are
accessible. Participation and sales data are available from the POS software. Orders are placed
with vendors who provide an invoice upon delivery. These can be used to determine food and
supplies costs. An inventory of food and supplies is taken on a monthly basis. Staff are paid on a
contract basis so labor and benefits costs are readily available.

RECOMMENDATION

Develop child nutrition program reports that provide meaningful data in a format that can
be used for analysis and decision-making.

The child nutrition director, superintendent, treasurer, activity funds custodian, and encumbrance
clerk should meet and discuss the reports that are needed for program analysis, how to collect the
data needed for these reports, the format necessary to present the data so they can be used for
evaluation and analysis, and who will assume responsibility for preparation of the reports. The
child nutrition director should receive at a minimum a monthly revenue and expenditure report
for the child nutrition program. Developing a Monthly Cafeteria Report, such as that shown in
the previous exhibit, would provide an even better picture that the director could use for program
evaluation and improvement. A budget should be developed for the child nutrition program using
sound analysis of projected revenue and expenditures and with input from child nutrition staff.
The child nutrition director should meet with the encumbrance clerk on a regular basis to discuss
the financial picture of the program.

FISCAL IMPACT

This recommendation can be implemented with existing resources.
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FINDING 5-8

CPS’s rate of students approved as eligible for free and reduced meals is in the bottom half
among peer districts. It is also the lowest of all districts in the county and lower than the state
average. In CPS, 50.3 percent of students are approved for free and reduced meals, compared to
the state average of 59.6 percent. The approval rate is lower than three peer districts as shown in
Exhibit 5-13.

Exhibit 5-13
CPS and Peer District Approval Rates, 2020

Entity Approval Rate
Crescent 50.3%
Cashion 29.2%
Comanche 53.7%
Empire 56.1%
Morrison 56.6%
Minco 47.1%
Peer Average 48.8%
State Average 59.6%

Source: Office of Education Quality and Accountability, District Socioeconomic Data 2020

The high school principal stated they think the eligibility rate should be 60 percent. The
elementary principal said it should be at least 60 percent. The superintendent also felt it should
be higher and stated CPS is a lower income district in the county. These statements are supported
by data (Exhibit 5-14) which show how CPS compares to the other school districts in the
county. CPS has the lowest household income and the highest percent of population below the
poverty rate yet their approval rate is the lowest in the county.

Exhibit 5-14
CPS and Logan County Household Income, Poverty Rate, and Approval Rate, 2020

Average Percent
Household Population
Entity Income | Below Poverty | Approval Rate
Crescent $62,163 22.5% 50.3%
Coyle $64,907 20.6% 72.2%
Guthrie $71,661 16.8% 58.2%
Mulhall-Orlando $69,786 11.1% 53.5%
County Average | $67,129 17.8% 58.5%

Source: O Office of Education Quality and Accountability, District Socioeconomic Data 2020

The Free and Reduced-Price Meals application is included in CPS student packets at the
beginning of the school year. Parents return the completed applications to the schools. During
interviews, when asked how the process could be improved to get more parents to apply, the
superintendent and principals suggested opening the cafeteria on back-to-school night for parents
to fill out the applications on available Chromebooks. The child nutrition director would be
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present to help with the process and would provide refreshments as an incentive to get parents to
come to the cafeteria. Previously, parents have not been able to apply online. Implementing this
technology should also help to improve the application rate.

Data from the meal applications is used for more than just certifying students for free or reduced-
price meals. It also helps with linking families to other benefits such as waiving certain school
fees and Pandemic EBT (P-EBT) benefits. Districts benefit from the data as it helps determine
which additional funding programs, they are eligible for. Return rates can be improved by
emphasizing these additional benefits to parents.

Some parents may not fill out an application due to fears of perceived stigma or confidentiality.
The district needs to assure parents that applications are completely confidential and secure, do
not require a Social Security number, and have no effect on the public charge rule as it relates to
immigration status. The Food Research and Action Center (FRAC) has published an excellent
toolkit Strategies to Increase Applications for School Meals'? that contains numerous strategies
districts can use to encourage parents to apply and increase their approval rate.

RECOMMENDATION

Develop strategies to improve the rate of parents submitting the Free and Reduced School
Meals Application.

The district should:
e implement the available technology to allow parents to fill out the application online;

e organize a process to assist parents to apply online during the back-to-school night event by
setting up Chromebooks in the cafeteria; and

e develop messaging for parents using social media emphasizing the importance of submitting
applications as a benefit to both them and the district.

These measures should be set up for the beginning of 2022-23.

FISCAL IMPACT

This recommendation can be implemented with existing resources. By increasing approval rates
to 61 percent, the average of the approval rates of the remaining school districts in Logan County
(Coyle, Guthrie, and Muhall-Orlando), CPS could receive an additional $45, 931 in federal
reimbursements for free or reduced-price lunch, assuming that the USDA returns to pre-COVID
reimbursement methodology..

12 https://frac.org/research/resource-library/strategies-to-increase-applications-for-school-meals
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FINDING 5-9

Student participation in breakfast has been extremely low at all levels for the past four years.
This negatively impacts the financial health of the program and potentially student health, if
students do not have an opportunity to eat breakfast at home.

One of the basic measures of child nutrition operations is student meal participation. All meals
served according to federal guidelines receive some level of reimbursement, including those
served to students who pay full price. Student participation in a district’s meal programs is
directly impacted by a variety of operational factors, including student access to food, food
quality and variety, alternatives to the school meal, and cafeteria environment.

Because participation rates are highly variable across the nation and depend greatly on local
circumstances and management, only a few rules of thumb exist for assessing student
participation. The Healthier US School Challenge (HUSSC) was established by USDA and
included basic criteria and goals for participation. These goals provide a best practice for schools
to use to compare a district’s participation rates to those established as a benchmark.

Exhibit 5-15 shows best practice rates for breakfast. These benchmarks are the recommended
percentage of participation of student enrollment.

Exhibit 5-15
Best Practice Breakfast Participation Rates

School Level | Best Practice
Elementary 35%
Middle 35%
High 25%

Source: Healthier US School Challenge Criteria, 2014

In comparison, Exhibit 5-16 shows average participation rates in CPS over four years. Breakfast
participation among secondary students is practically non-existent.

Exhibit 5-16
CPS Breakfast Participation Rates Over Time

Breakfast Participation
Grade 2018-19 | 2019-20 | 2020-21 | 2021-22
Elementary 16% 15% 14% 17%
Middle 11% 1% 1% 1%
High 3% 1% 1% 1%
District Average 10% 15% 14% 17%

Source: CPS and Prismatic calculations, January 2022

The 2013 School Performance Review also noted a very low breakfast participation rate. The
report stated fewer than half of all elementary students ate breakfast, middle school was even
lower, and high school participation was almost nonexistent. The reviewers indicated the time
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needed to eat breakfast in the cafeteria before school begins was the major obstacle. Their
recommendation was to implement a breakfast in the classroom initiative.

This recommendation was discussed with the superintendent, the elementary principal, and the
child nutrition director during their interviews. All showed a positive response, and the principal
indicated a desire to start as soon as possible.

The consulting team found several practices in CPS contributing to breakfast rates lower than
industry best practices:

e Only one entrée and fruit offered daily — no choices;
e Fresh fruit not offered daily;

e Cold cereal only offered 3 times in the 6-week (24 days) cycle. Observations in other districts
noted this is a favorite among elementary students;

e Yogurt, another student favorite, offered only two times in the 6 week cycle;

e Only self-serve option on the line is juice;

e Posting the 1 and 2" semester breakfast menus on the website is not user friendly;
e Some buses do not arrive to school before the start of breakfast service; and

e There are no alternative breakfast service approaches used (such as breakfast in the
classroom or breakfast after the first bell).

Several alternative meal service models for breakfast have resulted in increased participation.
These include:

e Breakfast in the classroom after the first bell is an approach that brings meal components to
students in hallways or in their classroom. Students eat in their classrooms during first
period. Meals are either served off carts in the hallway with students making selections or
portioned out by classroom attendance in containers — one per classroom.

e Second Chance Breakfast is a model where breakfast is served during a break in the morning
usually after first period. It is served in the cafeteria or from kiosks outside the cafeteria.

e (Grab and Go Breakfast meal packages can be served from kiosks or carts inside or outside
the cafeteria.

In its 2018 Operations Report, the School Nutrition Association stated that nearly half of school
districts offer an alternative service venue other than the traditional cafeteria line:

e 440 percent offer breakfast through direct delivery to classrooms;
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e 01.8 percent offer breakfast through grab and go kiosks outside the cafeteria;
e 48.8 percent offer breakfast using grab and go kiosks inside the cafeteria; and
e 4.0 percent offer breakfast through reimbursable vending machines.
RECOMMENDATION

Develop strategies for increasing breakfast participation.

The 2013 report included a similar recommendation. The district should:

e organize student focus groups at all three grade levels to determine why they are not
participating in breakfast and solicit ways to increase participation.

e survey parents to determine why their child does not eat breakfast at school and what
changes could be made to encourage participation.

e adjust menus to provide choices. Provide a variety of fresh as well as canned fruit daily along
with assorted juices. Offer yogurt and cold cereal as daily choices as well as additional items
such as breakfast burritos, and sausage biscuits.

e post a breakfast menu for the current month on the website instead of the 1% and 2nd
semester menu.

e implement self-serve for all items.
e cnsure all buses arrive five minutes prior to start of breakfast service.

e evaluate alternative service models and determine which would best service each of the three
grade levels. A different approach may be needed for each level.

Once a specific service model is selected by grade level, the child nutrition director should
purchase appropriate carts, kiosks, or delivery bags and implement as quickly as possible.
Explore the availability of grants for the purpose of breakfast expansion. The child nutrition
department should develop training for teachers on the new service models and demonstrate to
parents at enrollment day and communicate on the district website.

FISCAL IMPACT

Any fiscal impact will be dependent upon changes to service models and cannot be determined
until those decisions are made. All other strategies can be implemented without a fiscal impact.

FINDING 5-10

Student lunch participation rates the past four years are extremely low at all levels and
considerably lower than industry standards. This negatively impacts the financial health of the
program and potentially student health, if students are skipping lunch meals.
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Exhibit 5-17 shows best practice rates for lunch. These benchmarks are the recommended
percentage of participation of student enrollment. In addition to the HUSSC goals, another expert
in the industry recommends goals for lunch participation as noted.

Exhibit 5-17
Best Practice Lunch Participation Rates

School Best Practice Best Practice
Level HUSSC Pannell-Martin
Elementary 75% 70%
Middle 75% 60%
High 65% 50%

Source: HealthierUS School Challenge Criteria, 2014, Pannell-Martin, School Foodservice
Management, 4th Edition, 2000"3

In comparison, Exhibit 5-18 shows average participation rates in CPS over four years. When
comparing CPS lunch participation rates to best practices all three levels were substantially
below best practices, with high school students participating at a notably lower rate when
compared to the other two levels. There was relatively little change from year to year, which
indicates the program needs some major changes in order for student customers to develop new
interest.

Exhibit 5-18
CPS Lunch Participation Rates Over Time

Participation
Grade 2018-19 | 2019-20 | 2020-21 | 2021-22
Elementary 44% 47% 45% 46%
Middle 39% 38% 37% 40%
High 14% 21% 14% 18%
District Average 32% 35% 33% 35%

Source: CPS and Prismatic calculations, January 2022

Results from student surveys indicated only 17 percent like the food served in the cafeteria. Only
25 percent think there is a good variety of food. Exhibit 5-19 shows the responses about the
cafeteria from the 207 secondary students who responded. The high scores in the “No Opinion”
column reflect the large number of students who do not participate in the program. These survey
data substantiate the need for major improvements to the meal program to achieve best practices
participation levels.

13 Pannell-Martin, D. (2000). School Food and Nutrition Management for the 21°* Century (4" ed.). School Nutrition
Association
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Exhibit 5-19

Student Survey Results Regarding Child Nutrition

Strongly No Strongly

Survey Questions Agree Agree Opinion | Disagree | Disagree
Discipline and order are maintained in 9%, 34% 459 8% 4%
the school cafeteria.
I have enough time to eat my lunch 1% 429 18% 21% 9%,
each day.
I usually have to wait in line longer
than five minutes to get a school 9% 14% 53% 20% 5%
lunch.
I like the food served in the cafeteria. 3% 14% 38% 20% 26%
The cafeteria serves a good variety of o o o 0 o
food for breakfast. 4% 12% 68% 7% %
The cafeteria serves a good variety of 50, 20% 479 15% 13%
food for lunch.

Source: Prismatic Survey Results, January 2022

The 2013 School Performance Review also noted a low participation rate for lunch. Interviews
with district administrators yielded several ideas for changes to improve participation:

e Some thought the negative opinions were due to program emphasis on nutrition.

e Some thought a la carte and new menu items would be a good idea.

e Some thought more variety would be important in improving participation.

e Some thought grab and go items would be popular.

e Some thought that perhaps parents are not aware of the changes to school meals since when

they were students.

The consulting team talked to students who brought their lunch and, when asked why, one
student said she would like to eat some school lunches but her mother packs her a lunch every
day. When asked if any looked at the menu and talked about it with their parents, all said no.

The consulting team found several practices contributing to rates lower than industry best

practices:

e The same menu is used for all grade levels. Different age groups have different food

preferences and menus need to accommodate the more developed palates of the older

students.

e There is only one entrée offered and limited fruit and vegetable choices.
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There is no ability for students to select what items they want through a self-serve process.
Servers ask every student, for each item offered, whether they would like it to be put on their
trays. 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 5-20 shows an
example of how proportioned items can be presented.

Exhibit 5-20
Example of Pre-Portioned Vegetable Servings at Another School

Source: Prismatic, January 2022

There are no a la carte items available for sale other than additional menu items. An a la carte
program has the potential of increased revenue and higher student satisfaction and
participation.

Students are not being fully utilized to provide input on menus and the overall meals
program.

There are no pre-wrapped grab and go items such as hot and cold sandwiches, wraps,
burritos, prepackaged meal salads, and pizza in boxes which are popular with secondary
students.

Posted menus lack color, marketing, and messaging. Use of wording such as whole grain and
whole wheat may be perceived as not tasty.

The cafeteria walls are drab and lack color and attractive artwork.
Little advertising to parents on a continual basis that all meals are free this year.

Menu is not posted in the cafeteria before students enter the serving line. Exhibit 5-21 is an
example of a menu board that could be used in the cafeteria.
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Exhibit 5-21
Sample Menu Board

—

What’'sonn

Protein

Source: Prismatic, December 2014

There are a variety of resources and training materials available to assist child nutrition programs
to increase 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 Institute of Child Nutrition
(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. The ICN Best Practice Guide for Increasing Middle/Junior High School Student
Participation and Satisfaction in the National School Lunch Program® is an excellent toolkit
that helps an operator assess the best practice areas of choice, customer service, and food quality.

SNA’s Keys to Excellence self-assessment program'® indicates the following are best practices
when planning menus:

e student preferences are considered when planning menus;

14 Keys to Excellence: Standards of Practice for Nutrition Integrity. (2014). Retrieved from
https://schoolnutrition.org/uploadedFiles/4_Certification, Education_and_Professional development/3_Keys to_Ex
cellence/2014%20Keys%20t0%20Excellence%20Standards%20April%202014.pdf
15 Rushing, K. (2015). ICN best practice guide for increasing middle/junior high school student participation

and satisfaction in the National School Lunch Program. (Resource Item No. GY 2012 #2). Hattiesburg,

MS: Institute of Child Nutrition, Applied Research Division.
16 Keys to Excellence: Standards of Practice for Nutrition Integrity. (2014). Retrieved from
https://schoolnutrition.org/uploadedFiles/4 Certification, Education_and Professional development/3_Keys to_Ex
cellence/2014%20Keys%20t0%20Excellence%20Standards%20April%202014.pdf
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e students are included in panels and/or committees used to select products and/or plan menus;
e menus are designed to accommodate flavor, texture, and service preferences of students;

e school nutrition personnel solicit feedback from students about meal choices;

e school nutrition personnel are trained to monitor plate waste;

e the “offer versus serve” option is available to students at all grade levels; and

e students, parents, and other stakeholders are encouraged to provide feedback on the menu
(i.e., via email, suggestion boxes, comment cards, surveys, website, and social media).

RECOMMENDATION
Develop strategies for increasing student lunch participation rates.

There are several areas where the child nutrition director should make changes to increase
participation levels:

e The director should organize an elementary and a secondary student advisory group to
provide input on the menus currently being used and to taste new food items and recipes.
Feedback from these meetings should be used to revamp menus.

e Two menus should be developed — an elementary and secondary. Menu planning should
include multiple entrée and side choices at all grade levels as well as pre-wrapped grab and
go items at the secondary level.

e New colorful menus should be developed each month with changing messages and
information. There are several free school menu templates available online. Technology
students in the district should be used to help the director create the new menu template.

e Menu items should be pre-portioned on the serving line so students can self-select items for
their meal. Staff should be used to supply the lines instead of asking students what items they
want. Meal service lines will need to be reorganized to accommodate proportioned items and
a la carte items.

e A la carte items should be available for purchase with a limited number at elementary and a
greater variety for secondary students. Marketing and communication materials will need to
be developed for students and parents and disseminated using social media. The manager
should assess results of changes on a regular basis and make changes as needed.

e Art students in the district should create colorful artwork for the cafeteria walls.

e The district should post the menu in the cafeteria using a colorful template.
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¢ District website and other social media sites should be used on a frequent basis to
communicate with parents as to changes, announcements, menus etc.

FISCAL IMPACT

This recommendation can be implemented with existing resources and should have a positive
impact on program participation.

FINDING 5-11

There is no formalized opportunity for students to provide feedback about the meal programs.
They have no involvement in testing/evaluation of recipes or new food items.

The child nutrition director stated that they generally do a survey at the beginning of the school
year in August. The purpose of this survey is to ask what students would like to see on the menu
and what are their favorite foods. That is the only current effort to solicit feedback from students.

The School Nutrition Association (SNA)!7 recommends several best practices regarding student
feedback in its self-assessment tool, Keys to Excellence:

e School nutrition personnel solicit feedback from students about meal choices and report
feedback to the manager.

e Students are included in panels and/or committees used to select products and/or plan menus.

e Students, parents, and other stakeholders are encouraged to provide feedback on the menu
(i.e., via email, suggestion boxes, comment cards, surveys, Website, social media).

SNA’s 2015 School Nutrition Trends Report discussed several programs or initiatives to promote
healthier school food choices. They stated the most prevalent program implemented is student
taste tests and sampling as cited by nearly 75 percent of districts overall.

In School Food & Nutrition Service Management,'® Pannell-Martin recommends getting
feedback from students, as it is more definite than using production records to determine student
preferences. She goes on to indicate the following as good techniques for gathering feedback
from students:

e formal questionnaires and surveys;

e informal interviews;

e small-group discussions;

17 http://www.schoolnutrition.org/Content.aspx?id=20206
18 Pannell-Martin, D., & Boettger, J. (2014). School Food and Nutrition Management for the 21°* Century (6" ed.).
School Nutrition Association
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e suggestion boxes;
e asking for immediate feedback using texts from mobile devices; and

e tasting parties and sampling.
RECOMMENDATION

Organize and implement a program using a variety of methods, such as advisory groups,
testing and evaluation, and surveys to collect student feedback at the elementary and
secondary levels.

The 2013 review included a similar recommendation, to organize tasting panels to evaluate menu
items for the next school year. All current district leaders support the idea of involving students
more directly in food and menu development.

CPS should develop a formalized program to solicit feedback from student customers on a
regular basis. Activities should be tailored to both the elementary and secondary levels. The
director should work with principals to organize advisory panels at all schools. Meetings should
be scheduled on a regular basis to solicit feedback on the current program and menus, as well as
test new food items and recipes. In addition to in person meetings, surveys and sampling should
be used. Social media should be used to inform parents and students of the process, as well as the
results and any changes that are made as a result.

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING 5-12

The child nutrition department is not maximizing the use of technology. Parents are not able to
apply online to complete the Free and Reduced School Meals application. Using readily
available technology would reduce the current manual labor needed to process the application.

Meal program applications are distributed in schools in packets at pre-enrollment. Parents return
them to the school or by USPS mail. They are processed by the child nutrition director using the
Wen-GAGE application processing software which the district started using this year.

The superintendent stated the application needs to be online. The child nutrition director said
they input the data from the paper application into the Wen-GAGE system. They hope parents
will be able to apply online to save her time in the processing of applications.

The consulting team observed the Free and Reduced School Meals application was on the
district’s website, however it was the form used for the 2019 school year. The application stated,
“You are encouraged to complete an online application instead of a paper application.” However,
an attempt to pull up this site was not successful. When brought to the attention of the child
nutrition director, they worked with the district staff person who maintains the district website to
post the application for the current year (2021-22). The consulting team observed during the
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onsite review that the correct form was posted, however an attempt to click on the link to apply
online yielded the same negative result.

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 86 percent of them agreed or strongly agreed that they regularly access information via the
district website and 88 percent of them agreed or strongly agreed that they regularly use
technology to keep up to date on their child’s education (Exhibit 5-22). 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 aide
spends on the meal application process which should be completed more quickly.

Exhibit 5-22
Parent Survey Results Regarding Technology

Strongly No Strongly

Survey Questions Agree Agree Opinion | Disagree | Disagree
I .reg.ularly access information via the 28% 5% 79, 50, 2%
district website.
I regularly use technology to keep up-
to-daj[et on my child’s eFiucatlon 39% 499 6% 6% 0%
(emailing teachers, online gradebook,
etc.).

Source: Prismatic Survey, January 2022

RECOMMENDATION

Implement the available component of the current software provider to automate the
process of online meal applications.

CPS should ensure the correct application for Free and Reduced School Meals is posted on the
district website and is updated every year. The child nutrition director should work with the
technology department to ensure the link to apply online is functional. This should be
implemented for the beginning of the 2022-23 school year.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

B. TECHNOLOGY

The International Society for Technology in Education (ISTE) created standards for the use of
technology to enhance education. Part of preparing students for the digital age includes helping
them become responsible consumers and curators of online content. For this reason, digital

citizenship is a benchmark integrated into the ISTE Standards for Students, ISTE Standards for
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Education Leaders, and ISTE Standards for Coaches. Oklahoma has adopted the International
Society for Technology in Education's Student Standards for the Oklahoma Academic
Standards. ! These standards are designed to empower student voice and promote learning as a
student-driven process and have evolved from just using technology to learn to transformative
learning with technology. Exhibit 5-23 displays the seven key standards for students to follow.

Exhibit 5-23
ISTE Standards for Students
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Source: https.://www.iste.org/standards/for-students

19 https://www.iste.org/standards/for-students
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The implementation of technology in schools follows a broader societal trend — teens’
technology use is creeping up. In 2015, 29 percent of teens said they used a computer for
homework, but by 2019, 59 percent of teens said the same, according to a media census from
Common Sense Media.?’ Since the 2010 report card, on which Oklahoma earned a C+,
Oklahoma has worked to develop various aspects of education to improve these areas of concern
and to emphasize the role of technology in digital citizenship. In 2019, there were 163 districts
with a one-to-one program in which at least one grade at one school has Internet-connected
device for each student.?! Oklahoma continues to make advances in online assessment practices
and in the use of instructional technology in the PK-12 classroom. Despite the heavy focus the
state has placed on transformational learning with technology, Oklahoma’s overall score earned
on the Chance-for-Success Index in Quality Counts 2020 was a C*? (Exhibit 5-24). The purpose
of this report card is to rank states on educational opportunities and performance.

20 https://www.commonsensemedia.org/sites/default/files/uploads/research/census_researchreport.pdf
21 https://sde.ok.gov/sites/default/files/documents/files/Fast%20Facts%20July%202019.pdf
22 https://www.edweek.org/ew/collections/quality-counts-2020/state-grades-on-chance-for-success-2020.html

CES, T NC

Page 5-34 PR _SMATI


https://www.commonsensemedia.org/sites/default/files/uploads/research/census_researchreport.pdf
https://sde.ok.gov/sites/default/files/documents/files/Fast%20Facts%20July%202019.pdf
https://www.edweek.org/ew/collections/quality-counts-2020/state-grades-on-chance-for-success-2020.html

Crescent Public Schools Support Services

Exhibit 5-24
Chance-for-Success Results by State
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Source: https://www.edweek.org/ew/collections/quality-counts-2020/state-grades-on-chance-for-success-2020.html

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 transitioned to a
new vendor, Measured Progress, now called Cognia, 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

23 http://www.parcconline.org/
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Cognia assessments for schools so they will be properly equipped and ready to administer the
tests.?*

Exhibit 5-25 illustrates the most current assessment technology specifications that districts in
Oklahoma must consider as they administer assessments in 2019-20 and beyond. 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. Android devices will not be supported.

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.

24 https://oklahoma.onlinehelp.cognia.org/
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Exhibit 5-25
OKklahoma Spring 2020 Assessment Technology Specifications?’

System Requirements — All Hardware

Student devices must be able to connect to the
Internet via wired or wireless networks

9.7” screen size or larger

10-inch class” tablets or larger

Connectivity

Screen Size

Screen Resolution 1024 x 768

ChromeTM 79 or newer
Browsers 26?7 Firefox® 70 or newer
(used for practice test only) Microsoft EdgeTM 44.18 or newer

Safari® 13 or newer
Headphone/Earphone/ Required for students who have a text-to-speech
Ear Buds accommodation

Desktop and Laptop Specific Requirements

CPU 1.3 Ghz
Memory 2GB

4 GB is strongly recommended for best performance
Keyboard — wired or wireless
Bluetooth® enabled mouse or touchpad

Input Device

Windows® Windows® 8.1, and 10 (32-bit and 64-bit)
macOS® 1