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EXECUTIVE SUMMARY

The Commonwealth of Virginia has created the School Efficiency Review program,
which provides outside educational expertise to school divisions for assistance in
utilizing educational dollars to the fullest extent possible. This program involves
contracting with educational experts to perform efficiency reviews for select school
divisions within the Commonwealth that volunteer to participate. School division
efficiency reviews, in conjunction with the Standards of Learning results, enable
Virginians to see how well each school division is performing and ensure that ideas for
innovative reform are made available to all school divisions in the Commonwealth.

Since its creation in 2003, the program has expanded every year and included ten
school divisions in the 2005-06 school year. In August of 2005, MGT of America was
awarded a contract to conduct an Efficiency Review of Louisa County Public Schools
(LCPS). As stated in the Request for Proposals (RFP), the purpose of the study is to
conduct an external review to provide findings, commendations, recommendations, and
include projected costs and/or cost savings with recommendations. The object of the
review is to identify ways that LCPS could realize cost savings in non-instructional areas
in order to redirect those funds towards classroom activities.

Louisa County Public Schools

Louisa County was formed in 1742 from Hanover County, and was named for Princess
Louisa, daughter of King George Il and Queen Caroline of England and wife of King
Frederick V of Denmark. It is an area rich in American history, and its central Virginia
location put it squarely in the path of Revolutionary and Civil War action, as well as other
historical events. The county seat is located in the Town of Louisa, just 50 miles from the
state capital in Richmond, Virginia. LCPS has five schools—three elementary, one
middle school and one high school—that serve just over 4,400 students from a general
population of 26,900. Approximately 34 percent of students are economically
disadvantaged and 26 percent are minority.

LCPS third and fifth grade students performed slightly above the state average for
mathematics on the Standards of Learning, and slightly below the state average in
reading. The division's average daily attendance rate is above the state average at 96
percent, and it edges out the state average graduation rate at 82.4 percent.

Louisa’s expenditure budget for the 2005-06 school year is $43.1 million, $29.4 million of
which is budgeted for instruction (67 percent). The 2006-07 projected budget increases
to $60.9 million, with $34.5 million allocated to instruction. A $10.8 million increase in
capital outlay expenditure is projected for the upcoming year, due to the construction of
a new school in the division.

Review Methodology

The methodology MGT used to prepare for and conduct the Louisa County Public
Schools Efficiency Review is described in the introduction section of this report.
Throughout our practice we have discovered that to be successful, an efficiency review of
a school division must:

MGT of America, Inc. Page i
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be based upon a very detailed work plan and time schedule;

specifically take into account the unique student body and
environment within which the school division operates;

obtain input from board members, administrators, staff, and the
community;

identify the existence, appropriateness, and use of specific
educational objectives;

contain comparisons to other similar school divisions to provide a
reference point;

follow a common set of guidelines tailored specifically to the division
being reviewed;

include analyses of the efficiency of work practices;

identify the level and effectiveness of externally imposed work tasks
and procedures;

identify both exemplary programs and practices as well as needed
improvements;

document all findings; and

present straightforward and practical recommendations for
improvements.

Our methodology is composed of all these elements and involved a targeted use of
Virginia’'s review guidelines as well. Each of the strategies used in our review process is
described in this chapter.

Review of Existing Records and Data Sources

During the period between project initiation and beginning our on-site review, we
simultaneously conducted many activities. Among these activities were the identification
and collection of existing reports and data sources that provided us with current and
historical information related to the various administrative functions and operations we
would review in the Louisa County Public Schools.

Hundreds of documents were requested from LCPS. Examples of documents requested
by MGT included, but were not limited, to the following:

> > > > D> >

school board policies and administrative procedures;
organizational charts;

program and compliance reports;

technology plan;

annual performance reports;

independent financial audits;

MGT of America, Inc.
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Executive Summary

plans for curriculum and instruction;
annual budget and expenditure reports;
job descriptions;

salary schedules; and

personnel handbooks.

> >» > > >

Data from each of these documents were analyzed and the information used as the
basis for both additional data collection and the recommendations and commendations
contained in the report.

Diagnostic Review of the Division

A diagnostic review of the Louisa County Public Schools was conducted in February
2006. An MGT consultant interviewed central office administrators concerning the
management and operations of LCPS.

Employee Surveys

To gather input from internal stake holders, MGT conducted a survey of central office
administrators, principals, and teachers on their perception of the effectiveness and
efficiency of division operations. The three on-line surveys were prepared and
disseminated in January 2006. The surveys were similar to each other in format and
content to provide a database for determining how the views of central office
administrators, school administrators and teachers vary.

Survey results are contained in Appendix A of this report. Specific survey items relevant
to findings in the operational areas reviewed by MGT are presented within those
chapters.

Conducting the Formal On-Site Review

A team of seven consultants conducted the formal on-site review of Louisa County
Public Schools during the week of March 13, 2006. As a part of this process, the
following operational areas were reviewed:

Division Organization and Administration
Educational Services Delivery
Personnel and Human Resources
Finance and Purchasing

Facilities

Technology

Nutrition Services

Transportation

> > > > > > > >

Prior to the on-site review, team members were provided with detailed information about
LCPS operations. Additional information was gathered during the on-site, when review
team members were provided with volumes of documents that were assembled from
MGT document request list. During the on-site visit, team members reviewed the
compiled documentation, conducted in-depth interviews with LCPS employees, school
board members, Louisa County officials, and members of the general community. All

MGT of America, Inc. Page iii



Executive Summary

schools in the division were visited at least twice by one or more members of the review

team.

In addition to school visits and interviews, the division hosted a community forum in
which members of the community could come in and express their thoughts and
observations concerning all aspects of school operations.

Comparison Summary

When comparing data on the Louisa County Public Schools to the other specified school
divisions within the Commonwealth of Virginia, the following comparisons were notable:

A

>

>

>

>

>

>

>

>

>

>

At 4,408, LCPS student population is slightly below the division
average of 4, 516.

With 172 students per 1,000 people in the general population, LCPS
has the highest student to general population ratio.

LCPS’ percent of economically disadvantaged students (34.1
percent) is at least 10 percent higher than its peer divisions and 14
percent higher than the division average.

LCPS has the highest ratio of teachers per 1,000 students (82.04).

In grades K through 7, LCPS has a ratio of 12.7 students per
classroom teacher, the third-lowest ratio among the peer divisions.

In grades 8 through 12, LCPS’ teacher-student ratio (11.5) is lower
than the division average (12.1).

The highest percentage of funding for LCPS was from local funds
(55.88 percent), which was 10 percent higher than the division
average.

LCPS had the lowest percentage of funds from state sources (23.62
percent) of all peer divisions.

LCPS’ percentage of federal funds (6.41 percent) is slightly higher
than the division average (5.69 percent).

On regular school day operations activities/items, LCPS spent
$5,343 per student, which was the third-lowest among peer
divisions.

On administration-related costs, LCPS spent $226 per student, the
highest per student cost among peer divisions.

MGT of America, Inc.
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Executive Summary

Based on the analyses of data gleaned from interviews with both divisional personnel,
parents and the community at large, surveys, state and division documents, and first-
hand observations in Louisa County Public Schools (LCPS), the MGT team developed
34 commendations and 76 recommendations. Twenty-five recommendations are
accompanied by fiscal implications.

As shown in Exhibit 1, full implementation of the recommendations in this report would
general a gross savings of more than $4.6 million over a five-year period, with a net cost
of nearly $800,000. It is important to note that nearly two-thirds of the recommendations
made in the report have no specific fiscal impacts, but are expected to result in net cost
savings to the division, depending on how the division opts to implement them. It should
also be noted that costs and savings presented in this report reflect 2005-06 dollars and
do not include increases over time due to salary or inflation adjustments.

Exhibit 1 shows the total costs and savings for all recommendations

EXHIBIT 1
SUMMARY OF ANNUAL SAVINGS AND COSTS
YEARS TOTAL FIVE-
YEAR

SAVINGS

CATEGORY 2006-07 2007-08 2008-09 2009-10 2010-11 (COSTS)

TOTAL SAVINGS $738,199 | $919,199 | $949,199 | $979,199 | $1,028,539 | $4,614,335

TOTAL (COSTS) ($209,290) | ($144,290) | ($146,364) | ($146,364) | ($146,364) | ($792,672)

TOTAL NET SAVINGS | 506760 | $772,769 | $802,769 | $832,769 | $882,109 | $3,821,663

(COSTS)

ONE-TIME SAVINGS (COSTS) ($390,230)
TOTAL FIVE-YEAR NET SAVINGS (COSTS) INCLUDING ONE-TIME SAVINGS (COSTS) $3,431,433

Key Commendations

Detailed commendations for exemplary efficiencies are found in the full report in
chapters 2 through 9. Among the major commendations for which Louisa County Public
Schools is recognized are:

A

>

>

The Louisa County Public Schools Division is commended for
operating and administratively maintaining a high level of school-
level customer satisfaction.

The Louisa County Public Schools has developed a code of ethics to
guide them in their duties as board members and observers report
that it is observed.

The Louisa County Public Schools’ School Board and administration
are commended for developing a comprehensive six-year
improvement plan.

MGT of America, Inc.
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>

LCPS is commended for developing and successfully implementing
reading and math instructional models and curriculum pacing guides
in alignment with the Virginia Standards of Learning.

>

LCPS is commended for providing a continuum of alternative
education programs for at-risk students.

>

LCPS is commended for its increased pass rates on the Standards
of Learning assessments and full accreditation relative to the Virginia
Department of Education accreditation standards and for its
Adequate Yearly Progress at Louisa County High School.

>

The Louisa County Public Schools are commended for providing a
level of administrative staffing that supports the academic program
goals and objectives and allows the schools in the division to attain
commendable levels of achievement.

>

Louisa County Public Schools is commended for the financial
commitment it makes to recruiting qualified teachers and to
encouraging their continued professional development.

>

Louisa County Public Schools is commended for creating and
maintaining a competitive salary scale and providing monetary
incentives for critical shortage areas and advanced degrees.

>

LCPS is commended on an appraisal process that is both formative
and summative and includes a process for facilitating performance
improvement.

>

The county and the LCPS are commended for taking a “bottom-up”
approach to the development of its annual budget. The process is
inclusive and provides workshops that should provide a forum to
reach agreement on often difficult decisions.

>

Louisa County and LCPS obtained a decrease in their health
insurance rates.

>

Centralizing most risk management activities, with the exception of
claims tracking, in the Fiscal Services Department provides the level
of central oversight that risk management programs should have.

>

Louisa County Public Schools is commended for restructuring the
maintenance department and creating an atmosphere of service
throughout the division.

>

Louisa County Public Schools is commended for instituting an on-
line work order system that is well received by the customer and is
not often seen in divisions of this size.

>

Louisa County Public Schools is commended for instituting a regular
program of preventative maintenance.

MGT of America, Inc. Page vi
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A The LCPS Transportation Department is commended for having an
established organizational structure which supports the highest level
of communication and ensures operational effectiveness and
administrative oversight.

A LCPS Nutrition Services has been highly effective in increasing and
maintaining school lunch participation rates.

A LCPS Nutrition Services has maintained consistently high levels of
participation, particularly with regard to free/reduced lunches.

A LCPS has maintained high levels of participation as it pertains to
free/reduced-qualified students in the breakfast program.

A Louisa County Public Schools is commended for the installation of a

fiber-based network throughout the division.

Major Findings and Recommendations

The Executive Summary highlights the key findings related to the efficiency of operations
in LCPS. Detailed recommendations for improving operations are found throughout the
chapters of the report. Major findings and recommendations for improvement include the
following:

A Provide for an annual self evaluation of the school board (Chapter 2,
Recommendation 2-1).

>

Create a policy provision containing a listing of existing procedural manuals,
handbooks, and planning documents and on the Web site, create a series of
hot links from the manual to the cited documents or procedures (Chapter 2,
Recommendation 2-3).

>

Include interim timelines and measurement criteria for each of the six-year
plan objectives (Chapter 2, Recommendation 2-4).

Develop a system of regular professional development and training of
administrative staff geared toward implementation of the six-year plan and
other clearly defined division needs (Chapter 2, Recommendation 2-5).

>

>

Reorganize the Division of Instruction and decrease the number of teachers on
special assignment over the next five years (Chapter 3, Recommendation 3-
1).

>

Expand the responsibilities of the Director of Instruction and Testing to include
program evaluation and develop a policy on program evaluation to strengthen
its contribution as an integral component of the LCPS continuous improvement
process (Chapter 3, Recommendation 3-4).

Ensure that all school improvement monitoring instruments are aligned to the
characteristics of high performing and effective schools (Chapter 3,
Recommendation 3-7).

>

MGT of America, Inc. Page vii
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>

Document staff development and instructional planning for subgroups of
underachieving students, as well as for high performing students beyond SOL
mastery (Chapter 3, Recommendation 3-8).

>

Examine the flexibility offered by using Title | and other federal funds to
support increased proficiency among all students through shared funding of
general revenue or special education funds (Chapter 3, Recommendation 3-
11).

>

Develop activities, timelines, and data collection elements documenting and
reporting improved educational and functional outcomes for students with
disabilities as required by IDEA 2004 and as directed by the Virginia
Department of Education (Chapter 3, Recommendation 3-14).

>

Develop an annual special education action plan including mission, vision,
goals, objectives, activities, evaluation, and a scope and sequence of timeline
of training and educational support activities for schools (Chapter 3,
Recommendation 3-15).

>

Establish appropriate co-teaching model of inclusive education at secondary
schools (Chapter 3, Recommendation 3-16).

>

Implement a consistent, divisionwide pre-referral process in the general
education program (Chapter 3, Recommendation 3-17).

>

Establish a Coordinator of Human Resources position (Chapter 4,
Recommendation 4-1).

>

Reclassify the Executive Administrative Secretary position as a Personnel
Specialist position (Chapter 4, Recommendation 4-2).

>

Expand the capability of the Human Resources Web site to allow on-line
submission of employment applications and submission of employment
references (Chapter 4, Recommendation 4-5).

>

Develop the current “buddy teacher” program into a true mentoring program
(Chapter 4, Recommendation 4-10).

>

Reduce the current rates being paid for the insurance coverage and benefits
package offered for employees and compare with like divisions (Chapter 4,
Recommendation 4-11).

>

Institute a program to reduce the number of leave days taken by LCPS
teachers (Chapter 4, Recommendation 4-12).

>

Create, adopt, and implement formal financial policies and procedures
manuals that can be used to train new employees, cross-train current
employees, and provide guidelines and checklists to help ensure all work is
performed as required (Chapter 5, Recommendation 5-1).

>

Hire the equivalent of one FTE by adding a position and hiring one entry level
accounting clerical person (Chapter 5, Recommendation 5-2).

MGT of America, Inc. Page viii
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>

Adopt steps recommended by PriceWaterhouseCoopers for the evaluation of
spreadsheet controls (Chapter 5, Recommendation 5-5).

>

Include a narrative with the budget document so readers understand what is
happening, why are costs increasing, what are the forces behind changes over
the prior year, and how does the budget tie to a strategic plan or long-term
goals (Chapter 5, Recommendation 5-6).

>

Hire a professional facilitator to help resolve the continuous conflict between
the Louisa County School Board and the Louisa County Board of Supervisors
(Chapter 5, Recommendation 5-7).

>

Make direct deposit mandatory for all LCPS employees (Chapter 5,
Recommendation 5-8).

>

Update the current payroll system to include a position control system and
consider going to one period per month (Chapter 5, Recommendation 5-9).

>

Establish performance standards to be used in the annual evaluation of
maintenance staff and as a standard to measure overall department efficiency
(Chapter 6, Recommendation 6-2).

>

Institute an aggressive energy management program throughout all schools
and facilities (Chapter 6, Recommendation 6-4).

>

Modify the existing discipline process for managing student behavior on school
buses to include provisions for more direct input from transportation staff
(Chapter 7, Recommendation 7-1).

>

Expand and upgrade the current transportation department’s facility (Chapter
7, Recommendation 7-4).

>

Reduce nutrition services staff hours while maintaining current salary levels
untii LCPS reaches the MPLH benchmark for its schools (Chapter 8,
Recommendation 8-2).

>

Join or create a food cooperative with other small school divisions (Chapter 8,
Recommendation 8-6).

>

Implement & la carte offerings at the secondary level (Chapter 8,
Recommendation 8-13).

>

Construct a detailed technology activity and implementation plan to identify
timelines and expenditures associated with the activities described in the
“Five-Year Technology Plan” (Chapter 9, Recommendation 9-2).

>

Request assistance in the development, design, engineering, and architecture
of a comprehensive data and application integration system (AIS) (Chapter 9,
Recommendation 9-3).
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1.0 INTRODUCTION

In March 2006, MGT of America conducted a School Division Efficiency Review of
Louisa County Public Schools (LCPS). The review concentrated on seven operational
areas. Exhibit 1-1 shows the timeline for project activities, and Exhibit 1-2 provides an
overview of the work plan utilized in this undertaking.

1.1 Overview of Louisa County Public Schools

Louisa County Public Schools division consists of five schools—one high school, one
middle school and three elementary schools. The division has a seven member school
board representing the districts of Louisa, Jackson, Cuckoo, Green Springs, Mountain
Road, Mineral, and Patrick Henry. The administrative offices are in Mineral, Virginia. The
division has over 4,400 students enrolled in grades Pre-K through 12, and nearly 700
teachers, administrators and support personnel. Twenty-seven percent of LCPS
students are minorities and 38 percent qualify for free or reduced lunch. All the division’s
schools are fully accredited.

1.2 Methodology

The methodology MGT used to prepare for and conduct the LCPS School Division
Efficiency Review is described in this section. Throughout our practice we have
discovered that to be successful, an efficiency review of a school division must:

A be based upon a very detailed work plan and time schedule;

A specifically take into account the unique environment within which the
school division operates;

A obtain input from board members, administrators, and staff;

A identify the existence, appropriateness, and use of specific
educational objectives;

A contain comparisons to other similar school divisions to provide a
reference point;

A follow a common set of guidelines tailored specifically to the division
being reviewed;

A include analyses of the efficiency of work practices;

A identify the level and effectiveness of externally imposed work tasks
and procedures;

A identify both exemplary programs and practices as well as needed

improvements;

MGT of America, Inc. Page 1-1
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A document all findings; and
A present straightforward and practical recommendations for
improvements.

With this in mind, our methodology primarily involved a focused use of Virginia review
guidelines as well as MGT’s audit guidelines following the analysis of both existing data
and new information obtained through various means of employee input.

EXHIBIT 1-1

TIMELINE FOR THE EFFICIENCY REVIEW OF

LOUISA COUNTY PUBLIC SCHOOLS

TIME FRAME ACTIVITY
September 2005 A Finalized contract with the Commonwealth of Virginia.
A Designed tailor-made, written surveys for central office
administrators, principals, and teachers.
January 2006 A Collected and analyzed existing and comparative data available
from the school division.
A Produced profile tables of Louisa County Public Schools.
A Disseminated surveys to administrators and teachers.
January 23-24, A On-site visit with Louisa County Public Schools.
2006 - Conducted diagnostic review.
- Collected data.
- Interviewed central office administrators.
January 2006 A Analyzed collected data.
January 2006 A Tailored review guidelines and trained MGT team members using
findings from the above analyses.
Week of A Conducted formal on-site review, including school visits.
March 13, 2006
March—April 2006 A Prepared Draft Report.
May 2006 A Submitted Draft Report.
May 2006 A Revised Draft Report
June 2006 A Submitted Final Report

MGT of America, Inc.
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EXHIBIT 1-2

OVERVIEW OF THE WORKPLAN FOR THE EFFICIENCY REVIEW
OF LOUISA COUNTY PUBLIC SCHOOLS

PHASE | - PROJECT INITIATION

Task 1.0
Initiate Project

—

Task 2.0
Develop Preliminary Profile of Louisa County
Public Schools

PHASE Il - STAKEHOLDER INVOLVEMENT AND DIAGNOSTIC REVIEW

Task 3.0

Conduct Preliminary Review

Task 4.0

=P | Conduct Written Surveys

of District Administrators,
Principals, and Teachers

Task 5.0

Solicit Public Input in the
Management and
Performance Review

Task 6.0

Tailor MGT and Virginia
Study Guidelines for
Louisa County Public

Review Educational Service Delivery and
Management

Schools
| |
PHASE Ill - IN-DEPTH EFFICIENY STUDY
Task 7.0 Task 12.0
- Review Division Administration Review Special Education Programs _ PHASE V -
- PROJECT REPORTING
| 125K 8.0 o Task 13.0
Review Personnel and Human Resources Review Facilities Use and Management —
Management Task 17.0
Task 14.0 Prepare Draft and Final Reports
[ Task 9.0 ask 14. )
Review Financial Management Review Transportation — '
Task 10.0
> Review Purchasing, Warehousing, and Fixed Tasl_< 15.0 G PHASE IV -
Assets Review Technology Management
COMPARISON TO OTHER
Task 16.0
Task 11.0 H L DIVISION
—] as Food Service SC OO S O S

MGT of America, Inc.

Task 17.0
Conduct Benchmark Analysis
with Comparisons School
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1.2.1 Data Collection Prior to the On-Site Review

Since the diagnostic review in January 2006 and again during the on-site review in
March of the same year, MGT consultants identified and collected numbers reports and
data that provided both current and historical information related to the seven
operational areas reviewed in the study. The materials requested and collected included,
but were not limited to, the following:

detailed organizational charts for current year and past two years;
program compliance reports;

school board policies and administrative procedures;

school board meeting minutes and agendas;

annual departmental and division budgets and expenditure reports
job descriptions;

salary schedules;

technology plan;

facilities/capital improvement plans;

student demographic data;

food service cost information; and

school bus routes and staffing information.

> > > D> D> D>

Data collected from each of these sources were analyzed and discussed with related
school personnel, and was incorporated into exhibits and narrative of the report.

As listed in the project timeline in Exhibit 1-1, MGT consultants conducted a diagnostic
review of the district on January 23-24, 2006. During the diagnostic, central office and
school-based administrators were interviewed regarding the efficiency and effectiveness
of division operations, and to determine their perceptions of the issues being faced by
the division.

In addition to the data gathered through personal interviews, an on-line survey was
administered to LCPS central office administrators, principals, and teachers to provide
them with an opportunity to express their views on the management of operation of the
school division. These individuals were provided access to the survey from January 20,
2006 through February 8, 2006. The response rate for all three groups was excellent,
with 93 percent of central office administrators, 87 percent of principals and 55 percent
of teachers responding. MGT reported survey responses from all three groups, as well
as comparison responses between each of the groups and role-alike groups in over 30
additional school districts where similar surveys were conducted.

1.2.2 The Formal On-Site Review

A team of seven MGT consultants conducted an on-site review of Louisa County Public
Schools during the week of March 13", 2006. As a part of this process, seven
operational areas were reviewed:

Division Organization and Administration
Educational Services Delivery
Personnel and Human Resources
Finance and Purchasing

> >» > >
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Facilities
Technology
Nutrition services
Transportation

> >» > >

In preparation for the on-site review, the division was sent an extensive data request list,
with documentation for each of the operational areas. During the week of the on-site, the
consultants reviewed the compiled documents, as well as conducted interviews with
both central office and school-based administrators. In addition, focus groups were
conducted with teachers and support staff in several of the operational areas. Each of
the five schools in the division were visited by at least one member of the review team,
and a community forum was held to solicit input from the general public.

The assessment process used by MGT is outlined in the company’s Guidelines for
Conducting Management and Performance Audits of School Districts. MGT also
followed the directives contained in the Commonwealth of Virginia's school efficiency
review guidelines.

1.3 Comparisons to Other School Divisions

When the leaders of organizations engage in a continuous improvement process, they
are required to conduct an in-depth analysis of the organization’s current systems and
processes in order to identify both areas of strengths and areas in need of development.
One strategy often used in this analysis is benchmarking. Benchmarking essentially
involves learning, sharing information and adopting best practices to bring about positive
changes in performance. In practice, benchmarking usually encompasses:

A regularly comparing aspects of performance (functions or processes)
with best practitioners;

>

identifying gaps in performance;

>

seeking fresh approaches to bring about improvements in
performance;

A following through with implementing improvements; and
A following up by monitoring progress and reviewing the benefits.

MGT initiated a benchmarking comparison of the Louisa County Public Schools with
comparable school divisions in the Commonwealth. It is important for readers to keep in
mind that when comparisons are made across more than one division, the data are not
as reliable, as different school divisions have different operational definitions, and self-
reported data form peer divisions can be subjective.

The Virginia Department of Education developed a cluster code to identify similar school
divisions for comparison. Cluster identifiers were created by using data such as cost per
student for each major operational area, major drivers of costs, and ranking of costs.
Louisa County Public Schools is identified in Cluster 2. MGT, with advisement from the
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Governor's Office and LCPS leadership, selected a set of school divisions from Cluster 2
to capture the characteristics of comparable school divisions. The Virginia public school
divisions chosen for comparison were:

> > > > >

Fluvanna County Public Schools;
Botetourt County Public Schools;
Orange County Public Schools;

Powhatan County Public Schools; and

Shenandoah County Public Schools.

Exhibit 1-3 illustrates comparisons of student enrollment, number of schools and number
of school division staff among Louisa County Public Schools and its peer divisions. As
shown in the exhibit:

A

>

>

>

At 4,408 LCPS student population is slightly below the division

average of 4,516;

With 172 students per 1,000 people in the general population, LCPS
has the highest student to general population ratio;

LCPS’ percent of economically disadvantaged students (34.1
percent) is at least 10 percent higher than its peer divisions and 14
percent higher than the division average;

The five schools in the LCPS division are two fewer than the division

average.

EXHIBIT 1-3
OVERVIEW OF PEER PUBLIC SCHOOL DIVISIONS
2004-05 SCHOOL YEAR

STUDENT
POPULATION PERCENT TOTAL
TOTAL PER 1,000 ECONOMICALLY NUMBER

SCHOOL CLUSTER STUDENT GENERAL DISADVANTAGED OF

DIVISION IDENTIFICATION | POPULATION POPULATION STUDENTS SCHOOLS
Louisa County 2 4,408 172 34.1 5
Fluvanna County 2 3,395 169 9.9 5
Botetourt County 2 4,831 158 14.5 11
Orange County 2 4,298 166 24.5 8
Powhatan County 2 4,209 188 11.9 4
Shenandoah
County 2 5,954 170 26.3 9
Division
Average N/A 4,516 171 20.2 7

Source: Virginia Department of Education, Web site, 2006, United States Census Bureau, 2000 Census Data,
www.schoolmatters.com.
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Exhibit 1-4 illustrates a comparison of classroom teachers per 1,000 students among the
comparison divisions. As shown in the exhibit:

A LCPS has the highest ratio of teachers per 1,000 students (82.04);

A in grades K through 7, LCPS has a ratio of 12.7 students per
classroom teacher, the third-lowest ratio among the peer divisions;

and

>

EXHIBIT 1-4

TEACHER STAFFING LEVELS AND PUPIL: TEACHER RATIOS

PEER SCHOOL DIVISIONS
2003-04 SCHOOL YEAR*

in grades 8 through 12, LCPS’ teacher-student ratio (11.5) is lower
than the division average (12.1).

SCHOOL DIVISION

TOTAL
TEACHERS PER
1,000 STUDENTS

RATIO OF PUPILS TO
CLASSROOM
TEACHING POSITIONS
FOR GRADES K-7**

RATIO OF PUPILS TO
CLASSROOM
TEACHING POSITIONS
FOR GRADES 8-12

Louisa County 82.04 12.7 115
Fluvanna County 77.18 14.2 11.3
Botetourt County 77.86 18.3 8.8
Orange County 68.16 10.7 15.8
Powhatan County 80.95 14.7 9.7
Shenandoah County 80.56 11.1 15.4
Division Average 77.79 13.6 12.1

Source: 2003-04 Superintendent’s Annual Report for Virginia, Virginia Department of Education, Web site, 2006.
*Ratios based on End-of-Year enroliments.
**Pupil/teacher ratios for elementary and secondary may vary because of the reporting of teaching positions for

middle school grades 6 - 8.

Exhibit 1-5 displays revenue percentages by federal, state, and local funding sources.

As shown in the exhibit:

A the highest percentage of funding for LCPS was from local funds
(55.88 percent), which was 10 percent higher than the division

average,;

>

>

than the division average (5.69 percent).

LCPS had the lowest percentage of funds from state sources (23.62
percent) of all peer divisions; and

LCPS’ percentage of federal funds (6.41 percent) is slightly higher

Exhibit 1-6 displays the disbursements per pupil based on a regular school day
operation, plus administrative costs. As shown in the exhibit:
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>

divisions; and

>

highest per student cost among peer divisions.

EXHIBIT 1-5

on regular school day operations activities/items, LCPS spent
$5,343 per student, which was the third-lowest among peer

on administration-related costs, LCPS spent $226 per student, the

RECEIPTS BY FUND SOURCE PEER SCHOOL DIVISIONS

2004 FISCAL YEAR

SALES

AND USE STATE FEDERAL LOCAL OTHER LOANS,
SCHOOL DIVISION TAX FUNDS FUNDS FUNDS FUNDS BONDS, ETC.
Louisa County 9.01% 23.62% 6.41% 55.88% 3.61% 1.46%
Fluvanna County 7.71% 42.99% 5.49% 42.18% 1.64% 0.00%
Botetourt County 9.43% 37.38% 4.37% 44.11% 4.71% 0.00%
Orange County 8.33% 33.86% 8.37% 46.11% 3.32% 0.00%
Powhatan County 6.96% 31.04% 3.18% 46.49% 2.04% 10.28%
Shenandoah County 9.54% 42.22% 6.29% 37.69% 4.28% 0.00%
Division Average 8.50% 35.18% 5.69% 45.41% 3.27% 1.96%

Source: 2003-04 Superintendent’s Annual Report for Virginia, Virginia Department of Education, Web site, 2006.

EXHIBIT 1-6

DISBURSEMENTS PER PUPIL FOR
INSTRUCTION AND ADMINISTRATION

PEER SCHOOL DIVISIONS
2004 FISCAL YEAR

SCHOOL DIVISION INSTRUCTION PER PUPIL* ADMINISTRATION PER PUPIL?
Louisa County $5,343.14 $226.87
Fluvanna County $5,307.07 $161.37
Botetourt County $5,741.87 $145.11
Orange County $5,543.31 $153.96
Powhatan County $5,236.50 $220.73
Shenandoah County $5,378.09 $102.76
Division Average $5,425.00 $168.47

Source: 2003-04 Superintendent’s Annual Report for Virginia, Virginia Department of Education, Web site, 2006.
1 Represents expenditures for classroom instruction, guidance services, social work services, homebound
instruction, improvement of instruction, media services, and office of the principal. This column does not
include expenditures for technology instruction, summer school, or adult education, which are reported in
separate columns within this table. This column also excludes local tuition revenues received for divisions 001
- 207, and prorates the deduction of these revenues across administration, instruction, attendance and health,
pupil transportation, and operations and maintenance categories. Local tuition is reported in the expenditures
of the school division paying tuition.
2 Represents expenditures for activities related to establishing and administering policy for division operations
including board services, executive administration, information services, personnel, planning services, fiscal
services, purchasing, and reprographics.
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1.4

Overview of Final Report

MGT's final report is organized into 10 chapters. Chapters 2 through 9 present the
results of the School Division Efficiency Review of Louisa County Public Schools.
Findings, commendations, and recommendations are presented for each of the
operational areas of the school division. These commendations and recommendations
are summarized in the executive summary at the beginning of the report. In each
chapter, each of the division’s operational areas is analyzed based on the division’s
current organizational structure. The following data on each component are included:

A

A

>

>

description of the current situation in Louisa County Public Schools:

a summary of study findings, including those from both documentation
obtained from the division and on-site findings;

MGT’s commendations and/or recommendations for each finding; and,

a five-year fiscal impact for recommended costs or cost savings which
are stated in 2005-06 dollars.

The report concludes with a summary of the fiscal impact of the study recommendations
in Chapter 10.
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2.0 DIVISION ADMINISTRATION

In this chapter the findings and recommendations for the overall organization of Louisa
County Public Schools (LCPS) are presented. The major sections of the chapter
include:

2.1 School Board Governance

2.2 Policies and Procedures

2.3 Comprehensive Improvement Planning
24 Organization and Management

CHAPTER SUMMARY

The Louisa County Public Schools is governed by a seven member board and managed
by an appointed superintendent with the assistance of his leadership team. This chapter
focuses on the division’s governance and management along with the development of
the comprehensive improvement plan and the associated organizational structures. The
administration of the division has recently undergone changes in its organizational
structure geared toward improving instructional services and maintaining fiscal
responsibility.

The recent changes have had an impact on the management of the division and are
reflected in a general feeling that things are on the right track. This chapter reflects the
theme that the division is currently providing a good program for students that is well
accepted by the numerous communities throughout the county. The school division is
commended for:

A developing a consistent and predictable process for the development
and dissemination of materials necessary for the conduct of
business-like school board meetings;

A developing a code of ethics to guide them in their duties as board
members and observers report that it is observed;

A developing a comprehensive six year improvement plan;

A operating and effectively maintaining a high level of school-level
customer satisfaction; and

A establishing and operating numerous committees to help maintain

communications both inside and outside of the division and to assist
with the decision making process.

To move to the next level, and become outstanding, the division will require additional
changes. This chapter reflects some of those changes, and includes the following
recommendations:

A conduct an annual self evaluation of the school board;
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code by assigning an identifying asterisk, school board policies that
are required by Commonwealth of Virginia law and other controlling
regulations;

>

>

create a policy provision containing a listing of existing procedural
manuals, handbooks, and planning documents and on the Web site,
create a series of hot links from the manual to the cited documents
or procedures;

update the policy manual as required by Virginia law and post the
updated manual on the division Web site;

>

include interim timelines and measurement criteria for each of the
six-year plan objectives; and

>

>

develop a system of regular professional development and training
of administrative staff geared toward implementation of the six-year
plan and other clearly defined division needs.

INTRODUCTION

Historically, states have adopted provisions that place the governance and day-to-day
management of schools in the hands of local authorities, typically local school boards.
These boards generally have broad powers to establish policy, enter into contracts,
develop budgets, and employ personnel. Among the 50 states there is considerable
variation in the legal structure of school divisions. Some school divisions are fiscally
independent (i.e., do not have to depend upon the state or another body politic for fiscal
resources) while others are totally dependent upon other entities for their resources (i.e.,
some divisions must rely on city councils, county commissions or like bodies and the
state for budget approval and funds). Some school divisions must take budget proposals
or operating tax levies to the public for approval and other boards have latitude to set
budgets and approve revenue levies within the constraints of law. The legal foundation
of school divisions is critical to the overall functioning of the organization as it defines the
locus of power that determines how school boards and executive personnel may carry
out their assigned responsibilities.

The primary state laws controlling the governance and operation of schools in Virginia
are found in Title 22.1 of the Virginia Code. These laws give the school board broad
powers to adopt policies, fix contracts, approve the appointment of personnel, develop a
budget for further review and approval by the city, and other actions designed to ensure
secure, safe, and proper schools for Louisa County.

Exhibit 2-1 details information about the seven members of the school board, including

three of the seven board members are in their first year on the board and one other
board member is in their first term of office.
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EXHIBIT 2-1
LOUISA COUNTY PUBLIC SCHOOLS
2005- 06 SCHOOL YEAR

LENGTH
OF

SERVICE
AS OF

TERM END OF

NAME TITLE DISTRICT EXPIRES 2005-06

Robin Horne Chair Louisa 2007 6 Years
Harold Schaffer Vice-Chairman Jackson 2007 2 Years
Vivian Powers Member Cuckoo 2007 6 Years
Brian Huffman Member Green Springs 2009 4 Years
Gail Proffitt Member Mountain Road 2009 0 Years
Sherman Shifflett Member Mineral 2009 0 years
Gregory Strickland Member Patrick Henry 2009 0 Years

Source: Louisa County Public Schools, April 2006.

2.1 School Board Governance

FINDING

The Louisa County School Board has adequate time and background materials to
conduct their business in a professional manner each month. The superintendent, in
consultation with the board chair, develops an agenda and background information for
each agenda item as necessary. This information is provided to board members ahead
of time so it can be studied before the meeting. Unless there is an emergency, issues
are placed on the agenda as discussion items prior to coming before the board for
action. This practice allows the school board to study the issues and deliberate at some
length before acting and creates stability in the decision making process.

COMMENDATION

The Louisa County Public Schools has developed a consistent and predictable
process for the development and dissemination of materials necessary for the
conduct of business-like school board meetings.

FINDING

The Louisa County School Board has adopted and observes a code of ethics to guide
their processes and deliberations, keeps the code in view, and has placed it prominently
on their Web site.

The content of the code of ethics is:

As a member of my local school board, I will strive to be an advocate for
students and to
improve public education and to that end:

1. lwill have integrity in all matters and support the full development of all children and
the welfare of the community, Commonwealth and Nation.
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2. 1 will attend scheduled board meetings.

3. 1 will come to board meetings informed concerning the issues under consideration.

4. 1 will make policy decisions based on the available facts and appropriate public input.
5. 1 will delegate authority for the administration of the schools to the superintendent, and

establish a process for accountability of administrators.

6. | will encourage individual board member expression of opinion and establish an open,
two-way communication process with all segments of the community.

7. 1 will communicate, in accordance with board policies, public reaction and opinion
regarding board policies and school programs to the full board and superintendent.

8. I will bring about desired changes through legal and ethical procedures, upholding and
enforcing all laws, state regulations, and court orders pertaining to schools.

9. I will refrain from using the board position for personal or partisan gain and avoid any
conflict of interest or the appearance of impropriety.

10. I will respect the confidentiality of privileged information and make no individual
decisions or commitments that might compromise the board or administration.

11. I will be informed about current educational issues through individual study and
participation in appropriate programs, such as those sponsored by my state and
national school boards associations.

12. | will always remember that the foremost concern of the board is to improve and
enhance the teaching and learning experience for all students in the public schools of
Virginia.

COMMENDATION

The Louisa County Public Schools has developed a code of ethics to guide them
in their duties as board members and observers report that it is observed.

FINDING

There is no evidence that the Louisa County School Board conducts a regular self-
evaluation process, although some board members reported participation in “informal”
feedback.

Board policy AFA, Evaluation of School Board Operational Procedures, requires an
annual self-evaluation. The policy states:

The School Board will review its performance annually to ensure its
proper discharge of responsibilities to the community. Evaluation will be
based on a positive approach, which will indicate the strengths of the
School Board and the areas that need improvement.

To help the School Board meet this goal, the following elements will be
included in the self-evaluation process:
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1. School Board members will be involved in the development of an
evaluation instrument and procedure.

2. The School Board evaluation instrument will be completed by
individual board members on a confidential basis, and submitted
to the School Board Chairman, or his or her designee, for
compilation.

3. The School Board will meet, with all members present, to review
and discuss the composite results.

4. Each conclusion will be supported by objective evidence.

Upon final discussion of the results, the School Board will develop both
short and long-range goals and objectives to ensure continued
proficiency in its areas of excellence, to strengthen weak areas, and to
improve the efficiency of the board.

The Louisa County School Board is comprised of seven members who receive both
formal and informal board training each year; however, the effects of the training and
general school board effectiveness are not evaluated. The school division, as a whole,
has a culture of evaluating its personnel, its programs, and its financial condition. The
school board evaluates the superintendent annually, but does not have a self-evaluation
process in place. Informal processes do not provide a systematic way to discuss their
operations and what may be improved.

RECOMMENDATION
Recommendation 2-1:
Provide for an annual self evaluation of the school board.

Providing feedback, both formally and informally, is one of the “basics” in any
improvement process. Structured feedback in the form of an evaluation instrument can
supplement honest ongoing dialogue and discussion.

Governing boards in any organization can improve their performance through a formal
self evaluation in addition to an informal feedback process. In addition, by conducting
and annual evaluation, the board models for their organizations, the importance of the
evaluation process. As a result, both the board and the organization develop a culture
of participation in improvement cycles. Better organizations and improved performance
are the end result. Exhibit 2-2 is one example of a self assessment instrument used by
some boards.

FISCAL IMPACT

This recommendation can be implemented with existing resources.
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EXHIBIT 2-2

SAMPLE BOARD SELF ASSESSMENT INSTRUMENT

Meeting Evaluation

DIRECTIONS: By evaluating our past meeting performance, we can discover ways to
make future meetings shorter and more productive. Check each item "Adequate” or

"Needs Improvement”.

improvement.

If you check "Needs Improvement, include suggestions for

Adequate Needs Improvement

Our meeting was businesslike, results-oriented and we
functioned like a team.

Our discussion was cordial and well balanced (not dominated by
just a few members).

We confined our discussion to agenda items only.
Our agenda included positive issues as well as problems.

We discussed policy issues rather than day-to-day management
issues.

We followed parliamentary rules and consulted legal or
professional counsel when needed.

The president or chairperson controlled and guided the meeting.

We dealt successfully with controversial items and attempted to
develop solutions acceptable to all members.

Everyone contributed to the meeting.

All members were prepared to discuss material that was sent to
them in advance.

Reports were clear, well prepared and provided adequate
information for decision making.

Printed materials given to us were easy to understand and use.

Our meeting room was comfortable and conducive to discussion
and decision making.

All members were in attendance and on-time, and the meeting
began and concluded on time.

For committees and ad hoc groups: There was adequate
reason for us to meet.

My best suggestion for improving our next meeting is...

Source: Created by MGT of America, 2005.
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2.2 Policies and Procedures

The development of policy and procedures constitutes the means by which an
organization can communicate expectations to its constituents. In addition, adopting
policy and establishing related procedures provide the mechanism for:

A establishing the school board’s expectations and what may be
expected from the board;

A keeping the school board and the administration out of trouble;

A establishing an essential division between policy making and
administration roles;

A creating guidelines within which people operate;

A providing reasonable assurances of consistency and continuity in
decisions;

A providing legal basis for the allocation of funds, facilities, and other
resources;

A facilitating and guiding the orientation of the school board members
and employees; and

A acquainting the public with, and encouraging citizen involvement

within, structured guidelines.

Policy and procedures, therefore, reveal the philosophy and position of the school board
and should be stated clearly enough to provide for executive or staff direction.

Virginia law (22.1-253.13:7) contains specific provisions governing school board policy.
The law requires that policies be up-to-date and reviewed at least every five years and
revised as needed. The policies must address the following eight overall areas:

A a system of two-way communication between employees and the
local school board and its administrative staff;

A the selection and evaluation of all instructional materials purchased
by the division, with clear procedures for handling challenged
controversial materials;

A standards of student conduct and attendance, and related
enforcement procedures;

A school-community communications and involvement;

A guidelines to encourage parents to provide instructional assistance

to their children;
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information about procedures for addressing school division
concerns with defined recourse for parents;

>

>

a cooperatively-developed procedure for personnel evaluation; and

grievance, dismissal procedures, and other procedures as
prescribed by the General Assembly and school board.

>

Each division school and the public library has a copy of the LCPS policy manual but
the policy manual has not been placed on the Web site.

Policies are overseen and managed in the superintendent's office by the School Board
Clerk. The official policy manual is located in the superintendent's office.

The policies have been codified using the National School Board Association’s model
with specific model policy language procured from the Virginia School Board Association
(VSBA). The policy manual is composed of 12 chapters or major classifications denoted
as sections with each section containing a detailed table of contents. Individual policies
are coded within these A-L sections (chapters). The manual contains an alphabetical
subject index in the front of the document and followed by a table of contents.

Exhibit 2-3 presents the LCPS policy manual classifications (chapters), titles, and policy
codes.

EXHIBIT 2-3
POLICY HANDBOOK ORGANIZATION
LOUISA COUNTY PUBLIC SCHOOLS

CLASSIFICATION SECTION TITLES POLICY CODES
A Foundations and Basic Commitments AA - AFA
B School Board Governance and Operations BB - BHE
C General School Administration CA - CM
D Fiscal Management DA - DO
E Support Services EA - El
F Facilities Development FA - FG
G Personnel GA - GDQN
H* Negotiations None
I Instructional Program IA - INDC
J Students JB - JP
K School-Community Relations KA - KQ
L Education Agency Relations LA - LI

Source: LCPS School Board Policy Manual, April 2006.
* The Supreme Court of Virginia has stated that neither Virginia constitution or statutory authority exists for
school boards to enter into collective bargaining agreements with their employees.
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Exhibit 2-4 shows the revision status of LCPS School Board policies. As can

be seen:
A 301 policies and procedures were reviewed for current adoption
status;
A of the 301 provisions reviewed, 66 have not been reviewed each five
years as required by Virginia law; and
A an additional 49 will need to be reviewed by the end of 2006 in order
to meet the requirements.
EXHIBIT 2-4
REVISION/ADOPTION STATUS OF LCPS
BOARD POLICIES AND PROCEDURES
APRIL, 2006
NUMBER OF NUMBER OF POLICIES/PROCEDURES
POLICY POLICIES/ ADOPTED/UPDATED/RESTATED IN:
REFERENCE PROCEDURES | PRIOR to
LETTER POLICY AREA EXAMINED 2000 2000-01 2002-04 2005-06
Foundations and
A Basic Commitments 6 4 2
School Board
B Governance and 33 15 1 14 3
Operations
General School
¢ Administration 13 ! !
D Fiscal Management 17 9 8
E Support Services 27 10 1 16
Facilities
F Development 10 2 4
G Personnel 61 22 7 22 10
H Negotiations *
| Instructional 54 11 34 9
Program
J Students 43 12 21 10
K SchopI-Communlty o9 10 17 2
Relations
L Educgtlon Agency 8 4 > >
Relations
TOTALS 301 66 49 147 39

Source: LCPS Board Policy Manual, April 2006. * The Supreme Court of Virginia has stated that neither

Virginia constitution or statutory authority exists for school boards to enter into collective bargaining
agreements with their employees.

FINDING

School board policies are codified in an alphabetical system as noted in Exhibit 2-4. The
Commonwealth of Virginia Statute 22.1-253.13:7 provides, as previously stated, a
variety of policy provisions that the School Board must address and include in its policy
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manual. Exhibit 2-5 shows samples of required state provisions that are addressed in
the updated policy manual along with the specific code.

EXHIBIT 2-5
SAMPLE COMMONWEALTH OF VIRGINIA REQUIRED POLICY TOPICS
AND RELATED LOUISA COUNTY PUBLIC SCHOOLS
SCHOOL BOARD POLICY

REQUIRED TOPIC APPLICABLE POLICY
Selection and evaluation of all instructional materials IM, 1A, 1IAA, IIAB
Process for parents to address concerns related to the KL, KLB, GBLA
division
System of two-way communication between employees and BG, GBD
school board
Cooperatively developed personnel evaluation procedures GCN, GDN
Grievance, dismissal, and other procedures GBM, GBMA, GCPD,
GDPD
Standards of student conduct and attendance JFC, JFG, JGD, JGE,
EEACC
School-community communications and involvement KA, KC, KM
Guidelines encouraging parents to provide instructional IKA
assistance to their children
Procedures for handling challenged and controversial KLB
materials

Source: LCPS School Board Policy Manual, April 2006.

Additionally, federal law and related regulations require that local boards of education
include other provisions. Some relate to IDEA, labor standards, No Child Left Behind,
Family Medical Leave, and other topics. However, at present, school board members
and school division personnel cannot easily identify in the policy manual those policies
that are a result of these requirements. If a school board member or division staff is not
specifically familiar with the state, federal or other requirements, they cannot easily refer
to the policy manual to see if the particular policy or issue is included.

RECOMMENDATION
Recommendation 2-2:

Code by assigning an identifying asterisk, school board policies that are required
by Virginia law and other controlling regulations.

The implementation of this recommendation should result in placing an asterisk by the
letter code of each policy that is required by Virginia statutes and other controlling
regulations. This designation should enable school board members, central office
personnel and school-level employees, as well as other stakeholders, to know which
policies must be developed and adopted by the school board. Furthermore, this coding
system should make it easier for staff to readily identify important provisions that must
be kept up-to-date and consistent with all requirements, thus increasing employee
efficiency in this process.
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FISCAL IMPACT

This recommendation can be accomplished with existing resources and at no additional
cost.

FINDING

The policy and procedures manual contains some references to procedural documents
related to policy implementation but it is difficult to obtain these when needed.

Requirements for student behavior, procedures related to drug testing, and other matters
are included in this referencing process. While MGT consultants were able to review
some of these documents, we were unable to identify a complete listing of all such
materials. A central listing of all such referenced documents was unavailable. This
situation suggests that neither the school board nor various administrators and other
employees could, if required, identify and review these documents in an expeditious
manner.

RECOMMENDATION

Recommendation 2-3:

Create a policy provision containing a listing of existing procedural manuals,
handbooks, and planning documents and on the Web site, create a series of hot
links from the manual to the cited documents or procedures.

Creating this document should provide LCPS with a compilation of important procedures
and operation manuals, handbooks, and other materials. Also, this provision should
serve as a valuable tool for the orientation of new school board members as well as new
school division personnel. Some school systems have included in their policy manual
such a provision within the equivalent Section B, School Board Governance and
Operations.

This provision may be phrased as follows:

SCHOOL BOARD AND SCHOOL SYSTEM PLANS AND
PROCEDURES

The School Board has plans, manuals, handbooks and codes that
outline procedures to be followed relative to stated topics. The
plans, manuals, handbooks, and codes listed below may be
adopted by reference as part of these policies when required by
other board provisions, Virginia laws, or other controlling
requirements. These include, but are not limited to...

Within this portion of the policy manual, the titles of various documents could be listed.
This list should become an important resource for School Board members and
employees to understand the extent of activity and responsibilities involved in managing
a complex organization.

MGT of America, Inc. Page 2-11



Division Administration

Exhibit 2-6 provides a partial listing of the types of documents often included in such a
document. Upon development and adoption of the list of documents a series of hot links
should be created between the policy manual and related documents. This action should
result in providing the policy manual user easy access to other related information thus
increasing user efficiency by reducing time required to locate needed documents.

EXHIBIT 2-6
SAMPLE LIST OF PROCEDURAL, OPERATIONAL, PLANNING
AND OTHER DOCUMENTS

Administration

Emergency Plan

Strategic Plan

Staff Development Plan

Safety Plan

General Outline of Revenue and Meal Accountability Procedures
Human Resources Management Procedures

Capital Project Priority List

Transportation Procedures Manual

Food Service Procedures

Instructional & Student Services

After-School Child Care Program Manual
Student Conduct

Testing Procedures Manual

Alternative Education Plan

Instructional Material Manual

Instructional Technology Plan
Limited-English Proficient LEP Plan
Manual for Admissions and Placement in Special Education Programs
Student Graduation Requirements

School Handbooks

School Health Procedures Manual

School Improvement Plans

Special Programs and Procedures Manual
Student Education Records Manual
Student Services Plan

Truancy Plan

Source: Created by MGT of America, 2006.

2.3 Comprehensive Improvement Planning

Comprehensive school improvement planning is one of the key components of division
school board and administrative functions. The provision of the best programs possible
for students within the financial constraints of the community is the primary goal of most
school divisions throughout the United States. In the age of “No Child Left Behind” and
the associated requirements of adequate yearly progress, school divisions need to
develop long range improvement plans and then allocate resources in accordance with
that plan. Itis important that all stakeholders in the division have input into the plan and

MGT of America, Inc. Page 2-12




Division Administration

are provided with information regarding the implementation, the on-going activities and

the results.

FINDING

The Louisa County Public Schools has developed a six-year improvement plan for the
years 2004-2010 that includes objectives, assessment, enrollment forecasts, regional
services, a technology plan and a needs assessment as key components. Community
participation in the development of the plan is documented and updates are provided

biennially.

The six-year plan objectives are:

a.

Student Achievement

By the 2008-09 school year, the Louisa County Public
Schools will meet AYP at 80%.

All Louisa County Public School will be fully accredited after
SOL testing at the end of the 2008-09 school year.

By the 2008-09 school year the Louisa County Public
Schools will increase by 6% the retention of highly qualified
teachers.

By 2008-09, all professional development will be based on
student achievement and be researched based.

By 2008-09, the Louisa County Public Schools will increase
the number of preschool classes for four year olds by 100%,
from three to six classes.

By 2008-09, the percent pass rate for students in
remediation/recovery programs will increase by 25%.

Communication/Collaboration

After completion of a survey of community members, parents
and teachers at the end of the 2008-09 school year, 80% of
those responding will report effective communication by the
school division.

MGT of America, Inc.
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"I, Safe Schools

a. By the 2008-09 school year, the number of serious referrals will be
reduced by at least 25% as measured by the crime and violence
report.

b. By the 2008-09 school year, a new elementary school will be

constructed and operational.

The six-year plan is then organized and reported by adopted standards. These
standards are:

1. basic skills, selected programs, and instructional personnel;
2. support services;
3. accreditation, other standards, and evaluation;
4. literacy passports, diplomas, and certificates;
5. training and professional development;
6. planning and public involvement;
7. policy manual;
8. capital improvement; and
9. parent and community involvement.
COMMENDATION

The Louisa County Public Schools’ School Board and administration are
commended for developing a comprehensive six-year improvement plan.

FINDING

While the LCPS plan is comprehensive in content and outcomes, for the most part are
self-explanatory, it could be strengthened by adding interim timelines and measurement
criteria for each objective.

An example of these includes specifying targeted goals for reduction of serious referrals
over the period 2006 through 2009 by including a percent reduction each year rather
than simply 25 percent by 2009. Another example could be specifying timelines showing
when expected facility planning should occur, property acquisition made, and other
landmark events associated with the construction of a new school would be completed.
Additionally, each year another year could be added to the plan so that it continuously
reflects a six-year period.
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RECOMMENDATION
Recommendation 2-4:

Include interim timelines and measurement criteria for each of the six-year plan
objectives.

While the six-year plan includes dates for completion and reporting is done biennially,
there is no indication of an interim timeline or criteria for measurement. This addition
would allow those responsible for implementation of the plan to monitor their progress on
a regular basis.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

2.4 QOrganization and Management

The effective organization and management of a large organization is typically
composed of the executive and management functions incorporated into a division
organization. Within this division a series of functional areas, determined as a response
to its mission and related goals, are assembled. The successful, contemporary
organization has, among its essential characteristics, the capacity to alter its structure to
meet changing client requirements. The more existent culture of the organization
restricts this response, the less likelihood of the organization meeting client requirements
and, as a result, experiencing successes.

This section reviews the Louisa County Public Schools’ organization, decision-making,
management, planning and accountability, internal and external communications, and
school organization and management.

2.4.1 Division Organization

Exhibits 2-7 through 2-9 provide the current organizational chart in the Louisa County
Public Schools for the reporting structures of the superintendent, assistant
superintendent for instruction, and assistant superintendent for administration,
respectively.
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EXHIBIT 2-7

LOUISA COUNTY PUBLIC SCHOOLS
CURRENT ORGANIZATIONAL CHART
SUPERINTENDENT OF SCHOOLS

Division
Superintendent

Public Information
Specialist

Administrative
Assistant

Assistant
Superintendent for
Instruction

Assistant
Superintendent for
Administration

Elementary and
Secondary
Principals

Director of Finance

Source: Louisa County School Division, 2006.
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EXHIBIT 2-8
LOUISA COUNTY PUBLIC SCHOOLS
CURRENT ORGANIZATIONAL CHART
ASSISTANT SUPERINTENDENT FOR INSTRUCTION

Assistant
Superintendent for
Instruction

Administrative
Assistant =

Director of Pupil
Personnel Services

Director of Master Reading Master Math Director of
Instruction and Teacher Teacher Technology
Testing

Director of Career
and Technical
Education

Home School
Coordinator

Coordinator of
Special Education

Source: Louisa County School Division, 2006.
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MGT of America, Inc.

EXHIBIT 2-9
LOUISA COUNTY PUBLIC SCHOOLS
CURRENT ORGANIZATIONAL CHART
ASSISTANT SUPERINTENDENT FOR ADMINISTRATION

Assistant Superintendent
for Administration

Administrative Assistant

Executive Dirgctor of Director of Maintenance Director of School Nutrition
Safety, Security and Programs

Administrative Services

Source: Louisa County School Division, 2006.
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FINDING

Division administration in the Louisa County School Division is staffed higher than the
peer division average and peers with greater enrollment. Exhibit 2-10 shows these
comparisons.

EXHIBIT 2-10
ENROLLMENT AND ADMINISTRATION
LCPS AND PEER SCHOOL DIVISIONS

2003-04 SCHOOL YEAR

STUDENT ENROLLMENT AND ADMINISTRATION POSITIONS
SCHOOL DIVISION ENROLLMENT CENTRAL OFFICE SCHOOL LEVEL
Louisa County 4,408 11.0 8.0
Fluvanna County 3,395 7.0 5.2
Botetourt County 4,831 7.0 6.0
Orange County 4,298 7.0 7.0
Powhatan County 4,209 8.0 4.2
Shenandoah County 5,954 8.0 9.0
District Average 4,516 8.0 6.6

Source: 2003-04 Superintendent’s Annual Report for Virginia, Virginia Department of Education, Web site,
2006.

While the division has a higher ratio of administrators to student enrollment than the peer
average, they have been able to maintain a high level of satisfaction among division and
school-level staff. Satisfaction levels with central office services is very high for LCPS as
shown in Exhibit 2-11, with 93 percent of principals and 55 percent of teachers
responding agree or strongly agree to the statement, “Central office administrators
provide quality service to schools.” In response to the statement, “Louisa County
Schools has too many layers of administrators,” none of the central office administrators
or principals, and only 22 percent of teachers agreed with the statement. An equally
positive affirmation was given to the statement, “Most of Louisa County Schools
administrative procedures (e.g., purchasing, travel requests, leave applications, etc.) are
highly efficient and responsive.” Eighty-four percent of principals and 64 percent of
teachers agreed or strongly agreed with the statement, along with 92 percent of central
office administrators.

This is confirmed through the staff survey results where 84 percent of principals and 61
percent of teachers graded the district office administration as “A” or “B.” Because of this
effectiveness report and a careful examination of the use of administrative and support
positions, consultants believe that the current organizational pattern should be
maintained. This pattern will permit the division to meet the demands of NCLB, state
mandates, and projected increases in student enrollment and an increase in the number
of schools to be served.
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EXHIBIT 2-11

COMPARISON SURVEY RESPONSES
WITHIN LOUISA COUNTY SCHOOLS

PART F:

ADMINISTRATIVE
STRUCTURE/PRACTICES

(% A + SA) / (% D + SD)*

ADMINISTRATORS

PRINCIPALS

TEACHERS

Most administrative practices in Louisa
County Schools are highly effective and
efficient.

93/8

100/0

44/28

Administrative decisions are made
promptly and decisively.

93/8

92/0

40/29

Louisa County Schools administrators
are easily accessible and open to input.

85/8

77/0

49/32

Authority for administrative decisions is
delegated to the lowest possible level.

38/31

46/38

21/24

Teachers and staff are empowered with
sufficient authority to effectively perform
their responsibilities.

84/0

100/0

58/25

Major bottlenecks exist in many
administrative processes which cause
unnecessary time delays.

8/62

15/69

29/33

The extensive committee structure in
Louisa County Schools ensures
adequate input from teachers and staff
on most important decisions.

77/0

92/0

37/31

Louisa County Schools has too many
committees.

15/69

15/77

44/27

Louisa County Schools has too many
layers of administrators.

0/85

0/100

22/45

10.

Most of Louisa County Schools
administrative processes (e.g.,
purchasing, travel requests, leave
applications, personnel, etc.) are highly
efficient and responsive.

92/0

84/0

64/13

11.

Central office administrators are
responsive to school needs.

92/8

85/15

52/19

12.

Central office administrators provide
quality service to schools.

92/8

93/8

55/17

"Percent responding Agree or Strongly Agree/Percent responding Disagree or Strongly Disagree. The neutral and don't know
responses are omitted.
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COMMENDATION

The Louisa County Public Schools Division is commended for operating and
administratively maintaining a high level of school-level customer satisfaction.

2.4.2 Decision-Making and Management

Within the heart of an organization resides its life providers—the decision making and
management processes. Richard Beckhard in The Organization of the Future profiles
the healthy organization and notes that it:

A

>

>

>

>

>

>

>

FINDING

has a strong sensing division for receiving current information on all
parts of the division and their interactions (division dynamics
thinking);

operates in a “form follows function” mode --- work determines the
structures and mechanisms to do it and, consequently, it uses
multiple structures (formal pyramidal structures, horizontal structures
and teams, project structures, and temporary structures (as when
managing a major change);

has a management division that is information driven, and
information is shared across functions and organization levels;

encourages and allows decisions to be made at the level closest to
the customer, where all the necessary information is available;

communicates relatively openly throughout the division;

operates in a learning mode and identifying learning points is part of
the process of all decision making;

makes explicit recognition for innovation and creativity, and has a
high tolerance for different styles of thinking and for ambiguity; and

is generally managed with and guided by a strong executive officer
employing a variety of work groups composed of individuals
possessing appropriate skills and complementary traits.

The administrative team in the Louisa County Public Schools meets on a regular basis to
review on-going matters and provide updates. This process is completed through the
use of the following mechanisms:

A

>

Regularly scheduled principals’ meetings involving all school and
division office administrators.

A Superintendent’'s Advisory Council, consisting of representatives
from each school faculty, cafeteria staff, custodial staff, instructional
assistants, secretaries, maintenance, transportation and the

MGT of America, Inc.
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education association. The Advisory Council meets monthly with
agendas often consisting of program updates and reviews, budget
items, school calendar, etc.

>

A Division Leadership Team that consists of division administrators,
principals, and building leadership team chairs. This team meets
four times a year for the purpose of planning and implementing
division wide instructional priorities. Each school has a building
leadership team to guide the implementation of these activities at
each school.

>

A Superintendent’'s Parent Advisory Council consisting of a parent
representative from each magisterial district in Louisa County. The
purpose of the Parent Advisory Council is to maintain good
communication between the division and the community.

COMMENDATION

The Louisa County Public Schools Division has established and operated
numerous committees to help maintain communications both inside and outside
of the division and to assist with the decision-making process.

FINDING

The Louisa County Public School Division does not have an established program of
providing regular professional development for administrators and staff, particularly as
related to the implementation of the six year plan.

There are numerous informal opportunities for this to occur but it is not organized and
evaluated in a systematic way. With the demands of NCLB, state standards and
accreditation, changing technology, the need to prepare personnel to replace retiring
and other departing personnel, the modern educational organization is recognized as
needing a comprehensive professional development program based on an assessment
of division needs.

RECOMMENDATIONS
Recommendation 2-5:

Develop a system of regular professional development and training of
administrative staff geared toward implementation of the six-year plan and other
clearly defined division needs.

The plan should include all division level staff and principals and include activities that
will ensure regular communications regarding school improvement throughout the
division. This will provide the framework for all levels of the administrative staff to
understand what their role is in school improvement efforts and how success will be
determined. Sample activities may include:

A strategic and long-range plan development;
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A identification of data necessary to ensure that decisions are based
upon accurate and complete information;

A effective community involvement;

A preparing the team to function effectively, including identification and
treatment of dysfunctional activity and establishing effective internal
communications;

A strategies for the specific and purposeful abandonment of obsolete,
unproductive practices and programs;

A divisions or means for monitoring the division’s organizational

climate;
A development and promotion of divisions thinking.
Additionally, the professional development opportunities should include preparation of
personnel to fill arising roles and critical administrative positions as they open.
FISCAL IMPACT
This recommendation can be implemented with existing resources.

2.4.3 Schools Organization and Management

All activity in a school division should be related directly or indirectly to the education of
the students. The delivery of educational programs typically occurs at the school level
through prescribed programs. The school curriculum and instructional programs, safety
and security requirements, student management necessities, employment of personnel
and other considerations are often school-level management decisions.

To meet the requirements of providing appropriate administrative and instructional
support to schools, standards to guide the determination of positions to be budgeted and
assigned to each school are typically adopted.

FINDING

The school division exceeds the Standards of Quality as well as the Southern
Association Accreditation Standards (SACS) for administrative staffing of schools.

LCPS provides instructional programs to students in one high school, one middle school,
and three elementary schools. The five high, middle, and elementary schools are each
staffed with a principal and assistant principal positions as well as activities/athletic,
guidance, and library positions. Exhibit 2-12 shows data related to various positions in
LCPS. As can be seen there are a total of 12 assistant principals.
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EXHIBIT 2-12
SCHOOL ENROLLMENT AND ASSIGNED
ASSISTANT PRINCIPAL POSITONS

APRIL 2006
PROJECTED ASSIGNMENT
ASSISTANT OF ASSIST. PRINCIPAL
SCHOOL ENROLLMENT PRINCIPALS BASED ON SACS
Louisa County High 1,355 5 3.40
Louisa County Middle 1,094 3 2.70
Thomas Jefferson Elementary 725 2 1.50
Jouett Elementary 623 1 1.25
Trevilians Elementary 581 1 1.15
Totals 4,378 12 10.00

Source: Prepared by MGT of America from 2003-04 Superintendents’ Annual Report for Virginia, Virginia Department of
Education, Web site, 2006.

Typically, elementary schools are staffed at a ratio of one assistant principal for each
500 students in enrollment and secondary schools have one assistant principal for each
300 to 400 students. Applying this formula shows that the board has approved
increasing school-level assistant principal staffing in each school. Interviews with
personnel, community forum information, and survey data indicate that this decision has
been beneficial to the students of LCPS and, combined with other actions, has resulted
in better student performance (see the chapter on Educational Service Delivery for a
more detailed discussion of student performance).

COMMENDATION
The Louisa County Public Schools are commended for providing a level of
administrative staffing that supports the academic program goals and objectives

and allows the schools in the division to attain commendable levels of
achievement.
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3.0 EDUCATION SERVICE DELIVERY

This chapter of the report reviews the delivery of educational and support services to
students in Louisa County Public Schools (LCPS). The chapter examines the education
service delivery to determine if programs that serve students are efficient, effective, and
staffed appropriately in order for the school division to meet its goal to provide a
rigorous, standards-based instruction for all students and to meet the federal
requirements of No Child Left Behind (NCLB) and Individuals with Disabilities Education
Act (IDEA) legislation. The review includes an analysis of documents, interviews, school
visits, and survey responses from many employees who patrticipated in the study as well
as comparative information from school divisions selected for their similarity to LCPS in
size and student demographics.

The chapter is divided into six sections, each providing an overview of specific
educational service delivery functions that are critical to effective programs and services
for all students.

3.1 Organizational Structure and Administrative Management
3.2 Curriculum and Instruction

3.3 Program Evaluation, Student Assessment and Accountability
3.4 School Improvement

3.5 Federal Programs

3.6 Pupil Personnel Services

CHAPTER SUMMARY

LCPS has demonstrated exemplary practices in the delivery of educational services and
management. Dedicated staff have provided leadership and delivery of instruction to
students throughout Louisa County that is consistent with the Virginia Standards of
Learning.

The instructional models for reading and math, as well as the curriculum pacing guides
serve as the framework for instruction in LCPS. When teachers follow the instructional
model and the curriculum pacing guides provided for them, it can be assured that
instruction of the Standards of Learning is provided. The SOL assessment scores have
continued to increase for LCPS students over the last five years. This increase in
academic performance is largely due to the instructional models for reading and math as
well as the curriculum pacing guides. The instructional model and the curriculum pacing
guides that have been developed for LCPS are exemplary.

LCPS offers a comprehensive Career and Technical Education (CTE) program. The
program had noted deficits in the 2003-04 audit report, but with the dynamic leadership
within the department, the CTE programs continue to improve. The department strives to
increase dual enrollment with local colleges, increase industry credentials of the
teaching staff, and increase the certification or credentials for the CTE programs. LCPS
recognizes the importance of a quality CTE program and is committed to quality
programs.
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Alternative education programs offer options for students who are not successful in the
general education setting. LCPS has an array of alternative programs for students who
need additional credits for graduation, GED, or need a more restrictive setting due to
their behavior. The administration of the alternative education program works closely
with the administration of the secondary schools and share resources, as needed.

The No Child Left Behind Act (NCLB) has established the highest level of accountability
in the history of public schools. NCLB requires that schools, school divisions, and states
be held accountable for school improvement and Adequate Yearly Progress (AYP) for all
students. LCPS demonstrates consistent practices for school improvement and
accountability. LCPS administrators are improving their use of data analysis and working
with teachers to use performance data for instructional planning. The purchase of the
SOL Tracker software should greatly enhance the data analysis process for teachers
and administrators throughout LCPS.

The Department of Federal Programs has assumed the responsibility for federal
entitlement programs and gifted education. With a reorganization of the department and
better alignment of the functions within the department, greater emphasis can be placed
not only on management of federal programs, but also on effective instruction. Greater
emphasis needs to continue to be placed on special student populations, including
students whose native language is other than English (ESL) and students who are
economically disadvantaged. The ESL population continues to grow in Louisa County
and students who are economically disadvantaged are struggling academically at
several Louisa County schools.

The Department of Pupil Personnel Services oversees special education and student
support services. These services are highly regulated by federal and state regulations.
LCPS continues to be challenged by delivery of educational and related services to
students with disabilities. The electronic Individual Educational Plan (IEP) software will
be an asset to the department in the development and monitoring of IEPs and
compliance requirements with state and federal law.

While MGT found LCPS to have many exemplary practices in the delivery and
management of educational services, other findings lead to recommendations for
continued improvement of instruction and services to students. Recommendations
include:

A Reorganize the Division of Instruction and decrease the number of
teachers on special assignment over the next five years.

>

Integrate learning strategies and differentiated instruction into the
general education curriculum.

>

Expand the responsibilities of the Director of Instruction and Testing
to include program evaluation and develop a policy on program
evaluation to strengthen its contribution as an integral component of
the LCPS continuous improvement process.

>

Purchase and implement the SOL Tracker data reporting software.
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Examine effective practices and resources that can be collected and
disseminated to all school administrators and teachers.

>

>

Ensure that all school improvement monitoring instruments are
aligned to the characteristics of high performing and effective
schools.

>

Increase staff development and instructional planning for subgroups
of underachieving students, as well as for high performing students
beyond SOL mastery.

>

Develop a consolidated application for participation in programs
authorized by the No Child Left Behind Act.

>

Ensure that all teachers are highly qualified by 2006.

>

Examine the flexibility offered by using Title | and other federal funds
to support increased proficiency among all students through shared
funding of general revenue or special education funds.

Develop and implement a divisionwide elementary guidance
curriculum consistent with national standards and state regulations.

>

>

Review and select a schoolwide positive behavioral support system.

>

Ensure that consistent compensatory attendance procedures are
implemented at LCHS.

>

As directed by the Virginia Department of Education, develop
activities, timelines, and data collection elements documenting and
reporting improved educational and functional outcomes for students
with disabilities as required by IDEA 2004.

Develop an annual special education action plan including mission,
vision, goals, objectives, activities, evaluation, and a scope and
seqguence of timeline of training and educational support activities for
schools.

>

>

Establish an appropriate co-teaching model of inclusive education at
secondary schools.

>

Implement a consistent, divisionwide pre-referral process in the
general education program.

>

Implement an electronic system for the development of individual
educational plans and maintaining compliance with special
education state and federal requirements.

>

Discontinue the terminology of categorical special education
classrooms and refer to special education as a service in the least
restrictive environment, which may include more restrictive cross-
categorical environments.
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INTRODUCTION

A cost-effective educational service delivery system is one that is accountable for
student achievement without unnecessary expenditures. In order for effective
management of instructional programs to take place, planning and budgeting must be
interrelated. In addition, the school division must provide a clearly focused mission
supported by measurable goals and objectives. In a small school division, it is critical to
ensure that programs are equitable for students, regardless of the school they attend,
and that processes are streamlined and focused in the most effective and efficient
manner possible. For this to happen, programs, processes, and outcomes in all facets of
the organization must be monitored and evaluated to ensure that the division’s focus is
maintained on student learning and achievement, and that all teachers maximize
instructional time.

Exhibit 3-1 shows an overview of peer public school divisions in 2004-05. As shown,
LCPS has similar enroliment to other divisions, yet has the highest percentage of
economically disadvantaged students.

EXHIBIT 3-1
OVERVIEW OF PEER PUBLIC SCHOOL DIVISIONS
2004-05 SCHOOL YEAR

STUDENT
POPULATION
TOTAL PER 1,000 PERCENT TOTAL
CLUSTER STUDENT GENERAL ECONOMICALLY | NUMBER OF
SCHOOL DIVISION IDENTIFICATION | POPULATION POPULATION | DISADVANTAGED SCHOOLS
Louisa County 2 4408 172 34.1 5
Fluvanna County 2 3395 169 9.9 5
Botetourt County 2 4831 158 14.5 11
Orange County 2 4298 166 24.5 8
Powhatan County 2 4209 188 11.9 4
Shenandoah County 2 5954 170 26.3 9
Divisiion Average N/A 4,516 171 20.2 7

Source: Virginia Department of Education, Web site, 2006,
United States Census Bureau, 2000 Census Data,
www.schoolmatters.com.

Exhibit 3-2 shows the teacher staffing levels and pupil to teacher rations for LCPS and
peer school divisions in 2003-04. As shown, LCPS has the highest total teacher per
student ratio. This is reflective of the number of teachers on special assignment,
primarily Title | funded, in LCPS. The LCPS ratio of pupils to classroom teachers is one
of the lowest when compared to other school divisions.
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EXHIBIT 3-2

TEACHER STAFFING LEVELS AND PUPIL: TEACHER RATIOS*
PEER SCHOOL DIVISIONS
2003-04 SCHOOL YEAR

RATIO OF PUPILS TO RATIO OF PUPILS TO
TOTAL CLASSROOM CLASSROOM
TEACHERS PER TEACHING POSITIONS TEACHING POSITIONS
SCHOOL DIVISION 1,000 STUDENTS FOR GRADES K-7** FOR GRADES 8-12

Louisa County 82.04 12.7 115
Fluvanna County 77.18 14.2 11.3
Botetourt County 77.86 18.3 8.8
Orange County 68.16 10.7 15.8
Powhatan County 80.95 14.7 9.7
Shenandoah County 80.56 11.1 15.4
Divisiion Average 77.79 13.6 12.1

Source: 2003-04 Superintendent’s Annual Report for Virginia, Virginia Department of Education, Web site, 2006.
*Ratios based on End-of-Year enroliments.
**Pupil/teacher ratios for elementary and secondary may vary because of the reporting of teaching positions\

for middle school grades 6 - 8.

MGT survey results show that administrators, principals, and teachers strongly agree (or

agree) that:

A Overall quality of public education in LCPS is good or excellent.

A Overall quality of public education in LCPS is improving.

>

>

>

>

Grade given to the LCPS is A or B.

Grade given to LCPS administrators is A or B.

basic skills programs such as writing and mathematics.

>

>

>

>

>

>

>

>

students’ needs.

MGT of America, Inc.

Our schools are good places to learn.

Most students are motivated to learn.

Lessons are organized to meet students’ needs.
The curriculum is broad and challenging for most students.
Teachers in our schools know the material they teach.
Teachers in our schools care about students’ needs.

Teachers expect students to do their very best.

The emphasis on learning in LCPS has increased in recent years.

Our schools have materials and supplies necessary for instruction in

Principals and assistant principals in our schools care about
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Sufficient student services are provided in this school division.

>

>

School-based personnel play an important role in making decisions
that affect schools in the division.

MGT survey results further indicate that administrators, principals and teachers
overwhelmingly believe that the curriculum planning, instructional support, and staff
development, are adequate or outstanding.

3.1 Organizational Structure and Administrative Management

LCPS is committed to using its resources, including personnel, to provide students with
a safe, technology-rich environment so that students can engage in meaningful school
work that challenges them to think, reason, and develop ownership for their learning.
This section of the report reviews the organizational structure of education service
delivery including the Departments of Testing, Pupil Personnel Services, and Federal
Programs.

FINDING

The current organizational structure limits the division’s administrative effectiveness and
efficiency of curriculum and instruction initiatives. Four of the five schools in Louisa
County did not meet federal requirements of AYP.

Exhibit 3-3 shows the current organizational structure of the Department of Instruction.
As can be seen the Assistant Superintendent of Instruction has nine direct reports
including the: Administrative Assistant, Director of Pupil Personnel Services, Director of
Instruction and Testing, Director of Federal Programs, Master Reading Teacher, Master
Math Teacher, Director of Technology, Director of Career and Technical Education, and
the Home School Coordinator. The Division of Instruction can be more efficiently
managed if the Assistant Superintendent of Instruction has fewer direct reports and a
greater concentration of administrative staff who were experts in teaching and learning,
as well as staff development.

The Director of Federal Programs is currently responsible for federal grants
management and gifted education. The administrator in this position has announced his
retirement at the end of this academic year. The vacancy of this position can allow LCPS
to better align curriculum and instruction functions within the division. Greater emphasis
must be placed on this position assuming a strong leadership role in curriculum
development, implementation, and support to schools. In addition, this position can
further assume program development areas of English as a Second Language and pre-
kindergarten expansion. Currently, the Director of Instruction and Testing assumes
responsibility for both these programs areas. With the need for greater emphasis in
these two areas, the Director of Instruction and Assessment cannot manage program
expansion and the growing need for assessment, accountability, and data analysis. With
a clear focus on curriculum and instruction, the master reading and math teachers could
directly report this position and decrease the number of direct reports to the Assistant
Superintendent of Instruction.
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EXHIBIT 3-3
LOUISA COUNTY PUBLIC SCHOOLS
ORGANIZATION STRUCTURE
DIVISION OF INSTRUCTION

Assistant
Superintendent for
Instruction
Administrative
Assistant
I [ [ |
Director of Pupil Director of Director of Director of Director of
Personnel Instruction and Federal Technology Career and
Services Testing Programs Technical
Education
I I
Coordinator of Master Reading Master Math Home School
Special Teacher Teacher Coordinator
Education

Source: LCPS, Superintendent’s Office, 2006.

The Director of Instruction and Testing has responsibility for functions of curriculum and
testing. With the emphasis on accountability and improved student performance, this
position must have a primary focus on coordination of testing, accountability through the
school improvement process, and providing technical assistance to schools, particularly
in the area of data analysis. This is further supported by the fact that four of the five
schools in Louisa County did not meet federal requirements of AYP.

The Director of Instruction and Testing must also assume greater responsibility in
implementing SOL Tracker software and providing staff development to school principals
and teachers in the reporting of data, analysis of data, and using the data for
instructional planning. The implementation of the automated data reporting system is
imperative to the accountability functions of the division and must be given a high
priority by the Director of Instruction and Testing. The Director of Instruction and
Testing’s responsibilities for instruction must be transferred other staff to allow the
concentration of time and expertise in the areas of testing, as well as school and division
accountability.

The Department of Pupil Personnel Services is lacking an effective framework to ensure
efficient leadership. A realignment of functions within the department can improve the
functions within the department. In addition, there is a lack of overall leadership and
focus on student services or providing support to teachers of special education.
Initiatives for improvement within the department appear to be limited and lack a strong
emphasis that can lead to improved student performance. Initiatives that could be
considered for improvement of special education and student services include:

A assigning school psychologists as chairpersons for the eligibility
team, thus eliminating the need for the director to attend all

MGT of America, Inc. Page 3-7



Education Service Delivery

meetings. The director could be more selective in attending
particular meetings, as appropriate. This change of function would
allow more time for the director to assume the leadership duties
within the department.

>

hiring one additional Coordinator of Special Education to serve as a
curriculum liaison with general education. If LCPS chooses not to
assign the eligibility team chair responsibilities to the school
psychologist another option to consider would be to assign one
coordinator to special education compliance and another special
education coordinator for curriculum. The curriculum and instruction
for students with disabilities is extremely deficient, and is separate
and apart from general education in many instances. Based on a
review of class rosters, student performance data, and interviews
while on-site, the quality of inclusive education is also lacking,
particularly at the secondary level.

designating a lead special education teacher at each school to help
coordinate case conferences and IEP meetings. The lead special
education teacher could also assist with school-level staff
development and implementation of the department’s initiatives for
improved performance of students with disabilities.

>

>

aligning speech pathologists with the division’s literacy initiative to
focus, as appropriate, on language development and an integrated
model of language services in conjunction with classroom teachers.
The Virginia Department of Education has recently published a best
practices document for speech and language services in public
schools which can serve as an excellent resource in this alignment.

>

maintaining lead staff for school psychology, nursing, and guidance
to assist the director in assessing student services needs, identifying
initiatives for improvement, and implementation of technical
assistance to schools. These lead staff must also assume leadership
responsibilities within their discipline and assist the director in the
overall management and delivery of student support services.

The Departments of Career and Technical Education and Technology are adequately
staffed and provide appropriate administrative leadership, respectively.

As previously shown in Exhibit 3-2, LCPS has a greater teacher to pupil ratio than every
comparison school division. MGT finds that this is largely due to the number of teachers
on special assignment who serve as Reading Specialists in LCPS. For example, there
are seven reading specialists assigned to Thomas Jefferson Elementary School and four
reading specialists assigned to Trevilians Elementary School. There is one reading
specialist assigned to the middle school, but none at the high school.

When comparing, the number of teachers on special assignment in LCPS with peer

comparison divisions, the number of reading specialists is excessive. In reviewing other
school divisions throughout Virginia, MGT has not found more than two reading
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specialists per school. Most frequently, MGT has found that there is only one reading
specialist assigned to each school. LCPS also does not have reading specialists at the
secondary level even though student performance data show that there is a three year
decrease in the percentage of subgroups of students rated as proficient or advanced in
reading and language arts in seventh and eighth grades.

Elimination of reading specialists positions at the elementary schools during 2006-07
would be not advised due to the change in administration and leadership at the
elementary level. In time, as new administrators provide the instructional leadership
necessary at their respective schools and as classroom teachers are more skilled at
teaching reading to a diverse group of students, the need for excessive numbers of
reading specialist should decrease. In addition, LCPS can consider realignment of
reading specialists to target secondary students who are struggling readers.

RECOMMENDATION
Recommendation 3-1:

Reorganize the Division of Instruction and decrease the number of teachers on
special assignment over the next five years.

LCPS should reorganize the Division of Instruction and align functions to highly
concentrate on curriculum and instruction, testing, accountability, and data analysis, as
well as improved special education and student services. It is recommended that LCPS:

A Change the Director of Federal Programs to the Director of
Instruction and Federal Programs. The proposed Director of
Instruction and Federal Programs should assume responsibilities for
curriculum and instruction including pre-kindergarten programs,
EUSOL, and gifted education. The Director of Federal Programs
should also maintain responsibility for federal grant applications and
monitoring in conjunction with the Assistant Superintendent for
Instruction and school principals. The proposed position should also
assume administrative oversight of master teacher functions for
math and reading, thus decreasing the number of direct reports to
the Assistant Superintendent of Instruction.

>

Change the Director of Instruction and Testing to the Director of
Assessment and Accountability. The proposed Director of
Assessment and Accountability should assume responsibilities for
testing, SOL Tracker, school improvement, and technical assistance
to schools in data analysis. Transferring all instructional
responsibilities to the proposed Director of Instruction and Federal
Programs will allow the proposed Director of Assessment and
accountability to focus strictly on data reporting, analysis, and
technical assistance to schools for overall school improvement.

>

Create stronger leadership in the Department of Pupil Personnel
Services by:
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- reassigning eligibility team meetings to other staff;

- assigning lead psychologist, guidance counselor, and nurse to
assume leadership of key initiatives within each discipline,
respectively.

- aligning language services with literacy initiatives and collaborate
with teachers in general education curriculum; and

- assigning a lead special education teacher at each school to
serve as a liaison for staff development, communication, and
initiatives implementation with the central office.

A Eliminate five reading specialists at the elementary level within the
next five years;
A Transfer two reading specialists to the secondary level, as needed,

to improve reading of students at the middle and high school.
FISCAL IMPACT

To hire a second Coordinator for Special Education, the costs would be $50,000 salary
plus $15,000 benefits at 30 percent for a total salary and benefits of $65,000.

To eliminate five reading specialists during the next five years, the savings would be
$38,000 times five positions equals $190,000 plus $58,900 benefits at 31 percent for a
total savings and benefits of $248,900. LCPS should eliminate one position in years
2006-07 through 2009-10 and two positions in 2010-11.

Recommendation 2006-07 2007-08 2008-09 2009-10 2010-11
Hire Coordinator

of Special ($65,000) ($65,000) ($65,000) ($65,000) ($65,000)
Education

Eliminate Five

Reading $49,780 $49,780 $49,780 $49,780 $99,560
Specialists

Total Savings $15,220 $15,220 $15,220 $15,220 $34,560

3.2 Curriculum and Instruction

The Department of Curriculum and Instruction provides leadership and expertise in the
development of general education curriculum and instructional initiatives that support
achievement for all students in LCPS. The department is responsible for the
development of new curricula, and curricula and pacing guides that are based on
Virginia Standards of Learning. Professional development opportunities are related to
the effective implementation of new curricula and designed to support the instructional
needs of teachers.
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LCPS classrooms are focused on teaching and learning. The pursuit of mastering the
Virginia Standards of Learning (SOLs) serves as the core for the instructional day.
Beyond the SOLs, all LCPS strive to serve the diverse needs of students by offering
gifted and accelerated programs as well as the needed special education services.
While technology and creativity are inherent in the instructional program, the division’s
primary goal is to improve learning and student achievement. Progress toward this goal
is demonstrated by the continued and significant academic improvement of LCPS
students in recent years.

FINDING

LCPS demonstrates many exemplary practices to improve student achievement and
instructional practices. Improvement in SOL reading and math scores for grades
kindergarten through fifth over the past five years can be attributed, in part, to the
implementation of a Literacy Diet in 2001-02 and a Math Diet in 2003-04 along with
hiring a Master Reading Teacher in 2001-02 and a Master Math teacher in 2003-04.

The Literacy Diet, developed by the University of Virginia's McGuffey Reading Center,
provides suggested amounts of time to be allocated each day to literacy instruction.
Sample schedules are also included in the Literacy Diet. Organizing topics for English
include seven components of language arts, including: oral language, writing, phonemic
awareness, phonics, fluency, vocabulary, and comprehension. These components are
taught daily throughout the year according to the guidelines which address the
instructional needs of the emergent to instructional reader. Oral language is integrated
throughout all subject areas.

The Math Diet offers daily instruction in fluency which a balance of efficiency, accuracy,
and flexibility. Daily instruction also includes problem solving and concept building.
Mathematical literacy develops in students when they understand what they are doing as
they manipulate numbers, symbols, or geometric objects. It also requires that students
be able to explain and support their answers verbally and in writing.

The LCPS instructional model provides all teachers with the division’s expectation for
planning and delivery of instruction to students. Developed in 2003, from a
recommendation by a state academic review team, the instructional model was shared
by the Assistant Superintendent for Instruction with all teachers at faculty meetings and
provided to new teachers during their pre-service induction program. The elements of
the model are included on the division’s Web site and are used by principals as a
guideline for observations.

The LCPS curriculum guides are also comprehensive and aligned with the Virginia
SOLs. The guides provide the organizing topics, time for instruction, related SOLs,
released test items, assessments, and instructional resources. Teachers are actively
involved in the development and revision of curriculum guides. When teachers follow the
curriculum pacing guides provided for them, they can be assured that instruction of the
SOLs is included.
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COMMENDATION

LCPS is commended for developing and successfully implementing reading and
math instructional models and curriculum pacing guides in alignment with the
Virginia Standards of Learning.

FINDING

LCPS must continue to work toward implementing differentiated instruction and
incorporating effective learning strategies into instruction. While teachers may include
differentiation and learning strategies in lesson plans, the actual implementation
continues to need improvement.

Interviews with staff and onsite observation shows that teachers continue to need
support in differentiation and instructional strategies. LCPS has provided training in
Creating Independence through Student-owned Strategies (Project CRISS). The division
has also provided some staff development using What Works in Classroom Instruction
published by McREL.

The Differentiated Classroom: Responding to the Needs of All Learners (Tomlinson,
1999) is also an excellent resource for differentiated instruction. Exhibit 3-4 compares
traditional and differentiated classrooms. As can be seen, differentiated, or multi-level,
instruction provides students with many ways to access and learn content within the
general curriculum.

RECOMMENDATION
Recommendation 3-2:

Strengthen the integration of learning strategies and differentiated instruction into
the general education curriculum.

LCPS should integrate learning strategies and differentiated instruction into the general
education curriculum. The Department of Curriculum and Instruction should assume the
primary responsibility for this recommendation. The Department of Curriculum and
Instruction should ensure that administrators, general education and special education
teachers participate in staff development related to the integration of learning strategies
and differentiated instruction into the general education curriculum, as well as
summative assessment and ongoing monitoring of student progress.

FISCAL IMPACT

This implementation can be implemented with existing resources.
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EXHIBIT 3-4
PRINCIPLES, RATIONALE, AND CRITERIA IN APPLYING UNIVERSAL DESIGN TO
CURRICULUM, INSTRUCTION, AND EVALUATION

PRINCIPLES/RATIONALE CRITERIA

1. Flexible use. Curriculum, A Accommodates students with diverse abilities.
instruction, and evaluation A Accommodates students who speak various
should be designed from the lanauages P
outset for students with diverse ) guages.
abilities. A Does not stigmatize students.

A Benefits as many potential users as possible.
A Avoids inconveniencing students with any particular
characteristics.

2. Simple and intuitive use. A s easy to use.

Curriculum, instruction, and A Avoids unnecessary complexit
evaluation should be designed ] y plextly.
from the outset to be as easy to A Provides clear directions and understandable
understand and use as possible. examples.
Breaks complex tasks into small steps.

3. Perceptible information. Communications information to users independent
Curriculum, instruction, and of environmental conditions and/or users’ sensory
evaluation should be designed abilities.
from the outset to be readily i —_ - :
perceived regardless of A Highlights essential information.
environmental conditions or a A Breaks information into comprehensive chunks.
user’s sensory abilities.

4. Tolerance for error. Curriculum, | A  Avoids punishing students for mistakes.
instruction, and evaluation A Provides ample time to respond
should be designed from the ] P pond.
outset to minimize the likelihood A Provides immediate and thorough feedback.
of error and the negative A Monitors progress.
consequences resulting from ‘ i L
error. A Provides adequate practice time.

5. Reasonable physical, A Presents information that can be completed in a
cognitive, and psychological reasonable timeframe.
efforts. Curiculum, instruction, A Avoids physically, cognitively, and/or psychologicall
and evaluation should be exhaustri)nythe u{:’er 9 Y, bsy gically
designed from the outset to avoid 9 ‘
making a user uncomfortable or
fatigued.

6. Size and space for approach A Requires reasonable amount of space.
and use. Curriculum, instruction, i . . .

A Incorporates accessible materials and learning

and evaluation should be
designed from the outset to be
used in a physically accessible
manner.

activities.

Source: Adapted from Wehmeyer, M. L., Lance, G.D., & Bashinski, S. (2002). Promoting access to the
general curriculum for students with mental retardation: A multi-level model. Education and Training in
Mental Retardation and Developmental Disabilities, 37(3), 223-234.
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3.2.1 Career and Technical Education

One of the critical needs of employers is to hire workers with new and different sets of
knowledge and skills, including positive attitudes, good work habits, the ability to learn a
diverse set of tasks, and problem-solving, communication, scientific, and interpersonal
skills (Connecticut Department of Labor, 2001). Educators, especially those in career
and technical education (CTE), are addressing those new and different sets of
knowledge and skills alongside other, more traditional knowledge and skills.

In the early twenty-first century, the best-paying jobs will demand high skills levels,
particularly in areas on reading, writing, math, reasoning, and computing. A larger scale
of the fast-growing occupations also will require education beyond high school, but not
necessarily a four-year college degree. (Work Force 2020, Work and Workers in the 21°
Century).

FINDING

LCPS offers a comprehensive career and technical education program. The division’s
competency attainment rate of essential competencies, board seal attainment rate, and
performance by students who are members of a special population exceeded state
percentages.

LCPS’ CTE courses can greatly enhance students’ ability to become productive workers
and citizens. The following LCPS sections provide students with complete course and
program descriptions and any of the necessary prerequisites for the individual programs:

Business Information Technology;
Army ROTC;

Trade and Industrial Education;
Cosmetology;

Firefighting;

Computer Systems Technology;
Emergency Medical Technician;
Technology Education;

Health and Medical Sciences;
Family and Consumer Sciences; and
Agricultural Education.

> > > D> D> D> D>

CTE offers dual enrollment with the local community college for business information
and technology, trade and industrial education, technology education, health and
medical sciences, family and consumer sciences, and agricultural sciences.

Each course has a comprehensive course description and curriculum map. The

description includes the task or competency, task definition, related SOLs, and a
crosswalk to Virginia's All Aspects of Industry.
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The Annual Audit Report for LCPS for 2003-04 shows:

A

>

>

>

Academic Achievement - Percent of students enrolled in CTE
courses who passed the SOL end-of-course tests:

English — 74.77 percent as compared to 81.48 percent statewide;
Mathematics — 51.68 percent as compared to 70.60 percent statewide;
History — 70.71 percent as compared to 73.80 percent statewide;
Science — 64.94 percent as compared to 70.30 percent statewide.
Occupational Competence - Competency Attainment Rate of
essential competencies on state-provided, industry-validated
competency lists:

LCPS — 100 percent as compared to 95.83 percent statewide.
Secondary School Completion:

LCPS — 100 percent as compared to 99.63 percent statewide.

Diploma/Credential - Board Seal Attainment Rate:

LCPS - 61.36 percent as compared to 58.48 percent statewide.

COMMENDATION

LCPS is commended for its high student performance in CTE occupational
competence, secondary completion, and diploma/credential rates.

FINDING

The Annual Audit Report for LCPS for 2003-04 also documents areas for improvement.
These areas include:

A

>

Access/Success - Performance by student who are members of
a special population:

English — 62.63 percent as compared to 69.63 percent statewide;

Mathematics — 43.31 percent as compared to 61.26 percent statewide;

History — 55.85 percent as compared to 61.23 percent statewide;

Science — 50.80 percent as compared to 55.92 percent statewide;
Occupational Competence — 100 percent as compared to 94.50 percent
statewide;

Transition — 100 percent as compared to 96.04 percent statewide.

Non-traditional career preparation - nontraditional enroliment:

LCPS — 10.39 percent as compared to 13.48 percent statewide.
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A Non-traditional career preparation - nontraditional completion:
LCPS — 18.05 percent as compared to 11.97 percent statewide.
RECOMMENDATION
Recommendation 3-3:

Continue to address program deficit areas to improve the academic performance
of students in the CTE program and to increase the number of non-traditional
students.

The Executive Administration Improvement Plan for 2005-06 shows that the Department
of Career and Technical Education is addressing the program deficits. The leadership of
the Department of Career and Technical Education is dynamic, focused, and provides a
framework for documenting improvement in the CTE course offerings, student
achievement, and course completion.

FISCAL IMPACT
This recommendation can be implemented with existing funds from the Carl Perkins Act.

3.2.2 Alternative Education

The purpose of alternative education has expanded from the education of youth who
have dropped out, or who are at risk of dropping out, to students with diverse learning
needs whose behavior warrants a more restrictive setting outside the general education
setting. Those programs provide alternative programming, including flexible curricula
that can address the unique social, behavioral, emotional, cognitive, and vocation needs
of the individual student.

Alternative education programs as designed to meet the specific individual needs of
students in the programs. While there is some variation in programs, the legislation
outlines the following components:

A intensive, accelerated instructional program with rigorous standards
for academic achievement and student behavior;

A low pupil-teacher ratio (the average ratio is one teacher for every ten
students) to promote a high level of interaction between the student
and teacher;

A plan for transitioning the enrolled students into the relevant school
division’s regular program;

A current program of staff development and training;

A procedure for obtaining the participation and support from parents
as well as community outreach to build school, business, and
community partnerships; and

A measurable goals and objectives and an evaluation component to

determine the program’s effectiveness.
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FINDING

LCPS offers a number of quality programs for students who are unable to complete their
studies in the standard middle school or high school environments. Both long-term and
short-term programs offer students the opportunity to complete their studies and
maintain acceptable attendance in an academic setting.

Real Educational Alternatives in Louisa County Involving the Youth (REALITY) is
an alternative setting for students in grades six through twelve who are at risk of failure.
While students remain the academic responsibility of their base school, the program
provides alternative educational opportunities within a non-traditional setting. Smaller
class size provides an avenue to strengthen the student's academic focus, to foster a
greater realization of one’s abilities, and to assist students with time management skills.

The Out-of-School Suspension component of Alternative Education Services provides
an opportunity to positively impact upon the inappropriate behaviors of student while
affording them a chance to stay academically focused. The community service
component will afford students an opportunity to give back to the community as well as
broaden their outlooks and re-channel some of the negative energies being display in
the home school.

Success Performance Reading Investigating New Knowledge and Teaching
(SPRINT) is designed to be a learning outside the box approach for high school students
who are not being success in their academic pursuits in the home school. The goal is to
put students on a recovery track which will allow for up to eight repeat classes in a
semester.

Real Education Alternatives Against Drugs (REAAD) is a four day education program
for assessment, self-evaluation, student group counseling and family counseling. The
program aims to heighten awareness of harmful effects of mood-altering chemicals. The
curriculum of REAAD provides students and their parents with accurate information
aimed to encourage a realistic assessment of the role that drugs play in hampering
academic, social, physical, and emotional success.

The Special Education Alternative Placement (SEAP) is structured for students with
disabilities in grades six through twelve who are at risk of failure due to social issues.
While students remain the academic responsibility of their base school, the program
provides alternative education opportunities for learners within a non-traditional
academic setting.

The dropout rate in LCPS has decreased from 5.51 percent in 1998-99 to 2.91 percent
in 2004-05. This decrease is partially due to the division’s commitment to alternative
education. Contributing factors to successful results include:

A small school size;
A small teacher to student ratio;
A effective communication with high school staff, social services and

juvenile court;
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individual and small group instruction;

>

>

site separation from sending schools;

>

cooperation from sending schools;

support from the school board; and

>

infusion of technology.

>

LCPS has developed an array alternative education options for students who are
performing successfully in the general education setting. These alternative options
provide varied opportunities for students to remain in school, and be successful
academically and socially, rather than dropping out of school.

COMMENDATION
LCPS is commended for providing a continuum of alternative education programs

for at-risk students.

3.3 Program Evaluation, Student Assessment, and Accountability

NCLB has dramatically changed the focus and accountability of schools and divisions
throughout the country. Guiding principles mandated in the legislation include:

A ensuring that all students are learning;
A making all school systems accountable;

A ensuring that information is accessible and parental options are
available; and

A improving the quality of teachers.
As a result, performance goals have been established in federal legislations including:

A By 2013-14, all students will reach high standards, at a minimum
attaining proficiency or better in reading and mathematics.

A All limited English proficient students will become proficient in
English and reach high academic standards, at a minimum attaining
proficiency or better in reading, language arts, and mathematics.

A By 2005-06, all students will be taught by highly qualified teachers.

A All students will be educated in learning environments that are safe,
drug free, and conducive to learning.

A All students will graduate from high school.
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Local school divisions are required to test students in grades three through eight in
reading and mathematics and once in each subject at the high school level. Each year,
the percentage of students at these grade levels who pass these tests must increase
according to a timeline established by the Virginia Department of Education. For the
Commonwealth of Virginia, the Standards of Learning assessments are accountability
measures used to determine not only accreditation by the Virginia Department of
Education, but also adequate yearly progress (AYP) for meeting the benchmarks of
NCLB.

3.3.1 Program Evaluation

To accomplish effective program planning, decisions that impact the delivery system of
educational services and its resource allocation must be based on comprehensive data
analyses and systematic planning process. Effective planning of education programs
must consider specific needs of all students served throughout the division and the
multiple resources available to meet student needs. To determine if resources are
effectively used, school systems must establish a clear basis for evaluating the impact of
its educational programs. Effective evaluation is ongoing to ensure that resources are
expended in ways that are delivering intended results. As evaluation plan should be an
integral part of any new program or practice.

FINDING

LCPS does not conduct any kind of formal internal evaluation of its programs. External
reviews, such as the Southern Association of Schools and Colleges accreditation
reviews and program monitoring from the Virginia Department of Education are the only
ones that could be cited as regularly occurring program evaluations.

LCPS has one administrator assigned to divisionwide testing. The responsibilities of this
position directly relate to planning for, delivery of, and disseminating of testing materials
and assessment results. A greater need in LCPS includes the evaluation of student
performance, based upon achievement data, within particular programs and instructional
practices.

In addition, LCPS does not have a specific policy related to the evaluation of
instructional programs. There is no regular practice, schedule, or rationale for conducting
evaluations of existing programs, nor for including evaluation components in new
programs. LCPS has no accountability for the use of evaluation as a tool for continuous
improvement.

Without such accountability, the division is missing the opportunity for regular evaluation
of programs and practices related to the student achievement of the purposes for which
they were initiated. When program evaluation is an integral part of division practice and
adoption of new programs, regular checkpoints offer information that can be used to
inform the division of the need to add a new program, adjust an existing one, or to
eliminate programs and practices that are not providing the benefits for which they were
adopted.
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RECOMMENDATION
Recommendation 3-4:

Expand the responsibilities of the Director of Instruction and Testing to include
program evaluation and develop a policy on program evaluation to strengthen its
contribution as an integral component of the LCPS continuous improvement
process.

LCPS should expand the responsibilities of the Director of Testing to include program
evaluation and develop a policy on program evaluation. The division should ensure that
there is ample internal program evaluation to justify the continuation or elimination of
instructional programs. Establishing a process to inform staff on a specific timetable of
the effectiveness and efficiency of its programs will ensure that it is truly meeting the
division’s goals, and also provide information regarding program strengths. The division
should create a set of guidelines and expectations for all evaluations, including
templates for evaluation plans and results to facilitate use of the information that the
evaluations provide.

The division works closely in some areas with the local community college and
university. By taking better advantage of the assistance of the local postsecondary
institutions in the area of research, it could provide benefits to the institutions and LCPS.
Such an agreement should provide both a field experience for university or college
students and faculty, and provide more consistent feedback regarding the effectiveness
of programs, without administrators having to assume full responsibility for program
evaluation.

FISCAL IMPACT
This recommendation can be implemented with existing resources. Through utilization of
existing partnerships with local postsecondary institutions, evaluations should not incur

further expenses.

3.3.2 Student Assessment

LCPS are fully accredited according to the Virginia accreditation standards.

Depending on IEPs and Section 504 Plans, students with disabilities may be exempted
from one or more tests in grades 3, 5, and 8, and may participate in the Virginia
Alternative Assessment Program (VAAP) test. Students who have English as a second
language (ESL) are given a one-time exemption from the Standards of Learning (SOL)
tests in those grades, if a building-level committee determines that such an exemption is
necessary.

Based on student performance (pass rates) on those tests, schools are assigned levels
of accreditation. For the 2004-05 school year and beyond, for full accreditation, students
must meeting the following criteria:

A seventy (70) percent pass rate in four content areas;
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A seventy-five (75) percent pass rate in grade three and five English;
and
A fifty (50) percent pass rate in each of grade three science and social

science.

During 2004-05, all LCPS were fully accredited according to the accreditation standards
of the Virginia Department of Education. Academic growth trends for LCPS further show
significant increase in pass rates from 1999-2000 to 2003-04 in all academic subjects
including history, English, science, and math. Exhibit 3-5 shows the percentage of
students passing the SOL assessments from 2001-02 to 2004-05. These data also
represent successful Adequate Yearly Progress (AYP) for the division and Louisa
County High School in 2004-05

COMMENDATION

LCPS is commended for its increased pass rates on the Standards of Learning
assessments and full accreditation relative to the Virginia Department of
Education accreditation standards and for its Adequate Yearly Progress at Louisa
County High School.

EXHIBIT 3-5
LOUISA COUNTY PUBLIC SCHOOLS
ACCREDITATION REPORT FROM THE VIRGINIA DEPARTMENT OF EDUCATION
PERCENTAGE OF STUDENTS PASSING THE STANDARDS OF LEARNING
ASSESSMENTS
2001-02 TO 2004-05 SCHOOL YEARS

SCHOOL

ENGLISH MATH SCIENCE HISTORY

2001- | 2002-

02

03

2003-
04

2004-
05

2001-
02

2002-
03

2003-
04

2004-
05

2001-
02

2002-
03

2003-
04

2004-

05

2001-
02

2002-
03

2003-
04

2004-
05

Trevilians
Elementary
School

70

76

79

83

65

68

78

83

74

72

76

88*

51

59

72

86*

Thomas
Jefferson
Elementary
School

62

70

i

7

67

64

86

7

71

81

74

81*

57

80

i

79*

Jouett
Elementary
School

62

72

90

86

69

67

84

89

76

83

89

92*

58

74

92

92*

Louisa
County
Middle
School

69

69

74

74

72

74

91

95

78

78

79

83

43

66

69

N/A

Louisa
County
High
School

75

83

94

88

66

68

81

81

73

78

83

80

58

85

86

85

Source: Virginia Department of Education Accreditation Report, 2005.
*Third and fifth grades combined for science and history.
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FINDING

LCPS does not effectively use student performance data to plan for instruction. The
division does not have an automated system for data analysis.

LCPS did not meet AYP in 2004-05 at Louisa County Middle School, Thomas Jefferson
Elementary School, Trevilians Elementary School, and Jouett Elementary School. More
specifically, subcategories of students not meeting IEP include:

A Louisa County Middle School: English - disadvantaged students
and students with disabilities;

>

Thomas Jefferson Elementary School: English: black students;

>

Trevilians Elementary School: English — disadvantaged students;
and

A Jouett Elementary School: English — disadvantaged students.

During on-site visits, it was reported that schools have the availability of data, but
analysis has to be completed in hand reports by the principal or teachers at each school.
Currently, there is no automated system for analyzing student data for administrators or
teachers. Considerable time must be spent in analysis of student data, test items, and
hand tracking of subcategories of students.

The SOL Tracker data analysis software is customized for the state of Virginia to provide
educators with the ability to view the school’s data through a series of process reports.
Tracker provides visibility from the division level all the way down to the individual
student. The specialized reports on curriculum alignment allow teachers to analyze the
alignment between curriculum, instruction, and assessment.

Data analysis software is essential in providing outcome achievement data to
administrators and teachers for analysis and instructional planning. The software
provides reports designed to make the collection, organization, and analysis of SOL data
easier for administration and teachers. LCPS is considering and has budgeted for
purchase of the SOL Tracker data analysis software.

RECOMMENDATION

Recommendation 3-5:

Purchase and implement the SOL Tracker data reporting software.

LCPS should purchase and implement the SOL Tracker data analysis software. Such an
automated program should provide three types of data, including outcome
(achievement), demographic, and process (contextual). Specific analysis should be

conducted for subcategories of students who are not meeting AYP. The reports should
be used in school improvement plans as well as NCLB/AYP progress reporting.
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FISCAL IMPACT

The implementation of this recommendation will realize no additional costs as the item is
currently in the 2005-06 budget.

3.4 School Improvement

The development of a school improvement plan is one of the most important tasks of the
school. It is the tool that schools use to plan, implement, monitor, evaluate, and adjust
curriculum, and programs to ensure that all students are achieving at high levels. The
underlying foundation for an effective school improvement plan is a thorough analysis of
the school’s data. Schools must set and prioritize their goals based on the analysis of
data and then select research-based, proven effective instructional strategies to create
an action plan for school improvement. School improvement plans should include:

A baseline data from which progress will be measured;

A specific timelines from interim as well as final determination of
successful implementation;

A designated individuals responsible for action accomplishment, rather
than general positions identified as responsible;

A resources in terms of funds, time and professional development
needed to achieve the goal and underlying strategies;

A provisions for the evaluation of success or re-examination of
progress for revision of goals and/or re-adoption of them in the
future; and

A provisions for monitoring at the division level to ensure that adequate

resources and support are being offered and that plans are
progressing in implementation.

Furthermore, the school improvement process is much easier to monitor by central office
administration if the format of the plan is consistent from school to school, using a
template to ensure that all plans include the same goals, objectives, and strategies, as
well as procedures for evaluation.

FINDING

LCPS has implemented a consistent school improvement process in each of the
division’s schools. Review and monitoring of the school improvement plans are reviewed
and monitored at the school level.

School Improvement Plans (SIPs) are based on the division’s mission and the schools’

vision, mission, and values and are developed every two years, although they are
updated annually. The SIP is developed by the school-based building leadership team
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following the Effective Schools’ Process at each school and is approved by the entire
staff. SIP goals are based on division target areas of student achievement, safety and
security, and communication, as well as identified needs at each through data analysis
and client surveys.

The Virginia Department of Education documents that SIPs must:
A assess academic achievement for each student population;

A base objectives on the Academic Excellence indicator system and
other assessments;

A specify how campus goals will be individualized;

A identify resources and sources of supplemental support;

A set timelines for reaching the goals and monitoring strategies;

A include plans for the state compensatory education program as part
of the campus improvement plan;

A tie strategies to research and proven practices;

A establish and measure progress towards measurable performance

objectives; and
A include formative and summative evaluation criteria.

LCPS consistently documents the Virginia Department of Education requirements for
SIPs, including;

an annual measurable goal and objective;

a strategy for accomplishing the goal and objective;
action steps to be taken;

persons responsible;

persons involved;

resources needed;

timelines; and

monitoring evaluation procedures.

> > > D> > > D> >

COMMENDATION

LCPS is commended for ensuring each school is following a consistent school
improvement planning process.

FINDING

LCPS does not have a method for collecting and disseminating best practices among
personnel throughout the division.
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During on-site interviews and school visits, MGT observed and reviewed many
exceptional practices in schools and departments within LCPS. While there are many
research-based practices in place throughout the division, there is no coordinated
approach to documenting and disseminating those best practices. Although central office
and school-based staff referenced the need for the examination of data, few referred to
the examination and use of research as another basis for instructional and curricular
decisions.

RECOMMENDATIONS
Recommendation 3-6:

Examine effective practices and resources that can be collected and disseminated
to all school administrators and teachers.

The practices, resources and use of data that are being used in various locations and
departments should to be systematically examined and disseminated to all LCPS
principals and teachers. The dissemination of successful strategies ensures that the best
practices of individual schools and departments contribute to the improvement of all
schools in the division.

FISCAL IMPACT

The implementation of this recommendation can be accomplished with existing
resources.

Recommendation 3-7:

Ensure that all school improvement monitoring instruments are aligned to the
characteristics of high-performing and effective schools.

The implementation of this recommendation should ensure that all school improvement
efforts are consistent with the research on high-performing, effective schools. This action
will further ensure that research that has proven to be comprehensive and systematic is
included in decisions and strategies as the division works for continuous improvement.

Exhibit 3-6 shows nine characteristics of high-performing schools.

FISCAL IMPACT

The implementation of this recommendation can be accomplished with existing
resources.

FINDING

LCPS school improvement plans do not effectively address the diversity of student ability
and achievement.
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In reviewing SIPs, MGT found that the benchmark for student performance is the grade
level SOL. MGT did not find any goals, objectives, or actions to address the accelerated
learning of high performing students.

EXHIBIT 3-6
NINE CHARACTERISTICS OF HIGH PERFORMING SCHOOLS

Research has shown that there is no silver bullet — no single thing that schools can do to ensure high student
performance. Rather, three decades of research demonstrate that high performing schools tend to show evidence of
the following nine characteristics:

1. Clear and Shared Focus
Everybody knows where they are going and why. The vision is shared — everybody is involved. The vision is
developed from common beliefs and values, creating a consistent focus.

2. High Standards and Expectations

Teachers and staff believe that all students can learn and that they can teach all students. There is recognition of
barriers for some students to overcome, but the barriers are not insurmountable. Students become engaged in an
ambitious and rigorous course of study.

3. Effective School Leadership

Effective leadership is required to implement change processes within the school. This leadership takes many forms.
Principals often play this role, but so do teachers and other staff, including those in the division office. Effective leaders
advocate, nurture, and sustain a school culture and instructional program conducive to student learning and staff
professional growth.

4. Supportive Learning Environment

The school has a safe, civil, healthy, and intellectually stimulating learning environment. Students feel respected and
connected with the staff and are engaged in learning. Instruction is personalized and small learning environments
increase student contact with teachers.

5. High Levels of Community and Parent Involvement

There is a sense that all educational stakeholders have a responsibility to educate students, not just the teachers and
staff in schools. Parents, as well as businesses, social service agencies, and community colleges/universities all play
a vital role in this effort.

6. High Levels of Collaboration and Communication
There is constant collaboration and communication between and among teachers of all grades. Everybody is involved
and connected, including parents and members of the community, to solve problems and create solutions.

7. Frequent Monitoring of Teaching and Learning

Teaching and Learning are continually adjusted based on frequent monitoring of student progress and needs. A
variety of assessment procedures are used. The results of the assessment are used to improve student performances
and also to improve the instructional program.

8. Curriculum, Instruction, and Assessment Alighed with Standards

Curriculum is aligned with local, state, and national standards. Research-based materials and teaching and learning
strategies are implemented. There is a clear understanding of the assessment system, what is measured in various
assessments and how it is measured.

9. Focused Professional Development
Professional development for all educators is aligned with the school’'s and division’s common focus, objectives, and
high expectations. It is ongoing and based on high need areas.

Source: Compiled by MGT Using Effective Schools Research, 2005.
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Data collected during on-site visits also show that the division offers four on-line
advanced courses including Advanced Placement Psychology, Advanced Placement
Biology, Introduction to Engineering, and Computer Math. ACT results for 2004-05 show
that only seven percent of LCPS graduates, as compared to 19 percent state graduates,
are prepared for college in all four areas of college English composition, college algebra,
college social science, and college biology. LCPS ACT scores in all academic areas are
also consistently lower the state ACT average scores from 2001-01 to 2004-05.

Additionally, data on the schools failing to meet AYP this year indicate that black
students and students identified as disadvantaged and students with disabilities were
those not achieving at high levels. These data indicate a need to better develop
strategies that meet the needs of subgroups of student