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EXECUTIVE SUMMARY

In 2005, the Commonwealth of Virginia inaugurated the school efficiency review program
as a part of Governor Mark Warner’'s Education for a Lifetime initiative. The program
involves contracting with outside educational experts to perform efficiency reviews of
school divisions within the Commonwealth. School divisions must volunteer to
participate, and the results of the reviews provide guidance in determining whether
educational dollars are being utilized to the fullest extent possible.

Since its inception, the program has expanded to include greater numbers of school
divisions each year. In September 2007, MGT of America was awarded a contract to
conduct an efficiency review of the Rappahannock County Public Schools (RCPS). As
stated in the Request for Proposal (RFP), the purpose of the study was to conduct an
external review of the efficiency of various offices and operations within RCPS and to
present a final report of the findings, recommendations, and projected costs and/or cost
savings associated with the recommendations. The object of the review is to identify
ways in which RCPS could realize cost savings in non-instructional areas in order to
redirect those funds towards classroom activities.

Overview of Rappahannock County Public Schools

Rappahannock County is in the northern portion of the Commonwealth of Virginia.
Washington, the County seat, is about 65 miles southwest of Washington, DC, and 120
miles northwest of Richmond, the State Capitol. The County extends north and south 24
miles and east and west about 21 miles. It has an area of approximately 267 square miles.
The northwestern boundary is in the Blue Ridge Mountains and separates the County from
Page and Warren Counties. The Rappahannock River forms the northeastern boundary
and separates the County from Fauquier County. The County is bounded on the southeast
by Culpeper County and on the southwest by Madison County.

Rappahannock County Public Schools consists of 2 schools; an elementary school
which serves kindergarten through grade seven and a high school which serves grades
eight through 12. The division serves approximately 1,000 students and employs close
to 90 teachers. The Rappahannock School Board has five members and holds their
meetings regularly.

Review Methodology

This section describes the methodology MGT used to prepare for and conduct the
Rappahannock County Public Schools Efficiency Review. Throughout our practice we
have discovered that to be successful, an efficiency review of a school division must:

m Be based upon a very detailed work plan and time schedule.

m Take into account the unique environment within which the school division
operates and the specific student body involved.
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Executive Summary

= Obtain input from board members, administrators, staff, and the community.

m |dentify the existence, appropriateness, and use of specific educational
objectives.

m  Contain comparisons to other similar school divisions to provide points of
reference.

m  Follow a common set of guidelines tailored specifically to the division being
reviewed.

m Include analyses of the efficiency of work practices.

m Identify the level and effectiveness of externally imposed work tasks and
procedures.

m Identify exemplary programs and practices as well as needed improvements.

= Document all findings.

m 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. Each of the

strategies we used is described in this executive summary.

Review of Existing Records and Data Sources

During the period between project initiation and the beginning of 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 recent
information related to the various administrative functions and operations we would
review in Rappahannock County Public Schools.

MGT requested more than 100 documents from RCPS, including, but not limited to, the
following:

School board policies and administrative procedures
Organizational charts

Program and compliance reports
Technology plan

Annual performance reports
Independent financial audits

Plans for curriculum and instruction
Annual budget and expenditure reports
Job descriptions

Salary schedules

Personnel handbooks

Data from each of these sources were analyzed, and the information was used as a
starting point for collecting additional data during our on-site visit.
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Diagnostic Review

A diagnostic review of RCPS was conducted on October 15 — 17, 2007. An MGT
consultant interviewed central office administrators, community leaders, school board
members, and members of the City Council concerning the management and operations
of Rappahannock County Public Schools.

Employee Surveys

To secure the involvement of central office administrators, principals/assistant principals,
and teachers in the focus and scope of the efficiency review, three on-line surveys were
prepared and disseminated in October 2007. These anonymous surveys gave
administrators and teachers the opportunity to express their views about the
management and operations of Rappahannock County Public Schools. The three sets of
surveys were similar in format and content to provide a database for determining how
the opinions and perceptions of central office administrators, principals/assistant
principals, and teachers vary.

RCPS staff were given from October 8, 2007, through October 25, 2007, to respond.
The RCPS response rates for the three surveys were as follows: 100 percent of central
office administrators and principals/assistant principals returned a survey, as did 68
percent of teachers. MGT uses a statistical formula to set an acceptable return rate in
order to declare that the survey results are “representative” of the population surveyed.
In the case of Rappahannock County Public Schools, response rate for teachers was
below this standard. In addition to comparing the survey responses of these three
employee groups, we compared the responses of all RCPS district and school
administrators and teachers to those of their counterparts in the more than 40 divisions
where we have conducted similar surveys.

The survey results may be found in Appendix A. Specific survey items pertinent to
findings in the functional areas MGT reviewed are presented within each chapter.

Conducting the Formal On-Site Review

A team of consultants conducted the formal on-site review of Rappahannock County
Public Schools during the week of October 29, 2007. As part of our on-site review, we
examined the following RCPS systems and operations:

Division Administration

Financial Management and Purchasing

Cost of Educational Service Delivery

Human Resources and Personnel Management
Transportation

Facility Use and Management

Technology Management

Food Services

Prior to the on-site review, each team member received an extensive set of information
about RCPS operations. During the on-site work, team members conducted detailed
reviews of the structure and operations of Rappahannock County Public Schools in their
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assigned functional areas. The team made multiple site visits to both the elementary and
high schools and school properties (e.g., the bus garage) in RCPS.

Our systematic assessment of Rappahannock County Public Schools included the use
of MGT's Guidelines for Conducting Management and Performance Audits of School
Divisions. In addition, the Commonwealth of Virginia school efficiency review guidelines
were used. Following our collection and analysis of existing data and new information,
we tailored our guidelines to reflect local policies and administrative procedures, the
unique conditions of Rappahannock County Public Schools, and the input of
administrators in the school division. Our on-site review included meetings with
appropriate central office and school-level staff and reviews of documentation provided
by these individuals.

Comparison Summary

To effectively facilitate ongoing, systemic improvement and to overcome the continual
challenges of a changing environmental and fiscal landscape, a school division must
have a clear understanding of the status of its internal systems and processes. One way
to achieve this understanding is to compare the operations of one school division to
those of other divisions with similar characteristics. MGT has found that such
comparisons yield valuable insights and often form a basis for determining efficient and
effective practices for a school division interested in making improvements. For these
comparisons to be meaningful, however, the “peer” school divisions must be chosen
carefully. Ideally, a school division should be compared with others that are similar not
only in size and demographics, but also in operations and funding.

The practice of benchmarking is often used to make such comparisons between and
among school divisions. Benchmarking refers to the use of commonly held
organizational characteristics in making concrete statistical or descriptive comparisons of
organizational systems and processes. It is also a performance measurement tool used
in conjunction with improvement initiatives to measure comparative operating
performance and identify best practices.

With this in mind, MGT initiated a benchmarking comparison of Rappahannock County
Public Schools to provide a common foundation from which to compare systems and
processes within the school division with those of other, similar systems. 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 data self-reported by peer school divisions can be subjective.

The Virginia Department of Education has developed a cluster code to identify similar
school divisions for comparison purposes. Cluster identifiers were created by using data
including, but not limited to, the cost per student for each major area, major drivers of
costs, and ranking of costs. RCPS is one of 31 school divisions in the Commonwealth of
Virginia identified in Cluster 2. The Virginia public school divisions selected for a sample
comparison to RCPS are:

m  Bland County Public Schools
m  Mathews County Public Schools

MGT of America, Inc. Page iv



Executive Summary

Middlesex County Public Schools
Amelia County Public Schools

A comparison of performance indices between RCPS and it’s peer divisions can be
found in Appendix B of this document.

Commendations

Detailed findings for each commendation for exemplary practices may be found in
Chapters 1 through 8 of the full report. Rappahannock County Public Schools received
the following commendations:

The school board and Rappahannock County are commended for having
established shared HVAC, motor pool, and fueling services as a means for
creating more efficient operations (Commendation 1-A).

The school board and administration are commended for containing costs for
legal services. The cost for services has been maintained at less than $21,000
for a three-year period, an exceptionally low amount (Commendation1-B).

The educational foundation, Headwaters, is commended for providing
significant support to the RCPS division and the students. In 2006-07, the
foundation raised in excess of $140,000. The foundation expects to exceed
that level of support in 2007-08 (Commendation1-C).

The RCPS administration is commended for its communications to the various
division stakeholders. Considering the limited resources of a small school
division and excessive responsibilities handled by each administrator, the
variety and quantity of communication mediums is remarkable
(Commendation 1-D).

The RCPS Board is commended for meeting all minimum Commonwealth
school administrative staffing criteria as set forth in the revised Standards of
Quality (SOQ) (Commendation1-E).

RCPS administers an employee catastrophic sick leave bank that ensures that
employees will be protected financially in the event of a major iliness or injury.
(Commendation 2-A).

RCPS emphasizes rigor and relevance in courses and provides strong
instructional support to help ensure student success (Commendation 3-A).

RCPS is commended for creating a comprehensive school improvement
process that provides a shared, division-wide platform for school goals and
objectives (Commendation 3-B).

RCPS has established an effective and efficient network of health, social and
psychological services that are available to all families, regardless of income
level (Commendation 3-C).
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m  RCES has an outstanding system for welcoming new students and
immediately putting them at ease in their new school environment
(Commendation 3-D).

m  RCPS special education office is commended for creating a process through
which special education students could be mainstreamed successfully back
into the regular classroom (Commendation 3-E).

m  The assignment of duties to the assistant superintendent of human resources
and instruction is well-balanced and complementary (Commendation 4-A).

m  RCPS is commended for having a high level of departmental employee morale
and retaining an experienced group of bus drivers (Commendation 5-A).

m  RCPS is commended for providing vehicle mechanical services to other
agencies within the county and saving money for Rappahannock County
taxpayers (Commendation 5-B).

m  RCPS Transportation Department is commended for reducing deadhead miles
which saves money and vehicle usage (Commendation 5-C).

m The custodial staff, other school personnel, and administration are
commended for maintaining exceptionally clean facilities and grounds while
staffed under best practices standards (Commendation 6-A).

m  RCPS is commended for custodial staffing ratios per square feet of buildings
that are substantially under the American School and University standards
resulting in substantial savings to the division (Commendation 6-B).

m  RCPS personnel and students are commended for creating and conducting
the Savings Through Energy Management (STEM) audit and resulting
recommendations (Commendation 6-C).

m  Rappahannock County High School (RCHS) personnel and leadership
development class students are commended for developing a recycling
program that has the potential for impacting the entire Rappahannock County
community (Commendation 6-D).

m  RCPS is commended for posting a Library/Media Center Web site that
provides access for both students and teachers to excellent library resources
(Commendation 7-A).

m  Rappahannock County Elementary School (RCES) is commended for
implementing the Schoolkit program. This valuable resource for teachers to
facilitate the integration of technology into the curriculum and meet the No
Child Left Behind (NCLB) requirement, that students achieve technological
literacy, should be considered by other county public schools (Commendation
7-B).

m  RCPS is commended for offering a spatial technology class. Curriculum for
this course could be shared with other schools so the courses could be
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replicated. Software to support the class is available through grants from the
state and other foundations (Commendation 7-C).

RCPS is commended for working closely with the Headwaters Foundation and
other entities to secure funding to purchase resources that increase
opportunities to equip students for life and work in the twenty-first century
(Commendation 7-D).

Recommendations

This executive summary briefly highlights efficiency issues in Rappahannock County
Public Schools. Detailed recommendations for improving operations are found
throughout the main body of the full report. Recommendations for improvement include
the following:

Prepare and submit to the appropriate authority a resolution proposing that a
board representative attend approved training and return to the division to train
other board members and award them the necessary board member
development points (Recommendation 1-1).

Reorganize the school board standing committee activity into three standing
committees and utilize ad hoc committees appointed by the chair (on an as
needed basis) with task and time specific assignments (Recommendation 1-2).

Consider scheduling an informal dinner meeting on board meeting evenings,
including an invitation to the press (Recommendation 1-3).

Conduct a board self-assessment annually, prior to the annual reorganization
meeting in January (Recommendation 1-4).

Conduct an assessment of the superintendent’s performance annually with
input from the full board (Recommendation 1-5).

Purchase fire-rated storage and/or cabinets for storing official records of
school board actions and develop and implement a plan for the destruction of
old records and proper storage and protection of other records
(Recommendation 1-6).

Establish a joint administrative/board committee composed of one school
board member, one county supervisor, the superintendent, and the county
manager to review and recommend options for further development of shared
services (Recommendation 1-7).

Ensure that the Web site policy manual and the official manual of the board
are identical and maintained with current provisions (Recommendation 1-8).

Use asterisks to identify school board policies that are required by
Commaonwealth of Virginia code and other controlling regulations
(Recommendation 1-9).

Establish a contract for legal services (Recommendation 1-10).
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m  Reorganize and align assigned functions for greater equalization of
responsibilities among all administrators (Recommendation 1-11).

m Establish a four-member committee, composed of the foundation director, a
foundation board member, a school board member, and the assistant
superintendent to examine the division’s prioritized needs and budget
priorities, and recommending priorities for foundation support to this committee
(Recommendation 1-12).

m  Develop a prioritized listing of long- and short-term goals and Strategic-
Comprehensive Plan (S-CP) priorities that can be clearly reflected as priorities
in the annual budget process and accompanying funding strategies
(Recommendation 1-13).

m  Review the S-CP person/group responsibility assignments and reduce the
direct involvement of the superintendent by at least 50 percent
(Recommendation 1-14).

m Immediately develop enrollment projections for the 2008-09 school year, and
the subsequent two-year period, and begin developing central office and
school-level administrative, instructional, and support staffing plans that
anticipate the possible future further decline in student enrollment
(Recommendation 1-15).

m  Purchase fire-rated four-drawer cabinets for storing student records at each of
the division’s schools (Recommendation 1-16).

m  Allow schools and departments to have look-up access to the central
accounting system (Recommendation 2-1).

m  Secure payroll and accounts payable checks (Recommendation 2-2).

m Establish the necessary funding to hire a third party administrator and an
independent auditor for the division’s Section 403(b) deferred compensation
plan (Recommendation 2-3).

m  Encourage more employees, including substitutes and school board members
to sign up for direct deposit for their monthly paychecks (Recommendation
2-4).

m  Streamline the payroll process by setting up substitutes in the payroll system
as “permanent” substitutes (Recommendation 2-5).

m Eliminate the duplicative practice of manually tracking employee leave
(Recommendation 2-6).

m Realign duties among the finance and human resources departments to
provide for better internal controls (Recommendation 2-7).

m Transfer the food services accounting functions to the finance department
(Recommendation 2-8).
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m  Develop a process that connects the division’s long range planning efforts to
its budget priorities (Recommendation 2-9).

m Involve the finance director in the budgeting process (Recommendation 2-10).

m  Give schools and departments access to the central accounting system and
require that they enter purchase requests into the system to be properly
encumbered (Recommendation 2-11).

m  Develop a centralized procurement process to allow the division to consolidate
bids for the purchase of bulk items and to take advantage of discounted prices
provided through purchasing cooperatives (Recommendation 2-12).

m Establish procedures to improve oversight of the school division’s compliance
with the RCPS Board policies related to vendor background checks and
clearances (Recommendation 2-13).

m Create a procedure by which to ensure that all purchases have gone through
the appropriate process of obtaining bids and quotes prior to being submitted
for approval (Recommendation 2-14).

m  Develop a business continuation plan for division financial operations
(Recommendation 2-15).

m  Develop and implement asset tracking procedures (Recommendation 2-16).
m Implement fuel inventory check processes (Recommendation 2-17).

m  Obtain an automated, integrated accounting system for use in the schools for
Student Activity Funds (Recommendation 2-18).

m  Provide oversight for the Student Activity Fund accounting functions
(Recommendation 2-19).

m  Develop investment policies applicable to Student Activity Fund deposits
(Recommendation 2-20).

m  Formally assess the impact and effectiveness of the recommended changes to
the organizational structure of the curriculum and instruction department
(Recommendation 3-1).

m  Create and implement a comprehensive professional development plan
(Recommendation 3-2).

m  Strengthen the integration of learning strategies and differentiated instruction
into the general education curriculum. (Recommendation 3-3).

m Reassign responsibility for supervising school bus safety drills to the assistant
principals of the elementary and high schools (Recommendation 4-1).

m  Upgrade the current HR Web site to allow for job seekers to complete the
application process online (Recommendation 4-2).
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m Redesign the HR Web site to provide more information for job applicants
(Recommendation 4-3).

m Create an enroliment-based comprehensive staffing plan and make staffing
reductions based on that plan (Recommendation 4-4).

m  Conduct an employee satisfaction survey of all employees in order to
determine their perceptions of their working conditions and to gain insights no
how to improve those conditions (Recommendation 4-5).

m  Publish the local RCPS policy manual at the school division Web site
(Recommendation 4-6).

m  Upgrade the human resources Web site to include all departmental forms and
handbooks (Recommendation 4-7).

m Review, update, and/or develop job descriptions for each position in RCPS,
standardize the format, then systematically review and update all descriptions
at least every three years (Recommendation 4-8).

m  Conduct a survey of newly hired and veteran teachers to determine those
conditions within the school division that serve to attract and retain teachers
and use the survey results to improve recruitment and retention efforts and
provide non-financial hiring and retention incentives (Recommendation 4-9).

m  Request that the RCPS Board adopt a ten-year bus replacement plan
(Recommendation 5-1).

m  Require, budget, and fund Automotive Service Excellence (ASE) certification
and training for RCPS mechanics (Recommendation 5-2).

m  Reduce spare bus fleet by three buses and establish a policy to eliminate the
number of spare buses in RCPS and capture the cost savings
(Recommendation 5-3).

m  Develop a divisionwide facilities master plan that would include the relocation
of the transportation facility (Recommendation 5-4).

m Delegate custodial coordination and management to the two principals,
relieving the superintendent of some of his direct management responsibilities
(Recommendation 6-1).

m  Update the proposed projects in the Capital Improvement Plan (CIP) including
potential savings, submit to the school board for review and approval, and
forward to the board of supervisors for funding (Recommendation 6-2).

m  Cost out, budget for, and schedule the retrofit of the original 1967 constructed
elementary school facility light fixtures (Recommendation 6-3).

m  Reorganize the portable classroom used for storage space by providing

storage shelving, relocating boxes of paper goods and supplies, and moving
and stacking used desks and equipment (Recommendation 6-4).
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m Purchase two securable dry storage buildings and install on the high school
and elementary campuses and dispose of old, stored records located at the
central office (Recommendation 6-5).

m  Develop a minor maintenance/preventative maintenance program
(Recommendation 6-6).

m  Conduct periodic facility and equipment inspections that meet the Association
of Physical Plan Administrators (APPA) standards (Recommendation 6-7).

m Review, estimate cost and savings, prioritize, and develop a time-line for
implementing the STEM energy conservation recommendations
(Recommendation 6-8).

m  Update job descriptions to accurately reflect job duties being performed by
RCPS Information Systems and Instructional Technology staff members
(Recommendation 7-1).

m  Expand membership of the RCPS Technology Plan Committee to include
representation from all stakeholders including teachers, administrators,
parents, students, and community members (Recommendation 7-2).

m Revise the technology plan to ensure compliance with the criteria required to
qualify the division to receive E-Rate discounts and Title II, Part D grant
monies and post the plan on the division Web site (Recommendation 7-3).

m  Create and implement a disaster recovery plan that encompasses all division
data and provides for periodic testing (Recommendation 7-4).

m  Revise the local Acceptable Use Policy (AUP) to ensure compliance with all
federal and state requirements (Recommendation 7-5).

m  Require a regularly scheduled inventory of technology-related equipment for
RCPS (Recommendation 7-6).

m  Consolidate all of the servers and network equipment into a secured central
location in RCES accessible only to technical staff members
(Recommendation 7-7).

m  Update and revise the RCPS Web site to include a greater breadth of
information to facilitate its use as a public relations tool, an educational
resource for students, and a communications forum for all division
stakeholders (Recommendation 7-8).

m Train one instructional aide for RCES and one instructional aide for
Rappahannock County High School (RCHS) to provide help desk support on
at least a half-time basis (Recommendation 7-9).

m  Transfer the food services department from the superintendent to the school
principals (Recommendation 8-1).

m  Develop and adopt a comprehensive board policy regarding food services
operations (Recommendation 8-2).
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m  Schedule monthly meetings planned by the food services director in order to
regularly meet with the cafeteria managers and discuss all facets of the daily
operations of the food services department (Recommendation 8-3).

m Implement an ongoing, regularly scheduled training program throughout the
school year for cafeteria staff (Recommendation 8-4).

m  Develop a 5-year equipment maintenance and replacement program
(Recommendation 8-5).

m Eliminate the position of director of food services (Recommendation 8-6).

m Implement a satellite hot meal program beginning with the 2008-09 school
year (Recommendation 8-7).

m Issue Requests for Proposals (RFP) to qualified vendors for the purchase of a
comprehensive electronic food services management system
(Recommendation 8-8).

m  Form a nutrition awareness task force comprised of RCPS students, teachers,
parents, and cafeteria managers who, together with vendor patrticipation, could
design a division plan that would help students choose healthier meals and
increase reimbursable meal participation (Recommendation 8-9).

Fiscal Impact

Based on analyses of data obtained from interviews with RCPS personnel, parents, and
the community at large; RCPS surveys; state and school division documents; and
firsthand observations during the on-site review, MGT developed 77 recommendations,
only 20 of which have fiscal implications.

As shown below in Exhibit 1, full implementation of the recommendations in this report
would generate a gross savings of $313,000 over five-year period. Costs over that same
period equal $579,625 with a total one-time cost of $463,090, to equal net cost of
$729,715 over a five-year period.

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

SAVINGS

CATEGORY 2008-09 2009-10 2010-11 2011-12 2012-13 (COSTS)

TOTAL SAVINGS $62,600 $62,600 $62,600 $62,600 $62,600 $313,000
TOTAL (COSTS) ($115,925) ($115,925) ($115,925) ($115,925) ($115,925) ($579,625)
TOTAL NET SAVINGS (COSTS) ($53,325) ($53,325) ($53,325) ($53,325) ($53,325) ($266,625)
ONE-TIME SAVINGS(COSTS) ($463,090)
TOTAL FIVE-YEAR NET SAVINGS (COSTS) INCLUDING ONE-TIME SAVINGS (COSTS) ($729,715)
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1.0 DIVISION ADMINISTRATION

This chapter presents findings and recommendations relating to the overall organization
of Rappahannock County Public Schools (RCPS). The major sections of the chapter are

as follows:
1.1 Introduction
1.2 School Board Governance
1.3 Policies and Procedures
14 Legal Services
15 Organization and Management

CHAPTER SUMMARY

RCPS is managed by a superintendent who assumed the position in 2004. The
recommendations in this chapter essentially focus on issues related to planning and
contending with the excessive number of functions that each administrator must handle
in a small division.

The following commendations are discussed in this chapter:

The school board and Rappahannock County are commended for having
established shared HVAC, motor pool, and fueling services as a means for
creating more efficient operations (Commendation 1-A).

The school board and administration are commended for containing costs for
legal services. The cost for services has been maintained at less than $21,000
for a three-year period, an exceptionally low amount (Commendation1-B).

The educational foundation, Headwaters, is commended for providing
significant support to the RCPS division and the students. In 2006-07, the
foundation raised in excess of $140,000. The foundation expects to exceed
that level of support in 2007-08 (Commendation1-C).

The RCPS administration is commended for its communications to the various
division stakeholders. Considering the limited resources of a small school
division and excessive responsibilities handled by each administrator, the
variety and quantity of communication mediums is remarkable
(Commendation 1-D).

The RCPS Board is commended for meeting all minimum Commonwealth
school administrative staffing criteria as set forth in the revised Standards of
Quality (SOQ) (Commendation1-E).

The following recommendations are proposed to assist the superintendent and school
board as they continue to consider all aspects of improving the school division:

Prepare and submit to the appropriate authority a resolution proposing that a
board representative attend approved training and return to the division to train
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other board members and award them the necessary board member
development points (Recommendation 1-1).

m  Reorganize the school board standing committee activity into three standing
committees and utilize ad hoc committees appointed by the chair (on an as
needed basis) with task and time specific assignments (Recommendation 1-2).

m Consider scheduling an informal dinner meeting on board meeting evenings,
including an invitation to the press (Recommendation 1-3).

m  Conduct a board self-assessment annually, prior to the annual reorganization
meeting in January (Recommendation 1-4).

m  Conduct an assessment of the superintendent’s performance annually with
input from the full board (Recommendation 1-5).

m  Purchase fire-rated storage and/or cabinets for storing official records of
school board actions and develop and implement a plan for the destruction of
old records and proper storage and protection of other records
(Recommendation 1-6).

m Establish a joint administrative/board committee composed of one school
board member, one county supervisor, the superintendent, and the county
manager to review and recommend options for further development of shared
services (Recommendation 1-7).

m  Ensure that the Web site policy manual and the official manual of the board
are identical and maintained with current provisions (Recommendation 1-8).

m  Use asterisks to identify school board policies that are required by
Commonwealth of Virginia code and other controlling regulations
(Recommendation 1-9).

m Establish a contract for legal services (Recommendation 1-10).

m  Reorganize and align assigned functions for greater equalization of
responsibilities among all administrators (Recommendation 1-11).

m Establish a four-member committee, composed of the foundation director, a
foundation board member, a school board member, and the assistant
superintendent to examine the division’s prioritized needs and budget
priorities, and recommending priorities for foundation support to this committee
(Recommendation 1-12).

m  Develop a prioritized listing of long- and short-term goals and Strategic-
Comprehensive Plan (S-CP) priorities that can be clearly reflected as priorities
in the annual budget process and accompanying funding strategies
(Recommendation 1-13).
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Review the S-CP person/group responsibility assignments and reduce the
direct involvement of the superintendent by at least 50 percent
(Recommendation 1-14).

Immediately develop enrollment projections for the 2008-09 school year, and
the subsequent two-year period, and begin developing central office and
school-level administrative, instructional, and support staffing plans that
anticipate the possible future further decline in student enrollment
(Recommendation 1-15).

Purchase fire-rated four-drawer cabinets for storing student records at each of
the division’s schools (Recommendation 1-16).

1.1 Introduction

In interviews with MGT, the superintendent emphasized the challenges created when an
organization is fiscally dependent upon an external source, is experiencing a significant
decrease in student enrollment, must keep up with demands for technology support
systems, and must maintain aging facilities. Meanwhile, the board of supervisors and its
representatives voiced concerns over the increasing costs of education and the
increasing tax burden on county property owners.

At the time of the onsite visit, the following were recurring issues raised by RCPS
stakeholders during interviews and observations by MGT consultants:

The RCPS Board is faced with continuing student enrollment decline
and the consequences of a comparable decline in resources.

The division is composed of two schools, each with core facilities
that are 50 years old and must be properly maintained in order to
meet today’s standards for educating students.

A recent reassessment of property values in the county resulted in
higher property taxes.

The board of supervisors and county administrator support the
education of the county’s youth.

Survey responses to the statement, Board of Education members’
work at setting or revising policies for this school division, were
supportive of the board. One hundred percent of central office staff
strongly agreed or agreed, while only 44 percent of their counterparts
in other divisions held the same belief.

School board members, the superintendent, administrators, and
instructional and support personnel are dedicated to maintaining
quality, accredited education programs.
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m  The community-supported education foundation is a substantial
contributor and positive force to RCPS.

RCPS is fiscally dependent upon the Rappahannock County Board of Supervisors

because Commonwealth of Virginia, Code of Virginia, Title 22.1, and other controlling
regulations, assign final budget approval and appropriations authority to the supervisors.

1.2 School Board Governance

The educational system in RCPS is governed by a five-member school board that is
elected from resident districts for four-year terms. All board terms run concurrently.

Exhibit 1-1 provides an overview of the members of the RCPS Board. The exhibit
shows that:

m All terms have the same ending dates.

m  Two members have long tenures on the school board, and have
served for 11 and nine years respectively.

= Only one member is a retiree and all members’ work experiences
are outside of education.

EXHIBIT 1-1
RCPS BOARD
NOVEMBER 2007
YEARS OF
SERVICE AS
OF END OF
TERM JANUARY
NAME TITLE DISTRICT EXPIRES 2008 OCCUPATION
Rosa T. Crocker Member Wakefield 12-31-07 11 Land_scape
Architect
Administrative
Meredith L. Gorfein Member Hampton 12-31-07 3 Assistant —
Nonprofit Org.
Aline B. Johnson Vice Chair | Piedmont 12-31-07 9 Retired
Postmaster
Ken L. Marlor Chair Stonewall- 12-31-07 3 Postmaster
Hawthorne
John Wesley Mills Member Jackson 12-31-07 7 Sen!or Software
Engineer

Source: RCPS Superintendent’s Office, 2007.

In 2008, the terms of school board members will become staggered, eliminating the
concurrent ending of all terms.

Regular school board meetings are held on the second Tuesday of each month at
Rappahannock County High School (RCHS) in the band room that easily accommodates
the public. Regular meeting locations, dates, and times are posted on the RCPS Web
site and advertised as required by law. Regular open meetings are held at 7:30 p.m.,
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unless otherwise noted. The public is welcome to attend all regular meetings, and
citizens wishing to address the school board are provided an opportunity to do so.

In addition to regular meetings, the school board holds closed meetings for certain
purposes at 7:00 p.m. prior to the regular meeting. The closed meeting is reserved for
student disciplinary hearings, which are closed. Other closed meetings may include:

m Discussion of individual personnel.
m A specific contract for employment.

m Attorney-client privilege as relates to litigation preparation and
execution.

m  Other matters as permitted under Commonwealth of Virginia law.

The agenda is developed by the clerk and superintendent and reviewed by the board
chair. The agenda is properly organized into sections that provide for public access,
board commentary, reports, a consent agenda, and new business.

Agenda packets are delivered to board members or picked up by individuals in their
central office mailboxes on the Friday prior to the meeting. Board members report that
this method is adequate and that the information provided is complete and timely.

Minutes of all regular meetings are recorded and transcribed by the school board clerk,
and approved by the school board at the next regular meeting. Approved minutes are
then maintained in electronic and hardcopy form. Minutes are not maintained for closed
meetings; rather, the school board clerk prepares a record of motions and related votes.
Minutes and supplementary data are stored in a non-fire-rated room with electronic
versions kept on the hard drive of the clerk’s computer, but without back-up protection.

FINDING

Board policy BHB, School Board Members In-Service Activities, reflects the
requirements of the Code of the Commonwealth of Virginia and supports active member
involvement in training activities; however, records of attendance do not reflect that all
board members have earned all development points.

Some board members and the superintendent are involved in training and conferences
offered by the Virginia School Board Association (VSBA), as well as other activities.
Records of the 2006-07 school year show that all members have been involved in at
least one related activity during this period. For a variety of reasons, not all board
members participate fully in board development activity. Cost of participation and time
away from their primary occupation constitute the major justifications.

RECOMMENDATION 1-1:
Prepare and submit to the appropriate authority a resolution proposing that a
board representative attend approved training and return to the division to train

other board members and award them the necessary board member development
points.
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Implementation of this recommendation should result in some board development
activity taking place within the districts; therefore, reducing some expenditure for travel
to VSBA meetings and training sessions.

Since the division subscribes to the legal services of VSBA, the board should request
that VSBA general council prepare the appropriate resolution for approval. This
recommendation should be accomplished during the 2008-09 fiscal year.

FISCAL IMPACT

This recommendation can be implemented at no cost to the division with a minor
guantity of time committed by the board chairman, superintendent, and the clerk.
Savings may be possible; however, the real benefit will be the training available to board
members who wish to conserve travel funds. It is not feasible to estimate potential
savings until approval is secured and individual members make decisions on travel for
board development training.

FINDING

The school board has six standing committees with two meeting on an as needed basis
and not representing standing board committee topics or activity. Four board members
have two committee assignments while one member has three. This combination of
committee organization and assignments results in some members carrying greater
responsibility. Additionally, board members have other assigned committee
responsibilities from time-to-time.

During the on-site visit, MGT’s interviews with division personnel and review of records
revealed that the school board has humerous committee responsibilities. Exhibit 1-2
shows that:

m All school board members have at least two committee assignments
with one member assigned to three.

m  The number of meetings required for school board members (if they
are present each time their assigned committee convenes) ranges
from a low of four meetings to a high of 16 or more per year.

m  There are a total of six regular school board committees, with two
committees meeting only on an as needed basis.

m  Four committees, Budget and Finance, Facilities, Policy and Legal,
and Programs and Planning, meet on a regular basis.
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EXHIBIT 1-2
RCPS BOARD

COMMITTEES AND COMMITTEE ASSIGNMENTS

2007-08 SCHOOL YEAR

COMMITTEES

MEMBERS

PURPOSE &
FREQUENCY

Budget and Finance

Aline B. Johnson
Ken L. Marlor

Reviews expenditures
and provides budget
advice to superintendent;
meets approximately 16
times per year.

Facilities

John Wesley Mills
Rosa T. Crocker

Update long-range capital
improvement plan and
review construction
reports if applicable;
meets approximately two
times per year.

Policy and Legal

John Wesley Mills
Rosa T. Crocker

Proposes policy revisions
to the entire Board; meets
approximately four times
per year.

Programs and Planning

Rosa T. Crocker
Merredith L. Gorfein

Considers revisions to
school programs and
processes; meets
approximately four times
per year.

Government and Community

Aline B. Johnson
John Wesley Mills

Keeps board apprised of
actions of the board of
supervisors and
community events; meets
as needed.

Personnel

Aline B. Johnson
Ken L. Marlor

Provides advice on
personnel matters; meets
as needed.

Source: RCPS Superintendent’s Office, November 2007.

When combined with monthly regular school board meetings and other special
meetings, these committee obligations require board members attend from 16 to 28 or
more meetings a year. Compensation for board duties is $50 per month with
reimbursement for actual incurred travel expenses, if applied for by the individual

member.

RECOMMENDATION 1-2:

Reorganize the school board standing committee activity into three standing
committees and utilize ad hoc committees appointed by the chair (on an as

needed basis) with task and time specific assignments.
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The implementation of this recommendation should result in the establishment of three
regular committees and the appointing of ad hoc committees when the need arises.

Each committee should be represented by two school board members. The three regular
committees should assign liaison responsibilities to a specific staff member. The regular
committees should include the Community and Governmental Relations, Budget and
Finance, Strategic Planning and Policy, and Facilities Committees.

One board representative on the Budget and Finance Committee should also serve on
the proposed joint County-Board Committee. This would reinforce a positive
communications link with the Rappahannock County Board of Supervisors and ultimately
provide a means to ensure that they have adequate information to support approval of
important annual budget initiatives that may require additional fiscal commitments, deal
with joint or shared services proposals, and address other issues of importance.

The first step in this process should include the development and adoption of a policy to
govern the establishment and operation of each committee. This policy should address
the following areas:

Committee membership, composition, numbers, and length of terms.
Responsibilities for school board members.

Guidelines for any community members who may be involved.
Relationship with the board of supervisors.

Scope of responsibilities.

Administrative support.

Exhibit 1-3 provides the suggested number of school board members for committee
membership and the RCPS administrative position to serve as liaison. As shown in the
exhibit, it is recommended that each committee have two assigned school board
members. This structure would ensure opportunities for each school board member to
serve on a committee.

EXHIBIT 1-3
PROPOSED RAPPAHANNOCK COUNTY PUBLIC SCHOOL BOARD
REGULAR COMMITTEE STRUCTURE

RECOMMENDED
REGULAR BOARD NUMBER OF BOARD STAFF LIAISON
COMMITTEES MEMBERS POSITION *
Budget and Finance > D'|rector of Business and
Finance
Facilities 2 Superintendent
Strategic Planning 5 Superintendent and School
and Policy Board Clerk

Source: Created by MGT of America, November 2007.
*|t is to be understood that the superintendent can be involved at any time.
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The responsibilities for the school board should include:

Selecting school board membership.

Establishing the committee work plan and providing policy guidelines
for meeting agendas that are developed in concert with the
administration.

Determining committee chairs who will facilitate the meetings.
Permitting any school board member to attend any committee
meeting (however, if more than two are to be present the meeting

must be properly advertised).

Ensuring that committee chairs make certain that all board members
and other impacted parties are apprised of committee activity.

Community members who may be asked to participate in committee work should be:

Experienced, open-minded, and interested in topics that come
before the specific committee.

Available to attend at least three-quarters of the scheduled
meetings.

Willing to provide input and offer recommendations to the committee
for the full school board review and decision.

Able to attend an orientation for serving on committees.

The staff liaison should be required to:

Ensure that appropriate training is provided to all committee
members and assigned staff.

Record minutes as well as develop executive summaries of
meetings and provide for their distribution to committee members
and other school board members and impacted parties promptly
following meetings.

Work with committee chair(s) to form the committee agenda.

Provide materials to the committee for review, approval, or
work/study.

A brief description of each proposed committee is provided below:

The Budget and Finance Committee gives the school board
important input into budgeting and assists in providing full credibility
in the development processes and final document. The Budget and
Finance Committee may find it advantageous to invite representation
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from the board of supervisors and Rappahannock County
management so that they all may understand the unigque needs of
the school division.

m  The Facilities Committee should assist in the preparation and
oversight of implementation of the Capital Improvement Plan (see
Chapter 5 for a discussion of the CIP).

m  The Strategic Planning and Policy Committee should allow for
systematic board input on the development of all long- and short-
term plans that support updating division goals and maintaining the
policy manual. Division student enrollment projections; changes in
technology needs; frequent modifications in laws and rules such as
No Child Left Behind (NCLB), the Individual with Disabilities
Education Act (IDEA), and Response to Intervention (RTI); and the
Commonwealth of Virginia code require that the strategic documents
be constantly reviewed and that the policy manual be updated on a
regular basis.

Board Evaluation and Superintendent Evaluation Committees should be established on
an ad hoc basis to function annually.

FISCAL IMPACT

This recommendation can be implemented with existing personnel at no cost and
resulting in a reduced number of meetings assigned.

FINDING

The school board meets monthly, typically for approximately three to four hours, and
appropriately conducts the business of the division. However, several members indicate
that they seldom have time for informal discussions that allow for clarifying issues and
other matters.

Many school boards throughout the United States and in Virginia conduct work sessions
and have dinner, or supper, prior to their regularly scheduled meeting. Typically, the
press is invited so as to ensure that all discussions are open.

RECOMMENDATION 1-3:

Consider scheduling an informal dinner meeting on board meeting evenings,
including an invitation to the press.

Implementation of this recommendation should provide board members and invited
guests a forum to gather on an informal basis and ensure that discussions are open and
public.

The RCHS commercial food (culinary arts) service training program could provide the

meal at a reasonable cost to the participants while providing the students an important
opportunity to market their learned skills.
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The school board should consider initiating this program in October 2008.
FISCAL IMPACT

This recommendation can be implemented at a minor cost to the participants dependant
upon the cost of each meal as established by the RCHS culinary arts instructor and the
students.

FINDING

The board has not completed a self-assessment of its performance in recent years and,
therefore, lacks data to support training needs and other valuable performance
information.

Best practices suggest that effective school boards and the boards of control of many
other organizations improve their effectiveness by reviewing the results of self-appraisals
on a regularly scheduled basis.

RECOMMENDATION 1-4:

Conduct a board self-assessment annually, prior to the annual reorganization
meeting in January.

Providing feedback, both formally and informally, is fundamental 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. Implementing this recommendation could be a significant step toward
supporting board accountability, providing a medium for reporting governance activity,
and setting governance improvement goals.

Exhibit 1-4 provides an example of a self-assessment instrument used by some boards
of control.
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EXHIBIT 1-4
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.” If you
check "Needs Improvement,” include suggestions for improvement.

Adequate Needs Improvement

Our meeting was businesslike and results oriented, and we functioned as 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 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 and 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.

This assessment could be completed online or in hardcopy by board members and
submitted in advance of a work session to the board chair. The results could then be
utilized to guide a discussion of board effectiveness.

FISCAL IMPACT

This recommendation can be implemented with existing resources at no additional cost
to the division other than the time involved in conducting the self evaluation.

FINDING

The board assessment of the superintendent’s performance has been conducted
inconsistently and documentation of full board participation is lacking.

Board members report satisfaction with the superintendent’s performance; however,
best practices require that an annual performance review of all personnel of a school
division or district should be conducted.

If the school board desires to develop a performance review instrument they can contact
the VSBA for assistance.
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RECOMMENDATION 1-5:

Conduct an assessment of the superintendent’s performance annually with input
from the full board.

Developing, adopting, and implementing a uniform assessment procedure that is used
by the entire school board should result in a cohesive series of recommendations to
guide the superintendent’s performance. An evaluation that should be used as a basis
for discussion and the formulation of procedures that are acceptable to RCPS and the
superintendent should include the following features:

m Establishment of a specific time frame each year for conducting the
performance evaluation.

m A specific list of board/superintendent goals that are related to
school performance and other indicators.

m  Provisions for establishing performance goals and related outcomes
for the next year.

m Provisions for the individual board members to rate the
superintendent on an approved form that includes board goals.

m  Provisions for all board members to meet in order to compile board
member ratings, discuss all aspects of the superintendent’s
performance, and develop a single evaluation report to be reviewed
with the superintendent.

m  Guidelines for the actual evaluation review session (such as, in
closed session with the board chair as spokesperson).

Exhibit 1-5 provides an assessment instrument that should be modified to meet the
school board needs. Revisions should include development of current performance
standards as related to division goals and the establishment of measurable benchmarks
to guide rating the superintendent’s performance. The example contains a six-point
rating scale with 1-2 meaning “Does Not Meet Expectations,” 3-4 meaning “Meets
Expectations,” and 5-6 meaning “Exceeds Expectations.”

The rating scale could be modified to reflect three levels with level 1 meaning does not
meet the standard, level 2 meaning partially meets the standard, and level 3 meaning
meets the standard or is making adequate progress towards meeting the standard.
Provisions should be made for listing the evidence that supports the status of meeting
goals or standards. A three-point rating scale would minimize variation among board
member’s rankings.
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EXHIBIT 1-5

SAMPLE SUPERINTENDENT OF SCHOOLS

PERFORMANCE RATING

Performance Category

Rating

Overall Goals for Action Implementation

The extent to which the goals for action are implemented.
— Accountability — Technology
-5Rs — Governance

Comment:

Student Achievement
Improves system-wide student achievement as measured by the District’s
Student Assessment System.

Comment:

Fiscal Management

Utilizes all available resources in the most effective and efficient manner.
Develops a plan for a balanced budget.

Seeks and obtains grants from local, regional, state, and national sources
which support the District’s Strategic Plan.

Comment:

Management of District

Effectively manages the business and education operations of the District.

- Keeps all Board Members informed on issues, problems and
needs related to the operation of the School System.

- Works with the Board to plan the future direction of the School
District.

- Supports Board policy with the staff and public.

- Holds senior staff accountable for managing their operations.

- Works with the leadership of public and private agencies with
which the District maintains partnerships.

- Assures that District facilities are well maintained.

Comment:

Public Engagement
Regularly informs constituents on all aspects of the business and
educational activities of the District.
- Builds an understanding of the issues facing the School District
and the District’s vision for improving
the performance of student achievement.
- Works effectively with public and private agency leadership.
- Maintains and extends partnerships and collaborations with
colleges and universities, business, civic, nonprofit, faith-based
and philanthropic groups which enhance the goals of the District.

Comment:
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EXHIBIT 1-5 (Continued)

SAMPLE SUPERINTENDENT OF SCHOOLS

PERFORMANCE RATING

Performance Category

Safety and Security
Maintains a high level of safety and security for all students and
employees.

Comment:

School Environment
Ensures that educational programs optimize the use of all facilities within
the system and that the school environment supports academic learning.

Comment:

Political Leadership

Actively engages with other community leaders in enhancing the
community. Creates, maintains and extends local and regional
partnerships, which further the mission of the District.

Comment:

Personal Qualities

Maintains high standards of ethics, honesty and integrity in professional
matters. Defends principles and convictions in the face of pressure and
partisan influence. Works and relates well with others.

Comment:

Overall Evaluation

Comment:

Source: Created by MGT of America, 2005.

FISCAL IMPACT

This recommendation can be implemented with existing resources at no additional cost
to the division other than the time involved in conducting the evaluation.

FINDING

School board meeting records are not secured in fire and storm protected storage units
making them vulnerable to destruction should a disaster strike. Additionally, record
storage of personnel, student, census and other valuable and historical documents are
maintained in the attic of the transportation facility, at schools, and in the central office
storeroom — all unprotected from various potential disaster situations.
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The board clerk maintains both hardcopy and electronic copies of minutes. The
hardcopies are placed in regular file cabinets and on shelves in a non-fire rated storage
closet. The electronic copies are maintained on the clerk’s computer hard drive.

The storeroom does have a sprinkler system, but is not fire rated and historical census
records and division personnel records are also in regular file cabinets. Fires that cannot
be brought under control within a reasonable period of time and/or severe weather could
result in the loss of essential records. Best practices suggest that duplicates of valuable
records should be kept off-premises in safe storage or maintained in fire-rated vaults or
cabinets on premises.

RECOMMENDATION 1-6:

Purchase fire-rated storage and/or cabinets for storing official records of school
board actions and develop and implement a plan for the destruction of old records
and proper storage and protection of other records.

Implementation of this recommendation should result in the protection of important
records. (See Chapter 5 for a recommendation on disposition of records stored in the
transportation facility area.)

The implementation of this recommendation should result in purchasing one four-drawer,
fire-rated, lockable, storage file cabinet. This cabinet should be used to store old records
that have not yet been submitted to the state archives for permanent storage. This
should ensure that important documents will not be lost in the event of a severe
catastrophe.

Current school board agendas and minutes, and other records that are now stored on

the hard drive of the computer, can be duplicated onto CD-ROMs. The CDs could then
be conveniently stored in a small, lockable fire-rated safe-box or placed in a bank safe
deposit box or similar secure location.

FISCAL IMPACT

This recommendation could be accomplished by purchasing one four-drawer, fire-rated
lockable file cabinet and one small, lockable fire-rated safe-box. Office suppliers sell file
drawers meeting these requirements for approximately $1,300, and stores such as Wal-
Mart offer safe-boxes that could easily contain over 100 CDs at less than $70. The total
one-time cost of implementing this recommendation would be $1,370.

Recommendation 2008-09 2009-10 2010-11 2011-12 2012-13

Purchase One Four-
Drawer, Fire-Rated
Lockable File
Cabinet

($1,300) $0 $0 $0 $0

Purchase One
Small, Lockable ($70) $0 $0 $0 $0
Fire-Rated Safe-Box

TOTAL ($1,370) $0 $0 $0 $0
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FINDING

Rappahannock County and the school division share various services including HVAC,
motor pool mechanic work, vehicle fuel storage and dispensing, and, in past years,
facilities development.

The county and board share the HVYAC employee, who services 17 facilities, on a 50-50
basis with the division actually obtaining closer to 60-70 percent of the employee’s time.
The school board provides a motor pool mechanic and shop area that services school
buses and all county vehicles as well. Additionally, the school board purchases, stores,
and dispenses fuel for all county and division vehicles, invoicing the county monthly for
fuel consumption.

The cooperation that exists between the school board and the board of supervisors is
commendable and represents significant efforts to use tax revenue efficiently.

COMMENDATION 1-A:

The school board and Rappahannock County are commended for having
established shared HVAC, motor pool, and fueling services.

FINDING

The superintendent and the county manager meet periodically to discuss operational
and fiscal matters. However, there is no evidence that additional progress has been

made to expand shared services to other possible options to increase governmental
efficiencies.

Services such as risk management and some human resources areas may be
possibilities for further efficiencies and cost savings.

RECOMMENDATION 1-7:

Establish a joint administrative/board committee composed of one school board
member, one county supervisor, the superintendent, and the county manager to
review and recommend options for further development of shared services.

Implementation of this recommendation should result in a thorough examination of
options for further joint services between RCPS and the board of supervisors.

The group should avoid the use of terms such as consolidated services or departments,
as these suggest a take-over rather than efficient sharing of services. This, in turn,
should result in a systematic review of potential shared services to determine ultimate
feasibility. The types of services that should be examined could include the following:

Building and grounds maintenance.

Capital projects management.

Technology applications.

Records management.

Risk management including related training.
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Staff development.

Surplus property/storage/disposal.
Workers' compensation.
Purchasing/procurement.

Human resources.

The complexities of human resource services within the contemporary school division
lead one to believe that shared services in this area managed by the school division may
be a major second step in an agreed upon venture. However, the ultimate determination
of a recommended action should rest with the proposed committee.

FISCAL IMPACT

This recommendation can be implemented at no cost to the division or the county and
could result in future savings and improved efficiencies. Implementation will commit the
superintendent, county manager, and two of their respective board members to the time
necessary to conduct this review.

1.3 Policies and Procedures

Policies and procedures are the means by which an organization can communicate
expectations to its constituents. In addition, adopting policies and establishing related
procedures provide the mechanism for:

m Establishing the school board’'s expectations and what may be
expected from the board.

m  Keeping the school board and the administration out of trouble.

m Establishing an essential division between policy making and
administration roles.

m Creating guidelines within which people operate.

m  Providing reasonable assurances of consistency and continuity in
decisions.

m  Providing a legal basis for the allocation of funds, facilities, and other
resources.

m Facilitating and guiding the orientation of the school board members
and employees.

m  Acquainting the public with, and encouraging citizen involvement
within, structured guidelines.

Policies 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.
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Commonwealth of 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:

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

m  The selection and evaluation of all instructional materials purchased
by the division, with clear procedures for handling challenged
controversial materials.

m Standards of student conduct and attendance, and related
enforcement procedures.

m  School-community communications and involvement.

m  Guidelines to encourage parents to provide instructional assistance
to their children.

m Information about procedures for addressing school division
concerns with defined recourse for parents.

m A cooperatively developed procedure for personnel evaluation.

m  Grievance, dismissal, and other procedures as prescribed by the
general assembly and school board.

Each division school has a copy of the RCPS policy manual, as does the public library.
The VSBA model version of the manual has also been placed online but the contents do
not match the distributed hardcopy version.

Two school board members sit on a policy committee along with appropriate staff. They
develop and/or review policies to be submitted to the full school board for review and
approval through appropriate processes. Policies are overseen and managed in the
superintendent’s office by the school board clerk/secretary to the superintendent. The
official policy manual is located with the clerk.

Exhibit 1-6 presents the RCPS policy manual classifications (chapters), titles, and policy
codes.
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EXHIBIT 1-6
RAPPAHANNOCK COUNTY PUBLIC SCHOOLS
ORGANIZATION OF POLICY HANDBOOK

CLASSIFICATION SECTION TITLES POLICY CODES
Code Finder Index n/a
Introduction n/a
A Foundations and Basic Commitment 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 - EIB
F Facilities Development FA - FG
G Personnel GA - GDR
H* Negotiations None
I Instructional Program IA - INDD
J Students JB - JSF
K School-Community Relations KA - KQ
L Education Agency Relations LA - LI

Source: RCPS Board Policy Manual, November 2007.

* The Supreme Court of Virginia has stated that neither Virginia constitutional or statutory authority exists for
school boards to enter into collective bargaining agreements with their employees.

The policies have been codified using the National School Board Association’s model,
with specific model policy language procured from the VSBA. The policy manual is
composed of 11 chapters or major classifications denoted as sections, each of which
contains a detailed table of contents. Individual policies are coded within these A-L
sections (chapters). The manual contains alphabetical subject and topical indices.

Exhibit 1-7 shows the revision status of RCPS Board policies. As can be seen, of the
338 policies reviewed only 23 provisions in the policy manual have not been reviewed or
adopted within the required time limits of Commonwealth law. The majority of these are
routine, historically unchanging provisions. These 23 include the following policies: BB,
BDA, BDB, BBBAA, BDDA, FB, FE, GCD, GCPD, GDD,GDPD, IEA,IEB, IGAG, IGBBA,
JBA, KB, and KBE.
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REVISION STATUS OF RCPS BOARD POLICIES

EXHIBIT 1-7

OCTOBER 2007

NUMBER OF POLICIES
ADOPTED/UPDATED/RESTATED IN:
NUMBER OF 2006-
POLICIES PRIOR OCTOBER
CHAPTER TITLE EXAMINED | TO 2002 | 2002-05 | 2005-06 2007
Foundations and
A Basic Commitments 8 i 3 3 2
School Board
B Governance and 35 6 10 12 7
Operations
General School
c Administration 15 1 3 5 6
D Fiscal Management 23 - 8 9 6
E Support Services 36 1 14 16 5
F Facilities Development 9 2 2 5 -
G Personnel 72 4 20 27 21
H Negotiations * - - - - -
I Instructional Program 53 4 17 19 13
J Students 51 1 19 12 19
K SchopI—Community o5 5 4 9 10
Relations
L Education Agency 11 5 1 5 3
Relations
TOTALS 338 23 101 122 92

Source: RCPS Board Policy Manual, November 2007.
* The Supreme Court of Virginia has stated that neither Virginia constitutional or statutory authority exists for
School Boards to enter into collective bargaining agreements with their employees.

FINDING

The school board has maintained and updated the policy manual in their schools and the
public library; however, it does not match the version located on the division's Web site.
Consequently, if the public depends on the Web version for information, they may be

significantly misled.

The Web site version is composed of all the provisions, including both options of a
provision if provided, that are submitted to the division by VSBA and are not the policies
that have been reviewed and approved by the school board. Interviews with personnel
reveal that the VSBA version was hurriedly placed on the Web site several years ago in
order to be in compliance with Commonwealth law. Since then, the Web site has not
been updated with the correct version because of reported time and cost constraints.

MGT of America, Inc.

Page 1-21




Division Administration

RECOMMENDATION 1-8:
Place the correct version of the policy manual on the division’s Web site.

Accomplishment of this recommendation should result in the corrected version being
scanned and placed on the division's Web site and it being updated as the board
approves additional or revised provisions.

Work on this task should commence upon receipt of this recommendation and be
scheduled to be completed within the next two-month period. Once this process is
completed, the board chair and superintendent should assign the Web based policy
manual maintenance responsibility to one staff member.

FISCAL IMPACT

This recommendation can be accomplished with existing resources; however, assigned
division personnel can expect to commit approximately 16 hours of labor to the scanning
and placement process.

The division’s central office does not have a scanner; however, one can be borrowed
from the high school and utilized to accomplish this task.

FINDING

RCPS Board policies that are based on federal mandates are not easily identified by
board members and school division personnel.

School board policies are codified in an alphabetical system, as noted in Exhibit 1-5.
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
manual. Exhibit 1-8 shows samples of required state provisions that are addressed in
the current policy manual, along with the specific code.

Additionally, federal law and related regulations require that local boards of education
include other provisions. Some relate to IDEA, labor standards, NCLB, Family Medical
Leave, and other topics. However, at present, school board members and school
division personnel cannot easily identify those policies resulting from such requirements.
If school board members or division staff are 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.
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EXHIBIT 1-8
SAMPLE COMMONWEALTH OF VIRGINIA REQUIRED POLICY TOPICS
AND RELATED RAPPAHANNOCK COUNTY PUBLIC SCHOOLS
SCHOOL BOARD POLICY

REQUIRED TOPIC APPLICABLE POLICY
Selection and evaluation of all instructional materials IIA, IIAA, IIAB
Process for parents to address concerns related to the division KL, KLB, GBLA
System of two-way communication between employees and school BG, GBB, GBD
board
Cooperatively developed personnel evaluation procedures GCM, GCN, GDN
GBM, GBMA, GCDA,

Grievance, dismissal, and other procedures GCPD, GDPD

JEA, JED, JFC, JFCA,
JFCB, JFCC, JFCD,
JFCE, JFCF, JFCJ,

Standards of student conduct and attendance

JFHA, EEACC
. — . KA, KB, KC, KD, KG, KM,
School-community communications and involvement KMA
Guidelines encouraging parents to provide instructional assistance IGBC, IKA

to their children
Procedures for handling challenged and controversial materials KLB
Source: RCPS Board Policy Manual, November 2007.

RECOMMENDATION 1-9:

Use asterisks to identify school board policies that are required by Commonwealth
of Virginia code 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 Commonwealth of Virginia code and other
controlling regulations. This should enable school board members, central office
personnel, school-level employees, and other stakeholders to determine 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.

FISCAL IMPACT
This recommendation can be accomplished with existing resources and at no additional

time commitment if accomplished while implementing Recommendation 1-8.

1.4 Legal Services

Throughout the United States, school systems procure legal services either through in-
house counsel, with the use of outside counsel for situations for which additional
expertise is required, or exclusively from outside firms or attorneys. In the latter situation,
some school divisions, particularly those in urban areas, can secure the services of a
single, large, diversified firm, while others must depend on more than one firm. Fees for
services vary greatly, depending on the locale and the specialization required.
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Costs for legal work have increased dramatically over the last three decades due to a
number of factors. These include due process activity associated with disciplinary
proceedings, complicated issues related to special education students, risk management
matters, and a variety of other issues. Areas of special education and student
disciplinary activity are particularly troublesome and require special legal expertise.
These areas are typically complicated by the complexities of federal requirements and
their relationship to local and state regulations, coupled with the school division’s need to
maintain an orderly educational environment.

The Code of the Commonwealth of Virginia (22.1-82) provides authority for the school
board to:

...employ legal counsel to advise it concerning any legal matter or to
represent it, any member thereof or any school official in any legal
proceeding to which the School Board, member or official may be a party,
when such proceeding is instituted by or against it or against the member or
official by virtue of his actions in connection with his duties as such member
or official.

FINDING
RCPS legal services are obtained through private firms and attorneys. Expenditures
have been kept to a minimum by limiting the use of services at school board meetings

and through careful management of student hearings, special education protocols, and
human resources.

Exhibit 1-9 shows the expenses as reported to MGT for a three-year period.

EXHIBIT 1-9
LEGAL EXPENSES
2004-07
VENDOR 2004-05 2005-06 2006-07 TOTAL
Keeler $825 $825.
Lenhart $164. $164
Timberlake, Smith $1,722 $4,913 $5,890 $12,525
VSBA $4,013 $1,080 $2,149 $7,242
Warton, Aldhiz $21 $21
Total $5,756 $6,818 $8,203 $20,777

Source: RCPS Office of the Superintendent, November 2007.

While legal expenses have increased over the three-year period, the total cost for
services is considerably less than those identified in other school districts and divisions.

COMMENDATION 1-B:

The school board and administration of RCPS are commended for containing
legal services expenses.
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FINDING

The RCPS Board does not have a written contract with attorneys providing routine legal
services. Additionally, there is no record of the assessment of services, even though
personnel and school board members report a high degree of satisfaction with the
current providers.

While the costs for legal services are kept to a minimum in RCPS (see Exhibit 1-9), it is
common practice to establish a contract with those attorneys or firms providing services.
Periodically, the services should be reviewed and formally assessed by the school board
and administration.

RECOMMENDATION 1-10:

Establish a written, school board—approved contract for legal services and assess
those services annually.

The implementation of this recommendation should result in the creation of a standard
contract for legal services. Such a contract should include provisions for standard hourly
attorney, paralegal, and clerical fees, as well as any other cost items. Additionally, the
types of services to be provided, including attendance at board meetings, student
hearings, consultations, and contract reviews, should be addressed. The contract should
state if services are being provided on retainer, on a simple hourly fee basis, or some
combination of the two, and should include a termination clause.

This recommendation should be accomplished in 2008-09 school year.
FISCAL IMPACT

This recommendation can be accomplished with existing resources.

1.5 Organization and Management

This section reviews the RCPS organization, decision making, management, planning
and accountability, public information, and school organization and management
functions.

1.5.1 Division Organization

The executive and administrative functions of RCPS are managed through a system that
is organized into line and staff relationships that define official spans of authority and
communication channels.

RCPS has two primary layers within the central office. These minimum layers help
ensure effective and efficient communication of information and decisions through the
division and to the public; however, they create special challenges because of some
broad spans of control. Maintaining a minimum number of layers requires the division to
address issues related to span of control and to take actions to preclude the
development of a large, bureaucratic-type central administration. The superintendent
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and his executive staff have been reorganizing the central office, and this review takes
recent reorganization actions into consideration.

RCPS is a relatively flat organization, as shown in Exhibits 1-10 and 1-11. Exhibit 1-10
illustrates the organization as it existed during the onsite review; As shown in the exhibit,
there are two primary layers of central office authority under the superintendent: the
assistant superintendent for HR and Instruction and director positions along with
personnel assigned various functions, for a total of nine direct reports along with
supervisory responsibility over bus drivers.

MGT of America, Inc. Page 1-26



Division Administration

EXHIBIT 1-10
RAPPAHANNOCK COUNTY PUBLIC SCHOOLS
ORGANIZATIONAL CHART

NOVEMBER 2007

School Board

i Clerk of the Board and
. Secretary to
Superintendent of .
Schools Superintendent
|
I [ [ [
Assistant Director of Director of Special Director of Food RCHS Principal
Superintendent Finance Services & Grants Service (3 Days/Wk)
HR & Instruction | |
- : Assistant
Finance Clerk Cafeteria Principal
Secretary Secretary Managers
Gifted Ed. Psychologist Athletic
Teacher HVAC/ Maintenance Director
Technician (50-50 w/

Technology Visiting Teacher County) —
Resource RCES Principal
Teacher

Bus Shop
Director of Supervisor APS.S'SFan;[
Technology rincipa
: Mechanic
Technology ) Volunteer
Assistant Drivers Coord.
(Clerk)
Source: Created by MGT of America from RCPS Office of
Superintendent information, November 2007.
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Exhibit 1-11 shows the current assignment of functions to each of the major
departments. As indicated, the following assignment/alignment issues exist:

m Facilities-related functions are split between the superintendent and
the principals with the superintendent providing primary supervision.

m Purchasing is conducted through all departments and schools.

m  Some human resources functions, such as benefits and staff
training, are shared with other departments and school principals.

m Insurance and risk issues are shared among departments and
include student insurance, benefits, school safety, and others.

m  Technology, while listed in the HR and Instruction department, is

actually divided with administrative technology under the
superintendent.
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EXHIBIT 1-11

RAPPAHANNOCK COUNTY PUBLIC SCHOOLS

FUNCTION ASSIGNMENTS
NOVEMBER 2007

School Board

Superintendent

Director of Finance

Accounts Payable
Accounts Receivable
Asset Management
Benefits & Leave Mgt.
Budget

Employee Orientation
Employment Contracts
Internal Audit

Leave Management
Payroll

Position Reconciliation
Purchasing
Retirement

Risk

Salary Assignment
Title (Fiscal)

Workers’ Comp

Assistant
Superintendent HR &
Instruction

Director of Special
Services & Grants

Adult Basic Ed.
Alternative Ed
Career/Tech. Ed.
Coordinates Title I,
v, &V
(Programs)
Court Liaison/
Truancy
Grants
Health
Home Schooling
Psychologists
Purchasing — Dept.
School Nurses
Special Ed Eligibility
Student Records
Visiting Teacher

504 Assessment
Curriculum/Instruction
Designee
Dismissal/Nonrenewal

EEO

Employee Orientation

Employee Recognition

Employment

Foundation Liaison
(Headwaters)

Gifted & Talented

Grievances

Guidance

Job Descriptions

Libraries

Licensure

Performance Assess.

Personnel Records

Purchasing — Dept.

Recruitment

Special Education

Staff Training

DLT

Technology
(Instructional)

Administrative Technology
Board Orientation
Community Relations
Complaints

Custodians

Discipline Committee
Energy Management
External Communications
Facilities Construction
Facilities Maintenance
Food Service
Governmental Relations
Grounds Management
Legal Services

OTETA

Planning

Policy Development
Press Relations
Purchasing — Dept.
School Safety

Student Hearings
Student Transfers
Transportation

MGT of America, Inc.

Principals

Assistant Principals
Athletics

Custodians

Instructional & Support
Personnel

Purchasing — Dept.
Staff Training

Student Insurance
Volunteer Programs

Source: Created by MGT of America from RCPS personnel
interviews and organization profiles, November 2007.
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FINDING

Workloads among the administrative and support staff are not fully aligned. Exhibit 1-10
and Exhibit 1-11 provide an illustration of the organization and assignments within the
major operational areas of the division. As can be seen in the exhibits, several functions
are not aligned to related areas and the superintendent has assumed some
responsibilities that could be effectively managed by other positions. These incongruities
include the assignment of:

Food services.
Purchasing.

Staff training.

Custodial services.
Grounds maintenance.
Some personnel functions.

RECOMMENDATION 1-11:

Reorganize and realign division responsibilities.

Implementation of this recommendation should result in the following modifications to the
current organizational plan and assignment of functions to create better equalization of
workloads:

m Reduces the direct reports to the superintendent from nine to eight
by eliminating the food services manager position.

m  Changes the title of the assistant superintendent for HR and
instruction to assistant superintendent for teaching and learning.

m Reassigns responsibilities for all HR functions except recruitment
and county office level training from the assistant superintendent for
HR and instruction to the director of finance.

m Reassigns all risk related activity from the superintendent to the
director of finance, except student insurance and school safety,
which is assigned to the principals to manage for their respective
schools.

m Reassigns food service from the superintendent to the elementary
principal with a half-time clerical position assigned to the finance
department and deleting one food service manager position and
creating one food service assistant manager assigned to the high
school (see Chapter 8, Food Services, for a detailed discussion of
changes in food service organization).

m Reassigns energy management, grounds management, and school-

level personnel training (professional development) from the
superintendent to the principals.
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m Reassigns student hearings and transfers from the superintendent to
the director of special services and grants.

m Reassigns guidance and special education eligibility from the
assistant superintendent position to the director of special services
and grants.

Exhibit 1-12 shows the recommended assignment of functions, and Exhibit 1-13 shows
the recommended organizational structure. Changes in function assignments are noted
in bolded font.
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EXHIBIT 1-12

RAPPAHANNOCK COUNTY PUBLIC SCHOOLS

School Board

PROPOSED FUNCTION ASSIGNMENTS
NOVEMBER 2007

Director of Finance

Accounts Payable

Accounts Receivable

Asset Management

Budget

Employee Orientation

Employment Contracts

Internal Audit

Leave Management

Payroll

Position Reconciliation

Depart. Purchasing

Risk & OTETA

Title Programs (Fiscal)

Workers’ Comp

DLT*

Food Service

HR Functions
(Except as assigned

Superintendent

Assistant Supt.
Teaching & Learning

504 Assessment
Curriculum/Instruction
Depart. Purchasing
DLT*

Foundation Liaison
Gifted & Talented
Grievances

Instruct. Technology
Libraries
Recruitment

Special Education
Staff Training — C.O.

Admin. Technology
Board Agenda

Board Orientation
Community Relations
Complaints

Depart. Purchasing
Discipline Committee
DLT*

External Communications
Facilities Construction
Facilities Maintenance
Governmental Relations
Legal Services
Planning

Policy Development
Transportation

to Exec. Dir. T & L) Level
Superintendent’s
Designee
Director of Special
Services & Grants
I I
Adult Basic Ed. Health
Alternative Ed Home Schooling
Career/Tech. Ed. Psychologists

Coordinates Title I, 1V,
& V (Programs)

Court Liaison/ Truancy
Depart. Purchasing
DLT*

Grants

Guidance

School Nurses
Special Ed. Eligibility
Student Hearings
Student Records
Student Transfers
Visiting Teacher

MGT of America, Inc.

Principals

Assistant Principals

Athletics

Custodians

Depart. Purchasing

DLT*

Energy Management

Food Service

Grounds Management

Instructional & Support
Personnel

Professional Develop.

School Safety

Staff Training

Student Insurance

Volunteer Programs

* Division Leadership Team (DLT)
Source: Created by MGT of America from RCPS personnel
interviews and organization profiles, November 2007.
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EXHIBIT 1-13
RAPPAHANNOCK COUNTY PUBLIC SCHOOLS
PROPOSED ORGANIZATIONAL CHART
NOVEMBER 2007

School Board
Clerk of the Board and
Secretary to
Superintendent
Superintendent of ;
Schools Receptionist
[
[ [ [
Execgtive Directpr Director of Director of Special RCES Principal RCHS Principal
Teaching & Learning Finance Services & Grants
- Clerk Assistant Assistant
inance Cler inci inci
Secretary Secretary Principal Principal
Gifted Ed. Psychologist Volunteer Athletic Director
Teacher HR & Food Coord.
Service Clerk (Clerk)
Visiting Teacher
Technology _ Cafeteria
Resource Cafeteria Mgr. |7 Assist. Mgr.
Teacher
Custodians :
Custodians
Technology -
(50-50 w/ Co.)
[
Technology
Source: Created by MGT of America, November 2007. Drivers Mechanic
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FISCAL IMPACT

The fiscal impact of the recommended changes reflected in Exhibit 1-13 is reported in
Chapter 4, Human Resources and Chapter 8, Food Services.

Changing the title of the current assistant superintendent position to executive director
has no fiscal impact.

1.5.2 Decision Making, Communications, Planning, Accountability, and
Management

Since 1987, the division has been lead by three superintendents: Dr. David M. Gangel
from 1987 through 2002, Ms. Helen M. Williams, for 2002-03 school year as acting
superintendent, and the current superintendent, Dr. Robert T. Chappell. This continuity
of only three superintendents in a period of 20 years is unusual when compared with a
national average of only three years tenure.

The current superintendent was appointed under the terms of an agreement dated
December 10, 2002, for the 2003-04 school year and is currently contracted through
2009-10. The contract provides the terms and conditions for employment. The contract
includes specific provisions for benefits and compensation increases consistent with
those of RCPS teaching employees. Additionally, the school board authorizes a family
health plan, Tax-Sheltered Annuity (TSA) plan, paid sick and annual leave, and other
benefits available to 12-month employees of the school board. The contract in all
respects is consistent with Commonwealth of Virginia law and sound business practice.

While other employees received pay increases for the 2007-08 contract year, the
superintendent chose to continue without an increase in compensation.

The superintendent leads the division though a District Leadership Team (DLT),
composed of the division level assistant superintendent and special services director,
and meets each Monday. He meets with each principal weekly. Because of the small
size of the division, the superintendent is responsible for a large number of functions
(see Exhibit 1-10) and consequently meets almost daily with bus drivers, the
maintenance employees, and other personnel. Responses to the survey statement,
School-based personnel play an important role in making decisions that affect schools in
our division, from RCPS personnel were much more favorable than those from other
districts/divisions in the MGT database. While 60 percent of the central office
administrators strongly agreed or agreed with the statement, only 48 percent of central
office administrators in other districts/divisions strongly agreed or agreed. By the same
token, 100 percent of RCPS principals and assistant principals strongly agreed or
agreed while only 61 percent in other districts/divisions held the same belief. Fifty-one
percent of the teacher responses in RCPS strongly agreed or agreed while only 35
percent in other districts/divisions concurred.

The school board and division have an adopted mission, related series of goals, and S-
CP. The plan has been updated to reflect current school improvement needs.

The division is supported by an educational foundation, Headwaters, that has provided
numerous programs to benefit students and support teaching.
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FINDING

An education foundation, Headwaters, provides support for division education and
students through several organized initiatives, and in 2006-07 raised in excess of
$140,000. The foundation expects to exceed that level of support in 2007-08.

The foundation has produced a very sophisticated and informative CD providing a
review of its programs the impact they have had on the division and students. Included
in the programs sponsored by the foundation are:

Starfish Mentoring program fosters one-on-one mentoring
relationships involving trained adult volunteers meeting regularly with
youth, ages 6 to 18, and serving as role models and encouraging
students to go on to post-secondary education.

Next Step: The Rappahannock College and Career Access program,
instituted in 2005 with a grant from the Jack Kent Cooke Foundation,
in partnership with the RCPS faculty and staff and community
members, ensures that students have the resources and other
support to continue their education beyond high school.

The Farm-to-Table program, a partnership among Headwaters,
RCPS, and area organizations such as the Rappahannock County
Farm Bureau, the Young Farmland fund, and Sunnyside Institute,
supports various programs related to agriculture, including culinary
arts and environmental science.

Teacher mini-grants, since 1997, have funded over $80,000 in
awards for innovative programs to nearly 200 teachers.

Six summer workshops for county students Grades 2 through 8 have
been organized and cosponsored with community groups, Target
Stores, and individuals.

The Helen Williams Professional Growth Award, funded by
contributions from community members to enhance faculty members
by providing high quality, research-based professional development
at no cost to participants. This has resulted in teachers attending
professional development at Oxford in England, and many other
prestigious institutions.

Additionally, the foundation has sponsored an annual academic
reception, the International Festival, the Teacher Appreciation
Luncheon, and more.

COMMENDATION 1-C:

The educational foundation, Headwaters, is commended for providing significant
support to RCPS and the students.
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FINDING

While the education foundation provides significant support to the school division, there
is a lack of evidence that the school division effectively communicates improvement
needs as reflected in the S-CP document and adopted goals.

This can result in some support not being effectively aligned with identified and
prioritized needs.

RECOMMENDATION 1-12:

Establish a four-member committee, composed of the foundation director, a
foundation board member, a school board member, and the assistant
superintendent to examine the division’s prioritized needs and budget priorities,
and recommending priorities for foundation support to this committee.

Implementation of this recommendation should result in ensuring effective
communication of school division goals and improvement needs to the foundation
administration and board for consideration when planning important support for RCPS.

This process should include a comprehensive review and evaluation of the division’s S-
CP and the impact of current Headwater’s initiatives. Actions suggested in
Recommendation 1-13 should contribute to accomplishment of this recommendation.

FISCAL IMPACT

This recommendation can be implemented with existing resources and division
employee time committed to this should be a routine part of their workload.

FINDING

MGT consultants were unable to identify a clear set of strategies to govern establishing
a relationship between the comprehensive planning and the budget adoption processes.
Further, the budget lacks clear evidence of focusing resources on planned priorities. As
a result, the board and administration do not have a means for clearly stating to the
public the consequences of budgetary limitations and the impact on teaching and
learning.

The 2007-08 S-CP goals include the following eight areas of emphasis:

m Identify instructional targets for improvement using a system of
multiple measurements of student achievement, data analysis, and
dissemination. Institute a process for regular monitoring of
instructional programs to ensure targets are achieved. Increase SOL
pass rates, including "pass-advanced,” at all grades, on all tests, for
all groups. Monitor student progress on AP exams, Cambridge tests,
and the SAT.

m Devise strategies to improve student performance in Mathematics.
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m  Meet “adequate yearly progress” (AYP) targets set by the federal
government.

m  Provide assistance necessary for 100 percent of June diploma
candidates to pass all courses and meet all state requirements for
graduation.

m Increase continuation rate (post secondary education) for all
subgroups.

m Increase attendance and punctuality rates.

m Review and strengthen the system for regular and prompt
communication within the schools (including faculty, staff,
administrators, parents, and students), and with the wider
community regarding school mission, goals, programs, and
achievements.

m  Ensure equitable access to technology for all instructional staff.
Utilize technology to enhance instruction across all disciplines.
Note: Many strategies will be utilized to achieve these goals,
including strategies based on the use of technology.

While establishment of specific goals is a commendable activity, a lack of prioritizing is
an impediment to developing effective budgeting, and financing their accomplishment.

RECOMMENDATION 1-13:

Develop a prioritized listing of long- and short-term goals and S-CP priorities that
can be clearly reflected as priorities in the annual budget process and final
document with accompanying funding strategies.

Implementation of this recommendation should contribute to streamlining the planning
and budgeting processes. Additionally, establishing these priorities should result in data
that should be helpful in fulfilling a portion of the actions in Recommendation 1-12.

This process should be initiated upon receipt of this report and approval of the
recommended actions.

FISCAL IMPACT

This recommendation can be implemented with existing resources and division
employee time committed to this should be a routine part of their workload.

FINDING

The projected workload for the superintendent in the RCPS Strategic—Comprehensive
Plan is excessive.
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Proposed revisions to the S—CP have been prepared by the DLT for submission to the
school board for review, revision, and adoption in December 2007. This process was on-
going during the consultant’s onsite review week, October 29-November 2.

This 24-page plan contains 28 specific objectives and goal/activity areas with
implementation strategies spanning from the 2007-08 through the 2012-13 school year,
assigning responsibility for each initiative to identified individuals and/or groups. A
careful review of the document shows that the superintendent is assigned direct
responsibility for 23 of the 28 initiatives. The initiatives in the S-CP should be distributed
in a more equitable manner to allow for the work of the plan to be carried out closer to
the targeted areas identified in the plan. Having the responsibility for accomplishing the
S-CP distributed among a broader base of participants allows for greater buy-in on the
parts of RCPS stakeholders.

RECOMMENDATION 1-14:

Review the RCPS Strategic—Comprehensive Plan person/group responsibility
assignments and reduce the direct involvement of the superintendent by at least
50 percent.

Implementation of this recommended action should reduce the workload of the
superintendent and result in delegating some of his assigned coordination and task
responsibilities to other personnel.

This recommendation should be accomplished upon approval of this report and within
the first quarter of 2008-09.

FISCAL IMPACT

This recommendation can be implemented with existing resources by a review by the
DLT in collaboration with the principals.

1.5.3 Public Information

Effective communication is a key aspect of developing and maintaining organizations
that facilitate the realization of essential goals and objectives. Phillip Schlechty, in his
publication, Working on the Work (WOW)—An Action Plan for Teachers, Principals, and
Superintendents, continues his important theme that articulates his 12 standards for the
WOW school. The underlying piece, as always, is fundamentally sound communications.
The modern organization, having emerged to an age of producing results tailored to the
individual client, must engage in effective communication to all stakeholders and,
furthermore, produce needed responses in a timely fashion.

FINDING
The superintendent and administrative staff utilize printed media, e-mail

correspondence, electronic newsletters, the division Web site, and personal involvement
in the community, on a regular basis to communicate with the various publics.
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School board policy KA, Goals for School-Community Relations, provides guidance and
support for an extensive program of communications. The quantity and quality of these
communications is exceptional given the small size of the RCPS division and lack of
internal resources. Publications and activity include but are not limited to:

m A weekly public and staff information sheet that is sent via hardcopy
and e-mail and contains a schedule of events, safety information,
and other topics of current interest.

m A “Tuesday Folder” containing parent information that is sent to the
two schools for distribution.

m A placement letter for gifted and talented.

m  Eleven radio and television stations which are contacted when
school closing information must be disseminated rapidly.

m  Periodically, a printed newsletter, available for distribution.

m  Annually, a color newspaper format media for countywide
distribution, providing essential information related to the schools
and division.

During the survey, RCPS personnel were asked to respond to the statement,
Parents/guardians receive regular communications from the division. One hundred
percent of responding central office administrators, principals and assistant principals
strongly agreed or agreed and 91 percent of teachers strongly agreed or agreed.
Furthermore, when asked to respond to, Most parents/guardians seem to know what
goes on in our schools, One hundred percent of responding principals and assistant
principals Agreed or Strongly Agreed and 69 percent of the teachers Agreed or Strongly
Agreed. Only 43 percent of principals and assistant principals and 29 percent of
teachers from other districts strongly Agreed or Strongly Agreed.

COMMENDATION 1-D:

The RCPS administration is commended for its communications to the various
division publics.
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1.5.4 School Organization and Management

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

RCPS provides instructional programs to students in one high school (Grades 8-12) and
one elementary school (Grades K-7). The two schools are staffed with principal and
assistant principal positions as well as activities/athletic, guidance, and library positions.
Exhibit 1-14 shows data related to various positions in RCPS as compared to five peer
divisions.

EXHIBIT 1-14
PEER SCHOOL DIVISIONS
STAFF ANALYSIS
2005-06 SCHOOL YEAR

SCHOOL STUDENT NUMBER OF TOTAL
DIVISION ENROLLMENT SCHOOLS ADMINISTRATORS
Rappahannock 995 2 135
Bland 896 4 12.0
Mathews 1,255 3 13.65
Middlesex 1,337 3 17.0
Amelia 1,768 3 16.75
21/";;132 1,250 3 14.58

Source: Virginia Department of Education Web site, 2006.

Exhibit 1-15 shows RCPS enrollment and the number of principal and assistant
principal positions assigned to each school. These positions are included in
Exhibit 1-14, the Total Administrators numbers.

EXHIBIT 1-15
RAPPAHANNOCK COUNTY PUBLIC SCHOOLS ENROLLMENT AND
SCHOOL PRINCIPAL AND ASSISTANT PRINCIPAL POSITIONS

ENROLLMENT POSITIONS
OCTOBER ASSISTANT

SCHOOL 2007 PRINCIPAL PRINCIPAL
Rappahannock County
Elementary School: K-7 550 1 L
Rappahannock County High
School: 8-12 393 1 1
Grand Total 943 2 2

Source: Prepared by MGT from RCPS data, October 2007.
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FINDING

The administration of RCPS is consistent with and meets all state Standards of Quality
(SOQ). Both schools are provided an assistant principal position to ensure adequate
management of assigned programs and other functions recommended in this chapter.
RCHS is provided an activities/athletic position (this position has assigned teaching
duties as well).

When compared with the peer divisions, RCPS is staffed administratively below the
average and meets all SOQ.

COMMENDATION 1-E:

The RCPS Board is commended for meeting all minimum Commonwealth school
administrative staffing criteria set forth in the revised SOQ.

FINDING

The current process for projecting enrollment does not provide an accurate accounting
of fluctuations in the student population.

Data to accurately project future RCPS student enroliment was not available during the
onsite phase of the efficiency review process. However, 2007-08 student membership
fell short of state projections by approximately 100, while the division’s projects were
short about 50 students.

Due to the small enrollment and the declining population of school-age youth, preparing
accurate projections and related plans for staffing the schools is imperative.

RECOMMENDATION 1-15:

Immediately develop enrollment projections for the 2008-09 school year and the
subsequent two-year period, and begin developing central office and school-level
administrative, instructional, and support staffing plan options that anticipate the
possible future further decline in student enroliment.

Implementation of this recommendation is extremely important to the overall planning
processes for RCPS. Even if establishing accurate student enrollment projections
continues to be problematic, the development of a series of staffing scenarios that
respond to potential declines in enroliment should be a high priority.

MGT consultants suggest that staffing scenarios or options should be developed
immediately upon approval of this report to reflect the following potential enrollment
conditions:

m Elementary school decline to 525; high school decline to 370.

m  Elementary school decline to 500; high school decline to 350.
m  Elementary school decline to 475; high school decline to 330.
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The options created should anticipate means for the high school to maintain a balance in
course and program offerings for reduced enrollment, including the use of online
instruction and other mediums including pairings with other divisions’ schools.
Reductions for the elementary school are less problematic; however, careful study of
teacher-student ratios is essential. In this process the division may wish to evaluate the
grade-level structure for the two schools in a effort to redistribute enrollment.

FISCAL IMPACT

This recommendation can be implemented with existing resources by a review by the
DLT in collaboration with the principals.

FINDING

School-level student records are not secured in fire and storm protected storage units
making them vulnerable to destruction should a disaster strike. This situation exists at
both the elementary and high schools.

RECOMMENDATION 1-16:

Purchase fire-rated four-drawer cabinets for storing student records at each of the
division’s schools.

Protection of student cumulative records and other important documents at the school is
an important task. These records would be nearly impossible to duplicate if destructed
by fire, other disaster, or other means.

This recommendation should be acted upon as soon as possible.

FISCAL IMPACT

This recommendation could be accomplished by purchasing two four-drawer, fire-rated
lockable file cabinets. Office suppliers sell file drawers meeting these requirements for

approximately $1,300. The total one-time cost of implementing this recommendation
would be approximately $2,600.

Recommendation 2008-09 2009-10 2010-11 2011-12 2012-13

Purchase Two Four-
Drawer, Fire-Rated
Lockable File
Cabinets

($2,600) $0 $0 $0 $0
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2.0 FINANCIAL MANAGEMENT AND PURCHASING

This chapter presents findings, commendations, and recommendations relating to the
governance and administration of Rappahannock County Public Schools (RCPS). It is
divided into the following major sections:

2.1 Accounting

2.2 Budgeting and Planning

2.3 Purchasing

2.4 Risk Management

2.5 School Activity Fund Accounting

CHAPTER SUMMARY

MGT found that the division provides adequate oversight of its financial operations. The
finance staff at the central office level as well as school bookkeepers have heavy
workloads, but do a remarkable job in providing fiscal oversight.

A central theme to many of the findings presented in this chapter relates to central office
finance staff not being able to perform some key responsibilities because of either
manual and cumbersome processes or because they handle responsibilities that would
be better placed elsewhere in the organization.

MGT has therefore recommended improvements to the purchasing and payroll
processes, as well as moving personnel responsibilities to the human resources
department. This re-alignment should enable the finance department staff to conduct
more oversight of the Student Activity Fund accounting processes, provide more central
oversight for the procurement process, and develop division-wide bids for bulk
purchases to obtain better pricing for items.

The key commendation reported in this chapter is as follows:
m  RCPS administers an employee catastrophic sick leave bank that ensures that
employees will be protected financially in the event of a major iliness or injury.
(Commendation 2-A).

This chapter contains the following key recommendations:

= Allow schools and departments to have look-up access to the central accounting
system (Recommendation 2-1).

m  Secure payroll and accounts payable checks (Recommendation 2-2).
m Establish the necessary funding to hire a third party administrator and an

independent auditor for the division’s Section 403(b) deferred compensation
plan (Recommendation 2-3).
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m  Encourage more employees, including substitutes and school board members
to sign up for direct deposit for their monthly paychecks (Recommendation
2-4).

m  Streamline the payroll process by setting up substitutes in the payroll system as
“permanent” substitutes (Recommendation 2-5).

m  Eliminate the duplicative practice of manually tracking employee leave
(Recommendation 2-6).

m Realign duties among the finance and human resources departments to provide
for better internal controls (Recommendation 2-7).

m  Develop a process that connects the division’s long range planning efforts to its
budget priorities (Recommendation 2-8).

m Involve the finance director in the budgeting process (Recommendation 2-9).

m  Give schools and departments access to the central accounting system and
require that they enter purchase requests into the system to be properly
encumbered (Recommendation 2-10).

m  Develop a centralized procurement process to allow the division to consolidate
bids for the purchase of bulk items and to take advantage of discounted prices
provided through purchasing cooperatives (Recommendation 2-11).

m Establish procedures to improve oversight of the school division’s compliance
with the RCPS Board policies related to vendor background checks and
clearances (Recommendation 2-12).

m Create a procedure by which to ensure that all purchases have gone through
the appropriate process of obtaining bids and quotes prior to being submitted for
approval (Recommendation 2-13).

m  Develop a business continuation plan for division financial operations
(Recommendation 2-14).

m  Develop and implement asset tracking procedures (Recommendation 2-15).
m Implement fuel inventory check processes (Recommendation 2-16).

m  Obtain an automated, integrated accounting system for use in the schools for
Student Activity Funds (Recommendation 2-17).

m  Provide oversight for the Student Activity Fund accounting functions
(Recommendation 2-18).

m  Develop investment policies applicable to Student Activity Fund deposits
(Recommendation 2-19).
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2.1 Accounting

RCPS'’s finance and accounting functions are performed by central office staff in the
finance department and at each of the schools by school bookkeepers. Exhibit 2-1
below shows the organizational structure and staffing of the finance department.

EXHIBIT 2-1
RAPPAHANNOCK COUNTY PUBLIC SCHOOLS
FINANCE DEPARTMENT ORGANIZATION

. Superintendent
Superintendent Secretary/Clerk of
the Board
Director of
Finance

Finance Clerk

Source: RCPS Organizational Structure, July 2007.

The centralized accounting functions of budget preparation and monitoring, general
ledger accounting, financial reporting, accounts payable, payroll and grants accounting
are performed by the director of finance or the finance clerk. In addition, these two
individuals also perform some personnel tasks such as benefits administration,
employee contract management, and administration of the employee health plan.

RCPS is considered a component unit of Rappahannock County. This is to say that the
school division is a legally separate entity, having its own elected governing board, but
operating under the supervision of county government. As a result, the school division
holds no cash funds or owns no assets. The county treasurer maintains custody of
school division and food services cash and invests the funds accordingly. RCPS
receives no interest income from the investment of its surplus cash balances.

RCPS uses an accounting system called Xpert, developed and supported by a company
named RDA Systems, Inc. The division uses the general ledger, payroll, and human
resources modules of Xpert.

Because of the division’s size, many accounting and finance tasks have been
decentralized to schools and to the food services manager. For instance, school
bookkeepers are responsible for procurement, budget monitoring, Student Activity Fund
accounting, and payroll timesheet preparation.

The food services manager is responsible for preparing payments for cafeteria
employees as well as food vendors.
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All checks, with the exception of Student Activity Fund checks which are disbursed by
each school bookkeeper, are prepared and sent to the county for the Rappahannock
County Treasurer’s signature.

FINDING

The division has established a sick leave bank to protect employees from catastrophic
illnesses or injuries that result in depletion of their accumulated leave balances.

RCPS Board policy GCBG established the leave pool, which requires that all
participating employees donate one day to the pool each year. In addition, employees
who have unused sick leave balances upon termination of employment with the division
have their remaining sick leave days transferred to the pool. The pool is limited to a total
of 300 hours, so if the pool is full, employees are not required to make the annual
donation.

To be eligible for use of the sick leave pool days, an individual must first have depleted
their personal leave balances (general, sick, and annual), and must submit a request to
use pool hours in writing.

Exhibit 2-2 below summarizes activity in the pool for the 2006-07 fiscal year. As shown
in the exhibit, participating employees were not assessed during the year because of
adequate contributions by new members and from unused leave from terminating
employees. According to finance department staff, aside from the initial one-day
contribution required upon entering the pool, the division has not needed to assess the
annual donation required from participants.

EXHIBIT 2-2
RAPPAHANNOCK COUNTY PUBLIC SCHOOLS
REPORT ON SICK LEAVE BANK
AS OF JULY 1, 2007

DESCRIPTION HOURS
Beginning balance July 1, 2006 300.00
Sick leave bank time used -232.25
New member contributions +13.00
Donations of unused leave from terminating employees +262.75
Hours in excess of 300-day limit -43.50
Balance June 30, 2007 300.00

Source: Report on Sick Leave Used, RCPS Accounting Department, June 30, 2007.
Detail of the sick leave report shows that during 2006-07, a total of six employees used
the 232.25 pool days; the lowest amount used by a single employee was 17 days, while
the highest amount used was 133.75 days.

Although participation in the pool is voluntary, finance staff told the review team that all
but one employee is participating in the pool.
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COMMENDATION 2-A:

The division has established an innovative way to take care of employee
catastrophic sick leave needs.

FINDING

RCPS uses duplicative accounting systems for monitoring expenditures and budget
balances at the school level.

An official record of school and department expenditure and other financial activity is
maintained centrally by the finance department on the Xpert accounting system. Each
month, the finance department sends a budget report to the schools showing their
respective financial activity, detailed account coding for expenditures and revenues, and
remaining budget balances.

Because it is necessary to maintain close scrutiny of accounting activity, each school
bookkeeper maintains a separate set of accounting records so that they have real-time
knowledge of account balances. The high school maintains its financial records on an
automated system designed for small business use, and the elementary school
maintains its accounting activity and balances in hand-written ledgers.

When either school issues a purchase order, each bookkeeper records the transaction
into their respective school-based system. When the bookkeepers receive their monthly
reports from the central finance department, they reconcile their stand-alone systems
with the division’s reports.

This practice is cumbersome and time consuming for the school bookkeepers.

Many school districts and divisions allow schools and departments to have look-up
access to their budgets. This access can be restricted by fund or account code so that
users can only view the budgets for which they have authority to view. This alleviates the
necessity for maintaining dual accounting systems, thus freeing the bookkeepers to
perform other responsibilities.

RECOMMENDATION 2-1:

Allow schools and departments to have look-up access to the central accounting
system.

The division’s current accounting system has the capability of allowing school and
department users to have look-up access to their funds and accounts. The division
should request that the system vendor assist in allowing this access.

FISCAL IMPACT
The fiscal impact in the implementation of this recommendation will be limited to the time
needed by finance department staff to perform an assessment to determine how much

additional hardware, if any, will be required to install the Xpert system at each of the
schools.
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FINDING
Payroll and accounts payable check supplies are not secured.
RCPS’ check stock used to pay vendors and employees are not properly secured.

The RCPS finance office is located in the back of the division administration building,
which over the course of the day, has a high volume of foot traffic. While conducting the
onsite visit, the review team observed a high volume of foot traffic through the building
including job applicants, parents, children, and employees from schools and other
departments. In addition to front-door access to the administration building, the facility
can be accessed through rear entrances where the transportation department is housed.
In addition, the food services manager maintains a separate supply of checks which are
located in the division’s front office.

The failure to secure blank check stock places the division at risk of having checks
stolen and forged, resulting in a potential loss of funds. A common practice for securing
check stock and other valuable or confidential information is to place such items in a
locking cabinet or storage vault.

RECOMMENDATION 2-2:

Secure payroll and accounts payable checks.

The division should purchase a locking file cabinet that can be used to store all check
stock and other valuable items. The file cabinet can be placed in the finance director’s
office where the check stock is currently stacked in boxes on the floor. To ensure proper

controls over the checks, only the finance director and the finance clerk should have
access to the cabinet and it should be kept locked at all times.

FISCAL IMPACT

It will cost approximately $300 to purchase a locking file cabinet that can be used to
store the division’s blank check stock.

Recommendation 2008-09 2009-10 | 2010-11 2011-12 2012-13
Secure Check Stock
In Locking File ($300) $0 $0 $0 $0
Cabinet

FINDING

Upcoming changes in Internal Revenue Service (IRS) regulations related to deferred
compensation plans under Section 403(b) of the Internal Revenue Code will create a
significant work load increase in the administration of the division’s deferred
compensation plan.

RCPS currently offers employees the opportunity to participate in its deferred
compensation plan, referred to as a 403(b) plan. Under 403(b) plans, employees in
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certain fields such as education and healthcare can have monthly payroll deductions
transferred into a type of retirement plan called a deferred compensation plan. The
benefit to the employee is to accumulate funds in addition to regular retirement funds
that are not taxed at the time of transfer and accumulate interest earnings that are also
untaxed. The employee only pays tax upon withdrawal of the deferred funds at
retirement.

Under current IRS regulations for 403(b)plans, employees can deal directly with financial
services companies to invest their funds. Employers are not required to administer
403(b) plans and the reporting of such plans is relatively simple. In addition, employers
currently are not required to have an independent audit of their 403(b) plans.

RCPS does require that financial services companies file a Hold Harmless Agreement
with the division.

Beginning in January 2008, the IRS will be requiring that employers exert more
centralized control over 403(b) plans. This includes monitoring investment companies
and filing reports with the IRS. In addition, employees’ autonomy will be limited, resulting
in additional responsibilities to employers.

Though 403(b) reporting is currently not a complicated process, proposed Internal
Revenue Service regulation changes will make the administration and reporting
requirements of these deferred compensation plans more complicated and costly to
employers.

RECOMMENDATION 2-3:

Establish the necessary funding to hire a third party administrator and an
independent auditor for the division’s Section 403(b) deferred compensation plan.

With the proposed added reporting and testing requirements for 403(b) plans, the
division will benefit from the advice and consultation of an outside third party
administrator. Although there will be a cost associated with outsourcing this
responsibility, doing so will increase the accountability of this function and will allow the
accounting department to perform additional responsibilities.

FISCAL IMPACT

There will be a fiscal impact in hiring a third party administrator to administer the
division’s deferred compensation plan. However, it will be difficult to determine what this
cost will be until a Request for Proposals is issued and the scope of services
determined. In addition, some third party administrators require additional compliance
testing be conducted upon taking over administration for plans that have previously been
self-administered.

FINDING

Less than 50 percent of RCPS employees are taking advantage of direct deposit and no
board members are using direct deposit.
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Direct deposit programs allow employees to have their net paycheck amounts deposited
directly into a bank account at a bank of the employee’s choice, thus eliminating the
need for the employer to issue a check.

Studies have shown that organizations that use direct deposit effect not only cost
savings from the elimination of check stock and reduced processing fees, but efficiency
savings as well. Some of the benefits associated with automatic direct deposit include:

m  Fewer checks to print and store.

m Facsimile signature security isn't necessary with direct deposit since
no signatures are required.

m Lost and stolen checks are eliminated.

m Financial institution service charges are reduced; typically, it costs
more to process a paper check through an entity’s bank account
than a direct deposit transaction.

m  Account reconciliation is simplified.

m Fraud is reduced because there is less potential for counterfeit
checks, stolen checks or signature plates, altered amounts, and
forged signatures.

m  Administration costs can be lowered due to the elimination of manual
check preparation.

Although the cost savings associated with using direct deposit would not have a
significant effect on RCPS, the division would benefit from the increased efficiencies
associated with direct deposit.

In addition to the benefits of automated direct deposit for employers, there are several
advantages for employees as well, including:

m Eliminating a trip to the bank to deposit a paycheck.

m Having access to payroll funds sooner since the funds are deposited
automatically, sometimes the day before payday.

m Having access to funds while the employee is out sick, on vacation,
or otherwise not at work.

m Eliminating the potential of having a paycheck lost or stolen.
Many entities are now requiring that all employees sign up for direct deposit. Smyth
County Public Schools (Virginia), for example, established a mandatory direct deposit

program in 2002. This program has resulted in cost and efficiency savings for the
division.
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RECOMMENDATION 2-4:

Encourage more employees, including substitutes and school board members to
sign up for direct deposit of their monthly paychecks.

The superintendent and the finance director should coordinate a program that
encourages employees to sign up for direct deposit. The program should include adding
information on the division’s website, distributing pamphlets that educate employees on
the benefits of direct deposit, and encouraging employees to sign up for direct deposit
during open benefits enrollment and new employee orientation.

FISCAL IMPACT

Many entities report savings from not having to process paychecks and reduced banking
fees. However, such savings in RCPS would accrue to the county.

For RCPS, implementing this recommendation will result in efficiency savings for the
division.

FINDING

Although RCPS has an automated payroll system, the payroll preparation process is
largely a manual process that is time consuming and cumbersome.

The division’s payroll system is a “pay by exception” system. That is, all employees are
scheduled to receive the same amount of pay each month except when they take leave
or have some other situation in which they would not receive their regular pay. A pay by
exception system streamlines the payroll process because if an employee works their
regular hours, nothing has to be entered for that employee in order to be paid. It is only
when an employee is out on leave or has other unusual situations that affect their pay
that data has to be entered into the payroll system. Most employees in RCPS are set up
as pay by exception since even hourly employees have contracts that spell out when
they will work.

Each school and department prepares a summary time report that gets sent to the
finance department for entry to the payroll system. The time reports, prepared in an
Excel worksheet, have employee names listed across the left margin and the type of
leave taken listed across the top. The school bookkeepers note on the report the days
and amount of time an employee is out on leave, also noting the type of leave taken. In
the case of teachers, food services workers, or custodial employees who require a
substitute when a regular employee is out, the substitutes’ names and dates worked are
included in the time report so that finance staff knows how much to pay substitute
workers.

A review of payroll documentation revealed that finance department staff perform

manual calculations for substitute workers and even prepare hand-written reports for
payroll. Not only is this cumbersome, but it could also lead to errors.
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Streamlining the payroll process for substitute workers would allow the finance
department to perform more oversight functions.

RECOMMENDATION 2-5:

Streamline the payroll process by setting up substitutes in the payroll system as
“permanent” substitutes.

By establishing substitute employees in the payroll system, the finance department staff
would not be required to enter payroll data each time that a substitute is to be paid.

FISCAL IMPACT

There is no fiscal impact associated with this recommendation. However, implementing
this recommendation will result in efficiency savings for the division.

FINDING

RCPS’ process for accounting for and tracking employee leave is a duplicative and time
consuming process.

Employees turn in leave forms showing the days they took leave, the reason for the
leave (vacation, sick, etc.), and have a supervisor approve the leave form. Each school
bookkeeper then compiles a timesheet showing each employee’s leave and noting
whether a substitute was necessary to cover for the employee on leave. This form is
turned into the finance department where it is then entered on the computer system. The
division’s current accounting and payroll system tracks leave balances by employee and
prints a summary of leave remaining on the employee’s pay check or statement of
earnings (for those employees receiving payment by direct deposit). However, finance
department staff also records each employee’s leave detail to a manual log in addition to
the automated log. The purpose for this is to provide a double check on the leave detail
and remaining balances for each employee.

This additional step of manually recording employee leave in a hand-written log is time
consuming and unnecessary. Each employee is responsible for reviewing the summary
of leave provided to them each pay period, and informing the finance department staff in
the event of an error. Should an error occur, the actual employee leave reports in
addition to the timesheet summaries provided by each school can serve as the backup
to investigate errors.

RECOMMENDATION 2-6:

Eliminate the duplicative practice of manually tracking employee leave.

Eliminating the duplicate manual entry of employee leave will free up valuable time for
the finance department staff to spend doing more important functions. Employees should

be reminded from time to time that it is their responsibility to review their leave balances
and inform finance staff of any errors detected.
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FISCAL IMPACT

There is no fiscal impact associated with this recommendation. However, implementing
this recommendation should result in increased efficiency for the finance department.

FINDING

RCPS finance staff performs some functions that are not finance or accounting related.
These functions are primarily personnel responsibilities that include:

m  Conducting new employee orientation.

m  Performing open enroliment each year to allow employees to sign up
for health and elective benefits.

m  Administration and oversight of the division’s health plan.
m  Preparing and distributing employee contracts.

m  Administration of the Consolidated Omnibus Budget Reconciliation
Act (COBRA).

New employee orientation consists of meeting with newly hired employees to provide an
overview of working in the division and informing them of important policies, goals, and
cultural expectations. In addition, it is during new employee orientation that the
employees learn the system of payroll, time reporting, pay periods, and benefits.
Employees must also complete and turn in important paperwork such as IRS I-9 forms
and W-4 forms for payroll withholding. Employees also receive an explanation of the
benefits available to them, safety plans, and COBRA notification.

It is during new employee orientation that employees enroll in the division’s health
insurance plan as well as other voluntary and elective benefits. It is important that
employees understand the benefits available to them, since this has an impact on their
entire family and generally they are not allowed to make changes until the next open
enrollment.

Open enrollment is for all employees to sign up for the benefits they choose for the
upcoming year. During open enrollment, the finance department informs employees of
any changes in plan benefits or coverage, and ensures that each employee has filled out
the proper paperwork. Finance staff also answers questions in the event that an
employee is confused about any of the options available to them.

Finance staff is also responsible for administering the division’s health plan. This entails
coordination with the plan provider, ensuring that employees who have signed up for the
plan are indeed covered by the plan, and that proper billing is taking place. Often, if
employees have an issue with medical coverage or billings, finance department staff
intervene to ensure employees receive proper coverage.

The preparation of teacher and other employee contracts involves preparing each
contract, reviewing each contract to ensure that payment and employment terms are
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correct and distributing contracts to employees for signature. Contract administration
also entails tracking each contract to ensure that the employee signs it and returns it in a
timely fashion.

COBRA is a federal requirement that gives workers and their families who lose their
health benefits the right to choose to continue group health benefits provided by their
group health plan for limited periods of time under certain circumstances such as
voluntary or involuntary job loss, reduction in the hours worked, transition between jobs,
death, divorce, and other life events. Qualified individuals may be required to pay the
entire premium for coverage up to 102 percent of the cost to the plan.

COBRA generally requires that group health plans sponsored by employers with 20 or
more employees in the prior year offer employees and their families the opportunity for a
temporary extension of health coverage (called continuation coverage) in certain
instances where coverage under the plan would otherwise end.

Processes in RCPS require that all newly hired employees be informed of their COBRA
rights, in addition to informing eligible terminating employees of their rights under the
COBRA federal requirements.

While many of the personnel functions mentioned above have a financial or accounting
aspect to them that should be performed by the finance department, having one
department oversee the entire process such as it is now creates the risk of any errors or
irregularities going undetected.

To increase internal control, a common practice in many organizations is to separate
administrative functions from the financial functions.

RECOMMENDATION 2-7:

Realign duties among the finance and human resources departments to provide
for better internal controls.

Finance staff should provide an oversight function for the tasks mentioned above, but
the Human Resources Department should be the primary administrator of the functions.

Not only would separating these functions provide better internal controls, it would free
the finance department staff to conduct more oversight of such functions, which really is
their proper role.

FISCAL IMPACT

There is no fiscal impact associated with this recommendation. However, implementing
this recommendation should result in increased efficiency for the finance department.

2.2 Budgeting and Planning

RCPS had a student membership of approximately 1,000 as of the September 30, 2006
count, and a 2006-07 general fund budget of $11 million. The September 30, 2007
student membership count amounted to 943, a reduction of almost 6 percent.
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Exhibit 2-3 shows the breakdown of the 2006-07 budget. The largest category of
expenditures, at 78 percent of the total general fund, is for instruction.

EXHIBIT 2-3

RAPPAHANNOCK COUNTY PUBLIC SCHOOLS

2006-07 GENERAL FUND BUDGET

$10,000,000 +

$8,000,000 +

$6,000,000 +

$4,000,000 +

$2,000,000 +

$0

$8,458,378
77.79%

$722,075 $841783 $837,205
6.64% 774% 7.70%

$13,600
0.13%

Instruction

Admin, Student Operation,
Attendance, Transportation  Maintenance
Health

‘ B Amount —@— Percent of Total ‘

@

Facilities

90.00%

+ 80.00%

+ 70.00%

+ 60.00%

+ 50.00%

+ 40.00%

+ 30.00%

+ 20.00%

—+ 10.00%

0.00%

Source: RCPS 2006-07 Budget dated March 21, 2006.

In addition to the general fund, the division also budgeted $93,084 for its Food Service
fund and $766,867 for its Debt Service fund.

The division held $6.2 million in outstanding debt as of the 2005-06 fiscal year, of which
$228,000 is from State Literary Fund loans.

Exhibit 2-4 shows the division’s revenues by source for 2005-06. As this chart shows,
the most significant source of revenue for the division is derived from local county funds
(34 percent of total revenues). State funding provides 13 percent of revenues.
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EXHIBIT 2-4
RAPPAHANNOCK COUNTY PUBLIC SCHOOLS
SOURCES OF FUNDS — 2005-06

$3,153,630 - 13%

$480,585 - 2%

$7,978,389 - 34%

$120,388 - %

‘ O State Funds @ Federal Funds O Other Funds O County Funds

Source: RCPS 2006-07 budget dated March 21, 2006.

As stated in its 2006-07 budget, RCPS’s budget priorities are as follows:

m  Compensation for employees to move us more towards area
average

m Instructional enhancements that emphasize more opportunities for
students

m  Safety enhancements
m Capital and maintenance improvements

Virginia school divisions receive state funding based on formulas that account for local
wealth. The amount of funding provided through state sources is calculated through the
Local Composite Index (LCI). The LCI is a measure of local wealth based on sales tax,
income tax, and property tax. An LCI ranges from zero to one, with zero being extreme
poverty and one being extreme wealth. In simple terms, if a division’s composite index is
0.3, the state pays 70 percent of the cost; if a division’s composite index is 0.7, the state
pays 30 percent.

With a high composite index, RCPS receives reduced funding from the state. The
division’s composite index is increasing, jumping from .6905 in 2005-06 to .7463 in
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2006-07. The result is that the division receives reduced state funding that must be
made up by local property taxes.

RCPS has a significant property wealth, but fewer people to contribute to local effort in
funding schools. In addition, since Virginia schools are not allowed to establish fund
balances (any remaining funds at year end revert to the county), all significant purchases
must be paid for through issuing bonds.

RCPS prepares an annual budget according to a budget calendar. Once the
superintendent has reviewed and approved all departmental and school budgets, a
budget request is presented to the county board of supervisors, who must approve the
division’s budget by March 30 each year.

FINDING
The division’s budget is not tied to a long range or strategic plan.

Review of division budget documents and observation of budgeting practices revealed
that RCPS does not develop a spending plan that is tied to a long range plan. In
addition, the division does not monitor its spending to ensure it is in keeping with
established goals and objectives. Establishing strong linkages between long-term
strategic planning and the budgeting process provides a number of advantages to both
the school division and the county. Among the advantages are the following:

m  Each agency would be able to develop an effective multi-year
budget scheme.

m A multi-year forecasting methodology, both for revenues and
expenditures could be developed.

m  The linkage would facilitate improved budget monitoring to detect
trends or actions that may impact on future budgets.

m The need for financial policies that address multi-year, long-term
budgeting could be identified and policies developed.

An example of a school district that connects budget planning with strategic planning is
the Naches Valley School District (NVSD). The current NVSD strategic plan contains
language specific to the importance of having budget planning processes in alignment
with the overall planning process. Exhibit 2-5 shows the Budget and Finance Goal
Statement from the NVSD plan. As shown in the exhibit, the NVSD strategic planning
process has specific activities related to the budgeting process. These include a
requirement to maintain a balanced budget, develop tools for forecasting trends, find
better predictors for school enrollment, and develop long range plans to identify and fund
future needs of the district.
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EXHIBIT 2-5
SAMPLE STRATEGIC PLANNING INCLUSIVE OF BUDGET PLANNING

Budget/Finance Goal Statement:

Provide an adequate school district budget and place finances to be maintained
under the competent and watchful stewardship of our superintendent and board
of directors.

Strategies

1.

The Board of Directors of the Naches Valley School District shall manage the
district resources in a manner accountable to the district patrons and students.
The District will maintain internal audit procedures to ensure fiscal accountability
with annual reporting to the patrons.

The Board of Directors of the Naches Valley School District, as the fiscal agent
for the School District, shall maintain a balanced budget.

The School District shall maintain an ending fund balance equal to six percent of
the current year's authorized level of expenditure in the general fund.

The School Board, levy committee, administration and staff members of the
School District shall ensure fiscal stability by setting realistic priorities in
determining funding necessary to provide for the needs of the students.
Consideration will be given to the patrons' ability/commitment to pay.

The School District will develop long range plans to identify and fund future
needs of the district.

The School District will pursue grants giving thought to using community
volunteers as grant writers.

The School District will develop tools for forecasting trends; find better
predictors/community indicators for enroliment.

Source: Naches Valley School District Planning Process, June 2006.

RECOMMENDATION 2-8:

Develop a process that connects the division’s long range planning efforts to its
budget priorities.

The division should develop specific spending plans and then monitor these plans so
that it can meet its goals and objectives. Using a strategic planning process that has a
strong emphasis on the alignment of long-term planning and the budgeting process
would provide RCPS with the means to make better financial decisions.
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FISCAL IMPACT

There is no cost associated with the implementation of this recommendation, but the
potential savings and increased efficiency could be significant as this new linkage
between budgeting and strategic planning becomes embedded in the school division.

FINDING
The finance director is not adequately involved in the budgeting process.

The RCPS superintendent is the primary budget officer for the division. Although the
superintendent is statutorily responsible for RCPS’s budget, the finance director should
also be highly involved in both budget development and budget monitoring.

The review team also found that the finance director is not required to attend school
board meetings except during budget preparation. This practice prevents the
superintendent from having the advantage of the finance director’'s knowledge and
expertise when the need arises to field questions from the board or from stakeholders
who raise issues/questions during the public input portion of each board meeting.

RECOMMENDATION 2-9:
Involve the finance director in the budgeting process.

The finance director should be the primary person responsible for assisting departments
with budget-related questions, in addition to providing information to the school board.

FISCAL IMPACT

Implementation of this recommendation will require the finance director to devote
approximately two to four additional hours each month to attending and participating in
school board meetings.

2.3 Purchasing

RCPS uses a decentralized purchasing process. That is, each school and department is
responsible for ensuring that its purchases are made in accordance with applicable state
and local laws and school board policies.

At the schools, each bookkeeper, under the direction of the principal, is primarily
responsible for ensuring that bids and quotes are received for large item purchases and
that proper documentation of purchase orders is received and maintained.

RCPS Board policy DJ states that purchases of over $30,000 shall require written
informal solicitation of a minimum of four bidders or offerors. For the procurement of
goods estimated to amount to over $50,000, competitive bidding is required.

In addition, RCPS Board policy DJFA allows the division to participate in cooperative
purchasing arrangements for the purpose of increasing efficiency and reducing
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administrative expenses. Cooperative purchasing arrangements provide goods and
services at advantageous prices and meet competitive bidding laws, thereby alleviating
the school division from having to obtain bids and quotes. Virginia law allows
cooperative purchasing agreements with other public bodies or agencies. In addition, the
Commonwealth of Virginia maintains a purchasing cooperative called eVA, a web-based
purchasing system used by Virginia government. State agencies, colleges, universities
and many local governments use eVA to announce bid opportunities, invite bidders,
receive quotes, and place orders for goods and services. Commonwealth schools can
purchases a variety of items from eVA including office and educational supplies,
equipment and vehicles such as buses.

RCPS does not purchase items in bulk because there is no division warehouse or other
storage facility to store large quantities of items. The division therefore orders inventory
items on a just-in-time delivery basis.

FINDING

RCPS does not encumber its purchases or other planned expenditures. An
encumbrance provides budgetary control by reserving a portion of an account's budget
to cover the outstanding purchase order.

In RCPS, purchase requisitions are prepared manually by the requisitioner and
approved by either a department head, principal, or the superintendent. However,
purchase orders are not entered into the central accounting system or to school based
accounting systems until the division receives an invoice. Until the purchase order is
entered into the central accounting system, funds are not encumbered, which can result
in the requisitioner being uninformed of multiple outstanding purchase requisitions made
against the same funds.

The division’s accounting system has an encumbrance function, but it is not being used.
Encumbering funds at the time a purchase order is placed ensures that division funds
are not overspent. The controls in the central accounting system alerts a user if a
purchase order is entered against an expense account that does not have adequate
remaining funds.

RECOMMENDATION 2-10:

Give schools and departments access to the central accounting system and
require that they enter purchase requests into the system to be properly
encumbered.

FISCAL IMPACT

The cost of implementing this recommendation will vary limited in that the division’s

accounting system already has such capabilities, and the system vendor will be required
to set it up, possibly at no charge to the division.
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FINDING

RCPS does not employ purchasing practices that could provide a savings to the division.
For instance, purchases of common items such as paper products and supplies are not
combined, and the division makes only limited use of purchasing cooperatives.

To the division’s credit, during the past fiscal year the two school bookkeepers
collaborated to consolidate a bid for custodial supplies. However, this is not a common
standard practice in the division. In addition, the review team could only find one
instance where the division purchased from the state’s eVA system.

The division has no one that is responsible for coordinating divisionwide procurement.
As a result, each school and department performs its own procurement without
collaborating with others in the division.

RECOMMENDATION 2-11:

Develop a centralized procurement process to allow the division to consolidate
bids for the purchase of bulk items and to take advantage of discounted prices
provided through purchasing cooperatives.

The finance director should be assigned the responsibility of procurement oversight and
coordinating on bulk bids and cooperative purchases.

During the budget preparation process, the director should review prior year spending
and develop a consolidated purchasing plan that includes receiving bids and comparing
prices from purchasing cooperatives.

FISCAL IMPACT
The savings associated with implementing this recommendation is difficult to estimate

without exact bid prices. However, a conservative estimate of annual savings that could
be achieved is $4,000.

Recommendation 2008-09 2009-10 2010-11 2011-12 2012-13

Develop a Centralized

Procurement Process $4,000 $4,000 $4,000 $4,000 $4,000

FINDING

There is not adequate oversight within the division to ensure that schools and
departments are in compliance with state and local purchasing regulations.

One example of the lack of oversight identified by the review team relates to
requirements of RCPS Board policy DJF. This policy requires that any vendor to which a
contract is awarded that requires direct contact with students on school property requires
the contractor to provide certification that all its personnel have not been convicted of a
felony or any offense involving the sexual molestation of physical abuse of a child.
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Contractors having such student contact are required to file a Certification of Compliance
with the school.

When the review team asked to see the certifications on file, central office personnel
responded that this was a responsibility of each individual school or department.
However, in interviews with school staff, they had no knowledge of such requirements.

RECOMMENDATION 2-12:

Establish procedures to improve oversight of the school division’s compliance
with the RCPS Board policies related to vendor background checks and
clearances.

Having clearly defined procedures in place will help ensure that RCPS Board policies
are known, understood, and followed by school personnel. St. Johns County (Florida)
School District (SJCSD) has a comprehensive procedures established for the policy
requiring background checks on all vendors who come onto school grounds when
children are present. Exhibit 2-6 and 2-7 provide examples of a letter sent to all vendors
informing them of the district policy and the procedures related to conducting
background checks of vendors. As shown in both exhibits, policies and the
accompanying procedures for vendor background checks are clearly explained.

Copies of both of these documents are accessible from the SJCSD Web site and in the
purchasing procedures manual. These procedures were established in response to state
legislation and school administrators were informed of the procedures as a part of their
monthly meeting agenda and through written notification from the school district.

RCPS could adopt similar practices to help ensure that only vendors with the appropriate
clearances are allowed on school campuses.

FISCAL IMPACT
Implementation of this recommendation will require the expenditure of time by the
finance department staff, in conjunction with school administrators, to draft appropriate

procedures and ensure they are known and understood by those charged with enforcing
them.
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EXHIBIT 2-6
SAMPLE LETTER TO VENDORS REGARDING
EMPLOYEE BACKGROUND CHECKS

Effective July 1, 2007, Senate Bill 988 amends several provisions of the Jessica Lunsford Act, the Act that
requires background checks for contractors on school grounds. The bill defines “non-institutional contractor”
to mean any vendor, individual, or entity under contract with a school or with the school board who receives
remuneration for services performed for the school district or a school, but who is not otherwise considered
an employee of the school district. The term also includes such contractor's employees and subcontractors
and subcontractor's employees. The bill defines “school grounds” to mean the buildings and grounds of any
public pre-kindergarten, kindergarten, elementary school, middle school, junior high school, high school, or
secondary school, or any combination of grades pre-kindergarten through grade 12, together with the school
district land on which the buildings are located. The term does not include any other facility or location where
school classes or activities may be located or take place, the public school buildings and grounds during any
time period in which students are not permitted access, or any such buildings during any period in which it is
used solely as a career or technical center for post-secondary or adult education.

The bill provides the following list of offenses that automatically disqualify a non-institutional contractor from
being on school grounds while students are present.

1. Section 943.0435(1)(a)l., relating to the registration of an individual as a
sexual offender.

2. Section 393.135, relating to sexual misconduct with certain developmentally
disabled clients and the reporting of such sexual misconduct.

3. Section 394.4593, relating to sexual misconduct with certain mental health
patients and the reporting of such sexual misconduct.

4_ Section 775.30, relating to terrorism.

5. Section 782.04, relating to murder.

6. Section 787.01, relating to kidnapping.

7. Any offense under chapter 800, relating to lewdness and indecent exposure.
8. Section 826.04, relating to incest.

9. Section 827.03, relating to child abuse, aggravated child abuse, or neglect
of a child.

The bill also provides an exemption from the screening requirement for a non-instructional contractor who:

« is under direct line-of-sight supervision of a person who meets the screening requirements;

« is already required, and has undergone, a level 2 background screening;

« is a law enforcement officer assigned or dispatched to school grounds, or an employee or medical director
of an ambulance provider;

« works and remains in an area separated from students by a 6-foot chain link fence;

« provides pick-up or delivery services to school grounds.

Further, the bill requires a contractor who is arrested for a disqualifying offense to report the arrest

Source: St. Johns County School District Web site, November 2007.
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EXHIBIT 2-7
VENDOR CLEARANCE PROCESS

Make an appointment

To make an appointment for fingerprinting, please contact Tabatha A. Millard at (904) 819-7611 in the
District's Risk Management Department.

Payment Process

The fingerprint fee must be prepaid. The charge is $80, fifty-six dollars and twenty five cents for the
fingerprinting, plus twenty-three dollars and seventy five cents for the St. Johns County School District
administration fee.

The $56.25 fingerprinting fee has to be paid separately for each person getting fingerprinted and can be paid
either with a money order payable to LLC Fingerprinting Services or on-line with a credit card. To prepay
on-line using Visa, MasterCard, or a company credit card, the web site is: www.flprints.com. Please print
out the receipt at the end of the transaction.

The only acceptable form of payment for the School District's $23.75 fee is a money order. This money order
needs to be payable to St. Johns County School District. One money order can be used to pay for
multiple fees.

What to bring for fingerprinting appointment

Payment for fingerprinting, school district fees, and the vendor's driver's license are required to be
fingerprinted. The vendor will be asked to provide their name, social security number, name of company,
phone number, business address, and supervisor's name.

Nicknames or other aliases will not be used for fingerprinting, only the legal name that is listed on the birth
certificate.

How to check for clearance

It takes up to five business days for fingerprint results to get to Risk Management. You may check to see if
their employees have been cleared by accessing the school district web site www.stjohns.k12.fl.us. Click on
the Rules & Procedures button, then click on the Lunsford Act link and then the Cleared Vendors List link.
Vendors are posted by legal last and first name, vendor status, birth date, and date cleared.

St. Johns County School District does not issue badges for clearance; vendors are to use their driver's
license to check into St. Johns County Schools.

Source: Source: St. Johns County School District Web site, November 2007.

FINDING

There is no oversight of purchasing requirements to ensure that schools and
departments are obtaining bids and quotes as required by school board policy.

Although the review team found no instances of a breech of purchasing policy, audit

results from the 2005-06 audit of Student Activity Funds found that records of bids and
guotes were not being maintained by the schools.
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Without proper oversight of the purchasing functions within the division, RCPS is at risk
of violating its school board policies as well as paying more for items because they have
not been properly bid.

RECOMMENDATION 2-13:

Create a procedure by which to ensure that all purchases have gone through the
appropriate process of obtaining bids and quotes prior to being submitted for
approval.

The procedure should require finance department staff to immediately address the lack
of necessary bid or price quote with the appropriate division personnel. The procedures
should then outline steps to be taken when division staff violates the policies. Possible

steps should include a progressive system of addressing violations such as counseling
the offending employee/department upon the first occurrence; notifying the employee's
immediate supervisor upon the second instance of a violation and revoking purchasing
authority upon a third violation.

The procedures should also include a training component with emphasis on the
conditions for which bids and quotes are required and proper procedures for obtaining
them.

FISCAL IMPACT

The implementation of this recommendation has the potential to produce costs savings
by ensuring a competitive bidding process for all qualified purchases, with the actual
savings being determined by the bids and price quotes received.

2.4 Risk Management

Risk management functions include assessing and managing a variety of risks that are
inherent in school division operations. Risk management includes identifying and
mitigating risks, maintaining adequate insurance coverage, establishing policies and
procedures to adequately safeguard assets such as property, equipment, cash, and
investments. Risk management provides protection for employees by providing
appropriate safety equipment and training. Procurement of workers’ compensation and
adequate employee health insurance are also risk management functions.

Risk management functions in RCPS are primarily handled by the superintendent and
the finance director. These responsibilities include coordinating the procurement and
maintenance of insurance coverage for property, casualty losses, general and school
leader liability, and insurance coverage for the division’s school buses and other fleet
vehicles. In addition, the finance department oversees the administration of the school
division’s employee health insurance coverage and other benefits.

The division’s primary insurer is the Virginia Association of Counties (VACO). VACO

provides general liability, fleet, boiler and machinery, school leaders liability, property,
and workers’ compensation insurance.
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For employee medical insurance coverage, the division provides “KeyCare 200" through
an insurance contract with Anthem Blue Cross/Blue Shield. The cost of employee health
and dental premiums are covered 100 percent by the school board, as well as a portion

of an employee’s dependent coverage. Exhibit 2-8 below shows the annual premiums
paid by the school board, and the employee portion, for both 12-month and 10-month

employees.

EXHIBIT 2-8

RAPPAHANNOCK COUNTY PUBLIC SCHOOLS

EMPLOYEE MEDICAL AND DENTAL COVERAGE

ANNUAL ANNUAL TOTAL AMT. PD. BY
HEALTH DENTAL ANNUAL SCHOOL AMT. PD. BY
COVERAGE TYPE PREMIUM PREMIUM PREMIUM BOARD EMPLOYEE
Employee only $7,354 $260 $7,614 $7,614 $0
Employee + 1 minor $9,619 $431 $10,050 $9,080 $970
Employee + spouse $11,470 $555 $12,025 $10,270 $1,755
Employee + family $15,161 $759 $15,920 $12,645 $3,275

Source: 2007-08 KeyCare 200 rates as provided by RCPS Finance Department, October 2007.

Capital assets are generally defined as land, buildings, equipment, and furniture having
an initial individual cost of more than $5,000 and an estimated useful life of two years or
more. RCPS capital assets are jointly owned by the county and the school board.

The proper accounting treatment for capital assets is to establish their initial acquisition
values in an asset account, and decrease this value through depreciation charges
annually. The rate of depreciation charged is related to the estimated useful life of the
asset. Therefore, items having shorter estimated useful lives such as equipment, will be
depreciated more quickly than items have more lasting values such as buildings. Land is
not depreciated due to the expectation that its value will increase over time.

Capital asset management should account for division property efficiently and accurately
and establish safeguards against theft, loss, and obsolescence.

Exhibit 2-9 shows RCPS'’s asset values for fiscal years 2003 through 2006.
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EXHIBIT 2-9

RAPPAHANNOCK COUNTY PUBLIC SCHOOLS

CAPITAL ASSETS!

DESCRIPTION 2003 BALANCE | 2004 BALANCE 2005 BALANCE | 2006 BALANCE
Construction in

progress $57,068 $-0- $-0- $-0-
Buildings and $7,506,403 $7,563,471 $7,563,471 $7,563,471
Improvements

Furniture, equipment

and vehicles $489,405 $520,375 $635,111 $735,944

Less accumulated
depreciation

($1,601,705)

($2,963,022)

($3,222,143)

($3,455,397)

Total Buildings and
Equipment

$6,451,171

$5,120,824

$4,976,439

$4,844,018

" The county share of school board assets is in proportion to the debt owed on such asset by the county. Values
shown in this table have not been decreased by the county’s share to demonstrate the full value of the asset,

regardless of legal ownership.
Source: County of Rappahannock, Financial Reports for the years indicated.

School board policy designates that school property shall be inventoried to ensure
accountability. Specifically, policy ECA states the following:

The Superintendent or his/her designee shall devise an adequate
system of inventory of school property. Such inventory shall be
available to identify items for the purpose of insurance and to control
the loss of property.

The inventory shall include, but not be limited to the following:
buildings, moveable equipment, vehicles, and all other items of
significant value. Each school shall keep a complete inventory of all
equipment, listing make, source, date of purchase, model, serial
number, and other identifying data.

RCPS does not manage its cash (with the exception of Student Activity Funds,
discussed in Section 2.5 below) or investments; these responsibilities fall with the
County Treasurer.

FINDING

The school division’s accounting processes do not include a business continuation plan.
In the event of a disaster such as a building fire or flood, RCPS would be severely
hindered in setting up temporary operations because of the lack of such a plan.

Business continuity plans include processes that help organizations prepare for
disruptive events. Such plans include identifying employee responsibilities in the event of
a disruption in operations, the process for communications among employees, and
actions necessary to continue operations during interruptions. In addition, a key element
to a business continuity plan is to have a pre-arranged location that can be set up as a
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temporary operating location so an entity can continue basic financial functions such as
processing employee pay and other essential functions.

Finance staff told the review team that it would take only a few days to have the
division’s operating system installed in an offsite location and be up and running.
However, without a formal plan in place, the division is at risk of being severely hindered
in performing basic accounting functions. In addition, the primary accounting system files
are only backed up monthly. In addition, finance staff maintain off-ledger worksheets that
are integral to the financial processes of the division that are not regularly backed up.

Proper business continuation planning involves having an established plan ahead of
time to ensure that proper hardware and other system requirements are in place to begin
operating again in the event of a disaster.

RECOMMENDATION 2-14:
Develop a business continuation plan for division financial operations.

Though the likelihood of a disaster or other event resulting in significant damage to the
central office is relatively small, the division nevertheless should prepare and plan for
such a situation.

The school division should approach the county administrator to discuss a partnership
for a business continuity plan. This would allow both the county and the school division
with a backup plan should the need arise.

FISCAL IMPACT

There is no fiscal impact associated with this recommendation. However, implementing
this recommendation should result in increased efficiency for the finance department.

FINDING

RCPS does not adequately safeguard its capital assets. In addition, though many
computer and technology items today amount to less than the $5,000 threshold, many
school systems separately track these items since they are easily susceptible to theft or
misplacement and since their cumulative values can be significant.

In RCPS, the superintendent maintains a listing of assets for insurance purposes and
the director of Technology maintains a listing of computers and computer-related
equipment, but discussions with school based staff and finance department staff
indicates that assets are not subject to regular inventory counts. When asked about the
responsibility for asset inventory, most all school administrators interviewed stated that
this was a county responsibility since the school division doesn’t own the assets.
However, board policy ECA clearly places asset safeguarding responsibilities with the
school division.

In addition, school purchases of assets using school activity funds are not recorded in
the accounting records of the division. Even though these assets are purchased using
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school activity funds, they are official property of the division/county and should be
treated accordingly.

Exhibit 2-10 shows the increase in asset values over the past few years. This exhibit,
based on the values shown in Exhibit 2-9, indicates that the most significant increase in
assets occurred in the furniture, equipment and vehicles category. This is due to the
increases in acquisition of computer and technology equipment in the school division.

EXHIBIT 2-10
RAPPAHANNOCK COUNTY PUBLIC SCHOOLS
CAPITAL ASSETS

2003-04 2004-05 2005-06
PERCENT PERCENT PERCENT

DESCRIPTION INCREASE/(DECREASE) INCREASE/(DECREASE) INCREASE/(DECREASE)
Construction in N/A N/A N/A
progress
Buildings and 0.76% 0.00% 0.00%
iImprovements
Furniture,
equipment and 6.33% 22.05% 15.88%
vehicles

Source: Calculated based on values presented in the County of Rappahannock, Financial Reports for the years indicated.

In addition, textbooks are not adequately tracked or safeguarded in the division.
Discussions with school staff indicate that procedures are followed to account for
textbooks annually, and that attempts are made to collect for lost or damaged textbooks
from students and their parents. However, the division does not track its textbook losses
and there is no oversight of this function from the central finance department staff.

Tagging and tracking assets is an essential practice in order to protect the property
belonging to the school division. In a recent investigation into missing computers in a
school district in another state, though there was evidence of missing computers, district
auditors were not able to determine the exact number of computers missing from middle
and high schools because the district’s recording procedures were lacking.

In 2005, MGT conducted an audit of a small district with 400 students. Administrators
told the review team that though they never conducted inventory counts, they were
certain that no computers or related equipment was missing. However, MGT’s
investigation showed at least six laptop computers to be missing, including one that had
been assigned to a former teacher in the district. Some of the missing computers had
been missing before being recorded into the district’'s asset accounting system.

School systems that employ sound fixed asset controls are better able to protect their
investments in furniture, equipment, and other valuable items and are able to identify
missing or stolen assets in a timely manner. Clay County Public Schools (CCPS) in
Florida, for instance, uses fixed asset controls that help it to keep fixed asset losses to a

minimum.

CCPS requires that all fixed assets be added to the school’s asset database upon
receipt. Each school principal, department head, or their designee, is responsible for
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entering the asset data. The accounting department monitors this process to ensure that
assets are entered in a timely manner and that asset data is correct.

Each CCPS principal or department head is then required to conduct a physical
inventory of assets on a regular basis. Thefts are required to be reported to the county
sheriff immediately so as to increase the potential for properly identifying a responsible
party. Further, any assets that simply cannot be located are reported to the board on a
quarterly basis. This process helps to ensure that all assets are properly recorded and
tracked, lest the responsible principal or department head be required to explain the loss
to the board during a public meeting.

The review team identified a best practice for textbook accounting in Smyth County
Public Schools. SCPS tracks and monitors its classroom textbooks on a monthly basis.
Each teacher is required to perform textbook counts monthly and report lost books to the
central office and to parents. Though by law Virginia school divisions cannot withhold
grades or transcripts for the purpose of collecting for lost textbooks, school divisions can
restrict student participation in things such as extracurricular field trips pending
submission of funds for lost books.

Because SCPS conducts frequent counts of its classroom textbooks, schools are able to
collect from parents in a timely fashion. For the fiscal year ending June 30, 2005, for
instance, SCPS schools were unable to collect for only 13 textbooks amounting to $684.

Schools are required to reimburse the division’s textbook fund for missing or damaged
books for which they were not able to collect from parents. School districts and divisions
that place the burden of textbook recovery at the school level typically have much fewer
textbook write-offs.

RECOMMENDATION 2-15:
Develop and implement asset tracking procedures.

The finance director should develop and implement tagging and tracking procedures to
protect the division’s capital assets. The finance director should provide assistance to
school division departments and schools in updating and maintaining their capital asset
inventories.

RCPS should also consider using the fixed asset tracking module of its accounting
software package. Automated fixed asset systems allow users to monitor acquisition,
transfers, and deletions of their assets. In addition, such systems allow for integration
with purchasing systems so that fixed asset items can be identified and tracked from the
point of ordering the item.

In addition, RCPS should consider purchasing a bar coding system to facilitate the
inventory count of fixed assets.
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FISCAL IMPACT

The division’s accounting software has an asset tracking module. However, there may
be a cost associated with having this module set up.

If the division wishes to bar code its assets, such a system can be purchased for
approximately $5,000.

Recommendation 2008-09 2009-10 2010-11 2011-12 2012-13

Implement Fixed
Asset Tracking ($5,000) $0 $0 $0 $0
Processes

FINDING

RCPS does not monitor or audit its fuel inventories.

The division has an arrangement with the county whereby a single bid for vehicle fuel is
obtained. The school division maintains the fuel pumps which are accessed by
employee-specific fuel cards. The fuel system has reporting capabilities that enable the
finance department to determine who used fuel.

The agreement with the fuel vendor is that the school division is billed quarterly for its
fuel use, and the vendor fills the tanks as they are depleted.

Each month, the finance clerk reviews the fuel report and invoices the county for its use.
The school division then pays the difference.

There are no checks to verify that what the school division used is reasonable, or checks
by user identification code, or checks comparing fuel use to mileage of vehicles.

Without such checks, the division is at risk of having employees filling up their personal
vehicles or of having the fuel vendor making errors in billing or in filling the tanks.

RECOMMENDATION 2-16:

Implement fuel inventory check processes.

The finance department should produce reports and have managers sign off to the fact
that the usage is reasonable. In addition, the division should track the usage of fuel per
vehicle and per employee, and compare use to vehicle mileage. These checks can be

performed on a quarterly basis.

FISCAL IMPACT

The implementation of this recommendation can yield cost savings, the amount of which
will depend on the degree to which there are errors in billing or in filling the tanks.
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2.5 Student Activity Fund Accounting

School Activity Funds include all funds derived from extracurricular activities at the
school level. These extracurricular activities include entertainment, athletics, clubs,
yearbook sales, band activities, and fund raisers. Funds collected from these activities
are held for student use.

Chapter 240, Section 20 of Virginia’s Administrative Code states the following in regard
to School Activity Funds:

Each school shall keep an accurate record of all receipts and
disbursements so that a clear and concise statement of the condition of
each fund may be determined at all times. It shall be the duty of each
principal to see that such records are maintained in accordance with this
chapter and rules promulgated by the local school board. The principal
or person designated by him shall perform the duties of school Finance
Officer or central treasurer. The school Finance Officer shall be bonded,
and the local school board shall prescribe rules governing such bonds
for employees who are responsible for these funds.

In RCPS, each school's bookkeeper is responsible for maintaining the accounts for
School Activity Funds. As teachers and other club sponsors collect payments from
students and parents, the funds are turned over to the bookkeeper where they are
recorded in the proper school activity account and deposited in the bank. When items
need to be purchased from an activity account, the bookkeeper is responsible for
obtaining appropriate supporting documentation and issuing a check for payment.

School bookkeepers are also responsible for ensuring that funds are deposited on a
regular basis, reconciling the bank statements monthly, and preparing monthly activity
reports.

Exhibit 2-11 shows the cash balances of School Activity Funds for the past three years
for each of the division’s schools.

EXHIBIT 2-11
RAPPAHANNOCK COUNTY PUBLIC SCHOOLS
SCHOOL ACITIVITY FUND BALANCES

2003-04 2004-05 2005-06

SCHOOL SCHOOL YEAR SCHOOL YEAR SCHOOL YEAR
Rappahannock Elementary $53,827 $39,415 $43,363
Rappahannock High School $78,287 $70,781 $59,364
Totals $132,114 $110,196 $102,727

Source: County of Rappahannock Public School Activity Funds, Cash Basis Financial Statements for the

years ending June 30, 2005 and 2006.

During fiscal year 2005-06, the elementary school processed $147,574 in receipts and
the high school processed $220,729, for a total of $368,303.
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Exhibit 2-12 shows examples of the types of activities maintained in RCPS.

EXHIBIT 2-12
RAPPAHANNOCK COUNTY PUBLIC SCHOOLS
SCHOOL ACITIVITY FUND ACCOUNTS

ELEMENTARY SCHOOL HIGH SCHOOL
Book Fair Athletics
Community After School Enrichment | Band
Enrichment Programs Band Repair
Field Trips Building Trades
Headwaters Grant Senior Classes
Magazine Sales Football
School Store Headwaters Grants

Yearbook Sales
Source: County of Rappahannock Public School Activity Funds, Cash Basis Financial
Statements for the years ending June 30, 2006.

The elementary school maintains one checking account and two savings accounts, while
the high school maintains one checking account, one savings account, and two certificates
of deposit. The balances of each of these accounts are shown in Exhibit 2-13.

EXHIBIT 2-13
RAPPAHANNOCK COUNTY PUBLIC SCHOOLS
SCHOOL ACITIVITY FUND BANK ACCOUNT BALANCES

ELEMENTARY HIGH SCHOOL
SCHOOL BALANCES | BALANCES AS OF
BANK ACCOUNT TYPE AS OF 6/30/06 6/30/06
Checking $26,520 $34,841
Savings (General) $14,606 $0
Savings (Field Trip) $2,237 $0
Savings (Track) $0 $1,325
CD #8700 $0 $10,198
CE #8661 $0 $13,000
Totals $43,363 $59,364

Source: County of Rappahannock Public School Activity Funds, Cash Basis Financial Statements
for the years ending June 30, 2006.

FINDING
RCPS does not have a standardized system of accounting for Student Activity Funds.

The high school uses an automated software system for accounting for its funds, and the
elementary school uses a hand-written manual system. Even though the high school’'s
system is automated, the process is highly manual in that receipts are hand-written and
monthly reports and reconciliations are not automated. In addition, purchase orders
issued for Student Activity Funds are prepared manually.
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The lack of standardized, automated systems is creating more work for the school
bookkeepers than necessary.

RECOMMENDATION 2-17:

Obtain an automated, integrated accounting system for use in the schools for
Student Activity Funds.

Many schools are using software designed specifically for accounting for Student Activity
Funds. The systems have automated purchase order systems, automated receipting,
and automated bank reconciliation functions. In addition, use of appropriate software
facilitates the monthly reporting requirements necessary to carry out proper oversight of
funds.

The division’s current financial accounting software system has a module specifically
designed for Student Activity Fund accounting that could be purchased for this purpose.

FISCAL IMPACT
The division will need to receive bid estimates from the vendor in order to accurately

determine how much the implementation of this recommendation will cost. However,
similar systems in other school districts have cost $6,000 to $8,000.

Recommendation 2008-09 2009-10 2010-11 2011-12 2012-13

Automate Student
Activity Fund ($8,000) $0 $0 $0 $0
Accounting

FINDING

The finance department does not provide adequate oversight of Student Activity Fund
accounting.

Although primary responsibility for Student Activity Funds falls to the school principal,
there should be oversight on a regular basis from the finance department to ensure that
errors and irregularities are detected timely and to ensure that proper procedures are
adhered to in the handling of cash and the receipting and disbursing of funds.

Each school’s activity funds are audited once yearly by an outside auditor, but there is
no regular oversight in the interim.

School bookkeepers provide monthly reports to the school board, but finance staff does
not see the reports. In addition, there is no supervision of the bank reconciliation
function.

Some of the findings discovered by the auditor during annual audits include deposits not
being made timely, disbursements not having adequate support or documentation, and
stale checks being carried in accounting ledgers. Many of these findings could be
eliminated with proper oversight and assistance from the finance department.
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RECOMMENDATION 2-18:
Provide oversight for the Student Activity Fund accounting functions.

The Finance department should provide oversight for activity fund accounting by
reviewing and monitoring monthly reports, reviewing monthly bank statements and
reconciliations, reviewing deposit activity to ensure that deposits are being made timely,
and ensuring that purchases are being made in accordance with school policy.

Implementing Recommendation 2-18, will help to facilitate the oversight function
because an automated and integrated Student Activity Fund accounting system will
allow finance department staff to access records directly and will make reporting more
timely.

FISCAL IMPACT

There is no fiscal impact associated with this recommendation. However, implementing
this recommendation should result in increased efficiency for the finance department.

FINDING
The division does not have investment policies for Student Activity Fund accounts.

Each school maintains its own bank accounts and invests excess funds as they deem
appropriate. Audit reports have indicated this deficiency and have recommended that the
division institute policies. Although no funds have been found to be at risk, having
specific investment polices helps to ensure that funds are never at risk due to improper
investment choices or inadequate depository insurance.

RECOMMENDATION 2-19:

Develop investment policies applicable to Student Activity Fund deposits.

Policies of this type typically require all funds collected for student activities be expended
on students in the class that collected the funds, and specify how left-over funds are to
be handled.

Maine School Administrative District #11 (MSAD #11), a regional school district in Maine
serving four small, rural communities has a policy that could be used as a model. As

shown in Exhibit 2-14, the policy illustrates how Student Activities Funds are to be
collected, accounted for, spent, and invested.
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EXHIBIT 2-14
SAMPLE POLICY ON INVESTING STUDENT ACTIVITY FUNDS

STUDENT ACTIVITIES FUND

Revenue collected from admissions to school entertainment events, collections from
vending machines and food and beverages sales outside of the school lunch program,
club dues, student contributions, and student fundraising activities shall be deposited
and accounted for in a student activities fund maintained at each school. Within this
fund, separate accounts will be maintained for accounting purposes.

These revenues will be considered District funds under the jurisdiction of the MSAD #11
Board and under the direct control of the Superintendent, who may develop and
implement procedures relative to these funds including delegation of specific
responsibility for deposits, expenditures, and record-keeping to the building principals
and/or designee. Procedures for management of student activities funds shall be
consistent with sound business and accounting practices.

Student activity funds are to be used only for student activities that augment the District’s
programs and are not intended to replace programs and activities funded by the District.
Funds derived from approved student clubs or organization or from classes shall be
expended to benefit the specific club or organization or class. Funds derived from the
student body as a whole shall be expended to benefit the student body as a whole.

Class funds remaining in the Student Activities Fund after the class has graduated will
be placed in a trust fund managed and monitored on a quarterly basis by the MSAD #11
Central Office.

Student activity funds are part of the total fiscal operation of MSAD #11 and shall be
audited as part of the MSAD #11’s annual audit.

Source: MASD #11 School Board Policy Manual, DFD - STUDENT ACTIVITIES FUND, November, 2007.

FISCAL IMPACT

There is no cost associated with the implementation of this recommendation.
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3.0 COST OF EDUCATIONAL SERVICE DELIVERY

This chapter presents findings, recommendations, and commendations relating to the
cost of educational services delivery in the Rappahannock County Public Schools
(RCPS). The major sections of the chapter include:

3.1
3.2
3.3
3.4
3.5

Organization and Management

Professional Development of Certified Staff
Student Performance

School Improvement

Student Support Services and Special Education

CHAPTER SUMMARY

Commendations in this chapter include:

RCPS emphasizes rigor and relevance in courses and provides strong
instructional support to help ensure student success (Commendation 3-A).

RCPS is commended for creating a comprehensive school improvement
process that provides a shared, division-wide platform for school goals and
objectives (Commendation 3-B).

RCPS has established an effective and efficient network of health, social and
psychological services that are available to all families, regardless of income
level (Commendation 3-C).

RCES has an outstanding system for welcoming new students and
immediately putting them at ease in their new school environment
(Commendation 3-D).

RCPS special education office is commended for creating a process through
which special education students could be mainstreamed successfully back
into the regular classroom (Commendation 3-E).

Key recommendations in the chapter include:

Formally assess the impact and effectiveness of the recommended changes to
the organizational structure of the curriculum and instruction department
(Recommendation 3-1).

Create and implement a comprehensive professional development plan
(Recommendation 3-2).

Strengthen the integration of learning strategies and differentiated instruction
into the general education curriculum. (Recommendation 3-3).
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INTRODUCTION

RCPS serves a population of 943 students with varying needs and abilities. The division
operates two schools: Rappahannock County Elementary Schools (Grades K-7) and
Rappahannock County High School (Grades 8-12), and offers an array of educational
services and programs to meet these needs. Among the challenges faced by the division
is closing the achievement gap between the sub-group student populations and
providing courses of sufficient breadth and depth to challenge all students, despite the
limitation of the division’s small size.

The stated mission of the Rappahannock County Public Schools is to “provide schools
that are second to none; to create a passion for life-long learning; and to graduate
students who make significant contributions to society.” Towards that end, the school
board adopted a strategic plan on July 13, 2004, which later became the RCPS
Comprehensive Plan. The key components of the plan are as follows:

m Identify instructional targets for improvement using a system of
multiple measurements of student achievement, data analysis, and
dissemination.

m Institute a process for regular monitoring of instructional programs to
ensure targets are achieved.

m Increase Standards of Learning (SOL) pass rates.
m Devise strategies to improve student performance in mathematics.

m  Meet Adequate Yearly Progress (AYP) standards of No Child Left
Behind.

m Increase post-secondary education participation rates among all
student sub-groups.

m Increase division attendance and punctuality rates.
m Insure equitable access to technology for all instructional staff.

m Review and strengthen the system of regular, prompt
communication within the schools, and with the wider community
regarding school mission, goals, programs and achievements.

In its review of curriculum and instructional programs and practices in support of the
RCPS Comprehensive Plan, MGT examined a variety of documentation including policy
and procedural handbooks, staff training and development descriptions, school and
departmental financial data, departmental forms and informational brochures, and the
RCPS Web site.

In addition, MGT consultants conducted interviews with all RCPS central office
personnel, including the superintendent, the assistant superintendent for human
resources and instruction, the director of special services and grants, and school-based
administrators and staff. These activities allowed MGT to gain insight into the operational
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routines of RCPS, make recommendations, and note commendations regarding

educational service delivery.

MGT consultants surveyed RCPS central office administrators, principals, and teachers,
seeking their perceptions of all aspects of district operations. These three employee
groups were asked to respond to statements regarding the educational service delivery
in RCPS as either Agree or Strongly Agree or Disagree or Strongly Disagree. As shown

in Exhibit 3-1, the statements with the highest percentage of employees within one or

more sub-groups responding Agree or Strongly Agree were:

m | know who to contact in the central office to assist me with

curriculum and instruction matters.

m  The curriculum is broad and challenging for most students.

m Lessons are organized to meet students' needs.

m Teachers have adequate supplies and equipment needed to perform

their jobs effectively.

m Teachers and staff are given opportunities to participate in the
textbook and material adoption processes.

m  Teachers in our schools know the material they teach.

Exhibit 3-2 displays survey responses regarding the effectiveness of numerous
academic and extracurricular programs. As shown in the exhibit, the programs rated as
Effective by fewer than 50 percent of one or more of the respondent groups were
advanced computer instruction, alternative education, career counseling, dropout
prevention, summer school, business education and literacy.

EXHIBIT 3-1

COMPARISON OF SURVEY RESPONSES WITHIN THE DIVISION

RAPPAHANNOCK COUNTY PUBLIC SCHOOLS

NOVEMBER 2007

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

CENTRAL PRINCIPAL/
OFFICE ASSISTANT
STATEMENT ADMINISTRATOR | PRINCIPAL | TEACHER

The emphasis on learning in this school district has increased
in recent years. 80/0 7500 68/5
Sufficient stuc_ient services are provided in this school district 60/20 100/0 54/26
(e.g., counseling, speech therapy, health).
Our schools have the materials and supplies necessary for
instruction in basic skills programs such as writing and 80/0 75/25 66/16
mathematics.
| knqw who to contact in the central office to assist me with 80/0 100/0 71/16
curriculum and instruction matters.
Lessons are organized to meet students' needs. 60/0 100/0 80/2
The curriculum is broad and challenging for most students. 80/0 100/0 63/10
Teachers in our schools know the material they teach. 60/0 75/0 79/2
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EXHIBIT 3-1 (Continued)
COMPARISON OF SURVEY RESPONSES WITHIN THE DIVISION

RAPPAHANNOCK COUNTY PUBLIC SCHOOLS

NOVEMBER 2007

(%A + SA) / (%D + SD)*
CENTRAL PRINCIPAL/
OFFICE ASSISTANT
STATEMENT ADMINISTRATOR | PRINCIPAL | TEACHER
Teachers and staff are given opportunities to participate in the
textbook and material adoption processes. 80/0 750 75/2
Teachers have adequate supplies and equipment needed to
perform their jobs effectively. 80/0 100/0 50/23
Our district provides curriculum guides for all grades and
subject areas. 60/0 75/25 50/25
Our district uses the results of benchmark tests to monitor
student performance and identify performance gaps. 40/0 100/0 64/5
Source: Created by MGT of