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The President of the Senate,
the Speaker of the House of Representatives,
and the Joint Legislative Auditing Committee

I have directed that a Best Financial Management Practices Review be conducted of the Lake County
School District. The 2000 Legislature directed that the Office of Program Policy Analysis and
Government Accountability (OPPAGA) contract for a best practices review of the district, and the
results of this review are presented in this report. This review was made pursuant to s. 230.23025,
Florida Satutes.

OPPAGA is issuing the Digest of Best Financial Management Practices Review, Lake County School
District to comply with the law that directs OPPAGA to issue a report to the district regarding its use
of the best practices and cost savings recommendations.

This review was conducted by ValienteHernandez, P.A., of Tampa, Florida, OPPAGA; and the
Auditor General. ValienteHernandez, P.A., was primarily responsible for fieldwork and developing
report findings and recommendations. OPPAGA and the Auditor General attended site visits to
monitor fieldwork, conducted meetings with district staff to receive input on the draft, and reviewed
and edited the report. OPPAGA made the final determination on the district’s use of Best Financial
Management Practices, based on information in the final report and in consultation with
ValienteHernandez, P.A.

David Summers was the contract manager for this review. Other OPPAGA staff included Byron
Brown, Kira Honse, Gary VanLandingham, Martha Wellman, Jenny Wilhelm, and Don Wolf under
the coordination of Jane Fletcher. Auditor General staff included Jim Kiedinger under the
supervision of David Martin.

We wish to express our appreciation to the staff of the Lake County School District for their
assistance.

Sincerely,

John W. Turcotte
Director

JWT/mc

111 West Madison Street m Room 312 m Claude Pepper Building m Tallahassee, Florida 32399-1475
850/488-0021 SUNCOM 278-0021 FAX 850/487-3804
Web Site: http://www.oppaga.state.fl.us
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Results in Brief

ValienteHernandez P. A., of Tampa, Florida; the
Office of Program Policy Analysis and
Government Accountability (OPPAGA); and the
Auditor General conducted this review.
ValienteHernandez P. A. was primarily
responsible for fieldwork and developing report
findings and recommendations. OPPAGA and
the Auditor General attended site visits to
monitor fieldwork, attended and conducted
meetings with district staff to receive input on
the draft, and reviewed and edited the report.
OPPAGA made the final determination on the
district’'s use of Best Financial Management
Practices, based on information in the final
report and in consultation with
ValienteHernandez P. A.

By implementing report recommendations, the
Lake County School District could improve
district =~ operations, save money, and
demonstrate good stewardship of public
resources. Currently, the Lake County School
District is using 57% (131 of 228) of the best
practices adopted by the Commissioner and at
this time is not eligible for a Seal of Best
Financial Management. (See Exhibit 1.) A
detailed listing of all the best practices that
identifies the district’s current status in relation
to each is on page 8 of this digest report. In
addition, the school district can make several
improvements in the areas of Educational
Service Delivery, Community Involvement, and
Safety and Security.

As shown in Exhibit 2, implementing report
recommendations will have a positive fiscal

impact of $557,900 in Fiscal Year 2001-02 and
$5,114,740 over a five-year period.

For more detailed information, please see the
Lake County School District report summary
page. To go to a specific best practice area
within the Lake County School District report,
click on the practice area title shown below.

Exhibit 1
Overall the District Is Using Over Half
of the Best Practices

Is the District

Using Individual
Best Practice Area Best Practices?
(Total Practices) Yes No N/A
Management Structures (12) 5 7 0
Performance
Accountability System (5) 0 5 0
Educational Service Delivery
(16) 6 10 0

Administrative and
Instructional Technology

(20) 12 8 0
Personnel Systems

and Benefits (15) 12 3 0
Use of Lottery Proceeds (5) 3 2 0
Use of State and District

Construction Funds (4) 1 3 0
Facilities Construction (32) 16 15 1
Facilities Maintenance (26) 10 16 0
Student Transportation (20) 14 6 0
Food Service Operations

(17) 9 8 0
Cost Control Systems (31) 22 9 0
Safety and Security (14) 11 3 0
Community Involvement

(11) 10 1 0
All Areas (228) 131 96 1

Office of Program Policy Analysis and Government Accountability
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For more detailed information, please see the Lake County School District report summary page. To go to
a specific best practice area within the Lake County School District report, click on the practice area title
shown below.

Exhibit 2
The District Could Experience a Positive Fiscal Impact of $5,114,740
Over the Next Five Years By Implementing Recommendations

Projected Cost Savings Projected Five-
Recommendation(s) or (Investments) for Year Net Fiscal
by Review Area Fiscal Year 2001-02 Impact

Conduct a Job Analysis and Compensation Study
(Action Plan 3-4) 0 ($75,000)"

Establish an Office of Program Evaluation and
Accountability (Action Plan 4-1) 0 (402,900)

File for Medicaid Direct Services Reimbursement

(Action Plan 5-3) $128,000 1,152,000
Expand the PK-12 Curriculum and Instruction

Department (Action Plan 5-6) 0 (385,900)
Strengthen Accountability for Lost and Damaged

Books (Action Plan 5-10) 0 95,000

Reinstate In-Service Trainer for TERMS System

(Action Plan 6-3) (40,000) (200,000)
Implement Existing Licensed Curriculum
Management Software (Action Plan 6-8) 0 1,000,000?

Implementation of a District-Wide Document
Imaging, Storage and Retrieval System (Action
Plan 6-13) 0 450,000

Conduct a Facilities Audit (Action Plan 10-5) (100,000) (100,000)"

Establish a Uniform Building Management System
(Action Plan 11-4) 49,400 247,000
Increase District-Wide Custodian Productivity to

20,000 Square Feet Per Custodian (Action Plan 11-

12) 330,000

1,650,000

Eliminate Unnecessary Courtesy Rides (Action

Plan 12-1) 174,500 872,500
Charge School Groups for Field Trips to Cover the

Full Cost of the Trip (Action Plan 12-2) 56,600 283,000
Promote Lead Drivers to a Supervisory Position

(Action Plan 12-3) (33,000) (165,000)
Pursue Reimbursement from Medicaid for Eligible

Transportation (Action Plan 12-4) 23,100 115,500

Expand Nutritional Programs (Action Plan 13-7) 0 271,200
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Recommendation(s)
by Review Area

Contract Out a Risk Assessment Study (Action
Plan 14-1)

Expand the In-House Internal Accounts Auditing
Function by Hiring a Full-Time Fiscal Assistant II
(Action Plan 14-3)

Use of Purchase Cards to Reduce Inventory
(Action Plan 14-6)

Use of Purchase Cards for Supply Items (Action
Plan 14-9)

TOTALS

! One-time investment.

2One-time cost avoidance.

Purpose

The purpose of this best financial management
practice review is to

(1) determine whether the district is using the
Best Financial Management Practices
adopted by the Commissioner of Education;

(2) save funds;

(3) improve management;

(4) increase efficiency and effectiveness; and,

(5) develop recommendations and detailed
action plans to improve district operations.

The review also addresses the significant interest
of the Legislature and the school district in
identifying cost savings within the school
district.

Background

The 2000 Legislature directed that OPPAGA
contract for a Best Financial Management
Practices Review of the Lake County School
District, a medium-sized district located
northwest of Orlando.! The district has 23
elementary schools, 9 middle schools, 7 high

! During the course of this review, the 2001
Legislature passed the Sharpening the Pencil Act,
which made several substantive changes to the Best
Financial Management Practices Review process.
Among the most important provisions of the act is
that it requires each school district to undergo a Best
Financial Management Practices Review once every
five years and requires public input during the review
process and after the distribution of the final report.

Projected Cost Savings Projected Five-

or (Investments) for Year Net Fiscal
Fiscal Year 2001-02 Impact
(15,000)! (15,000)
(15,700) (123,900)
0 215,840
0 230,400
$557,900 $5,114,740

schools and other educational facilities. The
district employs over 3,400 persons of which
approximately 1,800 are instructional staff. As of
April 2001, the district served 29,217 students in
grades pre-kindergarten through twelfth grades.

The 2001 Legislature enacted the Sharpening the
Pencil Act and expanded the Best Financial
Management Practice program begun in 1997.
The best practices are designed to encourage
districts to

e use performance and cost-efficiency
measures to evaluate programs;

e assess their operations and performance
using benchmarks based on comparable
school district, government agency, and
industry standards;

e identify potential cost savings through
privatization and alternative service
delivery; and

e link financial planning and budgeting to
district priorities, including student
performance.

In accordance with Florida law, OPPAGA
contracted with ValienteHernandez P. A., a
private consulting firm, to conduct this review.
OPPAGA and Auditor General staff monitored
the firm throughout the review process to
ensure the best practices and indicators were
applied in the district consistent with reviews by
consultants and OPPAGA in other districts.
OPPAGA and Auditor General staff attended
site visits and provided assistance to the
consultant during the course of the review,
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which included report drafting.

The consultant’s report contains findings related
to each best practice and detailed action plans to
implement each report recommendation. These
action plans were developed with input from
the school district and detailed the specific steps
the district should take if it decided to
implement the recommendation within two
years.

Pursuant to s. 230.23025, Florida Statutes,
OPPAGA made the final determination on
whether the school district is using best practices
adopted by the Commissioner of Education
based on information in the final report and the
independent assessment of the district’s use of
each best practice.

OPPAGA expresses its appreciation to members
of the Lake County School Board and district
employees who provided information and
assistance during the review.

Conclusions For Areas With
Best Practices

Currently, the Lake County School District is
using 57% of the best practices adopted by the
Commissioner and at this time is not eligible for
a Seal of Best Financial Management. If the Lake
County School Board agrees by a majority plus
one vote to institute the action plans contained
in Appendix A, the district could be using the
best practices within two years. If confirmed,
the district could then receive the Seal of Best
Financial Management from the State Board of
Education.

If the Board agrees to implement the action
plans,

e the district would need to report annually
on its progress toward implementing the
plan and on any changes that would affect
its use of best practices to the Legislature,
the Governor, the SMART Schools Clearing
House, OPPAGA, the Auditor General, and
the Commissioner of Education, and

e OPPAGA would need to annually conduct a
review to determine whether the district has
attained compliance with best financial
management practices in areas covered by
the action plans.

To be consistent with the Legislative intent as
expressed in the Sharpening the Pencil Act,
OPPAGA also strongly recommends that the
school district hold a public hearing within 45
days after the distribution of the report to review
the findings and recommendations, and accept
public input. The district should give members
of the school advisory councils and district
advisory councils, parents, and teachers written
notice and an invitation to attend the hearing.
OPPAGA will attend the hearing as well.

A summary of report conclusions and
recommendations by best practice area is
presented below.

Management Structures

The district meets 5 of 12 best practices
established for management structures. The
Lake County School District has the managerial
elements it needs to create a strong
organizational structure responsive to school
needs. The district should continue its efforts to
realign its operations, remove communication
barriers and build program accountability.

To meet the best practices standards, the district
needs to

e develop and update operating procedures;

e update organizational charts, make
organizational changes, and analyze salary
levels;

e reduce operating costs;

e acquire additional budgeting and finance
training for school board members;

o finalize its strategic plan;

¢ make improvements to the FTE projection
process; and

e link financial planning to programmatic
goals and student achievement.

Performance Accountability System

Currently, the district meets none of the
performance accountability best practices. The
district has several performance accountability
elements in place that can be used as a starting
point to build up effective accountability
mechanisms and as a means to ensure that its
major programs are meeting their objectives in
the most cost-efficient manner. However, the



district needs to make substantial improvements
to ensure that each major program is held
accountable for its performance and cost
efficiency.

To meet the best practices standards, the district
needs to develop a program-level accountability
system that includes goals and measurable
objectives, performance and cost-efficiency
measures and benchmarks, and processes to
assess and evaluate programs.

Educational Service Delivery

The district is using 6 of the 16 best practices for
education service delivery. While the Lake
County School District generally offers efficient
and effective educational services and programs
to its students, it could improve in several areas.
The district should ensure that all major
programs operate from strategic plans and are
periodically evaluated so that critical decisions
are based on information linked to program
goals and objectives.

To meet the best practices standards, the district
needs to

e increase its evaluation of academic
performance data;

e promote exemplary teaching practices;

e take several actions to further improve the
district’s ESE (Exceptional Student
Education) and ESOL (English for Speakers
of Other Languages) programs and
curriculum and instruction practices;

e strengthen the accountability for and review
staffing levels associated with educational
programs; and

e take actions to further improve the provision
of student support services, such as
counseling, social work, and health services.

Administrative and Instructional
Technology

The Lake County School District is using 12 of
the 20 Administrative and Instructional
Technology Best Practices. Lake County School
District generally provides students,
administrators, and instructional, and non-
instructional personnel with the tools needed to
learn, instruct, and administrate in an efficient
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and effective manner. However, many
opportunities to improve the district’s processes
exist.

To meet the best practices standards, the district
needs to take the following actions:

e solicit stakeholder input to identify
technology needs and priorities;’

e update and improve its technology plan;

e develop and implement a professional
development plan for users of
administrative and instructional technology;

e annually evaluate its major technology
decisions;

e reevaluate its decision to abandon the
ABACUS ™ system;

e establish standards for acquiring new
computer programs and digital content;

¢ develop a technology procedures manual;
and

e implement a document management system
including a centralized imaging system.

Personnel Systems and Benefits

The district’s Human Resources Service
Department generally practices sound personnel
management. Overall, the district is using 12 of
the 15 best practices in this area. Minor
improvements in a variety of personnel practices
are warranted.

To meet the best practices standards, the district
needs to develop a strategic plan to better
coordinate training of non-instructional staff. In
addition, the district should establish
mechanisms to assure the efficiency of its
personnel systems, including performance
measures and periodic review of program
performance.

Use of Lottery Proceeds

Overall, the district uses three of the five best
practices pertaining to the use of lottery
proceeds. In general, the district spends lottery
proceeds for purposes that enhance education.
The district’s definition of enhancement as it
applies to lottery funds can be improved by
involving various stakeholder groups to review
and revise it as necessary on an annual basis.
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The district should also communicate how
lottery funds are spent on a quarterly basis.

To meet the remaining best practices, the district
needs to make changes in the way it allocates
lottery funds to individual schools and it
evaluates and reports the extent to which lottery
funds have enhanced student education.

Use of State and
District Construction Funds

Overall, the district uses one of the four best
practices pertaining to the use of state and
district construction funds. The district
generally uses state and district construction
funds appropriately and for the intended
purposes, although more attention should be
paid to complying with construction fund best
practices. Because of the scope of school district
construction spending, suggested improvements
in such areas as growth projections, project
planning and management, use of existing
resources, and fiscal accounting present
opportunities for substantial cost savings and
other efficiencies.

To meet the best practices standards, the district
needs to consider alternatives to new
construction such as changes to attendance
boundaries and grade configurations. The
district also needs to minimize construction costs
by incorporating SMART schools construction
standards.

Facilities Construction

The district is using 16 of the 32 Facilities
Construction Best Practices. Over the past
several years, the district has seen tremendous
growth, especially in southern Lake County.
With this growth comes the need for additional
facilities. Planning is a key to the success for the
district to adequately provide the necessary
facilities to meet the educational needs. The
district needs to formalize and implement its
Five-Year Facilities Work Program to ensure that
there is a coordinated effort to plan, design,
construct, and maintain quality facilities for the
public school students of Lake County.

To meet the best practices standards, the district
needs to implement an improved facilities
planning program. This would include

e establishing a facilities planning committee;

e updating the organizational chart to reflect
planning responsibilities;

¢ using available data to determine facility
needs;

e considering alternatives to construction; and

e developing education specifications for each
major building project.

Facilities Maintenance

The Lake County School District is using 10 of
the 26 best practices for facilities maintenance.
Although it complies with federal and state
regulatory mandates, the district needs to
formalize its approach to facilities maintenance.
The maintenance function would benefit from
implementing a strategic plan that establishes
priorities, guides budget decisions, and
proactively reduces costs.

To meet the best practices standards, the district
needs to formalize its maintenance function by
doing such things as providing written
procedures and standards. The maintenance
program also needs to ensure it is meeting the
needs of the district by implementing
accountability mechanism such as customer
satisfaction surveys. The district needs to
evaluate its staffing levels.

Student Transportation

Transporting students to and from school is a
major activity and significant expense. The
district is using 14 of the 20 best practices
established for student transportation. Making
recommended improvements will have a fiscal
impact and the resulting increases in efficiencies,
personnel retention, and operational integrity
are expected to further reduce the net cost of
these actions.

To meet the remaining best practices, the district
should act as follows:

e Improve its process for anticipating future
student transportation needs by better
coordinating growth planning with the
county government. The district also should
assess its current bus replacement schedule
to ensure that it is appropriate and
sustainable.



e Improve computer support for the
transportation department, including
providing timely budget information and
developing a technology plan for the
department.

¢ Develop measurable goals and objectives,
and performance benchmarks for the
transportation function.

e Periodically review the organizational
structure and staffing levels of the
transportation function to minimize
administrative layers and processes.

Food Service Operations

The district is using 9 of the 17 Food Service
Operations Best Practices. In the last three
years, the program has reverted back to being
self-operated and, through overall good
management, morale is high.

To meet the best practices standards, the district
needs to improve its overall accountability
mechanisms to ensure the performance,
efficiency, and effectiveness of its food service
program by doing such things as having a
formal system for identifying barriers to student
participation and conducting an overall program
evaluation against performance measures. In
addition, the district needs to link its budget to
established goals. An improved equipment
replacement and preventive maintenance
program would also improve operations.

Cost Control Systems

The district is using 22 of the 31 best practices
established for cost control systems. The
district’s system includes internal auditing,
financial auditing, asset management, inventory
management, risk management, financial
management, purchasing, and payment
processing. The district should conduct annual
risk assessments to identify and minimize
potential risks. It should enhance internal funds
auditing, fixed assets counting, inventory
management, and purchasing processes to
improve efficiency and effectiveness.

To meet the remaining best practices, the district
should establish an internal audit function,
follow up in a timely manner on external audit
findings, improve the timeliness of financial
information on school internal accounts,
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improve controls for verifying the accounting for
district assets, and make specified improvements
in other cost control areas such as inventory
requisitioning, inventory management, cash
management, and purchasing.

Safety and Security

The district is using 11 of the 14 Safety and
Security Best Practices. For example, the district
has clearly stated goals and measurable,
outcome-based objectives for its safety and
security program. However, the district could
take further preventative measures to ensure the
overall security of its students and employees.

To meet the remaining best practices, the district
should

e evaluate its Drop-Out Prevention programs
to determine if its current efforts are
producing positive results;

e assess its school safety security systems and
school evacuation plans; and

e establish procedures to ensure that students
and employees are provided appropriate
safety equipment and information.

Community Involvement

The district is using 10 of the 11 Community
Involvement Best Practices. It has developed
and maintained an effective, well-received
community involvement program.

To meet the best practices standards, the district
needs to improve the accountability systems for
the community involvement program, including
the assignment of oversight responsibility and
the development of performance measures.
These steps would provide the basis for
objective appraisals of the district’s community
involvement efforts.
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Lake County School District
Best Financial Management Practices

Currently, the Lake County School District is using 57% (131 of 228) of the best
practices adopted by the Commissioner of Education and at this time is not eligible for
a Seal of Best Financial Management. This appendix provides a detailed listing of all
the best practices and identifies the district's current status in relation to each. For
more detailed information, please see the Lake County School District report summary
page. To go to a specific best practice area within the Lake County School District
report, click on the practice area title shown below.

Best Practices

Is the District Using
Best Practices?

The roles and responsibilities of the board and superintendent
have been clearly delineated, and board members and the
superintendent have procedures to ensure that they have
effective working relationships.

YES NO

PAGE

3-7

The board and superintendent have procedures to ensure that
board meetings are efficient and effective.

3-15

The board and superintendent have established written
policies and procedures that are routinely updated to ensure
that they are relevant and complete.

3-18

The district routinely obtains legal services to advise it about
policy and reduce the risk of lawsuits. It also takes steps to
ensure that its legal costs are reasonable.

3-23

The district’s organizational structure has clearly defined units
and lines of authority.

3-26

The district periodically reviews its administrative staffing and
makes changes to eliminate unnecessary positions and
improve operating efficiency.

3-35

The superintendent and school board exercise effective
oversight of the district’s financial resources.

3-44

The district has clearly assigned school principals the authority
they need to effectively manage their schools while adhering
to district-wide policies and procedures.

3-48

The district has a multi-year strategic plan with annual goals
and measurable objectives based on identified needs,
projected enrollment, and revenues.

N

3-52

10.

The district has a system to accurately project enrollment.

3-56

11.

The district links its financial plans and budgets to its priority
goals and objectives, and district resources are focused
towards achieving those goals and objectives.

3-62
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Best Practices

Is the District Using
Best Practices?

12. When necessary, the district considers options to increase
revenue.

1. The district has clearly stated goals and measurable objectives
that can be achieved within budget for each major educational
and operational program. These major programs are:

e Educational Programs: Basic Education (K-3, 4-8, 9-12),
Exceptional Student Education, Vocational/Technical
Education, and English for Speakers of Other Languages.

e Operational: Facilities Construction, Facilities
Maintenance, Personnel, Asset and Risk Management,
Financial Management, Purchasing, Transportation, Food
Services, and Safety and Security.

3-64

2. The district uses appropriate performance and cost-efficiency
measures and interpretive benchmarks to evaluate its major
educational and operational programs and uses these in
management decision making.

4-28

3. The district regularly assesses the performance and cost of its
major educational and operational programs using
performance measures and benchmark data and analyzes
potential cost savings and/or cost avoidance of alternatives,
such as outside contracting and privatization.

4-46

4. The district formally evaluates the performance and cost of its
major educational and operational programs and uses
evaluation results to improve program performance and cost-
efficiency.

4-48

5. The district clearly reports on the performance and cost-
efficiency of its major educational and operational programs to
ensure accountability to parents and other taxpayers.

4-53

1. District administrators use both academic and nonacademic

data to improve K-12 education programs. 4 5-8
2. District administrators facilitate sharing effective instructional

practices to improve student performance. 4 5-26
3. The district provides effective and cost-efficient Exceptional

Student Education (ESE) programs. 4 5-28
4. The district provides effective and cost-efficient instruction as

part of its English for Speakers of Other Languages (ESOL)

Program. v/ 5-38
5. The district provides effective and cost-efficient secondary

vocational and adult/technical education programs. v 5-51
6. The district’s curricular framework is linked to Florida’s

accountability standards and to the Sunshine State Standards. v 5-57

9
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Best Practices

Is the District Using
Best Practices?

The district has adopted a plan for the progression of students
from kindergarten through grade 12 that maximizes student
mastery of the Sunshine State Standards.

5-69

The district ensures that school improvement plans effectively
translate identified needs into activities with measurable
objectives and that school advisory councils meet statutory
membership requirements.

5-70

The district’s process for selecting instructional materials
ensures that instructional materials meet the needs of teachers
and students.

5-78

10.

Each student has current and appropriate instructional
materials in core courses that are aligned with the Sunshine
State Standards and the district’s pupil progression plan.

5-79

11.

The district’s procedures for acquiring, maintaining, and
disposing of instructional materials are cost-effective.

5-83

12.

The district has implemented accountability mechanisms to
ensure the overall performance, efficiency, and effectiveness of
its major educational programs. >

5-86

13.

The district regularly reviews its organizational structure and
the staffing of the central office and schools to minimize
administrative layers and processes.

5-87

14.

The district clearly reports on the performance and cost-
efficiency of its major educational programs to ensure
accountability to parents and other taxpayers.

5-90

15.

The district has sufficient school library or media centers to
support instruction.

5-90

16.

The district provides necessary support services (guidance
counseling, psychological, social work, and health) to meet the
needs of its students in a cost-efficient manner.

5-93

The district has solicited and used broad stakeholder input in
developing an integrated learning system and in setting
priorities for administrative and instructional technology
decisions.

The district has a comprehensive technology plan that
provides direction for administrative and instructional
technology decision making.

6-11

% See performance accountability best practices and indicators for more information on each indicator for this best
practice.

10
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Is the District Using
Best Practices Best Practices?

3. The district provides formal and informal support to assist
educators in incorporating technology into the curriculum. 4 6-17

4. The district provides technical support for educational and
administrative systems in the district. 4 6-18

5. The district provides technical support for hardware, software,
and infrastructure in a timely and cost-effective manner. 4 6-22

6. The district has a professional development plan that reflects
the district’s vision of integrating technology to enhance and
enrich the learning environment, as well as improve
administrative support. v 6-26

7. The district provides professional development for the
instructional technologies. v 6-28

8. The district bases technology acquisitions on instructional
needs and makes technology acquisitions based on those
needs. ® v/ 6-34

9. The district bases technology acquisitions on the results of
research, planning, and evaluations of previous technology
decisions to ensure technology decisions are cost-effective. v 6-39

10. The district has established standards for acquiring new
programs and digital content that promote the integration of
technology into everyday curricular needs. 4 6-45

11. The district has a stable and efficient infrastructure. * V4 6-48

12. The district has established and communicated a policy stating
appropriate uses of all types of technology resources,
including computers, video equipment, software, and the
Internet. v/ 6-48

13. The district supports compliance with the established policy
on safe and legal use of technology resources. v 6-50

14. Segregation of Duties: The district segregates duties to reduce
the risk that unauthorized transactions will be entered and not
discovered quickly. v/ 6-50

15. User Controls: The district’s user controls ensure
authorization prior to processing transactions and ensure all
output represents authorized and valid transactions. v 6-51

16. Application Controls: The district’s applications are designed
to provide users with reliable data. 4 6-52

3 Instructional needs include incorporating technology into the curriculum and needs of students learning how to use
technology.

* Examples of this include a Wide Area Network (WAN) and a Local Area Network (LAN).

11


http://www.oppaga.state.fl.us/reports/pdf/lakechp6_2001.pdf

Digest: Best Financial Management Practices Review

Best Practices

Is the District Using
Best Practices?

17.

General Controls: The district has established general controls
in the areas of access, systems development and maintenance,
documentation, operations, and physical security to promote
the proper functioning of the information systems
department.

6-52

18.

The district’s management information systems provide data
needed by administrative and instructional personnel in a
reliable and timely manner.

6-54

19.

The district has taken steps to minimize the number of
databases that are independent of its centralized computer
systems.

6-56

20.

Other Controls: The district has established appropriate
controls related to electronic data exchange transactions, other
transactions processed through electronic media, and image
processing systems.

6-57

The district has efficient and effective processes for recruiting
and hiring qualified personnel.

YES NO

PAGE

The district maintains a reasonably stable work force through
competitive salary and benefit packages and through district-
wide efforts to address and remedy factors that contribute to

increased turnover.

The district provides a comprehensive staff development
program to achieve and maintain high levels of productivity
and employee performance among non-instructional
employees.

7-12

The district provides a comprehensive staff development
program for instructional employees to attain and maintain
high quality instruction and to achieve high levels of student
performance.

7-15

The district provides a comprehensive staff development
program for school-based administrators.

7-17

The district’s system for formally evaluating employees is
designed to improve and reward excellent performance and
productivity, and to identify and address performance that
does not meet the district’s expectations for the employee.

7-18

The district ensures that employees who repeatedly fail to
meet the district’s performance expectations, or whose
behavior or job performance is potentially harmful to students,
are promptly removed from contact with students, and that
the appropriate steps are taken to terminate those persons’
employment.

7-20

12
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Best Practices

Is the District Using
Best Practices?

The district maintains clear and effective channels of

communication with employees.

The district has efficient and cost-effective policies and
practices for providing substitute teachers and other substitute
personnel.

7-22

10.

The district maintains personnel records in a highly efficient
and accessible manner.

7-22

11.

The district uses cost-containment practices for its Workers’
Compensation Program.

7-24

12.

The district has established and implemented accountability
mechanisms to ensure the performance, efficiency, and
effectiveness of the human resource program.

7-26

13.

The district periodically reviews the organizational structure
and staffing levels of the office of human resources to
minimize administrative layers and processes.

7-28

14.

The district periodically evaluates its personnel practices and
adjusts these practices as needed to reduce costs and/or
improve efficiency and effectiveness.

7-28

15.

For classes of employees that are unionized, the district
maintains an effective collective bargaining process.

7-30

1. The district has defined “enhancement” in a way that the

public clearly understands. v 8-3
2. The district uses lottery money consistent with its definition of

enhancement. v/ 8-5
3. The district allocates lottery funds to school advisory councils

as required by law. v/ 8-7
4. The district accounts for the use of lottery money in an

acceptable manner. v 8-13
5. The district annually evaluates and reports the extent to which

lottery fund expenditures have enhanced student education. v 8-13

The district approves use of construction funds only after
determining that the project(s) are cost-efficient and in
compliance with the lawfully designated purpose of the funds
and the district’s five-year facilities work plan.

9-3

The district uses capital outlay and operational funds
appropriately, lawfully, and in accordance with its adopted
five-year facilities work plan.

9-11
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Is the District Using
Best Practices Best Practices?

NO

3. The district minimizes construction costs by using appropriate
measures from the SMART (Soundly Made, Accountable,
Reasonable and Thrifty) Schools Clearinghouse Frugal
Construction Standards. ° v 9-13

4. When designing and constructing new educational facilities,
the district incorporates factors to minimize the maintenance
and operations requirements of the new facility. 4 9-15

YES NO PAGE

1. The district has established a facilities planning committee that
includes a broad base of school district personnel, parents,
construction professionals, and other community
stakeholders. v/ 10-6

2. The district has established authority and assigned
responsibilities for facilities planning,. v 10-8

3. The five-year facilities work plan provides budgetary plans
and priorities based on the master plan and input from the
facilities planning committee. v 10-11

4. The five-year facilities work plan is based on a thorough
demographic study and enrollment projections. 4 10-13

5. The five-year facilities work plan is based on an evaluation of
the physical condition and the ability of facilities to meet
educational needs. v 10-16

6. When developing the annual five-year facilities work plan the
district evaluates alternatives to minimize the need for new
construction. v 10-18

7. District planning prioritizes construction needs. v 10-20

8. The district can demonstrate that the construction program
complies with the current Laws of Florida. 4 10-21

9. For all projects with dates of construction contracted after July
1, 2001, the district can demonstrate that the construction
program complies with the Florida Building Code. NA°® 10-21

10. The school board ensures responsiveness to the community
through open communication about the construction program
and the five-year facilities work plan. v 10-22

> The web page is: http:smartschools.state.fl.us.

¢ The implementation of the Florida Building Code has been delayed to January 1, 2002. Due to this delay, the district
accountability for this best practice is on hold. Senate Bill 52-C, if not vetoed by the Governor, will postpone the
effective date of the Florida Building Code to March 1, 2002.
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Is the District Using
Best Practices Best Practices?

11. The district develops descriptions and educational
specifications for each project. 4 10-22

12. Educational specifications for new construction, remodeling,
and renovations include a description of activity areas. 4 10-24

13. The architectural design fulfills the building specification
needs as determined by the district. 4 10-26

14. New construction, remodeling, and renovations incorporate
effective safety features. 4 10-27

15. The district begins school site selection well in advance of
future need based on expected growth patterns. v 10-27

16. The board considers the most economical and practical
locations for current and anticipated needs, including such
factors as need to exercise eminent domain, obstacles to
development, and consideration of agreements with adjoining
counties. v/ 10-29

17. The district has established and implemented accountability
mechanisms to ensure the performance, efficiency, and
effectiveness of the construction program. v 10-30

18. The district has considered, and where possible implemented,
the general requirements recommended in the SMART
Schools Clearinghouse Frugal Construction Standards. 4 10-31

19. The district minimizes construction costs through the use of
prototype school designs and frugal construction practices. 4 10-33

20. The district secures appropriate professional services to assist
in facility planning, design, and construction. 4 10-34

21. The district can demonstrate that funds collected for school
projects were raised appropriately. 4 10-37

22. District planning provides realistic time frames for
implementation that are coordinated with the opening of
schools. v/ 10-37

23. For each project or group of projects, the architect and district
facilities planner develop a conceptual site plan and building
specifications. v 10-37

24. The district follows generally accepted and legal contracting
practices to control costs. v/ 10-38

25. The district has assigned one person with the authority and
responsibility to keep facilities construction projects within
budget and on schedule. v 10-41

26. The board minimizes changes to facilities plans after final
working drawings are initiated in order to minimize project
costs. v 10-42

15
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Best Practices

Is the District Using
Best Practices?

27.

The architect recommends payment based on the percentage
of work completed. A percentage of the contract is withheld
pending completion of the project.

10-43

28.

The district requires appropriate inspection of all school
construction projects.

10-44

29.

The district conducts a comprehensive orientation to the new
facility prior to its use so that users better understand the
building design and function.

10-44

30.

The district conducts comprehensive building evaluations at
the end of the first year of operation and regularly during the
next three to five years to collect information about building
operation and performance.

10-46

31

The district analyzes building evaluations to determine
whether facilities are fully used, operating costs are
minimized, and changes in the district’s construction planning
process are needed.

10-47

32.

The district analyzes maintenance and operations costs to
identify improvements to the district’s construction planning
process.

10-48

The district’s maintenance and operations department
mission, organizational structure, and operating procedures
are established in writing.

YES NO

PAGE

11-5

The district has established maintenance standards in its short-
and long-term plans for providing appropriately and equitably
maintained facilities within budget and in accordance with the
district’s five-year facilities work plan and annual budget.

11-11

The district clearly identifies and communicates performance
standards and expected outcomes to maintenance and
operations staff.

11-15

The district ensures that maintenance and custodial standards
are regularly updated to implement new technology and
procedures.

11-16

The district obtains and uses customer feedback to identify
and implement program improvements.

11-19

The district has established and implemented accountability
mechanisms to ensure the performance and efficiency of the
maintenance and operations program.

11-21

The district accurately projects cost estimates of major
maintenance projects.

11-23
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Digest: Best Financial Management Practices Review

Is the District Using
Best Practices Best Practices?

8. The administration has developed an annual budget with
spending limits that comply with the lawful funding for each
category of facilities maintenance and operations. 4 11-24

9. The board maintains a maintenance reserve fund to handle
one-time expenditures necessary to support maintenance and
operations. v/ 11-26

10. The maintenance and operations department regularly
evaluates maintenance and operations activities to determine
the most cost-effective method of providing needed services. v 11-26

11. The district minimizes equipment costs through purchasing
practices and maintenance. v 11-28

12. The district uses proactive maintenance practices to reduce
maintenance costs. v 11-30

13. The maintenance and operations department regularly
reviews the organizational structure of the maintenance and
operations program to minimize administrative layers and
processes. v 11-32

14. The maintenance and operations department regularly
reviews the staffing levels of the maintenance and operations
program to maximize the efficient use of personnel. v 11-33

15. The maintenance and operations department ensures
qualified staff by using appropriate hiring practices. 4 11-36

16. The maintenance and operations departments has a written
job description for each position within the department. v 11-37

17. The district provides appropriate supervision of maintenance
and operations staff. v 11-37

18. The district provides a staff development program that
includes appropriate training for maintenance and operations
staff to enhance worker job satisfaction, efficiency, and safety. Ve 11-38

19. The district provides maintenance and operations department
staff the tools and equipment required to accomplish its

assigned tasks. v 11-40
20. A computerized control and tracking system is used to
accurately track work orders and inventory. v 11-40

21. The maintenance and operations department has a system for
prioritizing maintenance needs uniformly throughout the

district. 4 11-43
22. District policies and procedures clearly address the health and
safety conditions of facilities. 4 11-44

23. The maintenance and operations department identifies and
implements strategies to contain energy costs. v 11-45
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Digest: Best Financial Management Practices Review

Best Practices

Is the District Using
Best Practices?

24.

The district has an energy management system in place, and
the system is maintained at original specifications for
maximum effectiveness.

NO

Ve 11-46

25.

The school district complies with federal and state regulatory
mandates regarding facility health, safety, and energy
efficiency conditions.

Ve 11-47

26.

The district is aware of and prepared for the permitting and
inspection requirements of the Florida Building Code.

Ve 11-48

The student transportation office plans, reviews, and
establishes bus routes and stops to provide efficient student
transportation services for all students who qualify for
transportation.

YES NO PAGE

Ve 12-8

The district ensures that all regular school bus routes and
activity trips operate in accord with established routines, and
any unexpected contingencies affecting those operations are
handled safely and promptly.

Ve 12-13

The district effectively and efficiently recruits and retains the
bus drivers and attendants it needs.

Ve 12-19

The district trains, supervises, and assists bus drivers to enable
them to meet bus driving standards and maintain acceptable
student discipline on the bus.

Ve 12-21

The district provides student transportation services for
exceptional students in a coordinated fashion that minimizes
hardships to students and accurately reports exceptional
students transported to receive state funding.

Ve 12-29

The district ensures that staff acts promptly and appropriately
in response to any accidents that occur.

Ve 12-34

The district ensures that appropriate student behavior is
maintained on the bus at all times.

Ve 12-36

The school district has a process to ensure that a sufficient
school bus fleet is acquired economically and will be available
to meet the district’s future student transportation needs.

Ve 12-37

The district provides timely routine servicing for buses and
other district vehicles, as well as prompt response for
breakdowns and other unforeseen contingencies.

Ve 12-42

10.

The district ensures that fuel purchases are cost-effective and
that school buses and other vehicles are efficiently supplied
with fuel.

Ve 12-45

11.

The district maintains facilities that are conveniently situated
to provide sufficient and secure support for vehicle
maintenance and other student transportation functions.

Ve 12-49
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Digest: Best Financial Management Practices Review

Best Practices

Is the District Using
Best Practices?

12.

The district maintains an effective staffing level in the vehicle
maintenance area and provides support for vehicle
maintenance staff to develop their skills.

12-54

13.

The district maintains an inventory of parts, supplies, and
equipment needed to support student transportation
functions that balances the concerns of immediate need and
inventory costs.

12-55

14.

The district provides appropriate technological and computer
support for student transportation functions and operations.

12-59

15.

The district has established an accountability system for
student transportation, and it regularly tracks and makes

public reports on its performance in comparison with
established benchmarks.

12-62

16.

The district coordinates long-term planning and budgeting for
student transportation within the context of district and
community planning.

12-64

17.

The district monitors the fiscal condition of student
transportation functions by regularly analyzing expenditures
and reviewing them against the budget.

12-67

18.

The district provides regular, accurate, and timely counts to
the Florida Department of Education of the number of
students transported as part of the Florida Education Finance
Program.

12-68

19.

The district has reviewed the prospect for privatizing student
transportation functions, as a whole or in part.

12-69

20.

The district periodically reviews the organizational structure
and staffing levels of the student transportation program to
minimize administrative layers and processes.

12-73

The food service program is clearly defined with a mission
statement, operating policies and procedures, and
performance expectations.

13-8

The district regularly reviews the organizational structure and
staffing levels of the food service program to enhance the
efficiency of program operation.

13-10

The district uses a comprehensive food service training
program to increase productivity, improve employee
performance, and enhance the food service program.

13-12

The district identifies barriers to student participation in the
school meals program and implements strategies to eliminate
the barriers.

13-14
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Digest: Best Financial Management Practices Review

Best Practices

Is the District Using
Best Practices?

The district has established cost-efficiency benchmarks based
on comparable private and public sector food service
programs and other applicable industry standards.

13-17

The district regularly evaluates the school food service
program based on established benchmarks and implements
improvements to increase revenue and reduce costs.

13-18

The district regularly assesses the benefits of service and
service delivery alternatives, such as contracting and
privatization, and implements changes to improve efficiency
and effectiveness.

13-20

The program budget is based on department goals, revenues,
and expenditure projections.

13-23

The district’s financial control process includes an ongoing
review of the program’s financial and management practices.

N

13-25

10.

The district accounts for and reports meals served by category.

N

13-26

11.

The district regularly evaluates purchasing practices to
decrease costs and increase efficiency.

13-27

12.

The district has developed an effective inventory control
system that is appropriate to the size of the school food service

program.

13-27

13.

The district has a system for receiving, storing, and disposing
of food, supplies, and equipment.

13-27

14.

The district has a plan for the repair and replacement of
equipment that includes preventive maintenance practices.

13-28

15.

The district provides school meals designed to meet the
nutritional needs of students.

13-29

16.

The district’s food production and transportation system
ensures the service of high quality food with minimal waste.

13-30

17.

The district follows safety and environmental health practices
and regulations.

13-30

The district has established an internal audit function with its
primary mission to (1) provide assurance that the internal
control processes in the organization are adequately designed
and functioning effectively, and (2) where appropriate, offer
recommendations and counsel to management that will
improve performance.

YES NO

PAGE

14-7

The district obtains an external audit in accordance with
government auditing standards.

14-9

The district provides for timely follow-up of findings
identified in the external audit.

14-10
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Is the District Using
Best Practices Best Practices?

NO

4. The district obtains and reviews required financial information
relating to school internal accounts, direct service
organizations (DSOs), and charter schools. v 14-11

5. Segregation of Duties: The district segregates responsibilities
for custody of assets from record keeping responsibilities for
those assets. 4 14-15

6. Authorization Controls: The district has established controls
that provide for proper authorization of asset acquisitions and
disposals. v 14-16

7. Project Accounting: The district has established records that
accumulate project costs and other relevant data to facilitate
reporting construction and maintenance activities to the
board, public, and grantors. v/ 14-16

8. Asset Accountability: The district provides recorded
accountability for capitalized assets. 4 14-16

9. Asset Safeguards: Assets are safeguarded from unauthorized
use, theft, and physical damage. 4 14-16

10. Segregation of Duties over Inventory: The district segregates
responsibilities for custody of inventories from record keeping
responsibilities for those assets. 4 14-19

11. Inventory Requisitioning Controls: The district has
established and implemented controls that provide for proper
inventory requisitioning. v/ 14-20

12. Inventory Accountability and Custody: The district has
established controls that provide for inventory accountability
and appropriate safeguards exist for inventory custody. v/ 14-20

13. Inventory Management: The district periodically evaluates
the inventory function to determine its cost-effectiveness. v/ 14-22

14. General: The district has a process to set objectives for risk
management activities, identify and evaluate risks, and design
a comprehensive program to protect itself at a reasonable cost. v 14-26

15. Providing for Coverage Against Risk Exposure: The district
has comprehensive policies and procedures relating to
acquiring and reviewing coverage for risks of loss. v 14-26

16. Management Control Methods: District management
communicates its commitment and support of strong internal
controls. v/ 14-27

17. Financial Accounting System: The district records and reports
financial transactions in accordance with prescribed standards. v 14-28

18. Financial Reporting Procedures: The district prepares and
distributes its financial reports timely. v 14-28

19. Budget Practices: The district has a financial plan serving as
an estimate of and control over operations and expenditures. v 14-29
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Digest: Best Financial Management Practices Review

Best Practices

Is the District Using
Best Practices?

20.

Cash Management: The district has effective controls to
provide recorded accountability for cash resources.

21.

Investment Practices: The district has an investment plan that
includes investment objectives and performance criteria
designed to maximize return consistent with the risks
associated with each investment, and specifies the types of
financial products approved for investment.

14-30

22.

Receivables: The district has established effective controls for
recording, collecting, adjusting, and reporting receivables.

14-30

23.

Salary and Benefits Costs: The district has effective controls
that provide accountability for the payment of salaries and
benefits.

14-31

24.

Debt Financing: The district analyzes, evaluates, monitors,
and reports debt-financing alternatives.

14-31

25.

Grant and Entitlement Monitoring: The district effectively
monitors and reports grants activities.

14-31

26.

Segregation of Duties: The district segregates purchasing
responsibilities from the requisitioning, authorizing, and
receiving functions.

14-32

27.

Requisitioning: The district has established controls for
authorizing purchase requisitions.

14-33

28.

Purchasing: The district has established authorization controls
over purchasing.

14-34

29.

Receiving: The district has established controls to ensure that
goods are received and meet quality standards.

14-37

30.

Disbursements: The district has established controls to ensure
disbursements are properly authorized, documented, and
recorded.

14-38

31.

Invoice Processing: The district has established controls for
processing invoices to ensure that quantities, prices, and terms
coincide with purchase orders and receiving reports.

14-38

NO

The district has established and implemented accountability
mechanisms to ensure the performance, efficiency, and
effectiveness of the safety and security program.

15-3

The district regularly reviews the organizational structure and
staffing levels of the safety and security program and
minimizes administrative layers and processes.

15-5

The district has a written comprehensive plan that includes
district-wide emergency and safety procedures and identifies
those responsible for them.

15-6
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Is the District Using
Best Practices Best Practices?

4. The district identifies district and school personnel who need
school safety training and provides those personnel with

appropriate training. 4 15-9
5. The district has developed a checklist for each school that
provides step-by-step crisis response procedures. 4 15-10

6. Each school has a system in place to identify the early warning
signs of student violence. v 15-12

7. The district identifies and implements parent and community
outreach strategies to promote safety in the home and
community. v 15-14

8. The district conducts a needs assessment to determine the
need for violence and drug prevention programs and, based
on identified needs, implements appropriate programs. v 15-15

9. The district and each school have established disciplinary
policies that are well defined and well communicated. 4 15-17

10. The school board adopts curricula and programs
aimed at protecting students, teachers, and administrators. 4 15-18

11. The district can demonstrate that each school in the district
has performed an annual self-assessment of all relevant health
and safety issues. v 15-18

12. The district ensures that playgrounds are properly
constructed, maintained, and supervised so as to reduce the

risk of injury. v/ 15-20
13. Each school has appropriate equipment to protect the safety
and security of property and records. v 15-21

14. The district provides appropriate safety equipment and
information to prevent injuries to students and others. v 15-23

1. The district has developed a meaningful community
involvement mission statement and maintains ongoing
community involvement activities in its strategic plan directed
toward performing that mission. v 16-3

2. The district has established and implemented accountability
mechanisms to ensure the performance, efficiency, and
effectiveness of the Community Involvement Program. v 16-6

3. The district solicits and incorporates parent and community
involvement and support. v 16-7

4. The district uses a variety of methods of communicating with
parents. v 16-8
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Is the District Using
Best Practices Best Practices?

5. The district periodically reviews the organizational structure
and staffing levels of the Community Involvement Program to
minimize administrative layers and processes. 4 16-9

6. The district has active Parent Teacher Associations /Parent
Faculty Organizations (PTA/PFO) and other effective methods
to involve and encourage parent leadership and participation. v 16-10

7. The district provides activities that encourage families to be

involved in the schools. v 16-11
8. The district uses community resources to strengthen schools,

families, and student learning and consistently offers school

resources to strengthen communities. v/ 16-12
9. The district has developed school-business partnerships. v 16-12
10. District schools maintain active and effective programs to

involve volunteers in the education process. v 16-15
11. District schools solicit economic support through school

foundations. v 16-18

OPPAGA provides objective, independent, professional analyses of state policies and services to assist the Florida Legislature in
decision making, to ensure government accountability, and to recommend the best use of public resources. This project was
conducted in accordance with applicable evaluation standards. Copies of this report in print or alternate accessible format may be
obtained by telephone (850/488-0021 or 800/531-2477), by FAX (850/487-3804), in person, or by mail (OPPAGA Report
Production, Claude Pepper Building, Room 312, 111 W. Madison St., Tallahassee, FL 32399-1475).

Florida Monitor: http://www.oppaga.state.fl.us/

Contract managed by David D. Summers (850/487-9257), OPPAGA

OPPAGA staff included — Byron Brown, Kira Honse, Gary VanLandingham, Martha Wellman,
Jenny Wilhelm, and Don Wolf under the supervision of Jane Fletcher (850/487-9255)

Auditor General staff included — Jim Kiedinger under the supervision of David Martin
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Introduction

Best Financial Management Practices Reviews are designed to help
districts meet the challenge of educating students in a cost-effective
manner. The Lake County School District requested one of these
reviews to Iimprove the efficiency of its operations.

Overview

Best Financial Management Practices Reviews are designed to help school districts meet the many
challenges of educating students in a cost-effective manner. In these reviews, a school district’s
management and operational activities are compared to the “best practices” of school districts in many
states, and represent the state-of-the-art in school district management, based on published research and
analyses.

Because these comparisons are to the acknowledged state-of-the-art, it is not unusual for school districts to
fall short of full compliance in some best practice areas. In such instances, the review recommends a plan
of action that, if implemented, will allow the district to meet the best practice, thus improving the
efficiency and effectiveness of its operations. The Lake County School Board has requested a Best
Financial Management Practice Review for an external assessment of its organization and operations.
Board members and administrative staff have indicated a desire to use the financial management best
practices to improve the management and operation their school district, and to better meet the district’s
educational goals.

Created by the Florida Legislature in 1997, Best Financial Management Practices Reviews are intended to
increase public confidence and support for districts that demonstrate good stewardship of public
resources, encourage cost savings, and improve school district management and use of funds. OPPAGA
and the Auditor General in consultation with stakeholders developed 14 best practices for Florida school
districts, which the Commissioner of Education adopted on September 4, 1997. Moreover, to assess
whether districts are using these best practices OPPAGA and the Auditor General developed an extensive
set of indicators designed to encourage districts to

» use performance and cost-efficiency measures to evaluate programs;

e use appropriate benchmarks based on comparable school districts, government agencies, and
industry standards to assess their operations and performance;

« identify potential cost savings through privatization and alternative service delivery; and
link financial planning and budgeting to district priorities, including student performance.

Florida law gives OPPAGA authority to contract with outside consultants for all or parts of the review.
Districts found to be using the Best Financial Management Practices will be awarded a Seal of Best
Financial Management by the State Board of Education. Districts that are found not to be using Best
Financial Management Practices will be provided a detailed two-year action plan for achieving
compliance. The district school board must vote whether or not to implement this action plan.
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Introduction

In the case of Lake County School District, while OPPAGA is statutorily responsible for issuing a report
regarding the district’s financial management practices, the firm of ValienteHernandez, P.A.,
subcontracted by OPPAGA, conducted the review.

Background and Scope

The mission of the Lake County School District is to ensure that all students become self-directed, caring,
productive citizens and lifelong learners in a changing world. The district has 23 elementary schools; 9
middle schools; 7 high schools, and 8 special schools and centers. Two of these schools are magnet
schools; one is a charter school. In 2001, the district employed over 3,400 full-time personnel, and served
over 29,000 students in pre-kindergarten through twelfth grade. In Fiscal Year 1999-2000, the district’s
budget was approximately $154 million.

In accordance with the law, ValienteHernandez P.A. assessed the operations of the district under the
fourteen (14) review areas illustrated in Exhibit 1-1.

Exhibit 1-1
Best Financial Management Practices Review Areas
1. Management Structures 8. Facilities Construction
2. Performance Accountability Systems 9. Facilities Maintenance
3. Educational Service Delivery 10. Student Transportation
4. Administrative and Instructional Technology 11. Food Service Operations
5. Personnel Systems and Benefits 12. Cost Control Systems
6. Use of Lottery Proceeds 13. Safety and Security
7. Use of State and District Construction Funds 14, Community Involvement

Both OPPAGA and ValienteHernandez P.A. express the appreciation to members of the Lake County
School Board and district employees who provided information and assistance during the review.

Methodology

In conducting this review, ValienteHernandez, P.A. used a variety of methods to collect information about
the district's use of the Best Financial Management Practices. Review staff made over 20 site visits to the
Lake County School District. Refer to Exhibit 1-2 for a timeline of major project activities. The review staff
conducted numerous interviews with district administrators and staff, held two public forums, and
conducted site visits to schools. Staff also gathered and reviewed many program documents, district
financial data, data on program activities, and data on student performance.

To receive program input ValienteHernandez P.A. surveyed eight groups of stakeholders: school board
members, district staff, principals, teachers, non-instructional (support) staff, students, School Advisory
Councils, and parents. Questions varied depending on the subject-area and group surveyed, and the
results have been incorporated into these reports, where applicable. The surveys were compiled using the
Reiter Scale. That is, percentages were calculated only after eliminating “neutral” or “no opinion”
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Introduction

responses. In addition, the categories “strongly agree/agree” and “strongly disagree/disagree” were
combined.

In an effort to put Lake’s programs and activities in context with other Florida school districts, staff
gathered information from six peer districts around the state: Alachua, Charlotte, Okaloosa, Osceola, St.
Johns and Santa Rosa. The peer districts were selected based on their similarities with Lake across a
number of categories, including the size of the student population and demographic information. In
some special instances, the activities of Lake were alternatively compared to neighboring districts: Marion,
Orange, Pasco, Seminole, and Volusia.

Exhibit 1-2
Lake County School District Best Financial Management Practices Review
Timeline

Activity Date
OPPAGA and ValienteHernandez P.A. Teams Conducted First Site Visit March 13 through
Team members reviewed the district's self-assessment with district staff, March 16, 2001

conducted numerous interviews, collected additional data, identified preliminary
high level issues and potential cost savings.

ValienteHernandez P.A. Teams Conducted Two Public Forums April 12, 2001

Team members conducted two public forums to obtain input from the
community on current issues and concerns as well as outstanding district
services or programs. A press release was issued and members of School
Advisory Councils, PTA, Parents and the Community were invited. The forums
were held simultaneously at the Tavares Middle School and at Cypress Ridge

Elementary.
OPPAGA and ValienteHernandez P.A. Conducted Second Site Visit July 11 through
Team members conducted numerous interviews with the Superintendent, July 13, 2001

assistant superintendents, program supervisors and directors to discuss
preliminary findings and potential solutions. Individual sessions were held with
each school board member to present preliminary findings and
recommendations and obtain their input

OPPAGA and Valiente Hernandez P.A. staff Conducted Third Site Visit August 21 and

Team members shared the draft report with district staff for feedback and to August 22, 2001
collaboratively check accuracy and refine the action plans.

Presentation of Final Report to the Lake County School Board January 25, 2002

Source: ValienteHernandez P.A.

Interviews

To understand the Lake County School District's practices and programs, the review team conducted over
200 on-site interviews with numerous individuals. The review team interviewed a wide range of district
personnel representing all levels of staff. Interview participants included school board members, the
superintendent, assistant superintendents, and various program directors and supervisors, principals and
support staff. In addition, the team held many telephone conversations and exchanged electronic
correspondence with district staff to gather additional information and feedback on relevant issues.
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On-Site Observations

Team members conducted on-site observations of district operations. These observations included school
campuses, transportation facilities, the Learning Resource Center, the district’s warehouse, and school
cafeterias. In total, the review teams visited ten (10) elementary schools, four (4) middle schools, four (4)
high schools and two (2) other educational facilities as illustrated in Exhibit 1-3.

Exhibit 1-3
ValienteHernandez P.A. Visited Twenty District Campuses

Elementary Other Educational

Schools Middle Schools High Schools Institutes
Astatula Griffin Eustis Lake Hills School
Cypress Ridge Oak Park Leesburg Lake Technical Center
Dabney Tavares Mount Dora

Eustis Umatilla Tavares

Mascotte

Round Lake

Skeen

Tavares

Triangle

Villages

Source: ValienteHernandez P.A.

Public Forums

The review team conducted two simultaneous public forums in two Lake County cities (Tavares and
Clermont), to allow citizens to express their concerns regarding current issues and obtain feedback on
outstanding district programs and services. At the forum, citizens were invited to speak with or provide
written comments to ValienteHernandez P.A. representatives. Comments were later forwarded to the
team members reviewing each of the operational or managerial areas of the study. The public forums
were very useful to team members in identifying and/or confirming several issues related to the best
practice areas.

Peer School Districts

ValienteHernandez P.A., in collaboration with school district staff, identified six peer districts with the
purpose of putting Lake’s programs and activities in context with comparable Florida school districts. To
gather information from the group of peers, the review team contacted the Superintendent of each district
who then provided a list of contact individuals for the different review areas. Consequently,
ValienteHernandez P.A. staff interviewed a variety of staff from each of the five peer districts for on
numerous matters. Peer district staff provided information, documents and data for comparison purposes.

The six peer districts chosen for this review were Alachua, Charlotte, Okaloosa, Osceola, St. Johns and
Santa Rosa. These districts were selected based on their similarities with Lake across a number of
categories, including student population size and demographic information. ValienteHernandez P.A. also
used data from the neighboring districts of Marion, Orange, Pasco, Seminole, and Volusia, to compare
selected aspects in the review areas of Personnel Systems and Benefits, Administrative and Instructional
Technology, and Educational Service Delivery.
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Surveys

To receive program input ValienteHernandez P.A. surveyed eight groups of stakeholders, as illustrated in
Exhibit 1-4. The nature of the questions varied depending on the subject-area and group surveyed, and
the results have been incorporated into the report, where applicable. The surveys were compiled using
the Reiter Scale. That is, percentages were calculated only after eliminating “neutral” or “no opinion”
responses. In addition, the categories “strongly agree/agree” and “strongly disagree/disagree” were
combined.

Exhibit 1-4
ValienteHernandez P.A. Surveyed Eight Groups of Stakeholders
Survey Group Total Surveys Distributed

Board Members 5

District Administrators 45
Non-Instructional (Support) Staff 120

Parents 485

School Principals and Assistant Principals 84

Student Advisory Council Members 600

Students (Middle and High School) 505

School Teachers 1,740

Total 3,584

Source: ValienteHernandez P.A.

Other Sources of Information

As part of the review team members contacted additional entities to obtain a variety of information such
as statewide practices and data, model district programs, federal and state requirements, and
technical/expert assistance. Team members contacted and received extensive input and information from
several offices under the Florida Department of Education such especially the department of Education
Information and Accountability Services (EIAS). Several other agencies that guide and rule the
administration of different educational programs also provided valuable information and data, such as
the Office of Multicultural Student Language Education (OMSLE), Florida Education and Training
Placement Information Program (FETPIP) and Clearinghouse Information Center of the office the Bureau
of Instructional Support and Community Services. Other related agencies that were contacted include the
Florida Department of Agriculture, the Florida Association of District School Superintendents (FADSS),
the Orlando Sentinel and the Florida School Boards Association (FASB).
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Statistical Profile of the Lake
County School District

The mission statement of the Lake County School District is “To
prepare Individuals for successful lifelong learning, productive
employment, and responsible citizenry by providing a safe, resource-
filled learning environment”.

County Profile

Lake County is located in northwest central Florida. The county is named for its 1,400 plus lakes, and it
was formed from a portion of Orange County and Sumter County in 1887. Lake County has 14
incorporated cities. The county seat as well as the Lake County School District main administration
building is located in Tavares; Information Services, Facilities Maintenance and the Transportation
departments are also located in Tavares but all housed separately about a mile from the district’s main
administration building. Other departments, such as the Learning Resource Center, Testing and
Evaluation, and Student Services operate out of a building in Howey-in-the-Hills, nine miles from
Tavares.

The county’s primary sources of employment are retail trades, service industries, and government sectors.
Winn-Dixie Stores, Publix Supermarkets, Village of Lake-Sumter, Inc., Florida Hospital/Waterman, Inc.,
Leesburg Regional Medical Center, the Lake County School District and the Lake County government are
the principal employers. The population in 2000 was 210,528. As shown in Exhibit 2-1, the per capita
income of residents averaged $4,900 below the state average in Fiscal Years 1998 and 1999.

Exhibit 2-1
The Per Capita Income of Residents Averaged $4,900 Below the State
Average

B Lake OFlorida
26,931 27,781
22,344 22,667

1998 1999

Source: Bureau of Economic Analysis.
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As shown in Exhibit 2-2, the unemployment rate in Lake County has been lower than the state’s rate
during Fiscal Years 1998-2000. During these three years, Lake County’s unemployment rate has been on
average 1.2% lower than the state’s unemployment rate.

Exhibit 2-2
Lake’s Unemployment Rate Has Been Consistently Lower than the State’s
Over the Last Three Years

5%

4% -

3% . .\

2% .

1% A

0% T T T 1
1998 1999 2000
——Lake Florida

Source: Florida Research & Economic Database: Labor, Force, Employment, and Unemployment.

About 28% of the residents of Lake County were 65 years or older in 1999. Exhibit 2-3 compares the
ranges between the age groups. In 1999, the largest difference between Lake’s residents and the state’s
was in the over-65 group. The size of the over-65 group in Lake was about 10% greater than the state’s.

Exhibit 2-3

The Size of Lake’s School-Aged Population Was Comparable
to the State, but the Over-65 Population Was 10% Greater

for the Year 1999

30% -
25% - _A/‘
20% -
15% - ‘
10% - /\
5% 4 o v
0% . . . . . . .
0-4 5-17 18-24  25-44 4564 65+
—o— Lake Florida Age by Group

Source: US Census: Population Estimates by Age Group: July 1, 1999.
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School District Profile

The following section provides a profile of the Lake County School District in comparison with six peers -
the Alachua, Charlotte, Okaloosa, Osceola, Santa Rosa, and St. Johns school districts. The peer districts
were selected based on their similarities with the Lake County School District across a number of
categories, including the size of the student population and demographic information. Information in this
section is presented across four main areas.

e District Information

*  Student Performance

» Student Characteristics
o  Staff Characteristics

School District General Information

The Lake County School District operates 23 elementary, 9 middle, 7 high school and other educational
facilities. The district employs over 3,400 persons of which approximately 1,800 are instructional staff.

According to district records as of April 2001, the district served 29,217 students, grades pre-kindergarten
through twelfth of which 14,309 are elementary students, 6,851 are middle school students, 7,458 are high
school students, and 599 are other types of students such as those receiving alternative education.

Exhibit 2-4 shows the fall 1999 student population of Lake and its peer districts. * As illustrated in Exhibit
2-4, Lake’s growth rate has been higher than most of its peers over a six-year period. Since the 1994-1995
school year, Lake has grown by about 4,900 students (approximately 21%) from 23,617 in fall 1994 to
28,544 in fall 1999. The growth rate in Lake is also higher than the state’s rate by about 8%. Exhibit 2-5
shows detail of the enrollment over the six-year period.

Exhibit 2-4
The Student Population of Lake Was Greater Than Four of The Six Peers
in Fall 1999

Student Population

School District Fall 1994 Fall 1999 Percentage of Growth
Lake 23,617 28,544 21%
Alachua 28,812 29,906 4%
Charlotte 15,092 16,753 11%
Okaloosa 29,029 30,248 4%
Osceola 24,231 31,877 32%
St. Johns 14,559 19,046 31%
Santa Rosa 18,972 22,226 17%
Peer Average (without Lake) 21,783 25,009 15%
State 2,107,514 2,379,348 13%

Source: Profiles of Florida School Districts (Survey 2 demographic data, October 11-15, 1999).

! Fall 1999 is the most recent comparable data available at the time of the review.
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Exhibit 2-5
Lake’s Enrollment Has Steadily Increased Over the Past Six Years

29,000 -
28,000 -
27,000 -
26,000 -
25,000 -
24,000 -
23,000 - 23,617

22,000 T T T T T 1

1994-1995 1995-1996 1996-1997 1997-1998 1998-1999 1999-2000

School Year

28,544

27,123
26,133

24,827

Student Population

Source: Statistical Brief, Series 99-04B, January 1999, Department of Education.

School District Financial Information

The 2000-01 General Fund budget for the Lake County School District is approximately $154 million. The
school district receives revenue from federal, state, and local sources. Almost half of the state revenue is
from the Florida Education Finance Program (FEFP). This funding source, established by the Legislature
annually, prescribes state revenues for education as well as the level of ad valorem taxes (property taxes),
which may be levied by each school district in the state. It also includes restricted funding called
‘categoricals,” which are funds specified by the Legislature for selected district services, such as
instructional materials (textbooks). Exhibit 2-6 shows the district’s sources of funds for the General Fund
for the budgeted 1999-2000 year.

Exhibit 2-6
District Funds Include Federal, State, and Local Sources
Source Total

Federal $70,000

State 91,928,979

Local 48,039,176

Total Revenue Sources $140,038,155

Fund Balance 6,026,421

Total Funds Available $146,064,576

Source: Department of Education, Office of Funding and Financial Reporting.
As detailed in Exhibit 2-7, 62.3% of the district’s budgeted appropriations are allocated to instruction,

curriculum, and staffing training expenditures. Operation and maintenance of plants is the second largest
expenditure category, followed by administration and pupil personnel services.

2-4 ValienteHernandez P.A.



Statistical Profile

Exhibit 2-7
Sixty-Two Percent of the District’s 2000-2001 Budget
Was Allocated for Instructional Activities

Appropriations Amount Percentage
Instruction, curriculum, and staff training 97,340,008 62.3%
Operation and maintenance of plant 15,027,450 9.6%
Administration 13,992,819 9.0%
Pupil personnel services 8,153,699 5.2%
Fiscal and central services 2,715,795 1.7%
Pupil transportation services 7,815,147 5.0%
Community services 1,488,360 1.0%
Facilities acquisition and construction 2,105,372 1.3%
Outgoing transfers 126,488 0.1%
Subtotal 148,765,137 95.2%
Fund balance 7,518,020 4.8%
Total 156,283,158 100.0%

Source: Lake County School District, Resolution No.5 to Amend 2000-01Budget.

Lake County School District’s expenditures per FTE for 1998-1999 are shown in Exhibit 2-8. Lake’s
expenditures at $5,142 per FTE were similar to those of its peer districts. The expenditures include funds
from the General and Special Revenue Funds.

Exhibit 2-8
Lake’s Expenditures per FTE Were Similar to Its Peers

1998-99 Expenditures Per FTE
Unweighted Current Expenditures

School District FTE Expenditures  Per FTE
Lake 27,738.36 142,632,268.59 5,142.00
Alachua 29,072.51 168,016,975.68 5,779.00
Charlotte 16,473.01 90,873,476.03 5,517.00
Okaloosa 30,144.02 158,321,451.97 5,252.00
Osceola 30,235.88 155,364,401.22 5,138.00
St. Johns 18,142.02 95,383,458.64 5,258.00
Santa Rosa 21,806.13 112,182,321.27 5,145.00
Average Without Lake 5,348.00
State Total 2,335,660.58 13,141,468,926.01 5,626.00

Source: Florida Department of Education. Profile of Florida School Districts, Financial Data.
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Stuadent Performance

The effective delivery of educational services is the first and most important aspect of all school district
missions. Critical to the delivery of these services is how districts can maximize student performance
while keeping within current budget constraints. Indicators of how well the district is accomplishing this
include test scores, graduation rates, and dropout rates. This section profiles student achievement of the
Lake County School District, as well as performance information about its peer districts.

Student Test Scores

The Florida Comprehensive Assessment test measures student performance on selected benchmarks in
reading and mathematics that are defined by the Sunshine State Standards. The standards articulate
challenging content that Florida students are expected to know and be able to do. The standards were
developed in seven content areas and were adopted by the State Board of Education in May 1996. All
public schools are expected to teach students the content found in the Sunshine State Standards.
Students’ proficiency in reading and mathematics in grades 4, 5, 8, and 10 is measured by the FCAT and is
scored on levels 1 through 5. Exhibits 2-9 and 2-10 illustrate the scores ranging in the five levels.

Exhibit 2-9
FCAT Reading Achievement Levels for Tests
Administered in 1999, 2000, and 2001

Grade Level 1 Level 2 Level 3 Level 4 Level 5
4 100-274 275-298 299-338 339-385 386-500
8 100-270 271-309 310-349 350-393 394-500
10 100-286 287-326 327-354 355-371 372-500

Source: Student Assessment Services Section, Department of Education.

Exhibit 2-10
FCAT Mathematics Achievement Levels for Tests
Administered in 1999, 2000, and 2001

Grade Level 1 Level 2 Level 3 Level 4 Level 5
5 100-287 288-325 326-354 355-394 395-500

8 100-279 280-309 310-346 347-370 371-500

10 100-286 287-314 315-339 340-374 375-500

Source: Student Assessment Services Section, Department of Education.

Exhibit 2-11 provides results for the 2000-2001 FCAT reading and mathematics exam. Lake County’s
reading scores ranged from 299 to 306. As seen in Exhibit 2-11, Lake’s fourth graders would be placed in
level 3 for reading while the eight and tenth graders would be placed in level 2. Lake County’s
mathematics scores ranged from 309 — 322. Lake’s fifth and eighth graders would be placed in level 2 for
mathematics while its tenth graders would be placed in level 3. Performance at level 2 indicates that the
student has limited success with the challenging content of the Sunshine State Standards. Performance at
a level 3 score indicates that the student has partial success with the challenging content of the Sunshine
State Standards, but performance is inconsistent. Students at this level answer many questions correctly,
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but are generally not successful with questions that are most challenging. Lake scored at a higher level
than the state on four out of the six tests. When compared to the average of its peer districts, Lake
generally scored below the average.

Exhibit 2-11
Lake’s FCAT Reading and Mathematics 2000-2001
Scores Are Comparable to the Peer Districts

Mean Scale Scores

Reading (Level) Mathematics (Level)
District Grade 4 Grade 8 Grade 10 Grade 5 Grade 8 Grade 10
Lake 306 (3) 299 (2) 304 (2) 322(2) 309 (2) 319 (3)
Alachua 302(3) 307(2) 319 (2) 314(2)  318(3) 334 (3)
Charlotte 312(3) 312(3) 309 (2) 324 (2) 324 (3) 329 (3)
Okaloosa 314(3)  313(3) 317 (2) 324(2) 324(3) 330 (3)
Osceola 281(2)  285(2) 297 (2) 293 (2) 297 (2) 316 (3)
St. Johns 313(3) 313(3) 322 (2) 332(3) 320(3) 336 (3)
Santa Rosa 323(3) 322(3) 319 (2) 330(3) 333(3) 333 (3)
Average Without Lake County 308 (3) 309 (2) 314 (2) 320 (2) 319 (2) 330 (3)
State Average 298 (2) 295 (2) 304 (2) 314 (2) 308 (2) 323 (3)

Source: Department of Education. District FCAT Reading and Mathematics Results 2001.

The FCAT Writing exam is also administered throughout each of the state’s 67 districts. The FCAT Writing
test is an assessment that measures student writing proficiency in Grades 4, 8, and 10. The test requires
students to write responses to assigned topics in a single testing period. Beginning in 2000, the Florida
Writing Assessment Program (FWAP), also known as Florida Writes!, was called FCAT Writing. Prior to
that year, writing was assessed separately through a test called Florida Writes! Scoring for the FCAT
exams range from 1, the lowest score to 6, the highest score. Exhibit 2-12 provides 2000-2001 FCAT
Writing results. Lake’s mean scores ranged from 3.4 to 3.6. Lake’s results are generally lower when
compared to the state average and to its peer districts.

Exhibit 2-12
Lake’s FCAT Writing 2000-2001 Results Are
Generally Lower Than the Peer Districts

Combined Mean Score

District Grade4 Grade 8 Grade 10
Lake 3.4 3.5 3.6
Alachua 35 3.8 4.1
Charlotte 3.8 3.9 3.8
Okaloosa 35 4.0 3.9
Osceola 3.0 34 3.6
St. Johns 35 3.9 4.0
Santa Rosa 3.6 4.0 3.9
Average Without Lake County 3.5 3.8 3.9
Statewide Average 3.4 3.7 3.8

Source: Department of Education.
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The 1976 Legislature created a competency test to be used as part of the requirements for a regular high
school diploma. All eleventh graders must take the High School Competency Test (HSCT) and must pass
both parts of the test (reading and mathematics) to qualify for a diploma. Exhibit 2-13 compares the
percentage passing rate for the Lake County School District and its six peers for the 1998-1999 HSCT
exam. Lake County students had passing rates comparable to its peers and the state average.

Exhibit 2-13
Percent of Students Passing the HSCT in Lake County Is
Comparable to Its Peers and the State Average

Grade 11: Percentage Passing

District

Communications  Math Both
Lake 82 80 74
Alachua 85 79 76
Charlotte 87 84 78
Okaloosa 85 80 76
Osceola 82 72 69
St. Johns 84 81 66
Santa Rosa 87 83 77
Average Without Lake County 85 80 74
State Totals 81 17 72

Source: Department of Education.

Another indicator of performance of its students is the results of the college placement tests as taken by
twelfth graders. Students are likely to take either the SAT (Scholastic Aptitude Test) or the ACT
(American College Test) tests as they prepare to graduate high school. Exhibit 2-14 compares Lake’s
results with its peers. The mean SAT score for Lake students was higher than the state and lower than
four of its peer districts’ mean SAT score. The ACT composite score for Lake was higher than the state
and higher than three of its peer district’s ACT composite score.

Exhibit 2-14
Lake Students’ Average Score Was Higher Than the State Average on
Both the SAT and ACT Test in 1999-2000

SAT ACT
Number % 12th Graders Mean Number % 12th Graders Composite
School District Tested Tested Score  Tested Tested Score
Lake 425 30.2% 1,002 429 30.5% 21.3
Alachua 878 51.8% 1,060 572 33.8% 20.7
Charlotte 534 48.1% 987 373 33.6% 20.9
Okaloosa 621 32.9% 1,040 920 48.7% 21.4
Osceola 624 40.3% 948 527 34.0% 19.7
St. Johns 573 57.4% 1,016 469 46.9% 21.7
Santa Rosa 280 22.5% 1,057 741 59.4% 213
State 53,410 45.9% 995 39,550 34.0% 20.4

Source: Florida District Indicators Report, Department of Education.
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Graduation and Students Continuing Their Education

The Lake County School District has had a greater overall decrease in its dropout rate and a greater
graduation rate compared with the state average. The dropout rates and graduation rates for the Lake
County School District’s previous three school years are compared against its peers in Exhibit 2-15. The
district’s dropout rate has decreased since the 1997-1998 school year while peer districts dropout rates
have generally increased. The graduation rates for Lake and its peers have generally decreased over the
past three school years.

Exhibit 2-15
Lake’s Dropout Rate and Graduation Rate Have
Decreased Over the Past Three School Years

Dropout Rate Graduation Rate
School Year School Year
School District  1997-98 1998-99  1999-2000  1997-98 1998-99  1999-2000

Lake 5.8% 3.6% 4.3% 77.0% 65.0% 66.3%
Alachua 5.5% 5.7% 6.3% 78.9% 63.3% 63.7%
Charlotte 3.2% 3.2% 3.7% 71.0% 68.4% 71.7%
Okaloosa 3.0% 4.4% 4.1% 78.9% 77.1% 77.5%
Osceola 5.3% 6.1% 5.5% 82.0% 55.7% 58.9%
St. Johns 1.5% 2.5% 2.3% 75.4% 72.0% 74.9%
Santa Rosa 2.5% 2.1% 2.0% 69.7% 75.4% 73.5%
State 4.8% 5.4% 4.6% 71.9% 60.2% 62.3%

Source: Department of Education.

The percentage of Lake students that entered college was lower than the statewide average and lower
than its peers. The percentage of the Lake County School District’s students who entered college is
compared against its peers in Exhibit 2-16.

Exhibit 2-16
The Percentage of Lake’s 1999-2000 Graduates Entering Postsecondary
Education Was Lower Than Its Peers and the State Average

School District Percentage Entering Postsecondary Education

Lake 22%
Alachua 74%
Charlotte 50%
Okaloosa 63%
Osceola 64%
St. Johns 33%
Santa Rosa 80%
State 55%

Source: Profiles of Florida School Districts 1999-2000.
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Stuadent Characteristics

This section provides information about the student population of the Lake County School District, as
well as information about six of its peer districts. The size and demographics of a school district’s student
population is an important consideration in understanding the challenges it faces. For instance, a
different set of challenges exists for a district that is growing versus one that has a declining student
enrollment. Exhibit 2-17 shows a history of pre-kindergarten through twelfth grade membership from fall
1994 to fall 1999 for Lake and its peers. Student population has grown consistently in Lake County over
the last five years. This is consistent with the statewide trend as well as the average for the peer districts.

Exhibit 2-17
Student Population in Lake Schools Has
Consistently Grown Over the Last Five Years

School District Fall 1994 Fall 1995 Fall 1996 Fall 1997 Fall 1998 Fall 1999
Lake 23,617 24,827 26,133 27,123 27,817 28,544
Alachua 28,812 29,166 29,648 30,063 29,673 29,906
Charlotte 15,092 15,593 16,083 16,294 16,565 16,753
Okaloosa 29,029 29,454 30,048 30,314 30,375 30,248
Osceola 24,231 25,670 27,376 28,740 30,127 31,877
St. Johns 14,559 15,396 16,365 17,623 18,341 19,046
Santa Rosa 18,972 19,779 20,668 21,563 22,021 22,226
Peer Average (without Lake) 21,783 22,510 23,365 24,100 24,517 25,009
State 2,107,514 2,175,233 2,240,283 2,290,726 2,331,958 2,379,348

Source: Statistical Brief, Series 99-07B, January 1999, Department of Education.

Exhibit 2-18 provides information regarding the percentage of the 1999-2000 student population that was
eligible for free or reduced lunch for Lake and its peers. The Lake County School District’s percentage of
students receiving free or reduced lunch was higher than its peer district’s average and slightly lower
than the state average.
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Exhibit 2-18

The Proportion of Lake’s Students Receiving Free or
Reduced Lunch Is Higher Than Three of Its Peers and
Lower Than the State Average for 1999-2000

School District Student Population % Receiving Free/Reduced Meals

Lake 28,545 40%
Alachua 29,905 45%
Charlotte 16,753 42%
Okaloosa 30,248 19%
Osceola 31,877 44%
St. Johns 19,046 23%
Santa Rosa 22,226 20%
Peer Average 25,009 33%
State Average 2,379,348 44%

Source: Profiles of Florida School Districts 1999-2000, March 2001, Florida DOE.

Exhibit 2-19 provides information regarding the racial/ethnic makeup of the fall 1999 student population
of Lake County and its peers. The Lake County School District’s percentage of white students was
generally lower than its peers, but higher than the state average. The percentage of black students in Lake
County was generally higher than its peers, but lower than the state’s percentage of black students.
Lake’s percentage of Hispanic students was higher than five of its peers, but lower as compared with the
state’s percentage. Lake has similar percentages of Asian/Pacific Islander, American Indian, and
multiracial students to those percentages reported by the peer districts and the state.

Exhibit 2-19
Similar to Five of Its Peers, Lake’s White Student Population
Exceeds the State Percentage in Fall 1999

Black Asian/

(Non- Pacific American Multi-
School District  White Hispanic) Hispanic Islander Indian Racial
Lake 74.36% 16.61% 7.33% 0.94% 0.19% 0.56%
Alachua 54.54% 37.80% 3.92% 2.29% 0.20% 1.24%
Charlotte 85.32% 7.94% 3.75% 1.35% 0.23% 1.40%
Okaloosa 78.72% 12.24% 3.29% 2.82% 0.45% 2.49%
Osceola 52.15% 9.48% 33.92% 2.64% 0.20% 1.60%
St. Johns 85.29% 10.74% 1.92% 0.93% 0.15% 0.96%
Santa Rosa 90.70% 5.26% 1.61% 1.42% 0.56% 0.46%
State 53.71% 25.09% 17.99% 1.84% 0.26% 1.11%

Source: Profiles of Florida School Districts, 1999-2000.

Exhibit 2-20 provides information on the membership of Lake’s fall 1999 student population by grade.
There were no grade level groupings in which Lake County has the most students. In all of the four
categories, Lake was higher than the peer average.
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Exhibit 2-20

Lake County’s Student Population Distribution
By Grade Level Is Similar to Its Peers in Fall 1999

Pre-kindergarten-  1%-5th 6"-g™ gth-12™

School District Kindergarten Grades Grades  Grades
Lake 2,717 11,424 6,632 7,771
Alachua 3,043 11,191 6,913 8,759
Charlotte 1,466 5,868 4,169 5,250
Okaloosa 2,535 11,292 7,155 9,266
Osceola 2,764 12,220 7,606 9,287
St. Johns 1,683 7,495 4,673 5,195
Santa Rosa 2,031 8,239 5,590 6,366
Peer Average (without Lake) 2,254 9,384 6,018 7,354
State 229,177 937,725 557,171 655,275

Source: Profiles of Florida School Districts, 1999-2000.

Staff Characteristics

Staff characteristics provide a look at the personnel employed by the Lake County School District, as well
as information about six of its peer districts. Exhibit 2-21 provides information regarding the number of
full-time staff (administrative, instructional, and support) employed by the district.

Exhibit 2-21
The Lake County School District Had a Higher Number of
Full-Time Staff Than Three of Its Peers in Fall 1999

Full-Time Staff

% Of % Of % Of
School District Administrators Total Instruction Total Support Total Total
Lake 117 3% 1,833 53% 1,485  43% 3,435
Alachua 140 4% 2,009 50% 1,838  46% 3,987
Charlotte 75 4% 981 50% 905  46% 1,961
Okaloosa 112 3% 1,878 55% 1,449  42% 3,439
Osceola 95 3% 1,935 51% 1,751  46% 3,781
St. Johns 132 6% 1,230 56% 817 3% 2,179
Santa Rosa 81 4% 1,349 62% 749 34% 2,179
Peer Average (without Lake) 106 4% 1,564 54% 1,252  43% 2,921
State 9,252 3% 147,745 550 111,919  42% 268,916

Source: Profiles of Florida School Districts, 1999-2000.
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Exhibit 2-22 provides information regarding the gender and race of all full-time staff in the Lake County
School District and its peers. Eighty-four percent of Lake’s teaching staff is white. This is 15% higher
than the state average and 2% higher than the peer average. Two percent of the district’s staff is Hispanic
and 13% is black (non-Hispanic).

Exhibit 2-22
The Racial Distribution of Lake County’s Staff is Similar to Its Peers
Race Gender
Black Asian/
School (Non- Pacific American
District  White Hispanic)Hispanic Islander Indian Male Female Total

lake 2,894 450 77 10 4 818 2,617 3,435
(84%) (13%) (%)  (<1%) (<1%) (24%) (76%)

Alachua 2,781 1,123 67 15 1 950 3,037 3,987
(70%) (28%) %)  (<1%) (<1%) (24%) (76%)

Charlotte 1,826 85 35 12 3 525 1,436 1,961
(93%) (4%) (2%) (1%) (<1%) (27%) (73%)

Okaloosa 3,081 281 35 25 17 846 2,593 3,439
(90%) (8%) (1%) (1%) (<1%) (25%) (75%)

Osceola 2,815 235 692 28 11 882 2,899 3,781
(74%) (6%) (18%) (1%) (<1%) (23%) (77%)

st Johns 1,867 278 25 8 1 548 1,631 2,179
(86%) (13%) (1%)  (<1%) (<1%) (25%) (75%)

Santa Rosa 2,069 84 7 10 9 450 1,729 2,179
(95%) (4%)  (<1%) (<1%) (<1%) (21%) (79%)

Peer Average 2,407 348 144 16 7 700 2,221 2,921

(without Lake)  (82%) (12%) (5%) (1%) (<1%) (24%) (76%)

S 186,085 54,958 25,543 1,609 721 65969 202,947 268,916
(69%) (20%) (9%) (1%) (<1%) (25%) (75%)

Source: Profiles of Florida School Districts, 1999-2000.

Exhibit 2-23 provides information regarding the number of teachers by degree level for the Lake County
School District and its peers for Fall 2000. The education attainment of Lake County’s teachers was above

the average attainment of bachelor’s degrees, but a below average number of master’s degree level

instructors.

ValienteHernandez P.A.
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Exhibit 2-23

In Fall 2000, Compared to Its Peers Lake Had the Highest Percentage of

Educators With Bachelor’s Degrees

Type of Degree (Number and Percentage of District Total)

School District Bachelor's Master's Specialist Doctorate

Lake 1,159  66% 559  32% 25 1% 15 1%
Alachua 772 40% 969 51% 121 6% 52 3%
Charlotte 535 51% 479  46% 19 2% 10 1%
Okaloosa 1,073  58% 714 38% 40 2% 28 2%
Osceola 1,266  65% 634  33% 26 1% 13 1%
St. Johns 751  59% 511  40% 0 <1% 7 1%
Santa Rosa 925  65% 483  34% 19 1% 6 <1%
State 89,603  60% 53,712 36% 4,021 3% 1,665 1%

Source: Florida Department of Education, Average Teacher Salaries by Degree Level, 2000-01.
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Management Structures

The Lake County School District has the managerial elements it need's
to create a strong organizational structure responsive to school needs.
To reach its goals, the district should continue its efforts to realign its
operations, remove communication barriers, and build program
accountability.

conclusion

Adversity can be the forge upon which character is built. That is as true of organizations as it is
people. The Lake County School District (the district) is in the midst of a remarkable turnaround
from the grim financial situation disclosed by an August 2000 special review conducted by
OPPAGA and the Auditor General. Armed with a committed leadership team and a firm
proposal for designing a new strategic plan, district management began aggressively addressing
organizational conditions that may have contributed to the financial emergency, and are pursuing
strategies for economic recovery. As noted in this chapter, the resulting organizational
realignments, improved management practices and executive oversight are beginning to take
hold. However, to reach its goals, the district should continue its effective efforts to realign its
operations, remove communication barriers and build program accountability. Still, as shown in
Exhibit 3-1, the district can be justifiably proud of its recent accomplishments, as well as its overall
compliance with management structure best practices.

Exhibit 3-1
The District Has Had a Number of Notable Accomplishments in
Management Structures in the Past Year

e The district has formed a Leadership Team responsible for developing strategic planning,
for providing executive oversight, and for coordinating district-wide service delivery.

e Communications between the superintendent and staff and the school board have
significantly improved. Retreats, workshops, and meetings to remove communication
barriers have been taking place regularly since December 2000.

« All members of the school board and Superintendent have been attending Florida School
Board Association Master Board Certification training, which will be completed by May
2002.

« Thedistrict is in the process of developing a comprehensive strategic plan. The district
anticipates that this process should be completed by December 31, 2001.

e A capital projects prioritization task force has been established and is in the process of
developing a Five-Year Capital Work Plan.

¢ The board has adopted a new personnel allocation formula, which has been implemented
and is being followed.

e The district has implemented most of the recommendations made by the organizational
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review conducted by the Florida Association of District School Superintendents (FADDS) in
October 2000.

The board policy manual is available on-line on the district’s intranet.

A planning calendar has been developed and made available to district administrators for
the first time in many years.

A pilot program for school-based management has been developed, and the district
anticipates the program will implemented in the 2002-03 school year.

Source: Lake County School District, May 2001.

Overall, ValienteHernandez P.A. found that:

Relationship Between The Superintendent and the School Board

The interaction between the board and the superintendent is supported by clear policies, and
significant steps have been taken to improve communications. The district should continue
its efforts to maintain the effectiveness of this working relationship. (Page 3-7)

The board and superintendent have procedures in place to ensure that board meetings are
efficient and that the process is as effective as possible. (Page 3-15)

The board and superintendent have established written policies that are updated regularly.
In the area of procedures however, the district has been less thorough. (Page 3-18)

The district routinely obtains legal services to gain advice on policy and to reduce the risk of
lawsuits. The district also takes steps to ensure that its legal costs are reasonable. (Page 3-23)

Organizational Structure, Staffing Levels And Use Of Resources

The district’s organizational structure has clearly defined units and lines of authority at the
higher level. However, the organizational charts at the departmental level need to be updated
and distributed throughout the district. (Page 3-26)

The district’s new administration is making significant efforts to take its administrative
staffing to efficient levels, to improve operating efficiency and to establish procedures that
guarantee these levels are maintained. (Page 3-35)

The superintendent and school board should continue to refine the mechanisms by which the
district’s financial resources are monitored. (Page 3-44)

The district has clearly assigned school principals the authority they need to effectively

manage their schools while adhering to district-wide policies and procedures and should
continue its efforts to enhance communications. (Page 3-48)

Strategic Plan

3-2

Currently, the district does not have a board-approved and detailed strategic plan, but has
taken reasonable steps to develop this plan to include annual goals and measurable
objectives. (Page 3-52)

The district’s enrollment projections have been acceptable per state standards. However,
changes can be made to improve the accuracy and effectiveness of the process. (Page 3-56)

In the past, the district had not linked its financial plans and budgets to its priority goals.
With the new administration, however, this process of accountability has begun and has been
given the highest priority. (Page 3-62)

The district considers all options to increase revenue. (Page 3-64)
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Fiscal Impact of Recommenaations

Most recommendations in this chapter have little or no fiscal impact as they can be implemented utilizing
existing resources of the district. There is only one action plan item that has a fiscal impact as indicated in
Exhibit 3-2, which relates to hiring a consultant to conduct a job analysis and compensation study.

Exhibit 3-2
Implementing the Recommendation for Management Structures Will
Have a Five-Year Fiscal Impact of $75,000 in Increased Costs

Fiscal Impact: Cost Savings/Increased Revenues or
(Increased Costs)

Action Plan and Year Year Year Year Year

Strategy 2001-02 2002-03 2003-04 2004-05 2005-06 Total

3-4 Conductajob 0  ($75,000) 0 0 0 ($75,000)
analysis and

compensation

study. (One-time

cost)

Total 0  ($75,000) (0) (0) 0) ($75,000)

Source: ValienteHernandez P.A.

Background

As noted, the Lake County School District is busy reorganizing, having come through a very difficult
financial situation that had peaked in August 2000. At that time a special review of the district’s financial
condition conducted by OPPAGA and the Auditor General, disclosed that the unreserved portion of the
district’s fund balance had been significantly falling, from over $7.8 million at the beginning of Fiscal Year
1998-99 to approximately $2.2 million at the beginning of Fiscal Year 1999-2000. Standard business
practice recommends an unreserved fund balance of 3% to 5% of the budget, which represents the
amount that can be used for emergencies and other unforeseen events. The district’s unreserved fund
balance had fallen below the recommended standards. The main causes of this drop were an
overestimation of revenues and approval of budgets that had used the fund balance to cover
expenditures, including recurring expenses, in excess of revenues as well as subsequent budget
adjustments that increased expenditures. Presently, the district’s unreserved fund balance is at
approximately 4%, which is within acceptable levels.

Also in August 2000, the Florida Commissioner of Education, the district Superintendent at the time and
the school board requested that the Florida Association of District School Superintendents (FADSS)
conduct a review of the district with special emphasis on the organizational conditions that had
contributed to the financial emergency. The report that was issued included recommendations for the
district to ensure organizational efficiency and financial stability in the future in the areas of
organizational alignment and management practices. The report also included strategies for economic
recovery.
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The current Superintendent was elected in November 2000. Upon taking office, the new administration
established its executive team with a new Assistant Superintendent for Business and Support Services,
hired from outside the district, and an Assistant Superintendent for Curriculum and Instruction, hired
from within the organization. Additionally, the new superintendent created the position of Assistant
Superintendent for School Administration and Human Resource Services, which was filled with an
individual from within the district.

Upon taking office, the new superintendent began restructuring the district, drafting a recovery plan and
establishing a Leadership Team comprised of the superintendent, the three assistant superintendents and
principals representing the elementary, middle, and high schools. The main purpose of the Leadership
Team is to assume responsibility for three major management activities which would

» develop comprehensive planning for the school district,
» provide executive oversight for the district, and
» coordinate of district wide service delivery.

Since its inception, the Leadership Team has been very aggressive and is making significant efforts to
improve in many areas such as streamlining the organizational structure and aligning the personnel
allocation formula. In November 2000, the board approved the concept an economic recovery plan and in
March of 2001 it approved its continuation. * At the time of this review, the district had adopted many of
the recommendations made by OPPAGA and FADSS studies, including increasing the fund balance to an
acceptable level.

The district, by national standards, is a large public school system. The demographics of the district are
diverse of the district and considerably impacted by growth. The district’s central office is located in the
city Tavares, approximately 38 miles northwest of Orlando. Also in Tavares and in the vicinity of the
central offices are the Maintenance and the Management and Information Services (MIS) departments,
each one of these in its own office building. Other administrative offices such as the Learning Resource
and the office of Student Services are located in Howey-in-the-Hills, a city approximately 9 miles
southwest of Tavares.

To run the operation, the district employs over 3,400 persons of which approximately 1,800 are
instructional staff. As of April 2001, the Lake County School District served 29,217 students of which

e 14,309 are elementary students;

* 6,851 are middle school students;

e 7,458 are high school students; and

« 599 are other types of students such as the ones receiving alternative education.

To deliver educational services, the district operates 23 elementary, 9 middle, 7 high schools and 8 other
educational facilities.

The district has a five-member board elected for four-year terms. The board has regularly scheduled
meetings twice each month and meets frequently in workshop sessions. All district legal matters currently
are handled by outside independent counsel. Exhibit 3-5 shows the organizational structure approved in
January 2001.

! The concept of Economic Recovery Plan was introduced by FADDS in its October 2000 report and provides specific
strategies to enhance efficiency and strengthen the district’s financial status.
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For Fiscal Year 2000-01, the district had an operating budget of over $156.2 million dollars. Exhibit 3-3
shows the comparison of the district and its peer districts based on their budgets. The per pupil
expenditures for the major educational programs (i.e., Vocational, Exceptional, At-Risk and Regular)in
the district were in line with the peer districts for the year 1999-2000, as shown in Exhibit 3-4.

Additionally, the operating costs (per student cost for school operations) of the district were comparable to
that of for the year 1999-2000, also shown in Exhibit 3-4.

Exhibit 3-3
Lake County’s Total Operating Budget Was Comparable to That of Peers
For Year 1999-2000

Fund Sources Total

Fund Operating Total Student
District Federal State Local Balance Budget Membership
Lake $ 70,000 $91,928,979  $48,039,176  $ 6,026,421 $146,064,576 28,544
Alachua 1,112,000 102,462,608 40,340,686 12,831,428 156,746,722 29,906
Charlotte 685,702 36,509,690 46,174,316 4,751,488 88,121,196 16,753
Okaloosa 3,384,019 97,821,038 47,199,968 15,477,685 163,882,709 30,248
Osceola 200,000 100,853,438 51,463,660 11,412,266 163,929,364 31,877
St. Johns 104,713 51,571,453 48,329,828 0 100,005,994 19,046
Santa Rosa $ 250,000 $76,530,780  $26,193543  $14,174,173 $117,148,496 22.226

Source: Department of Education. Office of Funding and Financial Reporting.

Exhibit 3-4

The Per Pupil Expenditures For the Major Educational Programs and the
Operational Costs in Lake County Were in Line With the Peer Districts
For the Year 1999-2000

Per Pupil Expenditures Operating
District Exceptional ($)|Regular ($) At-Risk ($) Vocational ($)| Costs ($)
Lake 6,411 3,813 6,004 4,484 4,363
Alachua 6,416 4,252 6,161 4,635 4,834
Charlotte 7,257 4,056 7,573 4,381 4,749
Okaloosa 6,482 4,227 7,717 4,865 4,679
Osceola 7,094 3,916 3,619 3,695 4,379
St. Johns 7,088 4,054 4,352 3,951 4,592
Santa Rosa 6,510 3,710 3,921 4,514 4,295
Average Without Lake County 6,808 4,036 5,557 4,340 4,588

! Operating costs defined as the per-student cost for school operations, shown in dollar amount.

Source: Department of Education. School Indicators Report 1999-2000.
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Exhibit 3-5
Lake County School District — Organizational Structure 2001-2002
SCHOOL
BOARD
IN-HOUSE LEGAL COUNSEL LEGAL SERVICES
(CONTRACTED SERVICES)
SUPERINTENDENT
AUDITOR EDUCATION FOUNDATION
EXECUTIVE DIRECTOR
ASSISTANT SUPERINTENDENT SCHOOL PRINCIPALS ASSISTANT SUPERINTENDENT ASSISTANT SUPERINTENDENT
FOR BUSINESS & FOR CURRICULUM & FOR SCHOOL
SUPPORT SERVICES INSTRUCTION ADMINISTRATION & HUMAN
RESOURCE SERVICES
DIRECTOR OF FINANCE NN SUPERVISOR OF EXCEPTIONAL
SUPERVISOR OF PRE-K —12
CURRICULUM & INSTRUCTION STUDENT EDUCATION SR ISOR OF AN
RESOURCE SERVICES
DIRECTOR OF FACILITIES, SUPERVISOR OF FEDERAL COMPENSATORY
MAINTENANCE, WAREHOUSE & 1 SlJPERVég?JT:X_ﬁ%A’:‘Tl()NAL EDUCATION PROGRAMS COORDINATOR OF SAFE
GROUNDS SCHOOLS

SUPERVISOR OF STUDENT SERVICES

COORDINATOR 1
] K-12 VOC'L/TECHNICAL ED.

SUPERVISOR OF FOOD SERVICE

SUPERVISOR OF STAFF DEVELOPMENT &
— INSTRUCTIONAL MEDIA

SUPERVISOR OF TRANSPORTATION H COORDINATOR
POST-SECONDARY/TECH. ED.

SUPERVISOR OF PLANNING & I~
INFORMATION SERVICES

Source. Lake County School District.
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Methodology

ValienteHernandez P.A. used different methods in assessing the district’s performance in relation to the
best practices for management structures. ValienteHernandez P.A. reviewed the self-assessment
instruments completed by seven staff members and conducted interviews and made inquiries of the
Superintendent and Assistant Superintendents, key staff members and the five members of the school
board. ValienteHernandez P.A. also used information collected at a public forum held during the course
of the review. Associated evidence was examined and analyzed. Compliance with rules and regulations
was assessed through revisions of existing policies and procedures and consultation with related
organizations such as the Florida Department of Education and the Florida School Boards Association.
ValienteHernandez P.A. also obtained information from the group of peer districts chosen for this project
(Alachua, Charlotte, Okaloosa, Osceola, St. Johns, and Santa Rosa County school districts). To receive
program input from school administrators and district staff ValienteHernandez P.A. designed and
administered surveys to principals and assistant principals, teachers, and district administrative staff. The
guestions varied from group to group and the survey results have been incorporated in different sections
of this chapter.

Findings and Recommenadations

Relationship Between the Superintendent and the School Board —

Goal A: The district’s school board and Superintendent have established
clearly delineated responsibilities and the policies and practices
they need to effectively manage the district.

1 The interaction between the board and the Superintendent is
supported by clear policies, and significant steps have been taken to
iImprove communications. The district should continue its efforts to
maintain the effectiveness of this working relationship.

The district has a history of poor communications between the board and the Superintendent and staff.
Specifically during the past administration, trust levels were far from optimal and interference with
system functions and related policies was not uncommon. Aware that this situation obstructs adequate
flow of the operations, the new administration is taking major steps to improve the working relationships
between board and staff. For example, the school board and Superintendent have jointly participated in
several programs with the Florida School Boards Association such as the Annual Board Conference and
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the Orientation Conference. Additionally, all school board members have recently agreed and started
training to attain the FSBA Master Board Certification. 2

In essence, the role of the school board is to formulate policy, and the role of the school superintendent is
to carry out policies. The board is responsible for guiding the district’s budgeting, planning, and policy
making. Board policy 2.20 defines responsibilities and authority of the school board. A section of the
policy declares, “ The School Board is responsible for the organization and control of the public schools of
the District and is empowered to determine the policies necessary for the effective operation and the
general improvement of the school system.”

The superintendent is responsible for the daily operations of the district. The policy manual defines the
responsibilities of the superintendent in 3.20. In part the policy states, “ The Superintendent shall be
responsible for the administration of the entire school system as provided by the law, State board of
Education and School Board rules. The Superintendent shall keep the School Board informed regarding
all phases of the District school system.”

To overcome the communication barriers built up in the past, the new administration has given high
priority to streamlining communications and delineating responsibilities as an essential means of gaining
improvements for the school system. The new administration is also striving to make the interaction
between district staff and the board more efficient and effective. Through conversations held with four of
the five school board members, we concluded that in general the board has responded positively to the
superintendent’s efforts and that there exists a highly cooperating atmosphere to work with the
superintendent in reaching common goals.

The District Can Use the Experience of the Board for Improvements

Membership on the Lake County School Board has been rather stable with minimal turnover for over four
years. This characteristic should be utilized at maximum for the organization’s benefit. School board
members are elected every four years. Only one member is serving for the first time. One board member
was elected for the first time almost 20 years ago and is presently serving a third term. Another board
member is also serving a third term after initially being elected 15 years ago and a third board member is
serving a second consecutive term. Exhibit 3-6 shows the length of time board members have served and
their area of expertise.

2 The Master Board Certification is a distinction granted by the Florida School Boards Association (FSBA). The
program is designed for a leadership team (i.e., school board and superintendent) to engage in a formalized
curriculum that develops skills and techniques to create and sustain an effective governance team. Skills and
techniques addressed include consensus building, managing change, team self-evaluation, ethical management,
conflict resolution, listening, and team learning. The program provides leadership teams with an opportunity to
discuss and improve or enhance those important interpersonal issues which are essential to team functioning.
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Exhibit 3-6
Lake County School Board Has Had Minimum Turnover Over the Past
Four Years
Board Board Board Board Board
Member 1 Member 2 Member 3 Member4  Member 5
Year elected  1996-2000 1982-1986 1986-1990 1998-2002 2000-2004
2000-2004 1994-1998 1990-1994
1998-2002 1998-2002
Length of Y year 2 Y5 years 2 Y5 years 2 Y5 years Y2 year
service (current term) (current term)  (current term) (current term)
Profession Insurance Agent  Supervisor of  School Commercial Electrical
Treatment Psychologistand  Real Estate Contractor
Alternative for  Advisor (Broward
Safer County)

Communities
Program for
LifeStream
Behavioral
Center

Source: Lake County Schools.

The New Administration Has Placed Major Emphasis on Improving
Communication Throughout the District

The new administration is making conscious efforts to create a better working climate and to carry out
roles in adherence to policy. There has been a concerted effort by the Leadership Team in conjunction
with the school board, principals, and department heads to improve communication. Since December
2000, the following actions have taken place

» the Superintendent now attends all principal meetings;

» department head meetings are now held regularly;

* regular meetings are held with assistant principals and deans;
« departmental meetings are held regularly;

* the Superintendent meets weekly with her Leadership Team;

* the Superintendent and the Leadership Team meet quarterly with principals in one of five
areas of the school district to provide an area focus and opportunity for more informal
communication;

* the Superintendent meets monthly with her teacher advisory panel;
« the Superintendent meets monthly with her corporate advisory committee.

Additionally, the Superintendent is working to improve communication with the media and is taking
steps to improve communication with the Lake County Board of County Commissioners. Effort is also
under way to secure a district public relations/media person to assist in communicating issues related to
the organization, schools, parents, the media, and the community at large.
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Lack of effective communications between the board and the Superintendent and district staff during
previous administrations was pointed throughout several interviews as a major contributing factor that
made the system inefficient. Survey results confirmed this opinion. A clear example was the manner in
which the staffing formula was repeatedly circumvented and despite the existence of an approved
staffing system, personnel units were granted at both the board and at the district staff level. Both the
OPPAGA report of August 2000 and the FADSS report of October 2000 raised serious concerns in this
regard. By adopting these new practices the district administration attempts to improve its management
practices by ensuring that communication problems are minimized.

Current Perceptions of Effective Management Practices at the District
Staff Level Should Be Addressed

Surveys conducted by ValienteHernandez P.A. in April 2000 disclosed several opportunities for improving
management practices as shown in Exhibit 3-7. Overall, district level employees surveyed did not see
much clarity related to basic management principles such as understanding of the mission, goals and
objectives of the district. Also while they agreed that the policies manual is readily accessible to
employees, they did believe it was being updated properly. There is also a need for more information on
the procedures that support the different operations (refer to Action Plan 3-4, Recommendation 1). Most
of the district employees surveyed (71%) did not view communications within the district as effective;
however, 76% thought the level of communication within their own departments is good.

District level employees’ general perception of management and the need to build more positive attitudes
was also discussed with the Superintendent, assistant superintendents and various administrators.
Overall, the district is aware of the need to address different managerial issues and has started dealing
with them as is the case of the development of a strategic plan or, has made plans to concentrate on them
in the near future as for example, updating standard operating procedures.

An added obstacle to good communication is the manner in which the district's administrative offices are
separated geographically in the district. The main administration building is located at 201 West Burleigh
Boulevard in Tavares, but other departments, such as the Learning Resources Center, Testing and
Evaluation, and Student Services operate out of a building in Howey-in-the-Hills, nine miles from
Tavares. In addition, Information Services is located on Bryan Street in Tavares, and the Facilities
Maintenance and Transportation departments are housed separately on the same property about a mile
from the district administrative office on Burleigh Boulevard. The physical separation of the departments
tends to hinder the flow of communication and make networking among administrators difficult at times.
The required five-year plant survey completed in June 2001 has recommended, pending the availability of
funds, that the long range plans for the district include a building to centralize administrative operations.
The Capital Projects Task Force is in the process of prioritizing all recommended projects.
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Exhibit 3-7
Survey Results Show That District Staff’s Perception of Effective
Management Can Be Improved

SURVEY GROUP Strongly Strongly
(s = sample size; Agree or  Disagree or Don't
n = respondents) Question Agree Disagree Know
District Staff The district’s mission, goals and
(s=45; n=19) objectives are known by all
district staff. 31.3% 62.5% 6.3%
District staff strives to achieve
district's goals and objectives. 46.7% 26.7% 26.7%
Communication is effective
within the school district. 28.6% 71.4% 0.0%

New or revised district policies
and procedures are provided in a

timely manner to all staff. 62.5% 25.0% 12.5%
Procedural manuals are updated

on a continuing basis. 20.0% 20.0% 60.0%
The level of communication is

good within my department. 76.5% 23.5% 0.0%

Source: Surveys conducted by ValienteHernandez P.A. in April 2001.

The District Has Procedures in Place for How Board Members Are to
Contact Staff and for District Staff to Respond to Constituent Inquires

Two school board policies— Grievance procedure for personnel and Complaints against employees—
regulate the steps district employees and other stakeholders should take to execute a complaint. In
addition, the district also has provisions in each of the two existing union contracts regarding grievance
procedures. At board meetings, the district also makes provisions for members of the public to give their
input and voice their opinions.

The current administration has improved the process by which board members contact staff to resolve
constituents’ inquires by routing these through the designated assistant superintendent who acts as a
liaison. The main purpose of this practice is to ensure timely responses to the public and maximize
accountability. When a board member receives a complaint from a parent, district employee or other
community member, he/she generally contacts the Assistant Superintendent for School Administration
and Human Services by phone or in writing if the situation is considered serious. This assistant
superintendent in turn contacts the pertinent staff member to provide the needed answer.

District management has also provided guidelines to the secretaries of the Superintendent and assistant
superintendents to better route complaint phone calls. When a parent contacts the district’s office the
secretaries must sort the calls and as much as possible persuade the parent to contact the respective school
principal in an attempt to resolve the problem at that level. If the problem is not resolved, the Assistant
Superintendent for School Administration and Human Resource Services gets involved. The
Superintendent’s approach however, has been not to interfere with school principals’ authority if at all
possible.
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The District Should Continually Review Committees to Ensure Focus Is
on Key Areas and Committees Remain Effective

Both the board and the district have developed and use a committee system that allows board members to
concentrate on key issues. Dividing the workload into effective committees allows board members to
study and discuss issues in greater depth and creates a positive working relationship between the board
and district staff, fostering trust and confidence among board members. Exhibit 3-8 shows a list of the
committees, councils, leagues, and authorities instituted by the Lake County School District and the
board.

The board should review the effectiveness of the standing committees and their purpose and structure.
Additionally, the board and when appropriate district staff should jointly decide which committees
should include board members in a manner that does not create conflicts of interest or interfere with
staff’'s administrative responsibilities.

Once the possibility of conflicts of interest or administrative interference is determined, each board
member, with the exception of the board chair, could continue to preside over one committee and serve
on two others. Appointments can be rotated so that all board members serve at one time or another on
each committee. The chairman of the board is an official member of all committees. Staff members
support each committee, answering questions, conducting research at the request of the committee, and
providing technical assistance as needed. Such committee structure allows in-depth analysis of issues and
creates mutual trust among board members and for the work of the staff.

Fundamentally, the district should consider creating or maintaining six district-level committees: Finance,
Benefits, Facilities Planning, Technology, Educational Planning and Evaluation, and Policy Making.
There are other committees that could be created and that could help the district’s operation.

Exhibit 3-8
Board and District Committees and Councils as of January 2001

Lake County School Board and/or District Committees/Councils

* Financial Oversight Committee e School District Advisory Council for Vocational-

«  Allocations Committee Technical, Adult & Community Education

+  District Insurance Committee *  Technology Oversight Committee

« Instructional Personnel Performance < District Association of Technology Advisors
Assessment System (IPPAS) Committee (DATA) Committee

«  Human Growth & Development Committee | * Contractor Pre-Qualification Review Committee

«  Human Resource Management ¢ Charter School Review Committee

Development (HRMD) Committee e School Board Policy Revision Committee
+  Recruitment Committee (Harassment Issue)
«  Student Calendar Committee » Student Evidentiary Committee
«  Construction Oversight Committee * Legislative Liaison — State
«  SAFE Committee * Legislative Liaison - National
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County and City Committees, Boards, Leagues, Councils

» Board of County Commissioners of Lake
County (LCBCC)

e Citizen’s Commission for Children

e Lake County Parks and Recreation Advisory
Board

* Value Adjustment Board
* Juvenile Justice County Council
» Lake County League of Cities

» Lake County Prekindergarten Interagency
Council

Industrial Development Authority

Lake County Comprehensive Health Care
Committee

Lake County Environmental Protection
Advisory Board

Lake County Impact Fee Evaluation ad Review
Committee

Local Law Enforcement Block Grant Advisory
Board

Lake County Development Review

Source: Lake County Schools.

Recommenaqations

*  We recommend that the district continue to strengthen the effectiveness of the working
relationship among the school board and the superintendent and staff. A most important
action is to further the mutual understanding and appreciation of the respective authority
and responsibilities of the board as a legisiative body and the Superintendent as the chief
executive officer of the school district. Much of this can be accomplished if the board commits
to complete the training provided by the Master Board Certification procedure. Alternatively,
the Superintendent and her staff should continue to hold periodic retreats and workshops

with the school board as needed.

» In general, we recommend that school district management enharnce organizational
communication to overcome interdepartmental barriers at the district administrative level. A
common method is to practice management by wandering around, which means interfacing
directly with support staff by regularly spending time walking around and talking with them
about a variety of work related issues, finding out directly what is going on. This situation
would be further improved by constructing a central office building in the future that would
bring all the administrative functions to one location.

We further recommend school district management find methods of making communications
within the district more effective and efficient, with the ultimate goal being to maximize the
practicality of communications while maintaining reasonable efficiency in the process. Proper
balance should be found and new communications strategies should constantly be tried.
While a newsletter attached to each paycheck would be a low-cost means of communication,
occasional face-to-face encounters with employees would better ensure that they are being
taken into account and that they clearly understand the organizational goals and objectives.

These actions would also offer district employees a real sense of acknowledgement and
appreciation for their area accomplishments.

We recommend that board and the district review the effectiveness of the standing
committees, their purpose and structure. Fundamentally the district should consider creating
or maintaining six committees. Finance, Benefits, Facilities Planning, Technology, Educational
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Planning and Evaluation, and Policy Making. Additionally, we recommend that the board
and with input from district staff decide which committees should include board members in
a manner that does not create confiicts of interest and interfere with the staff’s administrative
responsibilities.

Once the possibility of conflicts of interest is evaluated, we recommend that each board
member, with the exception of the board chair, continue to preside over one committee and
serve on two others. Appointments can be rotated so that all board members serve at one
time or another on each committee. The chalirman of the board is an official member of all
committees. Each board member, with the exception of the board president, could chair one
committee and serve on two others. Appointments can be rotated so that all board members
serve at one time or another on each committee. Staff members support each committee,
answering questions, conducting research at the request of the committee, and providing
technical assistance as required. Such committee structure allows in-depth analysis of issues
and that board members have a mutual trust for each other and the staff.

Action Plan 3-1 shows the steps needed to implement these recommendations.

Action Plan 3-1
Strengthen Relationships Among the Superintendent, the School Board,
and Staff
Recommendation 1
Strategy Continue to strengthen the effectiveness of the working relations between the

school board and the Superintendent and staff.

Action Needed

Step 1: The school board commits to complete the training provided by the
Master Board Certification procedure.

Step 2: The Superintendent and her staff continue to hold periodic retreats and
workshops with the school board as needed.

Who Is Responsible

Superintendent and staff, and the school board.

Time Frame March 31, 2002

Fiscal Impact This recommendation can be implemented within the existing resources.
Recommendation 2

Strategy Enhance organizational communication to overcome interdepartmental barriers

at the district administrative level.

Action Needed

Step 1: The Leadership Team meets to discuss different practical methods and
strategies for making communications within the district both effective
and efficient. One example is a newsletter attached to each paycheck.

Step 2: The Leadership Team discusses different strategies to promote more
interaction between management and support staff finding out directly
what is going on and to build a more positive attitude among employees
and offer district employees a real sense of acknowledgement and
appreciation for their area accomplishments.

Who Is Responsible

Superintendent and assistant superintendents.

Time Frame

April 30, 2002

3-14
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Fiscal Impact This recommendation can be implemented within the existing resources.

Recommendation 3

Strategy Review the structure of existing committees.

Action Needed Step 1: The Superintendent and staff and the board hold a workshop to review
the standing committees: purpose, duration, justification, makeup, and
inclusiveness of all key areas (Finance, Benefits, Facilities Planning,
Technology, Educational Planning and Evaluation, and Policy Making),

Step 2: The Superintendent and staff jointly decide which committees should

include board members in a manner that does not create conflicts of
interest or interfere with administrative responsibilities.

Step 3: The Superintendent and board solicit input from citizens regarding the
revised list of committees.

Who Is Responsible  Superintendent and school board.
Time Frame April 30, 2002

Fiscal Impact This recommendation can be implemented within the existing resources.

2 The board and superintendent have procedures in place to ensure
that board meetings are efficient and that the process is as effective
as possible.

Board meetings are held two times each month on Monday evenings. Any items to be placed on the
agenda of a regular school board meeting are submitted in writing to the Superintendent at least eight
working days prior to the scheduled meeting and copies are available to interested parties seven days
prior to the meeting. Special meetings and emergency meetings are held any time either by the
Superintendent’s request or upon the initiative of the school board chairperson. In this case, a tentative
agenda is given to board members during the notification. To keep board members informed of
controversial or newsworthy events between board meetings, and depending on the nature, sensitivity,
and confidentiality of the event or situation, one of the Assistant Superintendents or the Superintendent
calls, e-mails or faxes information immediately to all board members.

Board Meetings Make Effective Use of Public and Staff Time

One of the recent accomplishments of the district related to board meetings has been to significantly
reduce the length of the meetings from four to five hours to a current average of less than two hours.
Reasons for this have been the efforts to provide as much supporting documentation to board members
with ample time for them to get acquainted with the different items. When asked whether the
superintendent structures board meetings to make effective use of staff and the public's time, all the board
members agreed and 75% of the parents agreed that school board meetings are scheduled at a time and
place convenient to the public.
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Procedures to Prepare the Board Agenda Have Been Improved

The new administration gives much importance to providing the board with materials that help them
make the best informed decision. The procedures related to board meeting preparation are continually
being improved. An analysis of background materials provided to board members before meetings
revealed that these materials are sufficient, in most cases, for the board to make informed decisions.
Board agenda packets are sent to the board five working days before the board meeting. When an item
for discussion comes up at the last minute, the information is either faxed or e-mailed to the board
members.

The agenda packet has been improved by adding a cover page to each agenda item summarizing the
issues. The cover page provides details on each staff recommendation for board action, including
background, alternatives considered, recommendation and rationale of the recommendation, impact
statement of the recommendation, and the source(s) of the information.

As shown in Exhibit 3-9, taken together the April 2001 survey responses show that most of the board
members perceive the process as being effective. One change the district could consider making is the
procedure by which board members and superintendent keep each other informed on controversial
issues for administrations to come. Currently, there communication is excellent and the Superintendent
and board members keep each other informed of controversial issues via telephone, fax or e-mail. A best
practice however, would be that the board and superintendent develop plans for effectively dealing with
controversial issues. Such plans would entail that the Superintendent and the board specifically delineate
who is responsible for communicating with the board and what timelines are to occur in communicating
the problem issues to the board members. Formalizing the procedure and reducing it to writing will help
avoid any breakdown in communications, enable effective resolution of conflicts and improve
accountability.
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Exhibit 3-9
Board Members Are Generally Satisfied With District’s Support in
Preparation For Board Meetings

SURVEY GROUP Strongly Strongly
(N = Pop. size; Agree or Disagreeor Don't
n = respondents) Question Agree Disagree Know
School Board The superintendent requires staff
(N=5; n=4) to provide the board clearly

written executive summaries of

board agenda items that are

consistent with district goals,

objectives, and the budget. 75.0% 25.0% 0.0%
The board receives the agenda

materials in ample time before the

board meeting. 66.7% 33.3% 0.0%
A clear procedure is in place for the

board and superintendent to keep

each other informed of

controversial agenda issues. 66.7% 33.3% 0.0%
The school board pulls items from

its consent agenda for discussion

and public comment when

requested to do so by members of

the public. 75.0% 0.0% 25.0%

Source: Surveys conducted by ValienteHernandez P.A. in April 2001.

A District Master Calendar Has Been Drafted for the First Time
In Many Years

The district has prepared a master planning calendar that shows the dates of 84 major events. The
calendar has been produced with the input of key individuals from areas such as finances and
information technology, and it is still in a draft stage. According to the Assistant Superintendent for
School Administration and Human Services the calendar will soon be posted in locations where it can be
readily accessible by all district and school level administrative staff. In the near future, the calendar will
be made available on line in the intranet so it can be viewed and even updated by key personnel. This
calendar will help ensure that all important deadlines are met.

Recommenaations

»  We recommend that the planning calendar be finalized and made available on-line as soon as
possible. Staff must ensure that the calendar contains dates of major events, contract
expirations, and dates the board needs to take action to meet different legal requirements.
Furthermore, the district should use the calendar information to ensure that matters are
placed on the agenda in a timely manner.

. We recommend that all board members establish electronic addresses.

ValienteHernandez P.A. 3-17



Management Structures
Action Plan 3-2 shows the steps needed to implement these recommendations.

Action Plan 3-2
Efficient and Effective Board Meetings

Recommendation 1

Strategy Finalize the planning calendar and make it available on-line as soon as possible.

Action Needed Step 1: The Assistant Superintendent for School Administration and Human
Resources produces the final version of the planning calendar to include
dates of major events, contract expirations, and dates the board needs to
take action to meet different legal requirements.

Step 2: The Assistant Superintendent for School Administration and Human
Resource Services and the MIS Supervisor meet to discuss requirements
for making the calendar available on-line. They also discuss the
possibility of allowing authorized staff to update and/or modify the
calendar.

Who Is Responsible  The Assistant Superintendent for School Administration and Human Resources
and the MIS Supervisor.

Time Frame May 31, 2002

Fiscal Impact This recommendation can be implemented within the existing resources.
Recommendation 2

Strategy All school board members establish an electronic address.

Action Needed Step 1: The Superintendent sends a communication to board members to

establish an electronic address.
Step 2: Board members create an electronic address.

Who Is Responsible  Superintendent and school board members.
Time Frame May 31, 2001

Fiscal Impact This recommendation can be implemented within the existing resources.

3 The board and Superintendent have established written policies
that are updated regularly. In the area of procedures however, the
district has been less thorough.

The district’s policies are generally easy to understand and cover expected areas. The policy manual has
had at least three revisions since the early 1980’s. There is a master-copy kept by the Assistant
Superintendent for School Administration and Human Resource Services, and there is also a tracing chart
available to users to cross-reference the old policies as contained in the policy manual of 1991 and the new
policies in the policy manual of 1998. All board members, assistant superintendents, department heads
and school principals have a copy of the policies manual. The district maintains an Inventory Control List
of the policy books with a control sheet for the receipt of the book that each employee has to sign. The
district has also recently made available the policies in their intranet. As shown in Exhibit 3-10, all board
members affirm that the policies are available to all district staff members.
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Two events originate changes in board policies. After each annual session of the Florida Legislature, any
modifications or new laws that affect education are communicated to the district by a consulting firm
hired for that purpose. This firm keeps a compete copy of the district’s policies manual and if a change is
necessary, they draft the new or modified policy for the district. The Superintendent and staff review the
drafted policy and then present a written proposal to the board for approval including an explanation of
the amendment or the new policy. Individual departments within the district can also initiate a change in
policies that are within their jurisdiction or that affect the area’s operations.

In both cases, the revisions, updates or inclusion of new policies abides by a comprehensive board policy.
After the board approves the change or addition of new policy, there is also an internal procedure by
which the new or updated policies are formally distributed throughout the district.

Exhibit 3-10

Board Members Agree That Policy Books Are Accessible to District Staff
SURVEY GROUP Strongly Strongly

(N = Pop. size; Agree or  Disagree or

n = respondents) Question Agree Disagree  Don't Know
School Board The district's policies and

(N=5; n=4) procedures handbook is accessible

to all district staff. 100.0% 0.0% 0.0%

Source: Surveys conducted by ValienteHernandez P.A. in April 2001.

On-Line Policies Should Be Updated and Procedures Should Be Revised,
Expanded and Cross-Referenced to Policies

The district does not have formal written procedures for certain important operation areas and the
district’s policies are not cross-referenced to the appropriate administrative guidelines and departmental
procedures. During the past administration there were initiatives to resolve this issue. All department
heads were requested to draft procedures and/or to update the ones in place. This step was successful but
the process was not completed due to changes in the administration. Currently, the district has planned to
hire a consultant by late September 2001 who will be responsible for compiling the operating procedures
in a standardized format.

The district has several procedures manuals that are up-to-date, widely known, and used routinely by
district and school-based staff. Assistant Superintendents and school principals, for example, regularly
refer to recently updated manuals such as the Pupil Progression Plan. However, the district does not
have written procedures in several other very important areas. Most notably is the lack of procedures in
the area of financial management. Without clear procedures that communicate precise guidelines to
employees’ actions for handling different situations, it is very difficult for the district to guide behavior
and less likely to persuade employees to act uniformly on important daily matters.

The original Standard Operating Procedures manual was written in 1987. After 1987 many procedures
manuals were produced independently with no relationship with the original manual. An effort was
made during the last administration by which all department heads were required to update and
complete all the procedures manuals existent in their areas and to describe the procedures linkage to
board policy.
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Over different conversations with staff from several operational areas, they manifested that procedures do
not exist or in some instances, that they needed to be updated. In other cases, general procedures are
taken from the board policies but detailed steps are nonexistent and also, key functions lack procedures
because they are not specifically defined within the context of a department. ValienteHernandez P.A.
took inventory of procedures manual by functional area in the district. We observed that important
functions lack detailed, complete and up-to-date procedures including among many others, financial
accounting, risk management, purchasing, cash/debt management, auditing, FTE reporting, school
improvement, program research and evaluation, facilities planning and development, grounds and
warehouse maintenance, etc.

The accessibility to the policies manual through the district’s intranet is now a great advantage. Not only
does it provide greater and easier access to policies, but also it ensures that the policies used by employees
are the most up-to-date versions. When policy manuals are kept as hard copies, rather than on-line, every
update must be copied, distributed and inserted. This is not only time-consuming, but it increases the
likelihood that updates will not be made in the manual and that people will refer to out-of-date policies.

Existing Duplicative Job Classifications Need To Be Eliminated

The district has a procedure to regularly review and update job descriptions. The purpose of such a
procedure is to guarantee that job responsibilities are updated at all times to enhance job performance
and accountability.

As a result of efforts made in April of 2001 by the Assistant Superintendent of Administrative Services and
Human Resources, job descriptions have been somewhat analyzed and organized. Duplications however,
still exist. For example, the Clerical Assistant II—ESE, Clerical Assistant II—Staff Development/Media and
the Clerical Assistant Il—Testing are essentially the same job descriptions except that the position is
assigned under different areas.

Job descriptions should be reviewed systematically in conjunction with employee performance
evaluations to ensure their accuracy. ldeally, this would take place regularly. If a review finds that the job
description is accurate and responsibilities have not changed, there is no need to revise the job
description. If changes are noticed, the job description should be changed accordingly. Accurate job
descriptions are helpful not only in clarifying expectations and responsibilities for current employees, but
they also make it easier for an organization to determine the need to hire new employees.

When creating a new position, the district should evaluate whether there is already a job description that
in essence reflects the responsibilities of the new position. This will avoid unnecessary work and reduce
the number of job descriptions needed. A current example of this situation is the existence of four
different job descriptions for the position of secretary, where basically the only difference is that they
work for different departments.

Recommenaations

»  We recommend that the district revise the Inventory Control List of the policy book and
update as necessary. Additionally, we recommend that the tracing chart that links the old
and new policies be made available on-line.

»  We recommend the district continue with its plans to hire a consultant to develop and/or
update operating manuals for all areas. Part of the compilation process should include cross-
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referencing the district’s procedures to the originating board policy. As a step prior to the
compilation, the district has to ensure that areas such as financial accounting, risk
management, purchasing, cash/debt management, auditing, FTE reporting, school
improvement, program research and evaluation, facilities planning and development,
grounds and warehouse maintenance, develop standard operating procedures.

To the extent possible, these procedures should also be made available on-line on both the
intranet and the world-wide web for the benefit of all stakeholders. As long as individuals
can access procedures through the computer, updates can be made without having to
distribute hard copies throughout the district.

»  We recommend the district conduct a comprehensive review of the existing job descriptions
and collapse those duplicated onto single job descriptions.

Action Plan 3-3 shows the steps needed to implement these recommendations.

Action Plan 3-3

Develop And Update Operating Procedures

Recommendation 1

Strategy

Revise the Inventory Control List of the policy book and update as necessary.
Make the tracing chart that links the old and new policies available on-line.

Action Needed

Step 1: The Assistant Superintendent for School Administration and Human
Services revises and updates the inventory of policy books distributed
throughout the district.

Step 2: The Assistant Superintendent for School Administration and Human
Services and the MIS Supervisor discuss the requirements to make the
tracing chart that links the old and new policies available on-line.

Who Is Responsible

Assistant Superintendent for School Administration and Human Resource
Services and MIS department.

Time Frame

August 31, 2002

Fiscal Impact

Can be attained within existing resources.

ValienteHernandez P.A.
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Recommendation 2

Strategy

The district hires a consultant to develop and/or update, and standardize
procedure manuals for all functional areas.

Action Needed

Step 1: The Assistant Superintendent for School Administration and Human
Resource Services meets with the consultant and the supervisor of each
functional area to identify all activities conducted by the department to
develop a complete list of what procedures are needed.

Step 2: The consultant reviews all documentation of procedures that exist
(including those in memo format, old procedures manuals, handbooks,
draft format, etc). In some cases, procedures may be sufficient in their
current format. In other cases, they can serve as a basis that can be
refined.

Step 3: The consultant develops missing procedures with input from those
department members most familiar with the process in question. Areas
that currently do not have detailed procedures are financial accounting,
risk management, purchasing, cash/debt management, auditing, FTE
reporting, school improvement, program research and evaluation,
facilities planning and development, grounds and warehouse
maintenance.

Step 4: The consultant compiles the results of the revisions of the operating
procedures as well as the newly developed procedures into a
standardized format.

Step 5: The assistant superintendent assures the consultant cross-references the
operating procedures to the originating board

Step 6: The MIS department makes the procedures available on-line on both
the intranet and the word wide web for all stakeholders’ benefit.

Step 7: The procedure manual should be updated as procedures change and
reviewed annually to ensure the information in it is current and
complete.

Who Is Responsible

Assistant Superintendent for School Administration and Human Resource
Services, MIS Supervisor, and all other department supervisors and directors.

Time Frame

June 30, 2002

Fiscal Impact

This recommendation can be implemented within existing resources. The
district has already budgeted funds for the consultant.
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Recommendation 3

Strategy District develops a process for reviewing job descriptions on an regular basis as
part of its performance evaluation process.
Action Needed Step 8: The Assistant Superintendent for School Administration and Human

Services and the Human Resources supervisor develop and document a
procedure for reviewing job descriptions as part of the evaluation
process.

Step 9: The Human Resource supervisor should train all directors, principals,
and other managers in how to incorporate the job description review
into the evaluation process.

Who Is Responsible  Assistant Superintendent for School Administration and Human Resource
Services, the Human Resource supervisor, all directors, principals, and other

managers.
Time Frame May 31, 2002
Fiscal Impact This recommendation can be implemented within existing resources.

4 The district routinely obtains legal services to gain advice on policy
and to reduce the risk of lawsuits. The district also takes steps to
ensure that its legal costs are reasonable.

The district’s legal structure has changed over the last several years. From 1998 to 2000, the district had a
staff attorney who reported to the Assistant Superintendent for Business and Support Services, in
addition to using outside legal counsel. The staff attorney position was eliminated in 2000 and since then
all the legal matters of the district have been handled by outside counsel.

In January 2001 the school board decided to seek an in-house attorney to handle the legal matters of the
district. The individual filling this position would report to both the board and the Superintendent. A job
description was subsequently developed and approved by the board, the position was advertised, but has
not been filled.

The district does not produce a report that categorizes the types of legal actions, but this can be delineated
using the billing from the contracted law firm. The contracted law firm also tracks legal deadlines.
According to the Superintendent, at such time as in-house counsel comes on board, that office will devise
an internal tracking system. The Superintendent has been in touch with the in-house counsel from a
neighboring school district, and has obtained samples of tracking systems as it relates to costs and legal
deadlines, to implement at a later time.

The Number of Lawsuits Has Been Minimal for the Last Two Years and
District’s Legal Costs Are Reasonable

According to the Superintendent and the opinion of the current contracted law firm, over the past two
years there have been two lawsuits of any significance. The first of these is the Roseborough litigation,
which was a result of the board’s decision to demolish an old elementary school. Various administrative,
circuit court and appellate cases arose in that matter. The second lawsuit was a result of a
Superintendent/school board conflict, which arose during the previous administration. During the
summer of 2000, the previous Superintendent sued the board over the board’s refusal to accept his
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recommendation on certain principal transfers within the district. The matter was resolved within a week
of filing and the associated costs for the Superintendent/school board conflict were $6,849. The associated
costs for the Roseborough matter was $21,584 dollars.

Although legal cost are dependent on many variables which makes conclusions based on comparison
with other districts difficult, as reflected in Exhibit 3-11, the legal costs of the Lake County School District
are line in with those of its peers. On a monthly basis, legal costs are reviewed by both the by Assistant
Superintendent for Business and Support and the Assistant Superintendent for Administrative Services.
Each year in January and according to policy, the school board has conducted an evaluation of the legal
services to determine whether or not legal counsel should be retained for an additional year based on the
recommendation of the Superintendent, information provided to them at that time by the Assistant
Superintendent for Business and Support, and the school board’s experience and interaction with
counsel.

Exhibit 3-11
Legal Costs of the Lake County School District Are Reasonable When
Compared Against Peers

Amount Paid

District 1998-99 1999-2000 2000-01

Lake $97,641 $160,348 $137,019
Alachua Not Available Not Available Not Available
Charlotte 159,960 114,046 148,576
Okaloosa 116,057 119,085 163,361
Osceola 722,915 670,203 827,304
St. Johns 336,738 228,057 165,380
Santa Rosa $57,828 $66,155 $40,666

Source: ValienteHernandez P.A. Telephone Survey May-June 2001.

An In-House Attorney Responding to Both the Board and
Superintendent May Cause Controversy

Because Lake County School District has an elected school board and an elected Superintendent, it is
likely that the in house attorney the district is planning to hire will experience encounters of conflict of
interest when attempting to serve both entities. There will be times when the school board and the
Superintendent may disagree on various legal issues and as separately elected constitutionally entities will
require legal counsel. In these cases the in house attorney will not be able to serve both parties as he/she
is designated to do in the job description. In cases where employee or student discipline matters are
appealed to the school board, the attorney will be in conflict when attempting to serve as parliamentarian
advising the school board when at the same time he/she had advised the Superintendent and/or staff in
administering the discipline. If the in house attorney serves as chief negotiator for the school district and
counsel for the administrative staff, he/she will also be in conflict when labor disputes are brought before
the board for resolution.

Since April 2001, the Lake County School District has been in the process of advertising and interviewing
for an in-house attorney. The job description for the in-house counsel requires that the attorney shall
provide direct, full-time, proactive legal counsel to the school board and the Superintendent. Another
essential function of this attorney would be to act as the chief negotiator for the district’s collective
bargain.
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The following are several of the various duties assigned to counsel that because of their nature, may be of
conflict in a position that reports to both the Superintendent and the board

e serve as parliamentarian at school board meetings;

» represent the school board in administrative hearings, civil constitutional, and student
discipline matters;

» coordinate work performed by outside counsel;
« serve as chief negotiator for the school district; and
e serve as a source of informal, preventative legal counseling for administrative staff.

As of August 2001, the district has been unable to find a candidate that fits the profile and therefore
decided not to pursue hiring an in-house attorney. Instead, the board approved re-directing the budget
to hire an Employee Relations position under the purview of the Assistant Superintendent for School
Administration and Human Resources. Such a title used to exist in the district until November 2000 when
the person that used to hold that position was promoted to Assistant Superintendent for School
Administration and Human Resources but retained the responsibilities of the chief negotiator.

Hiring an Employee Relations supervisor will help improve management by avoiding this responsibility
falling back and overburdening the Assistant Superintendent for School Administration and Human
Resource Services who was in charge of collective bargaining before assuming the latter position. The
individual in the Employee Relations position will be responsible for the collective bargaining function,
labor contract administration and maintenance, and grievance procedures.

As shown in Exhibit 3-12, the chief negotiator can be someone from areas different than Human
Resources. The Lake County district has to decide who will play that role, whether the new Employee
Relations staff member or another administrator.

Exhibit 3-12
In Four out of Six Peer Districts the Chief Negotiator Role Is
Played by a District Administrator

District Chief Negotiator Function

Lake Assistant Superintendent for School Administration and Human Resource Services
Alachua Information not available to the consultant

Charlotte Contracted consultant

Okaloosa Chief Human Resource Officer

Osceola Associate Superintendent for School Services

St. Johns Executive Director of Facilities and Operations

Santa Rosa Contracted consultant

Source: Florida Association of Telephone interview conducted by ValienteHernandez P.A. June 2001.

Per the Superintendent’s recommendation, the board also decided to continue to contract outside counsel
to handle all the district’s legal needs. According to the Superintendent, legal services being render by the
outside firm are satisfactory and costs reasonable.

To minimize the legal conflict, should the district reconsider whether to create the position of in-house

attorney, they should strongly consider that this individual report directly to the Superintendent. The in-
house attorney can certainly handle most of the designated duties outlined in the existing job description,
however, we recommend that he/she should be removed from being in conflict of interest by serving both
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the school board and the Superintendent. When the in-house attorney does not have the necessary
expertise to represent the superintendent on certain matters (such as constitutional or civil rights cases)
the attorney shall recommend that the district enter into contract with outside counsel. The school board
should have an independent counsel on retainer to represent it at school board meetings, disciplinary
hearings, and contract disputes brought by the teacher union or employees. When the school board’s
independent counsel does not have the expertise to represent the school board on certain specific matter,
he/she should also use a contract attorney to represent the board.

Organizational Structure, Staffing Levels and Use of Resources —

Goal B: The district regularly assesses its organizational structure, staffing
levels, and use of resources to ensure that it is operating efficiently
and responsibly.

5 The district’s organizational structure has clearly defined units and
lines of authority at the higher level. However, organizational
charts at the departmental level need to be updated and distributed
throughout the organization.

The District’s Organizational Structures at the Departmental Level Need
to Be Updated and Expanded to Include Functional Perspective

The district’s organizational structure at the highest levels presents clearly defined units and lines of
authority. The district however, needs to update and define the lines of authority more clearly at the
departmental level.

The district has, through numerous restructurings in the past decade, evolved a central office
organizational structure. As mentioned in the background part of this chapter, the district started a new
administrative period in November 2000 and with it, the organizational structure is being modified and
realigned to be more dynamic and responsive to school needs.

In November 2000, the board approved modifications at the highest levels of the organization that
included the creation of the position of Assistant Superintendent for School Administration and Human
Resource Services. According to the superintendent, other changes are anticipated in the near future as
the district implements recommendations made by the FADDS study of October 2000. The organizational
structure approved in February 2001 is shown in Exhibit 3-5.

At the highest levels, the most recently approved organizational chart of the district (February 2001)
accurately reflects organizational structures, reporting relationships, and spans of control. However,
perhaps due to the shifting nature of district structure, some departments have not developed
organizational charts. For this reason staff members expressed lack of clarity with respect to their
reporting relationships. Examples are the Testing and the Pupil Accounting functions. Also, cafeteria
managers interviewed were at times unsure if they report to the school principal or the Food Services
supervisor.
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The Span of Control Under the Superintendent Is Too Large to Allow
Effective Management

While a reasonable span of control is considered to be 1 to 7, there are 47 persons that report directly to
the superintendent in Lake County. * The newly approved organizational structure establishes that
school principals report directly to the superintendent, which is noteworthy, and can be an excellent
measure to get first hand information on the condition of the district. It may, however, cause great
interference to effective management. Therefore, this part of the structure must be continually monitored
to determine whether it is being effective.

The purpose of having the 42 school principals reporting directly to the Superintendent is to allow the
new administration to develop a strong presence and help the superintendent gain first hand information
regarding the instructional leadership skills of building principals, the condition of the district, the quality
of district office decisions, and the district office support of and impact on the local schools. According to
the Superintendent this structure is the best way for her and the new administrative team to gauge the
pulse of the district.

In addition to the Superintendent having direct input with the school principals, the assistant
superintendents also assist principals with the areas they oversee. This is done because the
Superintendent does not have the time needed to address all the principals’ needs appropriately. The
evaluations of principals are carried out by the Superintendent and co-evaluated by the assistant
superintendents.

The Assistant Superintendent for School Administration and Human Services handles the day-to-day
functions of all principals. The Assistant Superintendent for Curriculum and Instruction assists in
handling complaints regarding elementary school discipline and addresses all curriculum issues at the
schools. When a major issue arises, the assistant superintendent involved and the principal meet with the
Superintendent to discuss and resolve the issue. The current structure will continue for another year after
which time it will be evaluated.

In an effort to reduce the Superintendent’s span of control to a more reasonable ratio, the supervision of
principals has recently been split among the three assistant superintendents with each having about 12
principals in the same geographic location. We recommend the district continue to monitor this
arrangement to determine whether it meets its purpose effectively.

Exhibit 3-13 shows a comparative analysis of the span of control of the superintendents in the peer
districts. Except for Osceola County, the span of control in the peer districts fluctuates between 5 and 11,
which is significantly lower than in Lake County (1:46).

3 Span of controlis defined as the number of persons reporting directly to a manager. An ideal span of control has not
been established however a span-of-control principle has evolved: There is a limit to the number of people one
manager can effectively supervise, care should be exercised to keep the span of control within manageable limits.
(John R. Schermerhorn, Jr., Management, 5" Edition, 1996.
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Exhibit 3-13
The Span of Control of the Lake County Superintendent Is the Largest
Among the Peer Districts

Superintendents (Span of
Control- by District) Positions Reporting Directly to the Superintendent

Lake (1:46) 3 Assistant Superintendents
42 School Principals
1 Director (Education Foundation)

Alachua (1:11) 2 Deputy Superintendents 1 Supervisor
1 Assistant Superintendent 1 Staff Attorney
3 Directors 1 Internal Auditor
2 Chiefs

Charlotte (1:4) 3 Executive Directors
1 Director

Okaloosa (1:6) 3 Assistant Superintendents
2 Chief Officers
1 Director

Osceola (1:35) 1 Deputy Superintendent 30 School Principals
2 Assistant Superintendents
1 Coordinator (Community Relations)

St. Johns (1:8) 1 Assistant Superintendent 1 Coordinator (Grants/
3 Executive Directors Communications)
2 Directors 1 Clerk

Santa Rosa (1:5) 4 Assistant Superintendents

1 Secretary

Source: Telephone interview conducted by ValienteHernandez, P.A. April — May 2001.

Several Functions Should Be Reviewed and Revised; Other Functions
Should Be Exercised in the Context of a Department

There are certain functions within the district based administrative staff that could benefit from shared
information and decision making, and closer coordination of related activities. The organization currently
has a positional structure where people are organized based on the process or service that is being
provided. This structure is used in some school systems but has several disadvantages as it is not very
flexible and can at times create unhealthy rivalries within departmental units. A functional structure
proposes grouping people with similar skills that perform similar functions. Functionalstructures are
gaining popularity among school districts as they allow efficient use of resources, allow skill development
within functions, help improve coordination and allow better establishment of clear responsibilities.

The FADDS study of October 2000 provided an in-depth analysis of the potential benefits of
organizational realignment that would benefit the district. ValienteHernandez P.A. concurs with these
recommendations and encourages the district to adopt these recommendations in its continuous efforts
for improvement. The following are some functions the district should realign:

e The Pupil Accounting function should continue under the Assistant Superintendent for

School Administration and Human Services (not transferred to the finance department as
recommended by FADDS). Pupil Accounting is an administrative function.
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* The allocation of instructional units to schools should be transferred from the Assistant
Superintendent for Curriculum and Instruction to the Assistant Superintendent of School
Administration and Human Resource.

e The warehousing and distribution of textbooks should be moved from the supervisor of
Media and Staff Development to the warehouse manager.

By organizing in the most efficient manner possible the district ensures that roles and responsibilities are
aligned with the district’s mission and goals

The District Should Create the Office of Program Evaluation and
Accountability

The district does not have a department in charge of program accountability. Generally, educational and
operational programs lack clearly established goals, objectives, performance measures and evaluation
processes that allow information-based assessments of the programs and promote public accountability.
An analysis conducted by ValienteHernandez P.A. showed that four of the six peer districts have a unit or
department specifically responsible for evaluation activities. This issue is the subject of Chapter 4 of this
report in which each component of the performance accountability procedures in place is discussed in
ample detail.

We recommend that the makeup of an office for program accountability in Lake County be composed of
one program manager, the testing coordinator, and one secretary, and estimate that it would cost
approximately $402,900 in salary and benefits over the next five-year period, as illustrated in Chapter 4.
This calculation is based upon the current full-time state average salary of a manager of Research and
Evaluation of $ 75,540 and the average salary for a secretary in Lake County of $19,378. Because we
recommend the office be created by July 2002, there are no costs incurred in the first year. An annual 4%
contractual increased is also considered. Detail of cost calculations, steps for implementation and related
changes are presented in Action Plan 4-1, Chapter 4 of this report.

Many of the District’s Key Senior Employees Will Retire
Within the Next Three Years

Several of the district’'s employees will retire within the next five years and the district is not preparing
other individuals to fill these positions once they are vacant in order to maintain the same level of work
experience. Examples of positions that may become vacant due to retirement are the department heads of
Media/Staff Development, Student Services, Warehouse, Management Information Systems (MIS), and
even the members of the new Leadership Team (Assistant Superintendent for Business and Support
Services, Assistant Superintendent for Curriculum and Instruction, and Assistant Superintendent for
School Administration and Human Resource Services).

Even though changes will more than likely occur within mid-term, the district should take the necessary
steps to start developing candidates from within the organization that are prepared to fill the vacancies
once they come about.

Ideally, the district should be able to prepare these backup positions from within, preferably form the
existing pool of school level administrators. School principals are excellent candidates to occupy school
administrative positions. Alternatively, the district should be in a position such that is able to attract
individuals from outside.
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A comparative analysis conducted by ValienteHernandez P.A. reflects that the current salary structure of
the district may pose a limitation to attracting individuals to fill district level supervisory positions. As
shown in Exhibit 3-14, the average salaries of selected supervisory positions are generally below the
average registered by Lake’s competing peers. This is also true for school principals, where the salary for
high, middle, and elementary school principals are generally below the average registered by competing
school districts.

Furthermore, district-level supervisors expressed that district-level salaries are not competitive enough if
the district were to fill these positions from within because school principals would not be willing to
assume new responsibilities for a lesser salary. In reality, the aforementioned analysis demonstrates that
this scheme is common in Florida and while the district needs to make adjustments to bring district’s
administrative salaries to par, the district should also present this or other similar data to administrators.
This would greatly help the district overcome the prevalent belief that district-level salaries are not very
competitive.

District staff said that the district is exploring the need for a job analysis and compensation study, which
would enable it to determine the extent to which salaries should be increased throughout the district. We
recommend the district conduct this study and in the meantime, the district should identify those
positions that are in most need for an increase in starting salary. The district needs to make adjustments
and raise the base salaries and this will not cost the district anything since the raised starting salaries will
still be less than they pay those individuals who will be retiring. The fiscal impact of this recommendation
is an estimated one-time cost of $75,000 for the study.

Exhibit 3-14
Average Salary of District Level Supervisors and of School Level
Administrators Is Generally Below Those of Competing Districts

Middle Elem.

Voc./Adult Exceptional Student High School School School
District Education Education  Services  Principals  Principals Principals
Lake $67,501 $67,701 $68,201 $71,870 $67,626 $65,419
Marion 75,079 69,304 Not Available 81,185 75,427 70,534
Orange 77,634 61,444 Not Available 80,146 69,904 68,722
Osceola 72,516 64,780 65,962 73,322 66,844 68,012
Pasco 71,220 69,977 68,022 79,584 70,522 65,925
Seminole 76,300 77,658 Not Available 78,155 72,540 67,876
Volusia 77,046 Not Available Not Available 75,811 69,116 63,837
Average Without
Lake County $74,966 $68,633 $66,992 $78,034 $70,726 $67,484
State Average $68,510 $63,687 $67,860 $77,356 $72,205 $70,372

Source: Florida Department of Education, Education Information and Accountability Services. District Level Administrative Staff.
Salaries of Selected Positions. Survey 2 Data, October 9-13, 2000, as of April 3, 2001.

Recommenadations

»  We recommend that the district revise and update the organizational charts and define the
lines of authority more clearly at the departmental level. The organization charts should
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clearly show the responsibilities of each of the district’s organizational units. When two or
more units share responsibility for the same function, the district should develop written
descriptions of the limits of each unit’s authority and responsibility and how the units are to
interact.

*  We recommend that the district continually analyze different alternatives to maintain a
reasonable span of control of upper level managers and at the same time, be able to provide
appropriate support to school principals. The district should monitor the current
arrangement by which the assistant superintendents have split supervision of the principals
among them and determine whether it is efficient and effective.

»  We recommend that the district create an office that concentrates specifically on program
planning, research, evaluation and accountability. We recommend this new office be called
office Program Evaluation and Accountability and its main function will be to fill the
accountability void of the district. This office will be established under the purview of the
Assistant Superintendent for Curriculum and Instruction.

The main functions of this office are
— dlstrict-wide planning,
— Student testing, research, and evaluation,
— district-wide coordination of the School Improvement Plans’ process, *

— assessment and evaluation of educational and operational program effectiveness and
efficiency;

— evaluation of the district’s strategic plan and goals;
— evaluation of the alignment of state, district and program goals and objectives;
— provide support to the school improvement process;

— provide reports to staff and the school board relating to educational and operational
program accountability; and

— provide accountability information to constituents.

The makeup of this office for a district the size of Lake should be a program manager the testing
coordinator and one secretary.

Action Plan 4-1 Recommendation 1 in Chapter 3 of this report presents detailed cost calculations,
related changes, and steps to implement this recommendation.

»  We recommend that the district adopt some of the recommendations made by FADSS in its
in-depth assessment of the organizational alignment of the district. ValienteHernandez P.A.
concurs with most of the recommendations made and encourages the district to adopt these
recommendations. Additionally, we recommend that the district adopt other changes
developed by ValienteHernandez P.A. To this effect we recommend that the district

* The coordination of the School Improvement Plans (SIPs) is currently a function of the Supervisor of PK-12
Curriculum and Instruction. By moving this responsibility under the proposed new office of Program Evaluation and
Accountability, the Supervisor of PK-12 Curriculum and Instruction will be relieved and able to concentrate on other
key managerial functions. The proposal is also justified by other findings of this report where the district needs to
expand and realign the Basic K-12 Education department to be able to provide effective curricular and instructional
support to schools (refer to Chapter 5, Action Plan 5-6, Recommendation 2). According to the supervisor of PK-12
Curriculum and Instruction, activities related to the SIP process can take up to 35% of her time.
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— continue to have the Pupil Accounting function under the Assistant Superintendent for
School Administration and Human Services (not transferred to the Finance department as
recommended by FADSS),

— transfer the allocation of instructional units to schools from the Assistant Superintendent
for Curriculum and Instruction to the Assistant Superintendent of School Administration
and Human Resource; and

— move the warehousing and distribution of textbooks from under the supervisor of Media
and Staff Development to the warehouse manager.

Moreover, we recommend that the district hire a consultant to conduct a job analysis and
compensation studly, which would enable it to determine the extent to which salaries should
be increased throughout the district. Meanwhile, the district should identify those positions
that are in most need for an increase in starting salary. The district needs to make
adjustments and raise the base salaries and this will not cost the district anything since the
raised starting salaries will still be less than they pay those individuals who will be retiring.
The fiscal impact of this recommendation is an estimated one-time cost of $75,000 for the
studly over the next five years.

We recommend that the district take the necessary steps to start developing candidates from
within the organization to be prepared to fill key district-level administrative positions once
they become vacant. Additionally, the district should overcome the prevalent belief that
district level salaries are not very competitive. For this purpose the district should present
administrators with the data in Exhibit 3-14 or other similar data to illustrate that the existing
salary contrast between school principals and district level administrators is not atypical in
Florida.

Action Plan 3-4 shows the steps needed to implement these recommendations.

ValienteHernandez P.A.



Action Plan 3-4

Management Structures

Update Organization Charts, Make Organizational Changes, and Analyze

Salary Levels

Recommendation 1

Strategy

Revise and update organizational charts at the department level describing each
unit’s functions and responsibilities.

Action Needed

Step 1: The superintendent assigns the newly created office of Program
Evaluation and Accountability responsibility for working with the
Human Resource department, assistant superintendents, and
department directors to develop functional organizational charts.

Step 2: The Superintendent and assistant superintendents identify the
functions of each organizational unit and develop a functional
organization chart for each unit.

Step 3: The Superintendent, assistant superintendents, and the Office of
Program Evaluation and Accountability review the functional charts to
ensure that they comply with the district’s strategic plan and clearly
delineate responsibility for implementing state directives and district
initiatives.

Step 4: The Human Resource department reviews, and if necessary revises, the
job descriptions for key positions in each organizational unit to ensure
that they are consistent with identified unit functions.

Step 5: After correcting any inconsistencies, the Superintendent submits the

revised job descriptions and functional organizational charts to the
board for their approval.

Who Is Responsible

Newly created Office of Program Evaluation and Accountability.

Time Frame September 30, 2002
Fiscal Impact Can be attained within existing resources.
Recommendation 2
Strategy Continually analyze different alternatives to maintain a reasonable span of

control of upper level managers and monitor the current arrangement by which
the assistant superintendents have split supervision of the principals among
them and determine whether it is efficient and effective

Action Needed

Step 1: The Superintendent and the Leadership Team assess the effectiveness of
the current arrangement and seek input from a representative group of
principals to determine if appropriate support is being provided.

Step 2: Modifications are made if warranted.

Who Is Responsible

The Superintendent and the Leadership Team.

Time Frame

March 31, 2002

Fiscal Impact

Can be attained within existing resources.

ValienteHernandez P.A.
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Recommendation 3

Strategy

Continue to realign the organizational structure.

Note: The Pupil Accounting function should continue to be under the Assistant
Superintendent for School Administration and Human Services (not transferred
to the Finance department as recommended by FADSS).

Action Needed

Step 1: The Superintendent and the assistant superintendents meet to discuss
the details and approve the following organizational changes:

» Transfer the allocation of instructional units to schools from the
Assistant Superintendent for Curriculum and Instruction to the
Assistant Superintendent of School Administration and Human
Resource.

* Move the warehousing and distribution of textbooks from under
the supervisor of Media and Staff Development to the Warehouse
manager.

Step 2: The team seeks input from the employees involved in each of the
changes to ensure all details are considered.

Step 3: Changes are approved and submitted to the school board for approval.

Step 4: The Human Resource department updates Job descriptions and
organizational charts accordingly.

Who Is Responsible

Superintendent and assistant superintendents, and the Human Resource
department.

Time Frame March 31, 2002
Fiscal Impact Can be attained within existing resources.
Recommendation 4
Strategy Hire a consultant to conduct a job analysis and compensation study. Adjust the

starting salaries for district level positions to be able to attract candidates once
they become vacant.

Action Needed

Step 1: The Assistant Superintendent for School Administration and Human
Resource Services selects a consultant to conduct a job analysis and
compensation study.

Step 2: The Superintendent, the three assistant superintendents, and the
Finance Director review the results of the study and determine the
extent to which salaries could be increased throughout the district.

Step 3: The team identifies those positions that are in most need for an increase
in starting salary. Base salaries are raised for the selected district level
positions. This will not cost the district anything since the raised
starting salaries will still be less than they pay those individuals who will
be retiring.

Step 4: The team submits recommendations to the Superintendent for review
and approval.

Step 5: The Superintendent submits the revised salaries to the board for
approval.

Who Is Responsible

Superintendent and assistant superintendents.

Time Frame

August 31, 2002
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Fiscal Impact One-time cost of $75,000 over the next five years. Adjusting the salaries will not
cost the district since the raised starting salaries for selected district-level
positions will still be less than they pay those individuals who will be retiring.

Recommendation 5

Strategy Start developing candidates from within the organization to fill key district-level
administrative positions once they become vacant.
Action Needed Step 1: The Leadership Team begins observing outstanding principals as

potential candidates to fill district level administrative positions.

Step 2: The Leadership Team compiles a list of individuals occupying key
positions that are close to retiring. The list should include, at minimum,
the department heads of Staff Development/Instructional
Materials/Media, Student Services, Warehouse, Management
Information Systems (MIS), and members of the Leadership Team
(Assistant Superintendent for Business and Support Services, Assistant
Superintendent for Curriculum and Instruction and Assistant
Superintendent for School Administration and Human Resource
Services).

Step 3: At the same time, and after starting salaries of selected positions are
adjusted (see Recommendation 5 above), the Leadership Team presents
administrators with the data in Exhibit 3-14 or other similar data to
illustrate that the existing salary contrast between school principals and
district level administrators is typical in Florida.

Who Is Responsible Leadership Team.

Time Frame March 31, 2002 and ongoing.

Fiscal Impact Can be attained within existing resources.

6 The district’s new administration is making significant efforts to
take its staffing to efficient levels, to improve operating efficiency
and to establish procedures that guarantee these levels are
maintained.

The Lake County School District has reviewed its organizational structure and staffing levels repeatedly in
the last six years, but significant changes have not occurred as a result of these studies. However, the
district has made changes in the organizational structure for a variety of reasons, including budget
shortfalls. As of August 2001, the district considered and approved a staffing plan for position control of
district-level administrators.

School-level staffing in the district is provided through an adopted staffing plan system. Each year the
plan is reviewed by an allocations committee composed of district and school-level staff members and
subsequently the plan is submitted to the school board for approval. The procedure is thorough but due
to general breakdown in the district’s decision-making process during the previous administration, the
procedure was frequently circumvented.
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The new administration since its inception gave priority importance to complying with established
school-based staffing levels, and thus efforts are continually being made to balance the personnel
allocations, reduce overages, and transfer units to schools where growth is justified. As a result, staffing
formulas have been revised and adopted for both school based staff (March 2001) and district level staff
(July 2001). Additionally, any change to the adopted formulas is to be approved by the board and
supported by documentation that validates the need and the availability of funding.

For the year 1999-2000, Lake County’s total full-time administrative staff was 117, composed of 20 district
level administrators and 97 school level administrators. As shown in Exhibit 3-15, compared to its peers
Lake County School District has the lowest number of district level administrators and the highest
number of school level administrators.

Exhibit 3-15

When Compared Against its Peers, Lake County Has the Highest Ratio of
Students to District Level Administrators and the Lowest Ratio of
Students to School Level Administrators

Santa
Lake Alachua Charlotte Okaloosa Osceola St. Johns Rosa

Total Administrative Staff 117 140 75 112 95 132 81
District-Level 20 63 32 48 26 75 22
School-Level 97 77 43 64 69 57 59

Total Student Membership 28,544 29,906 16,753 30,248 31,877 19,046 22,226

Ratio: Total Students to Total

Administrative Staff 244:1 214:1 223:1 270:1 335:1 144:1 274:1

Ratio: Total Students to Total
District Level Administrative
Staff 1,427:1 475:1 524:1 630:1 1,226:1 254:1 1,010:1

Ratio: Total Students to Total
School Level Administrative
Staff 294:1 388:1 390:1 473:1 462:1 334:1 377:1

Note. ValienteHernandez P.A. rounded the calculations of the different ratios to the nearest whole number.

Source: DOE. School Indicators Report (Survey 2 demographic data, October 11-15, 1999, as of January 25, 2000).

The District Has Recently Adopted a Revised Staffing Formula and
Established Effective Controls to Prevent Its Circumvention

Despite the existence of an approved staffing system for schools, the staffing formula was repeatedly
circumvented in the previous administrations. Personnel units were granted at both the board and at the
district staff level outside the existing rules. Staff allocations in school districts are driven by the annual
budgeting process and directly linked to Full Time Equivalent (FTE) calculations. Approving staff units
above the school’s earned allocations has a direct negative impact over the district’s financial condition
because salaries are paid without provisions at the budget level.

Shortly after starting its tenure, the new administration created a Staffing Plan Committee with the

purpose of implementing the staffing plan recommended by FADSS under the scheme of the district’s
Economic Recovery Plan. The committee was comprised of principals, assistant principals, parents, union
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members, a board member and district-level staff. Its main charge was to review the district’s staffing
formula for all school-based staff, and to make adjustments as necessary. The staffing allocation plan was
produced and approved by the school board.

As a result of the detailed revision of the staffing formula conducted in October 2000 by FADSS, it was
found that there were a total of 121.66 staffing units beyond the formula that if reduced, would have
translated into savings of over $4.1 million for the district (see Exhibit 3-16). For the 2001-2002 budgeting
process, several of the reductions recommended in the FADSS study were adopted, others were partially
implemented and others were put on hold until next year.

We strongly recommend that the district continue to emphasize the importance of adhering to its recently
adopted school-based staffing.

Exhibit 3-16
As of October 2000, the District Had a Total of 121.66 Over-Allocated Staff
Units Equivalent to Over $4.1 Million Dollars

School
Level Guidance Instructional  Clerical Other
Positions  Instructors Counselors Aides Staff Custodians Custodians  Nurses

Total

Number of

units

above the

formula 55.78 7.00 19.48 23.77 6.62 1.01 8.00

121.66

Monetary
Impact $2,398,540 $301,000 $311,680 $618,020 $139,020 $21,210 $344,000

$4,133,470

Source: FADSS Report, October 2001.

District Administrative Staffing Levels Are Comparable to Those of Its
Peers and the State Average

Florida Department of Education groups employees in three categories: Administrative, Instructional, and
Support, and each of these categories is further broken down into subcategories. As shown in Exhibit 3-
17, Lake County is close to the state and peer averages when examined at the broad category. For
example, out of the total full-time employees, the district has 3.3% administrators, which is reasonably
close to the peer (3.44%) and state (3.82%) averages. However, as will be verified further in this chapter,
there are significant variations when closer analyses at the subcategory level are made.
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Exhibit 3-17
At the Broad Category Level, District Staff as a Percentage of the Total
Employees Is in Line With the State and Its Peers

Category Total
District Administrative Instructional Support Employees
Lake 3.30% 52.62%) 144.08%] 3,435
Alachua 3.57% 49.97% 46.46% 3,987
Charlotte 3.29% 50.14% 46.57% 1,961
Okaloosa 3.41% 53.97% 42.62% 3,439
Osceola 2.81% 50.76% 46.43% 3,781
St. Johns 6.16% 53.95% 39.89% 2,179
Santa Rosa 3.67% 63.13% 33.20% 2,179
State Average |3.44%| 54.73% 41.83%
Average value without Lake
County [3.82%4 53.65% 42.53%

Source: Full-Time Staff by Activity Assignment. Bureau of Education Information and Accountability Services, Florida Department of
Education (Survey 2 demographic data, October 11-15, 1999, as of January 25, 2000).

Lake County Has Fewer District-Level Administrators Per Student
Than Its Peers

ValienteHernandez P.A. conducted a comparison of Lake County against its peer districts based on
different staffing ratios as reflected in Exhibit 3-18 and generally found that staffing ratios were in most
cases within peer district average. The exception was the number of students per district level
administrator where Lake County registered 1,427 students per district administrator. In comparison,
peer districts ratios of district level administrators to students ranged widely from 1:254 in St. John’s to
1:1,226 in Osceola. In brief, Lake County has

* 1 administrator for every 14 classroom teachers and 1 for every 29 employees;

« 1classroom teacher for every 18 students;

« 1teacher aide for every 5 classroom teachers;

e 1guidance counselor for every 357 students; and

e 1 administrator for every 1,427 students.
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Exhibit 3-18
Staffing Ratios Are Within Peer Average Except for Students to District and
School Level Administrators

District Ratios Lake Alachua Charlotte Okaloosa Osceola St. Johns Santa Rosa

All Administrators to

Classroom Teachers 1:14 1:12 1:11 1:15 1:17 1:15 1:8
All Administrators to

Total Instructional

Personnel 1:16 1:14 1:13 1:17 1:20 1:17 1:9
All Administrators to

Total Staff 1:29 1:28 1:26 1:31 1:40 1:27 1:17
Classroom Teachers !

to Students 1:18 1:17 1:20 1:18 1:19 1:18 1:17
Teachers Aides to

Classroom Teachers 1:4 1:3 1:4 1:3 1:5 15
Guidance to

Students 1:357 1:399 1:493 1:504 1:469 1:473 1:414
School-Level

Administrators to

Students 1:294 1:388 1:390 1:473 1:462 1:334 1:377

District-Level

Administrators to

Students 1:1,427 1:475 1:524 1:630 1:1,226 1:254 1:1,010

1 The classroom teachers group includes classroom teachers such as elementary school teachers, secondary school
teachers, exceptional student education teachers, and other instructional staff. DOE defines other instructional staff
as full-time teachers who cannot be easily classified in the elementary or secondary classroom teacher categories. This
category includes full-time, permanent substitute teachers and adult education instructors.

Note. ValienteHernandez P.A. rounded the calculations of the different ratios to the nearest whole number.
Source: ValienteHernandez P.A. and DOE Profiles of Florida School Districts 1999-2000 (Survey 2 demographic data,
October 11-15, 1999, as of January 25, 2000). Bureau of Education Information and Accountability Services.

A closer look at the makeup of the Administrative category into subcategories reveals that out of the six
peer districts, Lake County has the smallest number of district level staff when this group is compared as a
percent of the total full time employees. In contrast, the school level administrative group is the largest.
The ranking is illustrated in Exhibit 3-17. This fact is further explained by Exhibit 3-19 which shows that
the district has the highest ratio of students to district level administrators (1:1,427) and the lowest ratio of
students to school level administrators (1:294).

This lack of condition of in balanced between district-level and school-based administrators bodies is
greatly explained by two factors. First, the staffing formula has a history of being circumvented to
increase school level staffing units as described earlier in this chapter, and second, the district operates a
number of small schools that results in a need for additional school-level administrative staff, as described
in the next discussion.

ValienteHernandez P.A. 3-39



Management Structures

Over the years the staffing at the district level has been held at a minimum. This appears to have been
greatly influenced by the generalized public perception that school district offices have too many
employees.

Certainly instructional staff is most important in the school business but to operate its infrastructure, a
balanced number of administrators are equally important. A very small district-level administrative staff
will hamper educational success, effective leadership, quality assurance, accountability, and appropriate
decision making. Three separate organizational structure studies carried out between 1995 and 2000 (two
by FADSS and one by Deloitte and Touche) have reached similar conclusions.

In our opinion, the following are the areas where the district would most benefit by adding district level
administrators. The first three bullets are areas the district has already addressed with which we concur;
the last three are based on conclusions made by ValienteHernandez P.A.

» Filling the position for Public Information Officer (board approved in August 2001)
e Filling the position of Grants Writer (board approved in August 2001)
» Filling the position of Employee Relations supervisor (board approved in August 2001)

» Creating an Office of Program Evaluation and Accountability. (See Chapter 4 Action Plan 4-1
Recommendation 1)

* Adding Program Specialists to expand the PK-12 Curriculum and Instruction department.
(See Chapter 5 Action Plan 5-6 Recommendation 2)

» Reinstating the In-Service Trainer Position for TERMS System (See Chapter 6 Action Plan 6-3
Recommendation 1)

» Hiring a Fiscal Assistant to expand the internal accounts auditing function (Chapter 12 Action
Plan 14-3 Recommendation 1)

Exhibit 3-19
Lake County Has the Smallest Percentage of District Level Administrative
Staff and the Largest School Level Administrative Body Among Its Peers

Percentage of Total District Staff

District Lake Alachua Charlotte Okaloosa Osceola St. Johns Santa Rosa
District Level
Administrators ~ [0.6%  1.6% 1.6% 1.4% 0.7% 3.4% 1.0%
School Level
Administrators ~ 2.8%]  1.9% 2.2% 1.9% 1.8% 2.6% 2.7%

Source: ValienteHernandez P.A. and DOE School Indicators Report as of January 2001 (Survey 2 demographic data, October 11-15,
1999, as of January 25, 2000).

Staffing of Small Schools Causes Excessive Overhead Costs

A factor that contributes to the Lake’s rank as the highest school based staffing among its peers, is the fact
that Lake opts to operate small school—schools below 400 students in membership. Staffing necessary to
operate these facilities puts a financial burden over the school system as a whole. Exhibit 3-20 shows the
correlation between the size of the schools—elementary schools—and the respective operating costs. As
shown, the three smallest elementary schools had the highest per student operating costs and even the
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largest of the elementary schools had lower per student operating costs the in the year 1999-2000. ° There
are underlying variables that affect per student operating costs such as the age of the facility as
demonstrated in Exhibit 3-20, there is a string correlation between the size of the school and the per

student operating costs.

If the district decides to continue to operate small schools, it should conduct comprehensive analyses and
come up with different alternatives that could keep the operating costs at reasonable levels. These could
include sharing positions among schools. Alternatively, the district could consolidate and/or close schools.

Exhibit 3-20

Elementary Schools of Less Than 400 Students Had the Highest Per

Student Operating Costs in the Year 1999-2000

Operating Costs ($)

Elementary School  Student Membership Per Student
Roseborough 321 5,947
Rimes 330 7,181
Dabney 393 4,926
Eustis 506 4,494
Astatula 528 4,071
Beverly Shores 589 4,363
Groveland 595 4,746
Clermont 602 4,379
Mascotte 610 4,244
Villages 613 4,120
Cypress Ridge 626 3,620
Tavares 628 4,643
Minneola 652 3,691
Umatilla 662 4,139
Fruitland Park 672 4,244
Triangle 683 4,856
Skeen 696 4,841
Spring Creek 733 N/a
Treadway 762 3,839
Seminole 883 4,021
Lost Lake 905 3,210
Eustis Heights 917 4,583

Source: Florida Department of Education. 1999-2000 Profiles of Florida School Districts (Survey 2 demographic data, October 11-15,

1999, as of January 25, 2000).

Recommenaations

»  We recommend that the district expand the group of district level administrators. The district
has recently approved the creation of several district level administrative positions including

® Operating cost is the per-student cost for school operation.

ValienteHernandez P.A.
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a Public Information Officer, a Supervisor of Employee Relations, a Health and Safety Officer
and a Safety Management Coordinator. These additions will take the district to a more
reasonable level. There are other areas where the district would benefit by adding district
level administrators.

— Create an Office of Program Evaluation and Accountability. Action Plan 4-1
Recommendation 1 in Chapter 4 describes the necessary steps to implement this
recommendation.

— Add Program Specialists to expand the PK-12 Curriculum and Instruction department.
Action Plan 5-6, Recommendation 2 Chapter 5 describes the necessary steps to implement
this recommendation.

— Reinstate the In-Service Trainer Position for TERMS System. Action Plan 6-3
Recommendation 1 Chapter 6 describes the necessary steps to implement this
recommendation.

— Hire a Fiscal Assistant to expand the internal accounts auditing function. Action Plan 14-3
Recommendation 1 Chapter 12 describes the necessary steps to implement this
recommendation.

We recommend that the district conduct a comprehensive assessment of operating costs to
determine whether to continue to operate small schools. Different alternatives should be
evaluated that could keep the operating costs at reasonable levels, sharing positions among
schools for example. Alternatively, the district could consolidate and/or close schools.

We recommend that the district further its efforts to share staff among campuses to reduce
operating costs especially in elementary schools. The district can assign specific teachers to
teach in more than one campus and / or assign teachers to teach one or more sections at a
certain school level. This negates the need for full-time teachers that each campus would
otherwise hire for these positions. The district can also share media specialists and nurses
among several campuses. The district should consider combining services with adjoining
schools or combine staff at elementary, middle and high schools, if necessary.

Action Plan 3-5 shows the steps needed to implement these recommendations.
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Take Steps to Reduce Operating Costs

Recommendation 1

Strategy

Further the assessment of the cost of operating small schools.

Action Needed

Step 1: Establish a task force composed of district administrators, budget staff,
school principals, teachers, parents, and community leaders.

Step 2: Establish the rationale and parameters of the task force.

Step 3: The task force holds public meetings and gathers input from all
stakeholders.

Step 4: Information gathered by the task force is reduced to a preliminary
report.

Step 5: The preliminary report is discussed with the board at a board workshop.
Step 6: Report is finalized and submitted for board approval.

Who Is Responsible

Assistant Superintendent for School Administration and Human Resource and
Assistant Superintendent for Operations.

Time Frame April 30, 2002
Fiscal Impact Can be attained within existing resources.
Recommendation 2
Strategy Further efforts to share staff among campuses to reduce operating costs

especially in elementary schools.

Action Needed

Step 1: The Superintendent, the Assistant Superintendent for Curriculum and
Instruction, and the Assistant Superintendent for School Administration
and Human Resource investigate a variety of ways for the district to
staff schools by sharing staff among schools.

Step 2: A plan is developed for sharing staff positions such as media specialists
and nurses so that more services can be included.

Step 3: The Superintendent and board review and approve the plan.
Step 4: The plan for organizational changes is implemented.
Step 5: The plan is monitored for effectiveness.

Who Is Responsible

The Assistant Superintendent for School Administration and Human Resource
and the Assistant Superintendent for Curriculum and Instruction

Time Frame

May 31, 2002 and ongoing.

Fiscal Impact

This recommendation will result in a positive fiscal impact for the district. The
amount of the additional revenue however, cannot be quantified at this time.

ValienteHernandez P.A.
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7 The Superintendent and school board should continue to refine the
mechanisms by which the district’s financial resources are
monitored.

Overall, the district needs to improve its budget process and the board needs to exercise a more effective
oversight of the district’s financial resources. The board’s oversight role can be improved with training on
school distinct budgeting and finance activity. The district should contribute to the process by presenting
the budget in an easy to understand, friendlier format.

Board Members Strongly Agree That Their Involvement and
Understanding of the Budgetary Process Can Be Improved

Results of the survey completed by board members clearly indicate that overall they could benefit from
better understanding the budgeting process and that their involvement with the budgeting activities
could be more effective. Four out the five board members completed the survey. Of these, three believe
the budget format is not easy to understand. When asked whether budget increases are tied to priorities,
two board members could not provide an answer and the other two strongly disagreed. See Exhibit 3-21
for more detail.

Exhibit 3-21

Summary of Board Members’ Opinions on Budgeting Activities
SURVEY GROUP Strongly Strongly

(N = Pop. Size Agree or  Disagree or Don't
n = respondents) Question Agree Disagree Know
School Board District school board members

(N=5; n=4) receive training in school district

budgeting and financial practices. 25.0% 75.0% 0.0%
The proposed school district

budget is presented to the board in

an easy-to-read, understandable,

and concise format. 0.0% 66.7% 33.3%
The budget clearly establishes

levels of operational and financial

accountability. 33.3% 33.3% 33.3%
Budgets are prepared

commensurate with functional

responsibilities to facilitate effective

budget monitoring at the

program/activity level. 33.3% 33.3% 33.3%
Requests for budget increases are

made in easy-to-read,

understandable, and concise

formats. 66.7% 0.0% 33.3%
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SURVEY GROUP Strongly Strongly
(N = Pop. Size Agree or  Disagree or Don't
n = respondents) Question Agree Disagree Know

Requests for budget increases are

tied to priorities established in the

board's long-term plan for the

district. 0.0% 50.0% 50.0%

The board has in place a procedure

for handling budget reductions and

for implementing such reductions. 25.0% 50.0% 25.0%

The district's long-range audit plans

have been developed in

consultation with the board and

senior management. 50.0% 0.0% 50.0%
Source: Surveys conducted by ValienteHernandez P.A. in April 2001.

The District Has Taken the Necessary Steps to Address
Past Budgetary Problems

The responsibility of the district Superintendent is to prepare and submit an annual budget to the board
whereas the board is responsible for approving the final budget. The special review conducted by
OPPAGA in August 2000 found that the district lacked strategic planning and effective linkages between
district goals and the budget. The report highlighted two key findings. First it states that: “ 7he district
does not have consensus on strategic direction and budget priorities on which to base budget decisions.
Thus, budget decisions are made without agreement on the district’s short-term and long-term goals and
objectives.” The review also found that “officials do not communicate sufficiently with each other during
budget preparation and amendment process. As a result, the budget decisions are made without always
fully considering the financial implications”.

This report was issued one month before the new superintendent was elected. The new administrative
team has responded very energetically to OPPAGA’s findings and since its inception has made
tremendous efforts to improve. Please refer to Action Plan 3-8 and related discussions for further
explanation.

The district has taken several actions in the areas of financial planning and budgeting.

» The Finance department is developing an easier to understand budget format.

* The accounting and budgetary system has been significantly revised to allow for proper
accountability aligned with line responsibility to the lowest levels of management. As a
result, departments have input in developing their budgets and supervisors are accountable
for their expenditures.

« Board members are involved in the process.

* AFinancial Oversight Committee has been established.
»  Staff allocation formula has been revised.

* Long term strategic plan is under way.

e Plan will link goals to district budget.
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The Board Needs to Participate in More Budget Training

Board members expressed that the amount of budget training they have received could be increased. The
district does not have an established training program. Board members generally obtain training through
the Florida School Boards Association (FSBA) Master Board Training program as shown in Exhibit 3-22.
However, the Master Board curriculum does not include specific training in district budgeting or
educational funding unless districts specifically request for on-site assistance.

The board could improve its oversight of district resources with training on school district budgeting and
finance, through workshops organized by the district’s finance department in conjunction with FSBA that
has that the ability to provide specific training on oversight of the district’s financial resources. Exhibit 3-
22 shows FSBA training undergone by board members and the Superintendent for the respective years
they have been in office.

Exhibit 3-22
Board Members Have Obtained Reasonable Training During
Their Tenures

Board Board Board Board Board Spdt. of
FSBA Programs Member1 Member2 Member3 Member4 Member5 Schools
1997
Master Board Program 2001 2001 2001 2001 2001 2001
1999 1999
Annual Board 1999 2000 2000
Conference 2000 1999 2001 2001 2001 2001
1997 1999
Orientation Conference 1999 2001 1999 2001 2001
School Board Academy
Regional Legislative
Review 1999
1999
Day in the Legislature 1999 2001
1998
1999
CBM Program 2000 1999
Participation 2001 2000
On-site Technical
Assistance Workshops 1997 1997

Source: Florida School Boards Association (FASB) records, July 2001.

Recommenaqations

»  We recommend that the district obtain training for school board members on district budgeting
and finance. The district should hire the Florida School Board Association (FSBA) to conduct the
training. FSBA can provide the training in a one- or two-day workshop. School board members
should also avail themselves of other FSBA services and meetings in which financial and
budgeting information are covered.
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»  We recommend that the Finance department continue to conduct presentations to the school
board as a group and on a one-to-one basis with the purpose of clearing up information on
budgetary issues such as.

— asummary of the district’s operations,

— historical information on revenues, expenditures and fund balance by major function
over the past two or three years,

— Information about the district’s FTE calculations,

— millage information,

— budget calendar; and

— use of lottery funds, etc.

»  We recommend that the district follow through with commitment to gain Master Board
Certification.

Action Plan 3-6 shows the steps necessary to implement these recommendations.

Action Plan 3-6

Acquire Additional Budgeting and Finance Training for
School Board Members

Recommendation 1

Strategy

Obtain budgeting and finance training for school board members.

Action Needed

Step 1: Determine the specific areas in which the board should receive training.
Step 2: Contact the FSBA or another suitable organization to schedule training.
Step 3: Complete board training.

Step 4: School board members should also avail themselves to other FSBA
services and meetings in which financial and budgeting information are
covered.

Who Is Responsible

School board

Time Frame

March 31, 2002

Fiscal Impact

This recommendation can be attained within existing resources.

ValienteHernandez P.A.
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Recommendation 2

Strategy

Continue to conduct presentations to the school board as a group and on a one-
to-one basis.

Action Needed

Step 1: The Finance Director organizes presentations to board members on
issues such as
» the district’s operations;

» historical information on revenues, expenditures and fund balance
by major function over the past two or three years;

+ information about the district’s FTE calculations;
* millage information;
e budget calendar; and

» use of lottery funds.
Step 2: The Finance Director provides this information to the board during
workshops or regularly scheduled board meetings.

Who Is Responsible

Director of the Finance Department and school board members.

Time Frame

March 31, 2002 and ongoing.

Fiscal Impact

Can be attained within existing resources.

Recommendation 3

Strategy

Follow through with commitment to gain Master Board Certification.

Action Needed

Step 1: The Superintendent and school board members complete Master Board
certification.

Who Is Responsible

Superintendent and school board members.

Time Frame

June 30, 2002

Fiscal Impact

Can be attained within existing resources.

8 The district has clearly assigned school principals the authority they
need to effectively manage their schools while adhering to district-
wide policies and procedures and should continue its efforts to
overcome communication barriers.

The District Can Demonstrate That It Has Clearly Communicated
Authority to School Administrators

The district empowers principals to effectively manage the schools. School board policy 3.10 clearly
delineates the responsibility of the principals and their relationship with the district. The policy states:
“The administrative head of each school is the school principal... The District staff exists to give support
and direction to the schools”, In addition, the board-approved Human Resource Management
Development plan clearly explains the responsibilities.
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The district also has job descriptions in place for both the principals and assistant principals that explain
the authority assigned to them. The job description of the school principal, for example, includes the
following essential managerial functions:

» decision making (in the areas of personnel and school procedures);

e proactivity (in planning, directing and leading);

* management control (in supervising, evaluating and delegating authority);
* communication (providing leadership in school relations);

» achievement and development orientation;

» facilitative leadership;

e commitment to vision and mission;

» organizational skills; and

* judgment and analysis/critical thinking skills.

Steps Are Being Taken to Overcome Communication Difficulties Between
School-Based Administrators and District-Level Staff

The communications between the district staff and the school administrators had a history of being
ineffective. To overcome this obstacle, the new administration made two radical changes. First, in the
organizational structure approved in February 2001, principals were assigned directly under the purview
of the Superintendent and the Assistant Superintendent for School Administration and Human Resource
and the Assistant Superintendent for Curriculum and Instruction. This action had several objectives:

» reinstate the authority of the school principals;

» gain first hand information regarding the instructional leadership skills of building principals;
» assessing the condition of the district;

» assessing the quality of district office decisions;

» gauge the quality of support rendered by the district offices to schools; and

» allow the new administration to develop a strong presence.

The assistant superintendents handle the day-to-day functions of principals and complaints regarding
school issues such as discipline and all curricula. When a major issue arises, the assistant superintendent
involved and the principal meet with the superintendent to discuss and resolve the issue. The current
structure will continue for another year after which time it will be evaluated.

The second major action taken by the new administration to improve relationships with and among
school administrators was to include school principals as part of the Leadership Team. Representatives of
elementary, middle, and high schools are present at Leadership Team meetings to give insight in their
particular areas of operation relating to the issues being discussed. These representatives then report back
to their peers through regular meetings and e-mails.

The District Should Take Additional Steps to Improve Principals’ Input
In the Decision-Making Process

After analyzing the results of the Principals and Assistant Principals Survey conducted, various themes
surfaced that point out some areas of concern (see Exhibit 3-23):
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* 57% of the respondents feel the district has not given school administrators sufficient staffing
and budget flexibility;

*  40% feel the district's budgeting process does not consider the needs of individual schools;
and

»  36% feel that school based administrators do not have input in the FTE projection procedures.

ValienteHernandez P.A. staff conducted on-site visits to more than half of the schools in Lake County.
During those visits, school principals recognized the efforts being made by the new administration to
better communications. They generally already see improvements and were optimistic that
improvements will continue to be made.

Exhibit 3-23

Principals and Assistant Principals Opinions

SURVEY GROUP Strongly Strongly

(N = Pop. size; Agree or  Disagree or
n=respondents) Question Agree Disagree Don't Know
Principal/Assistant School administrators have

Principal sufficient authority over school

(N=84; n=52) operations to enable them to 77.1% 22.9% 0.0%

achieve school, district, and state
education goals.

The authority of school
administrators has been clearly
established and communicated
by the district.

The district has given school
administrators sufficient staffing 40.9% 56.8% 2.3%
and budget flexibility.

91.3% 8.7% 0.0%

The district regularly assesses
the authority it has assigned to 63.2% 18.4% 18.4%
school-based administrators.

The district regularly looks for
ways to enhance school-based 61.9% 21.4% 16.7%
decision making.

In conducting the review of
staffing levels, the district
obtains feedback from its school-
level staff.

67.4% 20.9% 11.6%

The district's budgeting process
considers the needs of 57.5% 40.0% 2.5%
individual schools

School based administrators
have input in the FTE projection 59.6% 36.2% 4.3%
procedures.

Source: Surveys conducted by ValienteHernandez P.A. in April 2001.
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The District Is Taking Further Steps to Increase School-Based
Management and Increasing the Waivers and Provide Additional
Flexibility

Presently, the district is exploring the possibility of a pilot study for school-based management involving
selected schools. A school board policy is also being drafted to support such a study. The policy states:
“...(the) policy is designed to foster decision making to determine the feasibility of expanding local control/
and to gather data on school operations in selected schools. Site-based schools will operate under the
policies of the Lake County School Board and be subject to the specific requirements of the pilot school-
based management policies... ” The district has deferred the implementation of the pilot study due to the
great transition burden and the current priorities established by the Finance department. As of July 2001,
there has not been a formal decision made by the board however district staff will recommend that the
pilot program be carried out during the 2002-2003 school year

There is also a waiver process in place under the authority of s. 229.592(9), Florida Statutes, through which
schools can seek for approval of waivers from those statutes that relate to instruction and school
operation. This process allows the district to serve as a check on the decisions and at the same time
encourages the school to be innovative. Because the district wants to promote innovative ideas, it does
not see an obstacle in limiting the waivers to the schools.

Recommenaations

»  We recommend that the district give principals more responsibility in the FTE process. Refer
to page 3-53 for further discussions on this subject.

Action Plan 3-7 shows the steps needed to implement this recommendation.

Action Plan 3-7
Increase Principal’s Involvement in the FTE Process

Recommendation 1

Strategy Assign school principals more responsibility in the FTE process.

Action Needed Step 1: The Superintendent and Leadership Team with input from the FTE
administrators (see Action Plan 3-9) discuss different actions to explain
and expand principals’ responsibility in the FTE process. The expanded
spectrum of new responsibilities could include that the school principal

* isresponsible for getting a satisfactory FTE review from the internal
auditors;

» isresponsible for having in place a procedure for accurately
counting and recording student attendance, and FTE-related entry
data;

« designates a responsible FTE administrator at his or her school;

» ensures that coverage is given to the FTE administrator during the
FTE counts;
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* makes sure that he or she hires a competent data entry clerk and
insures that this person is properly trained in data input; and

» ensures that the data entry clerk participates in district-coordinated
FTE workshops.

Step 2: Additional principals’ responsibilities are finalized. Existing job
descriptions are updated accordingly.

Step 3: The Superintendent submits modified principals’ job description to the
board for approval.

Who Is Responsible  The Superintendent, Leadership Team, and FTE administrators.

Time Frame July 31, 2002

Fiscal Impact Can be attained within existing resources.

Strategic Plan

Goal C: To ensure that the district’s resources focus on district priorities,
the district maintains a strategic plan and uses that plan to allocate
resources.

9 Currently, the district does not have a board approved and detailed
strategic plan, but has taken reasonable steps to develop this plan to
include annual goals and measurable objectives.

Since OPPAGA issued its special report in October 2000, the Superintendent established the development
of a comprehensive strategic plan a priority. Specifically, the new administration has placed strong
emphasis in linking goals to budget and even though the existing plan is far from being comprehensive, it
was presented to department heads as the guide for developing and implementing a comprehensive
economic recovery plan and subsequent budget.

The first step towards strategic planning was the adoption of the concept of an Economic Recovery Plan
and Strategies, designed to enhance efficiency and strengthen the district’s financial status early in the
tenure of the new administration. All of these strategies have been commenced and many have already
been completed.

The existing strategic plan falls short of being comprehensive but has served as a basis for all business-
related decisions in this administration during the economic recovery process, including the
establishment of a minimum fund balance, the prioritization of capital projects, corrections to the
allocation formula, school bus replacement plans, development of a district level staffing plan, and
involvement of personnel in the budget development process.

The New Administration Has Reactivated the Strategic Planning Process

The 2000-01 Strategic Plan is in the form of a pamphlet and includes the district’s mission statement,
vision, beliefs, goals, parameters and strategies, all in a very summarized simple manner. However, the
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document does not link state and district goals, and student performance, and is not connected to the
budget.

In view of the importance of having a comprehensive strategic plan, the new administration is presently
working to expand the plan and has hired a consultant to assist it with the development of the plan.
Additionally, the Leadership Team has established the following interim goals:

» have the final, comprehensive strategic plan in place no later than December 31, 2001.;

« recommended short-term priorities based on strategic planning information will be available
to the board to assist and guide them in prioritizing budget decisions, as the district continues
holding budget workshops over the next several months in the preparation of the 2002-03
budget; and

* inorder to ensure that spending is consistent with the district’s mission, goals, and objectives,
the budget must be correlated to the comprehensive strategic plan. The Superintendent often
emphasizes the idea that the funding of prioritized needs is driven by the strategic plan.

The Strategic Plan Will Link the Budget to the District’s Goals and
Measure Progress

To assess the progress made towards achieving the district’s goal quarterly reports will be provided to the
school board that are based on more frequent monitoring and reporting to the Superintendent by district
staff assigned to monitor particular goal. Measurement of the goals will vary from goal to goal based on
data gathered and will include, but not be limited to, improvements in student achievement as measured
by statewide testing. Details regarding goal assessment will be forthcoming in the strategic plan.

The new administration recognizes and stresses the importance of linking budget to goals and made it a
priority. Even as early as January 2001, for example, at a Business and Support Services division meeting
the existing strategic plan was presented to department heads as the guide for developing and
implementing a comprehensive economic recovery plan and subsequent budget. The strategic plan that
is being developed will formally link the budget to the district’s goals.

Recommenaqations

»  We recommend that the district finalize its new five-year strategic plan by December 31, 2001
and ensure that the plan establishes a clear direction for the district. The district should
update and adjust the plan each year, using information on achievement of the prior year’s
goals and input from a broad group of stakeholders. The plan should also emphasize
decision making, from the board down to every administrative level in order to maintain
consistency. Moreover, administrator compensation should be tied to the achievement of
each plan priority.

We also recommend that the five-year strategic plan become the natural starting point for the
district’s planning and management system. In developing budgets for upcoming years, the
district should allocate resources according to the priorities developed in the planning
process, thereby enabling the district to meet its obfjectives through available district funds.
Expenditures also should be tracked and reported according to each priority.
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»  We recommend that the district carry out certain related activities to support and enhance the
Strategic plan and to contribute to creating a solid and significant documented process for the
allocation of resources and improvement of the entire planning system.

Action Plan 3-8 shows the steps needed to implement these recommendations.
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Finalize the Strategic Plan

Recommendation 1

Strategy

Finalize the five-year strategic plan.

Action Needed

Step 1:

Step 2:

Step 3:

Step 4:

Step 5:

Step 6:

Step 7:
Step 8:

Step 9:

The Superintendent and the Leadership Team, with input from
administrators, teachers, parents and students, finalize the five-year
strategic plan. The strategic plan should emphasize on involvement
and decision making, from the board to every administrative level, in
order to maintain consistency.

The Superintendent submits the five-year strategic plan to the board for
approval.

To promote accountability, compensation of district administrators
should be tied to achievement of each plan priority. The
Superintendent and the Assistant Superintendent for School
Administration and Human Resource Services examine the procedure
needed to link administrator compensation to the achievement of each
plan priority.

Once the procedure is determined, the Superintendent submits it to the
board for approval.

The Superintendent and the Leadership Team employ the strategic plan
as the starting point for the district’s planning and management system
and allocate resources according to the priorities developed in the
strategic planning process.

The Superintendent and the Assistant Superintendent for Business and
Support Services devise the procedure needed to track strategic plan
priorities and associated expenditures.

Procedure is finalized, tested and implemented.

The Superintendent and the Leadership Team update the plan
annually, using information on achievement of the prior year’s goals
and input from a broad group of stakeholders.

Each year, the Superintendent submits district priorities to the board
and demonstrates how these will help achieve the five-year goals and
objectives.

Step 10: The board approves annual district priorities.

Step 11: Each administrator in the district completes an administrative work

plan, stating what the administrator will do to help achieve objectives.
Administrators are evaluated and compensated in part according to the
achievement of the work plan.

Step 12: The district superintendent and assistant superintendents monitor plan

implementation.

Step 13: The Superintendent makes the newly created Office of Program

Evaluation and Accountability an integral part of the strategic plan
implementation and monitoring process.

Who Is Responsible

Superintendent, Leadership Team and the newly created Office of Program
Evaluation and Accountability.
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Time Frame

March 31, 2001 and ongoing.

Fiscal Impact

Can be attained within existing resources.

Recommendation 2

Strategy

Carry out certain related activities to support and enhance the strategic plan and
to contribute to creating a solid and significant documented process for the
allocation of resources and improvement of the district’s entire planning system.

Action Needed

Step 1:

Step 2:

Step 3:

Step 4:

The Superintendent and Leadership Team discuss different activities
that should be undertaken to enhance the five-year strategic plan and
develop the entire planning system of the district.

The Superintendent assigns the newly created Office of Program
Evaluation and Accountability prime responsibility in this task. The
Office of Program Evaluation and Accountability should assist in and
coordinate the following activities:

* adopting annual priorities;
* writing and updating school improvement plans;

» following a program development cycle to review programs in all
subjects;

» developing a program evaluation system;

» completing and monitoring existing administrative work plans (i.e.
Technology Plan, Facilities Construction Plan, etc.), and developing
or reactivating work plans for those administrative areas that
currently do not have one in place;

* maintaining an updated personnel evaluation system; and

e using a management information system to track and record district
progress.

Once the group of strategic plan-related activities that will be

undertaken is chosen and mechanics finalized, the Superintendent

submits to the board for approval.

The Office of Program Evaluation and Accountability communicates
results of the activities to stakeholders.

Who Is Responsible

The Superintendent, Leadership Team and the newly created Office of Program
Evaluation and Accountability.

Time Frame

September 31, 2001 and ongoing.

Fiscal Impact

Can be attained within existing resources.

10 The district’s enrollment projections have been acceptable per
state standards. However changes can be made to improve the
accuracy and the effectiveness of the process.

Although the Lake County School District received an acceptable audit for the fiscal year ending June 30,
1998, the audit disclosed many instances of material noncompliance. These included the preparation and
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maintenance of supporting documentation for Dropout Prevention students, Limited English proficient
(LEP) students, and exceptional students. Records of exceptional education students were not properly
and accurately prepared or were missing and could not be located. Individual Education Plans (IEPs) and
parent notification letters for Dropout Prevention and LEP students were not in good order. One of the
contributing factors to the audit results is the fact that the district does not have an adequate structure for
FTE administration or policies and procedures in place that could produce more accurate projections and
more complete FTE reporting and FTE related functions.

The District Should Develop Written Procedures Pertaining to the FTE
Projection Process

The district currently has no written procedures that describe the process used to project FTE enrollment
and to review the accuracy of these projections. The responsibility of conducting FTE projections and
reporting of the four annual counts is placed solely with one person that holds the title of FTE Specialist
who reports to the district’s Finance Director. FTE accounting for Work Force Development and
Transportation is conducted independently by the Vocational-Technical, Adult and Community
Education and the Transportation departments. According to the FTE Specialist, the data entry clerks
who are responsible for entering all attendance and FTE data receive minimal training from the MIS
Department. An FTE guide manual that is provided by the state is available to these data entry clerks.

An analysis conducted by ValienteHernandez P.A. for three consecutive years, show wide discrepancies
between the projected FTE and the actual amounts of FTE earned, especially at the individual program
levels as illustrated in Exhibit 3-24. For example in Category 251 (ESE Support Level I) there were 175.60
units under projected for the year 1997-1998, 255.92 units over projected in the year 1998-1999, and 724.9
units under projected for the year 1999-2000.

FTE projections are of crucial importance to the district because they determine the weighted and
unweighted FTE dollars that the district can claim from the state. ®* When FTE projections are not met in
the unweighted programs the district does not loose or gain additional revenue. When FTE projections
are overestimated or underestimated in weighted FTE programs, the result could cause a financial
shortfall of FTE revenue to the district from the state.

If FTE projections are overestimated, the board, based on an over-inflated budget will make plans for new
programs, salary raises with money that will not materialize. Over projecting has a deeper impact on the
state’s education budget especially if many districts tend to over project because it may ultimately affect
the revenue per FTE each district is assigned. Generally, the FTE Specialist performs the annual FTE
projections by accepting one of the Computerized Projection Models provided by the Department of
Education that best fits Lake County, and after minor adjustments submits it as the official district’s
projections report.

The district does not use auxiliary data such as demographic trends within the district, changes in land
use, local ordinances that affect the rate of growth of the area, economic conditions reported by the
private sector, availability of community services, etc. Moreover, the district does not use additional
statistical enrollment techniques such as cohort survival methodology. Including this data is an integral
part of the FTE projections and should be a standard practice in all school districts to obtain a clear and

® The unweighted FTE is the base allocation given by the state to a basic unit ($3,278.35 for each student for the year
2000-2001, for example). The weighted FTE is the basic unit amount multiplied by a factor the state assigns to certain
programs. The reason why the state assigns this multiplier factor is because some programs cost more to operate than
the normal basic unit.
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more complete projection of the number and type (i.e., students with special needs) of students that are
expected to attend the school district.

Pupil accounting and FTE analysis are both administrative functions that are very similar in nature except
that the FTE analysis has financial implications. In the Lake County School District for example, pupil
accounting is responsible for conducting a district wide study to identify current and potential growth.
However, such a study has not been conducted in four years and therefore this information is not
available to refine FTE calculations. (Refer to Chapter 10, Facilities Construction, Page 11-23, for
additional information on demographic studies in the district). Furthermore, comparisons of FTE counts
versus enrollment to verify FTE participation is not conducted either.

The district should institute specific procedures for conducting FTE projections, for collecting and
reporting FTE data, and for training and supervising all staff who have a role in the FTE reporting
process. Additionally, the FTE Specialist should be designated as the district’s FTE Administrator and
given the responsibility of overseeing all facets of FTE and pupil accounting. The district should also
establish a District Level FTE Committee and that the FTE Administrator be the committee’s chairperson.
An FTE training manual should also be developed. Further, we recommend the district’s internal auditor
conduct annual performance audits of the FTE process to determine the accuracy in reporting FTE
projections.
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Exhibit 3-24
Year 2000-2001 FTE Projection Versus Actuals
1997-1998 1998-1999 1999-2000
Difference Amount Difference Amount |Difference  Amount
over/  over/under ($) over/  over/under ($)] over/ over/under (3$)

Category (under)  $2,926.61/FTE | (under) $3,088.34/FTE| (under) $3,105.41/FTE
Basic Education
101 - K-3 Basic Education 318.03 $930,750 172.20 $531,812 -123.18 $-382,524
102 - 4-8 Basic Education 6.47 18,935 88.87 274,461 -479.82 -1,490,038
103 - 9-12 Basic Education -445.87 -1,304,888 -68.30 -210,934 -105.47 -327,528
Subtotal (110 - 118) -121.37 -355,203 192.77 595,339 -708.47 -2,200,090
Students at Risk
120 - Dropout Prevention 44.63 130,615 -14.10 -43,546 739.35 2,295,985
121 - Ed Alt 9-12 -352.16 -1,030,635 40.70 125,695 177.31 550,620
130 - ESOL -885.30 -2,590,928 4.83 14,917 -42.29 -131,328
Subtotal (120 - 133) 4757 139,219 3143 97,067 874.37 2,715,277
Exceptional Education
251 - ESE Support Level | -175.60 -513,913 255.92 790,368 -724.90 -2,251,112
252 - ESE Support Level Il 137.31 401,853 -52.83 -163,157 253.60 787,532
253 - ESE Support Level Il -15.60 -45,655 -113.44 -350,341 677.87 2,105,064
254 - ESE Support Level IV -33.06 -96,754 32.57 100,587 99.78 309,858
255 - ESE Support Level V 12.67 37,080 45.06 139,161 -0.64 -1,987
Subtotal (200 - 299) -74.28 -217,389 167.28 516,618 302.71 940,039
Vocational Ed (7 -12)
300 - Vocational 19.33 56,571 -59.54 -183,880 52.79 163,935
Subtotal (300 - 329) 19.33 56,571 -59.54 -183,880 52.79 163,935
Grand Total -128.75 $-376,801 331.94 $1,025,144 521.40 $1,619,161
Source: DOE Forecast System Reports.
Recommenaations

»  We recommend that the district institute specific procedures for conducting FTE projections,
for collecting and reporting FTE data, and for training and supervising all staff who have a
role in the FTE reporting process. The FTE Specialist should be designated as the district’s
FTE Administrator and given the responsibility of overseeing all facets of FTE and pupil

accounting.

ValienteHernandez P.A.
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We recommend that the district establishes a District Level FTE Committee and that the FTE
Administrator be the committee’s chairperson. This committee should be composed of
representatives from Finance, Pupil Assignment, Unit Allocation, MIS, Professional Standards,
Personnel, Pre-K, ESE, Vocational, Transportation, ESOL, Dropout Prevention, Gifted, and
Charter Schools. This committee should be responsible for providing input for FTE
profections and assisting in the preparation for conducting the four annual FTE counts. This
committee should also be involved in identifying training needed by data entry clerks.

We recommend that an FTE training manual be developed in collaboration with the FTE
Administrator, MIS, and the District Level FTE committee. The manual should be updated as
new FTE rules and regulations are made available.

We recommend that the district’s internal auditor conduct annual performance audits of the
FTE process to determine the accuracy in reporting FTE projections. The performance audit
should key in all the FTE rules and regulations and should be conducted independently from
the FTE Committee and the FTE Administrator. These results of these performance audits
will assist the District FTE Administrator to find areas in the reporting procedure that need to
be corrected.

Action Plan 3-9 provides the steps necessary to implement this recommendation.

Action Plan 3-9
Make Improvements to the FTE Projection Process

Recommendation 1

Strategy Designate the FTE Specialist as the district’'s FTE Administrator and standardize
the FTE process.
Action Needed Step 1: The Superintendent and the Leadership Team draft a job description of

the position of FTE Administrator. The FTE Administrator is an upgrade
of the position of FTE Specialist. The FTE Specialist is then designated
as the district’s FTE Administrator and given the responsibility for
overseeing all facets of FTE and pupil accounting. The salary level of
the FTE Administrator is adjusted accordingly. An increase of
approximately $25,000 (calculated as the difference between the average
salary of high school principals and the current salary of the FTE
Specialist) is reasonable. However, the efforts of an effective FTE
administrator will provide the district additional revenue in an amount
equal to several times his or her salary. Evaluation of the FTE
Administrator’s performance should based in part on the accuracy of
FTE projections.

Step 2: The job description of the position of FTE Administrator is submitted to
the board for approval.

Step 3: The Superintendent assigns the FTE Administrator the responsibility of
developing and instituting specific procedures for conducting FTE
projections and for collecting and reporting FTE data. Procedures for
training and supervising all staff who have a role in the FTE reporting
process are also instituted.

Step 4: The FTE Administrator drafts the new procedures and submits to the
Superintendent for approval.

Step 5: The Superintendent approves the procedures and submits to the board
to be formalized.

Who Is Responsible  The Leadership Team and the FTE Administrator.
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Time Frame

May 31, 2002

Fiscal Impact

The efforts of an effective FTE Administrator will provide the district additional
revenue in an amount equal to several times his or her salary.

Recommendation 2

Strategy

Establish a district level FTE Committee.

Action Needed

Step 1: The Assistant Superintendent for School Administration and Human
Resource Services and the FTE Administrator form a district level FTE
Committee composed of representatives from Finance, Pupil
Accounting, MIS, Personnel, Pre-K, ESE, Vocational, Transportation,
ESOL, Dropout Prevention, and Charter Schools, plus one Elementary,
one Middle, and one High School Principal.

Step 2: The assistant superintendents designate the FTE Administrator to be the
chair of the committee.

Step 3: This committee will be responsible for producing accurate FTE
projections and assisting in the preparation for conducting the four
annual FTE counts, and also in obtaining information from other
districts regarding how they specifically link programmatic goals to
financial planning and budgeting, including student achievement. This
committee should also be involved in identifying training needed by
data entry clerks.

Who Is Responsible

The Assistant Superintendent for School Administration and Human Resources
and the FTE Administrator.

Time Frame May 31, 2002

Fiscal Impact This recommendation can be accomplished with existing resources.
Recommendation 3

Strategy Develop an FTE training manual.

Action Needed

Step 1: The Assistant Superintendent for Operations and Business Support
Services assigns the FTE Administrator the responsibility of developing
an FTE training manual. The manual is developed with input from MIS
and the district level FTE Committee.

Step 2: The manual is finalized, approved and distributed throughout the
district.

Step 3: The FTE Administrator updates the manual as new FTE rules and
regulations become available.

Who Is Responsible

FTE Administrator.

Time Frame

May 31, 2002, and ongoing.

Fiscal Impact

Can be attained within existing resources.

ValienteHernandez P.A.

3-61



Management Structures

Recommendation 4

Strategy

Develop a written procedure to formalize annual performance audits that assess
the accuracy of FTE reporting.

Action Needed

Step 1.

Step 2:
Step 3:

Step 4:
Step 5:

The Assistant Superintendent for Operations and Business Support
Services with input from the FTE Administrator drafts a procedure to
conduct annual performance audits of the FTE reporting process. The
performance audits are to be conducted on an annual basis by the
district’s internal auditor and can be a sampling of 25% of the schools
each year on a rotating basis.

Procedure is submitted to the Superintendent for approval.

The Superintendent approves the procedure and submits to the board
to be formalized.

The internal auditor conducts the reviews annually.

Audit results are submitted to the FTE Administrator who in turn looks
for areas in the reporting procedure that need to be corrected.

Who Is Responsible

Assistant Superintendent for Operations and Business Support Services and the
internal auditor.

Time Frame

May 31, 2002, and ongoing.

Fiscal Impact

Can be attained within existing resources.

1 1 In the past, the district had not linked its financial plans and
budgets to its priority goals. With the new administration,
however, this process of accountability has begun and has been
given the highest priority.

The Strategic Plan Currently Being Developed Will Link the District
Goals to the Budget

The existing strategic document fails to link financial plans and budgets to priority goals and objectives
including student performance, and the budgets are not adjusted to improve the district’s ability to reach
the goals. As will be described extensively later in this chapter, the district is in the process of developing
a comprehensive long-term strategic plan. In the meantime, the new administration has placed great
emphasis on linking goals to budgets, and this has been communicated to staff.

Recommendadations

»  We recommend that the district continue the process of linking budget to the district’s goals
and objfectives. Action Plan 3-8 addresses the necessary steps to implement this
recommendation.

»  Moreover, we recommend that once the major educational and operational programs have
developed goals and objectives (refer to Action Plan 4-1, Chapter 4), the district strengthen its
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budgetary development process by including links with programmatic goals, including
student achievement.

Action Plan 3-10 provides the steps necessary to implement this recommendation.

Action Plan 3-10
Link Financial Planning To Programmatic Goals and Student
Achievement

Recommendation 1

Strategy Once the major educational and operational programs have developed goals
and objectives, as recommended in Action Plan 4-1, Chapter 4, the district will
be able to amend its current budgetary development process to include links
with programmatic goals, including student achievement.

Action Needed Step 1: The Superintendent and the Leadership Team assign the Finance
Director and the newly created Office of Program Evaluation and
Accountability the responsibility of strengthening the budgetary process
by including links with programmatic goals.

Step 2: The Finance Director and the newly created Office of Program
Evaluation and Accountability obtain information from other districts
regarding how they specifically link programmatic goals to financial
planning and budgeting, including student achievement. Districts that
currently link programmatic goals to financial planning and budgeting
include Polk and Leon.

Step 3: The Finance Director and the newly created Office of Program
Evaluation and Accountability assess the current budgeting process in
light of the process followed by other districts.

Step 4: The Finance Director and the newly created Office of Program
Evaluation and Accountability prepare recommendations for board
consideration that would alter the current financial planning and
budgeting process to include linkage to district goals and objectives,
including student performance.

Step 5: The Superintendent and the Leadership Team select financial planning
and budget development process alterations that suit the needs of the
district, provide clear links to district goals and objectives, and provide
opportunities to adjust financial planning and budgeting when
warranted to meet goals.

Step 6: The Superintendent and the Leadership Team implement a financial
planning and budget development process that is linked to the district’s
goals and objectives, including student performance.

Step 7: The Superintendent and the Leadership Team adopt a regular
assessment process of the district’s goals and objectives that includes
adjusting financial planning and budgeting when warranted to meet
goals.

Step 8: The Superintendent reviews and approves the process and submits to
the board for approval.

Who Is Responsible  The Superintendent, Leadership Team, Finance Director, and the newly created
Office of Program Evaluation and Accountability.
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Time Frame August 31, 2002

Fiscal Impact This recommendation can be accomplished with existing resources.

12 The district is considering all options to increase revenue.

The district generates revenue through grants and other forms of discretionary funding. The district’s
process of applying for grants has not been continuous or coordinated because district has lacked a
position responsible for grant writing. The new administration has taken several steps to address this
issue. For instance, the district in conjunction with the foundation, created and in August 2001 filled the
in-house position of Executive Director for the Educational Foundation to increase the foundation’s
success in raising revenue for the school district. This revenue will be used to fund a variety of activities
that support district programs such as teacher initiatives, scholarships to students, the school
improvement process, and to other district initiatives. The Education Foundation will be a key factor in
the district’s overall economical improvement.

In addition, the district anticipates approval of a new job description in August 2001 for a grants specialist
position. The district anticipates filling this position shortly after it is approved. The grant position along

with the Executive Director for the Educational Foundation will enable the district to develop packets that
provide information about new or better funding opportunities from state and federal sources.

Even though it has lacked a grant writer position, the district continues to apply for Medicaid
reimbursement for its eligible exceptional education students. Through a contract with an outside
vendor, the district has received approximately $440,500 in Medicaid reimbursement for the year 2000-
2001 as of as of July 2001. These dollars are directed to the district’s general fund. Refer to Chapter 5,
Action Plan 5-3, Recommendation 3, and Chapter 12, Action Plan 12-4 for further discussions and
conclusions related to the Medicaid reimbursement matter.

Renewal of the Sales Tax Including the School System as a Participant
Will Provide Capital Dollars

In 1987, Lake County voters approved a 15-year one cent local sales tax. In November 2001, Lake County
voters approved and extension of this tax for another 15 years when it expires at the end of 2002. In the
past 13 years, the Board of County Commissioners and Lake County’s 14 municipalities have shared $150
million of revenue generated from this sales tax to build parks, government buildings, sewer systems etc.
The school district will receive as much as $6-7 million per year to be used for capital projects in a three
way split of the dollars generated from this tax. The school board has hired an independent architectural
firm to determine the number of new schools and classrooms, remodeling and renovation needs the
district needs in the next five years, as a part of the school five-year plant survey process.

Recommenaations

»  We recommend that the new grants specialist and Executive Director of the Educational
Foundation develop information packets and guidelines to assist staff in the identification of
new funding opportunities, and better or alternative funding sources, including state and
federal grants. The Executive Director of the Educational Foundation should continue to
assist schools with development of business partnerships. These partnerships are a source of
additional revenue and in-kind contributions.
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Action Plan 3-11 shows the steps necessary to implement this recommendation.

Action Plan 3-11

Identify Additional Funding Sources

Recommendation 1

Strategy

Seek out and pursue new and/or alternative funding sources, including state
and federal grants.

Action Needed

Step 1:

Step 2:

Step 3:
Step 4:

Step 5:

The Superintendent charges the Grants Specialist and the Executive
Director of the Educational Foundation with the responsibility of
developing information packets and guidelines to assist staff in the
identification of alternative funding sources, including state and federal
grants.

Information packets are submitted to Superintendent for review and
approval.
Information packets are distributed among pertinent staff.

The Executive Director of the Educational Foundation should continue
to assist schools with development of business partnerships as a source
of additional revenue and in-kind contributions.

The Grants Specialist and the Executive Director of the Educational
Foundation periodically monitor results attained by staff in relation to
the pursue of additional funding sources.

Who Is Responsible

The Grants Specialist and the Executive Director of the Educational Foundation

Time Frame

March 31, 2002, and ongoing.

Fiscal Impact

This recommendation will result in a positive fiscal impact for the district. The
amount of the additional revenue however, cannot be quantified at this time.

ValienteHernandez P.A.
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Systems

The Lake County School District has several performance
accountability elements in place that can be used as a starting point
to develop an effective accountability system. The district needs
such a system to ensure that its major programs meet their
intended purpose in the most cost-efficient manner.

conclusion

The Lake County School District has several performance accountability elements in place
that can be used as a starting point to build an effective accountability system. An effective
accountability system ensures that major programs and services are meeting their intended
purpose in the most cost-efficient manner. The district would benefit from integrating
accountability procedures under the creation of an Office of Program Evaluation and
Accountability.

Exhibit 4-1
The District Has Had a Number of Notable Accomplishments in
Performance Accountability in the Past Two Years

e Thedistrict’s Curriculum and Instruction department has made progress in linking the state’s
accountability goals to departmental objectives.

e Thedistrictis in the process of developing a comprehensive, five-year strategic plan that
according to staff, will link district and programmatic goals to the budget. The five-year plan
will be completed by December 2001.

e Student performance has generally improved during the last three years.

e The district has no critically low-performing schools based on state minimum standards for
student performance.

e Thedistrict did not have any D or F schools in the year 2000-01.
Source: Lake County School District.

Overall, ValienteHernandez P.A. found that:

Educational and Operational Program Accountability
* Overall, for each major educational and operational program the district needs to
establish clearly stated goals and measurable objectives that are linked to the budget and
can be systematically evaluated. (Page 4-8)

»  The district should expand its use of performance and cost-efficiency measures, and
interpretive benchmarks to improve program performance and reduce costs. (Page 4-28)
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» The district does not adequately assess the performance and cost of its major educational
and operational programs regularly to establish potential cost savings and/or outsourcing
options. (Page 4-46)

e The district should expand formal evaluation of its major educational and operational
programs to improve program performance and cost-efficiency. (Page 4-48)

e The district should report additional information on the performance and cost-efficiency
of its major educational and operational programs to ensure accountability to its
stakeholders. (Page 4-53)

Fiscal Impact of Recommenaations

Most recommendations in this chapter will indirectly translate into cost savings and potentially, into
additional revenues to the district if implemented. Only one recommendation, the establishment of a
much needed office of Program Evaluation and Accountability, has a direct, measurable fiscal impact
as indicated in Exhibit 4-2.

Exhibit 4-2
Implementing the Recommendation for Performance Accountability
Will Cost the District $402,900 Over the Next Five Years

Fiscal Impact: Cost Savings/Increased Revenues
or (Increased Costs)

Action Plan and Year Year Year Year Year
Strategy 2001-02 2002-03 2003-04 2004-05 2005-06 Total

4-1 Establish an Office of
Program Evaluation
and Accountability 0 ($94,900)  ($98,700)  ($102,600) ($106,700)  ($402,900)

Total 0 (394,900)  ($98,700) ($102,600) ($106,700)  ($402,900)

Source: ValienteHernandez P.A.

Background

School districts must be accountable to parents and other taxpayers for the performance and costs of
their academic programs and support services. In addition, an effectively managed school district has
an administrative team that provides leadership and accountability through an efficient, responsive
organizational structure that maximizes the allocation of funds to the different instructional and
operational programs. To accomplish this, district management must provide direction by
establishing goals, objectives, and measures not only at a broad, strategic level but also for each
significant educational or operational program.

Exhibit 4-2 shows the major functional programs of a school district, as adopted by the Florida
Commissioner of Education in the Best Financial Management Practices reviews. These programs are
either educational or operational in nature. This chapter will address performance accountability best
practices as they apply to all of these programs.
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Exhibit 4-2
There are 12 Major Programmatic Areas in a School District
Major Educational Programs Major Operational Programs
Basic Education (K-12) Asset and Risk Management
Exceptional Student Education — ESE Facilities Construction and
Vocational Facilities Maintenance
At-Risk (Dropout Prevention, Financial Management
Alternative Education; English for Food Services

Speakers of Other Languages — ESOL) Personnel
Safety and Security
Transportation

Source: Florida Commissioner of Education.

A performance accountability system that is program-specific is said to be effective if it enables a
school district to answer the questions “How well is each major program performing?” and “How can
we improve program performance and cost efficiency?” Additionally, an effective system provides
clear direction and context for the daily activities of program staff by including the following:

» clearly stated goals and measurable objectives;
» appropriate performance and cost-efficiency measures;.

» performance and cost-efficiency benchmarks that include appropriate standards from
comparable school districts, government agencies, and private industry;

» evaluation of performance and cost efficiency including the potential of cost-saving
alternatives;

* public reporting of performance and cost-efficiency information; and an effective
management information system to support district accountability.

Performance Accountability Systems is an examination of the extent to which the Lake County School
District has implemented a comprehensive accountability system for each major program. A review
of the main steps that must occur in a well-defined accountability system (establishment of
performance objectives and standards; measurement of actual performance; comparison of actual
performance with objectives and standards; and taking necessary action to correct the gap) as
illustrated in Exhibit 4-3 will be made.

Exhibit 4-3
Necessary Steps In a Well-Defined Accountability System

7 enr )

Step 1. Step 2: Step 3: Step 4:

Establishment Measurement Ongoing Formal evaluation

of of actual assessment of and taking
performance [ Performance [ actual ] necessary action
objectives and and cost performance to improve

standards with objectives results-reduce
and standards costs
—_

Source: ValienteHernandez, P.A.
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The State of Florida Has Taken Different Actions to Strengthen
Educational Accountability

School Level Accountability

As part of an effort to ensure higher levels of accountability for the districts, the State of Florida
established school improvement plans (SIPs) in 1991. The initiative was designed to allow schools
greater control over their individual learning environments and activities so that they could better
plan to meet their specific needs. The Legislature established the state education goals (shown in
Exhibit 4-4) as a framework for school improvement at the individual school level.

Florida’s eight state education goals are statements of intent expressed in general terms. The eight
state education goals were revised in 1999 to reflect increased emphasis on collaboration and
accountability. Goal 3, Student Performance, drives school improvement and accountability efforts to
transform schools into centers of excellence.

School advisory councils have been established in Florida public schools as the decision-making body
for school improvement and accountability at the school level. The primary function of the school
advisory council is to assist in the preparation and evaluation of the school improvement plan.

Exhibit 4-4
Florida’s Education Goals
Goal 1: Communities and schools collaborate in a statewide
Readiness to Start School comprehensive school readiness program to prepare children and
families for children’s success in school.
Goal 2: Students graduate and are prepared to enter the workforce and
Graduation Rate and postsecondary education.

Readiness for Postsecondary
Ed. Employment

Goal 3: Students make annual learning gains sufficient to acquire the

Student Performance knowledge, skills, and competencies needed to master state
standards; successfully compete at the highest levels nationally
and internationally, and be prepared to make well-reasoned,
thoughtful, and healthy lifelong decisions.

Goal 4: School boards provide a learning environment conducive to

Learning Environment teaching and learning, in which education programs are based on
student performance data, and which strive to eliminate
achievement gaps by improving learning for all students.

Goal 5: Communities and schools provide an environment that is drug-
School Safety and free and protects students’ health, safety, and civil rights.
Environment

Goal 6: The schools, districts, colleges of education, postsecondary
Teachers and Staff institutions, and state work collaboratively to provide professional

teachers and staff who possess the competencies and demonstrate
the performance needed to maximize learning among all students.

Goal 7: Adult Floridians are literate and have the knowledge and skills

Adult Literacy needed to compete in a global economy, prepare children for
success in school, and exercise the rights and responsibilities of
citizenship.
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Goal 8: Communities, school boards, and schools provide opportunities
Parental, Family and for involving parents, families, guardians, and other community
Community Involvement stakeholders as collaborative partners in achieving school

improvement and education accountability.
Source: Florida Department of Education. Office of Evaluation and Research.

The School Improvement Plan

The school improvement plan is an essential part of the accountability system. It represents the
collective effort of the school community to reach state and local educational goals. The school
improvement plan is based on an analysis of student achievement and other school performance data
and includes each school’s needs assessment, activities to address state goals and performance
standards, evaluation methods, definitions of adequate progress, and requests for waivers. Beginning
in 1999-2000, each plan also addresses issues relative to budget, training, instructional materials,
technology, staffing, student support services, specific school safety and discipline strategies, and
other matters of resource allocation, as determined by school board policy. Exhibit 4-5 illustrates the
school improvement plan process.

Exhibit 4-5
The School Improvement Process

( Step 1 ) ( Step 2 ) ( Step 3 ) ( Step 4 )

School conducts School advisory Advisory council School improvement
needs assessment council sets priorities assists in preparing plan is released to the
based upon state for goals and proposed school community for input
goals, performances standards to be improvement plan, before being finalized
standards, and local q included in the |-‘ including w -®
and state data school improvement improvement
plan activities, evaluations,
definitions of

adequate progress
( Step 5 ) ( Step 6 ) ( Step 7 ) ( Step 8 )

School improvement School board either If waiver from School improvement
plan is submitted by approves or statutes or State plan is implemented
the principal to the negotiates changes Board of Education
school board for and approves plan; (SBE) rules is needed,
@P approval ‘ approval may include I-‘ a request is sent to w
waivers from school Commissioner of
board policy Education

N N7 NS N

Source: ValienteHernandez, P.A.
School Grading and the Accountability Report

The school-grading component is an important part and the current focus of Florida’s standards-
based system of accountability. The 1999 legislation requires schools to be assigned a performance
grade of “A” to “F” based primarily upon student achievement data in three academic areas (reading,
writing, and mathematics). School grades communicate to the public how well a school is performing
relative to state standards.
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School grades were first designated in the summer of 1999 using results on the Florida
Comprehensive Assessment Test (FCAT) from the 1998-99 school year. While FCAT performance data
are the primary criteria used in calculating a school’s grade, other data include the percentage of
students tested, attendance and discipline data, and dropout rates. The performance grade represents
the school’s progress as shown in Exhibit 4-6.

Exhibit 4-6
Grading System

= | Schools making excellent progress

= | Schools making above aver age progress

= | Schools making satisfactory progress

= | Schools making lessthan satisfactory progress

Performance
Grades

= | Schoolsfailing to make adequate progress

Source: Florida Department of Education.

Consistent with the 1999 legislation, future performance grades will be calculated using increasingly
more comprehensive assessment data. Expansion of the FCAT will allow school performance criteria
to be established for grades 3-10, resulting in a greater percentage of a school’s student population
being included in the performance designation. Ultimately, school grade designations will be based
on the annual learning gains of each student toward achievement of the Sunshine State Standards
appropriate for the student’s grade level.
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Exhibit 4-7
The District Did Not Have Any “D” or “F” Schools in the Year 2000-01

Year Year
Elementary Improved  Middle Improved
Schools 1999-00 2000-01 Performance Schools 1999-00 2000-01 Performance
Astatula N” C Carver C C
Beverly Shores A C Eustis B A v
Clermont C B v Gray B A v
Cypress Ridge B A v Mt. Dora C B v
Dabney A C Oak Park C B v
Eustis A B Tavares A B
Eustis Heights C C Umatilla C A v
Fruitland Park C B v
Groveland C C
Lost Lake N A
Mascotte C C High Year Improved
Minneola A A Schools 1999-00 2000-01 Performance
Rimes C C Eustis High C C
Round Lake N Leesburg High C C
Seminole Spring A A Mt. Dora C C
Skeen A B South Lake C C
Spring Creek A C Tavares C C
Tavares B B Umatilla C C
The Villages N B
Treadway C B v
Triangle B A v
Umatilla A C

Note: N"indicates new school, no grade
Source: Department of Education, School Accountability Reports.

Methodology

ValienteHernandez P.A. used various methods in assessing the district’s performance related to the
best practices for performance accountability systems. ValienteHernandez P.A. reviewed the self-
assessment instruments completed by staff members, conducted interviews, conducted a community
forum, and made inquires with the superintendent and assistant superintendent, and key staff
members.

To receive program input from school administrators and district staff ValienteHernandez P.A.
designed and administered surveys to principals and assistant principals, teachers and district
administrative staff. The questions varied from group to group and the survey results have been
incorporated in different sections of this chapter.
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Finaings and Recommenaations

Eaucational and Operational Program Accountability

Goal A: The district is accountable to parents and other taxpayers for
the performance, efficiency, and effectiveness of individual
educational and operational programs.

1 Overall, for each major educational and operational program the
district needs to establish clearly stated goals and measurable
objectives that are linked to the budget and can be systematically
evaluated.

A well-defined accountability component is generally missing from the district’s management
structure, for both the educational and the operational programs. Whereas the previous
administration made efforts to develop and adopt the notion of program accountability with
emphasis on the educational programs, the district’s existing goals and objectives generally need
more specificity, and are not measurable, linked to a monetary figure, evaluated, or compared
systematically to peer districts. Furthermore, the Special Review completed by OPPAGA in August
2000 found that in the district there is no relationship considered between program goals and the
budget.

The district however, has great opportunity to expand and integrate the current practices and
establish a systematic and methodic performance accountability system. The current administration is
working on developing a comprehensive five-year plan that will link district and program goals to the
budget. This plan will be completed by December 2001. ! Additionally, the district is also in the
process of improving budget formats to be more user friendly and to increase accuracy.

Without clear program specific goals and objectives for each major educational program, program
staff can have difficulty establishing priorities for daily activities, identifying data that needs to be
collected to assess whether a program or service is meeting expectations, and determining when they
need to change strategies or program activities to better serve students. In addition, because each
piece of a school district accountability system is interrelated, in the absence of an adequate set of
program-level goals and objectives, it is difficult for program managers to provide needed direction
and effective leadership that focuses on continuously improving overall program performance;
creating work processes that support efficient and effective accomplishment of performance
objectives; and effectively communicating values, directions, and expectations as the basis for the
district’s key decisions and actions.

! The current superintendent was elected in November 2000. Upon taking office, she made several changes to
the previous administrative structure.
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Clearly defined program-level goals and objectives enable senior district administrators, such as
assistant superintendents who are responsible for overseeing numerous related programs, to review
the performance of programs in their administrative units. This aspect of leadership is crucial because
reviews help to provide rationale for and build consistency behind critical decisions such as allocation
of resources. Exhibit 4-11 summarizes the basic elements of program goals and objectives.

Exhibit 4-11
Basic Elements of Program Goals and Objectives

A program goalis a long-range end towards which a program directs its efforts and should
< relate to the district’s mission, values, goals, priorities, and expectations;

e support state educational goals;

« reflect the intent (purpose) of the program; and

e incorporate state and federal program requirements.

A program objectiveis an action statement which defines how program goals will be achieved and
should

e be either short-term (two to three years) or mid-term (four to five years);

e support the program’s goals;

* address major aspects of the program’s purpose and expenditures;

*  be specific;

e be easily understood;

* be challenging but achievable;

¢ be measurable and quantifiable;

« identify data needed to assess whether progress toward an objective is being made; and

¢ indicate the performance outcome (result) or improvement target desired. For academic
programs, objectives should be stated in terms of student outcomes (that is, the effect the
program will have on participating students if the program is successful). For operational
programs objectives should be stated in terms of the quality and cost of service provided.

Source: Office of Program Policy Analysis and Governmental Accountability.

District Employees Surveyed Are Divided on the Adequacy of Current
Ace Mechanisms

District employees were somewhat divided on whether the district had an adequate accountability
system. For instance, a considerable percentage of district staff and teachers believe the district needs
to expand accountability measures. Approximately 37.5% of district staff surveyed and 37.9% of
teachers surveyed disagreed or strongly disagreed with the statement that the district has
implemented accountability mechanisms to ensure the overall performance, efficiency and
effectiveness of its educational programs. The responses of principals were in contrast with other
district employees surveyed. Approximately three-quarters of principals believed the district had
appropriate measures and benchmarks.
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Exhibit 4-8
Survey Results on Program Accountability
SURVEY GROUP
(N = Pop. size; Strongly Strongly
s = sample size; Agree or  Disagree or
n = respondents) Question Agree Disagree  Don't Know
District Staff Appropriate performance measures
(s=45; n=19) and benchmarks for evaluating the
overall effectiveness and cost-
efficiency of educational programs
are in place. 18.8% 37.5% 43.8%
Principals The district has implemented
(N=84; n=52) accountability mechanisms to
ensure the overall performance,
efficiency, and effectiveness of its
educational programs. 76.1% 21.7% 2.2%
Teachers The district has implemented

(N=1761; n=850) accountability mechanisms to
ensure the overall performance,
efficiency, and effectiveness of its
educational programs. 57.1% 37.9% 5.1%

Source: Surveys conducted by ValienteHernandez P.A. in April 2001.

Major Educational Programs Have a Framework That Can Be Used to
Develop Accountability Mechanisms

During the previous administration, efforts were made to develop accountability mechanisms for
major educational programs. During two consecutive years, the supervisors of the six areas under the
Curriculum and Instruction department met with the specific purpose of developing departmental
goals and objectives that were in line with the state’s eight educational goals. 2 The exercise was
rather successful. For the first time the notion of program improvement and accountability was
comprehensively addressed and the basic elements—goals and objectives—of a performance
accountability mechanism were established. As will be discussed in detail further in this chapter, the
downside of the initiative was that it lacked sufficient detail and the evaluation component of the
performance measurement system was not formalized. In other words, the accountability cycle was
not completed because the accomplishment or not of the goals and objectives was not specifically
monitored.

The district can greatly benefit by taking what has already been developed as a starting point to build
effective accountability mechanisms not only for its major educational programs but also for the
smaller ones, and even extend the process to programs that fall under the operational category. An
added advantage is that the staff initially involved in the process continue to be the department
leaders and are familiar with the process used in the past.

2 Exceptional Student Education, PK-12 Curriculum and Instruction, Federal Compensatory Programs,
Vocational-Technical Adult and Community Education, Media and Staff Development and, Student Services.
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Goals and Objectives Need to Be Improved and Expanded

As stated in the previous discussion, the Curriculum and Instruction department has developed some
goals and objectives for the educational program areas under the department including Basic PK-12
Curriculum and Instruction, Exceptional Student Education, Federal Compensatory Programs,
Vocational-Technical Adult and Community Education, Media and Staff Development and, Student
Services. These goals and objectives however, need to be improved to address all the state’s goals,
incorporate district-specific goals and develop objectives that clearly reflect the purpose of the
program.

The model developed during the previous administration addressed the four of the state’s eight
educational goals: readiness to start school, student performance, graduation rate and readiness for
postsecondary education and employment, and staff development. The district did not specifically
address the remainder of the goals: learning environment, school safety, adult literacy and, parental
involvement. All eight state educational goals are critical components of an effective educational
system. Therefore, we recommend the district address these in a specific and formal manner.

For each of the four goals addressed, the model formulated related objectives for the Curriculum and
Instruction department as shown in Exhibit 4-9.
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Exhibit 4-9

Four of the Eight State Educational Goals Have Been Translated Into
Curriculum and Instruction Departmental Objectives

District Educational

Goal (same as State Curriculum and
Educational Goal) -> Instruction Department Objectives
Readiness to start school #1 Increase yearly, the percentage of students entering

kindergarten with the necessary skills to be successful as
evidenced by a screening instrument

Student performance #2 By June 30, 2002, the district will provide tools, programs,
materials and training to support the school-level efforts in
improving student outcomes as evidenced by improvement
on measures in the Florida School Indicators Report.

Graduation rate and #3 By June 30, 2002, a minimum of 70% of the Lake District
readiness for educators will receive staff development in the strategies and
postsecondary education instructional materials to integrate career education into all
and employment content through interdepartmental coordination as evidence
by staff development, records, and in-service sign-in sheets.
#4 By June 30, 2002, 100% Lake District students will receive

career pathway preparation in order to exit school prepared
for successful employment and further education as
evidenced by student career portfolios.

Staff development #5 By June 30, 2002, 100% of school administrators and
instructional personnel will be trained in the use of data
analysis of student performance to establish school and
classroom priorities, included in school improvement plans,
individuals professional development plans, and principals’
goals.

#H6 By June 30, 2002, 100% of the administrators and
instructional staff will be trained in the functional use of
technology in the execution of job responsibilities.

H1 By June 30, 2002, the district will provide alternative
certification programs for teachers in the major critical
shortage areas.

#8 By June 30, 2002, at least 80% of the professional
development activity occurring in the district will occur
during the contracted workday or participants will be
compensated at the average hourly rate by job classification.

Source: Lake County School District, Curriculum and Instruction department.

Goals Should Clearly Reflect the Purpose of the Program and Provide
Basis for Decision Making

The second step of the model used by the previous administration was to develop strategic directions
and results measures for each of the six sections of the Curriculum and Instruction department. A
great deal of effort was put into the process and as a result, over 80 pronouncements (i.e., strategic
directions) were made for the department.
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An examination of the pronouncements generally shows that they do not establish an adequate
structure for making decisions regarding the programs or subprograms, are generally too broad, or do
not reflect the purpose of the program clearly which makes it very difficult to establish measurable
objectives. An analysis of the goals and objectives of the educational programs pointed out the
following areas of concern:

* not all objectives are written in measurable terms;
» generally, objectives are activity-based rather than describing measurable outcomes;

» absence of program specific goals categorized by elementary and postsecondary
education; and

* while the statements describe broad initiatives and activities, they do not clearly describe
why program administrators are implementing each initiative, or the goal the program is
trying to achieve.

Goals could be improved by describing more clearly the long-range outcome of the program, such as
improve student performance, ensure that all students read at grade level, or ensure that students
graduate with needed skills. Since the programs lack clear goals, administrators often develop
activity-based objectives rather than objectives that describe the measurable outcomes each program
is trying to accomplish by implementing each initiative. For example, an objective to develop a core
of content to be required at each grade level could be improved by describing the specific effect this
activity should have on students such as “By the end of 2001-02 increase by 10% the percentage of
students reading at or above grade level in the fourth grade.” Thus, program administrators focus
much of their time on strategies to implement each initiative rather than on outcomes.

Exhibit 4-10 shows a broad analysis of the strategic statements in place for each of the sections under
the Curriculum and Instruction department. The exhibit also shows examples or actions that can be
taken to improve the process.
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Exhibit 4-10

Actions to Improve Goals and Objectives of Educational Programs

Programmatic

Area

Number of

strategic
statements

Actions for Improvement

Basic Education

26

Revise goals to describe the long-range end the program
desires to achieve by implementing broad initiatives.
Develop objectives that identify the measurable results or
specific effect program initiatives should have particularly on
students.

Exceptional
Student
Education

26

Develop broad goal statements that describe how the program
is intended to help students.

Develop measurable objectives that describe the specific effect
the program should have on students and would answer the
questions “If the district’s ESE Program were successful, what
would one expect to be happening?” or “What would the
impact be on students in the program?”

Vocational

Revise goals to describe the long-range end the program
desires to achieve by implementing existing initiatives. Revise
current objectives to reflect the specific measurable effect
program initiatives should have on students.

Develop goals and measurable objectives for career, technical,
and adult education components.

Develop measurable objectives that describe the specific effect
career, technical, and adult education should have on students
and would answer the questions “If the program were
successful, what would one expect to be happening?” or
“What would the impact be on students in the program?”

Title |
(Compensatory
Education)

16

Establish program-level objectives to help operationalize goals
and assess how well the district is progressing toward its
overall goals of improved student achievement.

Develop clear goals and objectives that describe how the
district will enable the district to demonstrate its success of
supporting the school improvement activities of the district’s
Title | schools.

Student Services

Develop measurable objectives that describe the specific effect
different program components or activities should have on
students and would answer the questions such as “If the
student assessment activity were successful, what would one
expect to be happening?” or “What would the impact be on
students in the program?”

Media/ Staff
Development/
Instructional
Materials

16

Revise goals to describe the long-range end the program
desires to achieve by implementing existing initiatives. Revise
current objectives to reflect the specific measurable effect
program initiatives should have on students.

Develop goals and measurable objectives staff development,
media and instructional materials components.

Source: ValienteHernandez P.A. conclusions based on a review of educational goals and objectives.
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Operational Programs Generally Need To Develop Goals,
and Obijectives

The district’s operational programs generally have not developed specific goals and objectives as
shown in Exhibit 4-12. Additionally, the outcomes or expectations of the objectives developed to
implement operational program goals are not clearly delineated or measurable.

The division of Business Operations and Support Services has not developed division goals and thus
department managers under this division have not developed objectives to implement the division
goals. Without a strategic plan at the division level and related benchmarks, operational managers are
unable to assess program performance in a meaningful manner or adequately plan for future program
development. For instance, while the Food Services department has established short-term objectives
(1) computerize school cafeterias (2) develop an education program with the children, and (3) develop
new menu committee. The objectives are not program specific, and are narrowly focused on a few
activities so they cannot be used as an appropriate means to measure overall program performance.

Management Information Systems (MIS) department has been rather successful in developing
measurable goals for its Technology Plan. The department however needs to take several actions to
update and enhance the plan and include accountability elements that assign responsibility for goal
accomplishment and documentation of the process.

Goals and measurable outcome-oriented objectives for other operational programs such as
Transportation, Facilities and Finance have not been clearly stated and generally, benchmarks have
not been developed to evaluate program performance and cost operational programs. The lack of
measurable program-level objectives does not allow staff of these programs establish priorities for
daily activities, identify data to collect to assess whether a program or service is meeting expectations,
and determine when they need to change strategies or program activities to better serve customers.

The district needs to establish a framework for key decisions and actions regarding operational
programs and set the focus for developing program objectives. These goals should reflect the unique
intent and purpose of each major operational program since they all have different purposes, state
and federal mandates and customers. Lake County schools needs to revise operational program goals
to better reflect the intent and purpose of each program and develop objectives that will enable the
district to measure progress towards achieving these goals.

Exhibit 4-12 shows an analysis made by ValienteHernandez P.A. where suggestions for improvement
are shown for each operational program.
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Exhibit 4-12
Actions to Improve Goals and Objectives of Operational Programs
Operational
Program Concerns Actions for Improvement
Asset and Risk ~ No broad goals or Develop broad goal statements that describe the
Management measurable objectives for  desired condition the program is intended to affect.
the program. Develop measurable objectives that describe the
specific effect the program should have, such as "by
December 2001, 100% of district employees will have
been scheduled for a cardiac risk profile screening.”
Financial No long-or short-range Develop goals that describe the desired long-range
Management program specific goals end specific to the program.
and objectives. Create measurable objectives that will describe the
effect the program will have, such as "increasing
district office efficiency by the end of school year
2000-01 to allow for a 2% increase in funding for
classrooms
Facilities No measurable long-or Develop program specific objectives that will enable

Construction

short-range program-
specific goals or
objectives.

the district to assess progress toward reaching the
goals of the five-year Facilities Plan.

Develop and implement accountability mechanisms
to ensure performance, efficiency and effectiveness
of the program. Refer to Action Plan 10-10 and 10-
11, Chapter 11.

Include a mechanism to reconcile construction
decisions that are not consistent with the plan;
address governance regarding monitoring and
implementation of the plan. Refer to Action Plan
10-5, Chapter 10.

Facilities
Maintenance

No measurable long-or
short-range goals or
objectives.

Develop program specific goals and objectives.
Develop maintenance standards for the short term
and long term plans. Refer to Action Plan 11-2,
Chapter 11.

Develop performance standards for the
maintenance function. Refer to Action Plan 11-3,
Chapter 11.

Develop a mission statement that is consistent with
department goals and objectives.

Food Services

No program specific goals
No specific objectives

Establish goal statements that describe what the
program is trying to achieve regarding students.
Develop adequate measurable objectives that assess
the efficiency of the program, such as "by September
2001, reduce spoilage of stocked non-refrigerated
food stock items to one-half of one percent of items
in stock." Refer to Action Plan 13-5, Chapter 13.

Management
Information
Systems (MIS)

Goals in current
Technology Plan are
measurable but the
district is unable to
document the

Update and modify the Technology Plan to reflect
the changes in district’s needs and recent advances
in technology. For example: include goals and
objectives for administrative technologies; clearly
identify funding sources to provide the required

4-16
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Operational
Program Concerns Actions for Improvement
measurement of its revenues; describe a mechanism to reconcile
successes technology decisions that are not consistent with the
plan; address governance regarding monitoring of
the plan; assign responsibility for strategy
implementation; etc. Refer to Exhibit 6-6 and Action
Plan 6-2, Chapter 6.
Personnel No broad goals or Develop broad goal statements that describe the
measurable objectives desired condition the program is intended to affect.
Develop measurable objectives that describe the
specific effect the program should have, such as "by
August 2002, reduce the number of vacant teacher
positions by 20%."
Purchasing No program-specific Devise program-specific goals that describe what the
goals or objectives. program is trying to accomplish.
Establish clear and measurable objectives that will
enable managers to assess the effectiveness of the
program, such as "by January 2002, 75% of purchase
orders will be processed within 48 hours."
Safety and No measurable goals or Establish goals that describe what the program is
Security objectives trying to achieve.

(operational)

Develop measurable objectives, such as "by the end
of school year 2001-02, reduce by 5% the incidence
of vandalism of school property."

Student
Transportation

No measurable goals or
objectives

Conceptualize a five-year plan, with obtainable
objectives, documented, and incorporated into the
district budgets during the period being planned.
Refer to Action Plan 12-12 and 12-13, Chapter 12.
Effectively track and evaluate departmental costs
and make routine periodic comparative analysis
between actual and budgeted amounts AP 12-14.
Develop a list of performance indicators that would
be useful to the school board and general public to
provide accountability for student transportation
performance. Each performance indicator should be
associated with a performance target to evaluate
performance, and a “report card” style annual report
should be made to the school board. Action Plan 12-
12, Chapter 12.

Source: ValienteHernandez P.A. and Lake County School District.

Planning and Accountability Initiatives Developed at Different
Administrative Levels Need to Be Integrated

There are several important initiatives and planning activities carried out in the district that while
inherent to specific operations, should be incorporated and considered as an integral part of the
improvement and the dynamics of the system as a whole. There are no educational or operational
programs that are isolated; all programs have a direct or indirect impact on the performance of others.
Individual initiatives developed at different educational and operational administrative levels such as

ValienteHernandez P.A.
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the strategic plan at the division, department, and program levels need to be better aligned and
related.

On the educational side, one major initiative is the school improvement plan, which is an example of
a system that can be streamlined, analyzed to establish its interfaces, and better aligned. There isnot a
clear link between what is contained in the plans and the goals and objectives that drive the daily
activities of district-level educational program staff and because the district has not established broad
program-level objectives that support the plan, employees are unclear about who is accountable for
different outcomes and for ensuring that initiatives and implementation strategies are achieved.
While district administrative educational staff expressed that one of their main objectives is to support
school improvement activities, the district needs to take steps through which they can keep track of
initiatives in school improvement plans at a more comprehensive level to ensure that priority needs
are addressed.

At the operational level important existing initiatives are the district’s five-year strategic plan to be
completed in December 2001; the MIS department Technology Plan; and the five-year Facilities plan.
In this case, the district must also establish the different interrelationships of the plans within the
district.

In general, we recommend that educational and operational program goals and objectives could be
improved further by clarifying their relationship and the way they interface to the district’s mission,
values, priorities, and expectations as well as the goals and objectives developed at other levels in the
district including those contained in school improvement plans. The task of integrating existing
planning and accountability initiatives can be accomplished by and with the creation of an Office of
Program Evaluation of Accountability as described below.

The District Should Create an Office of Program Evaluation and
Accountability

As described previously, educational, and operational programs generally lack clearly established
goals, objectives, performance measures, and evaluation processes that allow information-based
assessments of the programs and promote public accountability.

A significant factor contributing to a lack of accountability mechanisms is that the district does not
have a department in charge of program accountability. Benchmarking analyses conducted by
ValienteHernandez P.A. found that most of the six peer districts have a unit or department
specifically responsible for evaluation activities as shown in Exhibit 4-13. In comparison to its peer
districts, Lake does not have a unit in charge of program evaluation and accountability. Four of the
six peer districts have an accountability component; even smaller districts such as St. Johns, has a
director for program evaluation.
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Exhibit 4-13
Four of the Six Peer Districts Have a Formally Defined Accountability
Component

Program Accountability Component

District (Unit or Department) Staff Make-Up
Lake Not formally identified
Alachua Evaluation and Testing 1 professional, 3 clerical
Charlotte Planning and Evaluation 1 director, 1 testing manager
1 administrator, 1.5 non-instructional,
Okaloosa Quality Assurance .75 secretary
Osceola Information not available to consultant
St. Johns Planning and Accountability 1 director, 1 secretary

Santa Rosa Not formally identified
Source: ValienteHernandez P.A. Telephone survey, May 2001.

The district would benefit from the creation of an Office of Program Evaluation and Accountability
that concentrates specifically on program planning, research, evaluation, and accountability and is
responsible for

» district-wide Planning;
e student testing, research, and evaluation;
» district-wide coordination of the School Improvement Plans’ process;

» assessment and evaluation of educational and operational program effectiveness and
efficiency;

» evaluation of the district’s strategic plan and goals;
» evaluation of the alignment of state, district and program goals and objectives;
» provide support to the school improvement process;

» provide reports to staff and the school board relating to educational and operational
program accountability; and

» provide accountability information to constituents.

The make up of an office for program accountability for a district the size of Lake be one program
manager, a testing coordinator and one secretary.

The District’s School Improvement and Education Accountability
Policy Needs to Be Expanded

The district has policy for school improvement and this should be expanded to address accountability
issues. Board policy 2.26, School Improvement and Education Accountability, establishes the
individual schools as the unit for educational accountability and focuses exclusively on the school
improvement plan process and its different components. The accountability policy needs to be
expanded to address responsibility for accomplishing goals and objectives established at the
individual educational program level. Additionally, school board policy should clearly link the
school-level goals and objectives to those developed by district administrative units and the budget.
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School board policy should also describe how departments and programs within the district are to be
charged with the responsibility of developing goals and objectives that relate to the district's mission,
support State Education Goals, reflect the intent of the program, or incorporate state or federal
requirements. Further, the policy should describe how departments and programs are to be held
accountable for the success of reaching the established goals.

Action Plan 5-1, Chapter 5 specifically describes the necessary steps to establish a policy to strengthen
the evaluation and accountability components of the student performance review mechanism by
linking accountability to employee evaluations and pay increases.

Recommenaations

4-20

We recommend that the district develop a formal accountability framework for the
educational and operational programs with the creation of an Office of Program
Evaluation and Accountability. The main functions of this office should include but are
not limited to

. district-wide Planning;

. student testing, research, and evaluation;

. district-wide coordination of the School Improvement Plans’ process;

. assessment and evaluation of educational and operational program effectiveness
and efficiency;

. evaluation of the district’s strategic plan and goals;

. evaluation of the alignment of state, district and program goals and objectives;

. provide support to the school improvement process;

. provide reports to staff and the school board relating to educational and
operational program accountability; and

. provide accountability information to constituents.

The make-up of this office for a district the size of Lake should be a program manager, the
testing coordinator and one secretary.

As part of structuring this office, we also recommend that the testing function be moved
under its purview. As part of this recommendation, we recommend that the district
develop clear job descriptions for the program manager and testing coordinator.

We recommend that the district develop its accountability framework for each major
educational and operational program. Ildeally, the district should concentrate this effort
under the newly created Office of Program Evaluation and Accountability.

We recommend that the district develop an accountability handbook to guide staff
through the process of developing accountability components.

We recommend that the district require major educational and operational programs to
develop clearly stated goals and measurable objectives.

For the educational programs, we recommend the district utilize the scheme what has
already been developed and use these elements as a starting point to build effective
accountability mechanisms for its major educational programs. The scheme can also be
extended to the districts major operational programs.
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»  We recommend that the district develop a mechanism to review and provide feedback to
program staff to ensure that program-level goals and objectives meet district expectations
and clearly align with those developed at the department, division, strategic, and other
administrative levels, Action Plan 3-8, Chapter 3 clearly describes the steps necessary to
implement this recommendation.

Further, we recommend that the Curriculum and Instruction Department ensure all eight
state educational goals are clearly addresses through department goals and objectives.

*  We recommend that educational and operational program goals and objectives be
improved by clarifying their relationship to the district’s mission, values, priorities, and
expectations as well as the goals and objectives developed at other levels in the district
including those contained in school improvement plans. We recommend that the newly
created office of Program Evaluation and Accountability be assigned the responsibility of
clearly establishing the relationships between departments and programs and how the
different systems interrelate and align with the district’s long-term and short-term goals
and objectives.

*  We recommend that the district expand the existing accountability policy to address
responsibility for accomplishing goals and objectives established at individual educational
program level. Policy should also describe how departments and programs within the
district are to be charged with the responsibility of developing goals and objectives that
relate to the district's mission, support State Education Goals, reflect the intent of the
program, or incorporate state or federal requirements. Further, the policy should
describe how departments and programs are to be held accountable for the success of
reaching the established goals.

Action Plan 4-1 shows the steps needed to implement these recommendations.
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Action Plan 4-1

Establishment of a Framework for Program Accountability

Recommendation 1

Strategy

Create an Office of Program Evaluation and Accountability.

Action Needed

Step 1.

Step 2:
Step 3:

Step 4:

The Superintendent direct appropriate Personnel department
staff to draft job descriptions for the positions of Manager (or
Supervisor) of Program Evaluation and Accountability and for
the Testing Coordinator. The job descriptions should be
developed with direct input from the Superintendent’s
leadership team and minimally include the activities below.

e Supervise all testing and evaluation that occur in the
district

« Serve as liaison between the Department of Education
and the district in all matters concerning testing and
evaluation

- Serve as a resource to the districts administrators,
supervisors, principals, and teachers on issues of testing
and evaluation

» Responsible for reviewing and evaluating all research
projects and programs submitted to the school board for
approval

« Provide testing and evaluation for programs
administered by staff development

The Superintendent secures approval from the school board.

The position of Testing, Evaluation, and Program
Accountability is advertised and applications reviewed by the
Assistant Superintendent for Curriculum and Instruction.

Minimal qualifications to occupy this office shall include a
master’s degree, certification in Administration and
Supervision, and at least three years experience in working
with and directing professional staff. Candidate must also
demonstrate both theoretical and applied knowledge of
testing, evaluation, and program accountability.

Interviews are held and an applicant is selected for the
position.

Who Is Responsible

Personnel Department staff at the direction of the Superintendent.

Time Frame July 31, 2002
Fiscal Impact $402,900 over the next five years approximately ($75,540 is the annual
state average salary for a manager in Research and Evaluation plus
the salary and benefits of the secretary $19,378 average plus an annual
4% contractual increase).
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Recommendation 2

Strategy

Develop an accountability framework for each major educational and
operational program.

Action Needed

Step 1: The Leadership Team with input from the newly created
Office of Program Evaluation and Accountability, develop an
accountability framework for each program to guide staff
through the development of the district’s program-level
accountability system. The framework should contain a
detailed format that reflects district expectations for program-
level accountability systems and should include the items
listed below and instructions to guide the development of
each item.

Program purpose

Unit administering the program

Person responsible for ensuring that the framework is
completed and updated regularly

Program goals

Program objectives

Performance measures by program objective, including a
short explanation of how each relates to the program
objective

Processes by program objective—the answer to the
question, “What processes will you put in place to
accomplish this objective?” providing an overview of
implementation strategies, the person responsible for
implementation, resources needed and sources, and
target date

Human resource development—the answer to the
question, “What training is needed (and for whom) in
order to accomplish this objective?”

Performance evaluation methods—including how often a
performance assessment will be conducted, how, by
whom, and the answer to the question, “How will you
know you have progressed toward or successfully
completed the objective (your evaluation criteria)?*
Administrative unit(s) responsible for implementing
goals, objectives, and strategies and reporting results

Step 2: The district should make use of the information in Exhibit 4-
11 to guide this process.

Who Is Responsible

The newly created Office of Program Evaluation and Accountability.

Time Frame

September 30, 2002

Fiscal Impact

This can be implemented with existing resources.

ValienteHernandez P.A.
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Recommendation 3

Strategy

Develop and distribute accountability handbook.

Action Needed

Step 1: The Leadership Team with help from the newly created
Office of Program Evaluation and Accountability develop an
accountability handbook that covers the topics below.

e The basic concepts of program accountability including
developing goals, outcome-based objectives, performance
measures, and routine assessment techniques.

* The use of the district accountability framework.

e The relationship between program goals and objectives
and those developed at various other administrative
levels. This includes a description of the process that staff
should follow to ensure that there is a logical, specific
linkage rather than a loose, general association between
program-level accountability systems and those included
in documents such as the strategic plan, school
improvement plans, and the district budget.

e« The district budget development process including
district budget priorities and the connection between
program goals and objectives and the allocation of
program resources.

Step 2: Distribute the document the document to each department
head and to appropriate program staff to enable them to
develop accountability systems for their programs.

Who Is Responsible

Newly create Office of Program Evaluation and Accountability under
the direction of the superintendent and her leadership team.

Time Frame September 30, 2002
Fiscal Impact This can be implemented with existing resources.
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Recommendation 4

Strategy

Develop adequate goals and objectives for major educational and
operational programs and services.

Action Needed

ValienteHernandez P.A.

Step 1:

Step 2:

Step 3:

Step 4:

Step 5:

Step 6:

The Superintendent charge the director or supervisor of each
educational and operational program with the responsibility
of developing adequate goals and objectives for their
respective program. The accountability framework and the
accountability handbook described in Recommendations (2)
and (3) above should be used as a foundation. Primary areas
to develop goals and objectives include those below.

» Offices of the three assistant superintendents and other
areas reporting directly to the Superintendent such as the
Education Foundation

» Basic Education (K-3, 4-8, and 9-12)

*  Exceptional Student Education

*  Vocational

* At-Risk (Dropout Prevention, Educational Alternatives,
English for Speakers of Other Languages)

» Facilities Construction and Facilities Maintenance

* Personnel

* Asset and Risk Management

» Financial Management

*  Purchasing

e Transportation

* Food Services

» Safety and Security

Program director or supervisor identify the purpose of each

major program (from federal or state law, grant specifications,

etc.) and the primary services provided by the district.

Program director or supervisor identify district priorities, the
strategic plan, existing goals and objectives, and major
activities/initiatives that relate to each program.

Program director or supervisor develops broad goal
statements that describe the primary outcomes (such as high
student performance, efficient transportation services, etc.)
the district expects each program to achieve. Goal statements
should reflect the intent of each program, support school-
based needs, provide a context for major program initiatives
and activities, and clearly support goals and objectives
developed at other administrative levels. Staff should use
information in Exhibit 4-11 as a guideline.

Program director or supervisor develops short-term and mid-
term objectives for each educational and operational program
goal. Objectives should be based on the specific, measurable
outcomes the district would like program to achieve. Each
objective should relate to the program’s goals, the program’s
intent and resources, children served, school needs, district-
wide goals, and the district’s expectations for the program.

Program director or supervisor identifies major initiatives and
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Step 7:

key strategies that the district will implement to achieve each
program objective. These strategies will be later used to set
priorities for day-to-day operations.

All program goals and objectives are finalized and submitted
to the Leadership Team for review. The Leadership Team
seeks input from the newly created Office of Program
Evaluation and Accountability to assure each system is
aligned with the district’s strategic plan.

Who Is Responsible

Program directors supervisors, supported by the newly created Office
of Program Evaluation and Accountability, and at the direction of the
superintendent and her leadership team.

Time Frame November 30, 2002

Fiscal Impact This can be implemented with existing resources.
Recommendation 5

Strategy Review and align all the goals and objectives, and develop a

mechanism to review and provide feedback to program staff.

Action Needed

4-26

Step 1:

Step 2:

Step 3:

Step 4:

The Leadership Team with help from the Office of Program
Evaluation and Accountability review program-level goals
and objectives with staff of each major program to ensure that
they

* meet district expectations set forth in the accountability
handbook (refer to Recommendations 1 and 2 above) and
* clearly and logically relate to the district’s vision and
mission statements, and goals and objectives developed at
various other district administrative levels such as those
in the strategic plan and those developed as part of the
budget process.
The Leadership Team with help from the Office of Program
Evaluation and Accountability review school improvement
plans to identify school-based needs as they relate to specific
programs. This information is also used to develop, refine,
and align program-level goals and objectives to support
school needs and improvement initiatives. (Refer to Action
Plan 5-8, Chapter 5 for additional recommendations related to
school improvement plans.)

The Leadership Team ensures the Curriculum and Instruction
department clearly addresses all eight state educational goals
through department goals and objectives.

The Leadership Team provides specific feedback to program
staff to revise and resubmit goals and objectives that do not
meet district expectations or do not clearly align with those
developed at other administrative levels.
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Who Is Responsible

Superintendent, Leadership Team, and the newly created Office of
Program Evaluation and Accountability.

Alternatively, the Leadership team could form ad hoc working
committees to review specific program areas. Each committee could
include a representative from the Leadership Team and may include
appropriate staff members from other district program areas to ensure
that goals and objectives are realistic, related, and coordinated with
other programs’ goals and objectives. For instance, operational
support areas such as Finance, Transportation, and Facilities could be
included as members of the ad hoc working committees that review
and provide feedback on educational program goals and objectives.

Time Frame

September 31, 2002 and ongoing.

Fiscal Impact

This can be implemented with existing resources.

Recommendation 6

Strategy

Clarify the relationship between program-level goals and objectives
with the district’s mission, values, priorities, and administrator
performance expectations.

Action Needed

ValienteHernandez P.A.

Step 1: The Superintendent and her Leadership Team establish a
committee made up of program directors/supervisors and
supported by the newly created Office of Program Evaluation
and Accountability. The committee would be responsible for
analyzing the goals and objectives of all educational and
operational programs to clearly establish existing interactions
between departments and programs. Secondly, the
evaluation should concentrate on how the different systems
interrelate and align with the district’s long-term and short-
term goals and objectives, mission and priorities. Lastly, the
committee should review the relationship between goals and
objectives and goals and objectives of school improvement
plans.

Step 2: The committee should make recommendations to the
Superintendent and her Leadership Team to strengthen the
linkages of all staff.

Step 3: The Leadership Team should review the committees
recommendations and direct program staff to revise the goals
and objectives.

Step 4: Goals and objectives are finalized and implemented.

Step 5: Program director or supervisor reassess goals and objectives
two times each year based on legislative changes, changes in

district goals, student needs, resources, needs identified in
school improvement plans, etc.

Step 6: At the end of each school year management evaluates the
results of each program and administrator compensation is
tied to achievements.
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Who Is Responsible The Superintendent and her Leadership team and program directors
or supervisors, supported by the newly created Office of Program
Evaluation and Accountability.

Time Frame January 31, 2003

Fiscal Impact This can be implemented with existing resources.

Recommendation 7

Strategy Revise and expand the existing accountability policy to address
responsibility for accomplishing goals and objectives established at
individual educational program level and to emphasize
accountability.

Action Needed Step 1: The Superintendent and her Leadership Team, with input

from the newly created Office of Program Evaluation and
Accountability draft an expanded accountability policy to
describe how departments and programs within the district
are to be charged with the responsibility of developing
annual goals and objectives that relate to the district's
mission, support State Education Goals, reflect the intent of
the program, or incorporate state or federal requirements.

The policy also should describe how departments and
programs are to be held accountable for the success of
reaching the established goals.

Step 2:  Updated policy is submitted to the board for approval.

Who Is Responsible Superintendent, Leadership Team, and school board.
Time Frame July 31, 2002
Fiscal Impact This can be implemented with existing resources.

2 The district should expand its use of performance and cost-
efficiency measures, and interpretive benchmarks to improve
program performance and reduce costs

While the district has established performance measures for the educational programs to some extent,
the district has not established performance and cost-efficiency measures for most of its operational
programs. The lack of a meaningful set of performance measures makes it very difficult for district
administrators to assess program performance and make informed decisions regarding resource
allocation. Additionally, performance measurement systems are developed based on sound goals and
objectives and because this is a weak area in the district, it is expected that the performance
measurement activity needs to be strengthened.

Measurement of performance and cost-efficiency is a powerful means by which program managers,
the school board, and other stakeholders are able to determine whether the district’s major
educational and operational programs are meeting district expectations. Performance and cost-
efficiency measures define the performance and cost data and info to be collected needed to assess
whether goals and objectives have been achieved in the most economical way possible. Developing
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and implementing and adequate set of performance measures for each major program would allow
the district to make better informed decisions regarding issues such as

* increasing or decreasing the funds allocated to different programs;

e continuing or eliminating programs due of low performance levels;

e outsourcing programs or services under a program;

e co-locating services;

* implementing new programs; and

» determining whether services are being provided in the most cost-effective manner.

The District Has Framework That Can Be Used to Develop
Educational Programs Performance Measures

As mentioned earlier, the previous administration took the initiative to develop accountability
mechanisms for the six programmatic areas under the Curriculum and Instruction department and
while this mechanism is not fully used, the district can use it as a starting point. The system included
the establishment of close to 140 results measures (i.e., performance measures) as a means to assure
that objectives were met. The system and the associated performance measures, however, presented
the following weaknesses:

» the results measures generally lacked depth and each was not clearly differentiated as
being an input, output, or outcome measure;

» the system did not have a clearly defined accountability component. As a result, there
was little consistency in the follow up of the result of performance measurements;

» the performance measures generally did not have associated benchmarks or appropriate
standards against which performance data could be composed to determine whether
performance was acceptable; and

* none of the 140 results measures developed linked program performance to program
costs. Generally, educational programs do not have adequate performance measures
such as per pupil cost, to determine whether program activities should be reviewed to
reduce costs;

Exhibit 4-15 shows one example of performance measures developed by each programmatic area.
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Exhibit 4-15
Examples of Performance (Results) Measures of the Different
Programmatic Areas

Strategic Direction Results Measures

Basic PK-12 Curriculum and Instruction

Make available the Kindergarten Readinessbrochure and the Number of brochures distributed
Welcome to Kindergarten brochure to all incoming parents.

Exceptional Student Education

Increase the number of placements into Prekindergarten Data collection
Programs for Children with Disabilities.

Federal Compensatory Programs

Implement a 7ake Home Literacy Program for Migrant/ESOL  Reduction in Dropout rate of

students and increase the emphasis on advocacy. Migrant Students. Number of
students attending HEP/Camp.
Number of students attending
Summer Institute

Vocational-Technical Adult and Community Education

Lake District students will receive career pathway preparation  Student career portfolios
in order to exit school prepared for successful employment
and further education

Media and Staff Development

Provide, through school site media centers, videos and reading Checkout records

materials on child development for parents and staff. Number of titles requested

Student Services

A profile of early leavers in Lake County will be developed Schools will be able to better identify
using the early reports completed by the Occupational early leavers and develop
Therapists. appropriate interventions

Source: Lake County School, May 2001.

The district has several strengths that it can use to develop a sound performance measurement
system. For example, the current management information system allows for data analysis and
comparisons. The data on educational programs includes grades, attendance, and test scores. The
district demonstrated that is management information system contains performance measurement
data that is routinely collected, complied, and reported to DOE. Management should evaluate
different ways to improve to the existing information system to make easier for use by district
administrators, school administrators, and teachers to assess program performance and results.
Another advantage of the educational programs is that series of performance measures has already
been developed that could be refined and used as a starting point.

In summary, while some programs in the district track performance to a certain extent, the district
needs to expand and improve its systematic performance measurement mechanism through a formal,
consistent and comprehensive procedure. The recommended Office of Program Evaluation and
Accountability (Action Plan 4-1, Recommendation 1) should play a key role in carrying out this task.
Critical performance measures should be included in the district’s strategic plan and the revised set of
performance measures should include appropriate benchmarks from comparable school districts,
government agencies, and private industry. They should also be up-to-date, in writing, easy to
identify, and located in a single document.
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The programs should also incorporate and find appropriate balance between the different types of
performance measures. Exhibit 4-16 presents the definition of each type of measure. And lastly,
performance measures link program performance to program costs.

An added advantage of an adequate set of performance measures is that it ultimately enables the
district to assess district-wide educational performance and determine whether decisions to fund
particular initiatives and programs or services have met their individual goals or should be
discontinued, reduced, or expanded. Performance measurement however, also needs to be tied to
program-level goals and objectives and, thus allow individual staff to assess whether they are meeting
the specific performance and cost-efficiency expectations for individual programmatic areas and their
contribution to district-wide educational performance.

Exhibit 4-16
Purpose of Different Types of Performance Measures

Type of Performance

Measures Purpose
Measure any demands or resources, which affect outputs or outcomes.

Input . . . . .

P Inputs include staff, financial resources, equipment, and supplies.
Measures products or services produced by a program or number of
entities receiving services. Outputs include the actual number of
students receiving educational program services, number of

Output g prog

applications processed, gross square footage monitored for security
purposes, and miles of school bus service traveled. Output measures
can be used to assess efficiency and work load issues.

Measure of the extent to which a program is resulting in the
consequences or public benefit intended. Outcomes include
percentage of students who showed mastery of writing skills through
their scores on FCAT, percentage of vocational certificate completers
Outcome who were placed in a job related to their education, and percentage of
graduating seniors who needed no remediation upon entry into a
college or university. Outcome measures can be used to evaluate the
actual impact of a program or service and identify potential

improvements in program design and processes.
Source: Office of Program Policy Analysis and Governmental Accountability (OPPAGA).

Information Available Databases Should Be Used More

The state Department of Education’s School Indicators Report annually makes available data at the
district and school level on a total of 21 performance indicators. This information can be useful in
comparing program performance against similar districts. Exhibits 4-17 through 4-22 show the results
of a benchmarking exercise conducted by ValienteHernandez P.A. to illustrate the usefulness of the
data in assessing the district’s performance to program managers. Additional information and
recommendations on use of more extensive use of nonacademic indicators is presented in Chapter 5
Action Plan 5-1 and related discussions.

The comparison is made against the group of peer districts selected for this review. The selected
academic indicators are:

* mobility rate,
* absentee rate,
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» gifted students rate,
e dropout rate,

e graduation rate, and
» classsize.

Exhibit 4-17
Mobility Rate

Mobility (%)
District Elementary  Middle High
Lake 57.1 30.5 26.2
Alachua 32.7 27.8 32.0
Charlotte 27.6 25.3 22.7
Okaloosa 31.1 215 30.3
Osceola 38.7 329 33.0
St. Johns 24.2 20.2 21.0
Santa Rosa 255 23.0 19.4
Average without Lake County 30.0 25.1 26.4

Source: Florida Department of Education, School Indicators Report for the Year 2000.

Exhibit 4-18
Absentee Rate

Students Absent 21 or More Days (%)

District Elementary  Middle High
Lake 4.7 9.5 NA
Alachua 6.6 10.5 18.5
Charlotte 53 54 115
Okaloosa 3.0 5.1 10.0
Osceola 7.1 15.8 10.2
St. Johns 4.4 9.1 11.3
Santa Rosa 5.4 7.9 10.6
Average without Lake County 5.3 9.0 12.0

Source: Florida Department of Education, School Indicators Report for the Year 2000.
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Exhibit 4-19
Gifted Students Rate

Gifted Students (%)

District Elementary  Middle High
Lake 1.4 3.5 4.9
Alachua 9.8 18.5 Not Available
Charlotte 3.1 6.1 4.0
Okaloosa 3.1 8.1 4.0
Osceola 0.6 2.2 1.6

St. Johns 2.1 6.5 0.9
Santa Rosa 34 5.8 2.7
Average without Lake County 3.7 7.9 2.6

Source: Florida Department of Education, School Indicators Report for the Year 2000.

Exhibit 4-20
Dropout Rate

Dropout Rate (%)

District Elementary  Middle High
Lake 4.30 4.30 4.30
Alachua 6.30 6.30 6.30
Charlotte 3.70 NA 3.70
Okaloosa 4.10 4.10 4.10
Osceola 5.50 5.50 5.50
St. Johns 2.30 2.30 2.30
Santa Rosa 2.00 2.00 2.00
Average without Lake County 3.98 4.04 3.98

Source: Florida Department of Education, School Indicators Report for the Year 2000.

Exhibit 4-21
Graduation Rate

District High School Graduation Rate (%)
Okaloosa 775
St. Johns 74.9
Santa Rosa 73.5
Charlotte 71.7
Lake 66.3
Alachua 63.7
Osceola 58.9
Average without Lake County 66.8

Source: Florida Department of Education, School Indicators Report for the Year 2000.
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Exhibit 4-22
Class Size
District Level K-5 Language Arts Math
Lake Elementary 219
Middle (Grades 6-8 25.7 27.1
High (Grades 9-12) 26.3 25.6
Alachua Elementary 21.8
Middle 231 21.3
High 25.1 24.9
Charlotte  Elementary 22.1
Middle 23.1 22.2
High 24.6 24.8
Okaloosa  Elementary 23.2
Middle 23.2 22.9
High 24 23.7
Osceola Elementary 30
Middle 26 28.4
High 23.4 24.2
St.Johns  Elementary 21.7
Middle 244 24.8
High 27.2 28.3
Santa Rosa Elementary 23.3
Middle 253 24.8
High 26.3 27.8

Note: Comparative information on Science and Social Studies class sizes is also available in the DOE database.
Source: Department of Education. School Indicators Report 1999-2000.

Operational Programs Have Not Developed Well-Defined Performance
Measurement Systems

Generally, the operational programs have not developed formal performance or cost-efficiency
measures, or benchmarks (e.g., industry standards) to assess operations. Furthermore, operational
program staff generally do not collect performance and cost-efficiency data, needed to improve
operations on a regular basis.

Some departments informally collect measurement data to assess programs but the data falls short of
enabling program managers to comprehensively assess program performance providing. For
example, the Transportation department collects some data but does not use this information
regularly to make operational improvements nor does the department collect and assess other data
such as bus driver turnover rate, bus occupancy rate, or number of courtesy riders, that would
provide a comprehensive picture of the overall performance and cost of the transportation program.
The Personnel department collects staffing and salary information more to defend budget requests
than to determine organizational or operational improvements on to reduce costs.

Without clearly defined goals and measurable objectives, it is impossible for program leaders to know
whether the current performance and cost measurements are appropriate or sufficient. Exhibit 4-23
presents examples of performance and cost measures for operational programs. Directors and
supervisors can select the performance measures that are most suitable for the operation and
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implement measurement to monitor performance on a continuous basis. Of the selected group, the
Superintendent’s Leadership Team can chose a few key measures to present to the school board or
public to indicate whether district wide performance and cost are acceptable.

The current administration should also address performance and cost measurement systems for
operational programs in the strategic plan currently being developed. Once the district develops
goals and objectives and performance and cost measurement systems are developed for each major
operational program, program leaders will be able to ensure that the performance and cost efficiency
data collected fully answer the question whether programs are meeting expectations.

Exhibit 4-23
Examples of Performance and Cost Measures for Operational Programs

Finance

¢ Number of account payable checks

«  Percentage of monthly journal entries

* Percentage of journal coding errors

¢ Number of audit adjustments

¢ Percentage amount of adjustment for monthly coding errors

« Percentage of transactions processed with less than x% error rate
* Percentage of fund balances researched and validated monthly

e Percentage of budget amendments to board within x days

e Average number of working days to compile monthly financial statements and associated
schedules

*  Percentage of vendor discounts lost due to processing delays by accounting
Purchasing

¢ Number of PO’s processed

¢ Number of formal bids processed

¢ Number of formal RFPs processed

e Average time to process RFPs

e Percentage Response to bids issued

e Percentage of response to RFPs issued

e Average rate of stock turnover

¢ Number and percent of items received and stored within X working days of receipt of material
« Percentage of cost center requests responded to within X days

« Percentage of stock requisitions filled and delivered within X days

* Percentage of users surveyed who rate purchasing service as satisfactory or higher on user
survey

e Cost per bid request processed

«  Minutes spent per purchase order payment processed
e Cost per purchase order processed

¢ Minutes spent per purchase order issued

e Percentage of overdue orders

¢ Dollar value of purchase orders issued
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Dollar value of warehouse inventory

Plant Operations

Quality of grounds work

Overtime expected

Cleaning/maintenance cost per square foot

Square feet maintained per FTE

Number of user complaints

Percentage of work orders completed within X number of days
Percentage of PMs completed on schedule

Percentage of quality checks meeting standard

Average days to institute routine repairs

Estimated savings from energy conservation measures
Percentage of emergency repairs completed within one day of notification
Amount of time spent per work order

Average, cost per maintenance request

Facilities operation cost per square foot

Maintenance and repair cost per square foot

Supervisory cost per square foot

Facilities

Average number of days for selection of design consultant from project assignment
Average number of days for selection of construction consultant from project assignment
Number of consultant engineer contracts administered

Number of in-house designs completed

Number of inspections completed

Number of construction/capital projects managed

Percentage of inspection cost to project cost

Percentage of design cost to project cost

Inspection cost per hour

Percentage of capital projects completed within estimated time

Average number of hours required to provide preliminary planning review for capital
improvement projects

Student Transportation

Number of accidents/100,000 miles

Number of preventable accidents/100,000 miles
Parent complaints per week

Percentage of trips missed

Percentage of trips on schedules

Cost per pupil trip

Percentage of breakdowns

Number of buses arriving late
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Food Services

e Meals per labor hour
e Costs per meal
e Total meal participation for breakfast, lunch, and other feeding programs

* Increase or decrease in meals purchased from the previous period
Source: Previous Performance Measurement report.

The District Should Link Performance Tracking Mechanisms

In agreement with Florida law, the district’s 42 School Advisory Councils are the central units for
evaluating school performance. School Advisory Councils and are responsible for the development of
School Improvement Plans and for analyzing a variety of student and school performance
measurements contained in several reports issued annually by the Department of Education for each
school in the district. Currently, the performance evaluation of individual schools is not clearly linked
to major educational and operational programs that have a direct or indirect impact on student
performance. Furthermore, the district would benefit from having a well-defined mechanism to
comprehensively evaluate district performance from a “big picture” perspective that can be used by
management go give effective directive to the district.

Florida school accountability mechanisms encompass the following three well-defined instruments:
the development and evaluation of School Improvement Plans, and the issuance of the Schoo/
Aavisory Council Reportand the School Accountability Report. Both reports are published annually,
required by Florida law and, specially the School Aavisory Council Report, contain school-level
progress on 16 performance measures related to the state’s eight education goals. It would be
beneficial to district administrators to use some of these indicators to evaluate the performance of
educational and operational programs and their relation to school performance. Exhibit 4-24 shows
the indicators developed by the state for the different state educational goals.

Action Plan 5-6, Recommendation 4, Chapter 5 presents recommendation related to linking the
existing mechanisms into a district-wide accountability system.
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Exhibit 4-24
Performance Indicators Established for Each State Education Goal

State State

Education Education

Goal Indicator Goal Indicator

Goal 1: Number and percentage of Goal 5: Number of incidents of unlawful
students meeting the activity and violence, including
expectations of the state for weapons violations, vandalism,
school readiness. substance abuse, harassment, and

other incidents occurring on
campus, on the bus, or at school-
sponsored activities.

Goal 2: Number and percentage of Goal 6: Number and percentage of classes
students who graduated taught by out-of-field teachers.
within four years of entering Number and percentage of
ninth grade for the first time. teachers, administrators, and staff
Number and percentage of who receive satisfactory annual
students who were reported evaluations based on a district
as dropouts at the end of assessment system.
each school year. Number and percentage of teachers
Number and percentage of in the school who have earned
students who meet the state degrees beyond the bachelor’s level.
levels in reading, writing,
and mathematics for
placement into college-level
COUrses.

Number and percentage of
graduates who are followed
up by the Florida Education
and Training Placement
Information Program
(FETPIP).

Goal 3: Student performance results  Goal 7: Number of adult students served by
on state-designated student the district earning a state of Florida
assessments, including the high school diploma either by
Florida Comprehensive earning credits and meeting
Assessment Tests (FCAT) at minimum skills requirements in
grades four, five, eight, and math and communications by
ten for Sunshine State scoring high enough on the 10"
Standards and grades 3 grade FCAT or the HSCT or by
through 10 for the NRT taking and passing the General
component. Education Development tests.

Goal 4: Results of a locally- Goal 8: Number and percentage of School

administered school learning
environment survey.
Number and percentage of
teachers and staff new to the
school at the beginning of
the school year.

Number and percentage of

Advisory Council members by
membership type and racial/ethnic
category.
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State State
Education Education
Goal Indicator Goal Indicator

students absent 11 to 20 and
21 or more days each year.
Average number of days
teachers and administrators
were not in attendance at
the school for reasons
classified as personal leave,
sick leave, and temporary

duty elsewhere.
Source: Florida Department of Education.

Generally, the District Does Not Compare Program Performance and
Cost Against Acceptable Standards and Benchmarks

Some programs compare their performance and cost to other school districts. Examples are
transportation, food services, risk management, and personnel. In contrast, other programs and in
particular major educational programs generally compare their performance to standards or
benchmarks (such as other districts) on a very limited basis.

These comparisons however, do not have specific meaning as benchmarks because they generally
have not defined acceptable target or standards and results are generally not reported in a formal
manner. Additionally, benchamarking results are not presented to school board members on a
consistent basis.

Without a comprehensive set of performance and cost-efficiency benchmarks that link to each
program’s purpose, goals, and objectives, district managers and school board members can have
difficulty interpreting performance and cost-efficiency data to enable them to address basic questions
such as those below.

* Where does the district stand in relation to others delivering similar programs and
services?

* Iscurrent program performance adequate and are program or service costs reasonable?
» Has the district met program performance and cost-efficiency expectations?

» Could the program or service operate with fewer resources?

»  Are peer districts utilizing different and innovative best practices?

Once the district develops performance measures, the district should develop adequate benchmarks
for each major educational and operational program. There are many sources of information for
standards in both the public and private industry that can be used to assess performance of
operational areas.
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The District’s Operational Programs Should Also Utilize Nonacademic
Data Available More Extensively

Operational areas also have a great resource in the School Indicators Report. Exhibits 4-25 through
4-29 show the result of benchmarking exercise for Lake County against its peers for selected
operational indicators. More than making conclusions on where Lake stands in relation to its peers,
the purpose of these exhibits is to demonstrate that there is data available and readily accessible to see
how the district is doing when compared against others.

Exhibit 4-25
Finance—Operating Costs
District Finance-Operating Costs ($)

Alachua 4,834

Charlotte 4,749

Okaloosa 4,679

St. Johns 4,592

Osceola 4,379

Lake 4,363

Santa Rosa 4,295

Average without Lake County 4,510
Source: Florida Department of Education, School Indicators Report for the Year 2000.

Exhibit 4-26
Finance—Per Pupil Expenditures

Finance-Per Pupil Expenditures

District Exceptional ($) Regular (3) At-Risk (3$) Vocational
Lake 6,411 3,813 6,004 Not Available
Alachua 6,416 4,252 6,161 Not Available
Charlotte 7,257 4,056 7,573 Not Available
Okaloosa 6,482 4,227 7,717 Not Available
Osceola 7,094 3,916 3,919 Not Available
St. Johns 7,088 4,054 4,352 Not Available
Santa Rosa 6,510 3,710 3,921 Not Available
Average without Lake county 6,808 4,036 5,607 Not Available

Source: Florida Department of Education, School Indicators Report for the Year 2000.
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Exhibit 4-27
Food Services—Free Reduced—~Price Lunch rate

Free Reduced-Price Lunch (%)

District Elementary Middle
Lake 49.3 40.2
Alachua 57.2 41.9
Charlotte 49.9 41.4
Okaloosa 38.7 21.7
Osceola 51.3 45.7
St. Johns 30.1 21.6
Santa Rosa 37.9 30.1
Average without Lake County 44.2 34.7

Source: Florida Department of Education, School Indicators Report for the Year 2000.

Exhibit 4-28
Safety and Security—Suspensions Rate

Suspensions

Elementary Middle High
In-School Out-of- In-School Out-of- In-School Out-of-
District (%)  School (%) (%)  School (%) (%)  School (%)
Lake 1.2 3.1 11.6 15.8 5.1 14.3
Alachua 0.6 3.0 8.3 15.1 3.3 13.7
Charlotte 0.1 0.9 0.0 10.0 0.0 8.3
Okaloosa 1.1 1.1 17.1 10.1 14.9 10.7
Osceola 1.3 3.1 8.4 18.5 2.8 15.4
St. Johns 0.0 1.8 18.7 10.6 11.1 10.8
Santa Rosa 0.4 0.4 18.1 6.4 10.0 6.0
Average without Lake County 0.6 1.7 11.8 11.8 7.0 10.8

Source: Florida Department of Education, School Indicators Report for the Year 2000.

Exhibit 4-29
Teachers—Average Years of Experience

District Teachers—Average Years of Experience
Okaloosa 15.4
Alachua 14.1
Santa Rosa 13.7
Lake 12.7
Charlotte 12.6
St. Johns 12.3
Osceola 9.7
Average without Lake County 13.0

Source: Florida Department of Education, School Indicators Report for the Year 2000.
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Recommenaations

We recommend that the district develop performance and cost-efficiency measures for
major programs. Developing these measures will better enable district administrators
and school board members to address basic questions about program performance and
cost and assess progress toward program goals and objectives.

As part of performarnce measure development, we recommend that program staff identify
and prioritize data needs. This will better ensure that data is available to assess program
performance and cost.

We also recommend that the district establish a mechanism fo review and align
performance measures with those developed at various administrative levels such as the
district’s strategic plan.

Once the district develops performance measures, we recommend that the district
develop benchmarks for each major program. This would include developing standards
or targets for existing comparisons to help staff determine whether their programs have
made sufficient progress toward program goals and objectives. Benchmarks should
include comparisons to other similar school districts, government agencies, and private
industry. Staff should use the Pathway to Excellence as a starting point to identify these
benchmarks for educational programs. The district should identify who is responsible for
doing this analysis and how often it should be done. This will better enable the district to
assess whether the performance and cost of these programs are acceptable. District
administrators and school board members also could use this information in decision-
making and to identify ways to improve

Action Plan 4-2 shows the steps needed to implement these recommendations.

Action Plan 4-2
Development of Performance and Cost Efficiency Measures

Recommendation 1

Strategy

Develop program performance and cost-efficiency measures and
identify data needs.

Action Needed Step 1: The Leadership Team should assign program directors and

4-42

supervisors the responsibility of identifying performance
measures for the major programs/services. The newly created
office of Program Evaluation and Accountability assists
program staff in researching appropriate measures.

Step 2: Program directors and supervisors review Exhibit 4-16 and
use it as a guide in developing the performance measures.
Operational supervisors should review Exhibit 4-23, common
performance measures of operational programs, as a source of
information.

Step 3: Program directors and supervisors review performance
measures in the district’s strategic plan document. While not
program specific, the strategic plan includes broad, critical
measures that should provide program staff with some
direction in developing program-specific performance
measures.

ValienteHernandez P.A.



Performance Accountability Systems

Step 4:

Step 5:

Step 6:

Step 7:

Identify detailed input and outcome measures and indicators
of efficiency and effectiveness. Focus on desired results and
outcomes, not just on activities. Clearly define each measure
and make sure that it measures what is intended. Avoid
measures that could easily be misinterpreted.

Identify how performance measures link to the budget and
the measures in the district strategic plan.

For each performance measure, identify the data needed and
provide the information below.

*  Who will collect performance data and how often? What
is the source of the data (e.g., state or district reports)?

* In what format is the data needed?

+ How often should the data be collected?

e Who (program staff, department head, assistant
superintendent, Superintendent, school board) will the
data be reported to and how often?

* How should the data be used?

Program directors and supervisors select a few critical

performance and cost-efficiency measures that should be

reported periodically to school board members and the

Superintendent to demonstrate how well the program is

performing.

Who Is Responsible

Leadership team, program supervisors and appropriate program staff.

Time Frame September 30, 2002
Fiscal Impact This can be implemented with existing resources.
Recommendation 2
Strategy Identify data needs and develop a process for approving data
requests.
Action Needed Step 1: The Leadership Team, the directors of MIS and Finance with

Step 2:

input from the newly created Office of Program Evaluation
and Accountability identify and prioritize data needs by
classifying data into the following two categories:

e data currently available, accessible, and in the format
needed to determine progress toward program goals and
objectives and

e data currently either not available, accessible or in the
format needed to determine progress toward program
goals and objectives.

Establish and implement a district-wide process for approving

data requests made to the MIS department. This policy may

include review and signoff from department managers or
assistant superintendents and how the data relates to
program goals and objectives.

Who Is Responsible

Leadership team, assistant superintendents, the Management and
Information Systems (MIS) department, and the new office of
Program Evaluation and Accountability.
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Time Frame

October 31, 2002

Fiscal Impact

This can be implemented with existing resources.

Recommendation 3

Strategy

Review and align performance measures.

Action Needed

Step 1:

Step 2:

Step 3:

Assign the responsibility to clearly identify the specific role
and expectations for program staff to program directors and
supervisors to ensure that performance measures are
implemented and how they should relate to specific
programs’ performance measurement system. The new office
of Program Evaluation and Accountability (Action Plan 4-1) is
consulted as needed.

Review program-level performance measures with staff of
each major program to ensure that they

* meet district expectations set forth in the accountability
handbook (refer to Action Plan 4-1 Recommendation 3),
the specifications outlined in Exhibit 4-11, elements of
program performance and Cost-Efficiency Measures, and
Exhibit 4-16, Input, Output, and Outcome Measures and

» clearly and logically relate to those developed at various
other district administrative levels such as those in school
improvement plans and the strategic plan.

Provide specific feedback to program staff to revise and

resubmit performance measures that do not meet district

expectations or do not clearly align with those developed at
other administrative levels.

Who Is Responsible

Leadership Team, program supervisors and directors.

Time Frame November 30, 2002
Fiscal Impact This can be implemented with existing resources.
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Recommendation 4

Strategy

Develop benchmarks for each major program.

Action Needed

Step 1:

Step 2:

Step 3:

Step 4:

Step 5:

Step 6:

Step 7:

Step 8:

Step 9:

The Superintendent and the Leadership Team determine
which  major programs would benefit most from
benchmarking and assign the responsibility to program
supervisors and directors to develop benchmarks for the
selected programs/services.

Program directors and supervisors of the selected
programs/services identify key performance measures of cost,
quality, and efficiency that should be compared.

For each program, a group of about five peer districts is
identified using the following criteria:

- availability of program;

» location of school district;

« student population;

« number of students served by program;

« urban/rural nature of district; and

« socioeconomic status of the district.

For each program, select model organizations including
government agencies or private companies that have similar
programs.

Contact the peer districts or search for the required data in
appropriate sources.

Identify standards, such as trend analysis data, minimally
acceptable performance, or generally accepted industry
standards, to judge program performance or cost-efficiency.
Examples of standards might include being in the top of the
state’s districts, in the middle of peer districts, within 10% of
the industry average, etc.

Determine how the data will be used to draw conclusions on
the different programs. For example, whether the district will
be compared to the average of the peer districts, the highest
performing organization, the organization with the lowest
cost, etc.

Set a schedule to collect performance data from
benchmarking organizations, staff responsible for collecting
the data, source of the benchmark data and timelines for
collecting and reporting results.

Collect the data, measure the performance, and identify gaps
between the Lake programs and the peer districts.

Step 10: Program  directors and  supervisors or  selected

programs/services present results to the Superintendent and
later, to the school board.

Who Is Responsible

Leadership Team, Program supervisors and directors, and appropriate
program staff with the assistance of the newly created Office of
Program Evaluation and Accountability.

Time Frame

January 31, 2002

Fiscal Impact

This can be attained with existing resources.
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3 The district does not adequately assess the performance and cost
of its major educational and operational programs regularly to
establish potential cost savings and/or outsourcing options.

Without sufficient performance and cost measurement systems and benchmarks, the district does not
have a mechanism in place to assess the performance and cost of major programs on an ongoing basis
in order to improve the quality of education and services and to identify ways to reduce costs. As
indicated in the previous section, the district collects some operations data—primarily staffing and
expenditures—and maintains historical data; however, the district could use this data more effectively
to analyze the cost effectiveness of its operations. Currently, the district’s assessments of its
operations include a reduced number of informal internal evaluations and a few formal external
evaluations. (Refer to the next section for more information on district evaluation activities.)

Periodic assessment provides a means to program staff to monitor and manage programs on a daily
basis and make midcourse adjustments on an ongoing basis. Their assessments are also useful to pull
together basic data on a regular, real-time, basis to determine and communicate to district
management how well a program is meeting its goals and objectives. Without such information,
district administrators can have difficulty determining the extent to which programs are progressing
towards stated goals and objectives and identifying ways to improve.

Periodic assessments of cost-effectiveness of programs are a key component of a sound controlling
system. Because the district lacks such system, goals, measurable objectives, performance measures,
and benchmarks are not defined, it is impossible for district staff to assess the performance or cost of
major programs on a regular, real-time basis. Once adequate performance measures and benchmarks
are established (Action Plan 4-2) we recommend the district conduct ongoing assessments of
programs/services on a periodic basis.

Recommenaations

»  We recommend that the district develop a top-down directive for staff to conduct
ongoing assessments of selected programs and services.

»  We recommend that the newly created office of Program Evaluation and Accountability
(Action Plan 4-1) and the MIS Department provide training to district administrators on
performance reporting, including the benefits of it and how to do it. This training should
include communicating to the administrators the reports that are currently available from
TERMS as well as on how to identify other data or reporting needs.

Action Plan 4-3 shows the steps needed to implement this recommendation.
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Periodic Assessment of Educational and Operational Programs

Recommendation 1

Strategy

Develop a top-down directive for staff to conduct ongoing assessments of
selected programs and services.

Action Needed

Step 1:

Step 2:

Step 3:

The Leadership Team develops a directive for staff to conduct
ongoing assessments of programs and services. Program
assessments should include information such as

program purpose, goals, objectives, delivery methods, and
program resources (dollars and staff);

the extent to which the program achieved its annual goals and
objectives using performance and cost-efficiency data and
established benchmarks;

amount of workload accomplished (outputs);

numeric indicators of program results that indicate quality,
effectiveness, and amount of “need” that is or is not being
served (outcomes);

amount of input related to (divided by) amount of output or
outcomes (efficiency);

elements substantially out of the control of the school district or
program that affect program accomplishments; and

elements over which the district has significant control, such as
staffing patterns

The Leadership Team selects the programs and services that will be
monitored on a regular basis and assigns this responsibility to
program directors or supervisors. The new Office of Program
Evaluation and Accountability is consulted as needed.

Performance is monitored and results are presented as agreed.

Who Is Responsible

Leadership team, program directors, supervisors or assigned staff, and the
Office of Program Evaluation and Accountability.

Time Frame

October 31, 2002

Fiscal Impact

This can be attained with existing resources.
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Recommendation 2

Strategy Provide training to district administrators on performance reporting

Action Needed Step 1:  The Director of MIS and the office of Program Evaluation and
Accountability jointly deliver training to administrators on
performance reporting, how to identify and prioritize data needs,
and on the reports already available from TERMS.

Step2: The Superintendent and her Leadership team work together to
establish a mechanism for soliciting ongoing input from district
employees on changing data and reporting needs; prioritizing
these needs; communicating them to the MIS Department; and
creating performance reports.

Step 3:  The MIS Director establishes a mechanism for encouraging and
soliciting ongoing input from district employees on changing data
and reporting needs.

Who Is Responsible  Leadership Team; director of MIS, and the office of Program Evaluation and
Accountability
Time Frame September 30, 2002

Fiscal Impact This can be attained with existing resources.

4 The district should expand formal evaluations of its major
educational and operational programs to improve program
performance and cost-efficiency.

The district does not have well-defined evaluation mechanisms in place to examine whether
educational or operational programs are meeting their intended purpose, goals, and objectives in the
most efficient manner. Consequently, the district is not able to evaluate the cost-effectiveness and
cost-efficiency of educational and operational programs in a formal or consistent manner.

As with periodic assessment, because the district generally lacks a structure of goals, objectives and
performance measures, there is no basis upon which the programs can be formally evaluated.
Evaluation has no meaning if the district has not defined goals and objectives each program is
expected to achieve.

Evaluation of school district program performance is an essential component of not only effective
management, but also public accountability. When done well, evaluations ensure that overall
directions of individuals and groups are consistent with the short-range and long-range of the district.
It also helps ensure that that objectives and accomplishments are consistent with one another
throughout the organization in proper means-end fashion. And, it helps maintain compliance with
essential district policies.

The evaluation process as practiced by managers is typically conducted much less frequently and is
more formal and comprehensive than assessments. Formal evaluation is one of the four necessary
steps in a well-defined accountability system as previously described in Exhibit 4-3. And as shown in
Exhibit 4-30, there are several types of formal evaluations.
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Exhibit 4-30
Types of Formal Evaluations
Evaluation Type Principle
Cost — Benefit Evaluation focuses on what an alternative will cost in relationship to the
expected benefits. Typical criteria for evaluating alternatives include these
below.
. What are the benefits of using the alternative to solve a

performance deficiency or take advantage of an opportunity?

. What are the coststo implement the alternatives, including direct
resource investments as well as any potential negative side effects?

. What is the timeliness or how fast will the benefits occur and
positive impact be achieved?

. What is the acceptability of the alternative? Or, to what extent will
those who must work with it support the alternative?

. What is the degree of ethical soundness of the alternative? Does it
meet acceptable ethical criteria according to the different
stakeholders?

Evaluation Type Principle

Process Evaluation focuses on descriptions of the different activities related to
program goals and objectives, such as these below.
. What does the program provide?
. How are the services provided?
. Who receives the services?
. What is the scope of delivery of the services?
. To what extent are the services provided?

Outcome Evaluation questions focus on the effectiveness of the program as a whole

or of specific activities within the program. Typical criteria for evaluating
alternatives include these below.

. What are the anticipated outcomes?

. Are the anticipated outcomes being met?
. Are they being met in a timely manner?
. With the planned resources?

Source: Prior OPPAGA reports.

The District Does Not Adequately Evaluate Its Educational and
Operational Programs

The Lake County School District’s evaluation of programs and services is very limited. This condition
is largely due to the fact that the organization has not established clear goals and measurable
objectives, performance and cost-efficiency measures, and benchmarks to evaluate programs.

For example, the district generally does not tie assessment data to the achievement of program goals

and objectives and does not formally evaluate whether major programs are effective especially in
increasing student achievement or whether an initiative is meeting its intended purpose.
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A noticeable exception to this condition is the Title | program, funded mainly by the federal
government. The program mandates that the district conduct formal evaluations of the program
including school-wide projects, the migrant project, and neglected and delinquent services. These
evaluations provide a large amount of data and other information about the Title | Program.
However, without measurable program-level objectives established internally, these evaluations do
not provide a clear answer to the broad questions of how successful is the program in meeting the
Lake County School District’s objectives and how can the program be improved.

The District Should Expand Its Efforts to Identify Cost Savings

The district should establish a formal mechanism to encourage staff to recommend cost savings
opportunities. Ideas about cost savings opportunities could be solicited and generated at each the
department level and the district level during regular decision-making meetings and budgeting
processes. While a procedure to continually identify cost savings is not in place, certain district
programs and services conduct cost benefit analysis of educational and operational programs
whenever necessary or appropriate. Some of these cost savings measures adopted include:

» applying for Medicaid reimbursements for Exceptional Student Education (ESE) services;
» obtaining additional revenue for students placed by other public agencies;
» adjusting the districts staff allocation formula;

Encouraging a broader range of district personnel to look critically at their activities to identify even
more savings could generate additional ideas for cost savings.

Evaluations of Alternative Methods for Service Delivery Should Be
Improved and Expanded

The district generally falls short of evaluating the prices it pays for goods and services. In addition,
generally the district does not evaluate alternatives to reduce costs on a periodic basis. An exception is
the monitoring of the costs related to legal services carried out by the Finance department. There are
several operations that the district should evaluate to determine whether the district could reduce
costs by outsourcing the services. Examples are warehouse operations, physical therapy and printing
services.

The District Should Increase Evaluation Information Available to
School Board Members and Top-Level Administrators

Often as a reaction to public concern, the district has relied on directives from the school board or the
superintendent to formally evaluate programs or services. However, the district has not established
proactive criteria to determine when a program or initiative should undergo review and report
performance. The data provided to school board members on performance and cost-effectiveness of
programs varies depending on the type of data requested by individual school board members and
the additional performance information that staff members may provide. After clear goals and more
measurable objectives are established for the different programs, administrators will have data
available to determine the extent to which major educational and operational programs are meeting
expectations. The implementation of district-level accountability initiatives as recommended in
Action Plan 4-1, should also provide more useful performance data for school board members and the
Superintendent.
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School board members generally expressed that there is room for improvement in this area and could
benefit from periodic reports to determine how well district programs are meeting board expectations.
Critical assessment data and formal evaluation findings and recommendations should be provided on
a regular basis to school board members and the superintendent. This kind of information should
help school board members and the Superintendent to set district priorities and make decisions
regarding the allocation of district resources.

Recommenaations

*  We recommend that the district develop an evaluation model to use in reviewing major
district programs. The district should identify criteria to determine when to contract for
an evaluation. To do this, the district should estimate resources needed if done
internally. This would provide information on the progress toward program goals and
objectives using pre-established performance and cost-efficiency measures. This also
would enable district administrators to project future resource and training needs.

»  We recommend that district administrators finalize and the school board adopt a

schedule to evaluate major educational and operational programs on a periodic basis, and
as often as once a year. The district should consider legal requirements,
funding/resources, data availability, students served, the date of the last evaluation of the
program, potential for improvement or savings, risk or consequences, and public concern
as factors in scheduling programs to be evaluated.

The district should formalize the process for soliciting ideas about cost savings and
alternative services opportunities and should track ideas and savings. The program
should include a reward for the employees whose ideas save the district money. The

district must also ensure that the program is well publicized

Action Plan 4-4 shows the steps needed to implement this recommendation.

Action Plan 4-4

Program Evaluation

Recommendation 1

Strategy

Develop an evaluation model to guide the review of major district
programs.

Action Needed

Step 1: The new Office of Program Evaluation and Accountability develop
an evaluation model to use in reviewing major district programs.
Benchmarking with peer districts can be useful in this step.

Step 2: The Office of Program Evaluation and Accountability work with the

Leadership team to identify criteria to determine when to outsource
the evaluation or when it should be conducted in-house.

Step 3: The Superintendent presents evaluation model is presented to the
school board and communicated to district staff.

Who Is Responsible

The new Office of Program Evaluation and Accountability in cooperation
with the Superintendent’s Leadership Team.

Time Frame

November 30, 2002

Fiscal Impact

This can be attained with existing resources.
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Recommendation 2

Strategy Comprehensively evaluate district educational and operational
programs.
Action Needed Step 1: The new Office of Program Evaluation and Accountability in

cooperation with the leadership team develop a schedule to
formally evaluate the districts major operational and
educational programs on a regular basis. The schedule
should be revised annually and project planned evaluations
for the next two years. (It may take as many as three years to
evaluate all major programs, given program complexity and
availability of staff hours.) The objectives of each evaluation
and the unit responsible for completing each evaluation
should be determined in advance.

Step 2: Present the list to the board annually for approval.
Step 3: Implement evaluation schedule.

Step 4: Each program evaluation should be in writing and address
program goals and objectives described as Action Plan 4-1,
using data collected for performance and cost-efficiency
measures, and benchmarks as described in Action Plan 4-2.
Each evaluation should include recommendations to improve
program performance and reduce costs.

Step 5: The Leadership Team and program administrators utilize
evaluation results to reassess program goals and objectives,
improve performance and reduce costs, revise performance
measures and benchmarks (as needed), identify program
resource needs, and identify program staff training needs.

Step 6: A final report of each evaluation is issued. The report should
clearly disclose the evaluation objectives and a description of
the evaluation’s scope and methodology. The report should
be distributed to the high-level district administrators,
program managers, the school board, and others responsible
for taking action on report findings and recommendations.
Copies of the report should be distributed to or made
available for inspection by the public.

Step 7: Recommendations for  program  improvement are
implemented as appropriate.

Who Is Responsible The newly created Office of Program Evaluation and Accountability in
cooperation with the Leadership Team, program supervisors, and
appropriate program staff.

Time Frame November 30, 2002

Fiscal Impact Can be implemented with existing resources.
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Recommendation 3
Strategy Implement a cost savings identification mechanism.

Action Needed Step1: The Leadership Team with input from the new Office of Program
Evaluation and Accountability develop procedures for soliciting
ideas about cost savings, and for alternative methods of providing
services.

Step 2:  Program is publicized, including its incentives, to district employees.

Step3: The Leadership team and the Office of Program Evaluation and
Accountability collect, analyze, implement, and track the ideas
generated.

Step 4:  Employees, whose ideas saved money, are recognized.

Who Is Responsible  The Leadership Team and the new Office of Program Evaluation and
Accountability.
Time Frame November 30, 2002

Fiscal Impact This recommendation has the potential of generating additional funds and/or
cost savings. The fiscal impact, however, cannot be determined at this time.

5 The district should report additional information on the
performance and cost-efficiency of its major educational and
operational programs to ensure accountability to its stakeholders.

The district does not provide the public the performance and cost-efficiency information necessary to
be held fully accountable to parents and other taxpayers. While the district provides to the public
information that is mandated by Florida law, it does not provide sufficient information for the public
to hold the school district accountable for the performance and cost of specific programs such as
facility construction, transportation, and food services.

The District Should Expand Its Reporting of Performance and Cost
Information to the Public

Part of compliance with the Florida accountability mechanisms for school improvement, the district
mails the School Public Accountability Reportto each parent at the beginning of November of each
year. However, the district should provide additional information on the performance and cost of
major programs, especially to taxpayers. The School Accountability Report provides parents general
performance data at the school, district and state level. But, because the report does not provide
information by program area, the public cannot hold the school district totally accountable for the
performance of specific educational programs such as Exceptional Student Education, Vocational, and
Dropout Prevention and operational programs such as Transportation, Facilities Construction, and
Food Services. In addition, the district does not provide the public information on program costs. The
School Public Accountability Reportcontains 16 performance indicators, including graduation rates,
dropout rates, tests results, attendance rates, data on violence on campus, etc.

The District Should Provide More Opportunities for Public Input

The district has two main mechanisms available to secure stakeholder input for increasing
accountability levels. School board meetings are the foremost method for public input, where
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concerns and opinions are recorded into the board minutes. Additionally, board members and staff
are members of several committees that are used as channels to gather public opinions. A complete
list of the existing committees is illustrated in Exhibit 3-8 Chapter 3. Board meetings and committees
give ample opportunity for interaction between district and taxpayers. However, public input may be
limited to the information available. Without user friendly periodic reports on program performance
and cost the public’s ability to hold the district accountable is limited.

Recommenaations

The district’s implementation of Action Plans 4-1 through 4-4 should ensure the availability of
additional performance and cost-efficiency information. However, to ensure this information is
available to parents and to other taxpayers,

* we recommend that the district provide information in the annual report to the various
district-wide committees and to other stakeholders upon request.

Action Plan 4-5 shows the steps needed to implement this recommendation.

Action Plan 4-5
Report Additional Information on The Performance and

Cost-Efficiency of Major District Programs

Recommendation 1

Strategy Publicly report additional information on the performance and cost-
efficiency of major district programs.

Step 1: The Leadership Team in cooperation with the new Office of
Program Evaluation and Accountability ensure that annual
reports on the performance and cost efficiency of selected
educational and operational programs are presented to school
board, district administrators, to various district-wide
committees and to others upon request.

Refer to Action Plan 4-1 through 4-4, for more information.

Who Is Responsible The Leadership Team and the new Office of Program Evaluation and
Accountability

Time Frame June 2003

Fiscal Impact This can be implemented with existing resources.
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While the Lake County School District generally offers efficient and
effective educational services and programs fto its students, it could
improve in several areas. The district should ensure that all major
programs operate from strategic plans and are periodically evaluated
so that critical decisions are based on information linked to program

goals and objectives.

conclusion

The Lake County School District (the district) generally offers students efficient and effective educational
services and programs, and has had several notable accomplishments, as noted in Exhibit 5-1. At the same
time, throughout this chapter, ValienteHernandez P.A. has identified a number of improvements that, if
implemented, will improve educational service delivery. ValienteHernandez P.A. examined the district’s

educational programs based on best practice standards established in the following four broad areas:

e operations of K-12 instructional programs;

e acquisition, replacement and disposal of instructional materials;

» analysis of performance data and evaluation of educational programs; and
e library media and support services.

Exhibit 5-1
The District Has Had a Number of Notable Accomplishments in the
Educational Service Delivery Area in the Past Two Years

< Under the state’s accountability system, most of the district’s schools are graded “B” and for two
consecutive years, none has been graded as an “F” school.

¢ The district increased in the number of A and B schools from 6 in 1999 to 14 in 2000, to 18 in 2001.

« 1n 2001, 18 of 34 schools received grades at an A or B level.

¢ FCAT Reading scale scores increased from 1998 to 1999 to 2000 in elementary, middle and high
schools.

e FCAT Mathematic scale scores increased from 1998 to 1999 to 2000 in elementary, middle and high

schools.

¢ FCAT Writing/Florida Writes! Combined scale scores increased from 1998 to 1999 to 2000 in
elementary, middle and high schools.

Source: Lake County School District.
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Overall, ValienteHernandez P.A. found that:

Operations of K-12 Instructional Programs

District administrators use academic and nonacademic data to a certain extent, but need to
define a more structured student performance review function and refine the process that
addresses test results and strategies for educational improvement. (Page 5-8)

The district would benefit from targeting and disseminating effective instructional practices to
improve student performance. (Page 5-26)

The district generally provides effective Exceptional Student Education (ESE) programs. The
programs could be further improved by refining the procedures to evaluate program
performance. (Page 5-28)

The district’s English for Speakers of Other Languages (ESOL) program is presently being
restructured and therefore striving to improve. (Page 5-38)

The district provides effective and cost-efficient secondary vocational and adult/technical
education program that could be further improved by seeking employer feedback more
formally. (Page 5-51)

The district’s curriculum framework is aligned to the Florida Accountability Standards and to
the Sunshine State Standards. This framework can be improved by developing a more formal
system to methodically guide curriculum development and implementation. (Page 5-57)

The district has adopted a plan for the progression of students from kindergarten through
grade 12 that maximizes student mastery of the Sunshine State Standards and that could be
further improved by strengthening the long-term effects of helping students that do not meet
expectations. (Page 5-69)

The district’s School Improvement Plans should translate identified needs into activities with
measurable objectives more clearly. (Page 5-70)

Acquisition, Replacement and Disposal of Instructional Materials

The district’s process for selecting instructional materials ensures that instructional materials
meet the needs of teachers and students. (Page 5-78)

Each student has current appropriate instructional materials in core courses that are aligned
with the Sunshine State Standards and the district’s pupil progression plan. However, the
district should seek feedback from different stakeholders to improve the effectiveness of
instructional materials. (Page 5-79)

While the district has procedures for acquiring, maintaining, and disposing of instructional
materials. However, the district could further improve by raising general consciousness to
preserve books. (Page 5-83)

Analysis of Performance Data and Evaluation of Educational Programs

The district needs to implement accountability mechanisms to ensure the overall
performance, efficiency, and effectiveness of its major educational programs. (Page 5-86)

The district regularly reviews its organizational structure and the staffing of the central office
and schools to minimize administrative layers and processes. However, the district’s staffing
formula has been repeatedly circumvented in the past. (Page 5-87)

The district does not clearly report on the performance and cost-efficiency of its major
educational programs to ensure accountability to parents and other taxpayers. (Page 5-90)
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Library, Media and Support Services

» The district has sufficient school library or media centers to support instruction. The district
can improve by expanding the library services at all schools to be accessible at all times. (Page
5-90)

« The district provides necessary support services (guidance counseling, psychological, social
work, and health) to meet the needs of its students in a cost-efficient manner. (Page 5-93)

Fiscal Impact of Recommenaations

Most recommendations in this chapter have little or no fiscal impact as they can be implemented utilizing
existing resources of the district. There are two action plan items that have a fiscal impact as indicated in
Exhibit 5-2. One of these action plans includes costs related to adding two program specialists positions to
K-12 Curriculum and Instruction department that will help the district gain operative effectiveness.
Another recommendation will bring additional funds to the district by filing for Medicaid direct services
reimbursement.

Exhibit 5-2

Implementing the Recommendation for Educational Service Delivery
Would Have An Estimated Fiscal Impact of $861,000 in Increased
Revenues and Added Costs Over the Next Five Years

Fiscal Impact: Cost Savings/Increased Revenues or
(Increased Costs)
Action Plan and Year Year Year Year Year
Strategy 2001-02 2002-03 2003-04 2004-05 2005-06 Total
File for Medicaid
Direct Services
5-3 Reimbursement $128,000 $256,000 $256,000 $256,000  $256,000 $1,152,000
Expand the PK-12
Curriculum and
Instruction
5-6  department 0 (90,900) (94,500) (98,300)  (102,200) (385,900)
Strengthen
accountability for
lost and damaged
5-10 books. 0 95,000 0 0 0 95,000
Total $128,000 $260,100 $161,500 $157,700  $153,800 $861,100

Background

The Lake County School District is 24" largest in Florida and for the school year 1998-99 it ranked 202nd
of the nation’s 14,891 school districts. The student membership mounts to over 29,000 as of April of 2001.
Of the student population approximately 74% are white, 17% are African American, 7% are Hispanic, 1%
are Asian/Pacific Islander, and 1% are of another ethnic background. The special education population is
approximately 20%.
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The Lake County School District has a total of 47 schools distributed throughout the county’s 954 square
miles as of April 2001. Appendix B shows the geographic location of the campuses. Of the 47 schools, 23
are elementary, 9 are middle, 7 are high schools, and 8 are special schools and centers. Two of the schools
are magnet schools and three are charter schools (in conversion charter and two private charter). The
district does not operate any of its schools on a year-round schedule and high schools operate under block
schedules. For the Fiscal Year 1999-2000 the operating costs (defined as the per-student cost for school
operations) was $4,363 and within peer district average.

Under the authority of s. 229.592(9), Florida Statutes, 26 of Lake County’s campuses have requested
waivers from those statutes that relate to instruction and school operation. Mostly, the waivers awarded
pertain to dress code (10 schools) and to instructional materials (9 schools).

In Lake County, Assistant Superintendent for Curriculum and Instruction heads the delivery of
educational services. As shown in Exhibit 5-3, this sector of the organization is made up of six departments
—Basic Pre-K-12 Curriculum and Instruction, Exceptional Student Education, Federal Compensatory
Education, Vocational-Technical Education, Student Services and Media and Staff Development. At the
time of this review, school principals reported to the Superintendent (see Chapter 3, Exhibit 3-5).

Exhibit 5-3

Organizational Structure of the Curriculum and Instruction Department

Superintendent of Schools

Assistant Superintendent
for Curriculum & Instruction

Secretary to the Assistant
Superintendent for —
Curriculum & Instruction

Supervisor of Exceptional Supervisor of Pre-K -12

Student Education Curriculum & Instruction
Supervisor of Supervisor of
Student Services Media & Staff

Development

Supervisor of Federal Supervisor of
Compensatory Programs Vocational - Techincal
Education

Source: Lake County School District.
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Delivery of K-12 Educational Programs
The district’s K-12 programs can be divided into four main areas:

* basic education,

» exceptional student education (ESE),

e compensatory education (alternative education/dropout prevention), and
» vocational education.

Subsequent paragraphs provide a brief overview of each of these areas.

Basic Education

Basic education refers to a wide-array of curriculum and instruction that is offered to pre-kindergarten
through 12" grade students who do not require special educational services. Schools offer a total
curriculum including the core academic areas such as English, mathematics, science, social studies, and
reading, as well as fine arts and physical education courses.

Exceptional Student Education

An exceptional student is any child or youth enrolled in or eligible for enrollment in a district public
school that requires special instruction or special education services. In Lake County, the programs are
provided in the schools and through contracted services and there is at least one ESE program in each
school.

The district currently serves close to 5,900 ESE students, which is about 20% of the total student
population. Currently, the district providing special education services under 17 of the 19 existing
categories of exceptionalities. Exhibit 5-4 shows the detail of the exceptional population of students in
Lake County.

Exhibit 5-4
Number and Percent of Unduplicated Students by Primary Exceptionality
as of February 2001

Educable Other Trainable Severely
Specific Learning Speech Emotionally  Mentally Language Health Mentally Emotionally
Disabled Gifted Impaired Handicapped Handicapped Impaired Impaired Handicapped Disturbed
1,825 812 975 372 609 697 100 163 36
31.2% 13.9% 16.7% 6.4% 10.4% 11.9% 1.7% 2.8% 0.69%
Profoundly
Developmentally Orthopedically Hospital/ Visually Mentally Deaf or Hard Traumatic
Delayed Impaired Autistic Homebound Impaired Handicapped of Hearing Brain Injured  Totals
83 36 23 22 17 38 34 6 5,848
1.4% 0.6% 0.4% 0.4% 0.3% 0.6% 0.6% 0.1% 100.0%

Source: DOE Student Database, Survey 2 data, October 11-15, 1999 as of November 10, 2000.
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Compensatory Education

The Lake County School District provides programs and services that are federally funded. These funds
are allocated to provide opportunities and assistance to students so they can achieve the standards in the
local curriculum and acquire the educational skills developed for all children. These programs include
Title I, Title I Migrant and English for Speakers of Other Languages (ESOL).

Title | provides ancillary support services to students who need extra assistance in reaching academic and
social goals. The children that the program serves reside in school attendance areas with high
concentrations of children from low income families. The federal government provides funds for the
program in addition to the funding provided by the district. For a Lake County school to qualify for Title |
services, 35% or more of its students must meet the criteria for free and reduced lunch.

Thirteen (13) of the district’s 24 Title | schools have school wide programs that serve all students in the
school. The remaining school is a targeted assistance school that serves only students in the school who
meet eligibility criteria.

The district’s ESOL program serves approximately 970 students, which represents 3% of the student
population. ESOL is carried through English immersion in which the students are mainstreamed.

Vocational Education

The Vocational — Technical, Adult and Community Education department is aligned under the following
sections:

* K-12 Vocational and Technical Education;

*  Workforce Development Education that includes:
» Postsecondary Vocational Education,

* Adult General Education; and

e Community Education.

The K-12 Vocational and Technical program serves approximately 11,000 seventh through twelfth grade
students with various program areas such as health assistance, automotive technology, culinary arts,
digital publishing, television production, web design, veterinary assistance, etc. The Postsecondary
Vocational program serves approximately 650 full-time and 2,000 part-time students at any given time and
the various programs are operated through a state-of-the-art technical center. Through the Adult General
Education program the district offers free, individualized or self-paced instruction to individuals who do
not have a high school diploma and are not enrolled in a regular day school. Community Education is
100% self-supported and offers courses designed to meet nonacademic needs in the community with
special focus on life long learning needs of society.

Student Support Services
In Lake County, the Student Services Department provides the services below.

» Psychological Services
* Social Work Services
e Guidance Services
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* School Health Services

Guidance services are provided to help students who are facing problems that interfere with their health,
social skills, or educational development. Examples of guidance services are career planning and
education, teen pregnancy education, teen suicide, truancy, abuse, etc.

As required by the School Health Services Act, Florida Statutes 402.32, the school district and the Lake
County Health Department jointly develop a school health services plan to appraise, protect, and
promote the health of students. County health nurses periodically review student health records for
compliance with state statutes and complete a records review form indicating any non-compliance issues.
The nurses also provide health services to schools. There is a School Health Committee and Health Plan as
required by the State Department of Health.

The services of the school psychologists in the district focus the delivery of services to students based on
the needs of each individual school.

Instructional Support Services

Instructional Support Services in the district is organized under the Supervisor of Media/ Staff
Development/Instructional Materials. With respect to instructional materials and media, this supervisor is
responsible for overseeing the districts instructional program for selecting, processing, and evaluating
textbooks and materials; for providing a professional library of books and periodicals for district-wide use
and maintains a library of county adopted textbooks and related teaching aides; and for supervising
overall aspects of the district’s instructional media program to include multimedia (audio, visual, print
and television services)

In an average school year, the district's central media center provides monitoring, technical assistance, and
personnel for 42 school libraries, circulates approximately 2,115 videos to the district's schools (checkouts),
and provides approximately 231 staff development hours specifically to media specialists.

Methodology

ValienteHernandez P.A. used different methods in assessing the district’s performance related to the best
practices for educational service delivery. ValienteHernandez P.A. reviewed the self-assessment
instruments completed by seven staff members and conducted interviews with the supervisor of the
educational programs (Exceptional Student Education, Vocational/Technical and Adult Education, PK-12
Curriculum and Instruction, Federal Compensatory Education, Media and Staff Development, and
Student Services) and made inquires with the superintendent and assistant superintendent, key staff
members and the five members of the school board.

Associated evidence was examined and analyzed. Compliance with rules and regulations was assessed
through revisions of existing policies and procedures and consultation with related organizations such as
the Florida Department of Education and the Florida School Boards Association. ValienteHernandez P.A.
also obtained information from the group of peer districts chosen for this project (Alachua, Charlotte,
Okaloosa, Osceola, St. Johns, and Santa Rosa County School District).

Organizations that guide and rule the administration of different educational programs were also
contacted. Examples are the Office of Multicultural Student Language Education (OMSLE), Florida
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Education & Training Placement Information Program (FETPIP) and the Bureau of Instructional Support
and Community Services, Clearinghouse Information Center.

To obtain program input from school administrators and district staff VValienteHernandez P.A. designed
and administered surveys to Principals and Assistant Principals, Teachers, School Advisory Council (SAC)
members, Parents and District Administrative Staff. The questions varied from group to group and the
survey results have been incorporated in different sections of this chapter.

Finaings and Recommenaations

Operation of K-12 Instructional Programs

Goal A: The district operates effective and efficient K-12 educational
programs.

1 District administrators use academic and nonacademic data to a
certain extent but need to define a more structured student
performance review function and refine the process that addresses
test results and strategies for educational improvement.

The highest priority of a school district is to improve performance of all students. To accomplish this
objective, school districts must consider overall academic performance as well as the academic progress of
specific subcategories of students.

Effective use of performance data assists districts in making sound decisions concerning programming
and instruction. To utilize data effectively school districts should adhere to the following process:

» disaggregating data by school, program, and subpopulations of interest;
« tracking cohorts of students over time;

» disseminating results to stakeholders;

e using data to plan programming and instruction;

e comparing with peer districts; and

* re-evaluating.

The degree to which the Lake County School District adheres to this process is analyzed in the subsequent
pages.
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The District Has Processes in Place to Analyze the Results of State and
District Student Academic Assessment Tests Gain

By May of each year, the district receives data for test results on Florida Comprehensive Assessment Test
(FCAT)and High School Competency Test (HSCT) from the Department of Education (DOE). For each
assessment, the district prepares summary reports that are presented to the individual schools and
curriculum staff.

At the individual school level, each principal receives a printed copy of the reports issued by DOE.
Principals share the data with the instructional staff and to the extent possible, principal and staff analyze
the scores at the school level. At the classroom level, each teacher receives hard copy score sheets for the
school and for their students. This data is jointly analyzed with the school principal to then proceed to
change instruction accordingly.

According to instructional staff, the reporting structure utilized by DOE (Florida Department of
Education) makes it difficult for school administrators to analyze the scores at the school and the
individual student level. Additionally, instructional staff manifested that FCAT does not provide
information at the benchmark level, which makes it difficult to zero in on specific items.

In an effort to overcome the limitations and the volume of the reports presented by DOE, the district
designed PACE (Performance Achievement through Curriculum Enhancement) as its own process for test
results analysis and management. PACE is a two-fold process. Part of it consists on a summer workshop
held each year where instructional teams from each school undergo training on test results analyses. The
training is administered by outside consultants although district personnel support the instructional
teams with hands-on analyses. The other part of PACE is an actual assessment software developed by the
district using some products provided by DOE plus some customization. This software is the tool
instructional teams utilize to manipulate and analyze the data.

The ultimate goal of the summer workshop is that each school develops the PACE Plan. During the PACE
workshop analyses of the test results must be summarized through a status statement for each problem
area identified. The status statement includes strategy, goals, objectives, resources, etc. necessary to
address each problem area. At the conclusion of the workshop each instructional team must put together
the blueprint to build the PACE Plan. The instructional teams take this blueprint to their schools and with
input from school instructional staff, finalize the PACE plan. Schools are encouraged to translate and tie
the plan into goal 3 of their annual School Improvement Plan.

The PACE Plans are examined by the Basic K-12 Curriculum and Instruction department. The curriculum
from each subject area is analyzed to determine if additional materials or additional instruction need to
take place. If there are “holes” in the curriculum, these are addressed with individual schools to make sure
that what is being tested is being taught at the appropriate grade levels. This includes looking at textbook
and supplemental materials adoptions.

The extent to which data is analyzed and disaggregated however, ultimately depends on the individual
approach of each principal and his/her instructional team. The use of additional information made
available by DOE is also the discretion of individual campuses. While some schools and programs are
effective in using this information to evaluate educational programs other schools and programs may
need more direction in using these data to make sound instructional decisions about educational
programming.

To improve this process the district should refine the results evaluation and accountability components of
the student performance review mechanism. The district should to adopt a policy that requires the district
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to evaluate educational programs based not only on student assessment linked to the Sunshine State
Standards, but on the results of the PACE Plan designed by individual schools. Current board policy
contains no references to evaluation of educational programs. To accomplish this, the district must also
expand training of school administrators and increase its curriculum technology base.

Generally, the Information Presented to the District and to the Schools
Does Not Include Peer Comparisons or Assessments for Cohorts of
Students Useful in Evaluating and Improving Student Performance

The Testing and Evaluation unit is responsible for producing summary reports of the Florida
Comprehensive Assessment Test (FCAT), High School Competency Test (HSCT) and Stanford
Achievement Test (SAT9). These reports show the current overall results of the district and a comparison
of these against the state standards for the current year plus, a historic outlook of the results.

These summary reports however, do not contain data to allow comparisons against peer districts or
within schools that have similar resources, or have students with similar social and economic
characteristics. This type of information is key in establishing benchmarks, setting strategies for
improvement and facilitates giving proper curricular assistance to schools.

Additionally, district and school administrators do not examine test achievement information by cohorts
of students or by student subpopulations on a consistent basis. * The main obstacle to this is the limited
technology capacity the district has to report data to schools, as is further discussed on pages 5-10.
Tracking this information is useful to the district in improving student performance.

The district can provide decision makers and stakeholders key information by including peer information
in the reports using data available in DOE database or school accountability reports. And as technology
becomes available, the district can begin tracking information for cohort analyses useful is tracking
student performance.

The District Should Make More Extensive Use of Disaggregated Student
Assessment Data to Improve Performance of Subgroups of Students and
to Evaluate Effectiveness of Educational Programs

The district has not concentrated on data analyses through disaggregated reporting and has rather
focused on identifying low performing blocks of students. As a result, school and district administrators
are unable to examine test achievement information by subpopulations on a consistent basis. District staff
expressed that the reason for using this approach are the timelines and the reporting structure utilized by
DOE.

DOE makes disaggregated reports available for all academic assessments, but according to district
administrators, these do not arrive at a timely manner. > Typically FCAT assessment occurs in February
and March with the bulk of results arriving by the middle of May. Disaggregated reports typically arrive
in August and by then the district has already produced its summary reports.

! Cohort analysis consists on observing the test results of a group of students that stay together as they advance
through school.

2 Currently DOE does not include Mobility and Free or Reduced Lunch data in the disaggregated reports.
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The district must provide thorough accessibility to disaggregated data to improve performance of
subgroups of students and evaluate the effectiveness of educational programs on a more consistent basis.
This can be accomplished by first modeling the analysis process district-wide and secondly, providing the
schools with an additional electronic component to the assessment review tool. The PACE assessment
review tool can have a component added that helps analyze and track disaggregated data and the district
has plans to do this in the year 2002-03. Additionally, district can utilize FIRN (Florida Information
Resource Network) disaggregated data to incorporate peer group information.

Examples of subgroups of students are:

* minority students;

» students in dropout prevention programs;

e students in free or reduced lunch programs;
e students with high mobility rates;

» ESE gifted students; and

* ESOL students.

District Administrators Should Use Nonacademic Data More Extensively
to Further Improve the Educational Programs

Different programs within the district track and utilize nonacademic data to improve student
performance. The use of nonacademic data however, needs to be expanded and linked to a district-wide
accountability mechanism to improve effectiveness and cost-efficiency of the educational programs.
Examples of nonacademic data and their status in the district are:

» attendance and absenteeism rates, tracked by Student Services;
e graduation rate, tracked by Student Services department;

» disciplinary actions data is tracked by SAFE Schools program;

» dropout rate, tracking could not be verified;

* mobility rate, tracking could not be verified; and

» class size, tracking could not be verified.

Comparison of additional nonacademic data for Lake County and the peer districts is presented in
Chapter 4 of this report.

We recommend that the district determine what nonacademic data currently tracked can be of use by
other departments within the districts and that the district begin tracking those variables that currently
are not being monitored. There are other resources available that should be used more intensively by the
district such as FIRN (Florida Information Resource Network) and the School Indicators Report produced
by DOE.

The District Needs to Expand Its Curriculum Technology and Integrate
All the Information Systems

The Lake County School District’s management information system maintains performance data from
various sources, which are reported to schools as they become available. The district does not currently
have the technology necessary to report data to schools in additional formats that make useful student
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performance information more accessible to schools and district administrators. Several district employees
stated that they have to request performance data or that they have to manipulate the data themselves.

The district does not have an interoperable electronic tool for curriculum management and planning.
Because of this, the district and its instructional staff are unable to readily link its curriculum to the
Sunshine State Standards, the National Content Standards and any locally defined district or school-based
standards. The absence of such a tool also limits the district’s capacity to track, collect and analyze student
performance, make projections of future performance and conduct comparative analyses.

Additionally, the district would benefit from a mechanism that centralizes the monitoring of student
performance, evaluates progress made by individual schools in a comprehensive manner and emphasizes
accountability for improvement. The district relies on individual schools to evaluate student progress and
provides the PACE instrument as a district-wide process to evaluate test results and establishing strategies
for improvement.

Integrating all the information systems currently in place and adopting a curriculum management tool
will greatly contribute to refining of the accountability component of the student performance mechanism
and allow the district gain added consistency in tracking student performance.

It is noted that as another effort to expand its curriculum and instructional technology, the district has
contemplated building an Access database in the future that makes available query processes as needed.

Results of Student Academic Assessments Indicate the Overall
Performance of the Lake County School District Is Comparable to Its
Peers

Analyses conducted by ValienteHernandez P.A. generally reflected that the scores achieved by the district
are in line with its peers and within state averages. Furthermore, overall performance is rising.

Lake County administers a series of tests to its students throughout the year to measure their performance
against the Sunshine State Standards. The main tests are the Florida Comprehensive Assessment Test
(FCAT) and the High School Competency Test (HSCT). Other tests administered in Lake County are the
Stanford Achievement Test (SAT9), the Otis-Lennon Ability Test (OLSAT) plus another nine optional tests.

On the whole, Lake County Schools scored at a higher level than the state on four out of the six tests.
However, when compared to average scored by the peer districts, all but one of the scores of Lake as a
whole, are below the peer average. Exhibit 5-5 illustrates the most recent results of FCAT for students in
Lake County and its peer districts.

 FCAT measures students’ proficiency in reading and mathematics in grades 4,5, 8 and 10. The
results are reported in terms of five achievement levels:

* Level 5 indicates that students have success with the most challenging content of the
Sunshine State Standards. Students at this level answer most of the questions correctly,
including the most challenging questions.

« Level 4 indicates that students have success with challenging content of the Sunshine State
Standards. Students at this level answer most of the questions correctly, but have only some
success with questions that reflect the most challenging content.

« Level 3indicates that students have partial success with the challenging content of the
Sunshine State Standards but performance is inconsistent. Students at this level answer many
questions correctly but are generally not successful with questions that are most challenging.
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« Level 2 indicates that students have limited success with the challenging content of the
Sunshine State standards.

* Level 1 indicates that students have little success with the challenging content of the
Sunshine State Standards.

Exhibit 5-5
District’s FCAT 2000 — 01 Scores Are Comparable To Its Peers

Mean Scale Scores

District Reading (Level)' Mathematics (Level)'
Grade 4 Grade 8 Grade 10 Grade 5 Grade 8 Grade 10

Lake 306 (3) 299 (2) 304 (2) 322 (2) 309 (2) 319 (3)
Alachua 302(3) 307(2) 319(2) 314(2) 318(3)  334(3)
Charlotte 312(3) 312(3) 309(2) 324(2) 324(3)  329(3)
Okaloosa 314(3) 313(3) 317(2) 324(2) 324(3)  330(3)
Osceola 281(2) 285(2) 297(2) 293(2) 297(2) 316 (3)
St. Johns 313(3) 313(3) 322(2) 332(3) 320(3)  336(3)
Santa Rosa 323(3) 322(3) 319(2) 330(3) 333(3)  333(3)
Average Without Lake County 308 (3) 309 (2) 314(2) 320(2) 319(2) 330(3)
State Average 208(2) 295(2) 304(2) 314(2) 308 (2) 323 (3)

! Achievement levels range from the highest at level 5 to the lowest at level 1.

Source: Department of Education. District FCAT Reading and Mathematics Results 2001.

FCAT Scores of Individual Lake County Schools Have Generally
Improved During the Last Three Years

Exhibit 5-6 depicts the results of FCAT for three consecutive years for all six tested grades in elementary,
middle, and high schools. Analysis of the data shows that:
* The district as a whole increased the scores on the six tests. Improvements have been
consistent in Reading Grade 4, Mathematics Grade 8, and Mathematics Grade 10.

* InReading grade 4, 15 of 23 elementary schools increased their scores; 4 improved
consistently.

* In Mathematics grade 5, 16 of the 23 elementary schools improved their scores; 5 did it
consistently.

» In Reading grade 8, 7 of 8 of the middle schools improved the scores, and 2 did it consistently.
In Mathematics grade 8, all the middle schools improved the scores and 5 did it consistently.

* In Reading grade 10, 6 high schools improved and 1 of those did it consistently. In
Mathematics, all 8 high schools improved the scores, out of which 2 did it consistently.
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Exhibit 5-6

FCAT Results of Elementary Schools Generally Improved Over
a Three-Year Period

Scores by Reading (Level)' Increased Math (Level)' Increased
Elementary Grade 4 Reading Grade 5 Math
School 1998-99 1999-2000 2000-01 Scores 1998-99 1999-2000 2000-01 Scores
Astatula 311 (3) 304 (3) 315 (2) 320 (2) v
Beverly Shores 290 (2) 297 (2) 289 (2) 299 (2) 322 (2) 316 (2) v
Clermont
Elementary 308 (3) 299 (3) 325 (3) Vv 324(2)  334(3) 334 (3) v
Cypress Ridge - - 333 (3) - - 341 (3)
Dabney Elementary 303 (3) 289 (2) 284 (2) 310 (2) 332 (3) 307 (2)
Eustis Elementary 297 (2) 320 (3) 301 (3) v 309(2)  329(3) 347 (3) Vv
Eustis Heights 301 (3) 300 (3) 309 (3) v 314(2)  310(2) 309 (2)
Fruitland Park 313 (3) 287 (2) 298 (2) 312(2)  330(3) 316 (2) v
Groveland 272 (1) 270 (1) 284 (2) v 302(2)  300(2) 298 (2)
Lost Lake - 303 (3) 312 (3) v - 319(2) 323 (2) v
Mascotte 280 (2) 293 (2) 289 (2) v 310(2)  292(2) 314 (2) v
Milestones - - 293 (2) - - 286 (1)
Minneola 290 (2) 300 (3) 309 (3) vV 305(2)  328(3) 330 (3) Vv
Rimes 271 (1) 284 (2) 273 (1) v 281(1)  293(2) 313 (2) vV
Round Lake - - 314 (3) - - 321 (2)
Seminole Spring 313 (3) 322 (3) 321 (3) v 314(2)  327(3) 331 (3) Vv
Skeen 302 (3) 315 (3) 301 (3) 311 (2) 322(2) 314 (2) v
Spring Creek 301 (3) 303 (3) 304 (3) VWoO312(2) 334(3) 323 (2) v
Tavares 299 (3) 310 (3) 311 (3) Vv 314 (2) 321 (2) 331 (2) Vv
The Villages - 302 (3) 310 (3) v - 336(3) 328 (3)
Treadway 310 (3) 308 (3) 314 (3) v 319(2)  332(3) 323 (2) v
Triangle 289 (2) 295 (2) 302 (3) VvV 312(2)  320(2) 313 (2) v
Umatilla 309 (3) 319 (3) 310 (3) v 3202)  339(3) 331 (3) v
District Mean Score 298 (2) 303 (3) 304 (3) Vv 311 (2) 323 (2) 322 (2) \a
State Mean Score 288 (2) 293 (2) 298 (2) Vv 303(2)  314(2) 314 (2) v
Reading (Level)' Increased Math (Level)' Increased
Scores by Grade 8 Reading Grade 8 Math
Middle School  1998-99 1999-2000 2000-01 Scores 1998-99 1999-2000 2000-01 Scores
Carver 303 (2) 295 (2) 298 (2) 300 (2) 304 (2) 301 (2) v
Eustis 300 (2) 296 (2) 303 (2) v 293(2)  303(2) 309 (2) vV
Gray 297 (2) 297 (2) 300 (2) Vv 2972 309 (2) 310 (3) Vv
Griffin 266 (1) 278 (2) 270 (2) v 261 (1) 281 (2) 275 (1) v
Mt. Dora 281 (2) 297 (2) 309 (2) VvV 292 (2) 314 (3) 318 (3) vV
Oak Park 301 (2) 305 (2) 306 (2) YW 299(2)  322(3) 314 (3) v
Tavares 300 (2) 301 (2) 301 (2) voo302(2)  311(3) 316 (3) vV
Umatilla 295 (2) 280 (2) 295 (2) v 3092  303(2) 313 (3) vV
District Mean Score 295 (2) 295 (2) 299 (2) v 296(2) 307 (2) 309 (2) vV
State Mean Score 295 (2) 290 (2) 295 (2) v 296(2) 303 (2) 308 (2) vV
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Reading (Level)' Increased Math (Level)' Increased
Scores by Grade 10 Reading Grade 10 Math
High School 1998-99 1999-2000 2000-01 Scores 1998-99 1999-2000 2000-01 Scores
Alee Academy - 222()) 252 (1) v - 240(1) 272 (1) v
Eustis High 306(2)  304(2) 303 (2) 312 (2) 312(2) 319 (3) N
Lake Technical High - 264 (1) 286 (1) v - 274 (1) 301 (2) v
Leesburg High 303(2)  302(1) 314 (2) v 309 (2) 314(2) 326(3) Vv
Mt. Dora 3002)  302(2) 306 (2) vV 313(2) 308(2) 322 (3) v
South Lake 304(2)  294(2) 298 (2) 309 (2) 306(2) 314 (2) v
Tavares 305(2)  303(2) 312 (2) v 303(2) 310(2) 324 (3) vV
Umatilla 299(2) 292 (2) 320 (2) v 310(2) 308(2) 329 (3) v
District Mean Score 303 (2) 298 (2) 304 (2) v 308 (2) 312 (2) 319 (3) a4
State Mean Score 302 (2) 298 (2) 304 (2) v 308(2) 311(2) 323 (3) Vv

! Achievement levels range from the highest at level 5 to the lowest at level 1.

Note: One checkmark indicates that the school generally increased their scores over the three-year period. Two
checkmarks are for schools that have increased their scores consistently over the three-year period.

Source: Department of Education. 1998 - 2001 FCAT Results.

Lake County’s Scores on the FCAT Writing Test Are Generally
Comparable to State Average

The FCAT Writing test also known as the Florida Writing Assessment Program (FWAP) is an assessment
that measures student writing proficiency in Grades 4, 8, and 10. The test requires students to write
responses to assigned topics in a single testing period. Prior to the year 2000, writing was assessed
separately through a test called Florida Writes! The characteristics of Florida Writes! were carried into
FCAT and the students are currently scored holistically by two raters on a 6-point scale ranging from 1,
the lowest score to 6, the highest score. As shown in exhibit 5-7, the most recent results of Lake County
Schools are similar to the state average. Lake’s scores are below to those of its peers in the fourth and
eighth grades.

Exhibit 5-7
District’s FCAT Writing 2000-01 Results are Generally Comparable to
State and Peer District Average

Combined Mean Score

sttt Grade4 Grade8 Grade 10
Lake 3.4 3.5 4.1
Alachua 35 3.8 3.8
Charlotte 3.8 3.9 3.6
Okaloosa 35 4.0 3.9
Osceola 3.0 34 3.6
St. Johns 35 3.9 4.0
Santa Rosa 3.6 4.0 3.9
Average Without Lake County 3.5 3.8 3.8
State Mean Score 3.4 3.7 3.8

Source: Department of Education.
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Writing Scores in the District Have Consistently Increased At Many

Campuses

Exhibit 5-8 depicts the writing scores for three consecutive years for individual schools. As the table shows

» the district as a whole has improved the Writing scores throughout the last three-year period;
» 20 of the 23 Elementary schools increased the scores over the three-year period, 7 of them

consistently;
« 7 0f 9 Middle schools increased their Writing scores; and

» 5 of the district’s 8 high schools increased their writing scores.

Exhibit 5-8

Writing Scores of Elementary Schools Generally Increased

from 1998 Through 2000

Scores by Elementary Grade 4 Increased
School 1998-99 1999-2000 2000-01 Scores
Astatula - 3.3 3.4 v
Beverly Shores 3.0 2.9 3.6 v
Clermont 31 2.7 3.3 v
Cypress Ridge 2.9 3.1 3.6 vv
Dabney 3.0 3.2 3.2 v
Eustis 3.6 3.7 35

Eustis Heights 3.0 3.0 35 v
Fruitland Park 3.5 3.2 3.8 v
Groveland 2.9 3.0 3.4 Vv
Lost Lake - 3.0 3.4 v
Mascotte 2.9 3.0 3.2 vV
Milestones - - 2.8

Minneola 3.0 3.0 3.4 v
Rimes 2.6 2.8 3.3 vV
Round Lake - - 34

Seminole 3.3 35 3.8 vV
Skeen 31 3.2 3.2 v
Spring Creek 33 33 35 v
Tavares 3.0 3.3 3.7 vV
The Villages - 3.0 33 \a
Treadway 3.3 3.2 35 v
Triangle 3.0 3.0 34 v
Umatilla 2.9 3.3 3.5 vV
District Mean Score 3.1 3.1 3.4 v
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Scores by Middle School 1998-99 1999-2000 2000-01 Scores
Carver 3.1 3.7 35 v
Eustis 3.1 35 3.7 VvV
Gray - 35 -
Griffin 2.5 3.4 3.4 v
Groveland 3.1 - -
Mount Dora 3.0 35 3.2 v
Oak Park 3.2 3.7 35 v
Tavares 3.2 3.9 - v
Umatilla 3.2 3.3 3.3 v
District Mean Score 3.1 3.6 3.5 v
Grade 4 Increased
Scores by High School  1998-99 1999-2000 2000-01 Scores
Alee Academy 2.8 2.5
Eustis 3.6 3.7 35
Lake Technical 2.8 35
Leesburg High School 3.3 35 3.7 vV
Mt. Dora High School 35 39 4.0 vV
South Lake High School 3.1 35 3.6 vV
Tavares High School 3.7 3.7 3.9 \a
Umatilla High School 2.8 35 35 v
District Mean Score 3.3 3.6 3.6 v

Educational Service Delivery

Note: One checkmark indicates that the school generally increased their scores over the three-year period. Two
checkmarks are for schools that have increased their scores consistently over the three-year period.

Source: Department of Education.

Lake County’s Percentage of Students Passing the High School
Competency Test Is Comparable to That of the Peers

Florida students who entered high school in 1998-1999 or earlier must pass the High School Competency
Test (HSCT) in order to be eligible for a regular high school or adult school diploma. The test was
administered to students in communications and mathematics in eleventh grade and if they didn’t pass,
they must retake it during twelfth. As the state guidelines were modified, students that were ninth
graders starting year 2000-01 must take the FCAT for graduation purposes. The High School Competency
Test (HSCT) measures the extent to which the state student performance standards in reading, writing,
and mathematics have been achieved. Exhibit 5-9 shows that Lake County students had a passing rate

higher than the state and equal to the peer districts.

ValienteHernandez P.A.
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Exhibit 5-9
Percent of Students Passing HSCT in Lake County Is Comparable

to Peer Districts and the State Average for the Year 1998-1999
Grade 11: Percent Passing

District Communications Math Both
Lake 82 80 74
Alachua 85 79 76
Charlotte 87 84 78
Okaloosa 85 80 76
Osceola 82 72 69
St. Johns 84 81 66
Santa Rosa 87 83 77
State Totals 81 77 72
Average Without Lake County 85 80 74

11998-1999 is the last comparable year for the HSCT test. As of fall of 2000 only retakes had to take HSCT and students
that were ninth graders starting year 2000-01 must now take the FCAT for graduation purposes.

Source: Department of Education

Percentage Students Passing HSCT Generally Increased at the
Individual High School Level

Exhibit 5-10 shows the percentages of students passing the HSCT test for two consecutive years for
individual high schools. The table shows that

» four out of six high schools had a higher percentage of students passing the Communications
portion in 1998-1999 than in 1997-98; two district schools exceeded both the state and the
peer district averages in 1998-99;

» five of the six high schools increased the percentage of students passing the Mathematics
portion in 1998-1999; and three of the five schools exceeded the state and the peer averages.

Exhibit 5-10
Most Lake County High School Increased HSCT Passing Rates in the
School Year 1998-1999

Increased Increased

Communications Percent Math Percent
High School 1997-98 1998-99 Passing 1997-98 1998-99 Passing
Eustis 77 82 v 73 86 v
Leesburg 72 85 v 70 79 \a
Mt. Dora 81 81 78 84 v
South Lake 79 81 v 70 76 v
Tavares 80 85 v 81 88 v
Umatilla 82 79 81 78
District Average 78 82 v 74 80 v
State Average 78 81 v 75 77 v

Note: One checkmark indicates that the school increased or maintained their scores.

Source: Department of Education
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Most Lake County Schools Received a Grade of “A” or “B” and None
Received a Grade of “D” or “F”

According to the 2000-01 School Accountability Report, none of the Lake schools received a “D” or an “F”;
8 were graded “A”, 10 schools were “B” and 16 were “C”. The Florida Department of Education has
established criteria for identifying schools with similar performance characteristics through the use of
letter grades, “A” through “F,” based primarily on Florida Comprehensive Assessment Test (FCAT)
reading and writing scores. Exhibit 5-11 shows the condition of Lake County when compared to its peers.
Information on grading at the individual school level can be found in Chapter 4 of this report.

Exhibit 5-11
None of the Lake Schools Was Rated “D” or “F” in the Year 2000-01

District "A" Schools "B"Schools "C"Schools "D"Schools "F"Schools

Lake 24% 29% 47% 0% 0%
Alachua 28% 23% 36% 13% 0%
Charlotte 41% 29% 29% 0% 0%
Okaloosa 34% 42% 24% 0% 0%
Osceola 10% 7% 66% 17% 0%
St. Johns 35% 5% 55% 5% 0%
Osceola 58% 12% 31% 0% 0%

Source: Florida Department of Education. School Accountability Report 2000-01.

Recommenaations

*  We recommend that the district strengthen the evaluation and accountability components of
the student performance review mechanism currently in place. To accomplish this, the district
needs to adopt a policy that requires the district to assess educational programs and to
evaluate school administrators based not only on student assessment linked to the Sunshine
State Standards, but on the end results of the PACE Plan designed by individual schools.

As an integral part of this strategy, we recommend that the district increase its curriculum
technology capacity and expand training of school administrators (see Recommendation 6
below).

»  We recommend that the district include peer information in the summary reports currently
issued, especially for the Florida Comprehensive Assessment Test (FCAT). Peer groups should
not be limited to similar school districts. Comparisons should also be made within Lake
county schools that have similar resources, or have students with similar social and ecornnomic
characteristics. The district should use the resources available in DOE databases for this
purpose.

»  Astechnology becomes available and data is generated, we further recommend that the
district begin tracking information to conduct student cohort analyses.

»  We recommend that the district take the necessary steps to provide thorough accessibility to
disaggregated data needed to improve performance of subgroups of students and to evaluate
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the cost-effectiveness of educational programs and/or of instructional practices. This can be
accomplished by first modeling the analysis process district-wide and secondly, providing the
schools with an additional electronic component to the assessment review tool. The PACE
assessment review tool can have a component added that helps analyze and track
disaggregated data and the district has plans to do this in the year 2002-03.

Additionally, the district should consider implementing the following steps.

— collect student performance data for selected subgroups and document in report form;
— disseminate reports on selected subgroups to interested stakeholders; and

— plan to develop, modify or enhance instructional programs for selected subgroups as
needed

Once disaggregated data procedures are instituted, we further recommend that the district
methodically identify specific strategies for improving student performarnce, especially of
schools with the highest percentage of economically disadvantaged (eligible for the federal
free or reduce price lunch program) students. Staff should look for and identify interrelated
characteristics that can be replicated by other schools. At the same time, schools should
continually seek innovative ways of meeting the needs of diverse populations. This can be
accomplished by developing its specific strengths through a collaborated effort including
strong leadership from principals and assistant principals. Strategies for improving
performance among economically disadvantaged students can include. frequent staff
training, small class sizes, strong parent/school partnerships, successful grant writing efforts
by a school-based team positive attitudes, and good relationships among principals and
faculty.

We recommend that the district determine what nonacademic data currently tracked by
certain departments can be of use by other shops within the district to improve student
performance. Additionally, we recommend that the district begin tracking those variables
currently not being monitored such as dropout rate, mobility rate and class size. For this
purpose, the district should use the resources available in FIRN (Florida Information Resource
Network) and the School Indicators Report produced by DOE.

We recommend that the district further expand its curriculum technology capacity by
adopting an interactive and interconnected curriculum management tool. An electronic
curriculum management tool is an excellent resource for strategic planning and has the
capacity of tracking student performance collecting, analyzing, and making projections about
future student performance for each school. Through its use and by the individual school
progress profiles and analyses that report FCAT scores, the district should adjust teaching
techniques and curricula to address weak areas in the educational program on a consistent

basis.

Action Plan 6-8 Chapter 6 shows the necessary steps to implement this recommendation.

We recommend that the district integrate all the formal and informal information systems
currently in place to create a district-wide student performance review mechanism. This
mechanism centralizes the monitoring of student performarnce, evaluates the progress made
by individual schools, emphasizes accountability for improvement and can be used to
establish the cost-effectiveness of the educational programs. This mechanism should be the
responsibility of the newly created office of Program Evaluation and Accountability.
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The district’s Curriculum and Instruction department in conjunction with the newly created
office of Program Evaluation and Accountability (see Action Plan 3-4 Recommendation 2)
should be responsible for creating individual school progress profiles and analyses of the
scores for previous years as well as projections. The projections can be based on FCAT
passing rates and involve a comparison between profected passing rates and the district'’s
goal. The analysis should be completed for all areas tested, for different ethnic groups, and
for economically disadvantaged (eligible for the federal free or reduce price lunch program)
students. After that, principals and teachers can use the data and other information
identified to adjust teaching techniques and curricula and to address areas of identified
weaknesses. As the process develops, school administrators can be trained to overtake the
Process.

Action Plan 5-1 shows the steps needed to implement these recommendations.

Action Plan 5-1
Increase Evaluation of Academic Performance Data

Recommendation 1

Strategy Establish a policy to strengthen the evaluation and accountability components of
the student performance review mechanism.
Action Needed Step 1: The Assistant Superintendent for Curriculum and Instruction with

input from his educational program supervisors develops the draft of a
policy that emphasizes evaluation based not only on the results of
student assessments but on the results of the PACE Plan developed by
individual schools. The policy holds school administrators accountable
for the accomplishment of the PACE Plan and is tied to their yearly
evaluations.

Step 2: The Assistant Superintendent for School Administration and Human
Services gives input as to linking achievement to employee evaluation.

Step 3: The Superintendent reviews the draft and prepares for board approval.
Step 4: The board approves the new policy.

Who Is Responsible  Superintendent, Assistant Superintendent for Curriculum and Instruction,

Assistant Superintendent for School Administration and Human Resource, and
school board.

Time Frame November 30, 2002

Fiscal Impact This can be attained with existing resources.
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Recommendation 2

Strategy

Include peer information in the summary reports issued for each assessment

test.

Action Needed

Step 1.

Step 2:

Step 3:

Step 4:

Step 5:

The Assistant Superintendent for Curriculum and Instruction with
input from his supervisors and the newly created office of Program
Evaluation and Accountability select peer groups that will be used for
comparisons.

Peer groups should include peer districts and schools within the district
that have similar resources or have students with similar social and
economic characteristics.

The newly created office of Program Evaluation and Accountability or
alternatively, the Testing Department, collects peer information
available in the Florida Information Resource Network (FIRN).

Peer information is included in the summary reports of the different
student assessment tests.

Based on comparisons, the Assistant Superintendent for Curriculum
and Instruction and the Supervisor for Basic K-12 Curriculum and
Instruction evaluate alternatives to develop, modify or enhance
educational programs as needed.

Who Is Responsible

Assistant Superintendent for Curriculum and Instruction, Supervisor of K-12
Curriculum and Instruction and newly created office of Program Evaluation and
Accountability (see Action Plan 3-4 Recommendation 2).

Time Frame May 31, 2002
Fiscal Impact This can be attained with exiting resources.
Recommendation 3
Strategy Collect cohort student performance data of targeted subgroups as data is

generated and as technology becomes available.

Action Needed

Step 1:

Step 2:
Step 3:

Step 4:

The Assistant Superintendent for Curriculum and Instruction and the
newly created office of Program Evaluation and Accountability (the
Testing Department alternatively) develop a plan to conduct cohort
analyses including the types of data to be collected.

The Superintendent approves the plan.

The newly created office of Program Evaluation and Accountability
(the Testing Department alternatively) oversees the process of
collecting the cohort data by subgroup and generating reports.

Incumbent staff, with the support of the Supervisor of Basic K-12
Curriculum and Instruction, enhances or modifies instructional
programs as needed.

Who Is Responsible

Assistant Superintendent for Curriculum and Instruction, Supervisor of K-12
Curriculum and Instruction, and newly created Office of Program Evaluation
and Accountability (see Action Plan 3-4, Recommendation 2).

Time Frame May 31, 2002 and ongoing.
Fiscal Impact This can be attained with exiting resources.
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Recommendation 4

Strategy Take the necessary steps to provide thorough accessibility to disaggregated data
and establish strategies to improve performance of selected subgroups of
students.

Action Needed Step 1: The Assistant Superintendent for Curriculum and Instruction, MIS and

the Testing Department add the electronic component to the assessment
review tool used to track and analyze disaggregated data.

Step 2: The Assistant Superintendent for Curriculum and Instruction,
Supervisor of Basic K-12 Curriculum and Instruction and the Testing
Department model a disaggregation analysis process to be implemented
district-wide.

Step 3: Procedures are instituted and training sessions for school administrators
are established.

Step 4: Student performance data for selected subgroups is collected and
documented in report form.

Step 5: Reports are disseminated to stakeholders as needed.
Step 6: School administrators modify or enhance programs as needed.
Step 7: Results are reported to stakeholders as needed.

Step 8: Once disaggregated data procedures are instituted, identify specific
strategies for improving performance of subgroups (e.g., economically
disadvantaged students).

Step 9: School administrators look for and identify characteristics and practices
that can be replicated at other schools and continually seek innovative
ways to meet the needs of diverse populations.

Step 10: School administrators develop strengths through a collaborated effort
that can include: frequent training, targeted small class sizes, strong
parent/school partnerships, good relations between school principals
and faculty, successful school-based granting efforts, etc.

Step 11: Results are reported as part of the annual evaluations.

Who Is Responsible  Assistant Superintendent for Curriculum and Instruction, Supervisor of K-12
Curriculum and Instruction, and newly created Office of Program Evaluation
and Accountability. Consultations with the MIS department as needed.

Time Frame June 30, 2002

Fiscal Impact This can be attained with exiting resources.
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Recommendation 5

Strategy

Further the use of nonacademic data.

Action Needed

Step 1.

Step 2:

Step 3:

Step 4:

Step 5:
Step 6:
Step 7:

The Assistant Superintendent for Curriculum and Instruction holds a
session with all the program supervisors to analyze what nonacademic
data currently tracked by certain departments can be of use by others.

The team also determines what other nonacademic data should be
tracked by the district and establishes what shop should be responsible.

For this purpose, parties should use the resources available such as
FIRN (Florida Information Resource Network) and other DOE
databases.

Student nonacademic performance data is then collected for the
selected subgroups.

Data is documented in report form.
Reports are disseminated to incumbent parties and other stakeholders.

The team resumes and based on the analysis of the reports, modifies or
enhances instructional programs.

Who Is Responsible

Assistant Superintendent for Curriculum and Instruction, Supervisor of K-12
Curriculum and Instruction, and newly created Office of Program Evaluation
and Accountability. Consultations with the MIS department as needed.

Time Frame

June 30, 2002

Fiscal Impact

This can be attained with exiting resources.
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Recommendation 6

Strategy Integrate all the formal and informal information systems currently in place to
create a district-wide student performance review mechanism.

Action Needed The purpose of this mechanism is to centralize the monitoring of student
performarnce, evaluate the progress made by individual schools, emphasize
accountability for improvement and can be used to establish the cost-
effectiveness of the educational programs. This mechanism should be the
responsibility of the newly created office of Program Evaluation and
Accountability.

Step 1: The Assistant Superintendent for Curriculum and Instruction in
conjunction with the newly created office of Program Evaluation and
Accountability and the Supervisor of Basic K-12 Curriculum and
Instruction take inventory of the different information systems
currently in place that can be part of the district-wide student
improvement mechanism.

Step 2: The office of Program Evaluation and Accountability should be
responsible for creating individual school progress profiles and
analyses of the scores for previous years as well as projections. The
projections can be based on FCAT passing rates and involve a
comparison between projected passing rates and the district's goal.

Step 3: The analysis should be completed for all areas tested, for different
ethnic groups, and for economically disadvantaged (eligible for the
federal free or reduce price lunch program) students.

Step 4: Data from the previous three years is used to make projections for the
next two years by subject, ethnic groups, and economically
disadvantaged students for each campus.

Step5: The Office of Program Evaluation and Accountability prepares
individual school profiles and distributes them to campuses.

Step 6: These school profiles are to be used in conjunction with the blueprint
developed during the annual PACE workshop to produce the
individual PACE Plans.

Step 7: The principals and teachers adjust teaching and curricula to address
identified areas of weaknesses and monitor changes in student
performance in areas of weakness.

Step 8: The Office of Program Evaluation and Accountability routinely
monitors the progress of schools in meeting the goals.

Step 9: The Assistant Superintendent for Curriculum and Instruction, the
Supervisor of Basic K-12 Curriculum and Instruction, the Office of
Program Evaluation and Accountability, and the incumbent school
principal jointly analyze the results of the improvement process.

Who Is Responsible  Assistant Superintendent for Curriculum and Instruction, Supervisor of K-12
Curriculum and Instruction, Office of Program Evaluation and Accountability,
and school principals. Consultations with the MIS department as needed.

Time Frame November 30, 2002

Fiscal Impact This can be attained with existing resources.
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2 The district would benefit from targeting and disseminating
effective instructional practices to improve student performance.

Successful educational practices are somewhat disseminated informally by some school administrators.
However, there are no widespread mechanisms to consistently capture and disseminate successful
instructional practices.

The District Should Explore Innovative Methods to Provide Incentives to
Outstanding Teachers

Presently there are no formal mechanisms in place to recognize schools or teachers for identifying and
using methods to challenge high performing student or to bring students requiring remedial instruction
up to standards. Through the survey conducted by ValienteHernandez P.A. a majority of teachers (74%)
indicated that there are no incentives to identify and effectively use successful instructional practices.
Refer to Exhibit 5-12.

The district has written policies to reward employees whose work performance is above average or
outstanding. According to school administrators however, the district it is unable to fully implement these
policies due to fiscal constraints, The district would benefit by exploring and implementing a variety of
mechanisms to show appreciation for outstanding teachers and/or teachers using exemplary practices.
Their most widely known recognition is the Teacher of the Year award; educators are also recognized if
they accomplish the National Board classification. These teachers of outstanding merit are presented at a
board meeting as a special time of recognition.

Exemplary Practices Need To Be Communicated More Effectively

As shown in Exhibit 5-12, school principals feel that school administrators communicate exemplary
practices somewhat informally. Additionally, some administrators expressed that a history of poor
communication between the schools and the administrative staff has been an obstacle for effective spread
of good practices. The new administration, however, is working to improve communication.

There are several ways that successful practices can be shared amongst curriculum and instructional staff
and communicated district-wide. These include regular meetings among the assistant superintendents,
principals, assistant principals, and directors, as well as monthly or weekly publications that can be
distributed to principals and district administrators on relevant information on district events, changes in
procedures, etc. Another forum for sharing best practices are the monthly curriculum contact meetings.
These meetings are also a great opportunity for low-performing schools be paired with successful schools
and encouraged to visit them to identify strategies that might be suitable for their operation.
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Exhibit 5-12
Survey Results Indicate There Is Room to Improve the Identification and
Promotion of Exemplary Educational Strategies

SURVEY
GROUP Strongly Strongly
(N = Pop. size; Agree or Disagree or
n=respondents) Question Agree Disagree Don't Know
The district provides incentives for
teachers to identify and effectively
use innovative instructional
practices. 24.0% 2.5%
There is a mechanism in place to
Teachers communicate exemplary
(N=1791; n=850) educational practices and strategies. 34.9% 9.8%
The district provides incentives for
teachers to identify and effectively
use innovative instructional
practices. 60.0% 5.0%
Principals Exemplary practices are discussed
(N=84; n=52) informally amongst principals. 62.8% 11.6%

Source: Surveys conducted by ValienteHernandez P.A. in April 2001.

Recommendadations

*  We recommend that the district provide incentives to and recognize exceptionally successful
teachers. These can include regular meetings among the assistant superintendents,
principals, assistant principals, and directors, as well as monthly or weekly publications that
can be distributed to principals and district administrators on relevant information on district
events, changes in procedures, etc. Another forum for sharing best practices are the monthly
curriculum contact meetings. These meetings are also a great opportunity for low-performing
schools to be paired with higher performing schools and encouraged to visit them to identify
Strategies that might be suitable for their operation.

As an integral part of this strateqy, we recommend that the district continue to improve
communication between key areas to promote and contribute to the diffusion exemplary
practices. For example, the district should explore the methods of creating a unit or lesson
plan data bank to share best practices.

Action Plan 5-2 shows the steps needed to implement this recommendation.
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Action Plan 5-2

Promotion of Exemplary Teaching Practices

Recommendation 1

Strategy

Provide incentives to and recognize exceptionally successful teachers and
promote and contribute to the diffusion of their exemplary practices.

Action Needed

Step 1:

Step 2:

Step 3:

Step 4:

The assistant superintendents, principals, assistant principals, and
program supervisors hold regular meetings with the purpose of
looking for innovative methods to provide incentives to exceptionally
successful teachers.

During the meeting, administrators of low performing schools are
given the opportunity to be paired with higher performing schools and
encouraged to visit them to identify strategies that might be suitable for
their operation.

The monthly or weekly publications are produced and distributed to
principals and district administrators on relevant information on
district events, changes in procedures, etc. Another forum for sharing
best practices are the monthly curriculum contact meetings.

The Assistant Superintendent for Curriculum and Instruction, the
supervisor of K-12 Curriculum and Instruction, and the MIS
Department explore the alternatives for creating a unit or lesson plan
data bank to share best practices.

Who Is Responsible

Assistant Superintendent for Curriculum and Instruction and Supervisor of K-12
Curriculum and Instruction.

Time Frame

May 31, 2002

Fiscal Impact

This can be attained with exiting resources.

3 The district generally provides effective Exceptional Student
Education (ESE) programs. The programs could be further
improved by refining the procedures to evaluate program
performance.

The Exceptional Student Education (ESE) programs are provided in the Lake County schools throughout
the district. There is at least one ESE program in each school and there are approximately 6,000 students
in Lake County who receive services through the special programs. Some highlights about the
Exceptional Student Education programs administered in Lake County include those below.

e Students are served who are ages three (3) through twenty-one (21), based on the Individual
Educational Plan.

* Each student has an Individual Educational Plan (IEP) developed with the teacher, the parent
and other professionals who have information about the student.

» The Cooperative Consultation Model provides support for exceptional students in a
mainstream class through systematic identification of modifications and adaptations to
instruction in order for the student to be successful. Training is provided for schools through
the district office.
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e The Co-Teaching Model is an educational approach in which a regular education and a
special education instructor teach together in a classroom with both regular and exceptional
education students.

» Students who are identified as severely emotionally disturbed (SED) are served through a
contract program with LifeStream Behavioral Center. The program provides both
educational and therapeutic components.

* The district takes advantage of community and social services programs to supplement
district programs. There is an Interagency Agreement that is signed each year for services for
specific populations (such as ARC, the Association of Retarded Citizens that serves students
who have graduated and are mentally handicapped; Vocational Rehabilitation works with
appropriate referrals for transition).

» Anemphasis on increasing Parent Education participation by offering training, support and
services. A Parent Education Program Specialist has been employed to implement this
initiative. Parent workshops will be scheduled throughout the 2001-02 school year.

» Afast growing Pre-K program for students with disabilities now located at several sites
throughout the district. These services have been instrumental in providing eligible children
a quality learning intervention program.

»  Efforts to recruit and retain ESE teachers are implemented such as using ESE Clerical
Assistants to help ESE teachers and school personnel with the necessary paperwork
requirements and the use of a computerized forms process to increase efficiency.

The number of students identified for exceptional education in the Lake County School District is
comparable with its peers as shown in Exhibit 5-13.

Exhibit 5-13
The Exceptional Student Membership of Lake County Is In Line With Its
Peers and the State Average

St. Santa State
District Lake Alachua Charlotte Okaloosa Osceola Johns Rosa  Average

Total ESE Population 5448 7557 4,006 5996 5322 3565 4540 467,973

ESE's As a Percent of
the Total Population 19.9% 24.9% 21.9% 19.1% 15.7% 17.8% 19.9% 18.5%

Source: DOE Student Database, Survey 2 data, as of February 2001 and Profiles of Florida School Districts.

The District’s Procedures Related to ESE Students Are Consistent With
Federal and State Laws

The exceptional education programs are subject to federal and/or state rules and regulations that guide
the delivery of educational services. Examples of these laws are Individuals With Disabilities Education
Act (IDEA) also referred to as Public Law 105-17, s. 612(a)(5)(A).

To ensure that the procedures are up to date and consistent with the laws, the ESE department completes
the Special Programs and Procedures document annually and submits it to both the school board and the
Department of Education, as specified by DOE. School board policies and procedures are adopted as
needed based on the latest legal advice. The supervisor of the department is responsible for this process.
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The District Has Incorporated Performance Standards for ESE Students
and These Have Been Incorporated Into the Curriculum.

The district’s ESE program uses the Sunshine State Standards for awarding a Special Diploma as the high
school level academic standards. At the elementary and middle school levels, the regular Sunshine State
Standards are incorporated in the curriculum with appropriate modifications on an as nheeded basis for
each exceptional student. Regular and special education staff meets regularly to plan curriculum
objectives and develop cooperative activities. There is a Curriculum department staff meeting held two
times per month, where the Supervisors communicate and coordinate activities and there are also Staff
Development meetings where ESE is included.

Another practice to increase effectiveness include “cross training” of individuals in the ESE program. The
following takes place:

» regular education staff receive training in Special Education;
» special Education staff receive training offered for regular education;

» principals and other administrators receive training in Special Education; and to a limited
extent,

» regular staff receives training in gifted and talented education.

The Average Number of Exceptional Students Per Exceptional Teacher in
The District Is Within Peer District Average

Exhibit 5-14 shows that when compared to the peer districts, Lake has approximately 24 exceptional
students per exceptional education teacher that is in line with the ratio of the peers at 1:24.

Exhibit 5-14
Lake County’s ESE Students to ESE Teacher Ratio Is Within
Peer Average

Exceptional = Exceptional

Education Student
District Teachers Population  Ratio (*)
Lake 247 5,848 1:24
Alachua 329 7,551 1:23
Charlotte 160 4,006 1:25
Okaloosa 196 5,996 1:31
Osceola 239 5,322 1:22
St. Johns 169 3,565 1:21
Santa Rosa 182 4,540 1:25
Average value without Lake County 213 5,163 1:24

Note (*): The ratio of ESE Students to ESE Teacher has been rounded to zero decimals.

Source: DOE Education Information and Accountability Services, Survey 2 data, as of January 2001, DOE Profiles of Florida School
Districts, and ValienteHernandez P.A. calculations.
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Placement of ESE Students in the Regular Classroom Is Higher in Lake
County Than Most of Its Peer Districts in the Year 2000-01

The district has in place detailed procedures to guarantee that that the least restrictive environment is
provided and there are various alternatives to accomplish this. On the Staffing Committee Report (MIS
52B009), the placement options are considered according to the continuum of services. The Least
Restrictive Environment Guide (MIS 52B029) is used with each student as deemed appropriate.

Lake County uses the least restrictive environment (LRE) to determine appropriate educational placement
for each student with a disability. According to Individuals With Disabilities Education Act (IDEA), each
local education agency shall ensure that “To the maximum extent appropriate, children with disabilities,
including children in public or private institutions or other care facilities, are educated with children who
are not disabled, and special classes, separate school, or other removal of children with disabilities from
the regular educational, environment occurs only when the nature or severity of the disability of a child is
such that education in regular classes with the use of supplementary aids and services cannot be reached
satisfactorily.”

The LRE concept is supported by a continuum of placements ranging from the general education
classroom to home/hospital care. The decision-making process concerning placement decisions for
students with disabilities is unique for each student and is based on his or her need for instructional
accommodations and related services. The LRE issue is not a simple issue for school districts. Decisions
about how and when to include students with disabilities into regular education must consider equitable
allocation of resources, effective and efficient service, vulnerability to legal challenges based on current
court rulings, and philosophical beliefs about how best to balance meeting the needs of students with
disabilities with those of non-disabled students.

According to district staff, most of the students with disabilities spend some part of the week in a
classroom with non-disabled students. The amount of time individual students spend in the regular
classroom, in resource rooms or in other education settings is determined based on the needs of the
individual student. Exhibit 5-15 shows the variety of placements for students with disabilities for Lake and
its peer districts.

The district has made significant progress in serving its students with disabilities in less restrictive
environments. Students with disabilities spend increasing amounts of time in the regular classroom. For
example, during 1999-2000 53% (2,446) students with disabilities were in the regular classroom and by
2000-01, this number increased to 2,525 or 54% (refer to Exhibit 5-15).

Principals and Teachers Generally Believe That the Assessment and
Placement of ESE Students Is Not Timely

Results of a survey conducted by ValienteHernandez P.A. indicate that most responding principals (60%)
and teachers (77%) believe that the assessment and placement of ESE students is not timely, shown in
Exhibit 5-46. Assessment and placement of ESE students are two different components of a process that
occurs in three steps (Pre-ESE, ESE, Student Services) and that involves two departments: ESE and
Student Services. These two components however, are viewed as one and the district needs to take steps
to better the constituents’ perception and understanding of the process as a whole. Further discussion on
this issue can be found on page 5-84. Recommendation to improve how constituents perceive the process
is presented in Action Plan 5-11.
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Exhibit 5-15

Lake County’s ESE Program Placed a Higher Percentage Students in Regular Classroom

in the Year 2000-01

Number and Percentage of Students with Disabilities by Placement Setting
December, 1999

Placement Setting Lake Alachua Charlotte Okaloosa Santa Rosa
(1999-2000) N % N % N % N % %

Regular Class 2,446 53.35% 1,963 43.64% 1,173 41.07% 2,705 66.72% 1,180 46.75% 1,965 61.01%
Resource Room 841 18.34% 1,494 33.21% 1,088 38.10% 825 20.35% 865 34.27% 748 23.22%
Separate Class 1,164 25.39% 1,036 23.03% 563 19.71% 471 11.62% 506 15.71%
Public Separate School 1 0.02% 5 0.11% 1 0.04% 1 0.02% 0 0 0%
Public Residential 74 1.61% 0 0% 25 1.00% 0 0% 0 2 0.06%
Homebound/Hospital 14 0.31% 0 0% 6 0.21% 0 0% 0 0 0%
Correction 0 0% 0 0% 0 0% 52 1.28% 0 0 0%
Private Separate School 45 0.98% 0 0% 0 0% 0 0% 0 0 0%
Private Residential 0 0% 0 0% 0 0% 0 0% 0 0 0%
Number and Percentage of Students with Disabilities by Placement Setting
December, 2000

Placement Setting Lake Alachua Charlotte Okaloosa Santa Rosa

(2000-01) N % N % N % N % %

Regular Class 2,525 53.77% 1,992 41.73% 1,172 37.66% 2,345 55.16% 2,423 52.03% 1,309 48.32% 2,011 59.64%
Resource Room 892 18.99% 1,428 29.92% 1,264 40.62% 1,129 26.56% 1,339 28.75%  79529.35% 825 24.47%
Separate Class 1,184 25.21% 1,052 22.04% 676 21.72% 456 10.73% 457 16.87% 536 15.90%
Public Separate School 0 0% 208 4.36% 0 0% 118 2.78% 0 0%
Public Residential 0 0% 0 0% 0 0% 0% 0 0%
Homebound/Hospital 0 0% 53 1.11% 0 0% 55 1.30% 0 0%
Correction 0 0% 40 0.84% 0 0% 138 3.25% 0 0%
Private School (Parental
Placement) 0 0% 0 0% 0 0% 0 0% 0 0%
Private Separate School 95 2.02% 0 0% 0 0% 0 0% 0 0%
Private Residential 0 0% 0 0% 0 0% 10 0.24% 0 0%

Source: Florida Department of Education.
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Lake County’s Gifted Students Population Is Below Its Peers and the
State

The percentage of gifted students in Lake County is below both its peer districts and state’s average, as
illustrated in Exhibit 5-16. In Lake County, gifted and talented programs are offered at the elementary and
middle school levels. At the high school levels, there are options such as dual enrollment with the
community college, honors and advanced placement courses.

The process to identify gifted students is described in the Special Programs and Procedures document.
Basically, the screening occurs using a variety of referral sources and group achievement or IQ tests. The
evaluation includes the Checklist of Characteristics, the individual intelligence test, and the statement of
need for a special program. There has been a Plan B approved for use in the district for culturally different
students. See the Special Programs and Procedures book. Through the use of Plan B the district’s gifted
program criterion support student diversity.

Exhibit 5-16
Lake County Had the Second Lowest Percentage of
Gifted Students in the Year 1999 — 2000

Number of Gifted Percent of the Total

District Students Student Population
Lake 812 13.9%
Alachua 2,468 32.7%
Charlotte 703 17.5%
Okaloosa 1,429 23.8%
Osceola 314 5.9%
St. Johns 564 15.8%
Santa Rosa 875 19.3%
Average without Lake County 19.2%
State Total 105,437 22.5%

Source: Florida Department of Education. Profiles of Florida School Districts 1999 - 2000

The District Could Increase Medicaid Reimbursement

Medicaid Reimbursement in the State of Florida

The Federal Government allows school districts that serve children with special needs to be reimbursed
for part of the cost of these services. Reimbursement can be claimed for two major but separate functions.
The first function requires the identification of Eligible Children. This is called Administrative Services or
Administrative Outreach. The second function is providing the special instructional programs that these
children are entitled to receive. This is called Direct Services or Fee for Services.

To identify eligible children, school districts must employ the services of people such as Guidance
Counselors, Social Workers, School Psychologists, Nurses, and Transportation Route Coordinators. The
time that these persons spend in identifying, screening, and placing these children into special
educational programs can be billed as Administrative Services. Most if not all of Florida’s 67 school
districts are billing for administrative services reimbursement. A few school districts are billing directly
themselves. Most other districts, however, are contracting this billing work with two major consulting

ValienteHernandez P.A. 5-33



Educational Service Delivery

firms, MAXIMUS and Deloitte and Touche. School staff is in charge of gathering the preliminary data
needed to submit for administrative services reimbursement while the technical and analytical part of the
submittal is performed by the consulting firms.

Billing for direct services is a more complex function. For this reason all school districts that are billing for
this services have utilized consulting firms. Seminole County has developed a program methodology that
may allow school districts to perform their own analysis of data needed for filing for reimbursement.
Recently the state has sanctioned a group of school districts to pilot this program methodology to
determine if it will pass Medicaid requirements. Some of Florida’s small school districts and other districts
with a small incidence of Medicaid eligible student population have chosen not to file for direct services
reimbursement because the small amount of revenue gained would not justify the cost of submitting the
claim. The direct services that school districts can claim reimbursement for are the following:
Occupational Therapy, Physical Therapy, Speech and Language, Social Work Services, Behavior
Modification, Guidance Services, Psychological Services, Nursing Services, Teen Parenting, Migrant
Education, and Transportation.

In some districts the revenue earned from Administrative Services and from Direct Services
reimbursements are placed in the district’s general revenue account. In other districts, a portion of this
revenue is given back to the departments that help to complete the paperwork needed to submit the
reimbursement applications. Returning a portion of the reimbursement funds to the departments that
assist with the filing of the applications is believed to serve as an incentive for a more complete and
accurate data collection procedure maximizing the reimbursement that is attained.

Medicaid Reimbursement in the Lake County School District

The Lake County School District has been filing only for Medicaid reimbursement of Administrative
Services. The district has contracted with MAXIMUS Consulting Firm for filing this Medicaid claim. In
Lake County, the total revenue earned from the reimbursement of administrative services has been placed
in the district’s general revenue fund. District supervisors involved in the Medicaid reimbursement
process believe that a portion of the revenues generated should be returned to the departments to
purchase materials and supplies for classroom use. This incentive could encourage more accurate and
complete documentation that the district could recover an even higher rate of reimbursement in this
administrative services area. Direct Services reimbursement has never been claimed by Lake County
because there is a strong feeling among staff that the district does not have the time or personnel needed
to collect the information and for filing the reimbursement claim in this area. For the period of June 30,
2000, to March 31, 2000, the total amount reimbursed by Medicaid for Administrative Services was
$440,513.

According to a representative from MAXIMUS interviewed by ValienteHernandez P.A., the Lake County
School district could realize as much as $256,000 (net) annually (50% in the first year) and approximately
$1.15 million over a five-year period (Exhibit 5-17) for Direct Services reimbursement by billing for
Occupational Therapy, Physical Therapy, Speech, and Behavioral Modification services. At this time Lake
County does not claim any reimbursement for Direct Services. Although the district presently bills and
receives reimbursement for Administrative Services, it could increase its earnings in this area if they also
billed for the screening and evaluative work performed by their 31 Speech and Language Pathologists, 3
Autistic Teachers, 17 teachers of the emotionally handicapped, 6 teachers of the Profoundly Mentally
Handicapped, 5 teachers of the Visually or Hearing Impaired, and 16 teachers of Pre-K Handicapped.
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Exhibit 5-17
The District Could Realize as Much as $1.15 Million Over the
Next Five Years for Medicaid Reimbursement of Direct Services

Fiscal Year

2001-02 2002-03 2003-04 2004-05 2005-06
Annual Revenue Increase $128,000 $256,000 $256,000  $256,000 $256,000

Cumulative Cost $128,000 $384,000 $640,000 $896,000 $1,152,000
Source: ValienteHernandez P.A.

Exhibit 5-18 illustrates the status of the Medicaid Reimbursement in Lake County and in the peer districts.

Exhibit 5-18
Medicaid Reimbursement Status in Lake County and Its Peers

Is the district Is the district How many

billing directly billing for children are

Does the district OR are they Administrative eligible for
seek Medicaid contracting the = AND/OR Direct Medicaid

District Reimbursement?  billing work? services? reimbursement?
Lake Yes, partial. Contracting. Administrative 1,339
Alachua Yes, experimenting Contracting g?r?(:lp Istrative and 1,892
Charlotte Yes Contracting Administrative 536
Okaloosa Yes Contracting Administrative 760
Osceola Yes Contracting. A(_Jlmmlstratlve and 1,174
Direct
St. Johns No N/A N/A N/A
Santa Rosa No N/A N/A N/A

Source: Telephone Survey conducted by ValienteHernandez P.A. June 2001.

Recommenaations

»  We recommend that the district go further in the use of nonacademic measures in the
Exceptional Student Education Program such as tracking the number of students with
disabilities placed in the least restrictive environment.

»  We recommend that the Student Services department in conjunction with the ESE
department carry out an awareness program that facilitates the understanding of the required
process for the identification and assessment of ESE students and thus improving the
generalized perception that the process is too lengthy.

Action Plan 5-11, Recommendation 2 shows the necessary steps to implement this
recommendation.
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We recommend that the district find alternative and innovative methods to boost the number
of children identified as gifted. At the elementary level, screening of all students should be
required utilizing the group test results. Also, the district can form an advisory committee to
examine different program delivery methods.

We recommend that the district start filing for Direct Services Reimbursement. Since this
process is much more difficult, the district should either contract the work with a consultant
or join a pilot program like the one currently being sanctioned by the state and lead by
Seminole County.

Additionally, we recommend that the district return a portion of the reimbursement for
administrative services back to the Exceptional Student Education and Student Services child
programs that earn these special revenues to be utilized to purchase materials and supplies.
This incentive could encourage staff to document reimbursement data more accurately and
more completely so to maximize the dollars that are secured.

Also, we recommend that the district continue to file for Administrative Services
reimbursement. Further, a comparison should be made after data from other districts is
gathered in order to ascertain if contracting out or direct filing it is more cost effective and
audit proof for the district. The district has already joined a pilot study lead by Seminole
County regarding the administrative services portion of the reimbursement.

We recommend that Exceptional Student Education develop an Advisory Council.

Action Plan 5-3 shows the steps needed to implement these recommendations.

Action Plan 5-3
Take Several Actions to Further Improve the ESE Program

Recommendation 1

Strategy Further the use of nonacademic data related to ESE students to improve
performance such as placement in the least restrictive environment.
Action Needed Step 1: The ESE Department uses the resources available in FIRN (Florida

Information Resource Network) and the School Indicators Report
produced by DOE.

Step 2: Collect student performance data and document in report form.
Step 3: Plan to develop, modify or enhance program as needed.

Step 4: Report to the Assistant Superintendent for Curriculum and instruction
and other interested stakeholders.

Who Is Responsible  Supervisor of Exceptional Student Education. Consultation with the newly

created Office of Program Evaluation and Accountability is made as needed.

Time Frame July 31, 2002

Fiscal Impact This can be attained with exiting resources.
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Recommendation 2

Strategy Find alternative methods to increase the number of children identified as gifted.

Action Needed Step 1: The Assistant Superintendent for Curriculum and Instruction and the
ESE Supervisor establish a procedure by which screening of all
students at the elementary level be required utilizing the group test
results.

Step 2: Superintendent approves the new procedure.

Step 3: The ESE Supervisors seeks input from the newly created Advisory
Committee (see recommendation X below) to find innovative program
delivery methods.

Who Is Responsible  Assistant Superintendent for Curriculum and Instruction and ESE Supervisor.

Time Frame July 31, 2002

Fiscal Impact This can be attained with exiting resources.

Recommendation 3

Strategy Begin filing for Medicaid Direct Services Reimbursement and return a portion of
the reimbursement for administrative services back to the Exceptional Student
Education and Student Services child programs that earn these special revenues.

Action Needed Step1l: The ESE Supervisor chooses and contacts a Medicaid billing
representative to review the contractual arrangements of other school
districts that contract for Medicaid billing, and determine what services
will maximize the district's reimbursements.

Step 2: The ESE Supervisor director asks the Purchasing Department to submit
a request for proposal for professional Medicaid billing services based
on research of available services.

Step 3: The Purchasing Department reviews and evaluates proposals, and
selects a qualified vendor.

Step 4: The board reviews the administration's proposal and approves this
plan.

Step 5: The Assistant Superintendent for Curriculum and Instruction devises a
mechanism by which a portion of the reimbursement for both
administrative and direct services are to go back to the Exceptional
Student Education and Student Services child programs that earn these
special revenues.

Step 6: The Superintendent reviews the mechanism and submits to the board
for approval.

Step 7: The Director of the Finance Department ensures the claims are
processed on an ongoing basis.

Who Is Responsible  Superintendent, Assistant Superintendent for Curriculum and Instruction,
Supervisor of ESE, Purchasing Department, Finance Department, and school

board.
Time Frame March 31, 2002 and ongoing.
Fiscal Impact Additional revenues of as much as $256,000 annually and approximately $1.28

million over a five-year period.
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Recommendation 4

Strategy Develop an Advisory Council for Exceptional Student Education.

Action Needed Step 1: The ESE Supervisor forms Advisory Council for Exceptional Student
Education made up of teachers, parents, and other constituents.

Step 2: The ESE Supervisor drafts the proposal for creating the council
including purpose, duration, membership, frequency of meetings, etc
and submits to the Assistant Superintendent for Curriculum and
Instruction for approval.

Step 3: The Assistant Superintendent for Curriculum and instruction reviews
the proposal, approves and submits to the board for approval.

Step 4: The school boar approves the creation of the Advisory Council for
Exceptional Student Education.

Who Is Responsible  Assistant Superintendent for Curriculum and Instruction, ESE Supervisor, and
school board.

Time Frame June 30, 2002

Fiscal Impact This can be attained with exiting resources.

4 The district’'s English for Speakers of Other Languages (ESOL)
program is presently being restructured and striving to improve.

Lake County has an English immersion program for the students identified as speakers of other languages
or having Limited English Proficiency (LEP). In the setting of the immersion program, LEP (or ESOL)
students are mainstreamed; classes are offered in English for Speakers of Other Languages and ESOL
services are provided and accommodations are made within the context of the regular classroom. The
concept of ESOL is not only to teach English to students, but rather to deliver instruction in all areas in a
comprehensible manner.

A second option given by the state to provide services to students that speak another language is to make
funds available through grants to run a bilingual—dual language—program, where all classes are taught
in the second language. However, districts must have at least 25% of their pupil population classified as
Limited English Proficient (LEP) to opt for this alternative. Lake County, where the LEP population is just
3% (Exhibit 5-20) does not qualify and does not have any plans in place to offer dual language instruction.

Schools with more than 15 students who speak the same second language are assigned a teaching aide
who speaks the second language. By law, teachers who teach these classes must have ESOL training in
the instruction and use of ESOL strategies. Training for ESOL teachers include 300 hours of in-service in
ESOL instructional strategies, linguistics, and multi-cultural issues. The district’s LEP Plan requires that,
on the elementary level, instruction in Language Arts Through ESOL will be provided by certified
teachers who either have the ESOL endorsement or are in the process of acquiring it. On the secondary
level, courses in ESOL Listening and Speaking and ESOL Reading and Writing are offered as needed.

Exhibit 5-19 presents the definition of the different LEP Status Codes used to explain the status of the
student with respect to the ESOL program.
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Exhibit 5-19
Definition of the LEP Status Codes
LEP Status Code Definition
LY LEP Student currently enrolled in ESOL or other program for LEP Students.
LN LEP Student determined eligible for ESOL services but is not being served.
LY =2 LEP Student who has been enrolled in ESOL for more than two years.
LY <2 LEP Student who has been enrolled in ESOL for less than two years.
LF LEP Student who has completed ESOL Courses and is being Monitored for a
two-year period.
Lz LEP Student who has completed ESOL courses and monitoring.
zz Non-LEP Student (Never enrolled in ESOL).

Source: Florida Department of Education. Bureau of Equity, Safety, and Student Support. Office of Multicultural Student Language
Education. 1999-2000 Annual Status Report on the Implementation of the 1990 LULAC, et al. v. State Board of Education, et al.
Consent Decree.

Once classified as LY, the district automatically receives three years of funding for the ESOL program. If
the student has not met the exit criteria after the three years expire, another three years of funding can be
awarded. These cases are not very common, and they require committee meetings to make the
determination. No additional funding is available after the six years, and if the student still doesn’t meet
the exit criteria, it is the district’s responsibility to continue to provide ESOL services.

Students are exited from the ESOL program based on test scores of 33% or above in both reading and
writing. The test utilized for LEP students is the /DEA Proficiency Test (ITP).
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Exhibit 5-20
Lake County Has the Second Highest Percentage of
LEP Students When Compared to Its Peers

Number

of LEP Students as a Percent of
Students LY LN LP LF LZ ZZ TOTAL the Total Enrollment
Osceola 5,017 3 188 2,000 1515 27,786 36,509 19.7%

Lake 770 3 6 191 348 30971 32,289 3.0%

Alachua 464 0 0 170 112 32,130 32,876 1.9%

Charlotte 153 2 2 110 122 18,491 18,880 1.4%

St. Johns 94 3 8 23 28 19,892 20,048 0.6%

Okaloosa 101 2 3 57 47 32,911 33,121 0.5%

Santa Rosa 53 0 0 41 23 23,282 23,399 0.4%

! There is a major difference between these totals and the ones found in other reports such as the School Indicators
and the School Advisory Department reports. The figures in the latter are from Survey 2, otherwise know as October
Membership. These are ‘snapshots’ of students present in October. The figures for the LEP population in the ESOL
reports are from Survey 5 data, which is cumulative for the entire school year, i.e., any child served, for any length of
time, is counted — and students that attend more than one school are counted multiple times in other words, the
students ‘served’ by the ESOL program. Survey 5 always appears larger than the other surveys because of its
cumulative nature.

Source: Florida Department of Education. Bureau of Equity, Safety, and Student Support. Office of Multicultural Student Language
Education. 1999-2000 Annual Status Report on the Implementation of the 1990 LULAC, et al. v. State Board of Education, et al.
Consent Decree.

Procedures for Identifying ESOL Students Are Effective and in Line With
Applicable Federal and State Rules and Regulations

In line with the LULAC (League of United Latin American Citizens) et al. v. State Board of Education of
Florida Consent Decree of 1999, the district has procedures in place to provide services to LEP students. A
review of the district’s 2000-01 ESOL Handbook demonstrated the district has detailed procedures in
place for the different phases of the ESOL process, from the identification through the post-exit
monitoring of LEP students.

School administrators generally agree that the ESOL program has effective means to identify LEP

students. As shown in Exhibit 5-21, 83% of the principals concur. As far as teachers, many were not
familiar with the process (21%) but the majority (52%) agreed that the procedures are effective.
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Exhibit 5-21
The Identification Process is Generally Considered to Be Effective
SURVEY GROUP
(N = Pop. size; Strongly Strongly
s = sample size; Agree or Disagreeor Don't
n = respondents) Question Agree Disagree Know
Principals The district's procedures for
(N=84; n=52) identifying students eligible for ESOL
programs are efficient and effective. 82.9% 9.8% 7.3%
Teachers The district's procedures for
(s=1761;n =850) identifying students eligible for ESOL
programs are efficient and effective. 52.0% 27.6% 20.5%

Source: Surveys conducted by ValienteHernandez P.A. in April 2001.

District Has Implemented the Recommendations Made by the Office of
Multicultural Student Language Education (OMSLE)

Mandated by s. 229.565 (Educational evaluation procedures) and s. 233.058 (English language instruction
for limited English proficient students) of the Florida Statutes, the state’s Office of Multicultural Student
Language Education (OMSLE) conducted a review of the Lake County ESOL program during the school
year 1998-99. The main purposes of the review were first, to determine compliance with state law, State
Board of Education Rules, and the 1990 League of United Latin American Citizens (LULAC) et al. v. the
State Board of Education Consent Decree; and second, to assist the district in targeting their deficiencies to
operate more efficiently.

There were two sensitive issues for which the district’s ESOL program was cited. First and foremost, the
district did not offer students an opportunity to remain at the home school site. Prior to the 2000-01 school
year, the district had magnet sites for LEP students. The students were bused to the appropriate magnet
site. The main inconvenience of the set up was that students would spend extremely long periods of time
riding from their homes to their home schools and from there to the magnet site. The district was also
cited for not having bilingual personnel to assist the students with classroom assignments.

As a result, the district decided to eliminate the ESOL magnet sites and started to run the program at the
home school level. This action created much confusion among school based staff that did not have ESOL
certification. It also generated a lot of bad press, because the generalized perception was that the district
had eliminated the ESOL program. The district should present to its stakeholders the improvements that
are continually made with the purpose of bettering the public’s perception of the ESOL program.

The Number of Teachers That Have the 300 - Hour ESOL Certification Is
Comparable With the Peer Districts

In order to teach English to limited English proficient students by Florida law, primary Language Arts
teachers must be ESOL certified. Language Arts teachers who do not have the endorsement are declared
out-of-field when an LEP student is placed in his/her classroom and consequently are given a time frame
of up to six years to obtain the endorsement. As shown in Exhibit 5-22 presently the number of teachers
with this endorsement is in line with the peer districts and has a ratio of certified teachers to LEP students
that is within the peer average. As a result of the changes originated by carrying out the ESOL program
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from the home school level, intensive training took place for Language Arts teachers to obtain the
required endorsement.

Because the LEP population is small, the district does not make the ESOL endorsement a condition of
employment. As a result of the changes originated by running the ESOL program from the home schools,
there was a powerful and unforeseen need for ESOL certified teachers. The Staff Development
department started to offer each of the five required components for the ESOL endorsement each
semester and during our summer academy providing teachers three opportunities during the year to take
one of the components.

The district should take additional measures for unforeseen circumstances and guarantee that in case the
LEP population boosts, and there is a high demand for certified teachers, the district can respond
immediately. Such actions could include: making provisions for having immediate training availability or
establishing the goal of having at least one certified teacher in each school. The district should also bear in
mind that in case of unexpected demand OMSLE is a resource that can be used to initiate training for
ESOL certification.

Exhibit 5-22
Lake County Had a Reasonable Ratio of LEP Students to ESOL Certified
Teachers When Compared to Its Peers (as of May 2001)

Number of teachers that have

District the 300-hour ESOL Total Number of Ratio of ESOL Certified

endorsement. (*) LEP Students  Teachers: LEP Students
Lake 155 970 1:6
Alachua 60 634 1:11
Charlotte 60 267 1:4
Okaloosa No Response 163 No Response
Osceola 133 7,208 1:54
St. Johns 30 128 1:4
Santa Rosa 94 137 1:5

Source: Florida Department of Education. (*) Telephone survey of peer districts. 2001 year end information.

The District Places Students LEP Students in a Timely Manner

Realizing 6.21 days, Lake County’s average time to classify ESOL students exceeds both the state standard
and the state average, as shown in Exhibit 5-23. The state standard for number of days from identification
to classification of LEP students is 20 days or less and the most recent state average is 8.83 days. The time
to classification reflects the average number of days between the Home Language Survey and the
classification date.

The primary identification of bilingual students occurs during the initial ESOL screening to identify LEP

students. The elementary curriculum specialist or middle school/high school counselors provide the initial
assessment.
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Exhibit 5-23
LEP Student Assessment and Timelines 1999-2000
District Number Classified Average Time to Classification (days)
Osceola 945 13.59
Santa Rosa 11 9.64
St. Johns 10 6.40
Lake 104 6.21
Charlotte 51 3.84
Alachua 90 1.82
Okaloosa 22 1.82

Source: Florida Department of Education. Bureau of Equity, Safety, and Student Support. Office of Multicultural Student Language
Education. 1999-2000 Annual Status Report on the Implementation of the 1990 LULAC, et al. v. State Board of Education, et al. Consent
Decree.

The Average Length of Time A Student Must Spend in the ESOL Program
Is Within State Average but Could Be Improved

LEP students of Lake County remain in the ESOL program 3.11 years which is close to the average of 2.97
years registered for the entire state. However, students in Lake County stay in the ESOL program almost
twice as long as the peer average (1.62 years).

As illustrated in Exhibit 5-24, the average length of time in the program by grade is higher in Lake County
for all grades (grades 1 through 12) when compared against the peer districts. Comparison against the
state, reflect that averages of Lake County are higher for five grades (grades 1, 2, 8, 9, and 10) and lower or
close to the state average for the remainder seven grades (grades 3, 4, 5, 6, 7, 11 and 12)

There is no minimum or maximum time a student must spend in ESOL and both very short and very long
times are flags that bear closer inspection. Tracking the length of time in the program is an excellent
indicator of the effectiveness of the program and periodically compare against peer districts can provide
with insight of best practices utilized outside of Lake County what is happening in the local program. The
district could target reasons how ESOL students could meet the ESOL exit criteria quicker.

The District Provides Opportunities for Meaningful Integration Into
All-English Instructional Environments

ESOL teachers’ assistants work with students on an individual basis under the direction of certified
teachers. A variety of text and software materials are provided in cooperation and conjunction with
individual schools and other programs. ESOL works collaboratively with Title I, Migrant, Guidance, and
ESE as there is frequent overlap or congruence with those programs. Supplemental materials coordinated
with the currently adopted textbooks in the core courses are acquired on a continuing basis and provided
for use by the classroom teachers, teaching assistants, and individual students. The Rosetta Stone
Intensive English CD-ROM courses | and Il are being provided for use during the 2001 — 2002 school year.
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Accountability Mechanisms For The ESOL Program Can Be Further
Improved

ESOL is a program that is largely and extensively monitored by the state’s OMSLE. The district largely
relies on these evaluations and does not have its own mechanisms. The ESOL program does not have
formal mechanisms in place that use disaggregated data on LEP standardized test scores to evaluate
student achievement over the years and of comparison against its peers. There is room for a process that
would help the district gain efficiencies and increase effectiveness by closely monitoring the LEP students’
progress in academic achievement as well as in non-academic performance measures.

The district’s ESOL core curriculum and instructional design includes detailed benchmarks that correlate
a variety of ESOL strategies with specific Florida Language Arts Curriculum Framework benchmarks.
These benchmarks indicate in detail, the outcomes that can be expected from the students in the areas of
Reading, Writing, Listening, Viewing and Speaking, Language and Literature. In addition to this, LULAC
issues and makes available to each district an annual status report that includes student performance.

Exhibits 5-25 and 5-26 are a compilation of academic data for Lake Schools and its peer districts.
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Exhibit 5-24
Length of Time (In Years) Served in ESOL Programs for the Year 1999 - 2000

Total Average Length of Time by Grade (years)
Number
District of

Students Overall

Exiting 01 02 03 04 05 06 07 08 09 10 11 12 Average
Lake 117 1.09 160 189 231 279 330 269 491 463 441 3.63 3.67 3.11
Alachua 109 060 131 163 210 176 155 191 139 209 334 216 1.92 1.86
Charlotte 70 056 109 147 113 106 124 136 180 182 265 204 3.09 151
Okaloosa 34 079 131 166 000 128 228 126 144 153 271 225 2.36 1.63
Osceola 1,412 059 1.02 199 248 209 255 258 278 283 279 296 3.00 2.17
St. Johns 0 000 000 000 000 000 000 000 000 000 000 0.0 0.00 0.00
Santa Rosa 28 067 000 178 294 347 172 481 331 270 000 5.07 3.23 2.69
State Average 56,128 098 155 249 3.00 342 381 403 409 426 411 379 3.74 2.97
Average value without Lake
County 054 079 142 144 161 156 199 1.79 183 192 241 2.27 1.64

Source: Florida Department of Education. Bureau of Equity, Safety, and Student Support. Office of Multicultural Student Language Education. 1999-2000 Annual Status Report on the
Implementation of the 1990 LULAC, et al. v. State Board of Education, et al. Consent Decree.
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Exhibit 5-25

1999 Assessment Data—Florida Writes!—Grades 4, 8 and 10

Average Score Florida Writes!

District LEP Status Grade 4 Grade 8 Grade 10
Lake LF 3.5 34 3.0
LY<2 3.0 1.6 2.0
LY>2 2.7 3.2 2.2
77 3.3 3.6 3.7
Alachua LF 35 0.0 4.5
LY<2 3.6 0.0 4.0
LY>2 4.0 3.0 3.0
77 35 3.9 4.2
Charlotte LF 2.0 0.0 3.8
LY<2 0.0 2.8 4.0
LY>2 0.0 3.0 3.3
77 3.9 3.9 4.2
Okaloosa LF 0.0 0.0 0.0
LY<2 1.6 3.2 4.0
LY>2 0.0 3.0 25
77 3.4 3.9 4.3
Osceola LF 3.1 3.3 3.8
LY<2 2.1 2.1 2.8
LY>2 2.7 2.3 3.0
77 3.2 3.5 3.9
St. Johns LF 45 3.0 3.0
LY<2 3.0 15 0.0
LY>2 1.0 3.3 6.0
77 3.6 3.9 4.0
Santa Rosa LF 4.0 35 0.0
LY<2 3.0 0.0 0.0
LY>2 0.0 25 2.0
77 3.4 3.9 4.0
State Average LF 3.3 3.4 3.5
LY<2 2.1 2.3 2.2
LY>2 3.0 3.0 2.7
77 34 3.7 4.0

Source: Survey 3 and Florida Writes data 1999-2000.
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Exhibit 5-26
1999 Assessment Data—FCAT Reading—Grades 4, 8, and 10 for
Achievement Level 1

Percent of Students Achieving Level 1

District LEP Status Grade 4 Grade 8 Grade 10
Lake LF 22.2% 85.7% 42.9%
LY<2 64.3% 66.7% 100.0%

LY>2 88.0% 72.7% 92.3%

77 19.2% 19.3% 29.9%

Alachua LF 7.1% 0.0% 25.0%
LY<2 42.9% 0.0% 0.0%

LY>2 60.0% 75.0% 80.0%

77 23.0% 18.0% 23.8%

Charlotte LF 50.0% 100.0% 25.0%
LY<2 0.0% 60.0% 90.0%

LY>2 0.0% 100.0% 100.0%

77 11.8% 10.9% 20.2%

Okaloosa LF 0.0% 75.0% 100.0%
LY<2 100.0% 71.4% 50.0%

LY>2 0.0% 100.0% 83.3%

77 13.3% 14.5% 20.3%

Osceola LF 30.4% 43.4% 61.6%
LY<2 90.6% 80.8% 86.6%

LY>2 71.2% 83.8% 85.7%

77 25.4% 20.4% 27.8%

St. Johns LF 0.0% 0.0% 100.0%
LY<2 100.0% 100.0% 0.0%

LY>2 50.0% 60.0% 33.3%

77 14.1% 13.7% 23.2%

Santa Rosa LF 0.0% 0.0% 0.0%
LY<2 50.0% 100.0% 100.0%

LY>2 0.0% 0.0% 100.0%

77 10.1% 8.8% 20.9%

State Average LF 42.1% 41.9% 59.2%
LY<2 83.3% 82.2% 87.0%

LY>2 67.4% 75.8% 85.6%

77 22.3% 21.6% 26.7%

Source: Florida Department of Education. Bureau of Equity, Safety, and Student Support. Office of Multicultural Student Language
Education. 1999-2000 Annual Status Report on the Implementation of the 1990 LULAC, et al. v. State Board of Education, et al.
Consent Decree Survey 3 and Florida Writes data 1999-2000.
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District’s Assessment of Effectiveness and Cost Efficiency of the ESOL
Programs Could Be Improved

The supervisor of the department receives a monthly budget report on ESOL expenditures by cost center
and this as close as they get to a true cost analysis. Measures such as cost per pupil for bilingual education
and cost of assessment per bilingual student that would help the district increase productivity and be
more effective, are not tracked by the district.

The LULAC annual report that student performance using nonacademic data. The department would
benefit from formally using this information to measure improvement and compare against its peers. An
example is shown in Exhibit 5-27.

Exhibit 5-27
1999 — 2000 Student Performance Indicators

District LEP Status Graduation Rate Dropout Rate Retention Rate
Lake LF 46.2% 0.0% 6.8%
LY 30.4% 3.1% 9.0%
77 65.2% 4.2% 5.2%
Alachua LF 55.6% 4.3% 2.4%
LY 41.2% 3.8% 3.4%
77 58.1% 5.9% 5.9%
Charlotte LF 71.4% 3.1% 5.5%
LY 50.0% 50.0% 0.0%
77 73.7% 73.7% 1.5%
Okaloosa LF 100.0% 91.0% 1.8%
LY 20.0% 10.8% 4.0%
77 78.8% 3.4% 2.6%
Osceola LF 54.4% 4.8% 5.4%
LY 25.4% 7.1% 7.7%
77 60.2% 5.7% 5.8%
St. Johns LF 0.0% 0.0% 4.3%
LY 0.0% 0.0% 6.5%
77 81.3% 2.3% 2.9%
Santa Rosa LF 100.0% 0.0% 2.4%
LY 0.0% 8.3% 1.9%
77 82.2% 1.4% 3.2%
State Average LF 52.3% 5.2% 5.9%
LY 31.8% 6.9% 8.0%
77 65.5% 4.1% 5.9%

Source: Florida Department of Education. Bureau of Equity, Safety, and Student Support. Office of Multicultural Student Language
Education. 1999-2000 Annual Status Report on the Implementation of the 1990 LULAC, et al. v. State Board of Education, et al.
Consent Decree. Survey 3 and Florida Writes data 1999-2000.
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Recommenaations

»  We recommend that the district establish comprehensive procedures for collecting and
analyzing data for ESOL program evaluations. Data can be obtained from the Office of
Multicultural Student Language Education (OMSLE) from its Annual Status Report on the
Implementation of the 1990 LULAC, et al. v. State Board of Education, et al. Consent Decree.
The analyses conducted by ValienteHernandez P.A. can be used as a guide for such data
collection and analyses. The reports produced should provide summary information by grade
level, school and district concerning performance of Language Enriched Pupils (LEP’S).

An example of comprehensive analysis is the district's identification of LEP students
who are considered in the "danger-zone." "Danger-zone" students are those who have
not progressed in oral English proficiency. Such analyses will be provided to principals
and other affected personnel and is based on the number of years the student spent in
the program and the level of achievement.

»  We recommend the district take additional measures for unforeseen demands for ESOL
services and guarantee that in case the LEP population boosts, and there is a high demand for
certified teachers, the district can respond immediately. Such actions could include making
provisions for having immediate training availability or establishing the goal of having at least
one certified teacher in each school. The district should also bear in mind that in case of
unexpected demands OMSLE is a resource that can be used to initiate training for ESOL
certification.

»  The district should present to its stakeholders the improvements that are continually made
with the purpose of bettering the public’s perception of the ESOL program.

Action Plan 5-4 shows the steps needed to implement these recommendations.

Action Plan 5-4
Compile and Analyze ESOL Program Evaluations

Recommendation 1

Strategy Use annual state reports to compile and analyze ESOL data on a continual basis.

Action Needed Step 1: The Assistant Superintendent for Curriculum and Instruction designs a
system for comprehensive evaluation of ESOL program.

Step 2: The Assistant Superintendent for Curriculum and Instruction develops
tools and reports that summarize student performance by grade level
and school.

Step 3: The Supervisor of ESOL jointly with Testing department identifies
"danger-zone" students.

Step 4: The Assistant Superintendent for Curriculum and Instruction provides
feedback to administrators on revising teaching strategies.

Step 5: The board adopts policy to incorporate program throughout district.
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Who Is Responsible

Assistant Superintendent for Curriculum and Instruction and Supervisor of
Federal Compensatory Programs. Consultation with the newly created Office of
Program Evaluation and Accountability (see Action Plan 3-4, Recommendation
2) as needed.

Time Frame

November 30, 2002

Fiscal Impact

This can be attained with exiting resources.

Recommendation 2

Strategy

Disaggregate and study ESOL students’ standardized test scores, and adjust
curriculum according to findings.

Action Needed

Step 1: The Director of the newly created Office of Program Evaluation and
Accountability disaggregates ESOL students’ standardized test scores,
disseminate results to schools, and provide assistance to help the ESOL
contacts to understand the data.

Step 2:  Program modification and curriculum changes both at the district and
school level should be implemented as a result of an evaluation of the
SCores.

Who Is Responsible

Supervisor of Federal Compensatory Programs and office of Program Evaluation
and Accountability. Consultation with the newly created Office of Program
Evaluation and Accountability is made as needed.

Time Frame July 31, 2002
Fiscal Impact This can be attained with exiting resources.
Recommendation 3
Strategy Take additional measures for unforeseen demands for ESOL services.

Step 1: The Assistant Superintendent for Curriculum and Instruction and the
Supervisor for Federally Compensatory Programs look for methods
that guarantee that in case the LEP population boosts, and there is a
high demand for certified teachers, the district is able to respond
immediately.

Step 2: The Assistant Superintendent for Curriculum and Instruction and the
Supervisor for Federally Compensatory Programs make provisions for
having immediate training availability or establishing the goal of
having at least one certified teacher in each school.

Step 3: The Assistant Superintendent for Curriculum and Instruction and the
Supervisor for Federally Compensatory Programs maintain open
communication with OMSLE as a resource that can be used to initiate
training for ESOL certification in case of sudden demand.

Who Is Responsible

The Assistant Superintendent for Curriculum and Instruction and the
Supervisor for Federally Compensatory Programs.

Time Frame

March 31, 2002

Fiscal Impact

This can be attained with exiting resources.
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Recommendation 4

Strategy Improvements that are continually made by the ESOL Program are presented to
stakeholders the with the purpose of bettering the public’s perception of the
program.

Step 1: The Supervisor of Federally Compensatory Programs routinely
prepares progress reports of the ESOL Program.

Step 2: The Supervisor for Federally Compensatory Education Program in
conjunction with the new Public Information officer selects the best
method to disseminate progress report to stakeholders.

Step 3: Progress reports and success stories of the ESOL program are
disseminated to stakeholders.

Who Is Responsible  Supervisor of Federal Compensatory Education and Public Information Officer.

Time Frame April 30, 2002 and ongoing.

Fiscal Impact This can be attained with exiting resources.

5 The district provides effective and cost-efficient secondary
vocational and adult/technical education program that could be
further improved by seeking employer feedback more formally.

The district’s workforce development programs are carried out under the Vocational-Technical, Adult and
Community Education department. The department is aligned under three sections: K-12 Vocational and
Technical; Workforce Development Education that includes Postsecondary and Adult General Education;
and Community Education. Each of the sections is lead by a program coordinator.

The K-12 Vocational and Technical program employs 85 teachers to service seventh through twelfth grade
students with 13 types of programs areas:

¢ Allied Health Assisting * Engineering Technology

¢ Automotive Service Technology <« Oracle Academy

e Commercial Foods and » Sports and Recreational Turf Operations
Culinary Arts «  Television Production

e Computer Electronics «  Veterinary Assisting
Technology

i *  Web Design Services
e Construction Technology

¢ Digital Publishing

e Drafting
The Postsecondary Vocational Program serves approximately 650 full-time and 2,000 part-time students at
any given time and the various programs are operated through the Lake Technical Center. Examples of

the programs offered include Industrial, Business Technology, Agriculture, Child Care, Cosmetology and
Culinary Arts and various Information Technology programs.

The Adult General Education (AGE) program serves students who do not have a high school diploma. All

services are free, the instruction is individualized or self-paced instruction and open to anyone 17 years of
age and older not enrolled in a regular day school. Programs include English of Speakers of Other
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Languages (ESOL), Adult Basic Education, Adult High School, and General Education Development
(GED) Preparation and Testing.

Community Education is 100% self-supported and offers multiple programs throughout the district. These
courses are designed to meet nonacademic needs in the community and focus on the need for life long
learning of communities. In addition, Community Education offers programs through the extended
learning centers at 21 elementary schools and 6 middle schools. These programs are offered before and
after school and focus on enhancing academics and promoting the fine arts.

The district mainstreams the majority of special needs students into the regular vocational programs. By
serving these students, the department meets a primary goal of serving and preparing all students to
become productive citizens. The percentage of special needs students enrolled in vocational programs
varies year-to-year between 15% and 25%

The department has a district-wide advisory council, a School-To-Work Focus Committee and an advisory
committee for each program area, involving over 300 individuals people throughout the district.

The District Continually Updates Courses and Equipment to Meet the
Level of Experience Needed by Employers

The Vocational Curriculum Frameworks and Student Performance Standards are continuously updated
by the Department of Education. This process includes vocational teachers, administrators and related
business/industry members. The district has a process to guarantee that courses are routinely updated to
meet the needs of students and employers. Each year before the beginning of the new fiscal school year,
local educational agencies are given these updated standards. Additionally, in August of each year there
is a district-wide in-service meeting of all vocational-technical teachers, each teacher is given the new
years standards for their individual programs.

Vocational and adult/technical education staff continuously the Vocational Enrollment Report (VER) data,
visit programs, meet with teachers, administrators and advisory committee members to assure programs
are at local industry standard. Additionally, staff upgrades the Vocational-Technical section of the local
district-wide Course Code Directory.

As far as equipment update, the department issues an annual request for equipment needs prioritized by
program and completed out by each vocational teacher. Subsequently, the school administrator takes all
program list in his/her school and prioritizes them school wide. The teacher, principal and the program
advisory committee chair must sign these lists. The most recent advisory committee minutes of each
program area must be attached. These school level equipment needs lists are then sent to me for district
wide prioritizing budgeting.

The District Would Benefit From Seeking Employers” Feedback
Information More Extensively

The programs offered by the district are added, dropped or changed as the skills required by employers
evolve as technology evolves. For example, what was previously called Business-Office Education has
now been expanded to be Business Technology Education, with an emphasis on providing information
services skills and thus, a filing clerk program is now offered in a broader context under the Information
and PC Support program.

Input from business and industry is a key element the district utilizes to make decisions on programmatic
modifications. To make this an effective process, the district has established a committee for 17 different
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programmatic areas. The membership of each one of these committees varies from 4 to 22 business
individuals engaged in related areas of expertise and together they make up a group of almost 300.

The district does not have a formal process by which input is obtained from employers that could be used
to evaluate the effectiveness of the programs offered by the district that could demonstrate that students
are obtaining the required academic, vocational, and technical skill proficiencies. The district has an
informal process through which they seek feedback and that can be used to build up a formal process.
Such a process can be very useful in assessing program effectiveness. For example, it can help detect
whether former students are making use of the training they received in other words, was the training
they received appropriate. Refer to Exhibits 5-28 and 5-29 for benchmarking results based on follows up
carried out by DOE.

The district should conduct an employer survey and the most effective way would be to not obtain
feedback on specific students but rather ask broad performance-based questions such as “How do you feel
about graduates preparedness that you have hired from the Health Science Education program?”

Lake County’s Secondary Vocational Job Placement Rates and
Postsecondary Follow-up Performance Are Mixed When Compared to
Those of Its Peers

The most recent follow up study conducted by DOE’s Education & Training Placement Information
Program (1998-99) revealed that when compared against its peers, secondary education in Lake County
registered the second highest percentage of individuals found employed with the second highest quarter
earnings ($3,847). On the other hand, the percentage of individuals found continuing their education was
below the average registered by the peer districts (54%). Exhibit 5-28 illustrates these comparisons.

Analysis of similar information for postsecondary education is shown in Exhibit 5-29 where it is reflected
that Lake County scored the third highest (78%) percentage of individuals employed, the highest percent
of individuals employed with jobs related to their training, with the second highest average quarter
earnings ($5,871), and the percent found continuing education was above the peers district average of
26%.
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Exhibit 5-28
State Level Follow-Up Outcomes for Secondary Vocational Education for
the Year 1998-99

Percent
Percent Identified Average Percent
Total Percent Employed asJob Qtr. Cont.
District  Total All Employed Employed Min. Wage Related Earnings Education
Lake 413 267 65% 31% 22% $3,847 49%
Alachua 286 193 67% 23% 271% $3,596 69%
Charlotte 102 62 61% 31% 39% $3,860 43%
Osceola n/a n/a n/a n/a n/a n/a n/a
Okaloosa 320 203 63% 29% 29% $3,679 63%
St. Johns n/a n/a n/a n/a n/a n/a n/a
Santa Rosa 239 153 64% 35% 32% $3,640 42%

Note: Percentages are unique to each category (e.g., Percent Employed Min. Wage is based on the number of Total All
found employed, etc.).

Total All = Total number unique individuals (unduplicated) reported for follow-up with valid SSNs to FETPIP.

Total Employed = Total number found employed regardless if also they are continuing education and/or in the
military.

Percent Employed = Percentage of all found employed, regardless if also they are continuing education and/or in the
military.

Percent employed Min. Wage = Percentage of all found employed earning at least $2,678 (minimum wage for 13
weeks).

Percent Identified as Job Related = Percentage of all found employed with jobs related to their training.
Average Qtr. Earnings = Average quarterly earnings for those employed earning at lease $2,678.
Percent Cont. Education = Percentage of all found continuing their education.

Source: Florida Department of Education. Florida Education & Training Placement Information Program (FETPIP).

Exhibit 5-29
State Level Follow-Up Outcomes for Postsecondary Vocational Education
for the Year 1998-99

Percent
Percent Identified Average Percent
Total Percent Employed asJob Qtr. Cont.
District Total All Employed Employed Min. Wage Related Earnings Education
Lake 637 497 78% 67% 59% $5,871 31%
Alachua n/a n/a n/a n/a n/a n/a n/a
Charlotte 470 370 79% 63% 59% $4,961 23%
Osceola 341 281 82% 71% 49% $6,158 35%
Okaloosa 396 242 61% 76% 40% $5,144 27%
St. Johns 1121 791 71% 73% 55% $6,051 21%
Santa Rosa 233 141 61% 60% 55% $4,636 18%

Note: Refer to descriptions made in the chart immediately above.
Source: Florida Department of Education. Florida Education & Training Placement Information Program (FETPIP).
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State Level Data Reflects That Lake County Has Been Carrying Out Its
Vocational Programs Successfully When Compared Against Its Peers

When looking at the FETPIP data it is clear that the Lake County vocational secondary programs have
considerably high consolidated enrollment along an equally high number of completion points. * Similar
results were found for the postsecondary vocational programs and the adult general education programs.
See Exhibit 5-30. According to the program supervisor, much of the success achieved is due to their
accessibility to data necessary to make effective program decisions. This issue is further discussed in this
chapter.

Exhibit 5-30

Lake County Shows the Highest Number of Completion Points for the
Vocational Programs and the Second Highest for the Adult General
Education Programs

St. Santa
District Lake Alachua Charlotte Okaloosa Osceola Johns  Rosa
Vocational Programs
Total Consolidated
Enrollment 5,306 173 1,647 885 2,483 2,732 1,000
Total Completion Points 1,275 n/a 1,133 361 872 702 n/a
Adult General Education Programs
Total Consolidated
Enrollment 2,349 3,165 1,183 425 2,631 1,390 1,316
Total Completion Points 2,665 2,759 1,063 170 1,211 1,645 1,177

Source: DOE. Office of Workforce Education and Outcome Information Services. WEOIS Report (WDIS 1030).

The District’s Vocational Education Program Has Been Particularly
Successful in Its Efforts to Evaluate Program Effectiveness

As reflected in the previous analysis, the vocational programs in Lake County are generally successful.
According to the program supervisor, much of the success achieved has to do with the support rendered
by the district’'s MIS department in making useful data available upon which effective program decisions
can be made. Having the data readily available has expanded their ability to base decisions affecting
vocational programs on an analysis of data.

The program supervisor knows at any time the number of students in each programmatic area by looking
at the VER (Vocational Enrollment Report), which is generated at minimum four times a year. Most
importantly, the VER report guarantees the integrity of the program by allowing the program specialists
to confirm that students are following and staying within their career plans, the sequential set of courses
that make up the vocational program. The department also conducts a detailed cost analysis once a year
for the major programmatic areas to justify the teacher unit ratio set for a school to generate a vocational
unit.

% Consolidated enrollment refers to unduplicated student counts. Completion points refers to levels of coursework
that enables students be employed in specific jobs within specific occupations.
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Recommenaations

*  We recommend that the district establish a team to regularly evaluate the current vocational
education program from the perspective of local employers. Incorporate any regulatory
requirements into program development and implement throughout the district. Evaluate
program success and make changes as needed.

Action Plan 5-5 shows the steps needed to implement this recommendation.

Action Plan 5-5

Seek Employer Feedback More Formally

Recommendation 1

Strategy Seek employer feedback more formally.

Action Needed Step 1:

Step 2:

Step 3:

Step 4:

Step 5:

The supervisor of Vocational-Technical, Adult and Community
Education establishes and leads a team made up of vocational
education principals, teachers, and staff to develop a comprehensive
vocational education program.

The vocational education improvement team reviews state
requirements for vocational education and evaluates the existing
program against those requirements. These teams will function at the
local schools for the district is very diverse in employer needs. The
employers-advisory teams in place at most schools can serve as the
education improvement team.

The Supervisor of Vocational-Technical, Adult and Community
Education implements the vocational education programs, being sure
to document the results.

The vocational education improvement team continuously monitors
and evaluates the effectiveness of the vocational education programs
and suggests any improvements considered necessary.

The survey results should be made available to the committees and
improvement team continuously monitors and evaluates the
effectiveness of the vocational education programs and suggests any
improvements considered necessary.

Who Is Responsible  Supervisor of Vocational-Technical, Adult, and Community Education.

Time Frame May 2003 when 2002 graduate feedback is available.

Fiscal Impact This can be attained with exiting resources.
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6 The district’s curriculum framework is aligned to the Florida
Accountability Standards and to the Sunshine State Standards. This
framework can be improved by developing a more formal system to
methodically guide curriculum development and implementation.

A well-defined curriculum that is aligned to the Sunshine State Standards* is essential as a systematic and
logical means of constantly improving student performance. A school district must have in place a
curriculum that provides focus, identifies what is essential, and connects learning to mastery within and
across grade levels and schools. The curriculum must determine what students learn at each grade level
and should include long and short-term goals, a description of instructional strategies, suggestions for
instructional materials, textbooks and supplemental materials, and the assessments that will be used to
measure progress toward learning content. The curriculum should also provide scope and sequence.
Scope and sequence represent the hierarchy of skills and the order in which these skills should be taught.
Scope and sequence should also describe what teachers should teach and how they should teach it.

At the district level, the PK-12 Curriculum and Instruction department is in charge of curriculum planning
and implementation and this function is carried out by one supervisor and four program specialists, as
illustrated in the organizational chart in Exhibit 5-31. At the school level, 20 of the 22 elementary schools
have a Primary Program Specialist in charge of curriculum development while in the secondary levels
there is not a specific position in charge of monitoring curriculum alignment. Principals and various
instructional staff jointly carry out the function in the secondary levels.

The school principals play a very important role in assuring that the teaching/learning process is carried
out appropriately. According to the Assistant Superintendent for Curriculum and Instruction, principals
in Lake County are empowered and responsible for classroom instruction. Principals check teachers’
lesson plans on a regular basis, even daily in some cases. By doing so, principals confirm that teachers’
instruction is

* inalignment with state and local standards,
e grade specific, and
« providing enriching curriculum.

The District's Curriculum Guides and Instructional Materials Are in
Alignment with the Sunshine State Standards

The district has adopted curriculum guides, textbooks, and other instructional materials that are aligned
with the Sunshine State Standards and the district’s grade level benchmarks. The district’s curriculum
guides, curriculum frameworks, benchmarks, and pupil progression plans are in alignment with the
Florida Standards since they are a direct adaptation of the State’s Sunshine and Accountability Standards.

* The Florida Sunshine State Standards identify what students should know and be able to do at certain stages
throughout PreK-12 grade levels. Districts, schools and classroom teachers then identify what students should know
and be able to do at certain grade levels within the broader timeframe. Standards that are clear, useful, verifiable
statements of student learning outcomes contain at least three ingredients. First, they specify the learner; second, they
describe an unambiguous and observable action; third, they specify the conditions under which these outcomes will
be assessed.
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The Curriculum and Instruction department provides assistance to school principals and subject area
teachers to help them design instruction to meet the Sunshine State Standards. When the state
benchmarks were first adopted all school administrators and subject area teachers were required to attend
workshops and seminars to help them understand how to interpret the curriculum guides, apply the
instructional strategies, and meet the grade level and subject area benchmarks. As changes and revisions
are made to the state standards, teachers are provided refresher workshops and seminars. Subject area
teachers and school administrators are provided with specific resource documents such as the curriculum
frameworks, the adopted grade level benchmarks, pupil progression plan, and the state standards, to help
them implement the standards and benchmarks.

Exhibit 5-31
Organizational Structure of the PK-12 Curriculum and Instruction
Department

Assistant Superintendent
for Curriculum & Instruction

Supervisor of
PK-12 Curriculum
& Instruction

Secretary Il (4) Clerk
Reading & Writing K-12 Math & Science K-12
Program Specialist Program Specialist

High School, Middle School,
and Elementary School PK - Program Specilaist
Program Specialist

Source: The Lake County School District.

A process is in place to validate that the district is making progress toward total implementation of the
Florida Sunshine State Standards and the State Accountability Standards. The district designates the
school principal as responsible for monitoring the progress made by teachers in teaching the standards.
Teachers are required to maintain a record of each student’s progress in meeting the benchmarks
appropriate to their grade level. These records are kept in check sheets and made part of the teachers
planning book. The school principal and his/her administrative instructional staff periodically monitor
teacher lesson plans to ensure that teaching strategies designed for meeting the standards and benchmark
are being taught. The validation of progress made in meeting the standards and benchmarks is seen
when test scores are reviewed and a determination is made as to which standards are not being met. A
review of curriculum guides and frameworks, teacher lesson plans, teaching strategies, time on task, and
other indicators are considered in making changes and revisions designed to improve student
achievement.

Alignment of curriculum and instruction is crucial to success in improving education. It encourages
teachers to focus on high-order, integrated skills, to communicate goals and standards, and to design
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avenues to help students achieve them. When curriculum and instruction are aligned, everyone (students,
teachers, parents, administrators, school boards) has a clear method for measuring progress.

While the Curriculum Guides Clearly Show Strands and Benchmarks,
Clear Teaching Strategies Were Not Detected

While the district’s curriculum guides clearly show strands and benchmarks, specific teaching strategies
were not detected. Through the establishment of teaching strategies, the system makes available a plan of
action that sets directions and guides the allocation of resources to achieve educational goals.

One fundamental goal of teaching for example, is to create a learning environment for students where
learning is intrinsically rewarding and is based on teacher modeling of desired behaviors and attitudes.
To accomplish this goal, districts formulate teaching strategies that recognize the individualities of
students and promote learning. Examples of teaching strategies are shown in Exhibit 5-32.

The district should formulate meaningful teaching strategies for the delivery of educational service as part
of the curriculum guides. By doing so the district will go a step furthering the educational process and
reinforces their highest priority, student learning, with attention focused on students’ engagement in
meaningful learning activities.

Exhibit 5-32
Examples of Teaching Strategies Frequently Utilized By School Districts

« Utilize a flexible, eclectic teaching approach; incorporate multimedia and multimodality
instructional activities.

o Utilize instructional methods that demonstrate an understanding of the cross-cultural, gender and
age differences in learning style preferences.

e Assess students’ preferred way(s) of learning, way(s) of receiving instruction and way(s) in which
student behaviors change from situation to situation. With this knowledge provide a collaborative
learning environment that promotes success.

< Implement learning experiences that incorporate the students’ preferred ways of learning, using
teaching methods, incentives, materials, and situations that are planned according to student
preferences.

¢ Allow students to recognize their individual learning styles and reward them for their special
strengths.

e Utilize combinations of cooperative learning, individualized instruction and group instruction, as
well as teacher-directed and self-directed learning activities.

« Evaluate the learning experiences in terms of attainments of conceptual or other goals, observed
student behaviors and involvement.

e Assess students through a variety of procedures and activities.
Source: Florida Department of Education. Office of School Improvement: 7he Wave Research Series.

Curriculum Guides Are Updated Periodically

Updated curriculum guides increase student, teacher, and school and district productivity by clearly
defining what students need to learn. They also help the district meet its educational goals and objectives.
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Lake County School District revises its curriculum guides and frameworks and pupil progression plans
annually to ensure that they conform to any changes or revisions to the state standards.

Each year, the district hires writing teams of teachers and district educators to examine and compare
grade level and subject area instructional materials and textbook adoptions. Recommendations for
changes and or revisions are made, and the adopted changes are disseminated to schools and district level
instructional personnel.

The District Needs to Expand and Realign the Basic K-12 Education
Department to Be Able to Provide Effective Curricular and Instructional
Support to Schools

The primary role of the district-based curriculum staff is to provide leadership and support for
empowering schools to maximize resources and provide quality learning programs and activities for
students. However, school level staff feels that this support is not optimal and their activity could be
better supported. This sentiment was corroborated by the teachers’ survey response, where a large 46%
(391 respondents) felt the district’s curricular assistance is insufficient, as shown in Exhibit 5-33. According
to the supervisor of the Basic K-12 Curriculum and Instruction department the situation is largely due to
having a staff too small to provide effective support to schools. Refer to organizational structure of this
department, Exhibit 5-31.

Exhibit 5-33
Almost Half of Lake Teachers Feel the District Does Not Provide Enough
Instructional Support

SURVEY GROUP Strongly Strongly
(N = Pop. Size; Agree or Disagree or
n = respondents) Question Agree Disagree Don't Know
Teachers The district provides sufficient
(N=1761 n=850) assistance to teachers for designing
instruction programs to meet the
Sunshine State Standards. 52.3% 1.6%

Source: Surveys conducted by ValienteHernandez P.A. in April 2001.

Comparative analyses conducted by ValienteHernandez P.A. concluded that for a district its size, the
number of Lake’s district based curricular staff is not in line with its peers. Staffing levels of district based
curriculum specialists are not adequate in Lake as evidenced in the comparison presented in Exhibit 5-34.
As a result, the district curricular staff is not large enough to carry out their responsibilities effectively.
Compared to other peer districts, Lake has the lowest number (5 compared to an average of 18) of district
level curriculum and instruction specialists.
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Exhibit 5-34
District-Level Administrative Support for Curriculum and Instruction in
Lake County Is Not in Line With Its Peer Districts

St. Santa

District Lake Alachua Charlotte Okaloosa Osceola Johns Rosa

District Level

Staff Working

in Curriculum

and Instruction 5 32 9 17 12 25 14
Source: Department of Education. Staff Database, Survey 3, 2001-02.

To provide appropriate curricular and instructional support to schools the district needs to expand the
department to adequate levels. Based on the staffing levels in the peer districts (Exhibit 5-33), priorities
established by school administration and as moneys become available, the Lake County district must
bring the curriculum and instruction function to par.

Additionally, ValienteHernandez P.A. concurs with the recommendations made by the FADSS study
conducted in October 2000 relating the need to revamp and expand the Curriculum and Instruction
department to enhance the delivery of educational services. > The main recommendations for the optimal
reorganization and functioning of the instructional team made by FADSS included those below

» Establish a position of Director of Pre K-12 Curriculum, to provide leadership and direction
for district curriculum development initiatives.

» Establish a Coordinator for PK-5 Programs to support and oversee district PK-5 curriculum
development.

» Establish a Coordinator for Middle and High School Programs to support and oversee
district’s secondary schools curriculum development.

» Establish Program Specialists positions as needed to provide content or program area
expertise and work with school-based personnel on the development and implementation of
curriculum, identification and adoption of instructional materials to support instruction,
integration of technology to enhance learning activities and opportunities for students, and
planning for program evaluations. Program Specialist report to one or more of the leadership
positions in the department.

Given the existing budgetary constraints and reductions however, we recommend that the district initially
expand the Curriculum and Instruction department by two (2) Program Specialists, one to coordinate
elementary school programs and support and oversee district K-5 curriculum development, another to
coordinate middle school programs and support and oversee district’s middle schools curriculum
development. The current Program Specialist in charge of elementary, middle and high school programs
would be left to coordinate and oversee district high school curriculum development and support.

We estimate that expanding the curriculum and instruction resources would cost approximately $386,000
over the next five years, as illustrated in Exhibit 5-35. This cost includes salary and benefits. This
calculation is based upon the average full time salary of two Program Specialists of $69,900, a benefits
package of one-third of the salaries, $21,000, and a 4% contractual increase in salary every year. Because

® Florida Association of District School Superintendents.
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we recommend that the position would be added by July 31, 2002, there are no costs incurred in the first
year.

By adopting this recommendation the district should improve student outcomes and enhance learning
activities and opportunities for scholars by putting to work a strong district-level instructional team that is
able to provide directives to teachers regarding the successful implementation of the Sunshine State
Standards. In the future and as more funds become available, the district should reassess its needs to
further expand the Curriculum and Instruction function (based on remainder FADSS recommendations).

Exhibit 5-35
Expanding the Curriculum and Instruction Resources Would Cost
Approximately $386,000 Over the Next Five Years

Fiscal Year

2001-02 2002-03 2003-04 2004-05 2005-06
Annual Costs 0 $(90,900) $(94,500) $(98,300) $(102,300)
Cumulative Costs 0 $(90,900) $(185,400) $(283,700) $(385,900)

Source: ValienteHernandez P.A. calculations.

Middle and High Schools Need to Build the Capability Necessary for the
Adequate Implementation of Curricular Standards and Frameworks

While most elementary schools (20 out of 22 schools) have a Primary Program Specialist in charge of
curriculum development, there is not a specific position that exercises this role in the middle and high
schools. In the secondary levels, various instructional staffs perform this function. As indicated in Exhibit
5-36 however, the situation of Lake is not atypical. Santa Rosa schools also places the responsibility under
the school principal and two of the six peers place the assistant principals as the lead curriculum and
instruction person.

The primary function of the Primary Program Specialists assigned to each elementary school is to assist
subject area teachers in meeting the state standards and benchmarks. In the district’s middle and high
schools the principal is the school curriculum leader that, in conjunction with other administrative
instructional staff, has the responsibility for providing assistance to the subject area teachers. Five district
based curriculum specialists are also available to schools in providing assistance in helping teachers learn
about and implement the State Standards.

According to the Assistant Superintendent for Curriculum and Instruction, at the elementary level the
Primary Specialists are doing an acceptable job in providing teachers the assistance that they need. In the
middle and high schools, however, the instructional staff needed for implementation of the curriculum
standards and frameworks is lacking. The school principal is primarily the instructional leader responsible
for helping teachers meet the standards and benchmarks because other administrative instructional staff
at the school does not have the time necessary to help teachers achieve the desired outcomes due to their
many other assigned duties, the assistant principal said.

Without adequate support at the secondary school levels it is difficult for the district to do an optimal job
in curriculum alignment and provide directives to teachers regarding the successful implementation of
the Sunshine State Standards. The district should explore different alternatives to better support
curriculum and instruction at the middle and high schools. For example, the district could maximize the
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curriculum and instruction capacity of principals and/or assistant principals through effective training
This strategy is utilized and proven to be successful in Okaloosa and St. Johns school districts, where the
goal is to develop principals and assistant principals to be effective instructional leaders at the secondary
level. Currently there is inservice, but according to the Supervisor of Staff Development, often the
participation rate is low and many school administrators do not attend. We recommend that the district
consider developing a top-down directive to ensure that school administrators attend established training
sessions.

Exhibit 5-36
The Individuals in Charge of Coordinating Curriculum/Instruction at the
Middle and High Schools Varies Among Peer Districts

Santa

Lake Alachua Charlotte Okaloosa Osceola St. Johns Rosa
School-Level  Principals  Assistance  (Information Assistant Curriculum  Curriculum  Principals
Staff That Principals Not Principals Resource Liaisons
Acts As The and Availableto  (Assistance Specialists  (two at
Middle/High Guidance Consultant)  Principals In each
School Counselors. Charge of school)
Curriculum Curriculum)

Coordinator

Source: Telephone survey conducted by ValienteHernandez P.A., September 2001.

The District Would Benefit From Utilizing an Electronic Curriculum
Planning/Instructional Management Tool

As mentioned earlier, the district does not have an electronic tool for curriculum planning. This type of
tool allows the district and its instructional staff to link its curriculum to the Sunshine State Standards, the
National Content Standards and any locally defined district or school-based standards. In addition an
electronic tool lets principals and teachers monitor and report on student performance as individuals or in
groups.

Approximately two years ago the district acquired and partially trained staff on the software NCS
Abacus™. But during the second fiscal year, the district made a decision to abandon its use due to what
was described by several managers during interviews as “implementation failure”. As a result this
software is no longer being maintained or operated by the district’s staff and its customer support
agreement has expired. Some administrators and instructional staff interview felt that this decision was
premature. The district’s total costs incurred in its use were $1,280,825 and are still licensed to use the
software.

On the other hand, the state’s Department of Education also has a planning tool available: the
Interdisciplinary Curriculum Planning Tool v 2.1 (CPT) that similar to NCS Abacus™, contains all the
benchmarks for all the content areas in the appropriate grade clusters. CPT can benefit the teachers as a
planning tool to support standards for the Florida System of School Improvement and Accountability,
HSCT skills, connections to careers, and major learning themes. The district however, has not imparted
any training on CPT.

The district needs to have an electronic curriculum planning tool in place and for this purpose, district
management must evaluate different alternatives including a wide-range reassessment of its decision to
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abandon NCS Abacus™ as its instructional management software. Further, the system should be
reevaluated to determine whether it should be re-implemented on a pilot project basis. Action Plan 6-8,
Chapter 6 of this report shows the steps necessary to accomplish this recommendation.

Further information on the NCS Abacus™ issue can be found on Chapter 6, pages 6- 34 through 6-36.

The District Would Benefit From Developing a Formal Instructional
Management System That Encompasses an Electronic Planning Tool

The district is addressing many of the components of a sound management system in an unofficial
manner. It would be helpful for the district to develop an Instructional Management System that would
methodically guide instructional leaders responsible for curriculum development and implementation
and could be applied across the district by all instructional leaders. This system would include the
following specific steps:

* Isthere consistency in the curriculum across the district?
» Are decisions made in a systematic way?

* Isstudent performance evaluated?

» Isthere a schedule of implementation?

» Are specific roles and responsibilities assigned?

* Isthere long range planning?

* Isthe delivery of instruction monitored?

» Are decisions for improving based on verified data?

As part of establishing the Instructional Management System, the district needs to assure the written
policies regarding curriculum and its evaluation are expanded to specify

* how or when the evaluations of curriculum will occur;

» specific roles and responsibilities for curriculum;

» processes for long-range planning;

* monitoring of curriculum delivery; and

» requirement for data-driven decisions for the purpose of increasing student learning.

Additionally, the management system would be supported by the use an electronic curriculum planning
and instructional management tool.

Recommenaations

»  We recommend that the district formulate specific meaningful teaching strategies for the
delivery of educational service as part of the curriculum guides. By doing so the district will
go a step further in the educational process and reinforce their highest priority, student
learning, with attention focused on students’ engagement in meaningful learning activities.
As an example, the district should explore the methods of creating a unit or lesson plan data
bank to share best practices (see Action Plan 5-2, Recommendation 1).
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e We recommend that the district strengthen the PK-12 Curriculum and Instruction
department by hiring additional district level curriculum staff. By realigning and expanding
the department to adequate levels, the district will be able to provide appropriate curricular
and instructional support to schools. Compared to other peer districts, Lake has the lowest (5
compared to an average of 18) number of district-based specialist in charge of training and
assisting teachers in meeting the state standards. Because curriculum specialists are hired
with soft money and job security is volatile, it is difficult to keep continuity in this position.
Therefore, the district should make a financial commitment not only to hire additional
instructional specialists but also make the position permanent to encourage stability and
continuity.

Additionally, ValienteHernandez P.A. concurs with the proposals made by FADSS relating to
the need to realign and expand the Curriculum and Instruction department. Given the
existing budgetary constraints and reductions however, we recommend that the district
initially expand the Curriculum and Instruction department by two (2) Program Specialists,
one to coordinate elementary school programs and support and oversee district K-5
curriculum development, another to coordinate middle school programs and support and
oversee district’s middle schools curriculum development. The fiscal impact of this action
would be approximately $386,000 in additional costs over the next five years.

In the future and as more funds become available, the district should reassess its needs to
further expand the Curriculum and Instruction function (based on remainder FADSS
recommendations, staffing comparisons (Exhibit 5-33), and staffing priorities established by
school administration).

The current Program Specialist in charge of elementary, middle and high school programs
would be left to coordinate and oversee district high school curriculum development and
support.

»  We recommend that the district explore different alternatives to better support curriculum
and instruction at the middle and high schools. One common practice is to maximize the
curriculum and instruction capacity of principals and/or assistant principals through effective
training. This strategy is utilized and proven to be successful in Okaloosa and St. Johns
school districts, where an existing is to effectively develop principals and assistant principals
to be successtul instructional leaders at the middle and high schools.

As a step necessary to accomplish the recommendation, the district should consider
developing a top-down directive to ensure that school administrators attend established
training sessions.

»  We recommend the district adopt an electronic curriculum planning and instructional
management tool. For this purpose, district management must evaluate different alternatives
including a wide-range reassessment of its decision to abandon NCS Abacus™ as its
instructional management software. The system should be reevaluated to determine whether
it should be re-implemented on a pilot project basis

Action Plan 6-8, Chapter 6 of this report shows the necessary steps to implement this
recommendation.

* Inline with its highest priority, the district should develop plans of action at both the district
and school levels to formalize its curriculum management system to be used systematically
and uniformly by all instructional leaders and staff. Immediate steps should be taken to
ensure that the commitment to the instructional program would be such that systemic
planning becomes a reality. Such steps must include involvement of all stakeholders in
embracing a clear and compelling shared vision of schooling for the students of Lake County
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Schools, which clearly defines the instructional focus of all elementary, middle, alternative,
special education, and high schools in the district:

— how or when the evaluations of curriculum will occur;

— specific roles and responsibilities for curriculum,

— processes for long-range planning,

— monitoring of curriculum deliver; and

— requirement for data-driven decisions for the purpose of increasing student learning.

Additionally, we recommend that as appropriate staffing levels and capacities are realized,
the role of the district-level instructional team is reassessed to rightfully assume responsibility
for researching curriculum trends and developments, state directions, state-of-the-art best
practices, and promising instructional strategies and for disseminating this information to
schools through written and verbal communication, meetings, and staff development
activities. By doing so, district and staff school staff will function as a team to move the Lake
County School District forward toward excellence in education for all students.

Action Plan 5-6 shows the steps needed to implement these recommendations.

Action Plan 5-6

Actions to Further Improve PK-12 Curriculum and Instruction

Recommendation 1

Strategy

Formulate specific teaching strategies.

Action Needed

Step 1: The Assistant Superintendent for Curriculum and Instruction and the
supervisor of K-12 Curriculum and Instruction identify a Curriculum
Committee made up of teachers and staff.

Step 2: The committee assesses the need for curriculum development or
modification to include teaching strategies.

Step 3: Committee members draft the new curricula.

Step 4: The assistant superintendent ensures that teachers are trained to use
the new curricula.

Step 5: The Assistant Superintendent for Curriculum and Instruction seeks
feedback from teacher so that on-going adjustments can be made.

Who Is Responsible

The Assistant Superintendent for Curriculum and Instruction and the supervisor
of K-12 Curriculum and Instruction

Time Frame

August 1, 2002

Fiscal Impact

This can be attained with existing resources.
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Recommendation 2

Strategy

Expand the PK-12 Curriculum and Instruction department by creating two
positions of Program Coordinator: one Coordinator for PK-5 Programs to
support and oversee district PK-5 curriculum development, one for middle and
high school programs to support and oversee district’s secondary schools
curriculum development.

Action Needed

Step 1: The Superintendent, Assistant Superintendent for Curriculum and
Instruction, and the Assistant Superintendent for School
Administration and Human Resource Services propose the positions
and job description of Coordinator for PK-5 Programs and Coordinator
for Middle and High School Programs.

Step 2: The school board approves the position and job description.

Step 3: The Assistant Superintendent for School Administration and Human
Resource Services posts the job.

Step 4: The Assistant Superintendent for Curriculum and Instruction, and the
Supervisor of Basic K-12 Curriculum and Instruction interview and hire
the Coordinators.

Who Is Responsible

The Superintendent, Assistant Superintendent for Curriculum and Instruction,
Assistant Superintendent for School Administration and Human Resource
Services, and Supervisor of Basic K-12 Curriculum and Instruction.

Time Frame June 30, 2003

Fiscal Impact $385,900 in salary and benefits over the next five years as shown in Exhibit 5-35.
Recommendation 3

Strategy Maximize the curriculum and instruction capacity of principals and/or assistant

principals through effective training with the purpose of developing principals
and assistant principals to be successful instructional leaders at the middle and
high schools.

Action Needed

Step 1: The Assistant Superintendent for Curriculum and Instruction, the
Supervisor of K-12 Curriculum and Instruction and the Supervisor of
Staff Development carry out extensive research and benchmarking
with peer districts to determine the type and amount of training
necessary to build up curriculum and instructional skills to develop
principals and assistant principals into successful instructional leaders.

Step 2: The Assistant Superintendent for Curriculum and Instruction, the
Supervisor of Staff Development and the Supervisor of Basic K-12
Curriculum and Instruction develop a top-down directive to ensure
that school administrators attend established training sessions.

Who Is Responsible

The Assistant Superintendent for Curriculum and Instruction, the Supervisor of
K-12 Curriculum and Instruction and the Supervisor of Staff Development.

Time Frame

July 31, 2002 and ongoing.

Fiscal Impact

This can be attained with existing resources.
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Recommendation 4

Strategy

Refine and formalize a Curriculum Management Plan.

Action Needed

Step 1:

Step 2:

Step 3:

Step 4:

Step 5:

The Superintendent assigns the responsibility for formalizing a
Curriculum Management Plan to the Assistant Superintendent of
Curriculum and Instruction.

The Assistant Superintendent for Curriculum and Instruction, with
appropriate input from staff members, defines and secures approval of
the roles of various stakeholders in the design and development
process.

The Assistant Superintendent for Curriculum and Instruction takes
steps to ensure that the commitment to the instructional program
would be such that systemic planning becomes a reality. Such steps
must include involvement of all stakeholders in embracing a clear and
compelling shared vision of schooling for the students of Lake County
Schools, which clearly defines the instructional focus of all elementary,
middle, alternative, special education, and high schools in the district:

* How or when the evaluations of curriculum will occur,
»  Specific roles and responsibilities for curriculum,

*  Processes for long-range planning,

*  Monitoring of curriculum delivery, and

» Requirement for data-driven decisions for the purpose of
increasing student learning.

The Assistant Superintendent for Curriculum and Instruction develops

a plan for action at both the district and school levels to formalize the

curriculum management system to be used systematically and

uniformly by all instructional leaders and staff.

As appropriate staffing levels and capacities are realized, the role of the
district-level instructional team is reassessed to rightfully assume
responsibility for researching curriculum trends and developments,
state directions, state-of-the-art best practices, and promising
instructional strategies and for disseminating this information to
schools through written and verbal communication, meetings, and staff
development activities.

Who Is Responsible

Assistant Superintendent for Curriculum and Instruction.

Time Frame

December 31, 2002 and ongoing.

Fiscal Impact

This can be attained with existing resources.
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7 The district has adopted a plan for the progression of students from
kindergarten through grade 12 that maximizes student mastery of
the Sunshine State Standards and that could be further improved by
strengthening the long-term effects of helping students that do not
meet expectations.

The district’s Pupil Progression Plan (the plan) is consistent with Florida laws. Although the plan does not
specifically prohibit the use of social promotion, the published plan states on page 19 that “students who
continue to score at level one on the statewide reading assessment test in grade 4 must be retained unless
there is good cause” as described on page 68 of the published plan.

The Pupil Progression Plan incorporates the Sunshine State Standards and provides for the evaluation of
each student performance against the standards. The plan is divided into three major sections:
Elementary, Middle School and High School. The plan further establishes specific levels of performance
for each grade in all subject areas.

The district’s Pupil Progression Plan provides for the evaluation of students’ reading level in grades 1 and
2. When students are deficient in reading the district provides intensive reading instructions and, if not
remedied by grade 4, the student is retained. The district annually reports to parents their student’s
progress toward meeting the district’s expectations, standards, and benchmarks. The district’s Pupil
Progression Plan further provides for accelerated graduation, and dual enrollment at post-secondary
institutions. Parents are notified of these options.

Effectiveness of Activities to Remediate Students Should Be Examined

The district’s Pupil Progression Plan attempts to assist all students who do not meet established
expectations by providing them with intensive remediation assistance. The plan lists several school and
district level programs of remediation, intervention and alternative education. Griffin Middle School
provides such remediation to students who qualify and meet criterion. Education of Teen Parent Program
(ETP) and GED options are also listed as remedial programs.

District staff members have indicated that although many schools have creative programs for
remediation, the data is weak on the long-term effectiveness of the programs. Additionally, a majority of
the surveyed believed that the remedial activity could be improved, as shown in Exhibit 5-37.

Exhibit 5-37
Survey Respondents Feel Remedial Actions Could Be Improved
SURVEY GROUP Strongly  Strongly
(N = Pop. size; Agreeor Disagreeor Don't
N = respondents) Question Agree Disagree = Know
The district's pupil progression plan
ensures that students who do not meet
Teachers established expectations receive
(N=1761 n=850) intensive remediation. 40.6% 53.9% 5.5%

Source: Surveys conducted by ValienteHernandez P.A. in April 2001.
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Recommenaations

*  We recommend that the district also systematically evaluate the effectiveness of remedial
programs that are now being used by district schools. When the most effective programs are
identified, they should be more widely instituted.

Action Plan 5-7 shows the steps needed to implement these recommendations.

Action Plan 5-7
Enhance Existing Remedial Programs

Recommendation 1

Strategy Systematically evaluate the long-term effects of all remedial programs.

Action Needed Step 1: The Assistant Superintendent for Curriculum and the supervisors of
Curriculum and Student Services develop a research model that
collects information on the effectiveness of school based remedial plans
to be used by individual schools.

Step 2:  The Supervisor of Student Services and the Supervisor of Curriculum
and Instruction collaborate to design a mechanism to evaluate the long-
term effects and impact of the existing programs of remediation,
intervention and alternative education. Consultation with external
sources such as peer districts is made as needed.

Step 3:  The mechanism can be focused on monitoring three or more of the
following elements: test results, AIPs (Academic Improvement Plans),
promotion of students from grade to grade, graduation and dropout
rates.

Step 4: Remedial programs are evaluated and when the most effective
programs are identified, consideration should be given to institute
effective programs more widely.

Who is Responsible  Supervisor of Student Services and Supervisor of Curriculum and Instruction.

Time Frame March 31, 2003 and ongoing.

Fiscal Impact This can be attained with existing resources.

8 The district’s School Improvement Plans should translate identified
needs into activities with measurable objectives more clearly.

School Advisory Councils (SACs) Meet the Statutory Membership
Requirements

School Advisory Councils assist schools in preparing and evaluating school improvement plans. State law
requires all SACs to include the principal, teachers, educational support employees, students, parents, and
business and community members. The variety of groups specified for SAC membership helps provide an
appropriately balanced and broad-based approach to school improvement. State law also requires SACs to
reflect the ethnic, racial, and economic community served by the school.
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After conducting a needs assessment, effective councils identify long and short term goals with objectives
and strategies for implementation that are aligned to the school vision. Clearly stated objectives and task-
oriented strategies give the council a sense of purpose and direction which create a sense of fulfillment at
the end of the school year. Each council member must be aware of his or her responsibility.

Results of a survey conducted by ValienteHernandez P.A. indicate that most responding SAC members
(84%) feel the district provides assistance in developing School Improvement Plans (SIPs), shown in
Exhibit 5-38. SAC members also believe SIPs are based on analyses of student outcomes, include clear
explanations of how students needs were identified, and generally contain measurable objectives and
clear implementation strategies. Notably, while 79% of the SAC members responding to the survey
acknowledge a follow-up procedure for implementing SIP strategies, only 54% agree that the district
enforces said procedure.

The district meets the statutory requirements and has a composition review process in place to monitor
the makeup of the School Advisory Councils (SACs) and assure that they meet statutory requirements as
described below. One practice implemented in other school districts to further enhance SAC activity is to
publicly recognize School Advisory Council. It is important that people know they are appreciated; hence,
they are more willing to give of their time and continue to serve the school in this vital role.

Exhibit 5-38
Opinions from the School Advisory Councils
SURVEY GROUP
(N = Pop. size; Strongly Strongly
s = sample size; Agreeor Disagree or
n=respondents) Question Agree Disagree Don't Know
SAC members The district has developed
(N =600; n = 280) mechanisms to ensure that SAC

members are provided assistance 83.8% 8.5% 7.7%
in developing School
Improvement Plans.

School Improvement Plans are
based on analyses of student 89.1% 6.1% 4.9%
outcomes.

School Improvement Plans include

clear explanations of how needs o
were identified and where the O1.2%
school desires to be in the future.

6.9% 1.9%

School Improvement Plans

generally contain measurable

objectives that describe desired 3.9% 1.9%
outcomes and how outcomes will

be measured.
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School Improvement Plans contain

clear implementation strategies

that identify specific actions;

persons responsible for 5.6% 4.0%
implementing actions, timelines

for completing actions, and

needed resources.

A follow up procedure for

implementing strategies is in 79.4% 7.3% 13.4%
place.
The school district enforces this 5369 16.8% 29 5%

follow up procedure.

Source: Surveys conducted by ValienteHernandez P.A. in April 2001.

School Improvement Plans (SIPs) Can Be Enhanced

Every school in Florida is required to write a School Improvement Plan (SIP) stating goals, objectives and
strategies designed to meet those objectives. These goals and objectives should be related, in part, to
student performance data and should state how the school intends to evaluate the extent to which the
goals and objectives are met. The Florida Office of Program Policy Analysis and Government
Accountability (OPPAGA) has developed criteria to review the adequacy of School Improvement Plans.
Three of these criteria follow.

» Isthere evidence that the SIP is based on the school’s needs?

» Does the goal generally contain measurable objectives? (Are indicators of results/outcomes
defined in measurable terms?)

» Does the goal generally contain clear implementation strategies (action steps)?

While most SAC members responding to the survey generally were comfortable with the quality of SIPs
(Exhibit 5-38), an analysis conducted by ValienteHernandez P.A. showed that there is room to further
improve the process. ValienteHernandez P.A. randomly selected and analyzed the SIPs of nine (9)
schools. We found that most of the documents were based on school needs assessments and while most
included all the elements of an improvement plan (goals, objectives, strategies, resources, timelines,
responsible persons and monitoring/evaluation procedures), many of these elements were inadequate.
All SIPs analyzed included objectives but in many cases the objectives were not written in measurable
terms or presented solid rational for the chosen targets. For example, one objective was “To improve
Math skills at all grades levels as measured on FCAT Math”, which lacks specificity. An example of lack of
rationale for chosen targets is “Fifty percent of students will score Level 3 and above on FCAT Math”.

The weakest area found however, related to the SIPs implementation strategies. Only one of the nine

documents analyzed (Tavares High) presented adequate implementation strategies. Exhibit 5-39
illustrates the analysis of the school improvement plans.
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Exhibit 5-39
Analysis of SIPs Indicates That There Is Room for Improvement
Criterion
The SIP is Based on L ST (Claf AV The SIP Contains Clear
School Needs AR Implementation Strategies
School Objectives P 5
Clermont Criterion met. Criterion partially met. Criterion partially met. While some
Elementary Most objectives are written strategies are vague, most show
in measurable terms. enough detail. Timelines and
resources are mostly clear. No
individual strategy has a responsible
person assigned to it. No clear plan
on how student overall performance
will be measured.
Eustis Criterion met. Criterion met; however,  Criterion not met. Strategies are too
Heights no rationale for the broad. Most of the strategies are
Elementary percentages selected was simply a list of programs. No
mentioned. individual strategy has a responsible
person assigned to it. Evaluation
methods identified however do not
contain sufficient detail.
Minneola Criterion met. Criterion met. Criterion partially met. Clear, user-
Elementary friendly format; well-written
strategies; however, evaluation
methods are vague.
Rimes Criterion met. Criterion partially met. Criterion partially met. Excellent,
Elementary Most objectives are not user-friendly format; well-written
written in measurable strategies. Each strategy has a
terms. responsible person assigned. Most
of the evaluation methods are
adequate; monitoring procedures
however, should contain more
detail.
Seminole Criterion met. Criterion met; however, no Criterion partially met. Strategies are
Springs rationale for the notably numerous and well-written.
Elementary percentages selected was No individual strategy has a
mentioned. responsible person assigned to it.
Most of the evaluation methods are
adequate.
Carver Criterion met. Criterion met; however, no Criterion partially met. Clear, user-
Middle rationale for the friendly format. Most strategies are
percentages selected was  well-written. No individual strategy
mentioned. has a responsible person assigned to
it. Most evaluation methods are
adequate.
Tavares Criterion met. Criterion met. Criterion met. Strategies are well
Middle written and detailed. User-friendly

format. Timelines nicely emphasize
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Criterion
The SIP is Based on 1B EE e The SIP Contains Clear
School Needs AR Implementation Strategies

School Objectives P &
implementation in certain months.
Accomplishment of individual
strategies should be assigned a
responsible person. Excellent
evaluation methods.

Eustis High  Criterion met. Criterion partially met. Criterion partially met. Most
Several objectives are not  strategies are well-written and
written in measurable detailed. Individual strategies are
terms and no rationale for not assigned a responsible person.
selected targets was Several evaluation methods are not
mentioned. sufficiently clear.

Mount Dora Criterion met. Criterion partially met. Criterion partially met. Strategies are

High Several objectives are not numerous; however, they are well-
written in measurable written and detailed. Individual
terms and no rationale for strategies are not assigned a
selected targets was responsible person. Evaluation
mentioned. documents/methods are identified

but do not present sufficient clarity.

Source: ValienteHernandez, P.A. analysis of school improvement plans.

Another improvement that can be made is that the district strengthens the SACs reporting progress
towards implementing strategies and meeting SIP goals. Seventeen percent (17%) of responding SAC
members disagreed with the statement “The school district enforces this procedure (for implementing SIP
strategies)” and 30% said they did not know, as shown in Exhibit 5-38. These results suggest that there is
not enough clarity of the results evaluation process. Moreover, the district should consider linking the
results of the SIP as part of the annual evaluation of school principals (refer to Action Plan 5-1,
Recommendation 1 for further detail).

Additionally, future SIPs should incorporate the PACE Plan under Educational Goal No. 3 (refer to Action
Plan 5-1 Recommendation 1, for further detail). Also, a section should be added where from year to year,
it is explained what or how much was accomplished from the previous year.

Recommenaqations

»  We recommend that the district establish a district-wide commitment to publicly recognize
School Aavisory Council members each year for their services and to encourage them to
continue serving the district in this vital role. An inexpensive method that could be used is a
Certificate of Appreciation for Service.

«  We recommend the district provide training to SAC members with the purpose of producing
more adequate and meaningful School Improvement Plans.

»  We recommend the district further strengthen the evaluation and accountability component
of the School Improvement Plans. In addition to the review of results at the end of each
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the district should establish a mechanism to continually evaluate SIPs to

determine whether progress Is being made towards the accomplishment of the goals. As a
prior step, we recommend that the PACE Plan be formally incorporated in the SIP under
Educational Goal No. 3 (refer to Action Plan 5-1, Recommendation 1 for further detail on this
step). Moreover, we recommend the district consider linking the results of the SIP as part of
the annual evaluation of school principals (also refer to Action Plan 5-1, Recommendation 1
for further detail).

7o the extent possible, we recommend that School Improvement Plans should be consistently
presented in a clear format that facilitates follow up and evaluation of results. Additionally, a
section should be added where from year to year, it is explained what or how much was
accomplished from the previous year.

Action Plan 5-8 shows the steps needed to implement these recommendations.

Action Plan 5-8

Actions to Enhance the School Improvement Plan Process

Recommendation 1

Strategy

Establish a district wide commitment to recognize School Advisory Council
members each year.

Action Needed

Step 1: The Supervisor of Curriculum and Instruction with input from the
newly created Office of Program Evaluation and Accountability and
school principals (refer to Action Plan 3-4 Recommendation 2) devises a
mechanism to recognize the members of the district’'s SAC members
each year. One of the inexpensive methods that could be used is a
Certificate of Appreciation for Service.

Step 2 One or more methods is implemented.

Who Is Responsible

Supervisor of Curriculum and Instruction.

Time Frame

March 31, 2002 and ongoing.

Fiscal Impact

The cost of printed certificates is immaterial.
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Recommendation 2

Strategy

Provide training to SAC members with the purpose of producing more adequate
and meaningful School Improvement Plans.

Action Needed

Step 1: The Supervisor of K-12 Curriculum and Instruction, the office of Staff
Development and the newly created Office of Program Evaluation and
Accountability develop a training program focused on performance
measurement directed towards SAC members in charge of developing
the School Improvement Plans. The purpose of the program is to
deliver the basic concepts of goals, objectives, strategies and
performance. As a result, future SIPs will contain short term and long
term objectives and strategies that
» are Measurable and quantifiable;

e easy to understand;

»  specific;

* reasonable;

» are clear about the data needed to assess progress;
* show reasonable deadlines;

» clearly identify all the resources needed; and

» indicate the performance outcome (result) or improvement desired.

Who Is Responsible

The Supervisor of K-12 Curriculum and Instruction, the office of Staff
Development and the newly created Office of Program Evaluation and
Accountability

Time Frame May 31, 2001 and ongoing.
Fiscal Impact This can be attained with existing resources.
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Recommendation 3

Strategy

Further strengthen the evaluation and accountability component of the School
Improvement Plan process.

Action Needed:

Step 1:

Step 2:

Step 3:

Step 4:

Step 5:

The Assistant Superintendent for Curriculum and Instruction and the
Supervisor of K-12 Curriculum and Instruction in collaboration with
the newly created Office of Program Evaluation and Accountability
establish the procedure needed to formally incorporate the PACE Plan
onto the School Improvement Plan under Educational Goal No. 3.

The Assistant Superintendent for Curriculum and Instruction and the
Supervisor of K-12 Curriculum and Instruction in collaboration with
the newly created Office of Program Evaluation and Accountability
establish a mechanism to continually evaluate SIPs to determine
whether progress is being made towards the accomplishment of the
goals.

The SIP should have an additional section where from year to year, it is
explained what or how much was accomplished from the previous
year.

The Assistant Superintendent for Curriculum and Instruction and the
Assistant Superintendent for School Administration and Human
Resource Services discuss the feasibility and the steps necessary to link
the accomplishments or results of the SIP as part of the annual
evaluation of school principals.

All changes are formalized, submitted to the Superintendent and
subsequently to the school board for approval.

Who is Responsible

The Assistant Superintendent for Curriculum and Instruction and the

Supervisor of K-12 Curriculum and Instruction in collaboration with the newly
created Office of Program Evaluation and Accountability.

Time Frame

October 2002 and ongoing.

Fiscal Impact

This can be attained with existing resources.

Acquisition, Replacement and Disposal of Instructional Materials —

Goal B:

ValienteHernandez P.A.

Through cost-effective acquisition, replacement, and disposal
procedures, the district ensures that all students and teachers have
current instructional materials that meet the needs of teachers and
students.
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9 The district’s process for selecting instructional materials ensures
that instructional materials meet the needs of teachers and students.

The District Has a Detailed Plan in Place That Assures Adoption and
Purchase of Instructional Materials Are in Accordance With Florida Law

The district’s process for selecting instructional materials ensures that students’ and teachers’ needs are
appropriately met. This process is described in the administrator handbook section on purchasing
information.

All instructional materials purchased by the Lake County School District have met all the provisions of the
Sunshine State Standards. The district adheres strictly to the requirement that all materials purchased are
listed in the state adoption schedule.

In line with state law, the district developed and approved the Lake County Instructional Materials Plan
with the purpose of aligning the operation with Ch.233, Florida Statutes, expediting the adoption of
instructional materials and ensuring the effective use of funds. The plan is summarized below.

* The Supervisor of Instructional Materials/Media and Staff Development (herein “the
Instructional Materials Supervisor”) receives a list of state-recommended materials and
proceeds to arrange committees to review materials and recommend adoptions for local use.

e Curriculum staff reviews the materials selected by the committees to assure they meet state
guidelines and reports to the Instructional Materials Supervisor areas that may be
controversial.

» Once the list is finalized, the Instructional Materials Supervisor recommends the materials to
the Superintendent who in turn submits to the school board for approval. At this point, the
school or district committee proceeds to order the materials.

» School principals receive the list of adopted materials, requests the materials and submits the
order to the Instructional Materials Supervisor.

» The Instructional Materials Supervisor compiles the requests of all schools, considers
availability of funds, and places the order. Materials are received at a central warehouse and
then distributed to the schools. Detailed procedures exist at the school and district level to
dispose of surplus or outdated instructional materials.

The district clearly identifies the flexibility schools have to make decisions regarding instructional
materials. Under the authority of s. 229.592(9), Florida Statutes, there is a waiver process in place by which
schools can request a waiver from these procedures. Currently, nine schools have a waiver for
instructional materials.

The Textbook Managers’ Manual and purchase order records on file in the Learning Resource Center

(LCR) office validate that the district annually budgets for the cost of replenishing instructional materials
and consumables.
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10Each student has current, appropriate instructional materials in core
courses that are aligned with the Sunshine State Standards and the
district’s pupil progression plan. However the district should seek
feedback from different stakeholders to improve the effectiveness of
instructional materials.

The District Involves Teachers and Other Stakeholders in the Review and
Selection of Instructional Materials

As described earlier, the procedures contained in the Lake County Instructional Materials Plan assure that
all students have current state-adopted textbooks and other appropriate current instructional materials in
core courses. This procedure is activated each year and it starts at the state level through the Department
of Education. The district requires that all reviews and the selection of instructional materials involve
teachers and all other appropriate stakeholders. This is accomplished to a great extent through the
committees appointed to review and recommend adoptions for local use and supported by school board
policies. The committees selecting textbooks must include at least three members, two of which must be
classroom teachers of three years experience who are actively teaching in the subject area. Larger
committees selecting basal texts in major subject areas of reading and mathematics must have at least one
lay citizen. One-half of each district committee must be composed of teachers who must be currently
teaching and certified to teach in the subject area being reviewed.

A survey conducted by ValienteHernandez P.A. in April 2000 confirmed that the existing process for
adopting instructional materials captures the input from teachers and other stakeholders. The survey
results also pointed out that principals, teacher and School Advisory Council members feel the district
should seek feedback as to the usefulness of the adopted instructional materials more formally. For
example, approximately two-thirds of teachers indicated that he district does not adequately obtain
formal feedback on the usefulness of instructional materials, use feedback in future purchasing decisions
or seek our suggestions on how to decrease instructional materials costs. See Exhibit 5-40.

The district should establish a procedure to seek formal feedback especially from teachers and principals
as to the usefulness of the instructional materials adopted locally and use this feedback in future
decisions. Discontinuing the purchase of materials that teachers indicate are not useful has the potential
to save district money. In addition, using teacher feedback should enable the district to make better
decision on which instructional materials to purchase. Additionally, the district should increase the
awareness of existing flexibility regarding the acquisition and use of instructional materials. As mentioned
earlier, there is a process in place by which schools can request a waiver from the adoption of instructional
materials. Increased flexibility is important because it helps schools in their efforts to raise student
achievement by providing the opportunity to customize instruction and resources according to specific
needs.
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Exhibit 5-40
Survey Results on Instructional Materials

SURVEY GROUP
(N = Pop. size;
s = sample size;
n=respondents) Question

Strongly
Agree or
Agree

Strongly
Disagree or
Disagree

Don't Know

Principal The district's process for reviewing

(N=84; n=52) and selecting instructional
materials involves teachers and
other appropriate stakeholders.

96.1%

3.9%

0.0%

The district has clearly identified
the flexibility schools have to make
decisions regarding instructional
materials.

79.1%

20.9%

0.0%

The district formally obtains
feedback from teachers and
principals as to the usefulness of
instructional materials and uses
this information in making future
decisions on instructional
materials.

23.3%

2.3%

Teachers (N=1761,; The district involves teachers in
n=850) the procedure for reviewing and
selecting instructional materials.

31.7%

4.0%

The district has clearly identified
the flexibility schools have to make
decisions regarding instructional
materials.

37.3%

|z18.5%

14.3%

The district formally obtains
feedback from teachers and
principals as to the usefulness of
instructional materials.

28.0%

62.0%

9.9%

The district uses this feedback in
future decisions on instructional
materials.

17.0%

60.2%

22.8%

The district obtains suggestions on
how to decrease the costs
associated with instructional
material purchases and
implements practical suggestions.

12.9%

65.7%

21.4%

The district has a policy governing
what students and their parents
will be charged for lost, damaged,
or unreturned instructional
materials.

73.9%

9.2%

17.0%

The policy regarding lost,
damaged, or unreturned
instructional materials is enforced.

54.1%

25.3%

20.7%
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SURVEY GROUP
(N = Pop. size; Strongly Strongly
s = sample size; Agree or Disagree or
n=respondents) Question Agree Disagree Don't Know
SAC The district involves the Student
(N=600; n=280) Advisory Council in the procedure
for reviewing and selecting
instructional materials. 44.4% 34.6% 20.9%

The district has clearly identified
the flexibility schools have to make
decisions regarding instructional

materials. 55.0% 30.0% 15.0%
The district has a policy governing

Parents what parents will be charged for

(N=485; n=264) lost or damaged instructional
materials. 54.9% 2.9% 42.2%

The district enforces the lost or
damaged instructional materials
policy energetically. 39.2% 6.0% 54.8%

Source: Surveys conducted by ValienteHernandez P.A. in April 2001.

Recommenaations

»  We recommend that the district formally obtain feedback from teachers and principals as to
the usefulness of instructional materials and use this feedback in future decisions on
instructional materials.

»  We recommend that the district increase the awareness of existing flexibility regarding the
acquisition and use of instructional materials.

Action Plan 5-9 shows the steps needed to implement these recommendations.
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Action Plan 5-9

Obtain Feedback as to The Usefulness of Instructional Materials

Recommendation 1

Strategy

Formally obtain feedback from teachers and principals as to the usefulness of
instructional materials

Action Needed

Step 1: The Assistant Superintendent for Curriculum and Instruction, the
Supervisor of Instructional Materials and the Supervisor of K-12
Curriculum and Instruction establish a procedure to seek feedback on
effectiveness the adopted instructional materials through a survey. The
survey should also seek out opinions on how to decrease instructional
materials costs.

Step2: A sample of teachers using the selected materials is chosen to
participate in the survey.

Step 3: Results of the satisfaction with the materials are compiled, analyzed
and formally provided to district instructional materials committees to
be used in future adoptions.

Who Is Responsible

Assistant Superintendent for Curriculum and Instruction, the Supervisor of
Instructional Materials and the Supervisor of K-12 Curriculum and Instruction.

Time Frame February 28, 2002 and ongoing or within one or two years prior to the adoption.
Fiscal Impact This can be attained with existing resources.

Recommendation 2
Strategy Increase awareness on the instructional materials waiver process.

Action Needed

Step 1: The Assistant Superintendent for Curriculum and Instruction, the
Supervisor of Instructional Materials and the Supervisor of K-12
Curriculum and Instruction choose the most effective way to inform
teachers of the flexibility they have to select and use instructional
materials beyond the district’s adoptions.

Who Is Responsible

Assistant Superintendent for Curriculum and Instruction, the Supervisor of
Instructional Materials and the Supervisor of K-12 Curriculum and Instruction.

Time Frame

April 30, 2002 and ongoing.

Fiscal Impact

This can be attained with existing resources.
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11The district has procedures for acquiring, maintaining, and
disposing of instructional materials. However, the district could
further improve by raising general consciousness to preserve books.

The District Has a Detailed Process in Place to Dispose of Materials That
Are No Longer Useful

According to district procedures, when the new materials are delivered to each school, it is the
responsibility of the school administrator to exchange all outdated materials for the new ones. The
Textbook Manager’s Handbook explains in detail the steps necessary for disposal of materials. For any
outdated materials remaining in the school, the principal has to justify the reasons in writing but under
no circumstances shall the principal allow outdated materials to the basal adoption. According to Step 15
of the Instructional Plan cites that instructional materials that are unserviceable, surplus or no longer on
state contract will be returned to the central warehouse where they will disposed according to Ch. 233.37,
Florida Statutes. The district does not sell but trades instructional materials that are no longer useful. The
district’s main book distributor offers the option of trading surplus books for a credit toward future
purchases of used textbooks and other instructional materials.

In the past, the district’s practice has been to post moneys received for the sale, recycling, loss, damage, or
unreturned instructional materials as an expense abatement which has the practical effect of adding to the
appropriation for instructional materials. The district provided documentation that demonstrated that the
collections being receipted are posted as expense abatement under the instructional materials project
number. For the 2001-02 fiscal year, accounting changes have been made that will better and more clearly
reflect that said collections are posted to the appropriation for instructional materials.

The District Could Substantially Increase Collection for Lost or
Damaged Books

The school district has a policy in place that rules what students and their parents will be charged for lost,
damaged, or unreturned instructional materials. Item four (4) of school board policy 4.23 stipulates:

A student who loses or damages a book beyond normal usage shall be assessed the cost for
replacing the damaged or lost book. This payment schedule shall pertain to lost or damaged
books:

“A” Condition (new) - full price

“B” Condition (less than two years in use) — 75% of list price
“C” Condition (more than two years in use) — 60% of list price
“D” Condition (more than four years in use) — 20% of list price

This payment schedule demonstrates that the money collected for lost, damaged or unreturned
instructional materials represents an appropriate value of the loss or the damage.

An analysis of the current annual textbook inventory report and the documentation regarding annual

credits to the district’s textbook account indicated that there are too many books that are lost and/or
damaged and that the district is only recuperating a little over 10% of the loss. For the school year 2000-01,
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$17,425 dollars was collected from lost and damaged books whereas the total textbook loss to the district
was over $150,000 for the same period.

The amounts reimbursed by the schools are far from the actual number of lost and damaged books
declared through inventory. For example, Leesburg High paid $3,000 in lost and damaged books which
would equal about 60 books ($3,000 divided by an average of $50 per book); the inventory however,
unaccountably shows that Leesburg High claimed a total of 855 of lost and damaged for the same period.
The actual textbook loss of Leesburg High was calculated as $39,750.

The district should explore different options to increase awareness among students, parents, and teachers
of the value of textbooks and the importance of preserving instructional materials for future users. In
addition, the district should consider alternatives to strengthen accountability at the school level for lost
and damaged books. Assuming the district could recuperate 75% of the lost and damaged books as a
result of effective communication and increased accountability, the district could receive at least $95,000
(75% times $150,000 minus $17,400) in additional revenue annually.

The District Needs to Improve the Process It Uses to Obtain Suggestions
on Decreasing Materials’ Costs

The district has mechanisms in place to obtain suggestions on how to decrease the costs associated with
instructional material purchases and implements practical suggestions. For example, the Supervisor of
Instructional Materials recently met with school principals and determined that for school based
management purposes, it is more cost-effective to order materials centrally than school based, thus taking
advantage of bulk order rates, discounts and bonuses. The Supervisor of Instructional Materials also
meets frequently with other district’s Instructional Materials supervisors and directors, with the district’s
Warehouse Supervisor and with purchasing agents to discuss and look for most cost-effective practices.
However, as stated in the previous finding, the district should do more to include teacher feedback on the
usefulness of instructional materials and suggestions on how to decrease instructional materials costs.

Recommenaqations

»  We recommend that the district explore new options to increase awareness armong students,
parents, and teachers of the value of textbooks and the importance of preserving instructional
materials for users to come. In addition, the district should consider alternatives to strengthen
accountability at the school level for lost and damaged books.

Action Plan 5-10 shows the steps needed to implement this recommendation.
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Actions to Improve Protection and Disposal of Instructional Materials

Recommendation 1

Strategy

Explore new options to increase awareness among students, parents, and
school-based staff of the value of textbooks and the importance of preserving
instructional materials for future users. Consider alternatives to strengthen
accountability at the school level for lost and damaged books.

Action Needed

Step 1: The Assistant Superintendent for Curriculum and Instruction and the
Supervisor of Instructional Materials seek input from the Leadership
Team as to options to raise consciousness among students, parents, and
instructional staff to preserve textbooks and other instructional
materials.

Step 2: The group also discusses different alternatives to increase school
accountability for lost and damaged books.

Who Is Responsible

Supervisor of Instructional Materials and Leadership Team.

Time Frame

March 31, 2002

Fiscal Impact

At least one-time additional revenue of $95,000, setting a target to recuperate
75% of the lost and damaged books (75% times $150,000 minus $17,400).
Assumes that the number of lost or damages books will substantially decrease as
a result of the increased awareness. Therefore, no additional direct savings will
accrue after the first year.

ValienteHernandez P.A.
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Analysis of Performance Data and
Evaluation of Educational Programs

Goal C: The district ensures accountability to its constituents by analyzing
performance data and by evaluating the effectiveness and
efficiency of its major educational programs.

12The district needs to implement accountability mechanisms to
ensure the overall performance, efficiency, and effectiveness of its
major educational programs. °

Increased Evaluation of Specific Educational Programs Is Needed

Although the district has made some effort to evaluate the overall effectiveness of its education programs
and to evaluate the effectiveness of individual schools through the school improvement planning process,
there are many opportunities for improvement. Overall, ValienteHernandez P.A. found that:

» while the district has stated goals that address the major aspects of each major educational
program, it needs to refine the related objectives and strategies;

» the district does not use appropriate performance measures and benchmarks for evaluating
the overall effectiveness and cost-efficiency of its educational programs and uses these to
make management decisions;

» the district has not implemented a schedule to formally evaluate major educational programs
using regular assessments, legal requirements, and other reasonable criteria as factors in
selecting programs for evaluation; and

» the district has not implemented strategies to assess the reliability of program performance
and cost data for its major educational programs.

Detailed recommendations to address the above-mentioned disadvantages and improve the evaluation
procedures for the educational programs are presented in Action Plans 4-1, 4-2, 4-3, 4-4 and 4-5, Chapter 4.

® This issue is the focus of Chapter 4, Performance Accountability, where it is discussed in more detail. The reader
should refer to Chapter 4 for a more extensive assessment of the overall performance, efficiency, and effectiveness of
its major educational programs.
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13The district regularly reviews the organizational structure and the
staffing of the central office and schools to minimize administrative
layers and processes. However the district’s staffing formula has
been repeatedly circumvented in the past.’

The district has clear procedures for the allocation of instructional and administrative staff and is in the
process of developing formulas for the support staff. Overall, ValienteHernandez P.A. found that

» the new administration has committed to regularly review the central office’s organizational
structure and staffing levels for its education programs to minimize administrative layers;

» analyses of the organizational structure and staffing levels indicated that the number of
district level staff is inadequate compared to benchmarks;

» the district reports organizational structure and administrative staffing review findings to
school board members;

» the district implements changes to the program’s organizational structure and staffing levels
and processes when necessary and as budget allows; and

» formal organizational charts at the departmental level need to be updated.

Detailed recommendations and action plans to address the above-mentioned disadvantages and improve
the organizational structure and staffing levels are presented in Action Plans 3-2, 3-4, and 3-5, Chapter 3.

Reductions And Increases in School Staffing Levels Reflect Enrollment
Changes, and Teacher/Pupil Ratios Are Comparable With Peer Districts

An analysis of the student to teacher ratios for four consecutive years conducted by ValienteHernandez
P.A. indicates that the district’s staffing levels has generally been in agreement with changes in student
membership. Additionally, the district’s ratio has remained in line with that of its peers over the same
period. Asshown in Exhibit 5-41, for the year 1999-2000, Lake had the fourth lowest ratio of total K-12
students to total classroom teachers (17.3 students to one teacher). The peer average for that same period
was 18.3 to 1.

" This issue practice is discussed in more detail in Chapter 3, Management Structures. The reader should refer to
Chapter 3 for a more extensive assessment of the district’s efforts to review the organizational structure and the
staffing of the central office and schools to minimize administrative layers and processes.
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Exhibit 5-41

Lake Teacher/Pupil Ratios Have Been Consistent Over the Last Four Years

21.0
200 .\
oo /-\I
0\
—
L 18.0 -
= *>— %
=~
17.0 4 /
16.0 ’\’/'/
15.0
14.0
1996-1997 1997-1998 1998-1999 1999-2000
== |_ake 18.8 17.3 17.7 17.7
—— Alachua 17.8 17.4 17.2 17.4
Charlotte 19.1 18.7 19.0 20.0
Okaloosa 18.6 18.1 18.1 17.6
—— Osceola 20.0 18.8 19.7 19.4
—&— St. Johns 16.0 15.1 15.9 17.1
—— Santa Rosa 18.1 18.0 18.3 18.2

Source: Florida Department of Education, Profiles of Florida School Districts.

Lake County’s School Staffing Levels Are in Line With Peer Districts

ValienteHernandez P.A. conducted a comparison of Lake County against its peer districts based on
different staffing ratios as reflected in Exhibit 5-42 and generally found that school staffing ratios were
within peer district average. In brief, Lake County has:

» 1classroom teacher for every 18 students;

» 1teacher aide for every 5 classroom teachers;
» 1 guidance counselor for every 361 students; and
» 1school level administrator for every 294 students.
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Exhibit 5-42
Lake County’s School-Level Staffing Ratios Are Consistent With
Those of Its Peers

Santa
District Ratios Lake Alachua Charlotte Okaloosa Osceola St.Johns  Rosa

Classroom

Teachers to 1:18 1:17 1:20 1:18 1:19 1:17 1:18
Students

Teachers Aides to

Classroom 1:4 1:3 1:4 1:3 1:4 1:5
Teachers

Guidance

Counselors to 1:361 1:404 1:465 1:451 1:462 1:389 1:445
Students

School-Level

Administrators to [1:294 1:388 1:390 1:473 1:462 1:334 1:377
Students

Total Number of

Classroom 1,616 1,723 837 1,714 1,640 1,114 1,218
Teachers

Total Student g ), 29,906 16,753 30,248 31,877 19,046 22,226
Membership

Total Aides 347 400 321 445 596 264 262
Total Guidance 74 36 67 69 49 50

Counselors

L The classroom teachers group includes classroom teachers such as elementary school teachers, secondary school
teachers, exceptional student education teachers, and other instructional staff. DOE defines other instructional staff as
full-time teachers who cannot be easily classified in the elementary or secondary classroom teacher categories. This
category includes full-time, permanent substitute teachers, and adult education instructors.

Note. ValienteHernandez P.A. rounded the calculations of the different ratios to the nearest whole number.

Source: ValienteHernandez P.A. and DOE Profiles of Florida School Districts 1999-2000 (Survey 2 demographic data, October 11-15,
1999, as of January 25, 2000). Bureau of Education Information and Accountability Services.
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14The district does not clearly report on the performance and cost-
efficiency of its major educational programs to ensure accountability
to parents and other taxpayers. °

While the district provides performance data of individual schools to the public as required by Florida law
(School Improvement Plan and School Accountability Repori), it should provide additional information
on the performance and cost of major educational programs. Overall, ValienteHernandez P.A. found
that:

* The district could improve by publicly reporting on the performance and cost-efficiency of its
major educational programs. This information should be presented through timely reports to
school advisory councils, parents, and other taxpayers in a manner that is clear and
understandable and does not require undue assistance to interpret its meaning or
significance.

» The district can improve by providing more means to receive and respond to feedback from
parents and other taxpayers as an avenue of accountability to improve poor performance and
inefficiency.

Detailed recommendations and actions plans to address the above-mentioned weaknesses and improve
the evaluation procedures for the educational programs are presented in Action Plan 4-5, Chapter 4.

Library, Media and Support Services

Goal D: The district provides library media and student support services
that are effective and efficient in meeting the needs of its students.

1 5The district has sufficient school library or media centers to support
instruction. The district can improve by expanding the library
services at all schools to be accessible at all times.

The district demonstrated that school libraries and/or media centers have sufficient up-to-date resource
materials to support school instructional needs. The district periodically reviews library and media
services to ensure that resource materials are accessible to all students and represent current research. The
district uses some informal procedures to reduce library and media costs such as coordinating orders to
take advantage of bulk discounts. Also, instructional materials’ budget shows items acquired through a
district license, which presents a better rate.

8 This issue is the focus of Chapter 4, Performance Accountability where it is discussed in more detail. The reader
should refer to Chapter 4 for an extensive assessment of the overall performance, efficiency, and effectiveness of its
major educational programs.
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The primary objective of the libraries and media educational centers is to implement, enrich, and support
the educational programs of the school. In the district, the media centers make available a wide range of
materials that take into consideration the diverse interests, skills and age level of the students served, and
are representative of the many ethnic, religious and cultural groups.

The district also has detailed criteria and standard operating procedures in place for the selection of
educational media materials in line with Florida Statutes. In selecting media materials, the media specialist
must consult among others, with reputable publishing companies, faculty, students and the media
committee appointed by the school principal. Operation of the media centers is supported by School
Board Policy 4.22.

All Media Centers in the District Are Automated

All the media centers in the district are automated and frequent in-service is provided through staff
development to keep media specialists up to date in technology. A technology supervisor meets regularly
with media specialists to discuss and address technology issues. On average, the district has 13.4 modem
computers for each media center, which is the second highest ratio when compared to the peer districts as
shown in Exhibit 5-43.

Exhibit 5-43
Lake County Has the Second Highest Average Number of Computers
When Compared to the Peer Districts.

Number of
Modem Average Number of
Number of Media Connected to Computersin  Modem Computers
District Centers Internet?  Media Centers ' by Media Center
Lake 41 Yes 551 13.4
Alachua 37 Yes 248 6.7
Charlotte 20 Yes 196 9.8
Okaloosa 36 Yes 447 124
Osceola 29 Yes 473 16.3
St. Johns 27 Yes 310 115
Santa Rosa 34 Yes 344 101

! Modems are Pentium 266 or greater, or Apple McKintosh G3 or G4.

Source: Department of Education, 2000 Education Digest and ValienteHernandez P.A. calculations.

The District Can Improve by Expanding Operating Hours the Library
Services at All Schools

Survey results on media center issues reflected an effective operation with the exception of the operating
hours. As shown in Exhibit 5-44, 55% of the students responding to the survey disagreed with the
statement “My media center and library is opened at all times during the school day”. In the district, a
school media specialist operates libraries and media centers. In the elementary schools, however, the
media specialist is a teacher that is assigned classes and as a result, the media center is closed to the rest of
the student population during those periods of time.
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We recommend the district explore different options to make a person available at media centers to check
out books and keep the media centers operative at all times. Options could include more extensive use of

volunteers.
Exhibit 5-44
Survey Results on Views of the Libraries and Media Centers
SURVEY GROUP Strongly Strongly
(N = Pop. Size Agreeor Disagree or
n=respondents) Question Agree Disagree Don't Know
Principals The district's library or media
N=84; n=52 centers support instructional
programs effectively and efficiently. 91.5% 8.5% 0.0%
SAC members (Same as above)
(N = 600; n = 280) 75.3% 11.9% 12.8%
Teachers (Same as above)
N=1761; n=850 77.7% 19.0% 3.3%
Students (N=505; My media center and library is

n=373)

opened at all times during the
school day. 41.9%

54.9% 3.2%

Source: Surveys conducted by ValienteHernandez P.A. in April 2001.

Recommenadations

5-92

We recommend that the district evaluate different alternatives to have a person available at
media centers to check out books and keep the media centers operative at all times.

Possibilities could include more extensive use of volunteers.

Action Plan 5-10 shows the steps needed to implement this recommendation.
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Action Plan 5-10
Evaluate Alternatives to Increase the Media Centers Hours of Operation

Recommendation 1

Strategy Ensure that media centers are in operation during regular school hours.

Action Needed Step 1: The Assistant Superintendent for Curriculum and Instruction and the
Supervisor of Instructional Materials seek input and evaluate different
alternatives to keep media centers operative during regular school
hours. Consultation with peer or adjoining districts is recommended;
use of volunteer force should also be considered.

Who Is Responsible  The Assistant Superintendent for Curriculum and Instruction and the
Supervisor of Instructional Materials.

Time Frame July 31, 2002

Fiscal Impact This can be attained with existing resources.

16The district provides necessary support services (guidance
counseling, psychological, social work, and health) to meet the
needs of its students in a cost-efficient manner.

Student support services in the district are provided under the Student Services department. The main
functions carried out by the department are Attendance Services, Psychological Services, Social Work
Services, Guidance Services, School Health Services, and Home Education. The department is also in
charge of preparing the district’s Pupil Progression Plan. At this level, the functions and responsibilities
held by the department are typical when compared to those of the peer districts s shown in Exhibit 5-45.
The list of functions presented in the exhibit however is not all-inclusive. In addition to the listed
functions, the Student Services department in Lake County is also in charge of student records, s. 504 of
the American with Disabilities Act, Underage Waiver for GED, and takes stock in the Children Scholarship
Program.

Health services are offered in cooperation with the Lake County Health Department. Central Florida
Health Care Development Foundation Grant from Leesburg Regional Medical Center provides funding
for six school-based registered nurses in their service area. Lake County Public Health Department
contracts full service funds to the school district for five school-based licensed practical nurses. Student
Services contracts with the Health Department for vision, hearing, and scoliosis screening. Jeppesen
VisionQuest, Inc., provides free eye exams and glasses for students that fail vision screening.

Comprehensive social services are provided by eight school social workers to 42 schools (3 of which are
center/alternative schools). Job assignments are made primarily by geographic area. Work calendars are
submitted on a monthly basis with a weekly schedule of school visitations. For the center/alternative
schools, the assigned school social worker provides all on-site services and distributes the referrals
requiring home visits to the School Social Worker who serves the geographic area in which the student
lives.

The district’s Dropout Prevention program was reduced after August 2000. Mainly, the Drop Out

Prevention (DOP) program lost its weighted funding at the state level thus many of the district’s dropout
prevention programs were discontinued, significantly reduced or modified. Additionally, prior to the

ValienteHernandez P.A. 5-93



Educational Service Delivery

1999-2000 school year procedures were in place to track and monitor students who have dropped out of
school and with the changing role of the Career Specialist these procedures have become inefficient and

ineffective.

Presently, Student Services is looking at ways to carry out procedures in a more effective manner, by

streamlining the process using technology to provide a better tracking system. In addition to this, the
district should carry out a thorough re-evaluation of the Dropout Prevention program. Action Plan 15-4,

Chapter 15 presents the steps necessary to carry out this recommendation.

Exhibit 5-45
Selected Functions of the Student Services Department
Student Services St. Santa
Delivered Lake Alachua Charlotte Okaloosa Osceola Johns Rosa
No No
Attendance Services X X X Response X Response
Code of Student No No
Conduct X X X Response X Response
Psychological No No
Services X X Response Response
No No
Social Work Services X X X Response X Response
No No
Dropout Prevention X Response Response
No No
Expulsions X X X Response X Response
No No
Guidance Services X X X X Response X Response
School Health No No
Services X X X X Response X Response
Safe and Drug Free No No
Schools X Response X Response
Emergency No No
Management X X X Response Response
No No
Testing X X Response X Response
No No
Home Education X X Response X Response
Pupil Progression No No
Plan X X Response Response

Source: ValienteHernandez P.A. telephone survey July 2001.

The District Could Improve Its Process for Ensuring Student Support
Services Are Cost-Efficient and Effective

The administration of the district’s student services is generally well planned and organized. The plan for
the provision of services is based upon assessment of needs. When evaluating students’ needs the Student

Services department considers many factors such as graduation rates, attendance, early leaver rates,

college placement test scores, graduate follow up data, and placement/ promotion data. The evaluation of
these factors is used to determine areas of strengths and weaknesses. District-wide meetings, at least five
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times a year, with school principals and guidance counselors provide valuable information, which is also
considered when developing programs and procedures.

Planning of services also includes the identification of, and coordination with, community agencies and
programs. The following cooperative agreements are currently in place: Lifestream, for mental health
counseling; Arnette House, a provider of Children in Need of Services (CINS) and Families in Need of
Services (FINS); Dual Enrollment agreements with Lake Sumter Community College, Lake Technical
Center, and Adult Education; and a cooperative truancy plan, cooperatively administered with the States
Attorney Office, County Judge, Juvenile Justice and local law enforcement.

The department also takes specific actions to regularly evaluate the effectiveness of the delivery of student
support services. Evaluation of effective services are monitored through dialog at district-wide meetings
with principals and guidance counselors at least five times a year, the Annual Accountability of Services
Form for Psychologists and Social Workers, and results of related Department of Education reports. The
results of the evaluations are used to make improvements. All analysis of data is shared with all
stakeholders who in return are encouraged to use data in the school improvement process.

The district has the capacity to monitor expenditures for selected program. Information provided by the
department indicated the per-pupil cost for psychological and social work services are currently $22.25
and $8.92 respectively. District staff indicate they often review staffing and compare staffing levels against
state and national benchmarks. To further improve the efficient use of resources, the district should
formally compare expenditures and staffing levels to comparable districts, to state or national benchmarks
and/or to benchmarks of national professional associations on a regular basis, and present the results to
the school board. This formal assessment will better ensure that student support services are both
effective and efficient.

The Ratio Of Students To Guidance Counselors In Lake Is Adequate

An analysis by ValienteHernandez P.A. based on the last comparable data available indicated that for the
school year 1999-2000, the ratio of students to guidance counselors in the district compared favorably
against peer districts for the school year 1999-2000, as shown in Exhibit 5-46. Lake had the lowest ratio (357
to 1) when compared to both the state (438 to 1) and the peer district average (459 to 1).

Exhibit 5-46
Ratio of Guidance Counselors to Student of the District Compares
Favorably Against Peers and State for the 1999-2000 School Year

Santa
District Lake Alachua Charlotte Okaloosa Osceola StJohns Rosa State

Guidance to
Students 1:357 1:399 1:493 1:504 1:469 1:473 1:414 1:438

Source: Profiles of Florida School Districts 1999-2000. Full-Time Staff by Activity Assignment. Bureau of Education Information and
Accountability Services, Florida Department of Education.

A Large Number of District Constituents Believe That the Assessment
and Placement of ESE Students Is Not Timely

Results of a survey conducted by ValienteHernandez P.A. indicated that different constituents believe
teachers and other student services support staff are well trained to identify students with special needs.
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Many school administrators however, expressed that the process of assessment and placement of students
with special needs takes too long. Exhibit 5-47 shows that most responding principals (60%) and teachers
(77%) believe that the assessment and placement of ESE (Exceptional Student Education) students is not
timely. Forty-eight percent (48%) of teachers also feel there is room to improve the effectiveness of
Student Services in meeting the needs of its students.

Assessment and placement of ESE students are two different components of a process that occurs in three
steps (pre-referral; referral and assessment; and eligibility determination and placement) that involves
two departments: ESE and Student Services. The constituents, however, view the two components as one
and the district needs to take steps to better the constituents’ perception and understanding of the process
as awhole. According to the Student Services Supervisor from the beginning to the end, the process
usually takes over six to eight weeks and no placement should take more than six months. Also, an
analysis of the backlog of student assessments in the Student Services department was found to be
reasonable at the time of this review.

The Lake County School District has a set of procedures in place for the different phases steps (pre-
referral; referral and assessment; and eligibility determination and placement) of the process. The process
begins with the teacher determining that a student is experiencing difficulty in the regular education
classroom. For example, the student is

» functioning below ability level;
* manifesting a behavior detrimental to his/her own or others learning;

» functioning above grade level and needs stimulation or challenge beyond those provided in
the regular education curriculum; or

» displaying problems that may be medically linked.

Each school has a Student Intervention Team (SIT) that meets on a regular basis to review available data
on students and makes recommendations to meet student’s needs. The SIT process is coordinated by the
department of Student Services and ESE is typically not involved, unless requested. The intervention
team may consist of an administrator, guidance counselor, school psychologist, mainstream consultant,
ESE teacher(s), speech/language pathologist, and others as needed.

During the pre-referral phase the SIT members conduct observations to gather information and document
evidence of the student’s academic difficulty. Next, the School Intervention Team meets with the
student’s parents and develops and initiates interventions in the regular classroom. After interventions
have been implemented, SIT members have a follow-up conference during which the intervention and
their successes or failures are reviewed. If the problem is resolved no further action is taken. However, if
the problem persists the SIT members refer students for psycho-educational evaluation. After evaluation,
the staffing committee meets with the parents to determine appropriate education services and programs
available for the student.

The district will benefit by carrying out an awareness program that facilitates the understanding of the
required process for the identification and assessment of students. An added benefit of an awareness
program is that it will help understand the importance of doing quality interventions and appropriately
identifying students for special programs and protect students that should not be labeled as
disadvantaged or handicapped.

In addition, the district should take steps to improve the existing assessment personnel accountability
system. Presently, the district monitors the productivity of assessment personnel on a monthly basis. The
system could be further improved by presenting these results to school administrators also on a monthly
basis. The report should include summary of the number of evaluations and meetings assessment staff
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attended and report the evaluations that are initial referrals, three-year evaluations, re-evaluations, etc.
Presenting the results of student services activity to schools will further help improve constituents’
opinion on the effectiveness of the assessment and placement processes.

Exhibit 5-47
Most Principals and Teachers Feel That the Assessment and Placement of
ESE Students Is Not Timely

SURVEY GROUP
(N = Pop. size; Strongly Strongly
s = sample size; Agree or Disagree or
n = respondents) Question Agree Disagree Don't Know
Principals The district's assessment and
(N=84; n=52) placement of ESE students is
timely. 40.0% 60.0% 0.0%

The district's student support

services are effective and

efficient in meeting the needs of

students. 68.4% 31.6% 0.0%

Teachers

(N = 1761; n = 850)

(Same as above) 18.6% 76.5% 5.0%

The district provides student

support services that are

effective and efficient in meeting

the needs of its students. 45.9% ﬁ7.9% 6.2%

Parents

Teachers and other support staff

(s= 485; n=264) are well trained to identify

students with various types of
special needs. 66.7% 10.3% 23.1%

Source: Surveys conducted by ValienteHernandez P.A. in April 2001.

Recommenaations

We recommend that the district consider evaluating expenditures and staffing levels of
selected services against comparable districts and/or to state or national benchmarks on a
regular basis. The information gathered will be used to further improve the efficient use of
resources.

We recommend that the Student Services department in conjunction with the ESE
department carry out an awareness program that facilitates the understanding of the required
process for the identification and assessment of ESE students and thus improving the
generalized perception that the process is too lengthy.

To further improve constituents’ opinion on the effectiveness of the assessment and
placement processes, we recommend that the district take the existing assessment personnel
accountability system to the next level. The system could be further improved by presenting
these results to school administrators also on a monthly basis. The report should include
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summary of the number of evaluations and meetings assessment staff attended and report
the evaluations that are initial referrals, three-year evaluations, re-evaluations, etc. Presenting
the results of student services activity to schools.

Action Plan 5-11 shows the steps needed to implement these recommendations.

Action Plan 5-11
Implement Actions to Further Improve the Provision of Student
Support Services

Recommendation 1

Strategy Formally evaluate expenditures and staffing levels of selected services against
comparable districts and/or to state or national benchmarks on a regular basis.

Action Needed Step 1: The Supervisor of Student Services with cooperation from the newly
created office of Program Evaluation and Accountability use available
data to evaluate the expenditures and staffing levels of selected services
on an annual basis. Comparisons are made against comparable districts
and/or to state or national benchmarks.

Step 2: Results of the comparison/evaluations and associated actions to fix
deficiencies (if found) are presented to the Superintendent and to the
school board.

Who Is Responsible  The Supervisor of Student Services and the newly created Office of Program
Evaluation and Accountability.

Time Frame June 30, 2002 and ongoing.

Fiscal Impact This can be attained with existing resources.

Recommendation 2

Strategy Carry out an awareness program that facilitates the understanding of the
required process for the identification and assessment of ESE students to
improve the generalized perception that the process is too lengthy.

Action Needed Step 1: The Supervisor of Student Services and the Supervisor of ESE, with
input from the Supervisor of Staff Development develop an awareness
program focused on the different phases of the assessment and
placemen process. The program is to be shared among administrative
staff through a mini-workshop or through written material.

Who Is Responsible  The Supervisor of Student Services and the Supervisor of Exceptional Student

Education.
Time Frame June 30, 2002
Fiscal Impact This can be attained with existing resources.
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Recommendation 3

Strategy Refine and expand accountability system.

Action Needed Step 1: The Student Services department takes the necessary steps to compile a
summary report of the activity of assessment staff on a monthly basis
by campus and by diagnostician. The report should include summary
of the number of evaluations and meetings assessment staff attended
and report the evaluations that are initial referrals, three-year
evaluations, re-evaluations, etc.

Step 2: The summary reports are presented to district schools on a monthly
basis.

Step 3: The overall results of the measurement can also be published on a bi-
annual basis. One means that can be utilized is the district’s website.

Who Is Responsible  Supervisor of Student Services and assessment staff.

Time Frame June 30, 2002 and ongoing.

Fiscal Impact This can be attained with existing resources.
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conclusion

Administrative and Instructional
Technology

Lake County School District generally provides students,
administrators, and instructional and non-instructional personnel with
the tools needed to learn, instruct, and administrate in an efficient and
effective manner. However, many opportunities to improve the
district’s processes exist.

Lake County School District (the district) generally provides students, administrators, and
instructional and non-instructional personnel with the tools needed to learn, instruct, and
administer in an efficient and effective manner. However, many opportunities to improve the
district’s processes exist. Overall, ValienteHernandez P.A. found that in meeting the goals of the
best practices

» the district needs to improve its planning processes for technology;

» the district provides “just-in-time”support for technology resources; *

» the district needs to improve its professional development in the area of technology;

» the district needs to improve its processes for acquiring technologies;

» the district promotes and practices safe, ethical, and appropriate uses of technology; and

» the district maintains a management information system that provides needed data in a
reliable, timely and cost-efficient manner.

Exhibit 6-1
The District Has Many Notable Accomplishments in Administrative and
Instructional Technology

The district connects all its 42 schools plus 7 work centers to its wide area network and 75% of the
district’s classrooms are connected to the Internet.

The district considers the total cost of ownership when acquiring its workstations.
The district has mostly modern computer workstations at its high schools.

The district has implemented websites for internal and external users.

The district has adopted a comprehensive acceptable use policy for its technologies.
Each school within the district develops a unique technology plan.

! Just-in-timeis a system popularized by the productivity of Japanese industry, which involves attempts to reduce
costs and improve workflows by completing tasks “just-in-time” to be efficient and effective.
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e The district has established a math, science, and technology magnet school at the elementary school
level.

e The district equitably distributes Public Schools Technology Fund monies to schools based on FTEs.

e Curriculum within the district includes advanced technology training such as, A+ Technology
certification, Ciscorouter certification and, in the next school year, will include Oracle Internet
Academy.

« The National Association of Educational Technology Specialists has recognized district staff for
their innovative programs integrating technologies, education, and business processes.

e The district makes available 101 laptops to students through the Title | 7ake Home Technology
program.

Source: Lake County School District.

Overall, ValienteHernandez P.A. found that:

Technology Plan

» The district has not solicited and used broad stakeholder input in developing an integrated
learning system and in setting priorities for administrative and instructional technology
decisions. (Page 6-7)

»  While the district’s technology plan meets the state requirements, it does not have the
comprehensive level necessary to provide direction for adequate administrative and
instructional technology decision making. (Page 6-11)

“Just-in-Time” Support
e The district’s primary means of providing technology support to school instructional
personnel is through in-service trainers and school-based technology facilitators. (Page 6-17)

* The district provides technical support for educational and administrative systems in the
district. (Page 6-18)

» The district provides technical support for hardware, software, and infrastructure in a timely
and cost-effective manner. (Page 6-22)

Professional Development
» Although the district provides technology training to its instructional and non-instructional
staff, it can improve its performance. (Page 6-26)

e The district does not provide adequate professional development for the instructional
technologies. (Page 6-28)

Appropriate Technologies
» The district bases its technology acquisitions on instructional needs and makes technology
acquisitions based on those needs. (Page 6-34)

* While some technology acquisitions are well planned, the district needs to improve its
technology acquisition methods to ensure that it makes the best informed and cost-effective
decisions. (Page 6-39)
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» The district has not established standards for acquiring new programs and digital content that
promote the integration of technology into everyday curricular needs. (Page 6-45)

» The district has a stable and efficient infrastructure. (Page 6-48)

Uses of Technologies

» The district has established and communicated a policy stating appropriate uses of all types of
technology resources, including computers, video equipment, software and the Internet.
(Page 6-48)

» The district supports compliance with the established policy on safe and legal use of
technology resources. (Page 6-50)

Data Access and Integrity
» The district segregates duties to reduce the risk that unauthorized transactions will be entered
and not discovered quickly. (Page 6-50)

» The district’s user controls ensure authorization prior to processing transactions and ensure
all output represents authorized and valid transactions. (Page 6-51)

» The district’s applications are designed to provide users with reliable data. (Page 6-52)

» The district has not established all the general controls needed to promote the proper
functioning of the management information systems department. (Page 6-52)

* The district’s management information system provides data need by administrative and
instructional personnel in a reliable and timely manner. (Page 6-54)

* The district has taken steps to minimize the number of databases that are independent of its
centralized computer systems. (Page 6-56)

» The district is not taking advantage of the technology available to increase efficiency through
image processing systems. (Page 6-57)

Fiscal Impact of Recommenaations

Most recommendations have little or no fiscal impact as they can be implemented utilizing existing
resources of the district. For the purposes of this chapter, existing resources are considered to be funded
positions.

As indicated in Exhibit 6-2, three action plan items have a fiscal impact. One of these action plans includes
a one-time cost avoidance through the successful implementation of the district’s currently licensed
instruction management software. The rationale for arriving at a cost avoidance here is that the district
will inevitably need to automate its instructional management process, and it has already expended
significant amounts of money and resources to acquire, install, and train staff related to this instructional
management software.

The district will benefit by implementing a district-wide document imaging, storage, and retrieval system.
The cost of this system is arrived at through an analysis of documenting handling costs and any benefits
are contingent on a successful implementation of this system. Lastly, reinstating the position of In-Service
Trainer will also help the district gain operative effectiveness.

ValienteHernandez P.A. 6-3



Administrative and Instructional Technology
Exhibit 6-2
Implementing the Recommendation for Administrative and Instructional

Technology Will Have a Five-Year Fiscal Impact of $1,250,000 in Increased
Costs, a One-Time Cost Avoidance and in Cost Savings

Fiscal Impact: Cost Savings/Increased Revenues or
(Increased Costs)

Action Plan and Year Year Year Year Year
Strategy 2001-02 2002-03 2003-04 2004-05 2005-06 Total

Reinstate In-Service
6-3 Trainer for TERMS
System $(40,000) $(40,000) $(40,000)  $(40,000) $(40,000)  $(200,000)

Implementing
existing licensed

68 software (One-Time
Cost Avoidance) 0 0 0 0 1,000,000 1,000,000
District-wide
Implementation of

6-13 a Document

Imaging, Storage
and Retrieval
System 0 0 (300,000) 375,000 375,000 450,000

Total $(40,000)  $(40,000) $(340,000)  $335,000 $1,335,000 $1,250,000

Source: ValienteHernandez P.A.

Background

As we move into a global economy, society in the 21st Century is becoming critically dependent on
information and information systems. Our educational institutions need to be at the forefront of
technology if we are to progress to a global economy. Successful educational institutions will be the
providers of individuals that are self-directed, self-motivated, lifelong learners, productive members of the
workforce, and contributing citizens. The opportunities for these individuals are virtually unlimited in a
global society.

Within a school district, technology serves to meet the needs of students and teachers with its
instructional technologies and meet the needs of administrators, teachers, and non-instructional staff with
its administrative technologies.

The district’s instructional technology affects student performance by enabling students to access and
analyze information, solve problems, collaborate with others, and effectively communicate their thoughts
and ideas. Additionally, instructional technology provides teachers with tools to provide for students
needs in computer literacy and by providing curriculum support.

The district depends heavily on facts, statistics, and other data from its information systems. District staff
must have access to accurate and timely information in order to effectively manage the district’s resources
by making informed decisions. The district uses its administrative technologies to obtain and analyze this
information.
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For its administrative and instructional technologies, the district has assigned the responsibility for
maintaining its information systems to the Management Information Systems (MIS) department, formerly
known as the Lake County Schools Technology department. Exhibit 6-3 shows the organizational
structure of the department. The district’s organizational structure is further discussed in Chapter 3 of this
report.

Exhibit 6-3
Current Organization of the Lake County School District’'s Management
Information System (MIS) Department

Lake County Schools David Coggshall
MIS Supervisor
Management Information Services

Organizational Flow Chart

Glenda Longacre
Records Clerk Specialist

Sharon Swearingin

Sherry Dye Clerical Assist. Technology
Technology Trainer
Mike Ryan -
Technology Trainer Stanley Smith
= Printer/Custodian

Harris Jacobs Lou Hahn Glen Reubelt
Information Services Manager Senior Network Engineer Technology Manager

Kathy Dawkins Geneva Shaw Denise Hilling Michael Jordan Timothy Ross
Sr. Program Analyst Computer Operator Help Desk Network Admin. |PC Software Tech.
Jane Southard Ginger Domingus (Vacant) Kasoon Partap Sonja Triplett
Sr. Program Analyst Computer Operator Trainer PC Software Tech. [Vac Software Tech.
Donald Adams Ronald Jones Donald Linger
Program Analyst PC Repair Tech. | PC Repair Tech.
Kenneth Albritten James Pepper Robert Yasko Queen Hubbard
Program Analyst ‘Heather Hamilton PC Repair Tech. | PC Repair Tech. Duplicator Technician
James Battle Syst. Support Spec. Richard Hatch Mike Jimenez Sarah Clark
Program Analyst Electrician Maint. Worker II1 TSA, Basic
Courtney Makela Hernandez Smith
Program Analyst Duplicator Equip. Operator

(Vacant)
Duplicator Equip. Operator

Theresa Kridel
Duplicator Equip. Operator

Source: Lake County School District.

The mission of the department is “to provide for the installation, support, and maintenance of technology
systems, hardware, and software to assist in the education of students and the completion of
administrative tasks in the Lake County School System.” The department is currently focused on building
and maintaining its infrastructure and administrative technology.

The district currently utilizes 7otal Education Record Management System (TERMS) on an older
mainframe platform to meet its current administrative information needs. The department is in the
process of replacing this mainframe platform with an IBM AS/400 system and will implement an upgrade
to its TERMS system in two phases. The first phase will begin in the summer of 2001 and will include the
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financial functions of the TERMS system. The second phase is expected to occur no later than the summer
of 2002 and will upgrade the educational information system.

Instructional technologies include but are not limited to computer hardware and software; televisions;
monitors; projection devices; video cassette recorders; satellite receiving stations; telecommunication
equipment; calculators; assisted/adaptive devices; alternative input devices; scanners; voice generation
equipment; video discs; compact discs (CD/CD-ROM); DVD players and recorders, video editing
equipment and cable television.

School principals are empowered to make many instructional technology decisions for their schools using
individual and unique technology plans. Instructional technologies currently being utilized in the district
include computer systems that operate in an Apple Macintosh (MAC) environment or in a Microsoft
Windows (Windows) networked environment. Since the district began using instructional technologies in
a predominantly MAC environment, it has an abundance of licensed software for its MAC platform and is
in the process of building its software library for the Windows environment.

The district has over half of its workstations wired for network access, 40 schools out of 43 schools have
been connected to the district’s wide-area network (WAN) and correspondingly to the Internet. However,
because the district’s methodology for monitoring Internet usage relies on Windows standards, many
classrooms and computer labs that have computer systems operating in a MAC environment are not
allowed access to the Internet.

Methodology

ValienteHernandez P.A. used a variety of methods in assess the district’s performance related to the best
practices for administrative and instructional technology. ValienteHernandez P.A. reviewed 10 self-
assessment instruments and associated documentation prepared by district staff; interviewed over 30
individuals representing all areas within the district; visited five (5) operational locations, and nine (9)
schools or educational centers representing all levels of education; and conducted surveys of all of the
stakeholder groups.

Finaings and Recommenaations

Technology Plan

Goal A: The district has a school board-adopted technology plan that
supports overall district educational and operational goals, is
aligned with state and federal initiatives, and is supported by a
budget.
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1 The district has not solicited and used broad stakeholder input in
developing an integrated learning system and in setting priorities
for administrative and instructional technology decisions.

The District Does Not Annually Assess Its Technology Needs

The district has no committee with specific responsibility for recommending district technology priorities;
reviewing and making recommendations on major information systems projects; and making
recommendations for, and monitoring the development and implementation of, the district technology
plan. Developing a comprehensive technology plan will include setting of priorities; currently, priorities
are being decided on urgency, effect of the overall operations, budgetary constraints and availability of
qualified personnel to implement the desired action(s). However, setting priorities needs to be a
consequence of a comprehensive, well thought out, process with pre-determined goals and time frames to
which resources are dedicated, and for which responsibilities are assigned to those best suited to carry
them out. Logically, priorities need to be decided by the highest level of responsibility (the school board),
with input, recommendations, and action plans flowing from a diverse representation of stakeholders.

To help guide its technology decisions, the district has established two technology committees. One, the
DATA committee, comprises users; the second, the Technology Oversight Committee (TOC), comprises
appointees by the school board and superintendent. The DATA committee is charged with helping
allocate technology resources and overseeing the work of the MIS department; it is also responsible for
updating the district’s MIS plan. The TOC is charged with looking at specific issues relating to technology,
such as developing the criteria to guide future workstation acquisitions.

However, neither committee is composed of members who are representative of all stakeholders.
Although neither committee has roster showing all of its members, the attendees listed in committee
minutes indicate that the committees do not have representation from the operational areas of, among
others, curriculum, food services and transportation. In addition, neither committee has solicited or used
broad stakeholder input in developing an integrated learning system and in setting priorities for
administrative technology decisions.

Furthermore, neither committee conducts formal assessments of district and school level technology
needs. Although schools conduct their own needs assessments, these assessments are not always
comprehensive, nor are they connected to an overall, district-wide needs assessment that can be used to
develop an integrated learning system and set priorities for administrative and instructional technology
decisions.

Without a formal needs assessment process, committee recommendations for meeting the district’s
technology needs may not consider the needs of all stakeholders. It is essential that a documented and
integrated process, well thought out, with district-wide representation, be implemented with district-wide
coordination and set time frames, monitored at the assistant superintendent level, with periodic reporting
to the Superintendent and the school board.

Based on the survey results in Exhibit 6-4, ValienteHernandez P.A. concludes that the district needs to
further facilitate stakeholder input by soliciting a broad range of stakeholders. The results show that while
board members and most school principals feel that their input is being considered in developing and
implementing the district’s technology plan, other groups of stakeholders, especially teachers (61%), gave
indication that the district can improve its efforts to facilitate and gather stakeholder input.
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Exhibit 6-4
The District Needs to Further Facilitate Stakeholder Input
SURVEY GROUP
(N=total population Strongly Strongly
s = sample size; Agree or  Disagree or
n = respondents) Question Agree Disagree Don't Know
The district solicits your
feedback when developing
Board Members and implementing its
(N=5;n=4) technology plans. 66.7% 0% 33.3%
School Principals
(N=84; n=52) (Same as above) 77.6% 18.4% 4.1%
Teachers
(N=1,761; n=850) (Same as above) 31.4% 60.6% 7.9%
District Staff
(s=45; n=19) (Same as above) 31.3% 56.3% 12.5%
School Advisory Council
(N=600; n=280) (Same as above) 51.1% 28.7% 20.2%

Source: Surveys conducted by ValienteHernandez P.A. in April 2001.

Recommenaqations

»  We recommend that in order to insure accountability within the district, the School Board
appointed Technology Oversight Committee (TOC) needs to direct the technological
planning activities of the district, assist in the development of high level issues and act as
liaison between the Superintendent, the School Board and the DATA Committee.

»  We recommend that in order to provide the district with details for needs assessments,
technology plans, and feedback, the DATA Committee needs to be an advisory group to the
TOC Committee. This committee should be made up of representatives of a broad range of
Stakeholders and have subcommittees to address in detail components of the district’s
technology system.

»  We recommend that prior to updating its technology plan, the district must ensure that a
broad needs assessment is performed.

»  We recommend that the district annually conduct an assessment to identify district
technology needs. This process should integrate the current process for school-level needs
assessment. District-wide recommendations resulting from needs assessments needs to
include the items below.

— Hardware, software, platform and network standards

— Disaster recovery policies and procedures

— Strategies for timely replacement and upgrading of hardware and software
— A recommended list of software

— The level of technology support available to schools
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— A plan for distributing state technology fund allocations

— Equity of technology in schools

— Professional development needs

— Policies and procedures that impact technology use

— Aavice on technology grant applications/proposals

— Meeting the data needs of administrators to assess program performarnce and cost-
efficiency

— A schedule for updating the district technology plan

e 7o further facilitate broad stakeholder input, we recommend that the district consider
publishing a draft of its updated technology plan on its website and provide for e-mail
comments from all stakeholders. Notification of this solicitation of comments should also be
made through traditional means using existing newsletters and other district publications.

As an important part of meeting this recommendation, the district should consider the use of
Students in the vocational/technical programs to augment support. To have students carry
out tasks related to the website is not sensitive to the district, and it is appropriate to students
as part of a class project.

»  We recommend that the district designate a subcommittee within the DATA Committee to
receive, summarize, review, and recommend comments from stakeholders.

*  We recommend that the district modify its draft of technology plan based on valid input from
all stakeholders prior to board adoption.

Action Plan 6-1 shows the steps needed to implement these recommendations.

Action Plan 6-1

Soliciting and Using Broad Stakeholder Input

Recommendation 1

Strategy

Restructure the School Board Appointed Technology Committee.

Action Needed

Step 1: Create a governance document for the committee.

Step 2: Obtain board approval for the governance document.
Step 3: Create regularly scheduled meetings of this committee.
Step 4: Provide for subcommittees based on functional activities.

Who Is Responsible

The Superintendent and the school board.

Time Frame

May 1, 2002

Fiscal Impact

This can be implemented with existing resources.
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Recommendation 2

Strategy

Restructure the DATA Committee.

Action Needed

Step 1: Create a governance document for the committee that ensure
representation form all technology users.

Step 2: Obtain board approval for the governance document.
Step 3: Create regularly scheduled meetings of this committee.
Step 4: Provide for subcommittees based on functional activities.

Who Is Responsible

The Superintendent and the school board.

Time Frame

May 1, 2002

Fiscal Impact

This can be implemented with existing resources.

Recommendation 3

Strategy

Perform a broad needs assessment.

Action Needed

Step 1: Establish the appropriate subcommittee and assessment team.
Step 2: Determine the scope of the needs assessment.

Step 3: Perform the needs assessment.

Step 4: Report on the needs assessment and solicit board approval.

Who Is Responsible

The school board-appointed Technology Committee.

Time Frame June 1, 2002
Fiscal Impact This can be implemented with existing resources.
Recommendation 4
Strategy Modify the draft version of the Technology Plan based on valid stakeholder

comments.

Action Needed

Step 1: Designated subcommittee reviews stakeholder comments for valid
comments.

Step 2: Summarize stakeholder comments to facilitate consideration by the full
DATA Committee and the School Board Appointed Technology (TOC)
Committee.

Step 3: After consideration of stakeholder comments, modify the draft version

of the technology plan prior to board adoption.

Who Is Responsible

The school board-appointed Technology Committee and the DATA Committee.

Time Frame October 1, 2002
Fiscal Impact This can be accomplished with existing resources.
Recommendation 5
Strategy Publish a draft version of the District’s Technology Plan on the district’s website.

Action Needed

6-10

Step 1: Obtain necessary approval from the Superintendent to publish draft
plan for comments.

Step 2: Format draft plan to facilitate comments (number paragraphs).

Step 3: Design a web page that includes the draft plan, comment form and a
submission mechanism-e-mail or submission page.

Step 4: Publish web page.
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Step 5: Promote awareness of the web page through existing publications.

Who Is Responsible

The school board-appointed Technology Committee, the DATA Committee, and
the district’s webmaster.

Time Frame August 15, 2002

Fiscal Impact This can be implemented with existing resources.
Recommendation 6

Strategy Designate subcommittee to review stakeholder comments.

Action Needed

Step 1: Based on the governance provisions of the DATA Committee, select
members of a subcommittee that will receive, summarize, review and
recommend comments from stakeholders.

Step 2: Review and summarize the comments.
Step 3: Prepare a summary of valid comments.
Step 4: Recommend changes as appropriate.

Who Is Responsible

The DATA Committee.

Time Frame July 31, 2002

Fiscal Impact This can be implemented with existing resources.
Recommendation 7

Strategy Conduct annual assessments of the district’s technology needs.

Action Needed

Step 1: Annually, review and summarize the technology assessment of needs
provided by the schools.

Step 2: Annually, create or modify technology assessment of needs for
administrative purposes.

Step 3: Annually, create or modify technology assessment of needs for district-
wide purposes after considering school-level and administrative needs.

Who Is Responsible

The school board-appointed Technology Committee and the DATA Committee.

Time Frame

Before June 30 in each year.

Fiscal Impact

This can be implemented with existing resources.

2 While the district’ technology plan meets the state requirements, it
IS not comprehensive enough to provide direction for adequate
administrative and instructional technology decision making.

The district currently has a board-approved District Technology Plan (the Plan) with its stated purpose “fo
enhance learning and productivity through the use and integration of instructional technology.” The Plan
was created in 1995, and last updated in 1998, to include fiscal years through the 1999-2000 year. It
includes estimated expenditures for the 2000-01 fiscal year. Per state’s request, the plan was readopted for
the 2001 calendar year. The plan describes major technology initiatives in detail and has been successfully
used to obtain funding through various state and federal technology grants.

The goals stated in the plan are measurable, however, the district is unable to document the measurement

of its successes. Although the district did not specifically monitor the plan’s implementation, according to
district staff, 56 of the 65 recommendations made by the plan were fully implemented, five (5) were
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partially implemented, and four (4) were overly ambitious and, accordingly, not implemented at all. These
recommendations are illustrated in Exhibit 6-5.

The district’s annual budget provides funding for major technology initiatives such as school wiring and
equipment acquisitions as described in the plan.

Exhibit 6-5
Recommendations Made by the District Technology Advisory Committee
in the District’s Technology Plan 1995-2000

Recommendations Partially Not
Goal Made Implemented Implemented Implemented
Access - to provide the
education community
with access to
technology. 19 13 4 2

Technology

Competencies — to
develop proficiency in

the use of technology

for the purpose of

gathering, examining,

and using information. 28 28 0 0

Utilization - to

demonstrate that

traditional delivery of

information can be

altered and enhanced

through the

integration of

technology. 3 2 1 0

Training — to provide

staff development for

personnel in the

effective use of

technology. 6 4 0 2

Funding - to provide
funds to insure
implementation of the
Lake County District

Technology Plan. 9 9 0 0
Totals 65 56 5 4
Percentages 100% 86% 8% 6%

Source: ValienteHernandez P.A. interviews and site visits.

The district’s plan contains many useful elements but, unfortunately, it does not contain many elements
that would be indicative of the use of best practices. The plan has not been updated annually; it was last
revised in 1998. As a result, the plan contains hardware and software standards that are outmoded. In
addition, it is not comprehensive. For example, it does not address administrative technology needs.
Exhibit 6-6 addresses the missing elements and areas in which the plan can be improved.
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ValienteHernandez P.A. noted when reviewing the minutes for the DATA Committee’s meeting in May of
2001, that the district was working on an update to the technology plan but it has re-adopted the 1995-
2000 district technology plan for yet another year. The reason cited for the delay in developing a new plan
was that the state had not finished its model plan. Exhibit 6-7 shows recommended elements the district
should consider when developing a technology plan.

Exhibit 6-6
Improvements That Should Be Made to the District’s Technology Plan

e The plan does not adequately include administrative technologies. The technology plan fails to
consider mainframe strategies and is mainly focused on the primary function of the district — the
delivery of educational services. Data needed to effectively manage educational and operational
programs is also not considered in the district’s technology plan. Administrative support
technologies need to also be considered in the plan.

e The plan is not updated annually. Annual reviews of hardware, software and data interoperability
standards should be considered annually and included in the update of the plan. The plan should
be updated in its entirety, at least once every three years; ideally it would be best to perform an
annual update prior to the district’s budget process.

* The plan estimates expenditures needed to implement strategies, but vaguely identifies funding
sources to provide the required revenues. These funding sources should be reasonably estimated
and applied to the technology initiatives included in the plan.

e The district has no mechanism in place to reconcile technology decisions that are not consistent
with the plan. In the past, the district has made decisions that are not consistent with the plan and
has not adequately documented the reason for these decisions. The district should install a
mechanism for decisions that are inconsistent with the technology plan to be evaluated and
documented.

* The district has no governance regarding responsibility for the plan’s development and monitoring
activities. As discussed in Action Plan 6-1, the district should create governance documents for its
technology committees. The documents should contain committee and subcommittee
responsibilities, including the responsibilities for developing and monitoring the implementation of
the technology plan.

e The plan does not assign responsibility for implementing strategies. The plan should consider who
is responsible for implementing its strategies.

* The plan needs to provide better guidance relating to the implementation timeline for its major
initiatives. This may be accomplished by specifying a timeframe for the implementation of each
recommendation in the plan.

e The plan does not consider advances in technology. This does not require clairvoyance; however, it
does require an understanding of what technologies are emerging. An example of this is in wireless
technologies, which seem to be becoming more prevalent. Wireless technologies may include
discrete electronic devices that interact with each other as in Bluetooth™ technologies or IEEE
802.11b compliant equipment. These devices may have merit for the district. This type of planning
activity is certainly easier to do on a short-term basis and probably would be an element of the
technology plan that is changed annually.

« The plan touches upon network and infrastructure concerns, but does not provide detailed
information. This area could be expanded on to project future server requirements, bandwidth
requirements, network wiring, routing schemes and plan for these future needs. Another example
is the district will most likely convert all servers and workstations to the Windows 2000™ platform
to take advantage of Active Directory™ among other features.
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« The plan does not provide for professional development and technology support to both schools
and district offices. Support and professional development need to be integral parts of the
technology plan.

« Individual school technology needs should tie back to the district-level plan and the district needs
to implement a mechanism to facilitate this process.

Source: ValienteHernandez P.A. review.

Exhibit 6-7
Elements to Consider When Developing a Technology Plan

Executive Summary. The technology plan should become a policy statement that provides guidance to
all areas of the district. As such, it must have a brief summary of the salient points that will enable
district leaders to quickly get an understanding of the more critical aspects of the plan.

Vision for Technology. One of the most important parts of a plan is the vision that tells district staff
and community members alike what effect technology will have on the learning process and
environment. The vision should be far-reaching and bold. It must describe briefly and succinctly the
educational environment that is to be created through the use of technology.

Technology Goals and Objectives. Once a vision has been adopted, goals and objectives should be
created as a means of achieving the vision. Both long- and short-range goals and objectives should
be established. Specific goals and objectives should also be defined for various components of the
plan.

Set the Scope. One of the early decisions of the planning committee should be a determination of the
scope of the plan. For example, will the plan address: all technology? only administrative uses? only
instructional uses?

Software. This section would outline the plans for acquiring and using various types of software
resources. An initial set of software standards and an ongoing process for keeping those standards
up-to-date should be established.

Hardware. This section would provide information pertaining to hardware acquisitions, upgrades,
replacement schedules, maintenance and support. An initial set of hardware standards and an
ongoing process for keeping those standards up-to-date should be established.

Infrastructure. Infrastructure refers to connectivity: the extent to which teachers, students and
administrators have school-wide, district-wide, statewide and worldwide access to information and
people. The plan should define the connections that will be established as a means of supporting
technology use throughout the district. It should also address connectivity standards, both
specifying an initial set of standards and identifying how standards will be kept current.

Staff Development. Investing in technology will not achieve desired results unless staff receive training
in how to use it. The technology plan should include a staff training needs assessment and identify
the types of training that will be made available, to whom it will be provided, and with what
frequency.

Organization and Staffing. Of almost equal importance to planning for technology is the establishment
of an organizational structure that will ensure that the technology plan is carried out. Adequate
staffing is critical. For an effective technology program, there must be an adequate level of
maintenance and support to its technology uses. The plan should include an analysis of these needs
and allocate sufficient personnel resources to address them.

Cost Projection. Since funding is often the greatest challenge to implementing a technology plan, it is
critical that the plan specifies the amount of funds needed to fully implement the plan. The plan
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should identify sources of funding that will be used to support the technology initiatives. A
technology plan without consideration of funding is not really a plan, only a wish list.

Time Lines. Just as cost schedules are needed to fully inform district leaders, so too, are implementation
schedules.

Evaluation Process. If there is to be an effective means of judging the success of the plan, both an
evaluation process and evaluation criteria must be established. The evaluation process should be
directly related to the accomplishment of the plan’s goals and objectives.

Source: Previous OPPAGA reviews.

Recommendations

We recommend that the district update its technology plan.

The district’s current technology plan is outdated, we recommend that the district modify its
plan to reflect changes in the district’s needs and to take advantage of the recent advances in
technology.

We further recommend that the district need not wait for the Florida Department of
Education to develop standards, as the district requires effective planning to provide
guidance and leadership district-wide in the area of technology now.

We recommend that the district include elements and modifications of the technology plan
such as those identified in Exhibits 6-6 and 6-7.

We recommend that the district design and implement a monitoring system to assess the
effectiveness of the technology plan with respect to its goals and objectives.

We recommend that the district annually review its technology plan in conjunction with the
annual needs assessment.

Action Plan 6-2 shows the steps needed to implement these recommendations.

Action Plan 6-2
Developing, Implementing, and Monitoring the District’s Technology
Plan
Recommendation 1
Strategy Draft an update to the district’s Technology Plan (See also Action Plan 6-1,
Recommendations 3 through 6)
Action Needed Step 1: Establish the appropriate subcommittee and section teams.

Step 2: Establish the plan framework.
Step 3: Begin soliciting stakeholder input.
Step 4: Write the plan in draft form.

Who Is Responsible ~ The DATA Committee.

Time Frame May 1, 2002, through August 1, 2002.

Fiscal Impact This can be implemented with existing resources.
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Recommendation 2

Strategy

Updating the district’s Technology Plan (See also Action Plan 6-1,
Recommendations 4 through 7)

Action Needed

Step 1: Develop the framework for the plan.

Step 2: Assign manageable tasks to appropriate subcommittees.

Step 3: Collaborate on a draft document.

Step 4: Publish the draft document and solicit input from stakeholders.

Step 5: Consider the stakeholders comments and revise document as necessary
Step 6: Solicit school board approval for the technology plan.

Step 7: Publish the technology plan.

Who Is Responsible

The school board-appointed Technology Committee and the DATA Committee

Time Frame August 1, 2002, through October 1, 2002.
Fiscal Impact This can be implemented with existing resources.
Recommendation 3
Strategy Consider including elements from Exhibits 6-6 and 6-7 in the Technology Plan.

Action Needed

Step 1: When developing the plan’s framework include consideration of these
elements.

Step 2: Consider these elements again during collaboration.

Who Is Responsible

The school board-appointed Technology Committee and the DATA Committee.

Time Frame May 1, 2002, through October 1, 2002.
Fiscal Impact This can be implemented with existing resources.
Recommendation 4
Strategy Design and implement a system to monitor outcomes and relate them back to

the Technology Plan.

Action Needed

Step 1: During the design of the technology plan consider how achieving goals
and objectives will be measured.

Step 2: Design a system to monitor outcomes in relation to the technology plan.
Step 3: Report on these outcomes.

Step 4: Consider modifying the technology plan for those goals and objectives
not be achieved.

Who Is Responsible

The school board-appointed Technology Committee and the DATA Committee.

Time Frame October 1 through May 30 of each year.

Fiscal Impact This can be implemented with existing resources.
Recommendation 5

Strategy Conduct an annual review of the Technology Plan.

Action Needed

6-16

Step 1: Consider the monitoring reports.

Step 2: Consider changes in technology.

Step 3: Consider the district’s annual needs assessment.

Step 4: Propose changes to the district’s technology plan as necessary.
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Who Is Responsible  The school board-Appointed Technology Committee and the DATA Committee.

Time Frame Before May 30 of each year.

Fiscal Impact This can be implemented with existing resources.

Just-in-Time” Support

Goal B: The district provides “just-in-time” support for all technology
resources in place and in use at the district.

3 The district’s primary means of providing technology support to
school instructional personnel is through in-service trainers and
school-based technology facilitators.

The district provides formal and informal support to assist educators in incorporating technology into the
curriculum. This is accomplished by using “/n-service trainers”and “school-based technology facilitators.”

The district has two teachers that serve as “/n-service trainers.” These in-service trainers provide
professional development opportunities to the district’s instructional personnel by providing training in
instructional technology and its integration into the curriculum for the district. In addition, to help the
district oversee and provide advice related to technology purchases, one of the in-service trainers reviews
all technology related purchase requisitions district-wide and provides training to school-based
technology facilitators in screening technology work orders and purchase orders for appropriateness and
compatibility with district systems. To help with this oversight function, the MIS department updates the
district’s recommended hardware and pricing information web site on a regular basis.

The district provides training and equipment for “school-based technology facilitators”(also known as
“technology contacts™). These facilitators are teachers who voluntarily assume the responsibility to
provide instructional technology support at the school level. The objective of the technology facilitator
program is to provide each campus with a trained person who can solve minor problems, provide
knowledgeable advice, and assist with in-service training. Additionally, these facilitators assist and
provide advice related to technology work orders. Principals, teachers, and district support staff find these
individuals very useful in providing faster response to support issues thereby increasing efficiency and
effectiveness of the district’s technology support infrastructure.

Initially, facilitators received 60 hours of in-service training. In addition, technology facilitators are
required to take update sessions at various times during the school year that amounts to an additional 6
hours of in-service training. The original 60-hour in-service technology facilitator program is described in
Exhibit 6-8.
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Exhibit 6-8
Original Technology Facilitator Training

Week | — Technology Facilitator Training

Introduction to Windows 95/NT, Wordand Excel.

Introduction to the Internet and its uses in the classroom

Creating HyperStudio projects

Care and maintenance of the computer; screening of technology work orders and purchase orders

Evaluating hardware and software for purchase

Week Il — Integrating Technology Into the Curriculum

Management techniques for one-computer classroom
Technology and the Sunshine State Standards

Using technology as a “real world”tool

Developing computer and online projects, lesson plans, and activities
« Cooperative and interdisciplinary projects

« Rubrics and other assessment techniques

« Combining the computer with other technologies

Source: Lake County School District.

4 The district provides technical support for educational and
administrative systems in the district.

As mentioned under Goal B, Best Practice 1, above, the district provides technical support at both the
district-level through “in-service trainers”and at the school level through “school-based technology
facilitators. ” Additionally, the district provides support services for its servers and workstations through a
network administrator, software technicians, personal computer (PC) repair technicians, and an
electrician. A senior network engineer provides support for the network infrastructure.

The district provides support for its mainframe administrative technologies through various elements: an
Information Services Manager, a Systems Programmer, six Programmer Analysts, two System Operators
and a help desk. Another element of support for the district’s administrative system is the Mainframe
Trainer. This position however was eliminated over a year ago and administrators currently rely on
previously trained individuals to provide hands-on training to new administrative staff.

In addition, the district has established procedures to ensure that the hardware and software it acquires is
compatible with its standards. The district has published its recommended hardware and price lists on its
internal web site and uses the Florida Department of Education (DOE) Educational Software Catalog for
its instructional software standards. The MIS department reviews each technology related purchase
requisition for compatibility with established standards and the school-based technology facilitators have
been trained in reviewing these requisitions. As noted in Exhibits 6-9 and 6-10, non-conforming hardware
and software may still be acquired based on the needs; however, the district notifies the users that
support of these items may be their responsibility.
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Exhibit 6-9
The District’s Policy on Supported Hardware and Software

“The Lake County Schools Technology Department (LCTD) supports computer systems for the
advancement of student learning and district wide administrative tasks. Technical support means
advice and recommendations for purchasing, the report of component parts within economic limits, the
installation and connection of TCP/IP networking, and installing operating system software.
Nonstandard applications software and configuration is the responsibility of users. It is the purpose of
this support policy to encourage the standardization of equipment, software, systems, repair parts, and
techniques to facilitate the efficient operation of the department. The current recommended platform is
a Pentium-based clone with Microsoft software, especially if it is to be paced on the LCSB_NET.”

Source: Lake County School District.

Exhibit 6-10
The District’s Policy on Donated Equipment

“Donated equipment will be supported only when prior written approval has been received from the
technology department. To be approved, donated equipment must be equivalent to currently
supported equipment standards. Donated equipment is also subject to applicable Lake County
School Board Policies.”

Source: Lake County School District.

The district has a wide range of computing platforms, which increases its technology support efforts and
costs. Most of the district’s mission critical data is stored on a variety of computing platforms. This district
has an older IBM ES/9000 mainframe platform, its replacement IBM AS/400 system running TERMS;
Windows 2000 servers and workstations; Windows NT servers and workstations; Windows 98
workstations; and Apple Macintosh Mac OS X, OS 9, OS 8.6, and OS 8. Currently, the district’s primary
data interoperability standards between its mainframe and workstations are text based. The large number
of computing platforms limits the districts ability to implement other more efficient data interoperability
standards. Data interoperability standards allow for information to flow from one platform to another,
ideally in the most efficient manner.

For its future computer technology decisions the district has elected to use the AS/400 System with
Windows 2000 servers and workstations as it primary supported platforms. The district’s plan is to have
the AS/400 System completely operational and all district workstations servers operating on the Windows
2000 platform during the summer of 2002. The plan calls for the Apple Macintosh equipment to be used
only in those specialized areas where such equipment is necessary, and Macintosh stations will not be
used to connect to the district’s databases.

When the platform conversions have been completed, the district will be able to receive and store
information on all of its databases in a more efficient and easily supportable manner. Potentially, the
district will experience reduced support costs by backing fewer systems. The district could also potentially
reduce costs by combining the help desk and some workstation support functions, and by cross-training
individuals to provide more diverse support to system users.

The district maintains a traditional help desk to answer support questions for its mainframe operations as
well as a PC support staff to answer support questions for its workstations. If support calls were directed
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to one help desk that has sufficient expertise in mainframe as well as workstation support, the district
could provide its users with better support services.

Recommenaqations

*  We recommend that the district immediately reinstate the position of Mainframe Trainer.

»  We recommend that the district include updated versions of its hardware and software
standards in its technology plan and consider annual modifications as technology progresses.

»  We recommend that the district update its support policy presented in Exhibit 6-9 to include
current hardware and software standards.

*  We recommend that the district document its current interoperability standards and project
those standards to be implemented as it consolidates its the diverse computing platforms.

*  We recommend that the district combine the help desk and workstation support functions.
Telephone support staff would need to be cross-trained to provide mainframe and PC

workstation support,

Once the help desk and workstation support functions are combined, we recommend the
district assess the existing staffing needs and consider using the gained efficiency in carrying
out jobs such as the maintenance of the district’s website.

Action Plan 6-3 shows the steps needed to implement these recommendations.

Action Plan 6-3
Developing, Implementing, and Monitoring the District’s Technology
Plan
Recommendation 1
Strategy Reinstate the Mainframe Trainer position.

Action Needed Step 1: Review and update the current job description.
Step 2:  Advertise the position.
Step 3: Interview candidates.
Step 4:  Hire the most qualified individual.
Step 5: Train the employee.
Who Is Responsible  Director of Human Resources and the Supervisor, MIS Department
Time Frame May 1, 2002
Fiscal Impact The fiscal impact of this recommendation is $40,000 per year.
Recommendation 2
Strategy Update hardware and software standards in the Technology Plan.

6-20

ValienteHernandez P.A.



Administrative and Instructional Technology

Action Needed

Step 1: Document the current standards (See Action Plan 6-2).

Step 2: Provide these standards to the subcommittee developing the plan’s
framework include consideration of these elements in accordance with
Action Plan 6-2.

Step 3: Consider these standards annually.

Who Is Responsible

The school board-appointed Technology Committee and the DATA Committee.

Time Frame May 1, 2002, through October 1, 2002.

Fiscal Impact This can be implemented with existing resources.
Recommendation 3

Strategy Update the district’s support policy.

Action Needed

Step 1:  As the result of recommendation 2 above, update the district’s support
policy.

Step 2: Obtain approval of policy.

Step 3:  Publish the revised policy.

Who Is Responsible

The school board-appointed Technology Committee and the DATA Committee.

Time Frame March 1, 2002 through October 1, 2002.
Fiscal Impact This can be implemented with existing resources.
Recommendation 4
Strategy Define the district’s interoperability standards for current and future computing

platforms.

Action Needed

Step 1: Consider the monitoring reports.

Step 2: Consider changes in technology.

Step 3: Consider the district’s annual needs assessment.

Step 4: Propose changes to the district’s technology plan as necessary.

Who Is Responsible

The school board-appointed Technology Committee and the DATA Committee.

Time Frame March 1, 2002 through October 1, 2002.
Fiscal Impact This can be implemented with existing resources.
Recommendation 5
Strategy Combine the help desk function with workstation support. Cross-train support

personnel to provide better support to system users.

Action Needed

Step 1:  Cross-train individuals on basic levels of support.

Step 2:  When hiring or promoting technical support personnel ascertain the
degree of potentially upgrading their knowledge; diversity in training
is to be a paramount consideration for promotion of support personnel.

Step 3: Combine selected (all if possible) workstation support functions with

that of a central help desk.

Who Is Responsible

The Supervisor, Management Information Systems Department.

Time Frame

May 1, 2002

Fiscal Impact

The cost savings would be minimal.

ValienteHernandez P.A.
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5 The district provides technical support for hardware, software, and
infrastructure in a timely and cost-effective manner.

The district’s MIS department provides district-wide and school-based technical support for all of its
administrative and instructional technology areas. The district budget properly allocates funds to utilize
external and in-house support services: outside vendors perform installation and warranty services;
district staff performs all other support services in-house.

The district also has the ability to maintain a high ratio of computers to technical staff as a result from a
number of actions it has taken to provide technical support in an efficient manner. For example, the
district has 43 school-based technology facilitators that provide initial technology support at the school
level. These individuals have been trained to solve a wide range of technology problems and, in many
cases, are able to clear a problem before a work order is created. These facilitators provide the district with
a valuable resource and save the district from having to hire additional support staff to provide the same
level of support. As a direct result of this action, the district is able to maintain a ratio of computers to
district-wide technical support staff of approximately 455 to 1 (11 district-wide technical support staff that
service approximately 5,000 instructional and non-instructional computers).

The district also has effective work order and communications systems. The district maintains an
electronic work order process on its mainframe. This work order system allows the technology manager in
charge of PC support to prioritize work orders, schedule work orders for completion, review open work
order status, and provide statistical information related to service calls. Additionally, the district uses email
effectively to communicate and discuss possible solutions with school-based technology facilitators prior
to generation of a work order.

Since most support issues are software related, the district maintains standard images of typical
workstations to restore the system to district default settings if all other options fail. Given that the district
uses network drives for data storage and encourages their use, the loss of data through restoring
workstation images is low. This methodology also assists the district in providing technical supportin a
timely and cost-effective manner.

The district has policies covering computer equipment repair and obsolete equipment. The district’s
computer repair policy, presented in Exhibit 6-11 provides a reasonable basis for equipment repair and
solutions to situations not covered by the policy. The policy includes a table, which is updated regularly,
listing the equipment to be supported. Also included is the district’s obsolete equipment policy as Exhibit
6-12. This policy is appropriate for the district, it has established no time frames for the replacement or
recycling of this equipment because the district feels that if the equipment is operating and providing
services as its intended use, then replacement is not necessary.

Notwithstanding the efficiencies enumerated above, the district can further improve its technical support
function by developing a system to monitor its services and encouraging technicians to become certified.
Additionally, the district should establish support benchmarks or a system to monitor the efficiency and
effectiveness of its technical support services.

The district offers a variety of internal and external training opportunities for its technicians; however, not
all technicians are certified in their fields. The certification process is a good way of ensuring continuing
professional development and should be considered when evaluating competencies. The district will
benefit by encouraging its technical support staff to obtain additional certification in their respective
fields. Staff can receive training for additional certification through the districts vocational/technical
school.
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The district’s vocational/technical school offers superior technical training. The Lake Technical Center
provides training for certification in A+ Computer Repair and A+ Certified Computer Service Technician.
Additionally, the center has training in C/SCO Internetworking Academy, Web Design Services, and
many software products used by enterprises today.

Exhibit 6-11
Lake County School District Repair of Computer Equipment Policy

“The technology department will repair computer equipment based on the age and the value of the
equipment, To be repaired by the technology department, equipment must meet guidelines stated in
the tables below. Equipment not meeting these guidelines will be purchased at salvage value or
returned to the department or school for disposition.

Schools and departments sites that have urgent repair needs that cannot be met by the LCSD have the
option of purchasing contracted services that can meet the need. The technology department must
approve such purchases.”

Source: Lake County School District.

Exhibit 6-12
Lake County School District Obsolete Equipment Policy

“The rapid rate of technological change in the computer industry makes the issue of obsolescence
critical to the technology department. The replacement of aging equipment is primarily a school
responsibility. Funds for purchasing new equipment must be used not only for additional equipment,
but also for replacement of equipment.

As computers age, the economic feasibility of repairing them diminishes. For example, PC based 386
computers and Mac based L C and older equipment is not economical to repair. The Technology
Department will maintain a list of obsolete equipment that may not be repaired. The list will contain
computers, monitors, printers, and peripherals. The cost of new parts and technicians labor is simply
too high to justify the repair.

Technicians will visit school and department sites to perform repairs. Obsolete equipment that is not
readily repairable (5-10 minutes) at the school site, it will be returned to the technology ship for
evaluation. If the department has new or previously salvaged parts that can renew the item in a timely
fashion, repairs will be performed and the item will be returned to the school. However, if the
department determines an item is beyond economical repair, the department may offer to purchase it
for its salvage value (see current tablef. Schools may elect to decline the salvage value and request the
return of the item. If returned, the item will no longer be eligible for district support or future salvage
reimbursement.

In situations where other failed machines can be used as a source for parts, and when technicians can
make a quick repair, older machines may be repaired at the option of the department. The users of
older systems should be budgeting for replacement equipment or repair by outside contractors.”

Source: Lake County School District.

2 The table referred to in the Obsolete Equipment Policy was omitted for the purpose of this report.
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While the District Generally Provides Timely Support, There Is Room to
Further Improve Responsiveness

ValienteHernandez P.A. found, through interviews and analysis of service calls, that computer support
service calls rarely exceeded five working days for non-critical issues and that critical issues were generally
handled immediately. Survey results however, indicate there is room for improvement. As shown in
Exhibit 6-13, approximately one third of responding teachers and principals felt that the district did not
provide technical response in a timely manner. Fifty-five percent (55%) of the district staff that responded
to the survey gave a similar response.

As mentioned earlier, the district can improve by establishing support benchmarks or a system to monitor
the efficiency and effectiveness of its technical support services. For example, although the district has a
system to monitor the timeliness of its support staff in resolving technology problems, it does not have a
system for assessing responsiveness to technical assistance requests made by schools or administrative
staff. Furthermore it does not periodically assess customer satisfaction with technical assistance services.

Exhibit 6-13

There Is Room to Further Improve the Area’s Responsiveness

SURVEY GROUP

(N=total population Strongly Strongly

s = sample size; Agree or  Disagree or

n = respondents) Question Agree Disagree Don't Know
School Principals The district provides technical

(N=84; n=52) response in a timely manner. 66.7% 33.3% 0.0%
Teachers

(N=1,761; n=850) (Same as above) 61.1% 34.3% 4.6%
District Staff

(s=45; n=19) (Same as above) 38.9% 55.6%0 5.6%

Source: Surveys conducted by ValienteHernandez P.A. in April 2001.

Recommenaqations

»  We recommend that the district encourage its support technicians to obtain certifications in
their respective fields.

»  We recommend that the district’s MIS department establish client service goals and develop
benchmarks to measure these by.

o We recommend that the district’s MIS department bill out its support services to end users,
this will provide a basis for determining the effectiveness of support services when coupled
with a job costing system. End users will become accountable for their technology choices.

Action Plan 6-4 shows the steps needed to implement these recommendations.
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Action Plan 6-4
Recommendations to Improve Computer Support Services

Recommendation 1

Strategy

Encourage technicians to obtain certifications.

Action Needed

Step 1: Counsel with each uncertified technician and determine what the
barriers are and ways to overcome them.

Step 2: Consider incentives for certified technicians.

Step 3: Consider certification as a minimum employment requirement for
technical support personnel.

Who Is Responsible

Assistant Superintendent for Business and Support Services; Supervisor,
Management Information Systems Department.

Time Frame

By the summer of 2002 to coincide with Windows 2000 district-wide
implementation

Fiscal Impact

This can be implemented within existing resources; however, the district will
have to determine the cost of incentives, which potentially may be fit within the
current salary requirements.

Recommendation 2

Strategy

Establish customer service goals and benchmarks to measure the results.

Action Needed

Review services rendered.

Identify ways service can be improved within existing resources.
Create measurable client service goals.

Step 4: Begin collecting measurement data.

Step 5: Publish client service goals and measurement data
stakeholders.

Step 6: Look for more opportunities to improve service.

Step 1:
Step 2:
Step 3:

results to

Who Is Responsible

Assistant Superintendent for Business and Support Services; Supervisor,
Management Information Systems Department; subordinate staff.

Time Frame June 1, 2002

Fiscal Impact This can be accomplished with existing resources.
Recommendation 3

Strategy Bill end users for support services.

Action Needed

Step 1. Establish a fee schedule based on costs.

Step 2: Provide end users with a budget for these support services.
Step 3: Provide bills to end users through the work order system.
Step 4: Post internal activity to the general ledger.

Step 5: Provide end users with usage statements.

Who Is Responsible

Assistant Superintendent for Business and Support Services; Supervisor,
Management Information Systems Department; Fiscal staff.

Time Frame

May 1, 2002

Fiscal Impact

This can be accomplished with existing resources.

ValienteHernandez P.A.
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Professional Development

Goal C: The district provides comprehensive and appropriate professional
development in the use of technologies to educators,
administrators, and support staff.

6 Although the district provides technology training to its
instructional and non-instructional staff, it can improve its
performance.

The district provides technology training to its instructional and non-instructional staff. This professional
development is aligned with the district’s strategic plan and the current technology plan and is supported
by a line item in the budget. District strategies for providing professional development opportunities to
educators include computer lab training at the Learning Resource Center, workshops provided during the
summer months, on-site and individual training as needed, and distance learning. In addition, the district
maintains an outstanding professional development center with a technology lab that is equipped with
state-of-the-art computer equipment and adequately staffed with technology trainers.

However, published guidelines regarding the district’s training strategies do not exist. In addition to
methods of delivery of this training, these guidelines should include the skill level expectation of
instructional staff by grades taught and what additional technology training would benefit the
instructional staff. The district should consider utilizing its web site to publish these guidelines and link
users to distance learning opportunities.

As evidenced by past experiences, the district effectively plans for training prior to procuring new
equipment. The district planned to train staff when implementing its instructional management
(Abacus™) and library management (Follett™) systems. However, the district is currently upgrading its
TERMS system and needs an in-service trainer for TERMS. It is important that the district have adequate
professional development resources for all of its critical systems.

The district does not perform a district-wide annual needs assessment for technology. A component of
this needs assessment should be an assessment of instructional and administrative staff’s need for
professional development with respect to technology.

In addition, the district does not have a professional development plan that reflects its vision of
integrating technology to enhance and enrich the learning environment and to improve administrative
support. This professional plan should include professional development activities for administrative,
instructional, and non-instructional personnel.

Based on survey results indicated in Exhibit 6-14, over forty percent (40%) of school principals and
teachers that responded to the survey indicated that the district can improve its provision of training on
new equipment and technologies. Two-thirds of administrative staff responding agreed that training
needs improvement. This condition will be greatly improved if the district implements the
recommendation to reinstate the position of Mainframe Trainer. This recommendation is described in
detail through Action Plan 6-3, Recommendation 1.
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In addition to providing technology training, the district needs to assess the technology skills of its

instructional

and non-instructional staff. The district’s teacher assessment instrument includes a

technology component, however, it has not developed performance criteria for the technology skills of its
administrators and non-instructional staff. Without such criteria, the district cannot target its technology
training to staff whose skills need improvement.

Exhibit 6-14

The District Can Improve Its Technology Training

SURVEY GROUP

(N=total population Strongly Strongly

s = sample size; Agree or Disagree or

n = respondents) Question Agree Disagree  Don't Know
The district provides adequate

School Principals training on new equipment

(N=84; n=52) and software acquisitions. 56.8% m 2.3%

Teachers

(N=1,761; n=850) (Same as above) 53.6% [42.7%) 3.7%

District Staff

(s=45; n=19) (Same as above) 16.7% 66.7% 16.7%

Source: Surveys conducted by ValienteHernandez P.A. in April 2001.

Recommenaqations

We recommend that the district perform a needs assessment with respect to its professional
development plan. Action Plan 6-1, Recommendation 7 presents the steps necessary to
accomplish this recommendation.

We recommend that the district reinstate the position for in-service trainer for its TERMS
System. Action Plan 6-3, Recommendation 1 presents the steps necessary to accomplish this
recommendation.

We recommend that the district establish performance criteria for both instructional and non-
instructional staff that include technological skills. See Action Plan 6-5, Recommendation 1,
below.

We recommend that the district publish on its web site the professional development
opportunities for the district including links to distance learning when applicable. See Action
Plan 6-5, Recommendation 2, below.

Action Plan 6-5 shows the steps necessary to implement this recommendation.
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Action Plan 6-5
Recommendations to Improve Professional Development

Recommendation 1

Strategy Establish performance criteria that include technological skills.

Action Needed Step 1: Establish performance criteria, which includes technological skills,
applicable to administrators based on job descriptions.

Step 2: Measure these criteria.
Step 3: Provide feedback to individuals.

Who Is Responsible  Superintendent, Director of Human Resources, and Supervisor of the
Professional Development Department.

Time Frame May 1, 2002, through September 1, 2002.

Fiscal Impact This can be implemented with existing resources.

Recommendation 2

Strategy Include Professional Development Guidelines and Opportunities on the district’s
website.
Action Needed Step 1: Determine information to include (e.g., descriptions, times, MIP points).

Step 2: Design web page.
Step 3: Publish on web site.

Who Is Responsible  Supervisor, Professional Development Department, and the District’s Web

Master.
Time Frame May 1, 2002
Fiscal Impact This can be implemented with existing resources.

7 The district does not provide adequate professional development for
the instructional technologies.

The district has a professional development department and provides some training in instructional
technologies. However, it needs to significantly improve this training in order to meet the best practice.

Professional Development Requires District Commitment

As a strategy in reaching its goals, the district has included a training element in its strategic plan. In
support of this strategy, the district provides budgeted funds for professional development. The district
maintains the Learning Resource Center, a centrally located professional development center. The district
also provides its instructional staff several professional development opportunities in terms of method of
delivery and timing. The district offers summer workshops, distance learning through Connected
University, on site training, and individual training when appropriate.
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However, the district does not make full use of its training resources. ValienteHernandez believes that the
in-service trainers and the Learning Resource Center are under utilized resources. As illustrated in Exhibit
6-15, technology trainers are routinely assigned administrative functions within the MIS department and
throughout the district. While this is a good use of excess time available by the trainers, it should not
reduce the level of effort directed at performing their essential functions. These in-service trainers should
be concentrating on professional development plans, planning diversified course offerings, and
concentrating on the quality of the in-service training that they provide.

Exhibit 6-15
Job Description for Technology Trainer

Essential Functions
* Researches software and technology for possible application.

< Provides technical assistance to facilitate the use of technology based communication networks at
local schools.

e Assist all staff in their use of technology.
e Trains staff for the integration of technology into the total school environment.

« Participates in the design, coordination, and provision of instructional technology in-service
opportunities for all staff.

« Models the use of technology in lessons for teachers.

e Provides software training at local schools and in labs.

e Assists in writing, compilation, and dissemination of curriculum at all levels.
e Assists in the compilation of data to evaluate current programs and projects.
* Provides assistance with minor troubleshooting of hardware and cabling.

* Maintains inventory: hardware, peripheral devices, software, including licensing for district
technology lab.

« Participates in grant writing and grant management.
»  Develops written instructions/procedures for use of hardware/software.
e Participates in district technology planning.

< Attends/participates in technology related committees/conferences at local, state, and national
levels.

e Pursues training to update skills needed in technical areas.
e Participates in and facilitations software selection committees.
« Performs related duties as assigned.

Source: Lake County School District.

The district attempts to integrate technology into the curriculum, but it is not successful in doing so. As
indicated in the background section at the beginning of this report, the district has an abundance of
software for its MAC environment and is in the process of building its instructional software library for its
Windows environment. Yet, as shown in Exhibit 6-16, its professional development workshops focus on
Microsoft Office products. While these products are very important in real world applications, the district
has many other opportunities to integrate technology into the curriculum. School-based technology
facilitators represent a resource the district can draw upon to integrate technology into the curriculum.
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The district should consider broadening its workshop offerings for instructional technologies. As shown in
Exhibit 6-17, fifty four (54%) percent of the teachers responding to the survey disagreed with the
statement “ The district provides professional development on integrating technology into the
curriculum.”

Exhibit 6-16
Professional Development Workshops for January Through May
Night or Master In-Service

Workshop Day Saturday Plan (MIP) Points
Word 2000 —
Part 1 2 dates 1 date 6-9
Part 2 2 dates 1 date 6-9
Part 3 2 dates 1 date 6-9
Excel 2000 -
Part 1 2 dates 1 date 6-9
Part 2 2 dates 1 date 6-9
Part3 2 dates 1 date 6-9
Access 2000 -
Part 1 2 dates 6-9
Part 2 2 dates 6-9
Part 3 2 dates 6-9
PowerPoint 2000 -
Part 1 2 dates 1 date 6-9
Part 2 2 dates 1 date 6-9
Part 3 2 dates 1 date 6-9
FrontPage 2000 —
Part 1 2 dates 1 date 6
Part 2 2 dates 1 date 6
Windows NT - 2 dates 6
Outlook 2000 — 2 dates 6
Internet Exploration — 1 date 6
Adobe PageMaker — 1 date 6
Microsoft Publisher 2000 - 1 date 6
HyperStudio — 1 date 6
Making the Grade — 1 date 6

Source: Lake County School District.

In addition, the district does not have an adequate mechanism to assess the effectiveness of its
professional development program. Currently, the district requires trainers to keep attendance records
and course exit surveys. However, exit surveys cannot measure how effective the training was in
improving trainee skills or their ability to do their jobs more efficiently.

The district also needs to provide administrators and non-instructional staff with more time during the
workday to learn and work together to accomplish the district’s mission and goals. Usually this type of
training for administrators and non-instructional staff can be accomplished by scheduling it during non-
peak workload timeframes, thereby reducing the need to hire additional staff during training. As shown
in Exhibit 6-17, approximately one third and a little over one half of responding principals and district
administrative staff respectively, give indication that the district needs to consider additional professional
development opportunities for its administrative and non-instructional staff in technology.
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In addition to the Microsoft Office products, the district has opportunities to provide for development of
its administrative and non-instructional staff development. Some examples and areas that could be
expanded on are:

» the TERMS System by functional area,
» the SNAPS System for food service operations, and
» work orders for maintenance and support functions.

Exhibit 6-17
The District Can Improve Its Instructional as Well as Its Non-
Instructional Training

SURVEY GROUP
(N=total population Strongly Strongly
s = sample size; Agree or  Disagree or
n = respondents) Question Agree Disagree Don't Know
The district provides
professional development
Teachers on integrating technology
(N=1,761; n=850) into the curriculum. 21.0% 53.1% 25.6%
The district provides a
variety of opportunities in
terms of time, location, and
delivery mode for district
School Principals staff to obtain technology
(N=84; n=52) training. 71.4% 28.6%) 0.0%
District Staff
(s=45; n=19) (Same as above) 38.5% 53.8% 7.7%

Source: Surveys conducted by ValienteHernandez P.A. in April 2001.

We noted that the district considers sources other than in-service training. In fact, the district encourages
its personnel to attend local conferences. For example, during DATA committee meetings, members are
encouraged to participate in the Florida Educational Technology Conference. This conference provides an
excellent forum for professional development, providing 4% days of professional development workshops
on a broad range of technology topics. The conference is usually held in Orlando, so the travel costs of
district staff attending this conference should be reasonable. However, there are times when non-local
conferences and meetings relative to technology are appropriate and useful.

The district supports memberships in professional organizations for its staff. Memberships in professional
organizations enhance professional development by allowing individuals to interact with their peers. This
facilitates discussion of relevant issues among peers that in turn broaden their knowledge of their
expertise, thereby benefiting the district.
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Recommenaations

*  We recommend that the district restrict administrative functions assigned to in-service
trainers.

*  We recommend that the district improve its professional development opportunities for
instructional technologies.

*  We recommend that the district develop a system to better measure the effectiveness of in-
service training. Consider exit surveys two weeks after the training has occurred ask
questions such as:

— Do you feel the training was helpful?

— What percent of the training do you feel that you retained?

— Has the training impacted positively on your job efficiency?

—  Would you recommend this training to your peers?

— What other course offerings would benefit you, your peers, or the district?

»  We recommend that the district increase the opportunities for professional development in
technology for its instructional and non-instructional staff.

*  We recommend that the district provide staff with more professional development time.

Action Plan 6-6 shows the steps needed to implement these recommendations.
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Action Plan 6-6
Recommendations to Improve Professional Development

Recommendation 1

Strategy

Restrict administrative functions provided by In-Service Trainers.

Action Needed

Step 1: Review the administrative work performed by In-Service Trainers.
Step 2: Consider reassigning these functions within existing staff.

Step 3: Provide in-service trainers with more time to provide professional
development opportunities within the district.

Who Is Responsible

Supervisor, MIS Department

Time Frame

May 1, 2002 through August 31, 2002.

Fiscal Impact

This can be implemented with existing resources.

Recommendation 2

Strategy

Improve professional development opportunities for instructional technologies.

Action Needed

Step 1:  As part of Action Plan 6-1, Recommendation 5, include in the needs
assessment a section for the district’s professional development,
specifically on integrating technology into the curriculum.

Step 2:  Consider how to best meet those professional development needs.

Step 3: Develop a plan to meet those needs.

Who Is Responsible

Supervisor, Professional Development Department.

Time Frame May 1, 2002 through October 1, 2002.
Recommendation 3
Strategy Develop a better system to measure in-service training effectiveness.

Action Needed

Step 1. Establish measurable performance criteria for determining training
effectiveness.

Step 2: Measure these criteria.
Step 3: Provide feedback to in-service trainers.

Fiscal Impact This can be implemented within existing resources.
Time Frame May 1, 2002 through October 1, 2002.
Fiscal Impact This can be implemented with existing resources.

ValienteHernandez P.A.
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Recommendation 4

Strategy Improve professional development opportunities for administrative and non-
instructional staff.

Action Needed Step 1: As part of Action Plan 6-1, Recommendation 5, include in the needs
assessment a section for the district’s professional development of the
administrative and non-instructional staff.

Step 2: Consider how to best meet those professional development needs.
Step 3: Develop a plan to meet those needs.

Who Is Responsible  Supervisor, Professional Development Department.
Time Frame May 1, 2002 through October 1, 2002.

Fiscal Impact This can be implemented with existing resources.

Recommendation 5

Strategy Provide staff with more professional development time.

Action Needed Step 1: Determine ways that time that staff can work professional development
into their normal work schedule.

Step 2: Provide more professional development opportunities to the staff.

Who Is Responsible  Superintendent, Supervisor, Professional Development Department.

Time Frame June 1, 2002

Fiscal Impact This can be implemented with existing resources.

Appropriate Technologies

Goal D: The district identifies and acquires the appropriate technologies
needed to improve educational and administrative performance.

8 The district bases its technology acquisitions on instructional needs
and makes technology acquisitions based on those needs.

The District Acquires Technology That Meets Instructional Needs and Is
Aligned with the Sunshine State Standards.

Individual schools base their technology acquisitions on instructional needs and make technology
acquisitions based on those needs. ValienteHernandez P.A. found that each of the selected nine schools
visited had a technology plan. Some plans were more comprehensive that others, but all contained an
analysis of their instructional needs and used this information to apply for Educational Technology
Funds.

The district uses a software evaluation form, which is included in its technology plan. The district also
uses the DATA Committee and other meetings of educators as mechanisms to evaluate the result of
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previous technology decisions. While reviewing minutes of such meetings, ValienteHernandez P.A. noted
that these groups provide a forum to discuss instructional technology issues. An example of this occurred
during a recent meeting, when results from the use of Accelerated Reader and future related workshops
were discussed at length. The DATA Committee also approves the allocation of the Florida Public School
Technology Funds that many schools use to fund instructional technology.

In 1996, State Board of Education approved the Sunshine State Standards to provide expectations for
student achievement in Florida. These standards were developed for arts, foreign language, health,
language arts, mathematics, physical education, science, and social studies. The district aligns its use of
technology-related instructional materials to the Sunshine State Standards by acquiring these instructional
materials using the DOE’s Educational Software Catalog as a basis for many acquisitions. Exhibit 6-18
provides an example from the Educational Software Catalog to show how the district aligns its
acquisitions of technology-related instructional materials to the Sunshine State Standards.

Exhibit 6-18
Example of the District’s Alignment of Technology-Related Instructional
Materials to the Sunshine State Standards

2001-2002 Fiorida Educational Software Caiatog
Hyperstudio 4.0

*luniple  *Sunshine State
Knowledge Adventure * Grade K- Aaulr e

Itatigencas Stanciardas

Students and teachers can build interactive lessons and  multimedia LA.A.Z2

presentations by combining text, graphics, animation, movie clps, and sound

using tho hypormodia-bascd program MyperStudio. The fites {calod Msteoks")
are compriscad of individual backaground scrocns {(know ms cards } that arc s
linked together and are conuolied by butons. Bunons can be programmed 2.9
o perform many functions! move 1© another card or stack] launch ancother
applicatian; play @ saund, QuickTime maovie, videodise, or CORROM; start an n
animation; keep a rumning test score; or access the Internet. New features in

version 4.0 incilude! support for ‘drag and drop’ deveiopment, whereby &
students can click and drag any slement supported by HyperSwudio dirrecuy

onto @ card; an ntegrated Meodia Litrary Browser which maps tha contonts of

the Mecdia Eibrary foider; a Curricuium Conternt Library which allows tems o

e categorized oy maoth contert type E=Tal] curriculum foocus; frternet
enhancements, erhancement  of  ready-made cords, Hyperloge  "Ciiek
Programming,' ana “Sracktoge’ which allows students to save stacks as

stand alone programs. lhe program includes a large variety of clip art images,

builtin paint toels, sound samples, movie samples, integrated color, frame and
pathrbaised  animation,  resibtime  video  digitiziog,  rescyemace tempiates,

staryhanrd stack acditor, and an ilustratacd manual

SPECIAL FEATURES: Macintesh and Windows interoperability and file type
campatibiity  for  graphics  and  sauncd  are  proviged.  Win HyperStuaio
Medialinks, the program connects 1o a predetermined Internet site, downicads
the fite, and ioads the image in the cliprart selection window. HMyperStudgio
supports other devices inciuding the Apple Video Ouertay Caird, Edmark
ToucthWindeona, handheld scannors, digital cameras, and aucho or  vidao
<igyitizers, HyperSiudio 4.0 aso includes Morph 2.5 in which students can
create QuickTime or AVI movies that smootnly transition from one obhject or
image to another, as well as create warping and caricature effects of  stll
images or creste dynamic morphs between hawa digital movies. Builtin teatures

for spaecial needs incliudes Special Access New Bunon Actions,

*NOTE: Correiations to additional Sunshine State Standards ang Muniple
P

hteliigences witl depend upon selected activities.

Hybria CD
Lak Pack 5 stations $ 232.40 Diskovery Educational Systems
Lab Pack 15 startieans $ 617.40 Diskovery Educatianal Systerms
Siter License 25 saations $871.51 Diskovery Educational Systerms
Site License 35 staticons $ 1 ,1 10.28 Diskovery Ecucational Systenns

Plo not send purchase orders to DOE. Reference Bia #2001-08 on all purchase orders.

Page 35

Source: Florida Department of Education — Educational Software Catalog.
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Allitems included in the catalog are aligned with the Sunshine State Standards; however, many popular
software titles used by district schools are not included in this catalog. These instructional materials are
aligned to the appropriate standards by the software vendor themselves or by the district subsequent to
evaluation.

The District May Be Able to Make Better Use of Distance Learning
Opportunities

School districts in Florida are able to take advantage of educational enhancement opportunities offered by
“distance learning” (classes being conducted at a remote location, transmitted via satellite or similar
technology to sites throughout the state). Although classroom teaching is preferable, distance learning is a
cost-effective enhancement to existing educational programs when the learning experience is not being
offered locally.

As illustrated in Exhibit 6-19, the district and most of its peers (with the notable exceptions of Santa Rosa
and Charlotte) show a low utilization of distance learning opportunities. Possible negatives of using
distance learning are that, depending on the number of participants, it may not necessarily be less
expensive than classroom teaching and the district may, depending on variables, lose some FTE funding.
Some examples of distance learning being used by the district include the Florida High School, cable TV
programming, and satellite programming. Through Florida High School, students are able to take courses
in business computer technology, computer education, English, family and consumer sciences, foreign
language, mathematics, physical education, research and critical thinking, science, and social studies.
Students can earn one-half to two credits depending on the course.

Additional distance learning opportunities that the district should consider include inter-school
collaboration through video conferencing via in-school studios or web cams. There are also numerous
distance learning opportunities on cable television and on satellite transponders. For other distance
learning opportunities FIRN offers links to various distance learning instructional resources at
http://www.firn.edu/instruct/distance.html.

Exhibit 6-19
Percentage of Students Receiving Instruction Through Distance Learning

Total
Santa St Peer
Curriculum Area Lake Alachua Charlotte Okaloosa Osceola Rosa Johns Group

English 11% 2% 21% 3% 1% 72% 5% 14%
Foreign Language 1% 0% 0% 0% 0% 20% 2% 3%
Language Art 11% 3% 24% 5% 6% 92% 16% 20%
Mathematics 8% 0% 22% 4% 5% 72% 13% 15%
Music and Art 6% 0% 25% 2% 4% 63% 6% 13%
Science 14% 2% 26% 6% 6% 93% 13% 20%
Social Studies 14% 3% 26% 3% 6% 98% 14% 20%

Source: Florida Department of Education.
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The District Provides Many Opportunities for Students to Enter Post-
Secondary Education or the Workforce in the 21% Century

Of the selected schools to be visited during our process, ValienteHernandez P.A. noted that all had a basic
level of technology training with a focus on practical applications that are widely used in business and in
post-secondary education today, especially at the high school level. The district has a variety of business
and technical course offerings at the secondary level that are conducive to skills needed for post-
secondary education. Equipment at each of the high schools visited was exceptionally up to date, and the
course offerings were conducive to teach skills that would be needed for future success.

Additionally, the district has a superior vocational and technical training center. Its course offerings, use of
technology, and facilities were excellent, however, as discussed earlier, utilization of the capacity of this
facility could be improved.

When ValienteHernandez P.A. surveyed 600 School Advisory Committee members; 186 of the 280
respondents (66.4%) believed that the district provides opportunities for students to utilize technologies in
order to graduate with skills needed for post-secondary education and employment in the 21* century.

However, ValienteHernandez P.A. noted a major deficiency in the use of technologies in the foreign
language area; none of the schools visited had language labs. The district has no foreign language course
offerings in the elementary schools and middle schools ValienteHernandez P.A. visited. As the world’s
economy becomes more integrated in the 21* century, foreign language understanding is a particularly
valuable skill to possess.

In addition, the district needs to develop a process to evaluate student outcome resulting from
technology. For example, the district could assess the technical skills of its graduating students. The
district was unable to demonstrate that it has a process to measure outcomes resulting from technologies.

Recommenaations

*  We recommend that the district undertakes a needs assessment of foreign language skills
requirements for its current and near future students based on the realities of 21" century
employment prospects and integrate the curriculum with possibilities offered by distance
learning opportunities.

e The district needs to increase its awareness of opportunities in distance learning as an
alternative to classroom delivery when the subject matter is not being offered and when costs
makes distance learning a viable option. .

e The district needs to develop a process to measure the impact technology has on student
outcomes.

Action Plan 6-7 shows the steps needed to implement these recommendations.
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Action Plan 6-7

Recommendations Related to Acquisitions of Technologies

Recommendation 1

Strategy

Perform a foreign language skills needs assessment based on 21%-century
employment prospects and integrate and/or incorporate requirements with
distance learning opportunities.

Action Needed

Step 1: Determine who is best suited to perform a foreign language needs
assessment and assign the task to that person, task group, or
committee.

Step 2: Determine the scope of the needs assessment.

Step 3: Perform the needs assessment.

Step 4: Report on the needs assessment; make necessary recommendations to
remedy uncovered deficiencies.

Step 5:  Adapt curriculum to fulfill deficiencies uncovered by the needs
assessment.

Step 6: Identify opportunities for distance learning that are available where no
classroom alternative is possible.

Step 7: Include distance-learning opportunities into the curriculum to remedy
uncovered deficiencies.

Who Is Responsible

Assistant Superintendent for Instructional Services; Supervisor, Curriculum
Development; Instructional Staff.

Time Frame September 30, 2002
Fiscal Impact This can be implemented with existing resources.
Recommendation 2
Strategy Take advantage of more distance learning opportunities as alternatives to

classroom delivery when this option is not available and when associated costs
make it a viable alternative.

Action Needed

Step 1: Identify opportunities for distance learning that are available.

Step 2: Identify those curriculum areas that would benefit most by distance
learning.

Step 3: Identify potential number of students that be affected by the potential
enhancement of curriculum offered by the distance learning
opportunities.

Step 4: Obtain costs for delivery of the distance-learning subjects.

Step 5: Determine cost-effectiveness by obtaining the ratio of cost to number of
students identified.

Step 6: Include distance learning curriculum enhancements that are cost
effective.

Who Is Responsible

Assistant Superintendent for Instructional Services; Supervisor, Curriculum
Development; Principals and Curriculum Specialists.

Time Frame

September 30, 2002

Fiscal Impact

This can be implemented with existing resources.
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Recommendation 3

Strategy Develop a process to measure the impact technology has on student outcomes.

Action Needed Step 1: Review the district’s strategic plan.
Step 2: Review the goals and objectives in the district’s technology plan.
Step 3: Develop measurements for student outcomes related to technology.
Step 4: Measure these outcomes.
Step 5: Provide feedback to educators and administrators.

Who Is Responsible  Supervisor, Curriculum Department; Supervisor, Testing and Evaluation.

Time Frame September 30, 2002

Fiscal Impact This can be implemented with existing resources.

9 While some technology acquisitions are well-planned, the district
needs to improve its technology acquisition methods to ensure that
It makes the best informed and cost effective decisions.

The district needs to improve its technology acquisition methods to ensure that it makes cost effective
acquisitions. The district has based some if its technology decisions on solid planning and research, and its
technology compares favorably with that of its peers. However, it does not consistently research the cost-
effectiveness of its technology decisions and therefore has abandoned costly software.

Some Technology Decisions are Well-Planned and Cost-Effective

The district sometimes bases its technology acquisitions on the results of research, planning, and
evaluation of previous technology decisions. For example, during the 1999-2000 fiscal year, the School
Board appointed TOC (technology oversight committee) worked to adopt district standards for the
acquisition of computing equipment. As part of this process, consideration was given to the equipment
that the district had purchased in prior years and to what the total cost of ownership actually is.

The total cost of ownership involves the consideration of support and other costs, rather than just the cost
of purchasing hardware and software when making decisions to acquire new technology. These other
costs include professional development, support, replacement, retrofitting, and connectivity issues.

As the district decided to acquire and support the IBM AS/400 and Windows 2000 platforms, the district
considered data interconnectivity issues, remote administration, and other factors to reduce the total costs
of ownership. As illustrated in Exhibit 6-20, the initial costs of acquiring technology equipment is
approximately one-fourth of the total cost to be considered when making these acquisitions.
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Exhibit 6-20
Total Cost of Ownership Can Exceed Initial Acquisition Costs by 300%

mUnbudgeted = Budgeted

Source: Microsoft in Education.

The District’s Technology Compares Favorably With That of Its Peers

In the area of computer technology, the district is performing much better than most of its peer group
with more modern computers and less obsolete computers than the peer groups average. This is
illustrated in Exhibit 6-21.

Exhibit 6-21
Distribution of Computers Within Districts

Total
Instructional Santa St. Peer
Computers Lake Alachua Charlotte Okaloosa Osceola Rosa Johns Group
Power Mac 10% 6% 9% 7% 22% 2%  21% 12%
iMac, G3, G4 3% 4% 14% 10% 19% 1% 27%  11%
Pentium 19% 25% 11% 28% 6% 29% 3% 1%
Pentium 11/111 45% 20% 33% 32% 20%  53% 13%  31%
Older — Obsolete 23% 42% 26% 20% 28%  14% 31%  26%
Other Workstations 1% 4% 7% 4% 5% 0% 5% 4%

Source: Florida Department of Education.

The district currently acquires computer hardware that meets national standards. As the result of research
and evaluation by the TOC, the district now purchases nationally recognized computer brands that are
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easily supported and maintained. These systems have three-year warranties and are purchased with
Microsoft Windows NT or Windows 2000and Microsoft Office. The district also has standards for other
technology equipment. These are included in its recommended hardware list that is published on its
Internet site.

The district uses different purchasing strategies to lower costs of acquiring technology and instructional
learning systems and assists schools in negotiating purchase prices. The district takes advantage of state
bids and requests for proposals, piggy-backs with contracts of other jurisdictions, participates in
negotiation, and is able to obtain lower costs as a result of its purchasing strategies.

The district also provides assistance to individual schools in negotiating purchase prices with vendors for
technology acquisitions. Negotiated prices are posted on the district’s intranet site for all schools to utilize.

Technology Needs Assessments Needs to Precede Acquisition Decisions

The district does not conduct regular, systematic reviews of major technology decisions and support costs
to ensure that it spends its resources appropriately and in the most cost-effective manner. Even though, as
stated above, certain decisions are well-planned, such as the TOC assessed the district’s workstation
acquisition, the district’s decision making process is inconsistent. This can be exemplified by the district’s
decision to abandon the use of its instructional management software without a formal, thorough, and
documented assessment of what went wrong and whether if it could be remedied.

Costly Abandonment of Instructional Management Software, Abacus

During the prior fiscal year the district abandoned the use of its instructional management software, NCS
Abacus™ due to implementation failure. As a result this software is no longer being maintained or
operated by the district’s staff and its customer support agreement has expired. Some administrators and
instructional staff interviewed felt that this decision was premature.

The district needs to reassess its decision to abandon this software. As demonstrated in Exhibit 6-22, the
district heavily invested in and is currently licensed to use Abacus™. This software allows the district and
its instructional staff to link its curriculum to the National Content Standards, the Sunshine State
Standards, and any defined district or school-based standards. In addition it allows instructional staff to
monitor and report on student performance as individuals or in groups.

It seems that, eventually, the district will need to use technology to tie its curriculum to national, state and
local standards (refer to Chapter 5 Action Plan 5-6 for further discussion on this issue). There are
alternatives to the NCS Abacus™ system, such as the DOE'’s Interdisciplinary Curriculum Planning Tool
v2.1 (CPT). CPT is available for Apple Macintosh™ and Microsoft Windows 95/98™ platforms in versions
for elementary and secondary curriculum planning. However, many of the district’s workstations operate
on a Windows NT™ or Windows 2000™ platform, and CPT may not work properly.
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Exhibit 6-22
Costs Incurred to Implement Abacus™

External costs

Software $ 380,993
Support 36,232
Training 123,650
Scanners 131,290
Total external costs 672,165
Internal costs

Implementation 51,300
Training 557,360
Total internal costs 608,660
Total costs incurred $1,280,825

Source: ValienteHernandez P.A. Review.

During our interview process we noted several barriers against the successful implementation of
Abacus™, Comments of some of the individuals were as shown below.

*  Some users believed that the product was not user-friendly thereby inhibiting district-wide
implementation.

» Some users believed that the implementation schedule for the district was overly aggressive
and did not provide for project slippage.

» Project slippage occurred when schools scheduled for implementation did not have the
appropriate infrastructure in place for implementation (e.g., school not connected to district’s
WAN).

* Some users believed that the time that elapsed between the training of school staff and actual
implementation of the software at the school level took too long causing users to lose the
skills that they learned during training.

* Some users felt that the district’s administration was not committed to implementation of the
system, and it thereby failed due to lack of leadership.

» Some users felt that the district lacked the appropriate resources required to implement the
system.

* Some administrators reported that at the time of implementation, communications within the
district were inadequate and resulted in the inability to transfer required files to schools in a
timely manner.

There are several other Florida school districts such as Seminole and Sarasota that have the NCS Abacus™
product fully operational and are currently experiencing successful results. In Seminole, the system has
been in use for approximately five years and according to their MIS Department CIO, the district is
extremely satisfied with the results. He expressed that the product provides excellent curriculum
management ability to the whole district where even the K-5 teachers are involved. He said it was very
beneficial to implement the system using a phased approach and he believes that the key to success has
been to provide effective management to the project. Seminole county was featured in the television
program 60 Minutes for the use of Abacus™ in their high schools.

According to one of the Specialists in Professional Development of Sarasota schools, the district is very

excited about current results of Abacus™and at the present time, all 35 schools are actively linked with the
program. Sarasota is in its sixth year with the product, which has had multiple upgrades and changes in
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its architecture over the years. It has been a technology challenge to MIS she said, but the results are very
satisfactory and the product vendor is supportive. It was beneficial to Sarasota to start implementation
using a pilot and one of the current strengths is the ability to share models with other districts using the
system. Also, they have written a number of grants to be used in Abacus-related projects.

She also expressed that there many districts currently using Abacus ™ such as St. Lucie, Citrus, and
Marion. She explained that each district uses the software in a unique manner but the commonality is
they are all aligned with the Sunshine State Standards. Additionally, there is a Florida Abacus Users
Groupthat is a great source of support and information.

Since the district has made a significant investment in the NCS Abacus™ product, and several other
Florida school districts are currently utilizing the product with successful results, ValienteHernandez P.A.
believes that the district would be better served by implementing Abacus™. In order to implement this
software it will be necessary to remove the barriers to successful implementation, whether real or
perceived.

In implementing the Abacus™ or any other software system, the district should consider:

e ensuring that users receive adequate training simultaneous to each school’s implementation
of the system;

« using a few schools to pilot the system to allow for problems to be discovered and solved
before district-wide implementation;

» adopting flexible implementation schedules that are tied to the system’s goals;

» completing the WAN to ensure that every classroom can be connected to the new software;
» providing sufficient leadership and support to enable the system to succeed; and

» as barriers become evident, taking appropriate actions to overcome them.

The District Should Track Its Technology Support Costs and Charge
Them to Respective Cost Centers

As noted earlier, the district does not track its costs for installing and supporting technologies for its
schools or other cost centers. Consequently, the district cannot charge cost centers for the technological
support they receive. This would help principals and administrators make cost-effective decisions to
acquire or repair new technology. For example, cost centers currently must pay for the new hardware and
software they acquire, but do not pay for repairing or supporting those technologies. This could lead to a
principal’s decision to obtain a new component for an outmoded computer rather than purchasing a new
computer, even though such a decision would not be cost effective.

Recommenaations

»  We recommend that the district conduct annual reviews of major technology decisions.

»  We recommend that the district’s instructional management software (Abacus™ ) be
reevaluated to determine whether it should be re-implemented on a pilot project basis.

»  We recommend that the district modify work order system to track and report technician
time by cost center.
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e Our recommendation for billing for technology support services is noted in Action Plan 6-4,
Recommendation 3.

Action Plan 6-8 shows the steps needed to implement these recommendations.

Action Plan 6-8
Recommendations Related to Acquisitions of Technologies

Recommendation 1

Strategy Conduct annual reviews of major technology decisions.

Action Needed Step 1: Include as part of Action Plan 6-1, Recommendation 7, an assessment of
the costs related to major technology decisions.

Who Is Responsible  The School Board’s TOC Committee and the DATA Committee.

Time Frame By June 30 of each year.

Fiscal Impact This can be implemented with existing resources.

Recommendation 2

Strategy Reevaluate the possible implementation of Abacus™ as a pilot project.

Action Needed Step 1: Commit to making the project successful.
Step 2: Determine schools are each level that a candidates for the pilot project.

Step 3: Develop a realistic project plan that considers prior implementation
deficiencies as described above.

Step 4: Reinstall Abacus ™ server software.

Step 5: Install Abacus ™ client software a pilot sites.

Step 6: Provide support, through professional development to the pilot sites.
Step 7: Evaluate the project.

Step 8: Determine the next step.

Who Is Responsible  Superintendent; Assistant Superintendent for Curriculum and Instruction;
Supervisor of K-12 Curriculum and Instruction; Supervisor, MIS Department;
Supervisor, Professional Development Department; Supervisor, Testing and
Evaluation Department.

Time Frame May 1, 2002 through October 1, 2002.

Fiscal Impact Since it is extremely likely that the district will need to utilize some sort of
instructional management software as it improves its curriculum, the district will
save approximately $ 1,000,000 by keeping its current software. This is assuming
that replacement software will cost an equivalent amount.

Recommendation 3

Strategy Modify work order system to track and report technician time by cost center.

Action Needed Step 1: Determine if modification is practical.
Step 2: Modify work order screen to capture information.
Step 3: Include data in database.
Step 4: Develop management reports.
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Who Is Responsible  Supervisor, MIS Department.
Time Frame May 1, 2002, through October 1, 2002.

Fiscal Impact This can be implemented with existing resources.

10The district has not established standards for acquiring new
programs and digital content that promote the integration of
technology into everyday curricular needs.

The district has not established standards for acquiring new programs and digital content that promote
the integration of technology into everyday curricular needs. Instead, the district refers schools to the
DOE’s Educational Software Catalog. The software catalog is an excellent source of educational software
that is aligned with the Sunshine State Standards. However, it is not a complete listing of educational
software products. Additionally, this catalog does not include many other technologies that are available
to educators. Therefore, the district should consider developing its own process in which it would
evaluate all technologies available and provide technical support only for those technologies that it has
adopted as meeting its curricula needs and being compatible with its other technologies.

Exhibit 6-23 illustrates that the district is comparable to other Florida school districts in its choices of
instructional software. For example, over two thirds of its schools use Accelerated Reading Program; in its
peer districts, 62% of the schools use this software.

The district should include standards for acquiring digital content in its technology plan. These standards
should be reviewed periodically, as technology changes. An example of this will be in the area of
videotapes, which will eventually be replaced by DVDs or streaming video feeds.

Exhibit 6-23
Percentage of Schools Using Popular Instructional Software

Total
Educational Santa St. Peer
Software Used Lake Alachua Charlotte Okaloosa Osceola Rosa Johns Group
Accelerated Reader
Program 68% 60% 50% 67%  73% 53% 52%  62%
STAR Reading 57% 8% 15% 59%  63% 39% 24%  40%
Accelerated Math 9% 3% 15% 22%  20% 8% 7% 12%
STAR Math 14% 3% 4% 26%  30% 16% 7%  15%
Computer Curriculum
Corp. 2% 8% 0% 7%  50% 63% 14%  21%
Jostens/Educational
System 5% 45% 19% 24%  15% 1% 14%  19%

Source: Florida Department of Education.

Technology Resources Are Not Equitably Distributed Within the District

The district allocates a specific portion of its operating budget for technology acquisitions. In addition,
many of these acquisitions are funded through capital projects, grants, private funding and certain district

ValienteHernandez P.A. 6-45



Administrative and Instructional Technology

discretionary funds. Some schools are more proactive that others in pursuing private funding for
technology acquisitions. The district needs to encourage more partnerships between schools and outside
resources for support in developing and delivering instructional applications and infrastructures.

As indicated by Exhibit 6-24 the number of students per computer varies widely throughout the district.
The average number of students per computer in the district is approximately four (4), the least students
per computer is at Mt. Dora High School with approximately two (2) students per computer and the most
students per computer is at Minneola Elementary School with approximately 8.5 students per computer.
Some of the reasons for these differences are that newly constructed schools have sufficient budget to
acquire more computers than older schools, and as stated earlier some schools are more proactive in
pursuing private resources. These two reasons were very clear when investigating technology distribution

disparities during school visits.

The district needs to explore ways that it can remedy the inequitable distribution of technology resources
to provide equal access to these resources to all students within the district.

Exhibit 6-24

Students per Computer Throughout the District

Students per

Students per

School Name Computer School Name Computer
Elementary Schools Middle Schools

Mascotte Elementary 2.88 Umatilla Middle 2.89
Astatula Elementary 3.07 Eustis Middle 3.03
Rimes Elementary 3.11 Griffin Middle 3.15
Round Lake Elementary 3.24 Mt. Dora Middle 3.69
Villages Elementary 3.26 Gray Middle 3.97
Groveland Elementary 3.32 Windy Hill Middle 4.07
Umatilla Elementary 3.40 Oak Park Middle 4.13
Dabney Elementary 3.61 Tavares Middle 4.28
Spring Creek Elementary 3.84 Carver Middle 7.90
Tavares Elementary 3.88 Total 3.87
Cypress Ridge Elementary 4.22

Fruitland Park Elementary 4.36 High Schools

Lost Lake Elementary 4.72 Mt. Dora High 2.24
Seminole Springs Elementary 5.10 Umatilla High 3.04
Treadway Elementary 5.15 Tavares High 3.21
Beverly Shores Elementary 5.48 Eustis High 4.09
Eustis Heights Elementary 5.50 Leesburg High 4.72
Triangle Elementary 5.63 South Lake High 5.57
Skeen Elementary 5.86 Lake Tech High 8.47
Clermont Elementary 5.90 Total 3.94
Eustis Elementary 6.12

Minneola Elementary 8.53 District-Wide Total 3.94
Total 4.26

Source: Florida Department of Education.

The district has in place strategies for timely replacement and upgrading of hardware and software. The
district plans to upgrade nearly all of its Microsoft Windows workstations to Windows 2000by the
summer of 2002. The district’s replacement policy is included as Exhibit 6-12.
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Recommenaations

*  We recommend that the district establish technical and content standards for acquiring new
programs and digital content. In developing these standards, the district should consult MIS
staff. Additionally, the district should publish these standards and include them on the
district’s website.

As an important part of meeting this recommendation, we recommend that the district
consider the use of students in the vocational/technical programs to augment support. To
have students carry out tasks related to the website is not sensitive to the district and it is
appropriate to students as part of class project.

»  We recommend that the district explore ways that technology can be more equitably
distributed throughout the district.

. We recommend that the district and its schools seek more outside resources.

Action Plan 6-9 shows the steps needed to implement these recommendations.

Action Plan 6-9
Recommendations Related to Acquisitions of Technologies

Recommendation 1

Strategy Establish standards for acquiring new programs and digital content.

Action Needed Step 1: Form a subcommittee to discuss the issue.

Step 2: Define these standards.

Step 3: Seek board approval.

Step 4: Publish these standards and include on the district’s website.
Who Is Responsible  The school board-appointed TOC and the DATA Committee.

Time Frame October 31, 2002

Fiscal Impact This can be implemented with existing resources.

Recommendation 2
Strategy Explore ways to more equitably distribute technology throughout the district.

Action Needed Step 1: Consider as part of the needs assessment process.
Step 2: Discuss this issue at board meetings.
Step 3: Seek input from a broad range of stakeholders.
Step 4: Develop strategies.

Who Is Responsible  The school board-appointed TOC and the DATA Committee.

Time Frame August 31, 2002

Fiscal Impact This can be implemented with existing resources.
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Recommendation 3

Strategy Seek more outside resources.

Action Needed Step 1: Develop strategies in which the district and individual schools can
create partnerships between schools and outside resources for support.

Step 2: Provide individual schools with ways to implement these strategies.

Step 3: Recognize and assist in nurturing these partnerships.
Who Is Responsible  The school board-appointed Technology Committee and the DATA Committee.

Time Frame August 31, 2002

Fiscal Impact This can be implemented with existing resources.

1 1The district has a stable and efficient infrastructure.

The district has a wide area network that connects all of its schools and other district offices together. In
this WAN there is built-in fault tolerance so that if one communications link is broken between
distribution points the WAN can be rerouted to another distribution point. Based on interviews,
ValienteHernandez P.A. noted that the district’s WAN and the individual schools local area networks are
up and running nearly all of the time.

Access speeds and bandwidth are adjusted based on industry standard, availability, and technical
requirements of the applications.

The district provides “Just-in-time”support for network issues as part of the district’s overall support. This
support is discussed on page 6-18.

Uses of Technologies
Goal E: The district promotes and practices safe, ethical, and appropriate
uses of technology that comply with legal and professional
standards.

12The district has established and communicated a policy stating
appropriate uses of all types of technology resources, including
computers, video equipment, software, and the Internet.

The district has established and communicated a policy stating appropriate uses of all types of technology
resources, including computers, video equipment, software, and the Internet. It also uses email to
improve communication between groups such as schools, district staff, parents, and the community.
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The District Has an Acceptable Use Policy Covering Technologies

The district has a board adopted acceptable use policy that all staff, teachers, students and parents must
sign before being able to utilize the district’s equipment for Internet access, facsimile transmission,
TV/VCRs, and other technologies. Additionally, the district includes training in copyright issues regarding
legal use of digital materials. The acceptable use policy is incorporated into the Students Rights and
Responsibilities Book.

Each time users sign on to district computers they are confronted with a screen with the acceptable use
policy. The users must accept the policy prior to gaining access to the district’s network. In addition,
interviews with instructional and MIS personnel indicate that individuals requesting access to
technologies must sign applicable release forms before they are granted access to these technologies. The
district maintains these forms on file in the MIS department. As shown in Exhibit 6-25, most principals
and instructional staff are aware of these policies.

Exhibit 6-25
Most Principals and Instructional Staff Are Aware of the District’s
Acceptable Use of Technology Policies

SURVEY GROUP
(N=total population Strongly Strongly
s = sample size; Agree or Disagree or
n = respondents) Question Agree Disagree  Don't Know
Staff, teachers, students, and
parents are provided written and
verbal guidelines describing the
School Principals appropriate and inappropriate
(N=84; n=52) uses of technology. 66.6% 25.5% 8.5%
Teachers (N=1,761;
n=850) (Same as above) 79.5% 19.9% 0.6%

Source: Surveys conducted by ValienteHernandez P.A. in April 2001.

The District Uses Internet Filtering, Supervision and Review of Proxy
Logs to Assure Appropriate Use of the Internet

The district utilizes the Florida Information Resource Network (FIRN) to provide its main web page
filtering to deter users from gaining access to inappropriate web pages. In most cases the district provides

supervision for students accessing the Internet. Additionally, media specialists and teachers review proxy
logs for accesses to web pages that may be inappropriate.

The District Encourages Email Use to Improve Communications

The district utilizes Microsoft Exchange Servers, and Microsoft Outlook 2000 clients for its email needs. All
administrators and many teachers have email accounts set up. Email usage is high in the district.
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13The district supports compliance with the established policy on safe
and legal use of technology resources.

The district has a system to monitor compliance with safe and legal use of technology resources and
abides by software licensing agreements and copyright laws. As stated above, the district has an
acceptable use policy covering technology, provides supervision for its students, utilizes FIRN for Internet
filtering, and utilizes reviews of proxy logs by media specialists and teachers to monitor compliance with
safe and legal use of technology resources.

The district’s has a process to address instances of misuse of technology resources. The district’s student
rights and responsibilities policy addresses this issue and provides for remedies in the event of misuse.

The district has virus protection software and prudent procedures in place to provide protection of its
information system. The district utilizes two anti-virus software protection schemes, one is server based
and one is PC workstation based. Both of these are updated frequently. For the PC workstation, based
updates are posted to the district’s website regularly. Individual users are expected to update their own
workstations. The district requires that all user files be located on a server for virus protection, backup
and support reasons. Updates to virus protection are performed automatically upon the starting up
process for each district workstation. Since virus technology changes there is always a possibility that the
district will encounter viruses from time to time. Anti-virus schemes, routine backup procedures and the
disaster recovery plan adequately address the district’s computer virus issues.

Data Access and Integrity

Goal F: The district maintains management information systems that
provide data needed by administrative and instructional
personnel in a reliable, timely, and cost-efficient manner.

14The district segregates duties to reduce the risk that unauthorized
transactions will be entered and not be discovered quickly.

The district segregates duties to reduce the risk that unauthorized transactions will be entered and not
discovered quickly.

The MIS department is physically and functionally segregated from the accounting, budget, human
resources, and operating departments for which it processes transactions. The department does not
initiate fiscal transactions with the exception of source documents for necessary internal functions such as,
purchase requisitions and time sheets.

As illustrated in Exhibit 6-3 the functions of program analyst, computer operations and maintenance are
segregated. The information systems manager closely supervises mainframe operations. Within the MIS
department, application systems development, systems maintenance and operations are all distinctly
separate functions performed by different individuals. The district utilizes library control software to
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maintain control of source code. Programmers are required to check out source code, and all changes are
recorded and reviewed by a technology manager.

Personnel policies within the MIS department include reference checks, security statements, and required
annual leave for technical staff. In addition, the district has automatic controls to remove security rights
from terminated or inactive employees. It does not, however, have similar controls to remove security
rights for former network users. Network passwords expire on a regular basis, which effectively bar
terminated or inactive employees from extended network access.

Recommenaqations

»  We recommend that the district establish automatic controls to remove security rights for
former network users.

Action Plan 6-10 shows the steps needed to implement these recommendations.

Action Plan 6-10
Recommendations Related to Security Controls

Recommendation 1

Strategy Establish automatic controls to remove security rights for former network users.

Action Needed Step 1: Establish communications with the personnel department for reporting
terminations to network administrator.

Step 2: Remove security rights for terminated employees.

Who Is Responsible  Supervisor of Personnel Department and Supervisor of MIS Department.
Time Frame May 1, 2002

Fiscal Impact This can be implemented with existing resources.

15The district’s user controls ensure authorization prior to processing
transactions and ensure all output represents authorized and valid
transactions.

The district’s user controls ensure that users are authorized to process transactions and that all output
represents authorized and valid transactions. The district maintains three levels of security: one to access
the users workstation, one to access the mainframe, and another to access specific district applications.
Each application has its own security settings, and district managers, depending on their needs, request
updates to security settings. Passwords are required at workstation, mainframe, and application level.
Screens are customized for each user depending on the need and the authorization granted. For example,
payroll clerks would not have an option on their screens to make any change to the payroll master file,
but are allowed to enter time data into the system.

The district also maintains log files for all primary files. The information system manager reviews these
logs. In addition, audit trails are generated on all requests for changes.
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Individual departments and schools perform data entry. Based on interviews, ValienteHernandez P.A.
noted that user departments review their respective outputs for reasonableness and accuracy. An
example of this is each school receives a monthly financial report; and the principal and the bookkeeper
review this report closely, as it indicates how much budget is available to provide for the needs of the
school. This allows schools to discover and correct posting errors in a timely manner.

16The district’s applications are designed to provide users with
reliable data.

The district has established application controls to help ensure data reliability. The district has been using
the same major software product for many years. The TERMS systems meets the administrative needs of
the district and has been consistently providing users with reliable data, as evidenced by the lack of
significant financial audit findings on the reliability of the TERMS-generated data.

The district provides supervision over data entry at the office and school level. Principals and
administrators are responsible for the data entry process. On-line help that is context sensitive is available
for all district administrative applications. Online help screens contain up-to-date written instructions

Individual district applications contain automated edit checks to pre-validate data prior to acceptance,
provide validation totals for users to compare, and generate log files that identify users and track detailed
changes. These log files are reviewed by computer operators and the information systems manager.

If necessary, the district can print audit trails for any changes made to mainframe data files. Additionally,
log files can be reviewed to trace computer output to data sources and vice versa.

17The district has not established all the general controls needed to
promote the proper functioning of the management information
systems department.

The district has established most general controls in the areas of access, systems development and
maintenance, documentation, operations, and physical security to promote the proper functioning of the
Information Systems department. These controls exist for its mainframe, networking, and food service
operations.

General controls help to ensure that data is not lost or corrupted by individuals gaining unauthorized
access to information systems, that data processing jobs are completed promptly, that sensitive output is
released only to individuals authorized to receive it, and that loss of electrical power, disasters or key
personnel do not unduly disrupt district operations.

The district has a written disaster recovery plan and has made arrangements for alternative sites for
processing the district’s information should that become necessary. These arrangements have been made
with other local jurisdictions and with the district’s major software vendor.

The district maintains a tape library; procedures exist for daily, monthly annual and on demand backups.

Physical access to computer operations, tape library, off site storage, and application documentation has
been limited to individuals requiring access through locks. The district uses an automated job submission
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system and technology manager reviews job submissions daily. Operating procedures have been
developed and documented for computer operators to follow.

The district utilizes controls to limit access to and prevent release of confidential and sensitive data. An
example of one control is for output with student numbers, these jobs a shrink-wrapped and delivered by
interoffice delivery services. All district print jobs printed by the MIS department have cover sheets
indicating distribution. The district has adequate procedures regarding backup, off site storage and
equipment electrical protection.

However, the district does not have written procedures for its general controls and is in the process of
developing such a manual. The district also needs to consider how it would replace key personnel if they
were to no longer be available to the district.

Recommenaqations

»  We recommend that the district complete is operating and standards manual for general
computer controls.

»  We recommend that the district create a contingency plan available to replace key personnel
should there services no longer be available.

Action Plan 6-11 shows the steps needed to implement these recommendations.

Action Plan 6-11
Recommendations Related to General Controls

Recommendation 1

Strategy Complete a general computer controls operating and standards manual.

Action Needed Step 1: Determine what is to be included.

Step 2: Develop an outline.

Step 3: Write a draft version.

Step 4: Solicit comments.

Step 5: Complete manual.

Step 6 Obtain required district approval.

Step 7: Make manual available for systems users.
Who Is Responsible  Supervisor, MIS Department.

Time Frame June 30, 2002

Fiscal Impact This can be implemented with existing resources.
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Recommendation 2

Strategy The needs to have a contingency plan for the loss of key personnel.

Action Needed Step 1: Cross-train technology managers.

Step 2: Develop strategies to expedite the replacement of key personnel should
their services no longer be available.

Who Is Responsible  Supervisor, MIS Department.
Time Frame June 30, 2002

Fiscal Impact This can be implemented with existing resources.

18The district’s management information system provides data needed
by instructional and administrative personnel in a reliable and
timely manner.

The district’s management information system generally provides reliable and timely data to
administrative and instructional personnel. The district has fully implemented the TERMS system, and is
the process of converting its older mainframe to an AS/400 platform and updating its TERMS system to an
updated version. This comprehensive system has been in place for many years; some of the TERMS
subsystems that the district uses are the Financial Information Series, the Human Resource Management
Series, The Student Information Series, The Facilities Management Series, and the Textbook System.

The Student Information System provides on-line access to student and school records. The Financial
Information Series provides access to budgeting reports, vendor activity reports, purchase orders, revenue
reports, encumbrances, expenditures, inventory, audit trails, and many other reports that are useful to
administrators. The Human Resource Management Series provides information on general employee
records, teaching certificates, job applications, in-service history, earnings records, leave records, and
payroll calculation and reporting. The Facility Management Series provides access to the district’s fixed
assets information and the food service revenues. The Textbook System provides a catalog of the district’s
textbooks and inventory functions for textbook management. Other systems on the mainframe that are
not included in the TERMS system are an automated work order system, a volunteer tracking system, a
warehouse inventory system and a juvenile justice administration system.

The district currently has no in-service trainer to provide training for its TERMS system (see Action Plan 6-
3, Recommendation 1). Since the system has been in place in the district, there are many knowledgeable
users. Training for the last two years has been hands-on, one-on-one training provided by experienced
individuals.

The district has procedures for timely notification of errors to input personnel as well as administrators.
The district relies on its users to enter and validate information entered into its systems and has no
procedures to test the reliability of this information, other than built in edit checks. As with all systems,
the accuracy of the information contained in its database and reported to users of the system is highly
dependent on the data entry process. The district has a system that reasonably validates the data upon
input, and provides edit reports for data entry individuals to check to. However, the district relies on its
users to review information that is their responsibility, these users generally provide feedback when
errors are noted.
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The district can demonstrate that the information sent to the DOE is generally accurate and that it uses
the data submitted to manage its educational and operational programs. The district maintains edit
reports of data sent to DOE and reviews information received back to these edit reports.

The district has established a preset calendar for management reports production, and these reports are
provided to management in a reliable and timely manner. The district can demonstrate that its
management information system contains performance measurement data that is routinely collected,
complied and reported in a manner such that it can be used by district administrators, school
administrators, and teachers to assess program performance and results. The data on educational
programs includes grades, attendance and test scores.

As noted above the district has a comprehensive management information system. ValienteHernandez
P.A. noted during site visits and interviews that the management information system provides generally
accurate and timely reports. Exhibit 6-26 indicates that school principals believe that the district’s
management information system provides them with reliable and timely data. Some of these individuals
noted that occasionally errors occur during the data entry process, and the district does not have a formal
system for checking the reliability of its data.

Exhibit 6-26
School Principals Believe the District’s Systems Provide Reliable and
Timely Data

SURVEY GROUP

(N=total population Strongly Strongly

s = sample size; Agree or  Disagree or

n = respondents) Question Agree Disagree  Don't Know
The district's management
information systems provide
data needed by administrative

School Principals and instructional personnel in a

(N=84; n=52) reliable and timely manner. 22.5% 0.0%

Source: Surveys conducted by ValienteHernandez P.A. in April 2001.

Recommenaations

*  We recommend that the district reinstate the position for its TERMS in-service trainer
(Mainframe Trainer). Action Plan 6-3 Recommendation 1 presents the steps necessary to
accomplish this recommendation

»  We recommend that the district develop a system to test the reliability of its data. See Action
Plan 6-12, below.

Action Plan 6-12 shows the necessary steps to implement this recommendation.
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Action Plan 6-12
Testing Data for Reliability

Recommendation 1

Strategy The district should develop a system to test the reliability of its data.

Action Needed Step 1: Determine what data needs to be tested.
Step 2: Develop primary and alternate methods of validating this information.
Step 3: Consider using sampling techniques.
Step 4: Identify problem areas.

Step 5: Provide feedback to data entry individuals and other users entering
data.

Who Is Responsible  Supervisor, MIS Department.

Time Frame September 30, 2002

Fiscal Impact This can be implemented with existing resources.

19The district has taken steps to minimize the number of databases
that are independent of its centralized computer systems.

Generally, the district utilizes one centralized database, TERMS, for all critical management and
administration files. Information is downloaded from TERMS to individual terminals or other systems
such as the SNAAPS used by food services, but the information in its central database is exclusively
maintained through TERMS.

An example of subsystems contained within TERMS and maintained centrally is one for student
information, which is shown as Exhibit 6-27. This comprehensive database is made available as needed to
authorized persons only.

Exhibit 6-27
Example of TERMS Subsystem: Student Records
General Queries Attendance Courses
Student Name (District) Daily Summary Course Requests
Student Name (School) Period Summary Current Schedule
Absence Detail Interactive Scheduler
Class/Course Absences Current Grades
Absence Warnings Academic History
Graduation Status
Basic Records Testing Miscellaneous
Demographics Test Score Query Special Programs
General Assignments Test Score Discipline
Contact Information Standard Mastery Fees and Fines
Health Information Recognition/Achievement
Assignment History Old Discipline
Local Data Elements Curr Sched (FTE Summary)

Source: Lake County School District.
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20The district is not taking advantage of the technology available to
Increase efficiency through and image processing systems

With the exception of DOE (discussed on page 6-55), the district does not participate in data exchange
transactions with other entities. No other exchange transactions are anticipated because the district has
adequate resources to handle its management information systems and is generally cost effective in
delivering its services. Therefore, the district has no need to outsource any of its management
information systems.

However, the district is not taking advantage of efficiencies that could be gained by implementing a
centralized image processing systems. ValienteHernandez P.A. found two image processing systems
within the district. The Personnel department maintains images of its employees through the use of
scanning equipment for photographs, and the testing and evaluation department and schools generally
had test scoring equipment that processed images. The testing systems automatically read and report on
test scores from standard forms and are stand-alone systems, but would have been linked to the Abacus™
system, if fully implemented. The district has no centralized document management system.

Recommenaations

*  We recommend that the district implement a document management system that includes a
centralized imaging system for electronic storage and retrieval of its documents.

Action Plan 6-13 shows the steps needed to implement this recommendation.

Action Plan 6-13
Recommendations Related to Electronic Transactions and
Document Imaging

Recommendation 1

Strategy Implement a district-wide document imaging system for electronic storage and
retrieval of documents.
Action Needed Step 1: Develop a task force to study the issue.

Step 2: Develop desirable system attributes based on a needs assessment.
Step 3: Select a system.
Step 4: Train staff and implement the system.
Step 5: Review the implementation and correct problems.
Who Is Responsible  The school board-appointed Technology Committee, and the DATA Committee.

Time Frame September 30, 2003

Fiscal Impact If implemented successfully, this system could provide savings of $450,000 over
the next five years to the district. Cost savings are primarily based on a
decreased need to use photocopy equipment, thereby reducing these costs. Cost
of the document imaging system is estimated at $300,000 and annual estimated
cost savings is expected to be $375,000.
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conclusion

Personnel Systems and Benefits

The district’'s Human Resources Service Department generally
practices sound personnel management. Minor improvements in a
variety of personnel practices are warranted.

The Lake County School District (the district) recruits and hires personnel and bases employee
compensation on the market value of service provided, has a comprehensive staff development
program, and formally evaluates its employees to improve performance and productivity for
instructional staff. The district has experienced several accomplishments in the area of personnel
as illustrated in Exhibit 7-1.

Exhibit 7-1

Notable Accomplishments in Personnel Systems and Benefits

e The district has an effective collective bargaining process that includes a wide variety of team
members.

e The district has designed and implemented the Instructional Personnel Performance Appraisal
System (IPPAS) and the Principal Performance Appraisal System (PPAS).

e The district has implemented some cost containment practices for its workers’ compensation
program.

Source: Lake County Schools.

Overall, ValienteHernandez P.A. found that:

Staff Recruitment, Hiring, Retention, and Training

The district’s recruiting and application processes are adequate to ensure that qualified
personnel are hired, although increased automation and district-wide coordination of
applications are needed. (Page 7-6)

The district maintains a reasonably stable work force through competitive salary and benefit
packages and through district-wide efforts to address and remedy factors that contribute to
increased turnover. (Page 7-8)

The district does not provide a well-coordinated staff development program for non-
instructional employees to achieve and maintain high levels of productivity and employee
performance. (Page 7-12)

The district provides a comprehensive staff development program for instructional
employees to attain and maintain high quality instruction and to achieve high levels of
student performance. (Page 7-15)
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e The district provides a comprehensive staff development program for school-based
administrators. (Page 7-17)

» The district’s system for formally evaluating employees is designed to improve and reward
excellent performance and productivity, and to identify and addresses performance that does
not meet the district’s expectations for the employee. (Page 7-18)

» The district ensures that employees who repeatedly fail to meet the district’s performance
expectations, or whose behavior or job performance is potentially harmful to students, are
promptly removed from contact with students and if required, that the appropriate steps are
taken to terminate the person’s employment. (Page 7-20)

Management of Human Resources

*  While the district has different ways to correspond with employees, it could further improve
by implementing additional mechanisms to better the effectiveness of communications. (Page
7-21)

» The district has efficient and cost-effective policies and practices for providing substitute
teachers and other substitute personnel. (Page 7-22)

» The district maintains personnel records in a highly efficient and accessible manner. (Page
7-22)

e The district uses cost containment practices for its Workers’ Compensation Program. (Page
7-24)

» The district has taken important steps towards establishing accountability for the human

resource program. The district could further improve by developing adequate measures and
benchmarks to ensure the program’s efficiency and effectiveness. (Page 7-26)

» Although the district does not have a standard periodic review of the organizational structure
and staffing levels of the office of human resources, the district has made reasonable efforts to
minimize administrative layers and processes within the department. (Page 7-28)

» Although the district does not conduct a standard periodic evaluation of its personnel
practices, the district has taken a number of steps to improve and adjusts its practices as
needed to reduce cost and/or improve efficiency and effectiveness. (Page 7-28)

»  For classes of employees that are unionized, the district maintains an effective collective
bargaining process. (Page 7-30)

Fiscal Impact of Recommenaations

The recommendations in the personnel systems and benefits section will improve district performance,
but are neutral in terms of their fiscal impact.

Background

As of Fall 2000, the district employed over 3,500 persons. Exhibit 7-2 shows a breakdown of the type and
number of staff employed by the district.

District employees are grouped under three categories:
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« administrative staff, which includes both district level administrators and school
administrators (principals and assistant principals);

» instructional staff, those responsible for teaching students at all levels, kindergarten through
secondary education; and

e non-instructional or “classified,” staff, which includes clerical staff, food service workers, bus
drivers, maintenance workers, custodians and other support personnel.

Exhibit 7-2
The District Had Over 3,300 Employees as of Fall 2000
Fall 1998 Fall 1999 Fall 2000
Staff Categories Number of Full-  Number of Full- Number of Full-
Time Staff Time Staff Time Staff
District Level 18 20 17
School Level 95 97 93
Total Instructional Staff 1,782 1,833 1,756
Total Classroom Teachers 1,569 1,616 1,559
Elementary 654 673 655
Secondary 578 586 595
Exceptional 249 247 226
Education
Others 88 110 83
Total Other Instruction 213 217 197
Professional 91 98 108
Non-Professional 1,335 1,387 1,363
Total Full-Time Staff 3,321 3,435 3,337

Source: Department of Education Profiles of School Districts.

As in any other organization, the management of “human resources” (the most current and generally
acceptable term for “personnel”) is a key component of the district’s operations and to the successful
achievement of its goals and objectives. Principal responsibilities of the personnel function include

* helping schools and departments to plan their employment requirements by producing and
updating job descriptions;

« providing the services necessary to hire persons to fill vacant and newly created positions;
» processing job applications efficiently and following established district policies;

* maintaining adequate knowledge of competitive benefits and informing all employees of
these benefits;

« establishing and verifying compliance with federal, state, local and district-established policies
of fair employment, anti-discrimination and anti-harassment rules and regulations;

« establishing practices and procedures for the timely, appropriate, complete and fair
evaluation of employees;

» bargaining with employee unions to set salary schedules and terms of employment; and

» providing assistance with the discipline and termination of poorly performing employees,
following legal parameters and district established policies and procedures.
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The Personnel Services Department Seeks to Produce Well-Trained and
Qualified Staff for the District

The mission of the district’s Personnel Services department states:

“The mission of Lake County Schools’ Personnel Services Department is to provide an
atmosphere of cooperation, coordination, and facilitation for all schools, departments, and the
general public while implementing official human resource methods for the upkeep, retention,
and recruitment of people to enhance the goals of the District.”

The Personnel department had established three primary goals as of 2000-01 (the department’s objectives
are discussed in more detail on page 7-24):

« provide the Personnel department the ability to accept employment applications with the
inclusion of other processes via the world wide web by the year 2001;

* enhance the existing in-service offering for school based and potential school based
administrators to satisfy the state guidelines for the district’s Human Resource Management
Development (HRMD) Plan; and

» develop a program of “Growing Our Own” instructional force to assist in developing and
fulfilling the employment needs in the next five years.

All employees, ultimately, report to the Superintendent. Most of the personnel function covered in this
chapter is within the administrative realm of the Assistant Superintendent for School Administration and
Human Resource Services (see organizational chart in Exhibit 7-3), except for the workers’ compensation
program and staff development. The Office of Risk Management, which reports to the Assistant
Superintendent for Business and Support Services manages the workers’ compensation program. The
Supervisor of Staff Development and Instructional Media, who is responsible for the district’s staff
development program, reports to the Assistant Superintendent for Curriculum and Instruction.

The current Assistant Superintendent for School Administration and Human Resource Services position
was created in November 2000. The incumbent of that position has worked for the district for 30 years
and is well versed in personnel matters. The current organizational structure of the Personnel
department is shown as Exhibit 7-3. In addition to her personnel responsibilities, she also supervises the
district’s Safe Schools Program.
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Exhibit 7-3
District Personnel Department Organizational Structure

Assistant Superintendent for School
Administration and Human Resource Services

Supervisor
Human Resource Services

: Retirement : Personnel Specialist : Certification :
- Personnel Placement Services & : Instructional Staffing :
............................... : Specialist :
Clerical 4 Personnel 2 Personnel
Assistant Specialists Specialists

Source: The Lake County School District

Methodology

ValienteHernandez P.A. conducted on-site interviews with district level managers and gathered
information on the personnel system and benefit program such as the district’s human resource polices
and procedures. This assessment also involved research of Florida law. To receive additional input,
ValienteHernandez P.A. surveyed district-level staff, principals, teachers, and classified staff. Questions
varied depending on the group surveyed, and the results have been incorporated into this chapter where
applicable.

Finaings and Recommenaations

Staff Recruitment, Hiring, Training, and Retention

Goal A: The district recruits, hires, trains, and retains qualified staff to
achieve the best value.
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1 The district’s recruiting and application processes are adequate to
ensure that qualified personnel are hired, although increased
automation and district-wide coordination of applications are
needed.

The district conducts background checks of personnel to ensure the safety of its students, uses detailed job
posting and employment procedures that assure equal opportunities. The district has procedures to
recruit and hire qualified personnel. However, like many Florida school districts, Lake County has hired a
number of teachers to teach subjects for which they have not been certified (out-of-field teachers).

The District’s Application Procedures

The district uses a combination of centralized and decentralized efforts to recruit potential applicants,
process applications, and hire new employees. The district office assumes the primary responsibility for
initial recruiting and for processing applications for instructional positions, while the responsibility for
hiring teachers and other school-based personnel lies with the individual school principals.

The district’s Personnel department maintains a complete and current list of vacancies and places notice
of each vacancy on the district’s website, job hotline, and position vacancies bulletin. The job postings
typically identify the position title, the position control number, the posting date, salary, the physical
location of the position, minimum qualifications, and application procedure.

To be considered for an instructional position, an applicant must provide a written application to the
district. The district’s application packet for instructional positions solicits the essential information
needed from each employee. The application also requests the applicant’s educational background and
teaching and non-teaching work experiences. The applicant must indicate whether they have ever been
arrested and whether they claim any veteran’s preference. The applicant must submit a copy of school
transcripts and identify three references. Although the applications are submitted to the district for
processing, hiring decisions of instructional positions are made at the school level. After submitting an
application to the district, applicants for instructional positions are advised to contract schools with
advertised vacancies to schedule employment interviews.

Applicants for non-instructional positions are required to send completed applications directly to the
supervisor listed on vacancy announcements. In an October 2000 review, the Florida Association of
District School Superintendents (FADSS) found that non-instructional applications were maintained in a
decentralized fashion, so that managers did not have access to a district wide pool. It was recommended
that the district centralize the non-instructional application process so that the personnel office would
handle certain functions prior to an employee being interviewed by the managers, and that the district
establish an on-line applicant tracking system for ready access to application information by all managers.
These recommendations have not yet been implemented.

By placing the burden upon the applicant for contacting supervisors in order to be considered for
positions at various school sites, good applicants may become discouraged without being considered for
all openings. An on-line application tracking system would be useful for both instructional and non-
instructional hiring processes by enabling principals to access information on all of the persons who have
submitted applications for employment within the district, rather than just those who contact them.
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Out-of-Field Teachers Are Utilized According to State Laws

The recruitment program for instructional personnel is fairly comprehensive, featuring printed brochures,
recruitment packets, and participation in major state job fairs. The district indicated that it had sufficient
numbers of applicants for non-instructional positions, but that there were shortages of applicants for some
instructional positions.

If a principal is unable to find an applicant who is certified in the appropriate field to fill a vacant position,
that principal can consider options as specified by Florida Law. Florida Law has established provisions to
use out-of-field teachers. An “out-of-field teacher” is certified to teach, but not to teach the particular
subject that is being assigned. “Out-of-field” teachers are expected to receive additional training in the
subject they are teaching, and Florida law requires that the parents of a student be notified when the
student is being taught by an out-of field teacher. *

The district has a process for monitoring changes in the number of out-of-field teachers, as each out-of-
field placement must be approved by the school board. The district reported it had a total of 188 out-of-
field teachers employed for the school year 2000-01, including 54 who were hired as first year teachers for
that year. The district has decreased the number of out-of-field teachers hired/appointed over 50% in the
past three years.

Some Job Descriptions Need to Be Reviewed

Job descriptions serve the district by providing clear and succinct statements of the duties and
responsibilities of each employee of the district. Based on interviews and discussions with employees at
all levels and a review of existing job descriptions, the district needs to do a better job of reviewing and
updating its job descriptions. ValienteHernandez P.A. found examples of job descriptions that did not
appear to have been reviewed or updated within the past six years, and identified several positions in
which the duties of the position did not match the job description.

Up-to-date job descriptions are important to ensure the appropriate staff is recruited, hired, or promoted
to meet current needs rather than outdated needs. The district does not have a comprehensive plan or
schedule for updating job descriptions, but we noted that some job descriptions were updated during the
year 2000. The district’s job descriptions include a list of the required qualifications, including education
and experience, desirable factors, reporting relationships, a listing of general duties, length of contract (if
applicable), and applicable salary schedule.

Recommendadations

»  We recommend that the district develop a schedule for routinely updating its job descriptions
at least once every four years to accurately reflect the duties of the position, educational and
experience requirements, required qualifications, supervisory responsibilities, and salary
levels. Additionally, job descriptions could be reviewed during the annual employee
evaluation.

! Section 231.095, £.S,, requires that parents or guardians be notified when a teacher is assigned teaching duties
dealing with a subject matter that is outside the field in which the teacher is certified, outside the field that was the
applicant’s minor field of study, or outside the field in which the teacher has demonstrated sufficient subject area
expertise.
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Action Plan 7-1 shows the steps needed to implement this recommendation.

Action Plan 7-1
Complete Revision of Job Descriptions

Recommendation 1

Strategy Establish a schedule for routinely updating all job descriptions to accurately
reflect the duties of the position, educational and experience requirements,
required qualifications, supervisory responsibilities, and salary levels. The
district should continue to date the job descriptions when reviewed and/or
revised.

Action Needed Step 1: Step 1: The Personnel department supervisor, or her designee, should
develop, with input from department heads and appropriate staff in
each department, a schedule by which all job descriptions will be
routinely updated at least once every four years.

Step 2: Step 2: This schedule designates the process for updating job
descriptions (i.e., in conjunction with annual evaluations once every
four years), and guidelines for the format and content of the job
descriptions.

Step 3: Step 3: A schedule should be established by June 2002, with the
expectation that all job descriptions more than four years old should be
initially updated by June 2003.

Who Is Responsible ~ The Personnel Services Supervisor

Time Frame To be completed by June 30, 2003.

Fiscal Impact This recommendation can be implemented with existing resources.

2 The district maintains a reasonably stable work force through
competitive salary and benefit packages and through district-wide
efforts to address and remedy factors that contribute to increased
turnover.

Currently, the district revises salary schedules and makes overall salary adjustments annually based on
available funding and collective bargaining constraints. The district’s employee compensation and benefit
package is similar to its peer districts. The district pays 100% of the cost of health insurance for eligible
employees. Employees may add their spouse or eligible dependents to their coverage at additional cost to
the employee. Also, the district conducts exit conferences and has begun to analyze the results of these
conferences in order to identify factors that contribute to employee turnover.

District’s Turnover Appears to Be About Average When Compared to Its
Peer Districts

Teacher turnover can be measured by looking at the number of new hires as well as by evaluating the
number of exits. Available data suggests that, as of June 2001, the district had hired 212 instructional
personnel for the 2000-01 school year, for a new hire rate of 12%, a rate that falls in between the rates of its
peer districts, but is far below the 20% rate in Osceola County (see Exhibit 7-4). In terms of teacher exits,
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DOE has begun to collect statewide turnover data from the exit interviews conducted and submitted by
districts, and according to preliminary data for July 1, 2000, to June 30, 2001, DOE reported that 4.8% of
the district’s teachers had separated from teaching, compared to a statewide average of 5.2%.

Exhibit 7-4
The District Ranks in the Middle of Its Peer Counties in Percentage of
New Instructional Staff Hired in 2000-01 School Year

Total Instructional  Total Instructional Percentage New

School District Staff Hired Positions Instructional Staff
Alachua No Response No Response No Response
Charlotte 101 1,020 10%
Lake 212 1,761 12%
Okaloosa 160 1,800 9%
Osceola 408 2,048 20%
St. Johns No Response No Response No Response
Santa Rosa 195 1,487 13%

Source: Lake County and Peer Districts 2000-01.

Lake Teacher Salaries Are Slightly Lower Than Average for Peer Districts

DOE collects data on the average salaries of selected positions throughout the state. Additionally, DOE
does not include any comparison of duties, qualifications, or length of experience; therefore, while
comparisons at individual positions are not conclusive, they can be useful in showing where the district
generally stands when compared to similar others.

Exhibit 7-5 illustrates the average salaries of district teachers compared with average salaries of teachers in
the peer districts for the 1999-2000 school year (the most recent year for which data is available). The
average salaries of Lake County’s schoolteachers with bachelor’s and master’s degrees, and those of
specialists, fall slightly below the peer district and state average. Among teachers with doctoral degrees,
the district’s average salary is the lowest when compared to the peer districts.

ValienteHernandez P.A. also compared the average salaries of district teachers with those of competing
(neighboring) districts in the Central Florida area, including Orange, Seminole and Volusia, and found
that Lake’s average salaries were again slightly lower but in this case, closer to the average teacher salaries
in each of the competing districts. Refer to Exhibit 7-6.

District staff said that the district is exploring the need for a job analysis and compensation study, which
would enable it to revise salaries throughout the district. We recommend the district conduct this study
and in the meantime, the district should identify those positions that are in most need for an increase in
salary. The necessary steps to implement this recommendation and the related fiscal impact are reflected
in Chapter 3, Action Plan 3-4, Recommendation 5.
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Exhibit 7-5

Lake County Average Teachers’ Salaries Were Generally Lower Than
Salaries in Peer Districts for the 2000-01 School Year

All
District Bachelor’s Master’'s Specialist Doctorate Degrees
Lake $32,320 $38,341 $43,522 $40,698 $34,465
Alachua 31,281 35,609 38,249 42,423 34,216
Charlotte 33,445 41,262 48,133 46,284 37,425
Okaloosa 36,815 44,018 47,463 54,330 40,082
Osceola 31,174 37,460 39,586 42,853 33,421
Santa Rosa 33,383 40,308 43,557 46,138 35,905
St. Johns 32,887 38,716 - 41,107 35,279
Average Without Lake County $33,164 $39,562 $43,398 $45,523 $36,055
State Average $35,171 $42,115 $50,074 $48,910 $38,230

Source: Profiles of Florida School Districts 2000-01. Bureau of Education Information and Accountability Services, Florida DOE.

Exhibit 7-6
Lake County Average Teachers’ Salaries Were slightly Lower Than
Nearby Competing Districts for the 2000-01 School Year

All
District Bachelor’'s Master’'s Specialist Doctorate Degrees
Lake $32,320 $38,341 $43,522 $40,698 $34,465
Marion 32,978 38,517 43,905 43,250 34,850
Orange 32,390 38,323 42,835 42,217 34,604
Osceola 31,174 37,460 39,586 42,853 33,421
Pasco 33,108 38,278 40,950 40,649 35,022
Seminole 33,012 40,464 45,956 47,725 36,667
Volusia 32,940 40,264 45,547 45,382 35,995
Average Without Lake County $32,600 $38,884 $43,130 $43,679 $35,093
State Average $35,171 $42,115 $50,074 $48,910 $38,230

Source: Florida Department of Education, Profiles of Florida School Districts 2000-01.

Lake County Pays More for Employee Health Insurance Benefits Than
Most Peer Districts

The district pays more for its employee health insurance coverage than all but one of its peer districts.
Exhibit 7-7 shows that the total annual cost of health coverage plans in the district compared to its peers.
The district pays the cost of single health coverage and requires its employees to pay the additional cost of
any dependents’ coverage (i.e., family coverage, employee plus one, or employee plus spouse), while the
other counties vary on the amounts that they pay toward dependents’ coverage. Two of the peer districts
require employees to contribute some portion of the cost of the employee’s health insurance benefit, but
this is commonly an issue that is negotiated through collective bargaining.
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Exhibit 7-7
Lake’s Contribution to Health Coverage Is the Second Highest Among
Its Peer Districts

Single Coverage

District Plan Total Annual Cost Board Share Employee Share
Alachua $1,793 $1,793 $0
Charlotte $3,600 $3,600 $0
Lake $3,512 $3,512 $0
Okaloosa $2,656 $2,656 $0
Osceola $3,096 3,096 $0
Santa Rosa $2,965 $2,785 $180
St. Johns $3,235 $2,617 $618

Source: Compiled by ValienteHernandez P.A. based on information obtained from the peer districts and Lake District. Several
districts offer additional health insurance options for single coverage which require an employee contribution. This chart indicates
the standard cost to the district and the most favorable plan in terms of employee payroll cost.

The District Has Developed Policies to Reward Well-Performing
Employees

As required by s. 231.29, Florida Statutes, the district established a performance pay plan for instructional
employees for the 2000-01 school year. This plan has three possible performance award options, one for
attendance, one for a school improvement project, and one for college credit or staff development in-
service credit. Teachers become eligible for these incentive payments by receiving a qualifying score on
their performance assessments. Eligible teachers may select only one of the performance award options,
and receive an award of up to $400.

The District Has Begun to Collect and Review Exit Conference Data

As required by the state of Florida, the district conducts exit interviews with employees who terminate
employment and submit the information from those interviews to the state Department of Education,
which posts similar information from all districts on its website. District officials have conducted some
preliminary analysis of this data, and indicated that this information is used for collective bargaining and
recruitment purposes. It is important that the district develop practices to routinely review this
information to identify trends and potential issues that can assist the district with both the recruitment
and retention of its staff.

The District Compares Selected Information With Its Peer Districts

The district periodically compares its compensation and benefit package with the same for neighboring
and similar sized districts, as well as to other public and private employers in its geographic area. The
district routinely exchanges cost data and benefit information with other districts. The district exchanges
cost data and benefits under the workers’ compensation plan with other Florida based districts. The
district’s insurance consultant recently performed a comparison of the district’s other employee benefits
with its peer group.
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Recommendation

*  We recommend that, as a part of its review of the exit conference data, the district should
summarize these findings annually into a document to be used as a tool in a plan to manage
employee turnover, especially among instructional staff.

Action Plan 7-2 shows the steps needed to implement this recommendation.

Action Plan 7-2
Use Exit Conference Data in a Plan to Manage Employee Turnover

Recommendation 1

Strategy Annually evaluate the reasons most commonly given by employees resigning
their positions and summarize these findings into a document to be used as a
tool in a plan to manage employee turnover, especially among the instructional
staff.

Action Needed Step 1: The Assistant Superintendent for School Administration and Human
Resource Services should assign the responsibility to carry out this
recommendation to the personnel supervisor, assisted by others within
the Personnel department.

Step 2: The personnel supervisor, or her designee, should review data from exit
interviews previously conducted, and develop baseline summaries of
the information gleaned from those summaries.

Step 3: Data from Lake County should be compared with available data from
other districts to determine whether and how Lake County trends may
differ from other districts within the state.

Step 4: An annual summary report should be made to the school board to
describe the magnitude of the turnover within the district, and should
include recommendations as appropriate to address concerns or issues
raised within the exit interviews or the review of exit interview data.

Who Is Assistant Superintendent for School Administration and Human Resource
Responsible Services.

Time Frame September 30, 2002, and ongoing.

Fiscal Impact This recommendation can be implemented with existing resources.

3 The district’s staff development program for non-instructional
employees should be more coordinated in order to ensure that the
district maintains high levels of productivity and employee
performance.

The district's staff development program for non-instructional employees is somewhat fragmented, and
does not include defined processes for identifying staff training needs, orienting all new employees 