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EXECUTIVE SUMMARY

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

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

Overview of Winchester Public School Division

Winchester Public Schools consists of one high school, one middle school, four
elementary schools, and one early childhood development center for 4-year-olds.
Division administrative functions are centrally housed in the administrative offices at 12
N. Washington Street in downtown Winchester.

Over 300 teachers, staff, and support personnel work together to meet the educational
needs of nearly 3,700 students. Nearly 36 percent of WPS students are minorities, and
42 percent qualify for free or reduced lunch. All of the WPS schools are fully accredited.

Review Methodology

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

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

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

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

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

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

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 both exemplary programs and practices as well as needed
improvements;

= document all findings; and

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 below.

Review of Existing Records and Data Sources

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

More than 100 documents were requested from WPS. Examples of materials MGT
requested included, but were not limited, to the following:

m school board policies and administrative procedures;
m organizational charts;

m program and compliance reports;

m technology plan;

m annual performance reports;

m independent financial audits;

m plans for curriculum and instruction;

m annual budget and expenditure reports;

m job descriptions;
m salary schedules; and
m  personnel handbooks.

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

Diagnostic Review

A diagnostic review of the Winchester Public School Division was conducted on October
6, 2005. An MGT consultant interviewed central office administrators, community
leaders, school board members, and county board of supervisors concerning the
management and operations of WPS.

Employee Surveys

To secure the involvement of central office administrators, principals/assistant principals,
and teachers in the focus and scope of the efficiency review, a survey for each group
was prepared and available on-line in October 2005. Through the use of anonymous
surveys, division staff were given the opportunity to express their views about the
management and operations of the Winchester Public School Division. These 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.

Surveys results are published 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 seven consultants conducted the formal on-site review of Winchester Public
Schools during the week of October 31, 2005. As part of our on-site review, we
examined the following WPS systems and operations:

Division Administration;

Personnel and Human Resources Management;
Financial Management;

Purchasing, Warehousing, and Fixed Assets;
Education Service Delivery and Management;
Special Programs;

Facilities Use and Management;

Transportation;

Technology Management; and

Food Service.

Prior to the on-site review, each team member was provided with an extensive set of
information about WPS operations. During the on-site work, team members conducted
detailed reviews of the structure and operations of WPS in their assigned functional
areas. All WPS schools were visited at least once, and most schools were visited more
than once.

Our systematic assessment of WPS included the use of MGT's Guidelines for
Conducting Management and Performance Audits of School Districts. In addition, the
Commonwealth of Virginia school efficiency review guidelines were used. Following our
collection and analyses of existing data and new information, we tailored our guidelines
to reflect local policies and administrative procedures, the unique conditions of WPS,
and the input of administrators in the school division. We met with appropriate central
office and school-level staff as well as Winchester city officials and reviewed all of
documentation provided by these individuals.
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Comparison Summary

When comparing data on the Winchester Public Schools to the other specified school
divisions within the Commonwealth of Virginia, the number of division-level
administrators in Winchester is lower than the average for the peer divisions. Per 1,000
students, WPS has the second lowest number of principals/assistant principals, the
second highest number of teacher aides, technology instructors, and guidance
counselors and librarians, and the third highest number of teachers. Winchester has a
higher number of elementary and secondary principal positions than the peer division
average, but substantially lower average salaries for these positions. The same is true
for districtwide instructional positions.

In comparison to the peer school divisions averages, WPS reports slightly higher
percentages of total disbursements in instruction, attendance and health services, and
operation and maintenance services as well as a higher per pupil expenditure. In regard
to revenues by fund source, the division reports that most of their revenue comes from
local funds, and the percentage of their local funds is higher than the peer average. The
percentages of state and federal funds that Winchester receives are comparable to the
peer division averages.

WPS pays the second highest share cost for health insurance on employees only and
the lowest among the peer divisions for family coverage. WPS has the lowest teacher
salary at the minimum benchmark and at 20 years, with the gap between highest and
lowest salaries increasing from $4,201 to $25,094, respectively. At five and 10 years,
three peer divisions have salaries lower than WPS, and at 15 years, two are lower.

In terms of student demographics, Winchester has the third-lowest student population
and the third-lowest student population per 1,000 general population. Winchester has
the same number of schools as the peer average and the third-highest percentage of
economically disadvantaged students.

Major Commendations

Detailed commendations for exemplary efficiencies are found in the full report in
Chapters 2 through 10. Among the major commendations for which Winchester Public
Schools is recognized are:

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

®  establishing a subcommittee structure that provides ongoing study and
analysis of critical issues facing the Winchester Public Schools;

=  developing a thoughtful School Board decision-making and conflict resolution
process that brings stability to the school division;

®  updating the School Board Policy Manual on a timely schedule;
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® controlling legal expenses;

®  establishing processes designed to ensure an effective relationship between
the Board and Superintendent and unify efforts to improve the Winchester
Public Schools;

®  providing training to the Administrative Team in team development, facilitative
leadership techniques, planning, and other related skills.

®  placing the School Board Policy Manual on its Web site;

" implementing a pragmatic Strategic Plan and accompanying Comprehensive
Plan that are “living documents” for the School Board and staff;

®  providing systematic cross-training of key secretarial personnel serving the
board and the Superintendent;

® using a combination of contracted services and internal efforts to accomplish
its public information goals;

® providing an efficient, well-organized orientation program;

® adopting a video training program on Bloodborne Pathogen Awareness, thus
standardizing training delivered to Winchester Public Schools staff members
and ensuring timeliness in hiring substitute teachers;

= ytilizing a participative budget process that is understood by all stakeholders;

®  documenting the improvements needed to district facilities and the funding
necessary to fund the projects through a Capital Improvement Plan and
budget process;

®  demonstrating a commitment to provide necessary funding for school facilities;

® requiring immediate responses from school principals when the independent
auditor identifies any questionable transactions in student activity funds;

® increasing the collection, analysis, and use of data as a basis for instructional
decision making along with public reporting procedures that have contributed
to improved student achievement, closer ongoing examination of the
performance of student subgroups, and increased accountability procedures
that mirror state and federal desires.

® using a retired teacher to collect and make exemplary lesson plans that
incorporate technology into instruction, are created by peers in the division,
and are easily accessible to teachers;

® actualizing its beliefs in the ability of all students to achieve at high levels
through data analysis, strategic instructional planning, and teacher
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development, and opening doors to courses traditionally closed to students
other than high achievers.

® making a concerted effort to provide opportunities for career education to all

groups of students in the division to prepare them for forecasted job needs
within the Commonwealth;

® focusing on learning for all students and schools and offering individualized
approaches to remediation that are varied and give students opportunities to
succeed without necessarily singling them out as slow learners.

®  seeking tools to improve student services and channel teacher time from
paperwork toward provision of direct student services;

® providing targeted support services to the burgeoning ESL population;

® having five-year enrollment projections and using several enroliment projection
methods, including a cohort survival method in the Capital Improvement Plan;

®  keeping accurate and complete building blueprint records, including “red-lined”
drawings;

®  providing systematic training for custodial and maintenance employees to
improve their productivity;

®  employing bus drivers and aides who demonstrate dedication, flexibility, and
professionalism in accomplishing the core Transportation mission to move the
students safely to and from school.

® making the Transportation Coordinator a 12-month position and creating a
Lead Driver position;

® utilizing an exceptional Vehicle Maintenance Information System;

®" having the Technology Resource Teachers report to the Director of
Technology;

" implementing successfully a proven infrastructure for school division
operations;

® having an informative and user-friendly Web site;

® implementing an efficient and effective disaster recovery system for the school
division;

®  creating a comprehensive standard operating procedure manual for the
Technology Department staff;

= performing regularly scheduled inventories for technology-related assets;
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performing thorough evaluations on technology-related items that are
requested for approval by the school division;

receiving noted and substantial compliance in the central office and two
elementary schools during the Commonwealth of Virginia’s Federal Program
Monitoring Review for Food Services;

establishing a process to review food service operation equipment on an
annual basis to determine replacement needs and the available monies in the
Fund Balance;

involving food service staff in discussions involving renovation work when
kitchens are cafeterias are part of the construction plans;

using direct certification and following up on all students that may be eligible
for free or reduced-price meals;

improving dramatically its cash balance during the 2004-05 school year;

using commaodities that produce rebates based on commodity values assigned
by the USDA,; and

keeping meal prices in step with both peer division averages and prices
throughout the Commonwealth of Virginia.

Major Findings and Recommendations

Although this Executive Summary briefly highlights key efficiency issues in WPS,
detailed recommendations for improving operations are found throughout the main body
of the full report. Fiscal impacts using existing resources should be scheduled by the
division using a comprehensive implementation plan in order to systematically allocate
staff time. Major findings and recommendations for improvement include the following:

Provide for an annual self-evaluation of the School Board (Chapter
2, Recommendation 2-2).

Redefine the role of Director of Instruction as the Assistant
Superintendent for Curriculum and Instruction (Chapter 2,
Recommendation 2-3).

Reorganize the administration of the division office to reduce the
number of direct reports to the Superintendent of Schools (Chapter
2, Recommendation 2-4).

Consolidate all employee personnel files within the Human
Resources Department and establish procedures for their
maintenance and security (Chapter 3, Recommendation 3-1).
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" Develop a comprehensive personnel policy and procedures manual
for the Human Resources Department (Chapter 3,
Recommendation 3-2).

® Develop and implement an on-line staff feedback survey to assist
the Human Resources Department in evaluating the nature and
quality of services provided by the Central Office (Chapter 3,
Recommendation 3-3).

" Intensify efforts to recruit qualified minority applicants for job
openings (Chapter 3, Recommendation 3-4).

® Develop an internal, on-line exit survey designed to provide
Winchester Public Schools with a comprehensive evaluation of all
the reasons why teachers and employees are leaving the school
division (Chapter 3, Recommendation 3-6).

® Develop job descriptions for each position in the school division
using a standardized format that is reviewed and updated every
three years (Chapter 3, Recommendation 3-7).

® Direct a wider range of training activities to increase staff
development for classified, administrative, and paraprofessional staff
(Chapter 3, Recommendation 3-8).

® Review the adequacy of the Insurance Fund reserve and establish a
Board policy (Chapter 4, Recommendation 4-1).

® Conduct a labor market survey with assistance from Human
Resources to determine competitive salaries and benefits for
Winchester Public School teachers and principals (Chapter 4,
Recommendation 4-2).

= |dentify alternative solutions and prepare a cost benefit analysis for
services currently obtained from the Northwest Regional Education
Programs (Chapter 4, Recommendation 4-5).

" |ncrease emphasis of the division’s state fiduciary responsibility
concerning Student Activity Funds and improve guidance pertaining
to documentation of transactions to school principals (Chapter 4,
Recommendation 4-6).

®" Hire a Director of Purchasing and Risk Management (Chapter 5,
Recommendation 5-1).

®" Develop a process to monitor aggregate purchases made from
individual vendors (Chapter 5, Recommendation 5-2).

" Develop and implement a cell phone policy (Chapter 5,
Recommendation 5-4).
MGT of America, Inc. Page viii
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®" Analyze current insurance coverage to determine if the division is
protected from losses with the proper level of coverage and
deductibles and develop a process to annually review coverage and
deductibles (Chapter 5, Recommendation 5-7).

" Adopt the proposed revised organizational structure for the
Department of Instruction (Chapter 6, Recommendation 6-1).

® Plan and implement training on the new database as soon as it is
available throughout the division to ensure that all personnel have
access to make instructional decisions relative to their positions
(Chapter 6, Recommendation 6-3).

® Revise Board policies relating to curriculum and instruction to
include clear expectations for timelines, reporting and monitoring
structures, and a revision cycle that will ensure that, at least
annually, feedback is solicited and incorporated into all aspects of
the curriculum, instruction, and professional development that serve
as the backbone of the division’s instructional program (Chapter 6,
Recommendation 6-4).

® Evaluate the efficacy of a single school-based person maintaining
responsibility for curricular support/leadership, testing coordination,
and administrative assistant responsibilities on an annual basis
(Chapter 6, Recommendation 6-5).

® Consider developing a clear, uniform set of expectations for TRTs
along with guidelines that ensure that their responsibilities are
aligned with division technology and strategic plans and that their
time is protected to focus on the purpose for which they were hired
(Chapter 6, Recommendation 6-7).

® Expand monitoring of instruction at the school level to ensure that
differentiation is meeting the needs at students at all ability levels
(Chapter 6, Recommendation 6-10).

® Intensify plans to identify and place students who are representative
of the entire student body in classes for gifted students (Chapter 6,
Recommendation 6-11).

®" Provide data analysis as it pertains to the ongoing school
improvement process (Chapter 6, Recommendation 6-12).

®" Formalize the division’s approach to professional development
related to curriculum and instruction (Chapter 6, Recommendation
6-13).

®  Schedule all students in one grade into the Inventions and
Innovations lab during the 2006-07 school year (Chapter 6,
Recommendation 6-14).
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" Explore the addition of career and technical courses and programs
or academies at the secondary level (Chapter 6, Recommendation
6-16).

" |mplement a system-wide early intervention process prior to referral
for evaluation for special education services (Chapter 7,
Recommendation 7-1).

® Expand formal processes in the division to enhance efforts to ensure
that differentiation and inclusive practices are used systematically in
all Special Education classes (Chapter 7, Recommendation 7-2).

®  Continue to evaluate the efficiency of the use of on-line IEP software
to determine that it is being used consistently and contributing to
more use of teacher time for instruction (Chapter 7,
Recommendation 7-4).

®  Solicit sample job descriptions from other school divisions so that
the position that has been allocated can be filled (Chapter 7,
Recommendation 7-5).

®  Conduct a physical assessment of all school division buildings,
including support buildings, to include structural, electrical-
mechanical, safety, and accessibility issues (Chapter 8,
Recommendation 8-3).

®  Conduct an educational suitability assessment of all school division
buildings to include general classrooms, special learning spaces,
and support spaces (Chapter 8, Recommendation 8-4).

®  Create maintenance standards that define expectations for the
maintenance of school buildings (Chapter 8, Recommendation 8-
9).

"  Explore the possibility of reduced insurance premiums as a result of
the record of custodial and maintenance training (Chapter 8,
Recommendation 8-13).

= Use automatic product dispensing devices for each custodial closet
to reduce excessive use of custodial products (Chapter 8,
Recommendation 8-14).

®" Hire 6.3 FTE custodian positions to the work force and balance the
square feet per custodian loads (Chapter 8, Recommendation 8-
15).

® |nstall additional energy- and utility-saving devices throughout the
Winchester Public Schools (Chapter 8, Recommendation 8-16).
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" Employ a half-time Resource Conservation Manager to lower utility
costs (Chapter 8, Recommendation 8-18).

® Hire a Contract Substitute Driver and use the Transportation
Coordinator as a driver in emergencies only (Chapter 9,
Recommendation 9-1).

" |mprove communications immediately between the Transportation
base station and buses operating in WPS by installing a power pack,
mobile unit, and outside antenna and ensure that either the
Transportation Coordinator or Lead Driver is present in the office
during critical morning and afternoon bus runs (Chapter 9,
Recommendation 9-11).

®  Centralize overall responsibility for the training, safety, and accident
program in WPS to ensure that personnel who manage the program
are adequately trained (Chapter 9, Recommendation 9-12).

" |nitiate and formalize a contract, memorandum of agreement, or
other formal document with the City of Winchester for vehicle and
equipment maintenance services (Chapter 9, Recommendation 9-
13).

" Implement spare bus policy mandating 10 percent of the peak use
bus fleet as spares (Chapter 9, Recommendation 9-14).

®  Review the WPS Technology Plan on an annual basis and include
departments or positions responsible for implementation within
specific and limited time frames (Chapter 10, Recommendation
10-3).

® Create and maintain a formal technology-related equipment
replacement policy using formal specifications and incorporate it into
the Technology Plan for Winchester Public Schools (Chapter 10,
Recommendation 10-6).

® Develop a database that provides a comprehensive inventory for all
software used throughout Winchester Public Schools (Chapter 10,
Recommendation 10-11).

" Add a phase to technology-related initiatives that includes staff
training (Chapter 10, Recommendation 10-13).

®  Establish a policy on MPLH to implement benchmark staffing levels
on an annual basis (Chapter 11, Recommendation 11-1).

® Reduce labor costs to best practice levels of 40 percent of revenue
and expand reporting by each school for better staffing analyses
(Chapter 11, Recommendation 11-2).
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® Use Daniel Morgan Middle School's expansive kitchen as the
cooking school for Handley High (Chapter 11, Recommendation
11-4).

" |mplement strategies to raise student participation rates for

breakfast (Chapter 11, Recommendation 11-6).

®  Reduce food costs to 36 percent of revenue, which is according to
best practices, in Winchester Public Schools (Chapter 11,
Recommendation 11-11).

®" Produce an automated program to create monthly profit and loss
statements for food service operations (Chapter 11,
Recommendation 11-13).

Fiscal Impact

Based on the analyses of data obtained from interviews, surveys, community input, state
and division documents, and first-hand observations in Winchester Public Schools, the
MGT team developed 44 commendations and 110 recommendations in this report.
Nineteen (19) recommendations have fiscal implications.

As shown below in Exhibit 1, full implementation of the recommendations in this report
would generate a gross savings of more than $2.3 million over five years with a net cost
of about $1.7 million. It is important to note that many of the recommendations MGT
made without specific fiscal impacts are expected to result in a net cost savings to the
division, depending on how the division elects to implement them. It is also important to
note that costs and savings presented in this report are in 2004-05 dollars and do not
reflect increases due to salary or inflation adjustments.

Exhibit 1 shows the total costs and savings for all recommendations.

EXHIBIT 1
WINCHESTER PUBLIC SCHOOLS
SUMMARY OF ANNUAL SAVINGS AND COSTS

N TOTAL FIVE-
YEAR SAVINGS
CATEGORY 2006-07 | 2007-08 | 2008-09 | 2009-10 | 2010-11 (COSTS)

TOTAL SAVINGS $417,504 | $486,020 | $486,020 | $486,020 | $486,020 $2,361,584
TOTAL (COSTS) ($281,061)] ($352,502)] ($352,502)| ($352,502)] ($352,502) ($1,691,069)
TOTAL NET SAVINGS (COSTS) | $136,443 | $133,518 | $133,518 | $133,518 | $133,518 $670,515
ONE-TIME SAVINGS (COSTS) ($328,711)
TOTAL FIVE-YEAR NET SAVINGS (COSTS) INCLUDING ONE-TIME SAVINGS (COSTS) $341,804
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1.0 INTRODUCTION

In September 2005, the Commonwealth of Virginia contracted with MGT of America,
Inc., to conduct a School Division Efficiency Review of Winchester Public Schools
(WPS). The review focused on the financial, organizational, and operational
effectiveness of WPS. Exhibit 1-1 shows an overview of MGT’s work plan, and Exhibit 1-
2 provides the timeline for the project activities.

1.1 Overview of Winchester Public Schools

Winchester Public Schools consists of one high school, one middle school, four
elementary schools, and one early childhood development center for 4-year-olds.
Division administrative functions are centrally housed in the administrative offices at 12
N. Washington Street in downtown Winchester.

Over 300 teachers, staff, and support personnel work together to meet the educational
needs of nearly 3,700 students. Thirty-six percent (36%) of WPS students are minorities,
and forty-two percent (42%) qualify for free or reduced lunch. All of the WPS schools are
fully accredited.

1.2 Methodology

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

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

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

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

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

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

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;
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PHASE | - PROJECT INITIATION

EXHIBIT 1-1

OVERVIEW OF THE WORK PLAN FOR THE EFFICIENCY REVIEW

OF WINCHESTER PUBLIC SCHOOLS

Task 1.0
Initiate Project

Task 2.0

—

Public Schools

Develop Preliminary Profile of Winchester

PHASE Il - STAKEHOLDER INVOLVEMENT AND DIAGNOSTIC REVIEW

Task 3.0
Conduct Preliminary Review

>

Task 4.0

Conduct Written Surveys

of District Administrators,
Principals, and Teachers

Task 5.0

Solicit Public Input in the
Management and
Performance Review

—

Task 6.0

Tailor MGT and Virginia
Study Guidelines for
Winchester Public

Review Educational Service Delivery and
Management

Schools
| |
PHASE Ill - IN-DEPTH EFFICIENCY STUDY
Task 7.0 Task 12.0
| Review Division Administration Review Special Education Programs PHASE YV -
- PROJECT REPORTING
| TSk 8.0 | Task 13.0
Review Personnel and Human Resources Review Facilities Use and Management
Management Task 18.0
Prepare Draft and Final Reports
# Task 9.0 Task 14.0
Review Financial Management Review Transportation i
Task 10.0
> Review Purchasing, Warehousing, and Fixed Tasl_< 15.0 PHASE IV -
Assets Review Technology Management
COMPARISON TO OTHER
Task 16.0
Task 11.0 SCHOOL DIVISIONS
—- Food Service

Task 17.0
Conduct Benchmark Analysis
with Comparison School

Divisions
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EXHIBIT 1-2
TIMELINE FOR THE EFFICIENCY REVIEW OF
WINCHESTER PUBLIC SCHOOLS

TIME FRAME ACTIVITY

September 2005 Finalized contract with the Commonwealth of Virginia.

Conducted initial meeting with Winchester Public Schools officials.

Designed tailor-made, written surveys for central office
administrators, principals, and teachers.

October 2005 m  Collected and analyzed existing and comparative data available
from the school division.
m  Produced profile tables of Winchester Public Schools.
m Disseminated surveys to administrators and teachers.
October 6, 2005 On-site visit with Winchester Public Schools.
m  Conducted diagnostic review.
m  Collected data.
m Interviewed School Board members and City and County officials.
m Interviewed central office administrators.
m Interviewed business and community leaders.
Week of Analyzed collected data.
October 10, 2005
Week of October Tailored review guidelines and trained MGT team members using
17, 2005 findings from the above analyses.
Week of October Conducted formal on-site review, including school visits.
31, 2005
November — Requested additional data from the school division and analyzed data.
December 2005
November — Prepared Draft Final Report.
December 2005
January 2006 Submitted Draft Final Report.
March 2006 Revised Draft Report.

To Be Determined Submitted Final Report.
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m identify exemplary programs and practices as well as needed
improvements;

m document all findings; and

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 below.

Review of Existing Records and Data Sources

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

More than 100 documents were requested from WPS. Examples of materials MGT
requested included, but were not limited, to the following:

m school board policies and administrative procedures;
m organizational charts;

m program and compliance reports;

m technology plan;

m annual performance reports;

m independent financial audits;

m plans for curriculum and instruction;

m annual budget and expenditure reports;

m  job descriptions;
m salary schedules; and
m personnel handbooks.

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

Diagnostic Review

A diagnostic review of Winchester Public Schools was conducted on October 6, 2005.
MGT consultants interviewed central office administrators, community leaders, school
board members, and county commissioners concerning the management and operations
of WPS.

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 2005. Through the use of anonymous surveys,
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administrators and teachers were given the opportunity to express their views about the
management and operations of Winchester Public Schools. These 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.

WPS staff were given from October 3, 2005, through October 11, 2005, to respond. The
response rates for the three surveys were good. Sixty-seven (67) percent of central
office administrators returned a survey, as did 92 percent of principals and assistant
principals, and 36 percent of teachers. MGT compared all survey responses among the
three employee groups and compared all WPS administrators and teachers to those in
the more than 30 districts where we have conducted similar surveys.

The surveys are contained 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 seven consultants conducted the formal on-site review of Winchester Public
Schools during the week of October 31, 2005. As part of our on-site review, we
examined the following WPS systems and operations:

Division Administration;

Personnel and Human Resources Management;
Financial Management;

Purchasing, Warehousing, and Fixed Assets;
Education Service Delivery and Management;
Special Programs;

Facilities Use and Management;

Transportation;

Technology Management; and

Food Service.

Prior to the on-site review, each team member was provided with an extensive set of
information about WPS operations. During the on-site work, team members conducted
detailed reviews of the structure and operations of WPS in their assigned functional
areas. All WPS schools were visited at least once, and most schools were visited more
than once.

Our systematic assessment of WPS included the use of MGT’s Guidelines for
Conducting Management and Performance Audits of School Districts. 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 WPS;
and the input of administrators in the school division. We met with appropriate central
office and school-level staff as well as Winchester city officials, and reviewed all of the
documentation provided by these individuals.
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1.3 Comparisons to Other School Divisions

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
others 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 assess comparative operating performance
and identify best practices.

With this in mind, MGT initiated a benchmarking comparison of the Winchester 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. WPS is identified in Cluster 6 and MGT, in conjunction with
the Governor's Office and WPS leadership, selected a set of school divisions from
Cluster 6 to try to capture the characteristics of comparable city school divisions. The
Virginia public school divisions chosen for comparison were:

Fredericksburg City Public Schools Division;
Charlottesville City Public Schools Division;
Manassas Park City Public Schools Division;
Manassas City Public Schools Division; and
Salem City Public Schools Division.

Exhibit 1-3 illustrates how the comparison school divisions compare to WPS in terms of
enrollment, number of schools, and number of school division staff. As can be seen:

m  WPS (3,678) has roughly 300 fewer students than the peer division
average student population of 3,936.

m  With 156 students per 1,000 people in the general population, WPS

falls in the middle of the range of peer division student to general
population ratio.
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m WPS' percent of economically disadvantaged students (38.8
percent) is slightly higher than the peer division average (35

percent).

m  WPS, with six schools, is equal to the peer division average.

EXHIBIT 1-3
OVERVIEW OF PEER PUBLIC SCHOOL DIVISIONS

2004-05 SCHOOL YEAR

STUDENT
POPULATION
TOTAL PER 1,000 PERCENT TOTAL
CLUSTER STUDENT GENERAL ECONOMICALLY NUMBER OF
SCHOOL DIVISION IDENTIFICATION POPULATION POPULATION DISADVANTAGED SCHOOLS
Winchester 6 3,678 156 42.08% 6
Fredericksburg City 6 2,473 128 48.2% 4
Charlottesville City 6 4,388 97 48.1% 10
Manassas Park City 6 2,374 232 31.3% 4
Manassas City 6 6,761 192 23.3% 7
Salem City 6 3,944 159 20.3% 6
Peer Division Averages N/A 3,936 161 35% 6

Sources: Virginia Department of Education Web site, 2005; United States Census Bureau, 2000 Census Data;

www.schoolmatters.com.

Exhibit 1-4 offers a comparison of classroom teachers per 1,000 students among the
comparison school divisions. As shown in the exhibit:

m At 92.6, WPS has the third highest number of teachers per 1,000
students of its peer divisions, and a higher number than the state
average of 81.45.

m In grades K through 7, WPS has a ratio of 12.1 students per
classroom teaching position, which is below the peer division

average, and below the state average.

m In grades 8 through 12, WPS has a ratio of 8.8 students per
classroom teaching position, the lowest of all the peer divisions, and

lower than the state average of 11.2.
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EXHIBIT 1-4

TEACHER STAFFING LEVELS AND PUPIL: TEACHER RATIOS

PEER SCHOOL DIVISIONS
2003-04 SCHOOL YEAR

RATIO OF PUPILS TO

TOTAL CLASSROOM RATIO OF PUPILS TO

TEACHERS TEACHING CLASSROOM TEACHING

PER 1,000 POSITIONS FOR POSITIONS FOR GRADES
SCHOOL DIVISION STUDENTS GRADES K-7** 8-12
Winchester 92.6 121 8.8
Fredericksburg City 95.5 10.3 11.2
Charlottesville City 103.7 9.8 9.2
Manassas Park City 83.7 13.0 10.9
Manassas City 77.2 12.7 135
Salem City 77.0 17.2 9.4
Division Average 88.3 125 10.5
COMMONWEALTH AVERAGE 81.45 13.1 11.2

Sources: 2003 Superintendent’s Annual Report for Virginia; Virginia Department of Education Web site, 2005.

*Ratios based on End-of-Year enroliments.

**Pupil/teacher ratios for elementary and secondary may vary because of the reporting of teaching positions for

middle school grades 6-8.

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

As is shown:

m  WPS received 50 percent of its funds from local sources, a higher
percentage than the peer division average of 33 percent. Among the
peers, WPS had the third highest percent of local funding.

m  WPS, at 21 percent, received the second lowest percentage of its
funds from state sources and was a percentage point lower than the

peer division average

m  WPS received nearly 6 percent (5.99 percent) of its funds from
federal sources, a slightly higher percentage than the peer division
average of just over 5 percent (5.42 percent).
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EXHIBIT 1-5
RECEIPTS BY FUND SOURCE
PEER SCHOOL DIVISIONS
2004 FISCAL YEAR

SALES AND STATE FEDERAL LOCAL OTHER |LOANS, BONDS,
SCHOOL DIVISION USE TAX FUNDS FUNDS FUNDS FUNDS ETC.
Winchester 5.87% 21.14% 5.99% 50.49% 3.21% 13.30%
Fredericksburg City 2.07% 5.69% 6.04% 19.56% 0.76% 65.89%
Charlottesville City 7.47% 23.18% 9.35% 55.70% 4.29% 0.01%
Manassas Park City 5.21% 31.21% 3.79% 38.21% 2.04% 19.54%
Manassas City 7.02% 29.38% 3.63% 54.96% 2.45% 2.56%
Salem City 5.93% 23.08% 3.72% 39.19% 3.10% 24.99%
Division Average 5.59% 22.28% 5.42% 43.02% 2.64% 21.05%

Sources: 2004 Superintendent’s Annual Report for Virginia; Virginia Department of Education Web site,
2005.

Exhibit 1-6 displays the operating and administrative disbursements per pupil for a
regular school day. As is shown:

m  On regular operating-related items, WPS spent $7,368 per student,
which was slightly more than the peer division average of $7,053,
and second highest of the comparison divisions.

=  On administration-related items, WPS spent $321 per student, which
was less than the peer division average of $406, and third lowest
among the comparison divisions.

EXHIBIT 1-6
DISBURSEMENTS PER PUPIL FOR A REGULAR SCHOOL DAY
PEER SCHOOL DIVISIONS
2003 FISCAL YEAR

SCHOOL DIVISION INSTRUCTION PER PUPIL! ADMINISTRATION PER PUPIL?
Winchester $7,368.88 $321.69
Fredericksburg City $6,961.24 $470.32
Charlottesville City $8,784.94 $631.23
Manassas Park City $6,311.13 $488.70
Manassas City $6,847.26 $312.45
Salem City $6,044.64 $216.85
Division Average $7,053.02 $406.87

Sources: 2004 Superintendent’s Annual Report for Virginia; Virginia Department of Education Web site,
2005.

! Represents expenditures for classroom instruction, guidance services, social work services, homebound
instruction, improvement of instruction, media services, and office of the principal. This column does not
include expenditures for technology instruction, summer school, or adult education, which are reported in
separate columns within this table. This column also excludes local tuition revenues received for divisions
001 - 207, and prorates the deduction of these revenues across administration, instruction, attendance and
health, pupil transportation, and operations and maintenance categories. Local tuition is reported in the
expenditures of the school division paying tuition.

2 Represents expenditures for activities related to establishing and administering policy for division
operations including board services, executive administration, information services, personnel, planning
services, fiscal services, purchasing, and reprographics.
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1.4 Overview of Final Report

MGT’s final report is organized into 12 chapters. Chapters 2 through 11 present the
results of the School Division Efficiency Review of Winchester Public Schools. Findings,
commendations, and recommendations are presented for each of the operational areas
of the school division which we were required to review. In each chapter, we analyze a
specific function within the school division based on the current organizational structure.
The following data on each component are included:

a description of the current situation in Winchester Public Schools;
a summary of our study findings:

- findings from report and data sources that we obtained; and

- asummary of our on-site findings;

MGT’s commendations and recommendations for each finding;

implementation strategies and a completion timeline for each
recommendation; and

a five-year fiscal impact for recommended costs or cost savings,
which are stated in 2004-05 dollars.

We conclude this report with a summary of the fiscal impact of our study
recommendations in Chapter 12.
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2.0 DIVISION ADMINISTRATION

This chapter presents our findings and recommendations regarding the overall
organization of the Winchester Public Schools (WPS). The major sections of the chapter
include:

2.1 School Board Governance

2.2 Policies and Procedures

2.3 Legal Services

2.4 Organization and Management

CHAPTER SUMMARY

WPS is effectively governed by an appointed school board and managed by an
experienced superintendent with the assistance of his leadership team. The
commendations and recommendations contained in this chapter focus on helping the
school division continue on the path of improvement and preparing it to more fully meet
the needs of its students. A number of commendations are included to identify best
practices and encourage their replication where appropriate. The recommendations are
key suggestions that should assist the Superintendent and School Board as they
continue to improve Winchester Public Schools.

INTRODUCTION

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

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

Exhibit 2-1 details information about the nine members of the School Board. The ninth

position was appointed by the Winchester City Council subsequent to the on-site visit by
the consultants.
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EXHIBIT 2-1
WINCHESTER PUBLIC SCHOOLS
2005-06 SCHOOL YEAR

LENGTH OF

SERVICE AS

TERM OF END OF
NAME TITLE PRECINCT EXPIRES 2005-06
N. Randolph Bryant Chair At Large 2009 1 Year
Barry W. Deuel Member At Large 2008 2 Years
Thomas P. Keenan Member At Large 2006 7 Years
Linda K. Miller Member War Memorial 2008 2 Years
Michael E. Noel Member Shawnee 2009 1 Year
Karen K. Shultz Member At Large 2008 5 years
Jeffrey M. Webber Member South End 2006 3 Years
Velma N. Whitmire Member Library 2009 4 Years
Cynthia Ford Member Friendship 2006 1 year

Source: Winchester Public Schools, Office of the Superintendent, 2005.

2.1 School Board Governance

FINDING

The School Board has adequate time and background materials to conduct their
business meetings twice each month. The Superintendent, in consultation with the
Board Chair, develops an agenda and background information for each agenda item as
necessary. WPS has explored software for an electronic Board meeting packet, but has
found it not to be cost effective. The Board meeting packet is therefore provided in hard
copy format at this time. Unless there is an emergency, no action items are placed on
the School Board agenda unless that item has been discussed at a prior Board meeting.
By allowing the School Board to study the issues and deliberate at some length before
acting; this practice creates stability in the decision-making process.

COMMENDATION

WPS has developed a consistent and predictable process for the development
and dissemination of materials necessary for the conduct of business-like school
board meetings.

FINDING

The School Board has developed a subcommittee structure that enables it to study
issues that commonly come before it for action. By meeting in smaller study groups, the
Board is able to delve deeply into issues that are critical to the mission of WPS and thus
make more informed decisions. There are two subcommittees that meet monthly, except
during summer, and three subcommittees that meet as needed. Although the
Superintendent attends each of these meetings, a School Board member chairs each
meeting. Exhibit 2-2 details the sub-committees and their meeting schedule.
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EXHIBIT 2-2
WINCHESTER PUBLIC SCHOOLS
SCHOOL BOARD SUBCOMMITTEES

SCHOOL BOARD MEETING
SUB-COMMITTEE SCHEDULE
Building and Grounds | 2™ Friday of each month
Instruction 3" Thursday of each month
Finance As Needed
Personnel As Needed
Discipline As Needed

Source: Winchester Public Schools, 2005.
COMMENDATION

The School Board and Superintendent are commended for establishing a
subcommittee structure that provides ongoing study and analysis of critical
issues facing the Winchester Public Schools.

FINDING

The Winchester School Board’s agendas and meeting packets, though complete, do not
have a consent calendar. Many school divisions include a consent calendar item on the
school board meeting agenda to cover items such as the payment of bills, approval of
the sale of surplus items, approval of travel expenses, acceptance of gifts, etc. The use
of a consent calendar allows the School Board to group routine items into one motion
and proceed to more important issues. Although the present practice of acting on each
item has not taken an undue amount of time, using a consent calendar sends a
message about the Board’s desire to focus on policy issues, set priorities, and maximize
its use of time.

RECOMMENDATION
Recommendation 2-1:
Include a consent calendar on the Board agenda.

The use of a consent calendar will allow the School Board to group routine items into
one motion and proceed to more important issues. Should any School Board member
wish to discuss an item in more detail or act on it separately, the item can be removed
from the consent calendar and added to the regular agenda. By using a consent
calendar, the School Board should be able to shorten its meetings or spend more time
on “mission critical” issues.
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FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

The School Board has developed a process for gathering information on the operations
of the School Division. In addition to developing Board meeting materials and a Board
subcommittee structure, the School Board has established a policy of trying to resolve
problems or conflicts at the lowest level in the organization, as stated on the WPS Web
site:

School Board members are often involved in conflict resolution; however
it is agreed by educators and School Board members that it is usually in
the best interests of students to solve problems through contact with
their teacher or principal and for employees to refer concerns to their
principal or immediate supervisor.

If a problem cannot be resolved through contact with a teacher,
principal, or immediate supervisor, the next step is to contact the
Superintendent or the Superintendent’s designated representative.

If these efforts fail, contact with the School Board members is
encouraged.

COMMENDATION

WPS has developed a thoughtful School Board decision-making and conflict
resolution process that brings stability to the school division.

FINDING

The Board does not evaluate itself, although some Board members reported
participation in “informal” feedback communications. The Winchester School Board is
comprised of nine members who receive both formal and informal Board training each
year. However, the effects of the training and general School Board effectiveness are
not evaluated. The school division, as a whole, has a culture of evaluating its personnel,
programs, and financial condition. The School Board evaluates the Superintendent
annually, but does not have a self-evaluation. Some might say that re-appointment by
the City Council is adequate feedback, but this form of feedback or evaluation does not
allow the "mid-stream” adjustments necessary to make good a school board great.

RECOMMENDATION
Recommendation 2-2:

Provide for an annual self-evaluation of the School Board.
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Providing feedback, both formally and informally, is one of the “basics” of 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. Moreover, by conducting an
annual evaluation, the board models for its organization the importance of the evaluation
process. As a result, both the board and the organization develop a culture of
participation in improvement cycles. A better organization and improved performance
are the end results. Exhibit 2-3 is one example of a self-assessment instrument used by
some boards.
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EXHIBIT 2-3

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.

Adequate Needs Improvement

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

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

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

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

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

The president or chairperson controlled and guided the meeting.

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

Everyone contributed to the meeting.

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

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

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

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

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

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

My best suggestions for improving our next meeting are...

Source: Created by MGT of America, 2005.
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FISCAL IMPACT

This recommendation can be implemented with existing resources.

2.2 Policies and Procedures

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

m establishing the School Board's expectations and what may be
expected from the Board;

m  Kkeeping the School Board and administration out of trouble;

m establishing an essential division between policy-making and
administrative 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 School Board members and
employees; and

m acquainting the public with school functions and encouraging citizen
involvement within structured guidelines.

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

FINDING

WPS policies are maintained by the Assistant Superintendent.

The policy manual is composed of 12 chapters denoted as major sections; each
contains a table of contents. Individual policies are coded within alpha sections
(chapters) from A through L. This codification division was developed by the Educational
Policy Services of the National School Boards Association and provided to school
divisions through the Virginia School Boards Association.

Exhibit 2-4 presents the policy manual section codes (chapters), titles, and policy codes.
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EXHIBIT 2-4

WINCHESTER PUBLIC SCHOOLS
ORGANIZATION OF POLICY MANUAL

SECTIONS SECTION TITLES POLICY CODES
A Foundations and Basic Commitments AA - AF
B School Board Governance and Operations BB - BHE
C General School Administration CA - CMA
D Fiscal Management DA - DO
E Support Services EA - EIC
F Facilities Development FA - FG
G Personnel GA-GE
H Negotiations Under Revision
I Instructional Program IA - I1ZB
J Students JA - JZD
K School-Community Relations KA - KZ
L Education Agency Relations LA - LI

Source: Winchester School Board Policy Manual, November 2005.

The policies of the Winchester Public Schools are updated at least once every five
years. Some policies are updated more often depending on legislative and governmental
decision cycles. Most policies are brought to the School Board during the summer after
the spring legislative actions. All policy changes are reviewed by the school division’s
legal counsel prior to adoption.

COMMENDATION

WPS is commended for updating the School Board Policy Manual on a timely
schedule.

FINDING

The policy manual has been placed on the Winchester Public Schools Web site.
Whenever new or revised policies are developed, the Web site is updated, thus
preventing the publication and distribution of multiple hard or paper copies of the
revisions to all policy manual holders. The clerk of the School Board, in cooperation with
the Assistant Superintendent, oversees the updating process for the school division Web
site. This practice provides a single authoritative source for WPS policies and prevents
this kind of inconsistencies and errors that occur when hard copy policy manuals are not
updated regularly.

COMMENDATION

WPS is commended for placing the School Board Policy Manual on its Web site.
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2.3 Legal Services

Throughout the United States, school divisions procure legal services either through in-
house counsel, with the use of outside counsel for situations requiring additional
expertise, 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 other divisions must depend on more than one firm. Fees for
services vary greatly, depending on the locale and the specialization required.

Costs for legal work have increased dramatically over the last three decades due to a
number of circumstances. 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.

FINDING

WPS has incurred less than $66,000 in legal costs from July 1, 2002, to November 30,
2005. Legal services for WPS staff and the School Board are provided by the firm of
Timberlake, Smith, Thomas & Moses, P.C. in Staunton, Virginia. Most of the expenses
have been incurred in the last fiscal year as a result of Federal Office of Civil Rights
activities. In prior years, the legal costs have been very modest. In order to minimize
legal expenses, the WPS legal counsel does not attend School Board meetings. Exhibit
2-5 details the legal expenses to date.

EXHIBIT 2-5
WINCHESTER PUBLIC SCHOOLS
LEGAL EXPENSES HISTORY

FISCAL YEAR AMOUNT
2002 $ 10,509

2003 $ 12,706

2004 $ 13,608

2005 $ 22,197

2006 (fodate) | $ 6,456
TOTAL $ 65,476

Source: Winchester Public Schools, 2005.

COMMENDATION

WPS is commended for controlling legal expenses.
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2.4 Organization and Management

The effective organization and management of a large organization is typically
composed of the executive and management functions incorporated into a division
organization. Each division contains a series of functional areas determined by its
mission and related goals. The successful, contemporary organization has, among its
essential characteristics, the capacity to alter its structure to meet changing client
requirements. The more the existent culture of the organization restricts this response,
the less likely it is that the organization will meet client requirements and, as a result,
experience success.

This section reviews the Winchester Public Schools’ organization, decision-making,

management, planning and accountability, internal and external communications, and
school organization and management.

2.4.1 Division Organization

WPS executive and administrative functions are managed through a division that is
organized into line and staff relationships that define official spans of authority and
communication channels. School divisions are typically pyramidal organizations with
clear lines of authority leading from the School Board and its Chief Executive Officer
(Superintendent) down through the divisions, departments, and schools.

The organizational chart of the school division is developed to graphically depict this
scheme. Large school divisions may have multiple layers within the organization (e.g.,
superintendent to deputy to assistant superintendents to directors to coordinators and
supervisors to managers and specialists and on to school levels—perhaps as many as
four to eight authority layers). These layers create special challenges related to ensuring
effective and efficient communication of information and decisions through the division
and to its public. The reduction in layers requires the division to address issues related
to span of control.

FINDING

The School Board and the Superintendent hold annual retreats, meet regularly through
bi-monthly meetings, and study ongoing issues through a Board subcommittee structure.
The retreats, meetings, and subcommittee work represent a major and important
initiative to ensure stable School Board and Superintendent relations. These ongoing
activities include efforts to:

m continue to build a unified vision for the education of WPS students;
m develop guidelines to support strategic plans; and

m seek adequate resources and ensure that those resources are
directed to identified needs.

Additionally, they serve to provide a foundation upon which to build sound problem-
solving and planning initiatives.
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COMMENDATION

WPS is commended for establishing processes designed to ensure an effective
relationship between the Board and Superintendent and unify efforts to improve
the Winchester Public Schools.

FINDING

The Strategic Plan of the Winchester Public Schools is a working document that guides
decision-making throughout the school division. It is not developed in a high-profile
manner and shelved like many strategic plans. The Strategic Plan is a very short (one
page front and back) document that clearly states the direction for the school division.
The Plan is divided into four main areas: (1) curriculum, instruction, and assessment, (2)
parent and community, (3) staff development, and (4) climate and policy. Accompanying
the Strategic Plan is a Comprehensive Plan, which has a more detailed set of objectives
and indicators of success. Exhibit 2-6 is a sample page from the Comprehensive Plan.
(Goals are typically long-range; the indicators are typically short-range.)

EXHIBIT 2-6
WINCHESTER PUBLIC SCHOOLS
COMPREHENSIVE PLAN — SAMPLE PAGE

GOAL COMPREHENSIVE PLAN

4 GOALS INDICATORS

1 All students will be reading at or All second grade students will be reading at or above grade level by
above grade level by the end of the end of second grade as defined by scores on the Rigby Reading
second grade. Benchmark Assessment.

The gap between all third grade students in AYP subgroups and
other defined third grade students will decrease annually by 5% in
reading and mathematics based on the VA Standards of Learning
tests.

The gap between all fifth grade students in AYP subgroups and
other defined fifth grade students will decrease annually by 5% in
reading and mathematics based on the VA Standards of Learning
tests.

2 All schools will meet Virginia 100 percent of all schools will meet or exceed the Virginia Standards
accreditation and No Child Left of Accreditation.

Behind Adequate Yearly Progress | 100 percent of all schools will meet Adequate Yearly Progress (AYP)
standards. as determined by the No Child Left Behind standards.

The pass rate for all students will meet or exceed 90 percent on all
3" grade SOL tests.

The pass rate for all students will meet or exceed 90 percent on all
5" grade VA Standards of Learning (SOL) tests.

The pass rate for all students will meet or exceed 90 percent on all
8" grade SOL tests.

The pass rate for all students will meet or exceed 90 percent on all
End of Course (EOC) SOL tests.

Source: Winchester Public Schools, 2005.
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COMMENDATION

The Superintendent is commended for implementing a pragmatic Strategic Plan
and accompanying Comprehensive Plan that are “living documents” for the
School Board and staff.

FINDING

The role of Director of Instruction for the Winchester Public Schools needs to be
elevated to the Assistant Superintendent level. Currently, the director of Instruction
interacts closely with the Superintendent and the Assistant Superintendent. Other
directors on the organizational chart often come to the Director of Instruction for
guidance and coordination of their services.

RECOMMENDATION
Recommendation 2-3:

Redefine the role of Director of Instruction as the Assistant Superintendent for
Curriculum and Instruction.

By redefining the Director of Instruction as an Assistant Superintendent position, the
various jobs in curriculum and instruction can be more effectively coordinated and
managed. The higher level position that answers directly to the Superintendent of
Schools will also allow more efficient decision making within the curriculum and
instruction areas, as every decision will not have to be taken to the Superintendent (see
Recommendation 2-4).

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

The Superintendent of Schools has too many subordinates reporting directly to him. The
current Superintendent was selected to serve in this position beginning in July 2001. The
Superintendent’s contract with the School Board was for the period of July 2001 to June
2005 and was renewed in July 2005 for a period of four years. As reported in this
section, WPS through its Superintendent has developed a relatively traditional
organizational structure. There are three primary layers of authority—Superintendent,
Assistant Superintendent, and Directors. There is a direct line of authority between the
building principals and the Superintendent. Exhibit 2-7 shows the following information:

m the Superintendent has 13 direct reports, including the Assistant
Superintendent, five directors, one executive secretary, and six
building principals;

m public relations/grants development, safety, staff legal, information

technology, and planning and evaluation services/functions fall
within the Superintendent’s Office through direct reports;
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m the Superintendent is responsible for the Administrative Council of

Principals, Directors, and the Assistant Superintendent;

m instructional support, curriculum services, instructional technology,
assessment, professional development, and other related areas fall
under the Director of Instruction assisted by additional executive
directors and coordinators; and

m the Assistant Superintendent is responsible for fiscal, facilities,
transportation, property, human resources, operations, and other
support services .

Because of the work that necessarily occurs with the School Board and community, the
Superintendent needs to have fewer subordinates that directly report to him. This will
enable him to more clearly focus on the three major areas of School Board, Curriculum
and Instruction, and Administration. The present organizational chart is detailed in

EXHIBIT 2-7
WINCHESTER PUBLIC SCHOOLS
CURRENT ORGANIZATIONAL CHART

School Board

Superintendent of

Schools

Executive Secretary and
Clerk to the Board

Exhibit 2-7.
Assistant Director of
Superintendent Instruction

Director of
Special
Education

Director of
Operational
Services

Director of
Finance

Building Principals

Director of
Technology

Source: Winchester Public Schools, 2005.
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RECOMMENDATION
Recommendation 2-4:

Reorganize the administration of the division office to reduce the number of direct
reports to the Superintendent of Schools.

By having fewer subordinates that report directly to him, the superintendent should be
able to more clearly focus on the three major responsibilities of School Board,
Curriculum and Instruction, and Administration. With a School Board Chair, an Assistant
Superintendent for Curriculum and Instruction, and an Assistant Superintendent for
Administration, the Superintendent should have adequate support while still maintaining
direct contact with building principals. Exhibit 2-8 details the proposed organizational
chart.

EXHIBIT 2-8
WINCHESTER PUBLIC SCHOOLS
PROPOSED ORGANIZATIONAL CHART

School Board

Superintendent of Executive Secretary and
Schools Clerk of the Board
Assistant Building Assistant
Superintendent for  f~"""""- Principas | =""""""" Superintendent for
Administration Curriculum and
Instruction

Source: Created by MGT of America, 2005.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

2.4.2 Decision Making and Management

Within the heart of an organization resides its life providers—the decision-making and
management processes. Richard Beckhard, in The Organization of the Future, profiles
the healthy organization and notes, as was indicated in an earlier part of this chapter,
that it:

m has a strong sensing division for receiving current information on all

parts of the division and their interactions (division dynamics
thinking);
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m  operates in a “form follows function” mode—work determines the
structures and mechanisms to do it and, consequently, it uses
multiple structures (formal pyramidal structures, horizontal structures
and teams, project structures, and temporary structures (as when
managing a major change);

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

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

= communicates relatively openly throughout the division;

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

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

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

FINDING

An employee performance evaluation of the Executive Secretary and Clerk of the School
Board has not been completed on a consistent basis. Periodic employee evaluations are
important aspects of the improvement process for any organization. With formal written
feedback, employees tend to become more goal-driven and effective team members. In
addition to best practices, WPS policy requires annual evaluation of all employees.
Because this position reports to both the Superintendent and the School Board, there
may be some uncertainty about who evaluates the Executive Secretary/Clerk.
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RECOMMENDATION
Recommendation 2-5:

Evaluate the Executive Secretary/Clerk of the Board on a regular basis as per
Board policy.

By evaluating the Executive Secretary/Clerk on a regular basis, the employee will have
regular formal feedback regarding his/her performance. This will enable the employee to
more fully participate in the professional improvement process. In addition, the school
division will have a record of performance in the event of the employee’s promotion,
reassignment, or dismissal.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

There is an ongoing organized training program designed to ensure that Administrative
Team members have the skills necessary to perform their roles effectively. The
Superintendent has scheduled various retreats and other activities to work on important
initiatives that are part of ongoing work to implement the requirements of No Child Left
Behind and other WPS strategic goals. Some of the training is coordinated and
facilitated by WPS personnel in their areas of expertise. At other times, outside expertise
is contracted to provide the training. As a result of this training, the Administrative Team
communicates effectively internally and has a common frame of reference for problem
solving. The implementation of this administrative training program provides an
organized training support division designed to enhance skills necessary to continuously
focus on and work toward development of important plans.

The training addresses the following:
m strategic and long-range plan development;

m identification of data necessary to ensure that decisions are based
upon accurate and complete information;

m effective community involvement;
m preparing the team to function effectively, including identification and
treatment of dysfunctional activity and establishment of effective

internal communications;

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

m means for monitoring the WPS organizational climate.
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Furthermore, the group training affords the Superintendent an opportunity to assess the
effectiveness of executive staff working relationships.

COMMENDATION

WPS is commended for providing training to the Administrative Team in team
development, facilitative leadership techniques, planning, and other related skills.

FINDING

MGT found that there is a cross-training division for personnel filling critical support
positions. Two other secretaries can cover for the Executive Secretary/Clerk of the
School Board in an emergency, and vice versa, because they are fully trained to assume
those responsibilities. The cross-trained personnel cover essential executive support
and create efficiencies for the Superintendent and his executive staff in the performance
of their responsibilities. Cross-training of personnel contributes to the efficient and
effective operation of the executive offices.

COMMENDATION

WPS provides for systematic cross-training of key secretarial personnel serving
the Board and the Superintendent.

2.4.3 Public Information

Effective internal and external communications are a key aspect of developing and
maintaining organizations that succeed in realizing essential goals and objectives. The
underlying key, as always, is fundamentally sound communications. The modern
organization, having emerged into an age of producing results tailored to the individual
client, must engage in effective communications to all stakeholders and, furthermore,
produce needed responses in a timely fashion.

FINDING

In the Comprehensive Plan for the Winchester Public Schools, the following two goals
help to drive the public information efforts of the school division goals:

m  Communication regarding student performance and school support
will increase through a wide range of media, to include technology,
print, television.

m  Parents will understand and support the Winchester Public Schools’
basic mission and are given the opportunity to play an important role
in helping the schools to achieve that mission.

WPS has developed a four-pronged approach to its public information function. The
school division is a one-third partner in the WCT Channel 20 project, along with the
University and the City of Winchester. The Superintendent has a show on Channel 20.
Secondly, WPS contracts with the local newspaper for periodic educational information
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inserts. Thirdly, the Superintendent has a weekly e-newsletter that includes educational
news, School Board minutes, school closure information, etc. And finally, the
Superintendent has an “Ask the Superintendent” area on the WPS Web site at
http://www.wps.k12.va.us/supt/SuptQstn_Get FORM.cfm. At this Web site, questions
can be asked of the Superintendent in a more private setting. By monitoring the types of
guestions on the Web site, the Superintendent can determine if additional public
information is necessary in some other forum. Data was not collected for specific Web
hits or number of calls since this commendation is for the effective process used by
WPS.

COMMENDATION

WPS is commended for using a combination of contracted services and internal
efforts to accomplish its public information goals.
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3.0 PERSONNEL AND HUMAN RESOURCES MANAGEMENT

This chapter reviews the personnel and human resources operations in Winchester
Public Schools (WPS). The five major sections of this chapter are:

3.1 Organization and Personnel Records

3.2 Policies and Procedures

3.3 Recruitment, Hiring, and Retention

3.4 Classification, Compensation, and Job Description
3.5 Teacher Certification and Professional Development

CHAPTER SUMMARY

The effective and efficient delivery of personnel services to school division employees,
adequate support for delivery of educational services to the students, sound
management of human resources, and development of well-conceived policies,
procedures, and practices to guide personnel functions are all fundamental to a well-
managed school division. The WPS Human Resources Department provides personnel
services to approximately 664 employees in the division. The school division employees
23 administrators, approximately 300 teachers and over 300 paraprofessional and
classified employees. Collectively, the school division serves over 3,600 students in
grades K-12. To accomplish the WPS credo, “Learning for All, Whatever It Takes,”
commitment from the community, students, and school division staff is crucial. Citizens
in Winchester support the division’s commitment to enrich and strengthen education in
the schools. The volunteer service in the classrooms, English as a Second Language
(ESL) parent-volunteers, extensive support of school functions, and dedication of School
Board members are evidence of the community’s commitment to education. Additionally,
the fact that appointed School Board members do not receive compensation does not
affect their commitment to continuous educational improvement in Winchester Public
Schools.

WPS offers competitive salaries and benefits at all job levels in order to attract the most
gualified employees. The annual average teacher salaries, as well as the ratio of pupils
to classroom teachers in WPS, compare favorably with peer school divisions. The
importance WPS places on quality staff is evidenced by the annual recruiting efforts the
division undertakes; however, the plan should include an emphasis on recruiting minority
teachers and administrators. WPS invests in routine staff development activities, as well
as comprehensive orientations and workshops for new hires and substitutes, to ensure
that its employees are well-trained and competent.

This chapter details MGT'’s findings, commendations, and recommendations with regard
to the Human Resources Department.

Our recommendations include the following:

m revise the organizational structure to better align the Assistant
Superintendent’s responsibilities in providing division-wide administration;
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m consolidate and secure personnel files within the Human Resources
Department;

m develop a comprehensive personnel policy and procedures manual
for the Human Resources Department;

m develop and implement an employee survey for evaluating the
quality of the services the Human Resources Department provides
to the school division;

m intensify efforts to recruit qualified minority applicants for job
openings;

m develop and update job descriptions for each position in the school
division; and

m develop an internal, on-line exit survey.

INTRODUCTION

The Human Resources Department is dedicated to providing professional and
personalized human resource services to the staff of Winchester Public Schools in
support of the division's vision, mission, and beliefs. Effective customer service to both
internal and external customers is the foundation for the success of the Human
Resources Department. In addition to customer service, the manner in which a human
resources department is organized and managed is essential to the school division.
Human Resources plans, develops, organizes, directs, and evaluates a comprehensive
program of personnel management services tailored to meet the needs of WPS.
Services include providing advice and assistance to management and employees on a
full range of human resources functions including staffing, position classification,
employee relations, employee counseling, management advice, and employee benefits.
The Human Resources Department is available to help with any personnel or
employment issues.

MGT teamed up with WPS to survey teachers, central office administrators, and school-
level administrators on how they felt about various division services. The surveys make it
possible to compare responses both within Winchester Public Schools and between
WPS and similar school divisions. One hundred percent of administrators, 64 percent of
principals, and 33 percent of teachers within WPS graded the central office
administrators above average. In similar school divisions, 77 percent of administrators,
73 percent of principals, and 38 percent of teachers graded their central office
administrators above average.

Exhibit 3-1 presents additional comparative findings regarding WPS central office
efficiencies.
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EXHIBIT 3-1
SURVEY RESPONSES
WITHIN WINCHESTER PUBLIC SCHOOLS
REGARDING CENTRAL OFFICE PERSONNEL
2005-06 SCHOOL YEAR

ADMINISTRATORS | PRINCIPALS | TEACHERS

% (Good and Excellent) / % (Fair and Poor)

The School Division

Superintendent’s work as the
educational leader of Winchester 100/0 73127 36/57
Public Schools

The School Division
Superintendent’s
work as the chief administrator 80/20 64/36 44/47
(manager) of Winchester Public
Schools

% Agree or Strongly Agree / %Disagree or Strongly Disagree

Most of WPS administrative
processes (e.g., purchasing,
travel requests, leave 100/0 63/18 60/11
applications, personnel, etc.) are
highly efficient and responsive.

Central office administrators are
responsive to school needs. 100/0 54/36 30/41

Central office administrators
provide quality service to
schools. 100/0 54/27 32/39

School-based personnel play an
important role in making

decisions that affect schools in 83/0 55/27 36/40
this division.

Source: MGT of America, WPS Survey Results, 2005.

3.1 Organization and Personnel Records

The organizational structure of a human resources department is driven by the functions
that the department performs, which should be reviewed periodically to ensure that the
needs of the division are being effectively served. The primary responsibilities of the
WPS Human Resources Department involve planning, implementing, and maintaining a
sound system of personnel services that complies with local, state, and federal
regulations. The Assistant Superintendent also fills the role of a human resource director
overseeing a personnel staff of four. The staff is comprised of one personnel
coordinator, an executive secretary, a benefits clerk (shares position with the Finance
Department), and a secretary/receptionist.

Major functions of the Human Resources Department include:

conducting recruitment and initial screening of applications;
maintaining job applicant tracking;

posting notices of vacancies;

processing new employees;
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m  monitoring licensure for certified positions;
®m  maintaining personnel records; and
m handling employee relations.

Currently, the WPS organizational structure designates the Assistant Superintendent as
assistant to the Superintendent in the general administration of the school division and
specific departmental functions and programs. The Assistant Superintendent serves as
the personnel manager, providing human resource management of all professional and
support staff, which includes recruiting, screening, interviewing, allocating, forecasting,
transferring, and recommending candidates to the Superintendent. (The
recommendation for revising Winchester Public Schools’ organizational structure to
better align the Assistant Superintendent’s responsibilities is presented under Division
Administration in Chapter 2.)

Usually human resource departments include managing the organization’s benefits and
compensation. WPS, like many organizations consider the human resource function as
one for staffing, training, and managing employees and that the finance department
more efficiently manages the payroll functions. Today, compensation is more
complicated than just deciding how much to pay employees. In addition to the payroll
function, 401 (k) plans, vacation and sick leave, bonuses and stipends are a part of
compensation packages. In WPS, the Finance Department administers and delivers
employee benefits and compensation; however, we review the payroll and benefit clerks
in this chapter from a human resources perspective. Although the secretary/receptionist
reports to the Human Resources Department, she provides support to the WPS central
office staff along with Human Resources.

The following summaries describe primary functions and responsibilities of support staff
in the Human Resources Department, as well as functions of the benefits and payroll
clerks.

m Executive Secretary - Provide administrative and clerical support
for the Assistant Superintendent and personnel department,
maintain the budget assigned to the Assistant Superintendent, assist
with recruiting and new professional staff orientation, notify
employees of Family and Medical Leave Act (FMLA) eligibility,
forward Consolidated Omnibus Budget Reconciliation Act (COBRA)
information to employees who have resigned, maintain and track the
tuition assistance program, process Employee Actions Request
(EAR), and serve as deputy clerk of the School Board.

m  Secretary/Receptionist - Answer and route incoming calls, assist
visitors, input bus routes and changes, order office supplies for
central office personnel, input job applicant information, and provide
direction and copies to walk-ins.

m  Personnel Coordinator - Provide oversight for all Employee Action
Requests (EAR), maintain personnel records, coordinate and
oversee background checks for prospective employees and
volunteers, assist with the intake and completion of benefits forms
and present an overview during orientation, analyze credentials to
determine licensure eligibility of personnel, manage licensure
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renewal programs, assist with staff recruitment, and provide
supervision for support staff.

m Benefits Clerk (reports to Director of Finance) - Provide
administrative support for employees’ benefits, coordinate teacher
licensure and licensure renewal, process workers’ compensation
claims, generate employment contracts based on information on
EARs, input data on new employees into the payroll system, prepare
information and packages for new professional staff orientation, and
perform orientation in the absence of the Personnel Coordinator,
serve as employee liaison with insurance companies, maintain
Virginia Retirement System (VRS) documents, and enter information
on employee stipends and extra duty into budget files.

m Payroll Clerk - Prepare monthly and semi-monthly payroll for
employees in the school division, enter all payroll deductions and
annuities, edit and mail vendor checks, maintain VRS report,
address payroll discrepancies presented by employees, distribute
EBS (third-party administrator for flex plan) and Virginia Employment
Commission, and serve as back-up to Senior Accountant for
preparing manual checks and quarterly reports.

Exhibit 3-2 illustrates the current organizational chart for the Winchester Public Schools
Human Resources Department.

EXHIBIT 3-2
WINCHESTER PUBLIC SCHOOLS
HUMAN RESOURCES DEPARTMENT
ORGANIZATIONAL STRUCTURE
2005-06 SCHOOL YEAR

Assistant Superintendent

Executive Secretary

Coordinator of Personnel Secretary/Receptionist Benefits Clerk Il **

Source: WPS Human Resources Department, 2005.
** Shares position with the Finance Department.

FINDING

WPS does not consolidate employee personnel files, nor does it have a process to
maintain and secure these files in one place. Employee records management is a
workplace must. Thorough documentation can serve as legal defense in a court of law
should a dispute arise. The WPS Human Resources Department maintains two separate
files for each employee. Personnel files containing documents such as applicant flow
and screening information, education, -9 form (Employment Eligibility Verification),
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personal data, and EARs (Employee Action Requests) are kept separate from files that
contain medical information. Documents kept in an employee’s personnel file include:

employee’s application;

copy of drivers license and Social Security card;
[-9 form;

criminal check clearance;

contract;

personnel change forms;

personal data; and

transcripts/certificates.

The employee personnel file cabinets are located within the Human Resources
Department in an area referred to as the Records Room. Entry into the Records Room
and personnel files are locked at night, but remain open during work hours. There are
three sets of keys, which are kept in the Human Resources Department. Although the
personnel file cabinets are located adjacent to the Personnel Coordinator’'s office,
anyone in the area can easily access them. In fact, MGT consultants were able to open
and view an employee’s personnel file while waiting for an interview.

In reviewing a sample of the personnel files, MGT coordinators found the documents
were not filed systematically, nor were there procedures for reviewing and maintaining
them. In addition to the files kept in the Records Room, other personnel documents are
maintained by the benefits and payroll coordinators. The Benefits Clerk is located in a
cubicle along the rear hallway in Human Resources, while the Payroll Clerk resides in
the Finance Department, also separated by cubicle walls. The cubicles are limited in
space and provide little privacy. The Health Insurance Portability and Accountability Act
of 1996 (HIPAA) protects the confidentiality and security of health-related data.
However, the files are not properly secured in the benefits area, and the lack of privacy
and limited working space is a major concern. In many instances, when conferring with
employees about medical benefits or payroll issues, clerks have disrupted and re-
directed their clients to alternate office locations in an attempt to maintain privacy. When
conference rooms are not available, such discussions have taken place in the Records
Room.

RECOMMENDATION
Recommendation 3-1:

Consolidate all employee personnel files within the Human Resources Department
and establish procedures for their maintenance and security.

The Human Resources Department should develop procedures to ensure that all
personnel paperwork is systematically filed and secured during the day. Only authorized
personnel should have access to the files. Various laws mandate the actions employers
must take when handling the personnel, employment, and medical records of
employees, and noncompliance could mean heavy fines. The Human Resources
Department should take inventory of the files currently kept in the benefits and payroll
offices, and remove documents that should be stored in employee personnel files. This
will provide a central place to store all employee-related information. This will also
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contribute to additional storage for the confidential documents and working papers the
benefits and payroll coordinators maintain on a daily basis.

This recommendation should be accomplished immediately.
FISCAL IMPACT

This recommendation can be implemented with existing resources.

3.2 Policies and Procedures

Effective school management is built on sound, clearly written, and legally valid policies.
A big part of human resources management is creating and enforcing policies and
procedures. WPS operates according to policies established by the Winchester Public
School Board. The School Board, which represents the state and local community,
develops policies after careful deliberation, and the school administration implements
these policies through specific regulations and procedures. The School Board then
evaluates the effects of its policies and makes revisions as necessary.

FINDING

While the policies adopted by the Winchester Public Schools are available on the WPS
Web site, there is no procedural manual to guide and direct the Human Resources
Department and its staff. Currently, an expandable file folder kept in the Records Room
serves as the human resources procedures manual. WPS provided MGT consultants
with copies of the policies and procedures, which are available on the Winchester Public
Schools Web site in the Personnel section, in principals’ offices, in schools, and in public
libraries. MGT consultants did not find procedures and guidelines novel to human
resource functions. Because there are so many tasks that must be performed to keep
the school division running smoothly, it is vital for the Human Resources Department to
create and maintain an internal procedural manual. Every organization needs a set of
rules to govern its staff. This manual will help the Human Resources Department
perform routine tasks consistently and adhere to the rules and standards of the school
division. Additionally, the manual will aid staff members when an employee is out ill or
vacates a position.

The Finance Department developed a procedural guidebook to cover payroll, personnel,
purchasing, and miscellaneous procedures. The guidebook comprises forms, fiscal cut-
off dates, and a few policies. The payroll and purchasing chapters feature general
information and samples, as well as clear guidelines for completing required forms and
detailed steps for processing payroll for division-wide personnel and employees in
Voluntary Semi-Retirement Program (VSRP). Purchasing procedures include
descriptions of each function to be performed. These guidelines can readily be used by
staff members when they cover for an absent co-worker that holds primary responsibility
for that function. The guidebook can also be used in the cross-training efforts of the
department.

MGT of America, Inc. Page 3-7



Personnel and Human Resources Management

RECOMMENDATION
Recommendation 3-2:

Develop a comprehensive personnel policy and procedures manual for the Human
Resources Department.

The manual should describe in detail the procedures and processes to follow for hiring
staff, maintaining personnel file folders, monitoring security clearance, maintaining the
substitute system, guiding employees, and the many other tasks undertaken by Human
Resources Department. The Human Resources Director and staff members should set
precedent in developing processes for maintaining the employee personnel files. The
guidelines must be clear on what is or is not acceptable in employee personnel files.
Procedures should comply with state and federal employment laws, including guidelines
for document retention, HIPAA laws, and the new Fair Labor Standards Act (FLSA)
guidelines for overtime and exempt employees. In addition, the manual should consider
procedures for addressing harassment or discrimination suits. An indexed manual allows
staff members to quickly find a procedure or process that needs clarification. The Human
Resources Department staff should develop a system for regular updates and
distribution of the manual. Outdated policies and processes should be removed. This
recommendation should be implemented by July 2006.

Exhibit 3-3 provides a sample list of items usually included in a human resources
procedural manual.

FISCAL IMPACT

This recommendation can be implemented with existing resources.
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EXHIBIT 3-3
HUMAN RESOURCES DEPARTMENT
PROCEDURAL GUIDEBOOK
SAMPLE CONTENTS

1. Hiring Staff

2. Hiring Substitutes

3. Security Clearance

4. Severe Weather

5. Exit Surveys

6. Confidential Human Resources Information
7. Citizenship Eligibility (1-9)

8. Affirmative Action

9. Termination Of Employment

10. Bilingual Customer Service

11. Staff Development

12. Employment Assistance Program
13. Medical Exams and Immunization
14. Complaint Resolution

15. Personnel Files and Confidential Information
16. Award Programs

17. Discipline and or Termination

18. Business Travel

19. Personnel Records

20. Leaves of Absence

21. Return to Work After Disability

22. Classification Compensation or Pay
23. Unemployment Insurance

24. Temporary Positions

25. Reporting Suspected Child Abuse

Source: Absolute Human Resource Solutions Web site, 2005.

FINDING

New employees are scheduled for orientation once all forms, background checks, and
legal requirements have been fulfilled. Newly hired employees in the Winchester Public
Schools begin orientation by getting acquainted over a continental breakfast, followed by
greetings and introductions from the Assistant Superintendent. Additionally, the
Department of Instruction provides teachers with training regarding procedures,
programs, professional development and data analysis, along with materials and books
vital to new teachers. During orientation, employees receive an orientation package
developed by the WPS Human Resources Department. The orientation package is
assembled in an orderly and easy to read format and indexed for easy reference to
forms, pamphlets, and policy. The orientation package contains virtually every document
and procedure needed for new employees in the division. Examples of documentation
provided include:

m a letter of welcome from the Superintendent;
a copy of the school division’s credo;
a checklist for new teachers;
information on the Tuition Assistance Program;
2005-2006 teacher salary scale and payroll cut-off dates;
information on the Winchester Wellness Program;
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m  a WPS information sheet and list of administrators; and
m the new employee orientation signoff sheet.

The employee signoff sheet helps the Human Resources Department ensure that newly
hired employees have read and understand information presented to them regarding
local, state, and federal laws. Employee acknowledgements include:

state and federal tax forms;

child support certificate;

immigration and naturalization service form (1-9);
child abuse/neglect form (central registry);
fingerprint card (FBI background check);
alcohol, drug, and tobacco policy;

harassment policy;

workers’ compensation;

tuberculosis screening; and

COBRA and HIPPA privacy notice.

COMMENDATION

Winchester Public Schools is commended for providing an efficient, well-
organized orientation program.

FINDING

All school personnel having direct contact with students must receive appropriate
training in the etiology, prevention, transmission modes, and effects of blood borne
pathogens, specifically, hepatitis B and human immunodeficiency viruses or any other
infections that are the subject of regulations promulgated by the Safety and Health
Codes Board of the Virginia Occupational Safety and Health Program. Training is
designed to help employees comply with the OSHA Bloodborne Pathogens standard,
including cleanup procedures and exposure control.

WPS provides training in the schools for regular full-time staff; however, substitute
teachers hired in the division are required to complete Bloodborne Pathogen Awareness
training during orientation. Training in many instances is contingent on the availability of
the medical professional providing the services. With the growing demand for substitute
teachers, timely completion of both the hiring and orientation processes is crucial in
filling teacher absences and leaves.
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COMMENDATION

The Winchester Public Schools Human Resources Department is commended for
adopting a video training program on Bloodborne Pathogen Awareness, thus
standardizing training delivered to Winchester Public Schools staff members and
ensuring timeliness in hiring substitute teachers.

FINDING

Currently, WPS does not have standard processes in place to survey division employees
regarding the nature and quality of services provided by the Human Resources
Department and Central Office. Employee communication is an essential element for
significant improvements in any school division. As customers or clients of the Central
Office, WPS employees should remain informed, and have an opportunity to
communicate their thoughts and ideas to school division administrators. Research
suggests that communication is one of the most critical factors for improving employee
commitment, performance and retention. Most school division administrators know that
collecting employee opinions through surveys can provide valuable information for
making business decisions, yet few school divisions conduct routine feedback surveys.
Prior to on-site visits, WPS employees participated in comparison surveys provided by
MGT of America, Inc. Exhibit 3-4 displays the responses of WPS employees to
guestions regarding administrative structures and practices, job satisfaction and school
division/program function.

Results indicate that 100 percent of the administrators, 54 percent of the principals and
only 30 percent of the teachers agree or strongly agree that Central office administrators
are responsiveness to school needs. One-hundred percent of the administrators, 54
percent of the principals, and 32 percent of the teachers agree or strongly agree that
Central office administrators provide quality service to schools. An average 74 percent
of the administrators, principals and teachers agree or strongly agree that most of WPS
administrative processes are highly efficient and responsive.
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RECOMMENDATION

Recommendation 3-3:

Develop and implement an on-line staff feedback survey to assist the Human
Resources Department in evaluating the nature and quality of services provided
by the Central Office.

EXHIBIT 3-4
SURVEY RESPONSES

WITHIN WINCHESTER PUBLIC SCHOOLS

ADMINISTRATIVE STRUCTURE/PRACTICES,
JOB SATISFACTION, AND

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

SCHOOL DIVISION/PROGRAM FUNCTION ADMINISTRATORS  PRINCIPALS  TEACHERS
1.  Central office administrators are responsive to school 100/0 54/36 30/41
needs.
2. The school division requests input on the long-range 83/0 45/18 27/28
technology plan.
3. Funds are managed wisely to support education in 84/17 91/0 49/18
this school division.
4.  Salary levels in Winchester Public Schools are 80/0 45/36 36/43
competitive
5. Ifeel that | am an integral part of Winchester Public 100/0 7219 53/23
Schools team.
6. |feel that my work is appreciated by my 60/0 63/0 59/30
supervisor(s).
7. Our schools have sufficient space and facilities to 100/0 45/45 41/41
support the instructional programs.
8.  Central office administrators provide quality service 100/0 54/27 32/39
to schools.
9. Most of Winchester Public Schools administrative
processes (e.g., purchasing, travel requests, leave 100/0 63/18 60/11
applications, personnel, etc.) are highly efficient and
responsive.
% NEEDS SOME IMPROVEMENT + NEEDS MAJOR
IMPROVEMENT / ADMINISTRATORS | PRINCIPALS | TEACHERS
% ADEQUATE + OUTSTANDING
10. Budgeting 0/100 9/82 28/45
11. Personnel recruitment 0/100 27172 32/36
12. Staff development 20/80 0/100 49/46
13. Curriculum planning 40/60 18/82 55/40

Source: Created by MGT of America, WPS Survey Results, 2005
! Percent responding Agree or Strongly Agree / Percent responding Disagree or Strongly Disagree. The Neutral
and Don’t Know responses are omitted.
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WPS must provide quality services to internal customers (staff members), before it can
expect quality services to be delivered to external customers (the students). The
Winchester Public School credo, “Learning For All, Whatever It Takes,” challenges all
WPS staff members to deliver quality services. It is crucial for WPS employees to
understand that the quality of education provided to students is linked directly to the
quality of support activities in the division. Routine evaluation and feedback from staff
members, students, parents, administrators, and community leaders will guide the
school division in setting priorities or major goals.

Everyone needs recognition when they are doing well and guidance when they could be
doing better. By designing a carefully constructed employee feedback survey, asking the
right questions, analyzing the results and acting on the information received, the WPS
Central Office will be able to develop goals and strategies for improvement in the school
division. The survey should be implemented at the end of the 2006-07 school year, as a
best practice for continued improvement in WPS.

3.3 Recruitment, Hiring, and Retention

Nationally, school divisions are facing a critical teacher shortage, primarily due to the
provisions in No Child Left Behind (NCLB) regarding the recruitment and retention of
highly qualified teachers. Competition among school divisions to recruit and retain
teachers is intense. Thus, the recruitment and retention of highly qualified professional
staff is a major issue for the WPS Human Resource Department.

FINDING

Although staff of the Human Resources Department attend recruiting events regularly,
numbers of minority administrators and professionals are rather low. The Human
Resources Department is responsible for ensuring that all positions in the division are
filled. And, in filling these positions, it is the intent of WPS to ensure that competent and
gualified people are hired to carry out the mission of the division, regardless of those
individuals’ race, religion, age, gender, ethnic background, or disability. This non-
discrimination policy is found on the WPS Web site under the Foundations and Basic
Commitments section AC, and under Personnel section GB. Approximately 3,678
students attend Winchester Public Schools, along with several hundred administrators,
teachers, and support personnel.

Like many school divisions, WPS faces limited supply and competition with other
divisions while trying to ensure that every classroom has a qualified teacher. Innovative
long-term and short-term strategies combined can help solve these problems.

The Human Resources Department aims to fill all vacancies in a timely manner without
sacrificing quality of potential or placed employees. Recruitment activities include
advertising on the WPS Web site, in local newspapers, and at career centers of selected
colleges and universities, as well as at Virginia's “A Call to Teach.” The Great Virginia
Teach-In: A Call to Teach is a recruiting and information fair designed for teachers
considering a career move to Virginia, students enrolled in teacher preparation
programs, liberal arts students considering teaching as a career, and professionals in
other fields who dream of shaping the future as a classroom teacher. The program
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connects prospective teachers with representatives of Virginia school divisions, teacher
preparation programs, innovative career switcher programs, and specialists from the
Virginia Department of Education.

Over the past four years, WPS has allocated an average of 23 days per school year for
recruiting. The division participates in an average of 18 job fairs or university site visits
per year. Of these 18 site visits, 80 percent are repeat locations from previous school
years. The 2006 recruitment schedule for WPS proposes 19 events from the end of
January through April. The scheduled recruiting events include the same percentage of
job fairs and universities visited over the past three years.

Exhibit 3-5 displays an overview of WPS recruiting efforts over the past two school
years.

EXHIBIT 3-5
WINCHESTER PUBLIC SCHOOLS
ONSITE RECRUITING
2004-05 and 2005-06 SCHOOL YEARS

2004 -2005 | 2005-2006 JOB FAIR LOCATION
X X Radford & VA Tech Christiansburg, VA
X X UVA Education Expo Charlottesville, VA
X X ODU Norfolk, VA
X James Madison University Harrisonburg, VA
X X A Call to Teach Richmond, VA
X X West VA University Morgantown, WV
X X Kutztown University Kutztown, PA
X X Buffalo Area Recruitment Days Buffalo, NY
X X Millersville University Millersville, PA
X X Rochester Teacher Recruitment Rochester, NY
X X SUNY Cortland, NY
X Shippensburg University Shippensburg, PA

X Longwood Education Recruitment Days | Farmville, VA
X X Indiana University Indiana, PA
X X Clarion University Clarion, PA
X X Slippery Rock University Slippery Rock, PA
X X Bloomsburg University Bloomsburg, PA
X X Penn State Ed. Career Days State College, PA
X X PERC Pittsburgh, PA

X Edinboro University Edinboro, PA
X California University California, PA

Source: WPS On-Campus Recruiting 2004-2005, 2005-2006.

There is increasing cultural, ethnic, and linguistic diversity in the WPS student
population. In 2000, Winchester’'s population was 82 percent White, 10.5 percent African
American, and only 4.7 percent other races. Today, the WPS student population is 60
percent White, with almost 40 percent minorities (Asian, African American, Hispanic,
Hawaiian and American Indian). The WPS combined staff ratio is 91 percent White and
less than 10 percent minority positions. WPS has been somewhat successful in
employing minority teachers to meet the personnel needs of its minority students. Eight
of the 10 Hispanic teachers employed with WPS teach ESL students, which is crucial in
meeting SOL requirements. Employment numbers for minority administrators and
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professionals/paraprofessionals are low. Exhibit 3-6 displays Winchester Public Schools’
2005-2006 student/staffing ratios by ethnicity.

EXHIBIT 3-6

WINCHESTER PUBLIC SCHOOLS
STUDENT AND STAFF MEMBERSHIP
BY ETHNICITY AND JOB CLASSIFICATION

2005-06 SCHOOL YEAR

AMERICAN AFRICAN
ETHNICITY INDIAN ASIAN | AMERICAN | HISPANIC | HAWAIIAN | WHITE | UNSPECIFIED

Students 14 93 709 576 2 2,342 9
Administrators 0 0 2 0 0 23 N/A
Teachers 1 1 14 10 0 298 N/A
Professionals/

Paraprofessionals 0 0 4 0 0 43 N/A
Other 1 0 25 7 0 287 N/A

Sources: WPS 2005-06 Fall Student Report, WPS EEOC 2005 Staff Report.

RECOMMENDATION
Recommendation 3-4:

Intensify efforts to recruit qualified minority applicants for job openings.

Intensifying the recruitment of qualified minority populations for job openings in WPS wiill
result in a staff make-up that more accurately reflects the ethnic mix of the community it
serves. Minority teachers are important role models to both minority and majority
students growing up in an environment of diverse cultures and ethnicity. According to
academic research, minority students perform better academically when they are taught
by teachers who look like them. The absence or lack of role models for minority
students could result in educational deficiencies. The National Education Association
(NEA) believes multiracial teaching staffs are essential and supports efforts to increase
the proportion of minority educators in public schools. One initiative would be the
inclusion of historically black colleges and universities in on-campus recruiting
schedules. With respect to the growing number of Hispanic students, the school division
should continue efforts in recruiting and retaining teachers and administrators to address
the needs of LEP (Limited English Proficient) students.

While the division has had minimal problems in the recruiting of teachers over the past
few years, the Human Resources Department should develop a plan to guide the efforts
of staff in its recruitment activities. The plan should provide the necessary framework for
recruitment efforts and an evaluation of yearly activities.

FISCAL IMPACT

This recommendation will require a greater recruitment effort. Additional advertising in a
wider geographic area will be necessary, and more time will need to be spent cultivating
new contacts and sources of referral. The fiscal impact of such an expanded search
effort is estimated at $3,000 per year, which is a five-year cost to the school division of
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$15,000. These estimates include additional expenses related to regional travel,
brochures and hand-outs.

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

Intensify Efforts to Recruit
Qualified Minority Applicants | ($3,000) | ($3,000) | (3,000) | ($3,000) | ($3,000)
for Job Openings

FINDING

The Human Resources Department currently handles the fingerprinting and background
check process for new employees manually. The Human Resources Department is
responsible for maintaining an efficient employment process for Winchester Public
Schools. Notices of vacancies are posted on the WPS Web site and in local
newspapers. The Personnel Coordinator screens applications and then forwards those
approved to the appropriate department head or principal. After reviewing the
applications, the supervisor or administrator requests interviews with the applicants.
Once a decision is made for the position, the administrator advises the Human
Resources Department, and a formal offer of employment is mailed to the prospective
employee. After hiring, the Human Resource Department is responsible for new
employee orientation.

All potential employees of the Commonwealth of Virginia must submit to fingerprinting.
Currently, WPS Human Resources staff handles this process manually, consuming
valuable time. According to staff interviews, it can take up to four weeks to receive the
results after the fingerprints and paperwork are submitted. If the fingerprints are not
readable, the fingerprint process must be repeated. This situation consumes significant
staff time and causes lengthy delays in completing the hiring process. In March 2005,
the Human Resources Department expended $12,173.34 of its budget, in purchasing
the Cross Match Live Scan system, which will take the fingerprints automatically.

According to staff, this process has been implemented subsequent to the on-site review.
RECOMMENDATION

Recommendation 3-5:

Complete installation of the Cross Match fingerprint live scan system.

Used for Employee Background Checks, the Cross Match fingerprint live scan enables
WPS to fingerprint employees and submit records electronically to FBIl-approved
channeling agencies for determining wants, warrants, and previous arrest records. Cross
Match also offers outsourced fingerprinting services at hundreds of locations in the US.
Fingerprint results can sometimes be processed in as little as a few hours. The Cross
Match system should be installed and operational, enhancing the recruiting initiative of
the 2006 school year. The scan system will improve efficiency and timeliness in
receiving data for potential new hires in the division. The personnel proposed to operate
and maintain the fingerprint scan are the Benefits Clerk, Executive Secretary, and
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Personnel Coordinator. The implementation of this recommendation should be
completed by April of 2006.

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

WPS does not use an on-line exit survey to determine the reasons that staff leave the
division. Within the current school year, there have been 50 resignations, all of which
were voluntary. The resignations include 25 teachers, five teacher’'s assistants, three
speech pathologists, four coaching staff members, four custodial workers, four cafeteria
workers, a computer technician, a site director, a librarian, and one director of
instruction. Currently there are only six positions remaining open, and two of the
positions will not be filled.

In WPS, the Human Resources Department uses internal reports to track trends in staff
turnover and reasons for leaving the division. Data are collected from the following
reports: termination, professional staff vacancies, and termination reports, along with the
employment action log. The primary reasons noted were voluntary resignation,
termination, retirement, and filled another position within WPS. This does not provide the
division with sufficient information for developing its strategy for hiring and retaining
valuable teachers. The Human Resources Department must track and understand why
employees voluntarily leave their jobs, and identify the root causes of the retention
challenges it faces.

Exhibit 3-7 displays the teacher turnover rates over the past four years in WPS. As
indicated by this exhibit, WPS did not include information on teacher turnover by
ethnicity or gender until the 2003-04 school year.

EXHIBIT 3-7
TEACHER TURNOVER DATA
WINCHESTER PUBLIC SCHOOLS
2001-05 SCHOOL YEARS

YEAR | TOTAL # | RESIGN | RETIRE | GENDER | RACE | TEACHING STAFF | % TURNOVER
M F B W

04-05 45 32 13 11 34 0 45 315 14%

03-04 37 24 13 9 28 2 35 304 12%

02-03 30 23 7 NA 300 10%

01-02 24 16 8 NA 294 8%

00-01 27 19 8 NA 293 9%

Source: WPS Human Resources Department, Teacher-turnovers 05 Report, 2005.

Typically, human resources managers and administrators in school divisions propose
that rewards and incentives are the answers to improving teacher retention. While the
intentions of these officials are good, the ideas are generally based on guesswork, since
many good teachers enter the field for reasons other than money.
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In an effort to better identify reasons for employee turnover and to improve teacher
retention, the WPS Human Resources Department encourages employees to complete
an exit interview prior to leaving the school division. The reliability and usefulness of an
exit interview is strongly affected by the skills of the interviewer and/or the design of the
guestionnaire if completed at will. Unfortunately, employees are not always willing to
share their thoughts and opinions. Employees may be reluctant to make negative
comments about administrators or former supervisors if they fear future job opportunities
could be affected by past employers. One solution is to develop an on-line self-service
exit interview system.

RECOMMENDATION
Recommendation 3-6:

Develop an internal, on-line exit survey designed to provide Winchester Public
Schools with a comprehensive evaluation of all the reasons why teachers and
employees are leaving the school division.

One way to solve retention issues is to go directly to the source to find out why
employees leave, where they see problems, and where they see successes. The exit
survey should identify reasons for employee turnover and measure the success of the
school division’s retention initiatives. The need for school administrators to support
retention initiatives is essential to ensure quality education for all students.

FISCAL IMPACT

This recommendation can be completed with existing resources.

3.4 Classification, Compensation, and Job Descriptions

To attract and retain competent and highly qualified personnel, a school division must
offer competitive salaries and benefits. Effective salary administration ensures fair and
equitable treatment for all employees and enables school division employees to
understand how their salaries are determined.

Total compensation is a combination of base pay, incentives (bonus program and
recognition awards), stock, and benefits. WPS offers a comprehensive benefits package
to its employees. The school division pays a portion of the medical and dental coverage
options. For example, WPS pays $350 of the $410 premium for medical and dental
insurance for employees only.

WPS also offers other benefits. There is a Flexible Benefit Plan in which employees can
participate, and there are life insurance options and long-term disability insurance that
employees can purchase. A Tuition Assistance Program is offered to any WPS
employee who is going to enroll in a course that is directly related to his or her position
or will satisfy requirements for certification or recertification of a teacher’s assignment or
advancement toward a professional degree.

Exhibit 3-8 shows a comparison of peer divisions. WPS rates slightly higher than peer
divisions in share costs for health insurance coverage.
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EXHIBIT 3-8
HEALTH INSURANCE COVERAGE — SCHOOL DIVISION SHARE COSTS
WINCHESTER PUBLIC SCHOOLS

2004-2005
EMPLOYEE EMPLOYEE EMPLOYEE
SCHOOL DIVISION ONLY AND CHILD AND SPOUSE | FAMILY
Winchester $4,347 $6,219 $9,927 $9,927
Fredricksburg $4,728 $8,748 $8,748 | $12,768
Charlottesville $4,104 $6,156 $8,209 | $11,287
Manassas $5,327 $9,429 $11,187 | $15,981
Manassas Park $4,105 $7,800 $7,800 | $12,398
Salem $4,128 $6,228 $10,020 | $10,020
Virginia Averages $4,251 $6,949 $8,499 | $11,204
Source: VEA Research Services, Health Insurance Coverage — School Division Share Costs,
2004-05

When WPS administrators, principals, and teachers were asked about salary levels in
the MGT survey, the overall results were not favorable. As shown in Exhibit 3-9, 80
percent of administrators, 45 percent of principals, and 36 percent of teachers agree or
strongly agree that WPS salary levels are competitive. With regard to the salary level
being adequate for the level of work and experience, 80 percent of the administrators
and 45 percent of the principals agree or strongly agree that the level is adequate, but
only 22 percent of the teachers agree or strongly agree with this statement.

EXHIBIT 3-9
SURVEY RESPONSES
WITHIN WINCHESTER PUBLIC SCHOOLS

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

JOB SATISFACTION ADMINISTRATORS PRINCIPALS TEACHERS

1. Salary levels in Winchester Public 80/0 45/36 36/43
Schools are competitive.

5. My salary level is adequate for my 80/20 45/27 22/56

level of work and experience.

Source: Created by MGT of America, WPS Survey Results, 2005.

Winchester Public Schools is provided with data from the Virginia Education Association
(VEA) Research Service annual surveys, which allows the division to determine if WPS
salaries are competitive with those of similar school divisions. WPS produces an annual
report of salary comparisons with peer and neighboring Virginia school divisions.

Exhibit 3-10 shows a comparison of peer division minimum and maximum base salaries

for teachers. Winchester Public Schools salaries are slightly below the other school
divisions, with the exception of Salem.
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EXHIBIT 3-10
WINCHESTER PUBLIC SCHOOLS
BENCHMARK TEACHER SALARIES BY LOCALITY
2004-05 SCHOOL YEAR

SCHOOL DIVISION | MINIMUM | 5 YEARS | 10 YEARS | 15 YEARS | 20 YEARS
Winchester $33,500 $37,589 $39,506 $41,479 $44,721
Fredricksburg $34,500 $36,750 $39,250 $41,250 $47,825
Charlottesville $35,000 $36,599 $39,427 $42,474 $45,757
Manassas 37,701 43,244 50,829 59,622 69,815
Manassas Park 36,140 42,387 49,139 56,415 64,579
Salem 35,325 35,985 37,800 40,720 45,050

Source: VEA Research Services, 2004-05 Salary Schedules for Teachers: Volume |
Benchmarks and Rankings.

A job description needs to clearly describe the employee’s current duties and
performance expectations. It is important that each position description be specific,
clearly defining the job function, required skills, deadlines, and goals, and delineating
expectations for the employee’s relations with peers and customers.

FINDING

Job descriptions provided by WPS show over 25 inconsistencies. MGT consultants
found job titles in the electronic database that did not have supporting hard-copy job
descriptions, and job descriptions not associated with employees or job titles in the
electronic database.

A job classification system is an essential element in the effective administration of a
school division and a fundamental management tool for determining job descriptions,
position standards, and equitable compensation plans. A job classification system helps
provide a fair, equitable, and accountable appraisal system to improve employees’
performance and gives direction for employees’ professional growth. It also guides
administrative decisions regarding employee retention.

Job descriptions provide WPS with a summary of the qualifications and requirements
necessary for over 600 jobs. They also provide employees with information on their
specific duties and responsibilities and serve as a basis for annual performance
evaluations. Further, job descriptions are increasingly used to defend workers’
compensation and civil lawsuits, and commonly used for advertising to fill an open
position.

The WPS Human Resources Department undertakes the preparation, revision, and
maintenance of job descriptions for all positions within the division. WPS job descriptions
are formatted to include:

job title;

supetrvisor;

FLSA status;

preparation date;

summary of job duties;
essential duties;
supervisory responsibilities;
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gualifications;

education and experience;
work environment; and
evaluation standards.

A review of the job descriptions and salary schedule revealed that the job description for
teachers is generic, and that only one job description is provided for the bus driver and
bus driver aide positions. For example, Special Education, ESL, Vocational, and Regular
teachers are grouped under one job title, without educational or special requirements for
the position. MGT consultants also found inconsistency in the formatting, such as
different fonts, headings, and the same job description for multiple titles. Several staff
members interviewed had not seen their job description or felt the descriptions were
outdated for their current responsibilities.

RECOMMENDATION
Recommendation 3-7:

Develop job descriptions for each position in the school division using a
standardized format that is reviewed and updated every three years.

Job descriptions, as a management tool, can greatly simplify an organization's human
resource management. The job descriptions should clarify work functions and ensure
that employees understand their jobs. A well-written job description can also aid in
maintaining a consistent salary structure, as in many cases performance evaluations are
based on job descriptions. WPS may consider conducting a job analysis, reviewing the
functions and responsibilities each position, and ensuring that job descriptions are
worded in such a manner that employees’ performance can be measured.

This recommendation should be implemented no later than July 2006.
FISCAL IMPACT

This recommendation can be implemented with existing resources.

3.5 Teacher Certification and Professional Development

To maintain a competent and quality workforce, school divisions must ensure that
certain educational components are in place. These components include appropriate
licensing of professional staff, a fair and equitable appraisal system for all employees,
and a comprehensive professional development program tied to the mission and goals
of the school division. Teachers must have sufficient time if they are going to acquire
and, in turn, deliver to the classroom the knowledge and skills necessary to effectively
and completely integrate technology into their curriculum.

In June 1995, the Virginia School Board adopted the new Standards of Learning (SOL),

which set targets and expectations for what teachers should be teaching and what
students should be learning. With these new guidelines, it was necessary to institute
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personnel licensure regulations aligned with SOL in order to maintain high standards of
professional competence.

Teachers in the Commonwealth of Virginia are licensed with the Virginia Department of
Education (VDOE). The department issues seven types of licenses for school personnel,
as follows:

Collegiate Professional;

Postgraduate Professional;

Technical Professional;

Provisional License;

Special Educational Conditional;

Pupil Personnel Services License; and
Divisional Superintendent.

Licenses are effective from July 1 of the school year in which the application for a
license is made. The Collegiate Professional License, Postgraduate Professional
License, Technical Professional License, Pupil Personnel Services License, and
Divisional Superintendent License are valid for five years and may be renewed prior to
the end of the fifth school year. To renew a license, 180 professional development points
must be completed; they may be earned from any of a variety of activities outlined in 8
VAC 20-21-100 (e.g., college credit, professional conference, peer observations,
educational travel, curriculum development, or publication of an article or book).

In WPS, the Assistant Superintendent, supported by the Personnel Coordinator and
Benefits Clerk manage teacher licensure and renewal. The coordinators share
responsibility for ensuring all newly hired teachers are licensed or are taking the
necessary steps toward licensure, keeping the Assistant Superintendent and Director of
Instruction informed. The coordinators also act as advisors to teachers in choosing
courses to satisfy the licensure renewal or add-on requirements and disseminate
information to teachers from VDOE regarding licensure changes. Data are recorded and
maintained in an Excel spreadsheet.

FINDING

While staff development is part of WPS focus, staff did not feel that there were sufficient
staff development opportunities for all classifications of staff. Steps should be taken to
challenge traditional beliefs about staff development and what it should be and do. Staff
development should be coordinated throughout WPS, aligned to the goals of the
division, and periodically assessed to measure outcomes.

One key factor in employee motivation and retention is the opportunity to continue to
grow and expand job and career development skills. In WPS, a staff development team
of lead teachers, administrators and department heads was established to focus and
guide continuing educational development in the school division. The team meets twice
a year, evaluating staff development goals, and making revisions as needed. School
based teams at the elementary and secondary level meet throughout the school year,
informing the Director of Instruction of staff development needs specific to their individual
schools.
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WPS staff development opportunities during the 2004-2005 and 2005-2006 school years
appear to meet the needs of its teachers and administrators. The course offerings were
tailored to instruction, technology, and special education professionals, with few courses
for classified and paraprofessional staff. One group of classified employees stated that
annual health and safety training were the only staff development opportunities available
to them, and a group of paraprofessionals indicated staff development opportunities
were limited.

As shown in Exhibit 3-11, WPS administrators and principals are generally more positive
regarding the staff development opportunities in the division than are teachers.

EXHIBIT 3-11
SURVEY RESPONSES
WITHIN WINCHESTER PUBLIC SCHOOLS

WPS WPS WPS
ADMINISTRATORS PRINCIPALS TEACHERS
The school division provides adequate 84/17 63/18 71/16
technology-related staff development.
Staff development opportunities provided 100/0 100/0 61/38

by Winchester Public Schools for teachers.

Staff development opportunities provided
by Winchester Public Schools for school 80/20 7227 21/10
administrators.

Source: Created by MGT of America, WPS Survey Results, 2005.
'Percent responding Good or Excellent / Percent responding Fair or Poor.

RECOMMENDATION
Recommendation 3-8:

Direct a wider range of training activities to increase staff development for
classified, administrative, and paraprofessional staff.

¢ The Staff Development Team should continue to encourage and support staff
members in all classifications, to participate in training opportunities specific to
their current jobs, along with courses to improve or secure overall skills and
knowledge. By encouraging staff members to submit their own staff development
goals to school administrators and department heads provides the team with
additional planning objectives. The team should develop procedures for tracking
staff development activities and monitoring evidence of improvement as result of
training. Career development courses might include:

Playground Safety Training — Provides training and awareness for individuals involved
with children during recess and school breaks. Such courses give insight on examining
the playground for possible safety hazards. Knowledgeable supervision on the
playground can help ensure safety and reduce accidents. According to the National
Program for Playground Safety, the majority of injuries to children ages 5-14 years
happening in school environments occur on playgrounds, and more than 40 percent of

MGT of America, Inc. Page 3-23



Personnel and Human Resources Management

these injuries are related to inadequate supervision. Approximately nine to 17 children
die each year in playground equipment-related accidents—47 percent by strangulation
and 31 percent by falls. Public playground injuries account for approximately 70 percent
of all injuries. The leading contributing factor in injuries is falls to surface.

School Nutrition Training — Provides training for school nutrition professionals to build
accountable, healthy school nutrition environments that promote students’ nutritional
well-being and academic achievement.

Forklift Training - Provides a wide range of techniques for training forklift operators
and, once implemented, will assure that WPS is in compliance with Federal and State
OSHA requirements.

Additional professional development subject matter should include:

child abuse prevention;
conflict resolution techniques;
working with difficult people;
diversity training; and
negotiation skills for recruiting.

The staff development team should be established immediately to implement this
recommendation by the beginning of the 2006-07 school year.

FISCAL IMPACT

This recommendation can be implemented with existing resources.
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This chapter provides a summary of financial management functions in Winchester
Public Schools (WPS). The four sections of this chapter are:

4.1  Financial Operations
4.2  Budgeting

4.3  Capital Construction
4.4  Student Activity Funds

Effective financial planning and management are necessary to make the most of the
limited resources to support student achievement. Maximizing resources requires that
WPS accurately report all revenues and disbursements to local taxpayers and state and
federal agencies. The ability to perform these tasks affects WPS relationships with
employees, vendors, funding agencies, and the local community.

Effective financial management involves allocating resources based on a division’s
established priorities, controlling the use of resources for intended purposes, and
providing timely information accounting for its resources. WPS is responsible for
elementary and secondary education within the City of Winchester.

The voters of the city elect council members who appoint a school board to govern the
school division. The City Council approves an annual budget for the division. An annual
independent audit is performed on the division’s accounting records as part of the audit
of the City of Winchester's Comprehensive Annual Financial Report. The division’s
financial activity is shown as a discrete component unit in the city’s annual report.

The city issues and pays all long-term debt obligations of the division. The city also
provides an integrated financial system for use by WPS that has components for
accounting, purchasing, accounts payable, payroll, and human resource management.

Financial reporting of the division’s student activity funds is separate from those reported
in the City of Winchester's Comprehensive Annual Financial Report. A separate
independent audit is performed on the activity funds.

CHAPTER SUMMARY

A review of audit reports for fiscal years 2001 through 2004 show that the City of
Winchester’s accounting records, which include operations for Winchester City Schools,
were fairly presented and free of material misstatement. However, throughout this
period, the auditors made recommendations for improving internal controls for both the
city and the school division. Exhibit 4-1 below presents a summary of the comments and
recommendations the auditors made in regards to accounting for school division
operations, and whether these issues were resolved by the next fiscal year.
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EXHIBIT 4-1
WINCHESTER CITY SCHOOLS
AUDIT COMMENTS 2001 THROUGH 2004

FISCAL
YEAR
ENDING: AUDITOR COMMENT/RECOMMENDATION STATUS
2001 None N/A
2002 Payroll accounts should be reconciled to W-2 and Corrected
Federal 941 tax reports
2003 None N/A
2004 Fixed asset should be reconciled to general ledger Corrected
accounts

Source: External audit reports for the years noted.

Although the City of Winchester had issues that remained unresolved from year to year,
including unrecognized arbitrage rebate liability related to unexpended bond proceeds
and reconciliation problems with its utility billing system, the two issues and audit
recommendations made for the school division in fiscal years 2002 and 2004 were both
correct in a timely manner.

The WPS Finance Department collects and analyzes the information, then provides the
data to division decision makers in a timely manner. The Director and the department’s
three full-time and two part-time employees are qualified and understand the division’s
policies and procedures. Adequate separation of duties exists to provide internal
controls.

Per pupil operating expenditures for a regular day school is $264 above the peer school
division average. WPS has more teachers, technology instructors, teacher aides, and
guidance counselors/librarians per 1,000 students than the peer school division average.
Data provided by the Virginia Department of Education and from staff surveys indicate
that salaries are below the peer school division average.

Student activity funds management is adequate. Each school maintains accounting
records that are audited annually by an independent auditor who issues management
letters to principals about any questionable transactions. Oversight by the division is
adequate but principals need to consistently apply WPS policies and procedures to
student activity funds.

Providing insurance to employees through the division’s self-insurance program is
becoming more and more costly, with employees electing out of the program. An
analysis to determine if a more cost-effective system can be provided would benefit both
the division and its employees.

4.1 Financial Operations

WPS financial managers collect and analyze information, then provide the data to
division decision makers, including school board members, central office administrators,
department supervisors, and school administrators. Successful financial operations
require qualified personnel with an adequate separation of duties; an accounting system
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that provides timely and useful information on which to base operating decisions; and
comprehensive policies and procedures that ensure proper management of the
division’s fiscal resources

School divisions require accurate and detailed payroll accounting to ensure that
employees receive correct and timely payment for their services. Vendors providing
goods and services expect payments on time and for the correct amount.

An organization chart for the WPS Finance Department is presented in Exhibit 4-2. A
director, three full-time staff, and two part-time staff comprise the department.

The Finance Department of Winchester Public Schools provides internal controls and
accounting operations backup. Completion of accounting transactions requires at least
two staff members. Staff assignments of primary responsibility for an accounting activity
are clear, and each individual has secondary responsibilities for backup. The staff is
knowledgeable and well trained to provide an efficient and effective financial operation.

The school division processes financial transactions and maintains financial records on
the same financial system as the City of Winchester. WPS cost for use of the system
during the 2004 fiscal year was $40,000. The system provides the school division with
adequate financial information at a very affordable cost. Use of the same system as the
city minimizes the cost of the independent audit.

EXHIBIT 4-2
WINCHESTER PUBLIC SCHOOLS
FINANCE DEPARTMENT ORGANIZATIONAL CHART

Director Finance

1)

Secretary

(-5

Senior Accountant Accountant Payable Payroll Clerk 1 Benefits Clerk Il
1) Clerk Il 1) (.5)
)

Source: Winchester Public Schools, Finance Department, 2005.

The financial system for Winchester Public Schools provides an encumbrance
accounting general ledger system with integrated purchasing and an interface to the
payroll module. Budget to actual comparison reports are available with supporting detail.
The ability to download accounting information into spreadsheets for additional analysis
exists. Ad hoc query capabilities are also available, with the ability to download into
spreadsheet software.

WPS also uses modules of its financial management system to process accounts
receivable transactions and to maintain fixed assets records. The district uses an Excel
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spreadsheet process to reconcile the fixed asset files to the General Ledger. This
approach provides a cost-effective solution given the limited volume of data.

Peer division comparisons to assess financial operations are a valuable approach to
gaining an understanding of a division’s financial operations. The Virginia Department of
Education collects information from all school divisions in the state. Peer divisions
selected for comparison to WPS are Fredericksburg City, Charlottesville City, Manassas
Park City, Manassas City, and Salem City. Exhibit 4-3 presents pertinent data for WPS
and the peer divisions as reported by the Virginia Department of Education.

Exhibit 4-4 provides a comparison of student enroliment and the number of schools for
WPS and the peer school divisions as reported by the Virginia Department of Education.

This chart provides a reference indexes to aid in comparing peer school divisions. Two
indexes have been added to the basic information provided for the divisions selected as
peers. A student population index based on the average student population of the peer
division and a school site index based on the average number of school buildings in
each peer division. The WPS student population is about the peer school division
average and the number of schools is at the average. The peer school division of
Manassas Park City has about a third the number of students as WPS, while Manassas
City is about twice as large. Manassas, with the largest student population, has one
more school than WPS.

EXHIBIT 4-3
WINCHESTER PUBLIC SCHOOLS
PEER DIVISION COMPARISONS
2004 FISCAL YEAR

STUDENT
POPULATION
TOTAL PER 1,000 PERCENT TOTAL
CLUSTER STUDENT GENERAL ECONOMICALLY |[NUMBER OF
SCHOOL DIVISION IDENTIFICATION | POPULATION | POPULATION | DISADVANTAGED| SCHOOLS
Winchester 6 3,564 156 42.00% 6
Manassas Park 6 2,374 232 31.30% 4
Manassas 6 6,761 192 23.30% 7
Salem 6 3,944 159 20.30% 6
Fredericksburg 6 2,473 128 48.20% 4
Charlottesville 6 4,388 97 48.10% 10
Peer Division Average 6 3,894 162 35.53% 6

Sources: Virginia Department of Education Website, 2005 and United States Census Bureau, 2000 Census Data.
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EXHIBIT 4-4
WINCHESTER PUBLIC SCHOOLS
PEER DIVISIONS SCHOOL INDEX COMPARISONS
2004 FISCAL YEAR

TOTAL
TOTAL NUMBER
STUDENT OF
SCHOOL DIVISION POPULATION [ SCHOOLS | SCHOOL INDEX
Winchester 3,564 6 103.33%
Manassas Park 2,374 4 64.52%
Manassas 6,761 7 112.90%
Salem 3,944 6 96.77%
Fredericksburg 2,473 4 64.52%
Charlottesville 4,388 10 161.29%
Peer Division Average 3,894 6 100.00%

Source: Virginia Department of Education Website, 2005.

The Commonwealth of Virginia uses a local composite index to distribute state aid. The
local composite index is an indicator or a locality’s ability to pay for public education. It is
derived from local true values of real estate and public service corporation property
values, adjusted gross income, and local retail sales per local average daily membership
and population, weighted against the same values on a statewide basis. The higher a
locality’s local composite index is, the more able it is to fund public education. Exhibit 4-5
shows a comparison of the WPS local composite index to that of the peer divisions.

EXHIBIT 4-5
WINCHESTER PUBLIC SCHOOLS PEER DIVISIONS COMPARISON
LOCAL COMPOSITE INDEX

SCHOOL DIVISIONS 2002-04 2004-06
Winchester .5587 5473
Fredericksburg .7011 .7005
Charlottesville 5710 6111
Manassas Park .4109 4254
Salem 4166 .3905
Manassas .3200 .3661
Peer Division Average 4839 4987

Source: Virginia Department of Education Web site, 2005.

The division’s expenditures for the 2004 fiscal year are compared to the peer school
division average in Exhibit 4-6.
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EXHIBIT 4-6

WINCHESTER PUBLIC SCHOOLS PEER DIVISION AVERAGES
DISBURSEMENTS BY CATEGORY
2004 FISCAL YEAR

PEER SCHOOL DIVISIONS

WPS AVERAGE
End-of-Year ADM for Determining Cost Per Pupil $3,564 $3,894
Percent of Total Percent of Total
DISBURSEMENT CATEGORY Disbursement | Disbursements | Disbursement| Disbursements

Administration $1,146,521 2.76% $1,566,927 3.55%
Instruction $26,263,067 63.33% $27,490,138 62.27%
Attendance and Health Services $571,988 1.38% $582,880 1.32%
Pupil Transportation Services $1,074,338 2.59% $1,414,143 3.20%
Operation and Maintenance Services $3,467,411 8.36% $3,449,551 7.81%
Total Cost of Operation Regular School Day $32,523,325 78.43% $34,503,639 78.16%
Per Pupil Expenditure $9,125 $8,861

School Food Services $1,295,705 3.12% $1,227,003 2.78%
Summer School $229,445 0.55% $178,379 0.40%
Adult Education $19,810 0.05% $88,616 0.20%
Other Educational Programs $743,293 1.79% $886,146 2.01%
Facilities $4,917,324 11.86% $4,142,209 9.38%
Debt Service and Transfers $113,091 0.27% $1,804,630 4.09%
Technology $1,627,522 3.92% $1,285,515 2.91%
Contigency Reserve $0 0.00% $29,197 0.07%
Total Disbursements $41,469,515 100.00% $44,145,334 100.00%
Total Year End Balances $4,770,668 11.50% $13,320,951 30.18%
Total Disbursements and Balances $46,240,183 111.50% $57,466,285 130.18%

Sources: 2004 Superintendent’'s Annual Report for Virginia; Virginia Department of Education Web site, 2005.

The total disbursements for Winchester Public Schools are approximately $2.6 million less
than the peer school division average. Debt service and transfers account for $1.6 million of

this difference. The City of Winchester records WPS debt service on the city’s books and
reduces the funds the city transfers to the division. In Fiscal Year 2004, the city paid $2.2

million in principal and interest on behalf of the division. If WPS’s debt service costs were

included, total disbursements for WPS and the peer school division average would be within

approximately $500,000, or 1 percent.

Exhibit 4-7 compares the number of WPS and peer division administrative, attendance, and

health staff for the 2004 fiscal year.
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EXHIBIT 4-7
WINCHESTER PUBLIC SCHOOLS PEER DIVISION COMPARISON
ADMINISTRATIVE, ATTENDANCE, AND HEALTH STAFF
2004 FISCAL YEAR

ADMINISTRATION, ATTENDANCE AND HEALTH
TECHNICAL AND OTHER
SCHOOL DIVISIONS ADMINISTRATIVE CLERICAL PROFESSIONAL

Winchester 12.50 6.70 11.20
Fredericksburg 7.00 11.50 12.00
Charlottesville 13.00 11.20 17.40
Manassas Park 8.00 8.30 2.00
Manassas 11.90 14.70 13.50
Salem 9.00 4.00 10.10
Peer Division Average 9.78 9.94 11.00

Source: Virginia Department of Education Web site, 2005.

WPS total administrative, attendance, and health cost are $431,298 less than the peer
school division average. Staff of 30.4 for WPS is below the peer school division average
of 30.72. WPS has more administrators and fewer technical and clerical staff than the
peer school division average.

A comparison of WPS and peer division instructional staff per 1,000 students for 2003-
2004 is shown in Exhibit 4-8.

Total instructional staff per 1,000 students for WPS exceeds the peer school division
average by 12. The higher ratio per 1,000 students translates to an additional 14
teachers, one technology instructor, 21 teacher aides, and two counselors/librarians
overall. Even with additional staff, the WPS cost is $1,227,071 less than the peer school
division average. Lower salaries paid by WPS result in lower cost.

Source of funding comparisons for WPS and the peer school divisions are presented in
Exhibit 4-9.
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EXHIBIT 4-8

WINCHESTER PUBLIC SCHOOLS PEER SCHOOL DIVISION COMPARISON
INSTRUCTIONAL STAFF PER 1,000 STUDENTS
2004 FISCAL YEAR

PRINCIPALS/ GUIDANCE
ASSISTANT TECHNOLOGY | TEACHER | COUNSELORS/
STUDENTS PRINCIPALS | TEACHERS | INSTRUCTORS | AIDES PER | LIBRARIANS
AVERAGE DAILY | PER 1,000 PER 1,000 PER 1,000 1,000 PER 1,000
SCHOOL DIVISIONS MEMBERSHIP STUDENTS | STUDENTS | STUDENTS | STUDENTS STUDENTS
Winchester 3,529 3.31 86.37 1.13 22.78 5.47
Fredericksburg 2,370 3.48 88.38 0 18.77 4.32
Charlottesville 4,180 4.33 98.00 0 27.73 6.22
Manassas Park 2,180 3.67 79.39 2.29 5.89 5.05
Manassas 6,591 2.88 73.24 0.15 10.54 4.02
Salem 3,886 3.35 72.48 1.39 15.63 4.76
Peer Division Average 3,841 3.54 82.30 0.77 15.71 4.87
Source: Virginia Department of Education Web site, 2005.
EXHIBIT 4-9
WINCHESTER PUBLIC SCHOOLS PEER DIVISION COMPARISON
REVENUES BY FUND SOURCE
2004 FISCAL YEAR
LOANS,
SALES AND STATE FEDERAL | LOCAL | OTHER | BONDS,
SCHOOL DIVISIONS USE TAX FUNDS FUNDS FUNDS | FUNDS ETC.
Winchester 5.87% 21.14% 5.99% 50.49% 3.21% 13.30%
Charlottesville 7.47% 23.18% 9.35% 55.70% 4.29% 0.01%
Manassas 7.02% 29.38% 3.63% 54.96% 2.45% 2.56%
Salem 5.93% 23.08% 3.72% 39.19% 3.10% 24.99%
Manassas Park 5.21% 31.21% 3.79% 38.21% 2.04% 19.54%
Fredericksburg 2.07% 5.69% 6.04% 19.56% 0.76% 65.89%
Peer Division Average 5.54% 22.51% 5.31% 41.52% 2.53% 22.60%

Source: Virginia Department of Education Web site, 2005.

Exhibit 4-10 presents a comparison of WPS'’s source of funds to the peer school division
average for the 2004 fiscal year.

WPS maintains a number of funds to account for transactions of various operations of
the school division. Exhibit 4-11 presents a summary of WPS fund balances at the
beginning and end of the 2004 fiscal year.
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EXHIBIT 4-10
WINCHESTER PUBLIC SCHOOLS PEER DIVISION COMPARISON

RECEIPTS BY FUND SOURCE
2004 FISCAL YEAR

PEER SCHOOL

WPS DIVISIONS AVERAGE
% of Total % of Total
SOURCE OF FUNDS $ Receipts $ Receipts
Sales and Use Tax 2,497,483 5.87% 1,623,481 5.54%
State Funds 8,995,179 21.14% 6,276,843 22.51%
Federal Funds 2,548,323 5.99% 1,649,565 5.30%
Local Funds 21,485,334 50.49% 12,382,535 41.53%
Other Funds 1,365,842 3.21% 728,495 2.53%
Loans, Bonds, etc. 5,659,009 13.30% 7,656,164 22.60%
Total Receipts 42,551,170] 100.00% | 30,317,084] 100.00%
Ezznces atBeginning of | 5 509 012 8.67% | 1,608,631 5.02%
Total Receipts and
Balances 46,240,182 108.67% 31,925,715 105.02%

Sources: 2004 Superintendent’s Annual Report for Virginia; Virginia Department of Education

Web site, 2005.

EXHIBIT 4-11
WPS FUND BALANCE SUMMARY
2004 FISCAL YEAR

2004
BEGINNING FUND 2004 ENDING
FUND CATEGORY BALANCE FUND BALANCE

School Operating - -
Federal Grants - -
Food Services $219,272 $180,543
Textbook Fund $280,695 $362,898
Insurance $496,881 $728,217
Facilities Management $99,450 $139,450
Trust $596,411 $867,667
Capital Improvement Fund $2,089,938 $2,042,019
Capital Construction $1,517,504 $2,626,304

Source: WPS 2004 Annual Financial Report.

The balance in the Textbook Fund is already committed for the purchase of Math,
Foreign Language, and English/Language Arts textbooks.

An appropriation to the Capital Construction and Capital Improvement Fund Balances
occurred in fiscal 2005.

Winchester Public Schools does not have a board policy for its Insurance Fund Reserve.
An adequate reserve is necessary to ensure that the division has the funds available to
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pay costs associated with its self-insured employee health insurance program in a timely
manner without adversely affecting educational processes.

The Insurance Fund Reserve Balance as of June 30, 2004 was $728,217. One funding
requirement of this balance is a budget appropriation of the current year risk exposure of
$300,000. After reducing the fund balance for this appropriation in order to fund the
maximum health insurance costs, a reserve for unanticipated costs of $428,217 or 12
percent of current year maximum exposure remains.

School divisions that operate a self-insurance program in an effective manner establish
a fund balance policy. A program’s fund balance policy provides guidance when making
operating decisions concerning contribution rates from employees and the division’s
participation in the program. The policy establishes appropriate uses of the fund balance
and a minimum undesignated fund balance that must be maintained.

RECOMMENDATION
Recommendation 4-1:
Review the adequacy of the Insurance Fund reserve and establish a Board policy.

Managing self-funded health insurance is like running an insurance company. Adequate
reserves are required for solvency and to ensure that expenses can be paid in a timely
manner with adversely impacting the education process. A fund balance policy should
provide guidance on the uses of available reserves and a minimum undesignated fund
balance to buffer the program against unanticipated cost defined.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

Average teacher and principal salaries at WPS are lower than salaries for similar
positions at peer school divisions. The school division has not conducted a labor market
survey to determine if salaries paid to WPS teachers and principals are competitive with
surrounding or peer divisions.

A comparison of WPS instructional salaries to the peer school division average is
presented in Exhibit 4-12.

A teachers survey conducted by MGT indicates that over 36 percent of teachers agree
that salaries paid by WPS are not competitive. Also, 56 percent of teachers and 27
percent of principals agree that salaries paid by WPS are not competitive for work and
level of experience.
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EXHIBIT 4-12
WINCHESTER PUBLIC SCHOOLS PEER DIVISION COMPARISON
INSTRUCTIONAL SALARIES
FISCAL YEAR 2004

PEER SCHOOL | DIFFERENCE | PERCENTAGE
DIVISIONS (WPS minus [(WPS divided by

WPS AVERAGE PSDA) PSDA)
Principal Positions Elementary 5.67 4.27 1.40 133%
Average Annual Salary $70,784 $79,780 ($8,996) 89%
Principal Positions Secondary 2.33 1.53 0.80 152%
Average Annual Salary $74,391 $91,162 ($16,771) 82%
Total Principal Positions 8.00 5.80 2.20 138%
Average Annual Salary $71,834 $82,959 ($11,125) 87%
Assistant Principal Positions Elementary 1.11 3.51 (2.40) 32%
Average Annual Salary $63,530 $63,239 $291 100%
Assistant Principal Positions Secondary 3.00 3.87 (0.87) 78%
Average Annual Salary $65,010 $71,635 ($6,625) 91%
Total Assistant Principal Positions 411 7.38 (3.27) 56%
Average Annual Salary $64,610 $67,209 ($2,599) 96%
Elementary Teaching Positions 188.67 195.48 (6.81) 97%
Average Annual Salary $41,018 $43,608 ($2,590) 94%
Secondary Teaching Positions 129.78 133.48 (3.70) 97%
Average Annual Salary $44,318 $44,666 ($348) 99%
All Teaching Positions 318.45 328.96 (10.51) 97%
Average Annual Salary $42,363 $44,065 ($1,702) 96%
All Instructional Positions 330.56 342.14 (11.58) 97%
Average Annual Salary $43,353 $45,220 ($1,867) 96%
Teacher Aides Positions 80.50 63.10 17.40 128%
Average Annual Salary $12,713 $16,697 ($3,984) 76%
District Wide Instructional Positions 18.55 9.15 9.40 203%
Average Annual Salary $30,178 $42,068 ($11,890) 72%

Source: Virginia Department of Education Web site, 2005.

School divisions effectively recruit, retain, and reward high-performing employees based
on salaries. Competitive salaries attract the best and brightest individuals. Efficient
school divisions define a geographic labor market and survey the market to determine
the prevailing wage.

RECOMMENDATION
Recommendation 4-2:

Conduct a labor market survey with assistance from Human Resources to
determine competitive salaries and benefits for Winchester Public School
teachers and principals.

A labor market survey for school division instructional staff will provide Winchester Public
Schools with the information needed to ensure that compensation paid is competitive
with surrounding school divisions. Compensating instructional staff at competitive rates
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will help ensure that quality staff are retained by Winchester Public Schools and not lost
to competing school divisions.

FISCAL IMPACT

This recommendation requires that a consultant be retained by the division to perform a
labor market survey and identify any needed changes in compensation to ensure that
instructional staff are compensated at a competitive rate. The cost to retain a consultant
is approximately $25,000.

Recommendation 2005-06 2006-07 2007-08 2008-09 2009-10

Conduct a Labor
Market Survey ($25,000) $0 $0 $0 $0

FINDING

Surveys of customers of WPS’s financial operations are not conducted to determine
which processes are being performed adequately and which may need to be improved.
Assessing the quality and support provided by financial operations requires more
information than that provided by the annual financial audit, which focuses primarily on
the accuracy of financial data.

Although the majority of respondents to surveys conducted by MGT say most financial
functions are adequate or outstanding, a high percentage reports that improvements or
major improvements are needed. Survey results for financial business processes are
shown in Exhibit 4-13.

EXHIBIT 4-13
WINCHESTER PUBLIC SCHOOLS FINANCIAL BUSINESS PROCESSES
SURVEY RESPONSES

(PERCENT NEEDS SOME IMPROVEMENT + NEEDS MAJOR
IMPROVEMENT) /
(PERCENT ADEQUATE + OUTSTANDING)

PROGRAM FUNCTION ADMINISTRATORS PRINCIPALS TEACHERS
Budgeting 0/100 9/82 28/45
Strategic planning 60/40 55/45 37/34
Financial management and accounting 0/100 18/82 11/45
Purchasing 40/60 18/73 13/43

Risk management 40/20 18/45 10/41
Administrative technology 20/80 18/82 8/35

Source: MGT, 2005.

Before improvements can be made in an efficient and effective manner, those areas that
need improvement must be identified by the people that are impacted by the processes.
Many school divisions use customer surveys to identify areas needing improvement.
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RECOMMENDATION
Recommendation 4-3:

Survey a representative number of Winchester Public School administrators,
teachers, employees, and vendors annually to collect feedback concerning the
effectiveness of financial operations.

Administrative practices tend to improve when surveys are provided to customers.
Surveys should be evaluated and analyzed by school division administrators to
determine where changes are needed to improve services.

FISCAL IMPACT

This recommendation can be implemented with existing resources using technology and
financial staff.

4.2 Budgeting

A school division’s budget is the management tool that controls its financial resources.
The budget includes forecasts for anticipated revenues and expenditures for a particular
fiscal year. A comparison of budgeted and actual revenues and expenditures is normally
prepared monthly to determine if activities are proceeding as planned or if corrective
actions are required.

Winchester Public Schools prepares a two-year budget every year that the School Board
presents to the City of Winchester for approval. Year one of the budget is for the next
fiscal year, while year two contains estimates that will change as additional information
becomes available. Exhibit 4-14 shows the division budget calendar for the 2006-2007
budget.

Exhibit 4-15 presents a summary of WPS revenues that includes actual amounts
received for the 2004 fiscal year, those budgeted for the 2005 fiscal year, those
budgeted for the 2006 fiscal year, and those to be budgeted for the 2007 fiscal year.

WPS recorded $1,694,980 of federal grants received during fiscal 2004 in the School
Operating Fund. A decrease in federal grants in the 2006 fiscal year is due to carry-over
amounts from the 2005 budget.

A general appropriation increase of $890,000, or 4-percent, and a one-time
appropriation increase of $325,000 for the new Daniel Morgan Building in the fall of 2005
occurred in the 2006 fiscal year. Fiscal year 2006 state revenue increased over the prior
year by $941,265.

An estimated general appropriation increase of $929,200, or 4 percent as shown in
2007, the one-time appropriation increase of $600,000 for Daniel Morgan Middle School
to offset the costs of opening both buildings was removed by the City Council prior to
approving the budget. A projected state revenue increase of $1,061,594 and a federal
revenue decrease of $93,420 are shown for fiscal 2007.
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EXHIBIT 4-14
WINCHESTER PUBLIC SCHOOLS BUDGET CALENDAR
2006-2007 BUDGET

MONTH ACTIVITY
October Budget packet prepared for review meeting with budget authorities. Packets include
the following:
e Calendar
e Personnel staffing — contract pay
e Prior year’'s non-contract pay expenditures
e Current year's non-salary budgets
e New position or stipend form
o Staff development request form
¢ Non-capital additions or replacement request form (under $5,000)
¢ Capital additions or replacement request form (over $5,000)
Budget authorities are given a month to complete and return packet.
November | Budget meetings scheduled with Superintendent, Assistant Superintendent,
Finance Director, and budget authority to review budget requests.
All personnel requests summarized for presentation to BOE by Assistant
Superintendent.
Non-capital additions or replacement requests summarized for presentation to
School Board.
Staff development requests summarized for presentation to School Board
All capital requests forwarded to Director of Operations for inclusion in five-year
capital improvement plan.
Salary increase scenarios developed at the request of the Superintendent.
December | Finance committee meets to review budget authority requests, salary increase
scenarios, and other fixed cost increases.
School Board and finance committee meet to review budget authority requests,
salary increase scenarios, and other fixed cost increase.
Governor releases proposed budget and revenue starting point established.
January Communication with City of Winchester finance committee on funds requested from
city.
Estimate for health and dental insurance coverage costs received. Make decision to
bid health & dental insurance coverage. Issue request for proposal for health and
dental insurance every three years regardless of increase.
Salary increase determined.
Present proposed budget to School Board.
Publish Notice of Public Hearing in newspaper.
February Public Hearing on Budget.
School Board adopts budget.
March Budget presented to City Council for approval.
Commonwealth of Virginia adopts state budget and final revenue amounts are
determined. Compare budget revenue estimates and final revenue to determine if
adjustments are required.
April City Council approves funding and adopts division budget.
May Salary contracts for next school year sent out.

Source: WPS Finance Department, 2005.
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EXHIBIT 4-15

WINCHESTER PUBLIC SCHOOLS REVENUES
FISCAL YEARS 2004 TO 2007

ACTUAL 2004 FY 2005 AMENDED FY 2006 BUDGET FY 2007 BUDGET
Percentage Percentage Percentage Percentage
of Total of Total of Total of Total
FUND CATEGORY Amount Revenue Amount Revenue Amount Revenue Amount Revenue
School Operating $35,186,667 74.24% | $36,049,886 53.24% | $37,439,893 80.75% $4,030,687 81.37%
Federal Grants $297,129 0.63% $2,528,005 3.73% $2,170,614 4.68% $2,077,194 4.22%
Food Services $1,256,500 2.65% $1,341,053 1.98% $1,388,085 2.99% $1,452,361 2.95%
Textbook Fund $451,241 0.95% $517,898 0.76% $405,000 0.87% $400,000 0.81%
Insurance $3,003,981 6.34% $3,277,523 4.84% $3,622,500 7.84% $3,872,500 7.87%
Facilities Management $880,422 1.86% $913,068 1.35% $1,016,940 2.19% $1,164,398 2.37%
Trust $60,910 0.13% $100,200 0.15% $100,800 0.22% $100,800 0.20%
Capital Improvement Fund $6,256,457 13.20% | $22,985,811 33.95% $222,643 0.48% $100,000 0.20%
Total Expenditures $47,393,307| 100.00% | $67,713,444| 100.00% | $46,366,475] 100.00% | $49,197,940] 100.00%

Source: WPS 2006/2007 Budget Book.

Exhibit 4-16 presents a summary of WPS expenditures that includes actual amounts
expended for the 2004 fiscal year, those budgeted for the 2005 fiscal year, those
budgeted for the 2006 fiscal year, and those to be budgeted for the 2007 fiscal year.

WPS EXPENDITURES

EXHIBIT 4-16

FISCAL YEARS 2004-2007

ACTUAL 2004 FY 2005 AMENDED FY 2006 BUDGET FY 2007 BUDGET
Percentage Percentage Percentage Percentage
of Total of Total of Total of Total
FUND CATEGORY Amount Revenue Amount Revenue Amount Revenue Amount Revenue
School Operating $35,355,179]  76.15% | $36,049,886] 53.24% | $37,439,893[  80.75% $4,030,687|  81.37%
Federal Grants $297,127 0.64% $2,528,005 3.73% $2,170,614 4.68% $2,077,194 4.22%
Food Services $1,295,229 2.79% $1,341,053 1.98% $1,388,085 2.99% $1,452,361 2.95%
Textbook Fund $369,039 0.79% $517,898 0.76% $405,000 0.87% $400,000 0.81%
Insurance $3,003,981 6.47% $3,277,523 4.84% $3,622,500 7.84% $3,872,500 7.87%
Facilities Management $890,780 1.92% $913,068 1.35% $1,016,940 2.19% $1,164,398 2.37%
Trust $73,025 0.16% $100,200 0.15% $100,800 0.22% $100,800 0.20%
Capital Improvement Fund $514,301]  11.08% | $22,985,811]  33.95% $222,643 0.48% $100,000 0.20%
Total Expenditures $46,429,661| 100.00% | $67,713,444] 100.00% | $46,366,475| 100.00% | $49,197,940| 100.00%

Source: WPS 2006/2007 Budget Book.

Salary and fringe benefits comprise 81 percent of the fiscal 2006 budget. Included for
fiscal 2006 is a 3.5 percent increase for all personnel and a .59 percent increase for the
Virginia Retirement System (VRS) at a cost of $994,000. Six new instructional positions,
a network technician, and two bus drivers are included at a cost of $374,388. Also,
custodian Il and 1l salary schedules were combined, costing $4,600. A bus driver salary
schedule adjustment cost of $19,800 and an additional increase for degree supplements
of $26,700 are also included.
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The 2006 budget included a projected health insurance cost increase of $600,000. To
pay for this, employee contributions are increasing $20 per month; $300,000 is allocated
from the Insurance Fund reserve; and $73,000 has been added to the operating budget.

The Northwestern Regional Education Program (NREP) has an increase in expenditures
for fiscal 2006 of $226,868.

Increases for utilities of $86,390 and liability insurance of $9,927 are included in the
fiscal 2006 budget. A transfer from the School Operating Fund of $155,000 and
$250,000 from the 2005 fiscal year funds the expenditures budgeted for the purchase
new Math textbooks.

Departments reduced non-salary budget items to help fund salary and fringe benefit
increases for fiscal 2006.

A projected 3 percent salary increase at a cost of $795,300 and a 1 percent increase of
VRS at a cost $195,175 are included for fiscal 2007. A 10 percent health insurance cost
increase estimated at $200,000 is included. Utility cost increases of $190,637 are
projected for the 2007 fiscal year, with $141,920 due to Daniel Morgan Middle School
buildings opening in the fall of 2006. A transfer of $350,175 to the Textbook Fund
provides funding to Foreign Language and English/Language Arts textbooks.

FINDING

WPS'’s budget process produces a proposed budget for the School Board’'s and City of
Winchester’s approval in a timely manner. WPS staff involved in developing data for the
budget understand the process and how to complete the necessary forms. The budget
document produced provides sufficient information to support the budgets and the
inclusion of comparison data is very beneficial.

The division’s budget development process collects and evaluates information in a
systematic method. Budget authorities have ample opportunities to present requests for
needed items. The WPS School Board reviews preliminary budget requests before an
official proposed budget is prepared for presentation and consideration.

School divisions that budget effectively have a defined budgeting process. The process
includes a published timeline for completion of each step in budget development.
Participants understand the format for presenting budget requests and have the

opportunity to present the requests for review. Before adoption, the proposed budget is
published and a public hearing is advertised so public comment may be considered.

COMMENDATION

WPS has a participative budget process that is understood by all stakeholders.

FINDING
The Director of Operations developed a Capital Improvement Plan for the 2006 through

2010 fiscal years which was approved by the School Board on June 20, 2005. This
approved plan will be placed in the FY 2007 budget for recommended funding approval.
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This process is used each year for funding needed repairs. The Director of Operations
develops the plans based on recommendations from a variety of school division staff
members.

WPS’s budget process produces a proposed operating budget in a timely manner.
Budget authorities understand the process and the information contained in the
operating budget documents. The operating budget documents provide information to
support the operating budgets and the use of comparison data is also beneficial to
understand the division’s budget needs; however, without a companion document that
presents the capital improvement needs of the division, all information needed to ensure
that financial resources are allocated in the most effective manner is not available.

School divisions with efficient and effective financial management programs submit
budgets and financial plans for both operating and capital improvement needs to the
School Board for consideration and adoption. Sound financial management of a division
requires complete and accurate information concerning all activities of the division.
Submission and consideration of operating budgets and capital improvement plans
should occur simultaneously.

COMMENDATION

Winchester Public Schools’ Capital Improvement Plan and budget process
documents the improvements needed to district facilities and the funding
necessary to fund the projects.

FINDING

Cost of the division’s self-funded health insurance is increasing, and employees are
opting out of the program. Two years ago the division bid out its health insurance and
last year considered combining the School and City health insurances, but it was
concluded the division’s cost would increase. Although the division has made some
attempts to identify affordable alternatives, health insurance costs are increasing faster
than the division and employees’ ability to pay.

Twenty-six WPS employees have elected not to participate in the health insurance
program provided by the school division due to increased costs. The employees opted
out in a year when the school division did not pass the entire cost of insurance on to the
employees. The resulting loss of revenue from fewer employees participating has an
ongoing impact on the self-insurance fund.

WPS provides health insurance benefits for employees through a self-funded program
with Anthem Blue Cross and Blue Shield. Anthem provides consulting, catastrophic loss
re-insurance, and claims processing service to the division. Anthem provides specific
stop loss reinsurance for individual claims exceeding $90,000 and aggregate claims
exceeding 110% of projected expected liability of $3,265,091.

The division’s maximum cost for any single claim file during the 2006 fiscal year is

$90,000, with Anthem paying any cost over $90,000. The division’s maximum cost for
the 2006 fiscal year is $3,574,352, with Anthem paying any claim cost above that.
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Anthem projects a self-funded health insurance cost for 2005-06 of $3,265,091 and fully
insured vision premiums of $36,726, a total insurance cost of $3,301,817. WPS
department budgets for the division’'s share of the insurance cost, and 530 plan
participants contribute through payroll deductions. The projected contribution for 2006
fiscal year is $3,229,507. The 2006 adopted budget includes funding for the difference of
$72,310.

The maximum liability to the division for fiscal 2006 is $3,574,352. The difference
between expected and maximum liability is the division’s risk. The division risk exposure
for fiscal 2006 is thus $309,261. WPS'’s 2005-06 budget appropriated $300,000 to the
Insurance Fund reserve to cover this risk exposure. The final costs for the 2004-05 year
claims exceeded the estimated costs by .3 percent.

The insurance fund undesignated reserve as of June 30, 2005 was $870,685. The
amended budget for fiscal 2006 appropriated $300,000 of the reserve to ensure that
spending authority equals or exceeds expenditures. After reducing the fund balance for
this appropriation, a reserve for unanticipated costs of $570,685 or 16 percent of current
year maximum exposure remains.

The 2005-06 school year budget increased appropriation for maximum risk exposure to
$300,000, an increase of $100,000. Anthem’s projected increase for IBNR is $40,710.
Anthem further predicts an annual trend increase of 14 percent a year.

School divisions fund insurance benefits to employees from current resources provided
by the division or employee payroll deductions. An analysis of benefit levels, amounts
charged to employees, and division contributions should occur annually. A division must
either implement the necessary adjustments to contributions from employees and the
division, modify benefits provided, or switch to a more advantageous system.

RECOMMENDATION
Recommendation 4-4:

Increase effort to identify alternative solutions to control the cost of providing
adequate health insurance and recommend alternatives.

The division may have explored alternatives and solicited bids from vendors; however,
twenty-six employees opted out of the division provided insurance program due to cost.
Analyzing the division’s employee health insurance needs and recommending
alternatives will provide the necessary data needed to make decisions. By identifying
alternatives to the self-insurance program or changes to the program, the division will be
able to provide the best possible health insurance that all employees and the division
can afford.

FISCAL IMPACT

This recommendation can be implemented with existing resources and should result in a
cost savings to the school division depending on the outcome.
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FINDING

Winchester Public Schools expends $1.3 million annually for services provided by the
Northwest Regional Education Programs (NREP) but has not performed a cost benefit
analysis to determine if the arrangement is the best solution for the division. The division
has participated in the program as currently designed for three years. Prior to this, WPS
acted as the fiscal agent.

Frederick County Public Schools is the current fiscal agent for the NREP and receives
an administrative fee for performing their required duties. NREP provides services to
preschoolers from Frederick County and WPS. Each division pays a fee based upon the
number of preschoolers participating in the program. WPS leases space at Douglas
Community Learning Center (DCLC) to NREP for $50,400 per year. The estimated cost
to WPS for 2006 is $1,347,520. WPS's share of the administrative cost of $14,034, and
its share of the lease of DCLC $16,284 is included in the total cost of $1,347,520.

Divisions are required to provide services to preschoolers. They either provide the
services with their own staff, contract with third parties, or participate in cooperative
service joint ventures. Divisions base their decision on providing the best educational
services to preschoolers at the lowest cost.

To determine if tax dollars for major services are being expended effectively, divisions
normally perform a cost benefit analysis. Cost benefit analyses that are prepared using
comprehensive data that compare the total costs from different providers, including
providing the services with division staff, ensure that information is available to enable
the best decisions to be made for the division and its students.

RECOMMENDATION
Recommendation 4-5:

Identify alternative solutions and prepare a cost benefit analysis for services
currently obtained from the Northwest Regional Education Programs.

By analyzing the services provided by the NREP, identifying other providers, and
conducting a cost benefit analysis, the division will have the comprehensive information
needed to determine the most advantageous method of providing services to its
preschool students. Including data for services to be provided by division staff will offer
the division another alternative to providing the services and one where the division will
have control over cost increases.

FISCAL IMPACT

This recommendation can be implemented with existing resources and may provide a
cost savings to the school division.

4.3 Capital Construction

Bonds issued in 2004 provide capital construction funding for the renovation and
remodeling of the John Handley High School and Daniel Morgan Middle School. Both
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projects are multi-year and have multi-phases that run through the 2008 fiscal year. Prior
to issuance of debt in 2004, the division incurred long-term obligations for the following
projects:

2003 Daniel Morgan Middle School

2002 School Design

1995 Daniel Morgan Middle School

1995 Garland R. Quarles Elementary School

1994 Virginia Avenue Charlotte Dehart Elementary School
1994 Garland R. Quarles Elementary School

1994 Douglas Community Learning Center

1994 Central Administrative Offices

1990 Frederick Douglass Elementary School

The 1987 Long Range Capital Improvements Plan adopted by the School Board
identified the need to renovate and expand the John Kerr Elementary School, with an
estimated project cost of $10.5 million. The project is currently on hold pending
identification of a funding source. The proposed 2006-2010 Capital Improvement Plan
targets the project for consideration in 2009-2010.

The City Council allows unspent operating funds at the end of a budget year to be
transferred to the Capital Improvement Fund for needed repairs. Amounts for the last
five years were:

Fiscal 2005 - $570,059
Fiscal 2004 - $589,952
Fiscal 2003 - $257,195
Fiscal 2002 - $441,686
Fiscal 2001 - $561,264

Funds made available from operating fund transfers totaled $2,420,156 from fiscal year
2001 through fiscal year 2005. The 2006-2010 proposed Capital Improvement Plan
identifies $1,890,000 of projects for recommended funding.

FINDING

WPS provided $50 million of local funding and $5 million of State Historic Tax Credits for
a three-year project to renovate and remodel the John Handley High School. When the
project is completed in the 2007-08 school year, sufficient space and facilities to support
instruction programs at the high school level will exist.

Through commitment of $32 million of funding using the Virginia Public-Private
Education Facilities and Infrastructure Act of 2002, was initiated a three-year project to
renovate and remodel Daniel Morgan Middle School. When the project is completed in
2006-07, sufficient space and facilities to support instruction programs at the middle and
elementary level will exist.

Through an informal agreement with the City of Winchester, Winchester Public Schools
established a Capital Improvement Fund. Use of the fund has enabled the division to
complete over $3.5 million in the past five years of needed minor repairs and renovation
projects to division facilities. About $1.3 million of the expenditures were funded from
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proceeds from the sale of Dowell J. Howard and the remaining were from surpluses from
the operating fund or from e-rate funds.

COMMENDATION
Winchester Public Schools has demonstrated a commitment to provide necessary

funding for school facilities.

4.4 Student Activity Funds

The division has a fiduciary responsibility to properly administer student activity funds,
which are comprised of school, club, or campus funds. According to the Regulations of
the Virginia Board of Education (8VAC20-240-10), student activity funds are defined as,
“All funds received from extracurricular school activities, such as entertainment, athletic
contests, cafeteria, club dues, etc., and from any and all activities of the school involving
personnel, students, or property...”

The School Board is responsible for administering the regulations established by the
State Board of Education. Student activity fund revenues may be generated from a
number of sources including athletics, concessions, publications, club activities, gifts,
fund-raising drives, and other activities. Activity funds for WPS comprise amounts
relating to various extracurricular school activities, programs, and groups existing in the
schools for the benefit of the schools, the students, and the faculty. The principal of each
school has been assigned the responsibility of managing the activity funds on their
campuses and for maintaining required records.

Each school uses software from Education Programs and Software, Inc. to maintain the
financial records. An independent audit of WPS student activity funds occurs every year.
Exhibit 4-17 summarizes the activity funds during the 2005 fiscal year.

EXHIBIT 4-17
WINCHESTER PUBLIC SCHOOLS STUDENT ACTIVITY FUNDS
2005 FISCAL YEAR

CASH BALANCE CASH BALANCE
SCHOOL JULY 1, 2005 RECEIPTS DISBURSEMENTS JUNE 30, 2005

John Handley High School $213,816.07 $652,476.34 $630,030.60 $236,261.81
Daniel Morgan Middle School $41,710.57 $113,239.77 $113,418.47 $41,531.87
Frederick Douglass
Elementary School $19,966.19 $31,890.56 $33,378.89 $18,477.86
John Kerr Elementary School $20,069.61 $16,234.17 $14,543.38 $21,760.40
Garland R. Quarles
Elementary School $7,195.10 $22,760.81 $17,904.52 $12,051.39
Virginia Avenue Charlotte
Dehart Elementary School $7,693.74 $29,559.61 $23,428.14 $13,825.21
Douglas Community Learning
Center $1,035.37 $1,130.00 $680.00 $1,485.37
TOTALS $311,486.65 $867,291.26 $833,384.00 $345,393.91

Source: Annual Financial Report, 2005.

MGT of America, Inc. Page 4-21



Financial Management

FINDING

The Finance Director for Winchester Public Schools requires school principals to
respond in writing to comments included in the independent auditor's management letter
pertaining to student activity funds. The response requires school principals to describe
exactly what they are going to do to address the problems contained in the management
letter.

COMMENDATION

Winchester Public Schools is commended for requiring immediate responses
from school principals when the independent auditor identifies any questionable
transactions in student activity funds.

FINDING

The independent auditor's management letters repeatedly identify problems with student
activity funds administered by school principals. The division’s accounting manual
identifies judiciary responsibilities for student activity funds and all principals have taken
classes on fiduciary responsibility and know their responsibilities in regard to student
activity funds. The independent auditor's management letters also review any items
identified during the prior year and whether the school responded accordingly.
Comments concerning the current year activity and suggestions for corrective action are
included in the independent auditor's management letters.

Management letter comments for the two previous years contained the following issues
pertaining to student activity funds:

m group receipt forms not used or no documentation provided to
support deposits;

m internal purchase orders issued after goods purchased;

m purchase order amounts exceeded without prior approval;

m disbursement occurred without documentation;

m receipts not deposited in a timely manner; and

= payments form cash receipts.
While student activity funds are not part of the division's financial records and not
included in the city’s financial records, the School Board is responsible for the
administration of the funds. All division policies and procedures apply to the
administration of student activity funds.
The fiduciary responsibility associated with student activity funds creates a need to

document transaction with great care. The standard of care in performing the duties of a
custodian of funds is higher than the standard of care taken in performing division
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business. Principals need to understand their role, responsibilities, and liability when
they accept the fiduciary responsibility for student activity funds.

Most school divisions emphasize that the standard of care is high when handling student
activity funds. Communications make it clear that all division policies and procedures
apply to student activity fund transactions. Effectively managed divisions understand the
monetary risk is small compared to the public relations issues associated with
mismanagement of student funds.

RECOMMENDATION
Recommendation 4-6:

Increase emphasis of the division’s state fiduciary responsibility concerning
Student Activity Funds and improve guidance pertaining to documentation of
transactions to school principals.

Although most transactions in student activity funds are for small amounts, the fiduciary
responsibility for these small amounts places a great responsibility on principals.
Ensuring that principals understand the importance of their responsibility and that
transactions must be properly documented will reduce the possibility that improper
transactions occur. A review of the independent auditor's management letters for the
last two years indicated similar compliance issues for both years. Training has been
provided and procedures have been documented, however behavior has not changed.

FISCAL IMPACT

This recommendation can implemented with existing resources.
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5.0 PURCHASING AND RISK MANAGEMENT

This chapter reviews purchasing and risk management functions in Winchester Public
Schools (WPS). The two sections of this chapter are:

5.1 Purchasing
5.2 Risk Management

An effective purchasing program provides divisions with quality materials, supplies,
services, and equipment in a timely manner at the lowest price. Purchasing includes
those activities associated with the acquisition of supplies, materials, services, and
equipment. The purchasing process also includes activities involved in the procurement
and evaluation of services.

An effective risk management program identifies, analyzes, and reduces risk through
insurance and safety programs to protect the division’s assets and employees. The
intent of workers’ compensation is to protect division employees in the event of work-
related accidents or injuries. Property insurance and casualty insurance protect the
division from losses arising from property damage, bodily injury, and other situations in
which the division may be at risk. A group health plan protects division employees from
experiencing a catastrophic loss from an illness by spreading the financial risk of a
serious illness across a pool of employees.

CHAPTER SUMMARY

Purchasing policies and operating procedures help ensure that a division complies with
state and local board requirements while performing purchasing functions. WPS does
not have a purchasing department headed by a purchasing officer. WPS purchasing is
decentralized, with budget holders initiating and approving purchase orders through an
electronic purchasing system. The Finance Department makes payments to vendors for
services, materials, and supplies.

WPS does not have a central warehouse. All deliveries are made directly to a school or
department. Each school or department determines inventory levels to meet needs for
supplies and materials. Controls to ensure that items are accounted for properly are the
responsibility of the schools or departments.

No single individual is assigned the responsibility for risk management. Workers’
compensation or property and casualty policies are renewed after the Director of
Finance and Director of Operations jointly recommend coverage terms for the next policy
year based upon recommendations for vendors. Health insurance is bid once every
three years unless the rate increase proposed by the carrier for the next year is too high.

Efficiency and effectiveness would increase if the division hired a Director of Purchasing
and Risk Management. This individual could improve division purchasing practices and
provide a centralized risk management function. Compliance with the Virginia Public
Procurement Act and WPS policies will also be strengthened.
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Determining adequate property and casualty insurance coverage, identifying affordable
health insurance alternatives, and initiating a safety program based on claims analysis
will increase the division’s risk management program.

INTRODUCTION

The success of each school and department depends on receiving timely supplies,
materials, and services provided by a division’s purchasing program. Effective
purchasing programs provide divisions with quality materials, supplies, services, and
equipment in a timely manner at the lowest price. Purchasing includes those activities
associated with the acquisition of supplies, materials, services, and equipment. The
purchasing process also includes activities involved in the procurement and evaluation
of services.

An effective risk management program:

m identifies, analyzes, and reduces risk through insurance and safety
programs to protect the division’s assets and employees;

m  provides workers’ compensation to protect division employees in the
event of work-related accidents or injuries;

m provides property insurance and casualty insurance to protect the
division from losses arising from property damage, bodily injury, and
other situations in which the division may be at risk; and

m provides a group health plan to protect division employees from
experiencing a catastrophic loss from an illness by spreading the
financial risk of a serious illness across a pool of employees.

5.1 Purchasing

Purchasing policies and operating procedures help ensure that a division complies with
state laws and local board requirements while performing purchasing functions in an
efficient and timely manner. Policies are needed to clearly establish purchasing
authority, the methods required for each type of purchase, provisions for conflicts of
interest, and penalties for violating purchasing laws and policies. Purchasing procedures
implement policies by documenting the steps to be taken by user divisions and
purchasing staff when goods or services are procured.

WPS does not have a purchasing department headed by a purchasing officer. Budget
holders with approved budgets share purchasing duties. They include principals who
purchase supplies and equipment for schools, and administrators, who purchase various
services and materials for use by support departments.

WPS purchasing is decentralized. Budget holders initiate and approve purchase orders
through the electronic purchasing system. Purchase orders are prepared by budget
holders and routed to the Director of Finance. After the Director of Finance approves the
purchase order, the purchase order is printed and mailed to the vendor.
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Payments of vendor invoices are made by the Finance Department. Receiving reports
that document the delivery of goods and services is completed by budget holders.
Budget holders match vendor invoices to receiving reports, creating a packet of
documentation that is forwarded to the Finance Department for issuing a check to the
vendor.

WPS'’s purchasing policy, which provides guidance to staff who have been delegated the
authority to make purchases on behalf of the division, is shown in Exhibit 5-1.

EXHIBIT 5-1
WINCHESTER PUBLIC SCHOOLS PURCHASING POLICY
TYPE OF PURCHASE REQUIREMENTS
Contract exceeding $50,000 Competitive bids or competitive negotiations will be

required for the purchase or lease of goods, or for the
purchase of services, insurance, or construction. Must
have Board approval.

Commodity procurements Four written informal bids or offers are required and
between $30,000 and $50,000 approval of one of the following Director of Finance,
Director of Operations or Director of Technology.
Budget holder and Finance Department approval.
Commodity procurements Three written, catalog, or documented telephone
between $15,000 and $30,000 quotes are required and approval of one of the
following: Director of Finance, Director of Operations,
or Director of Technology. Budget holder and Finance
Department approval.

Commodity procurements Three written, catalog, or documented telephone

between $1,500 and $15,000 guotes are required. Budget holder and Finance
Department approval.

Commodity procurements Budget holder and Finance Department approval.

between $50 and $1,5000
Commodity procurements under | Invoice and budget holder approval.
$50
Emergency contracts Superintendent with full report concerning contract at
the next scheduled School Board meeting.

Source: Winchester Public Schools Purchasing Policy, 2005.

WPS processes checks to vendors every two weeks. The School Board Finance
Committee receives a list of all checks for review and approves the issuance of the
checks. Exhibit 5-2 summarizes cash disbursements approved by the Finance
Committee for the 2005 fiscal year.
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EXHIBIT 5-2
WINCHESTER PUBLIC SCHOOLS CASH DISBURSEMENT

FISCAL YEAR 2005

Check Date Total Construction | Payroll Related Net Payroll Comodities % | % Total
11/15/2004| 4,487,629.19 106,337.00 1,065,848.60 2,026,996.32 1,288,447.27 | 13.1%| 13.1%
9/20/2004] 3,850,643.52 186,835.00 861,008.40 2,014,588.96 788,211.16 8.0%| 21.1%
2/22/2005| 5,352,702.17] 1,530,092.80 1,070,899.76 2,035,008.49 716,701.12 7.3%| 28.4%
5/23/2005| 5,360,430.10| 1,550,267.03[ 1,054,341.16 2,104,756.56 651,065.35 6.6%| 35.1%
8/2/2004 813,298.73 252,187.00 561,111.73 5.7%| 40.8%
6/20/2005| 7,176,906.55| 3,483,179.43 1,056,072.52 2,111,423.12 526,231.48 5.4%| 46.1%
2/7/2004| 3,817,619.41] 3,312,223.10 505,396.31 5.1%| 51.3%
10/4/2004 491,781.54 14,606.00 477,175.54 4.9%] 56.1%
7/12/2004| 3,461,409.47 986,764.74 2,024,734.84 449,909.89 4.6%| 60.7%
6/6/2005 829,922.56 427,917.63 402,004.93 4.1%| 64.8%
12/6/2004| 1,469,392.30f 1,093,750.00 375,642.30 3.8%| 68.6%
4/4/2005 347,277.03 347,277.03 3.5%| 72.2%
10/18/2004] 3,537,295.35 413,412.85 845,188.11 1,933,252.60 345,441.79 3.5%| 75.7%
8/23/2004| 3,923,134.12 725,482.60 968,974.58 1,933,241.47 295,435.47 3.0%| 78.7%
5/9/2005 270,878.38 270,878.38 2.8%| 81.4%
9/7/2004 261,443.54 261,443.54 2.7% 84.1%
3/7/2005 258,290.51 258,290.51 2.6%| 86.7%
1/3/2005| 1,406,015.98] 1,186,894.75 219,121.23 2.2%| 89.0%
4/18/2005| 5,033,765.79] 1,740,249.97 1,035,978.54 2,044,926.84 212,610.44 2.2%| 91.1%
12/20/2004| 3,350,109.37 1,081,389.28 2,068,822.80 199,897.29 2.0%| 93.2%
7/1/2004| 1,030,071.21 838,327.50 191,743.71 2.0%| 95.1%
3/21/2005| 4,356,997.87| 1,075,918.50( 1,042,064.46 2,059,608.94 179,405.97 1.8%| 96.9%
11/1/2004 177,413.11 177,413.11 1.8%| 98.7%
1/18/2005{ 3,190,781.04 1,040,310.95 2,026,673.61 123,796.48 1.3%| 100.0%
Total 64,255,208.84| 17,937,681.16] 12,108,841.10 24,384,034.55 9,824,652.03

Source: WPS Finance Department, Expenditure Approval Lists, 2005.

The 11/15/2004 check run contained 13.1 percent of all commodities purchased in the
2005 fiscal year, and the 9/20/2004 check run contained 8.0 percent. Together these two
check runs comprise 21.1 percent of all commodities purchased during the 2005 fiscal
year. The first four check runs in the list comprised 35.1 percent of all commodities
purchase during the 2005 fiscal year.

The Finance Department also maintains a listing of payments to vendors that is in
descending order based on the commodities field; however, it does not maintain a listing
of purchases made from individual vendors during a fiscal year so that cumulative
purchases can be monitored. Cumulative purchases from individual vendors are
important because many purchasing policies are based on the total purchases made
during a fiscal year.

To provide an estimate of cumulative purchases that the division makes with individual
vendors, the first four check runs in the 2005 fiscal year were analyzed and a list of the
top 50 vendors based on total purchases from those vendors was compiled. Exhibit 5-3
presents the top 50 vendors from those four check runs.
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EXHIBIT 5-3

WINCHESTER PUBLIC SCHOOLS TOP 50 VENDORS

2005 FISCAL YEAR

Vendor 11/15/04 9/20/04 2/22/05 5/23/05 Total
Frederick Co Public Schools 279,992.98| 287,697.30| 293,195.48| 293,514.26] 1,154,400.02
Disys 8,491.20| 253,146.92| 14,337.92| 275,976.04
NCS Technologies Inc 118,395.00 1,754.00 13,856.00f 134,005.00
Kingmor Supply Inc 120,654.00 120,654.00
B W Wilson Paper Co Inc 41,514.44 41,514.44
Sysco Food Services of Virginia LLC 36,680.80 36,680.80
Carpenter & Associates 11,500.50 11,869.50| 13,140.50 36,510.50
NCS Pearson Inc 22,869.70 5,436.92 2,894.84 31,201.46
Shenandoah University 3,696.00| 25,559.23 29,255.23
Zerox Corporation 124.00 9,197.79| 10,277.68 9,296.07 28,895.54
Data Business Systems Inc 99.74 8,109.20 20,670.40 28,879.34
Shenandoah Gas 5,5653.55 158.85| 12,884.64| 9,693.66 28,290.70
Funkhouser & Co 11,079.48 10,694.10 21,773.58
Harcourt School Publishers 504.98| 19,422.34 19,927.32
Dell Marketing L.P. 5,272.85| 11,410.75 1,447.50 18,131.10
Marcor Remediation Inc 18,000.00 18,000.00
Clean Inc 7,496.00] 6,896.00 3,600.00 17,992.00
Harcourt Achieve 3,455.30 3,337.58| 10,195.86 16,988.74
Hathaway Paper Co 1,733.20 8,611.45 1,817.10 2,842.11 15,003.86
Ronald A. Williams, Ltd 14,000.00 14,000.00
Treasurer, City of Winchester 3,868.49 5,226.53 3,787.00 12,882.02
Pearson Education 1,875.75 8,915.62 1,759.25 12,550.62
Cool Spring Physical Therapy Inc 4,220.00 60.00 3,300.00 3,880.00 11,460.00
AHA! Process Inc 11,331.66 11,331.66
Arcadian Property Management 10,649.85 10,649.85
Follet 6,209.30 1,936.04 1,427.73 9,573.07
Shenandoah's Pride 8,400.06 8,400.06
Verizon 3,145.34 774.12 2,998.33 1,274.29 8,192.08
NSCI 7,900.00 7,900.00
Quill Corporation 1,810.70 2,106.01 1,944.02 1,565.66 7,426.39
Winchester Physical Therapy 1,575.00 1,575.00 1,575.00 1,575.00 6,300.00
Smith Hamilton Shop Inc 6,140.30 6,140.30
Staples Business Advantage 819.06 1,785.06 1,991.23 1,462.63 6,057.98
School Specialty Inc 5,653.74 5,653.74
Nextel Partners Inc 1,824.85 1,532.21 2,105.23 5,462.29
Winchester Star, The 2,242.76 2,336.76 870.00 5,449.52
B-K Office Supply Inc 2,196.99 3,155.48 5,352.47
McGraw-Hill Companies 4,248.60 781.30 5,029.90
Schenck Foods Co Inc 4,766.21 192.24 4,958.45
Mackin Library Media 4,615.39 4,615.39
Riverside Publishing Co 4,590.79 4,590.79
J W Pepper & Sons Inc 601.99 2,360.30 496.95 3,459.24
CDW Government Inc 293.15 919.00 2,212.00 3,424.15
Classroomdirect.com 27.92 170.09 3,105.22 3,303.23
Winchester Hearing Service 3,250.00 3,250.00
Daniel Morgan Middle School 1,699.92 300.00 274.03 903.53 3,177.48
Domino's Pizza 3,108.00 3,108.00
Peripole-Bergerault Inc 2,903.91 2,903.91
Metropolitan Audio Visual Corp 2,897.00 2,897.00
Solenberger & Co Inc 736.97 1,562.09 338.84 200.97 2,838.87
Schmidt Baking Co Inc 2,734.34 2,734.34

Source: WPS Expenditure Approval Lists.
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The top 50 list is based on payments representing approximately one-third of the year’s
dollar purchases, not purchase orders issued. Knowing a vendor's annual volume in
dollars is required to determine compliance with purchasing policy. To estimate a
vendor’s annual total, the amounts shown in Exhibit 5-3 must be multiplied by three. This
estimation technique results in an approximation of annual volume. Care must be taken
in using this estimate since not all vendors provide services evenly throughout the year.
A review of purchases made from selected vendors on the top 50 list shows:

FINDING

Frederick County Public Schools is the fiscal agent for the
Northwestern Regional Educational Programs (NREP) and receives
an administrative fee. NREP provides services to preschoolers for
Frederick County and WPS. Each division pays a fee based upon
the number of preschoolers participating in the program. WPS
leases space at Douglas Community Learning Center (DCLC) to
NREP for $50,400 per year. The estimated cost to WPS for 2005-06
is $1,347,520. An administrative cost of $14,034 is included along
with the $16,284 WPS portion of the lease;

B.W. Wilson Paper Co. Inc. provides paper for copiers and desktop
printers. Paper is purchased and delivered once a year; boxes are
stacked where space is available at the Central Administrative
Office.

Hathaway Paper Co. provides paper towels, toilet paper, and
miscellaneous janitorial supplies. Deliveries made to DCLD are
stored in the garage with periodic deliveries to schools. Estimated
annual volume is $45,000 for these supplies;

Arcadian Property Management provides landscape services to the
schools.

Verizon and Nextel Partners, Inc. provide cell phone service, and the
estimated annual volume is $41,000; and

Quill Corporation, Staples Business Advantage, and B-K Office
Supply Inc provide office supplies and materials with an estimated
annual volume of $57,000.

The Virginia Public Procurement Act (VPPA) provides local governments with a
significant amount of latitude in purchasing activities. The VPPA states:

MGT of America, Inc.

Page 5-6



Purchasing and Risk Management

A public body may establish purchase procedures, if adopted in writing,
not requiring sealed bids or competitive negotiations for single or term
contracts for goods and services other than professional services if the
aggregate or sum of all phases is not expected to exceed $50,000;
however, such small purchase procedures shall provide for competition
wherever practicable. Purchases under this subsection that are expected
to exceed $30,000 shall require the written informal solicitation of a
minimum of four bidders or offers.

Purchases made from selected vendors reviewed present unique purchasing
and include the following:

m Informal bids or quotes in writing plus the approval of the Director of
Finance, Director of Operations, or Director of Technology are
required if the annual dollar volume is between $30,000 and
$50,000. Any vendor on the top 50 list with a total above $10,000
has an estimated annual volume of $30,000.

m  Three written, catalog, or documented telephone quotes plus the
approval of the Director of Finance, the Director of Operations, or the
Director of Technology are required if the annual dollar volume is
between $15,000 and $30,000. Any vendor on the top 50 list with a
total above $5,000 has an estimated annual volume of $15,000.

m  The school division in not aggregating purchases to leverage buying
power with a single vendor. Quill Corporation, Staples Business
Advantage, and B-K Office Supply offer similar products. The sum of
the purchases from these three vendors from the four check runs is
$18,836.84 or an estimated annual volume of $56,510.52.
Competitive bidding is required.

m  Verizon and Nextel Partners, Inc. wireless telephone services
estimated annual disbursement is $40,963.11. The school division
provided a list of 45 wireless phones. The estimated cost per phone
annually is $910. Written informal bids or quotes are required plus
approval of the Director of Finance, Director of Operations, or
Director of Technology.

m  B.W. Wilson Paper Co. Inc. and Hathaway Paper Co. present the
dilemma of bulk purchasing to obtain the best price and not having
any place to store the items. Copier and printer paper purchased
from B.W. Wilson Paper is stored in any space available at the
Central Administrative offices. Custodial supplies purchased from
Hathaway Paper Co. are stored in a garage at DCLC.

m  Frederick County Public Schools and Arcadian Property
Management have the same issue. Should WPS provide the service
with employees or continue to contract for the services. A
documented comparison evaluating costs and quality of providing
services was not available.
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School divisions having purchasing programs that are consistently in compliance with
purchasing policies and state purchasing laws are almost always headed by a
professional purchasing manager with demonstrated experience and expertise.
Purchasing programs that have a strong purchasing manager not only provide
assurance that policies and laws are followed but also provide the oversight necessary
to ensure that processes are efficient and all purchases are cost effective for the
division.

RECOMMENDATION
Recommendation 5-1:
Hire a Director of Purchasing and Risk Management.

Winchester Public Schools will benefit from hiring a director to manage its purchasing
and risk management functions. In addition to providing oversight that will enable the
division to comply with purchasing policies, this position will also create cost savings by
improving purchasing processes. The director will also provide needed management that
over time will provide cost savings to the division in procuring commodities and services.

The school division also faces several challenges in the risk management area
discussed later in this chapter. Many of the risk management challenges can also be
addressed by adding this position, which will serve as a management position
responsible for both purchasing and risk management.

FISCAL IMPACT

The net annual savings from hiring a director and from purchasing improvements is
$28,000. The cost of hiring a director with benefits is $70,000. A conservative estimate
of savings from purchasing improvement is one percent of the total commodity spending,
or approximately $98,000. Therefore, a $98,000 less $70,000 in expense equals a cost
savings of $28,000 per year or $140,000 over a five-year period.

Recommendation 2006-07 2007-08 2008-09 2009-10 | 20010-11
Hire a Director of

Purchasing and Risk ($70,000) | ($70,000) | ($70,000) | ($70,000) | ($70,000)
Management

Savings from Purchasing | ¢99 009 | $98,000 | $98,000 | $98,000 | $98,000
Improvements

Net Annual Savings $28,000 $28,000 $28,000 $28,000 $28,000
FINDING

WPS does not have a process to ensure that bids are always taken when cumulative
purchases are made from the same vendor. The Virginia Public Procurement Act
requires that bids be taken when aggregate purchases exceed $50,000 during a fiscal
year, and WPS purchasing policy requires bids and quotes at specific purchasing levels.

School division purchases made from selected vendors are shown in Exhibit 5-3. Many
of the purchases from many of vendors exceed the limits in Virginia state law and WPS
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policy. Although no specific purchases were identified that exceeded the limits without
proper bids or quotes being taken, the possibility of the limits being inadvertently
exceeded exists without monitoring cumulative purchases.

RECOMMENDATION
Recommendation 5-2:
Develop a process to monitor aggregate purchases made from individual vendors.

A process that tracks purchases made from vendors will enable the division to take
proper bids or quotes before purchasing limits are inadvertently exceeded.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

Winchester Public School employees expressed dissatisfaction with the purchasing
system and want improvements to be made. Administrators, principals, and teachers all
rely on the school division’s purchasing system to provide them with needed materials,
supplies, and services in an efficient manner.

Exhibit 5-4 presents the results of a survey of administrators, principals, and teachers
concerning the purchasing function.

EXHIBIT 5-4
WINCHESTER PUBLIC SCHOOLS
PURCHASING SURVEY RESPONSES

(PERCENT NEEDS SOME IMPROVEMENT + NEEDS MAJOR
IMPROVEMENT) /
(PERCENT ADEQUATE + OUTSTANDING)
PROGRAM FUNCTION ADMINISTRATORS PRINCIPALS TEACHERS
Purchasing 40/60 18/73 13/43

Source: MGT, 2005.

Forty percent of administrators and 18 percent of principals responded that purchasing
needs improvement or needs major improvement. Thirteen percent of teachers
responded that purchasing needs improvement or needs major improvement.

In order to maintain an effective and efficient purchasing system, school divisions
evaluate purchasing practices periodically. Meeting the needs of system users requires
periodic reviews including feedback from customers. Customers’ input defines the
unigue requirements that need consideration when making necessary adjustments.
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RECOMMENDATION
Recommendation 5-3:

Improve the division’s purchasing program based on input from surveys of
administrators, principals, and teachers.

Involving administrators, principals, and teachers in identifying specific improvements
required in the division’s purchasing system will provide the information necessary to
address their concerns. Making the needed improvements will provide a more efficient
process for the customers to obtain the necessary materials, supplies, and services to
complete their assigned responsibilities.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

The school division provides cell phones to 45 employees and reimburses 11 other
employees for use of their personal cell phones when conducting school division
business. WPS does not have a written policy to direct the use of cell phones provided
to employees or to guide reimbursement made to employees when using their personal
cell phones for division business. Annual expenditure for wireless telephone service is
approximately $41,000.

Personal use of cell phones provided to employees routinely occurs in most divisions,
and reimbursement should occur for that use. IRS regulations require that if
reimbursement for personal use of a business phone does not occur, an amount
associated with personal use should be included on an individual W-2 tax form.

A cell phone policy identifies the criteria to use to identify employees who need cell
phones and the service levels required to perform job duties. Personal use rules
minimize the use of cell phones for personal use and increase reimbursements to a
division when such use does occur.

RECOMMENDATION
Recommendation 5-4:
Develop and implement a cell phone policy.

A division-wide policy will assist the newly created Director of Purchasing in providing
cell phone service to employees who need that capability to perform job duties at the
least cost to the school division. Types of phones that can be provided and service
levels required need to be established. The policy provides the basis for the Director of
Purchasing to obtain four bids or offers before selecting a vendor to provide the needed
services.
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FISCAL IMPACT

This recommendation will produce an estimated annual cost savings of $4,100 or
$20,500 over a five-year period. This cost savings is based on a conservative estimate
that overall costs will be reduced by 10 percent.

Recommendation 2006-07 | 2007-08 | 2008-09 | 2009-10 | 2010-2011

Develop and Implement
a Cell Phone Policy $4,100 | $4,100 | $4,100 | $4,100 $4,100

FINDING

Departments and schools purchase materials and supplies without WPS incurring the
cost of maintaining a warehouse, but controls are not in place for supplies or materials to
be stored at various locations. Space to properly store and safeguard these materials
and supplies is not provided. The total annual expenditures for paper, custodial supplies,
and other supplies that are ordered in bulk and then stored are not available.

The school division has limited space to store materials and supplies needed on a daily
basis. Each school or department determines inventory levels to meet their individual
operating needs. No central accounting is made of these items, as accounting for these
inventories is the responsibility of the school or department.

The school division buys paper once a year for the Central Administrative Office and
stacks boxes in any location that is available. Storage is normally in the facilities
maintenance shop, which is in the basement of the Central Administrative Office.
Controls assuring proper use and distribution of the paper do not exist.

The school division uses a garage at Douglas Community Learning Center to store
janitorial supplies purchased in bulk. A custodial staff member periodically delivers
supplies to schools to replenish stock. Controls assuring proper use and distribution of
the paper do not exist.

The determination of order quantities and frequency of ordering resides with each
department or school. Buying decisions ignore the cost of ordering and materials
handling. The ability of vendors to meet delivery requirements to maintain adequate
stock of supplies for daily operations is critical.

Supplies and materials purchased in bulk and stored until requested are in need of

proper oversight. Efficient school divisions maintain controls over their distribution and
use by storing items in secure locations and documenting their distribution and use.
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RECOMMENDATION
Recommendation 5-5:

Develop controls for bulk purchases of supplies and materials and identify secure
space for their storage.

A system that documents the receipt and distribution of materials and supplies
purchased in bulk provides assurance that items are used for school division purposes.
Information provided by the system will assist in determining order quantities of items
and delivery dates. Knowing quantities and times needed will enable the division to plan
delivery dates, which should reduce the amounts that are ordered at any one time.

FISCAL IMPACT
This recommendation can be implemented with existing resources and may provide a

cost savings due to a more effective distribution process.

5.2 Risk Management

The primary objective of risk management is to establish cost-effective insurance and
loss control programs that minimize the financial liability for the division and its
employees.

Effective risk management involves:

m analyzing alternatives for health, workers’ compensation, and
property insurance coverage, such as self-insurance;

m analyzing deductible amounts, co-insurance levels, and types of
insurance provided;

m identifying operational areas where hazardous situations may occur
or opportunities for physical property loss may exist in order to
minimize exposure for potential losses; and

m |dentifying operational areas where hazardous situations may occur
or opportunities for physical property loss may exist in order to
minimize exposure for potential financial loss.

FINDING

WPS does not have centralized oversight or coordination of its risk management
functions. The division has made specific assignments to staff for risk management
related functions, but does not have a central point to help ensure that the functions are
coordinated, processes are reviewed and updated when needed, and all risk
management needs are being addressed.

For a risk management program to be most effective, all interrelated processes should
be provided with central oversight. Central oversight does not mean that the one
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employee has to perform the various functions, but he or she does have the
responsibility to direct those functions and ensure they are performed. Central
management of a risk management program eliminates redundant processes, and
ensures all efforts are coordinated and accomplished according to division policy. It is
essential that the interrelated tasks of safety, insurance coverage, and management of
loss data be coordinated by a central management staff member. The WPS risk
management function is less effective because the division divides management
activities among several employees and departments without providing central oversight.

In addition to overseeing insurance coverages, monitoring workers’ compensation, and
providing for safety and crises management committees, a central risk management
function should ensure that the division has addressed issues such as an Asbestos
Management Plan, Alcohol/Drug Testing, Hazard Communication Act, Integrated Pest
Management, Bloodborne Pathogen Exposure Control Plan, Security Guards, CPR
training, Administrators’ training, Sexual Harassment Prevention training, Substitute
Teacher Safety training, New Teacher Orientation, Bus Driver training, and Safe and
Drug Free Schools and Communities.

All school divisions have risk management issues that must be continually addressed to
ensure that employees, students, and visitors are protected at all times. Meeting the
needs requires identifying any concerns and designing responses to address them.

RECOMMENDATION
Recommendation 5-6:
Centralize coordination of all risk management functions.

Assigning responsibility to provide central coordination of all risk management functions
will help ensure that all risks to Winchester Public Schools are centrally managed.
Although the individual will not actually perform all the tasks associated with risk
management, the position should be the central point for establishing policy and the
subsequent monitoring of policy.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

A comprehensive analysis of insurance coverage to determine if the division is over- or
under-insured in property/casualty or liability coverage has not been performed recently.
A periodic risk analysis of property/casualty coverage is important to ensure optimum
coverage at a minimum cost.

Winchester Public Schools has not performed a comprehensive analysis of its insurance
coverages to determine if adequate protection exists against loss for real and personal
property, liability, vehicle loss or damage, and employee crime. WPS insures against
loss for real and personal property, liability, vehicle loss or damage, and employee crime
through the Virginia School Board Association by participating in a property and casualty
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pool. The division’s contribution to the pool for coverage for the period of July 1, 2005,
through July 1, 2006, is $168,137.

The pool is responsible for the first $100,000 of loss per occurrence for automobile,
liability, garage liability, general liability, school leaders’ error and omissions liability, and
property coverage. Specific excess reinsurance is provided with a limit of $900,000 per
occurrence in excess of the pool’s retention. Aggregate excess reinsurance is provided
with a limit of $2,500,000. The specific and aggregate excess reinsurance is placed with
Markel Insurance Company.

The pool is responsible for the first $100,000 of loss per occurrence for property.
Property reinsurance is provided in excess of the pool's retention subject to a
$100,000,000 per occurrence limit. The property coverage is placed with The Travelers
Insurance Companies.

A local government group self-insurance pool is not protected by the Virginia Insurance
Guaranty Association against default due to insolvency. In the event of insolvency,
members and persons filing claims against members may be unable to collect any
amount owed to them by the group regardless of the terms of the member agreement. In
the event the group is in a deficit position, a member may be liable for any and all unpaid
claims against such member.

Optimal property/casualty coverage requires claims history, deductibles, coverage
amount, exposure base, and cost to be in balance. Over time, these factors tend to drift
out of balance due to a division’s changing circumstance and needs.

The school division is currently involved with two major renovation projects. The
replacement cost of the structures and contents are changing. As the projects are
completed, the risk of loss to the division increases.

A new direction in providing bus service is under way with acquisition of new buses.
Previously the division used city-owned buses to transport students. The value of the
bus fleet has increased and potential replacement costs have increased.

To ensure optimum coverage at a minimum cost, school divisions conduct a
comprehensive analysis of risks and the insurance coverage needed to protect from
those risks. A periodic risk analysis of property/casualty coverage is important to ensure
optimum coverage at minimum cost. Optimal property/casualty coverage requires claims
history, deductibles, coverage amount, exposure base, and cost to be in balance. On-
going analysis of insurance claims assists in determining if the division is over-insured or
under-insured in property/casualty or liability coverage.
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RECOMMENDATION
Recommendation 5-7:

Analyze current insurance coverage to determine if the division is protected from
losses with the proper level of coverage and deductibles and develop a process to
annually review coverage and deductibles.

Analysis of the division’s current insurance coverage and recent loss history should
enable the decision to determine if it is over- or under-insured. Evaluating the impacts of
two major renovations, changes of bus service, and other changes provides a basis for
determining if insurance coverage and deductibles are cost effective and should protect
the division from major losses. An annual review should identify changes from the prior
year that are needed to maintain coverage and deductibles at the proper level.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

The division does not review workers’ compensation claims to identify the causes of
accidents to determine what to include in the safety training program to reduce their
occurrence. The division does not have a formal process to review each accident as it
happens to determine if immediate action is necessary.

WPS obtains workers’ compensation coverage pursuant to Section 65.1-104.2 of the
Workers’ Compensation Act of Virginia from School Systems of Virginia Group Self

Insurance Association. The division contribution to the pool for coverage for July 1,
2005, to June 30, 2006 is $110,689.

WPS has employers’ liability coverage with the following limits:
m  bodily injury/accident: $100,000 each accident; and

m bodily injury/disease: $100,000 each accident, $500,000 coverage
limit.

WPS’s workers’ compensation contributions for fiscal years 2001 through 2006 are
shown in Exhibit 5-5, and workers’ compensation paid claims for fiscal years 2001
through 2005 are shown in Exhibit 5-6.
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EXHIBIT 5-5
WINCHESTER PUBLIC SCHOOLS
WORKERS’ COMPENSATION CONTRIBUTIONS
FISCAL YEARS 2001 THROUGH 2006

FISCAL YEAR AMOUNT
2001 $64,912
2002 $93,552
2003 $97,383
2004 $130,386
2005 $124,375
2006 $110,689

Source: WPS Finance Department, 2005.

EXHIBIT 5-6
WINCHESTER PUBLIC SCHOOLS
WORKERS’ COMPENSATION PAID CLAIMS
FISCAL YEARS 2001 THROUGH 2005

FISCAL YEAR AMOUNT
2001 $132,848
2002 $11,146
2003 $18,593
2004 $57,309
2005 $31,089

Source: CompMangement Incorporated.

A review of claims history provided by CompManagement Incorporated identified two
open claims:

m a 2004 claim involved a teacher with claim payments of $39,788.10;
and

m a 2005 claim involving a teacher with claim payments of $28,380.07.

School divisions that analyze accidents and workers’ compensation claims develop
safety training directed specifically at the cause of the accidents and see the number of
related accidents decrease. Loss prevention is cost effective. An effective safety
program continually monitors accidents and responds with training necessary to reduce
future occurrences of similar accidents. Identifying potential hazards or activities before
a loss occurs is less expensive than paying medical costs and paying individuals while
they are recuperating from injuries.
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RECOMMENDATION
Recommendation 5-8:

Develop a safety training program based on an analysis of accidents and a
process to monitor accidents as they occur for immediate action that may be
needed.

The development of a safety training program directed at the cause of accidents will
substantially reduce the number of related accidents. A training program will reduce not
only injuries sustained by division employees, but also the number of workdays lost due
to work-related injuries. Safety awareness training designed specifically for WPS will
reduce costs.

FISCAL IMPACT
This recommendation can be implemented with existing resources and may provide a

cost savings by reducing the number of injuries and workers’ compensation claims for
the school division.
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6.0 EDUCATIONAL SERVICE DELIVERY AND MANAGEMENT

This chapter provides a summary of the delivery and evaluation of services to students
in the Winchester Public Schools (WPS). The six major sections of this chapter are:

6.1 Organization and Management of Curriculum and Instruction
6.2 Program Evaluation

6.3 Instructional Technology

6.4 Gifted/Accelerated Instruction

6.5 School Improvement

6.6 Instructional Staff Development

6.7 Career and Technical Education

6.8 Alternative Education

CHAPTER SUMMARY

WPS has a small but dedicated staff in the Department of Instruction who work well
together on an informal basis to achieve division goals. The division is fortunate to be
characterized by a seasoned and stable staff, the majority of whom have been in the
system for many years. WPS recognizes the need to focus more strongly on
strengthening the curriculum, professional development opportunities for staff, and the
use of data as a foundation for many related decisions. While the division has a history
of success relative to student achievement, within the past four years, due to increasing
demographic changes, actions have become more focused on a continuous examination
of data relative to student performance, specifically gaps in achievement, and instruction
has become more targeted toward the achievement of individual students at all levels.
One impediment to further improvements has been, and to a degree remains, a lack of
written processes that ensure consistency among all schools and across the division and
that hold people accountable beyond professional trust.

Recommendations contained in this chapter essentially focus on building upon strides
that have been taken by reinforcing practices and procedures with accountability
measures that will ensure desired outcomes and expenditure of human and fiscal
resources in cost-effective ways. Among those recommendations are the following key
suggestions, which should enable division administration to create effective processes
toward that end:

m Better delineate responsibilities of personnel in the Department of
Instruction and re-align responsibilities;

m  Embed professional development standards into training;

m  Expand efforts to make the Gifted and Talented program more
representative of the student body;

m  Make additional data more readily available to teachers and
administrators to enhance their ability to focus instruction on
individual student needs,

m  Develop a comprehensive plan for parental engagement;
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m Create a comprehensive K-12 plan for dropout prevention; and

m Establish written procedures for curriculum revision, program
evaluation, school improvement, and professional development.

INTRODUCTION

Central office staff serve as the support system for the education that is provided in
schools of any school division and, depending on factors such as organization, staffing,
and processes, can either strengthen or hinder progress towards high achievement for
students. A well-orchestrated, balanced relationship between school needs and central
office support helps to ensure that financial and human resources are targeted toward
increased student achievement for all students. Clearly articulated, measurable, and
monitored goals set at the division level inform staff and the public of the division’s
priorities and guide decisions and actions at all levels of the system. Consequently,
effective two-way communications systems, processes that streamline and reinforce
division goals, and monitoring of division priorities are essential responsibilities of the
central office.

Prior to the on-site visit, surveys were sent to central office administrators, school-level
administrators, and teachers for feedback regarding various aspects of division services.
The responses of WPS central office administrators and principals were merged for a
comparison of their responses with those of similar groups of administrators in other
school systems. One hundred percent of WPS administrators noted that the emphasis
on learning had increased in recent years, compared to 65 percent in other systems.
Within WPS, 66 percent of teachers agreed, while 71 percent in other systems agreed.
Similarly, 100 percent of WPS administrators agreed that they had sufficient materials
and resources, compared to 65 percent in other systems.

Exhibit 6-1 shows differences in ratings of the division on aspects of division/program
functions relating to educational service delivery:

EXHIBIT 6-1
SURVEY RATINGS OF WINCHESTER PERSONNEL
REGARDING CURRICULUM-RELATED SUPPORT

2004-05
PERCENT NEEDS
SOME IMPROVEMENT + PERCENT ADEQUATE
NEEDS MAJOR / +
DIVISION
PROGRAM/ IMPROVEMENT OUTSTANDING
FUNCTION ADMINISTRATORS PRINCIPALS TEACHERS
Curriculum Planning 40/60 18/82 55/40
Instructional Coordination 20/80 18/82 45/46
Instructional Technology 20/80 27172 36/58
Staff Development 20/80 0/100 49/46
Technology Staff Development 84/17 69/18 71/16
Evaluation 40/40 27/73 39/40

Source: MGT of America, 2005.
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The division has a long history of academic excellence as evidenced by historic student
achievement compared to the state on Standards of Learning tests (SOLs), SAT scores
provided since 1993, percent of students receiving advanced or standard diplomas,
middle school student participation in Algebra | and Il and geometry, and Advanced
Placement participation rates. In recent years, the division has experienced
unprecedented growth in its population of English as Second Language students,
although the division overall has grown by fewer than 300 students in the last five years.
This skewed growth has impacted many aspects of the school system, from subgroup
achievement to staffing at the school level and support services. A comparison of
student demographics with divisions selected for their similarity to WPS is shown in
Exhibit 6-2.

EXHIBIT 6-2
OVERVIEW OF PEER PUBLIC SCHOOL DIVISIONS
2004-05 SCHOOL YEAR

PERCENT PERCENT
TOTAL HISPANIC BLACK PERCENT

STUDENT STUDENT STUDENT ECONOMICALLY
SCHOOL DIVISION POPULATION | POPULATION POPULATION DISADVANTAGED
Winchester 3,678 13.6 19.1 42.0
Fredericksburg 2,473 9.6 45.2 48.2
Charlottesville 4,388 3.1 48.3 48.1
Manassas Park 2,374 34.8 14.3 31.3
Manassas 6,761 30.3 16.5 23.3
Salem 3,944 1.0 9.3 20.3

Source: Virginia Department of Education Web site, 2005.

Despite the challenges of recent changes in student demographics described further in
Chapter 7, each of the WPS schools is fully accredited by the Commonwealth of
Virginia, and all but one, the middle school, made Adequate Yearly Progress (AYP) last
year. The division did not make AYP in 2004-05. The Reading/Language Arts Annual
Measurable Objective (AMO) was 63 percent and Math was 65 percent. Of the division’s
students, 60 percent of Black students, 60 percent of Disadvantaged, and 52 percent of
Limited English Proficient (LEP) students met AMO in English. The year before, one
elementary school, Quarles, did not make AYP, but it did last year.

In the diagnostic feedback obtained in interviews with WPS staff during a preliminary
visit of MGT staff to the division, key concerns relative to the quality and delivery of
services by the Department of Instruction were:

m the Assistant Superintendent should be freed to spend more time on
curriculum and instruction, rather than Human Resources;

m the need to look at alternatives for students not pursuing college;
m closing the gap on student achievement, with the Superintendent
stressing that staff must not become too complacent due to success;

there is always room for improvement;
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m the lack of and need for a content specialist for teaching staff; there
is too much emphasis on special education, but those dollars are
from grants so they cannot be used;

m the rapid growth of a diverse population (special education and ESL
students) and its financial and programmatic impacts; and

m the need to continue to improve middle school SOLs to achieve AYP
(this was the only school not meeting AYP).

6.1 Organization and Management of Curriculum and Instruction

In order for efficient and effective educational processes to promote the highest possible
levels of student achievement at the classroom level, a school system’s organization and
procedures must be thoughtfully aligned and communicated to and understood by
educators at all levels. The organizational structure must clearly delineate reporting
relationships that contribute to the realization of division priorities. Personnel at the
division level must have expertise in the aspects of education for which they are
responsible. Adequate support staff ensures that administrative time can be devoted to
functions the division has identified as critical to the educational process; resources are
leveraged to maximize the capacity of the division’s staff; and processes for clear and
frequent communication and co-planning among those division-level support staff and
school-level recipients of their services are in place and protected.

Exhibit 6-3 shows the current organizational structure for the WPS instructional
department.

EXHIBIT 6-3
WINCHESTER PUBLIC SCHOOLS DEPARTMENT OF INSTRUCTION
CURRENT ORGANIZATIONAL CHART
2005-06 SCHOOL YEAR

Director of Instruction

Coordinator of Coordinator of Coordinator of
Curriculum and Curriculum and Curriculum and
Instruction Instruction Instruction
(Vacant)

Source: Winchester Public Schools, 2005.
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FINDING

Division-level instructional staffing and communication structures are insufficient to
provide the level of service and leadership to schools that continuing demographic
changes require if WPS is to maintain high student achievement among the majority of
students and simultaneously improve subgroup performance. The Instruction
Department of WPS is led by the Director of Instruction, who reports directly to the
Superintendent. Prior to assuming these responsibilities, the Director worked closely
with her predecessor, and thus was familiar with the myriad aspects of the position. The
position is supported by three secretaries and two Coordinator of Curriculum and
Instruction positions that are currently held by long-time staff members. The Coordinator
position previously held by the Director of Instruction has been vacant, although
budgeted, for six months. Two other central office positions in addition to the Assistant
Superintendent and Director of Instruction also report to the Superintendent: a Director
of Technology, who oversees the four Technology Resource Teachers assigned to the
division’s six schools, and a Director of Special Education and Related Services. There
are no content area specialists or teachers on special assignment to support instruction
at the division level. The Instructional Director’s position has primary responsibility for
content, instruction, curriculum development and monitoring, accreditation, professional
development, school improvement, translating student achievement data into
meaningful, useful information for school-based educators, and monitoring the results.
Additionally, since instructional technology falls under another director’'s responsibility
and Special Education still another, it is the Director of Information’s role to ensure that
those branches of the division are involved in instructional discussions and decisions.

With that breadth of tasks for the core activity of a school division all falling under one
person’s responsibility, little actual content area support can be offered by the central
office for teachers in schools. The division has addressed that need through lead
teachers at the school level and in Special Education. Lead teachers serve as liaisons
with their school-level peers on division vertical teams and meet with the Director of
Instruction monthly. Lead teachers also observe classrooms, note and procure needed
resources, and ensure that benchmarks are in place and data used. Two lead teachers
are also considered test coordinators at their respective schools.

The Assistant Superintendent, Director of Instruction, the Superintendent, the
Coordinators of Curriculum, and principals meet weekly in addition to quarterly vertical
team meetings of instructional staff from across the division. Vertical teams are
composed of teachers in all grade levels and content areas including related arts, fine
arts, technology, and core subjects. Representatives of Special Education and English
as a Second Language (ESL) programs are also integral to the composition of the
vertical teams. Additionally, the coordinators responsible for instructional programs
attend all principals’ meetings. All directors reported that more coordinated
communications and planning regarding instruction needs to occur, but that authority for
implementing such changes is murky without an Assistant Superintendent ultimately
responsible for instruction as a whole.

One of the Coordinators of Curriculum and Instruction is responsible for all federal
programs that are largely grant-based, and thus writes and administers all division
grants with the exception of Title VIB and other grants related to Special Education. This
practice makes one employee in the division the contact person for all grant questions;
however, responsibility for both writing and administration of all grants has the potential
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to cloud non-grant programmatic and planning responsibilities and/or create duplicative
meetings for personnel in those programs to attend. For instance, because reading
specialists in the elementary schools are funded by Title I, the coordinator meets with
them regularly, but they are also on vertical teams. These administrative responsibilities
are intimately tied to curriculum and instruction, but this organizational structure
potentially disconnects the instructional personnel in such programs from communicating
and planning with those in the division with whom they should be meeting in order to
make the division’s instructional programs cohesive and seamless or requires their
attendance at multiple meetings of a similar nature.

This coordinator is also responsible for Safe and Drug-Free Schools (SDFS), ESL,
remedial programs, and parent education. Since the preschool program is funded with
Title | funds, the coordinator is the de facto principal of the division’s preschool program,
Stepping Stones. This program is co-located at the Douglas Community Learning Center
with three Head Start classes and five preschool handicapped classes administered
through the regional program. Other employees with responsibilities for student support
services would more logically reside under the Director of Special Education and Related
Services. These include guidance counselors who, at one time were in the Department
of Special Education, and Student Assistance Leadership Team (SALT) members,
including three Student Support Specialists, the Safe and Drug Free Schools
Coordinator, and the Family Support Specialist.

The other coordinator has responsibility for accountability, assessment, and the
division’s alternative education programs, including GED and Adult Education, although
the division partners with the Shenandoah Valley Adult Education Consortium for
delivery of adult education. This coordinator works with school test coordinators and
constantly with the Director of Instruction on collecting, analyzing, organizing, and
reporting test data and training division educators in understanding and using it in
addition to completing required related state and federal reports. Reports provided to the
Board as well as educators in the division are easy to read and detailed to student and
subject; some are even color coded, with red designating students not making expected
progress.

A comparison of instructional support positions in divisions selected for comparability to
WPS in size and characteristics is shown in Exhibit 6-4. Although the various divisions
classify positions differently, based on job titles, the exhibit shows that only one other
division has fewer instructional support administrative positions and that the average
number of such positions is two more than at WPS, excluding the vacant position.
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EXHIBIT 6-4
COMPARISON OF DIVISION-LEVEL INSTRUCTIONAL ADMINISTRATORS
AMONG PEER DIVISIONS

2004-05 SCHOOL YEAR

ASSISTANT,
ASSOCIATE,
OR ASSISTANT TO
SUPERINTENDENT

DIRECTORS

COORDINATORS

SUPERVISORS

MANAGERS

PROGRAM
COORDINATORS

SPECIALISTS

TOTAL

Winchester

2

2.5

4.5

Charlottesville

5

1

Fredericksburg

Manassas

NN

1

Manassas Park

AR W 01N

1

[GIEN =3I (%)

Salem

1

AVERAGE
INSTRUCTIONAL
SUPPORT
POSITIONS

1

2.8

1.8

6.6

Source: Virginia Department of Education Web site, 2005.

Exhibit 6-5 delineates a proposed
instructional services. Recommended changes include:

MGT of America, Inc.

re-organizational

structure for the division’s

m Create an additional Coordinator of Curriculum, Instruction and
Professional Development position. This position should assist in
implementing and synthesizing all areas of the division with respect
to curricular and instructional decisions and build them into the
division’s professional development program. This person should
have an understanding of and facility with technology in order to fully
integrate it into the instructional and professional development
programs.

m Fill an existing vacancy for a Coordinator of Curriculum and
Instruction with an individual responsible for special programs (ESL,
Pre-School, and Gifted and Talented Education) and change the title
to Coordinator of Special Programs.

m Change one existing coordinator’s

title

to Coordinator of
Assessment, Accountability, and School Improvement, expanding
that position’s responsibilities to include school improvement and
evaluation.

m  Change one existing coordinator’s title to Coordinator of Federal

Programs

and Grants,

but

move

responsibility

for

grant

administration from the position so that personnel funded by grants
are more seamlessly integrated into the instructional program. Add
to the responsibilities of the position those of hearing officer for the

division and alternative and remedial education.

m  Move responsibility for support services including guidance, health,
SALT teams, and Safe and Drug Free Schools to the office of the
Director of Special Education under the Coordinator for Special
Education. This proposed change will be discussed in greater detail
in Chapter 7.
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The three primary instructional leadership positions in the division’'s Department of
Instruction, in conjunction with other division- and school-level leaders, have
successfully moved the division forward in terms of student achievement, curriculum
development, and school improvement during the past four years. Curricular and
instructional initiatives needed for continuing improvement cannot take place in a
cohesive, comprehensive manner with current levels of staffing, reporting relationships,
mixed responsibilities, and communications processes. Roles and responsibilities are
not all organized according to logical relationships, nor is there a position with final
authority for instruction per se. Furthermore, the open Coordinator of Curriculum
position, a role of critical importance, should be filled promptly. Immediate changes
should be made in order to increase the efficiency and effectiveness of support for
curriculum and instruction and to address AYP needs as demographics continue to shift.

EXHIBIT 6-5
PROPOSED ORGANIZATIONAL STRUCTURE FOR THE
WINCHESTER PUBLIC SCHOOLS DEPARTMENT OF INSTRUCTION

Assistant Superintendent for
Curriculum and Instruction

Director of Curriculum, Instruction,
and Professional Development*

Coordinator of Assessment, Coordinator of Special Coordinator of Federal
Accountability, and School Programs Programs and Grants
Improvement

Source: MGT of America, 2005.
*Please refer to proposed timeline for analyzing this recommended position.

Regularly scheduled meetings take place among principals, the Superintendent, and the
Director of Instruction and between teachers in the schools, often including the same
individuals. Such direct and frequent communication is certainly commendable; however,
meetings are time-consuming and the organization would function more efficiently if the
Director were freed from so much meeting time to performing related administrative
responsibilities such as planning long-term strategies, developing processes to ensure
consistent application of decisions made in those meetings, locating best practices to
replicate, and providing higher levels of content support and coordination. Additionally,
with their myriad responsibilities, similar regular, planned communications and planning
do not presently occur among directors.
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RECOMMENDATION
Recommendation 6-1:

Adopt the proposed revised organizational structure for the Department of
Instruction.

Implementation of this recommendation will ensure that coordination of instructional and
professional development issues that cross departments occurs in a concerted effort,
and that all division efforts are channeled toward achievement of agreed-upon goals.
The proposed changes will provide additional administrative staff to enable the division
to more effectively tie all elements of curriculum and instruction together. Although
instructional and curricular priorities are contributing to positive strides, they are
occurring on a schedule dictated by reaction to arising needs rather than planning for
long-term, comprehensive, and coordinated improvement. Much of the time of the
Director of Instruction is occupied with meetings with school-level staff to enable them to
be arms of the instructional department. This is commendable, but by increasing
administrative support for instruction to comparable levels with similar divisions, duties
can be re-allocated for better alignment with similar tasks and workloads can be reduced
to more effectively plan and complete initiatives likely to continue improved student
performance and to address areas where the division did not meet AYP. One aspect of
this recommendation should be the development of processes that ensure that regular
communication and planning among all division directors occur in order to align
curricular decisions across areas of responsibility.

Review the organizational structure of the instructional department of the division no
later than two years after implementation of this recommendation regarding the
possibility of adding a Director of Curriculum and Instruction. The position would serve
as a liaison between the Coordinators and the proposed Assistant Superintendent of
Curriculum and Instruction to channel division instructional improvement efforts. The
addition of this position would facilitate planning and implementation of curricular
initiatives, and contribute to more effective, efficient instructional and curricular
articulation among division departments and schools.

FISCAL IMPACT

The average salary for directors is $83,678. Benefits of 35 percent add another $29,287,
for a total position cost of $112,965. The Superintendent’'s salary is $128,000 plus
benefits of 35 percent ($44,800), for a position cost of $172,800. The difference between
the two levels of positions is $44,322. Using half of the difference ($22,161) added to the
average director salary for a median pay scale for an Assistant Superintendent between
Superintendent and Director makes an estimated Assistant Superintendent base salary
of $105,839 plus 35 percent benefits ($37,044), for a total of $142,883. The position
should be filled in July 2006. The vacant coordinator position is already included in the
2005-06 budget. The cost of adding an additional coordinator position is figured on the
average salary of curriculum and instruction coordinators of $88,859. Benefits of 35%
($31,101) added to that base would make a full year's additional cost equal $119,960.
implementing the recommendation beginning in July would cost the division $59,980
during the 2006-07 school year.
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Recommendation 2006-07 2007-08 2008-09 2009-10 2010-11

Hire an Assistant
Superintendent for
Curriculum and
Instruction

Fill Vacancy for
Coordinator of

Curriculum and $0 $0 $0 $0 $0
Instruction

Total ($71,442) ($142,883) ($142,883) ($142,883) ($142,883)
FINDING

Despite the division’s efforts to communicate using many available tools with the public
in general, parent feedback received at the community meeting during and after the on-
site visit reflected a possible need for even more concerted communications with them
as a group when instructional and programmatic decisions are made to inform and solicit
their input on substantive initiatives. Numerous comments made by parents noted that
programs and new initiatives directly affecting their children had been undertaken such
as block scheduling, heterogeneous grouping, and math acceleration made without
providing information to parents or asking for input. While these concerns may have
been voiced by a few disgruntled parents, sufficient concerns were expressed to indicate
a need to consider expanding parental communications specifically. Sample comments
are:

m  The communication between school administration and parents
needs to improve, as we have had new curriculums and programs
...dropped on us without any knowledge. Some parents still do not
know that their children are being taught differently than before!

m  Newsletters need to be sent in a more timely manner.
m | don't feel like a partner with WPS.

Additionally, prior to implementation of block scheduling at the middle and high schools
and removal of advanced studies for specified students at Daniel Morgan Middle School
(DMMS), parent meetings were held. Middle school and parents of rising fifth graders
were invited to hear about the teaming concept before its inception. At each elementary
school, a panel of division administrators made a presentation and answered questions.
Teachers and the principal from DMMS were also available in the audience to respond
and describe how instruction would be different for parents of gifted students. Questions
and answers were also posted on the division’s Web site.

Decades of research on parent engagement strongly correlate parent involvement with
high levels of student achievement. Joyce Epstein, a noted leader in the field, has
identified a continuum of parental involvement components that build a strong
partnership between parents and schools, with one being effective home-school
relations and another improved communications. Epstein’s research would serve as a
basis for a comprehensive parent involvement plan to strengthen parental engagement
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in the schools and engender heightened community support. Although mixed and
representative only of parents who attended the forum, parent comments reflect a sense
of disenfranchisement among some segments of the community. Most effective
programs emphasize the importance of the parent and the need for a close relationship
between the home and the school; provide structured, concrete tasks for parents; and
take a long-term approach to parent involvement. Furthermore, between 50 and 85
percent of variance in achievement scores, 1Q, or verbal ability has been attributed to
parent, family, and home environment variables. Studies have shown that teachers
involving parents in learning activities at home has a positive and significant influence on
improved student reading achievement regardless of educational backgrounds. Even at
the high school level, a study of 8,000 students found that family behavior patterns
influence grades; and parent attendance at school events regardless of income/
educational level is strongly linked to better grades.

RECOMMENDATION
Recommendation 6-2:

Consider developing a parent communication plan as part of an overall district
parent involvement plan.

Research demonstrates that when parents are involved in education as partners,
student achievement improves. By including communications as one component of a
comprehensive, research-based parent involvement plan, the division will be assured
that parents are informed of major proposed initiatives and parent representatives are
included on appropriate division-level committees. Purposefully keeping parents abreast
of plans to change programs, schedules, or practices as they are being considered will
bring them on board, help them understand the reasons behind decisions, and, in doing
so, make them positive emissaries to the rest of the community and more supportive of
WPS. Changing demographics also necessitate re-thinking existing methods of parental
involvement. Developing a long-range approach of outreach to parents and parent
education reaps benefits in terms of student achievement, parent opinions of teacher,
and school efficacy as well as community support.

FISCAL IMPACT

Implementation of this recommendation can be accomplished with existing resources.
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FINDING

For years, WPS student performance has been consistently high overall; however, within
the past four years, rapidly changing demographics have contributed to a more urgent
need to examine the achievement of subgroups of students and the division’s failure to
make AYP. When that realization occurred, the division had little longitudinal data
available technologically, so the current and past Directors of Instruction worked
diligently to assemble records of past student achievement in order to render an
understanding of performance by subgroups over time. The division how has longitudinal
records of most aspects of student achievement as well as newly established processes
to ensure that data is regularly analyzed to be used as a basis for instructional decisions.
Teachers and principals have participated in much professional development to learn to
understand and use existing data for instructional changes at the school, grade, and
class level. Data is an ongoing topic of discussion in principals’ meetings.

The cultural change in the way education operates in WPS has precipitated notable
growth in the performance of Hispanic students in the division. An analysis of student
performance data commissioned by the Commonwealth and published in 2005 by
Standard & Poor’s (www.schoolmatters.org) identified divisions that “have significantly
narrowed achievement gaps between 2003 and 2004” so that “their most promising
educational practices might be studied and replicated by others that are struggling to
narrow their own achievement gaps.” The report also stated that “it is hoped that this
report sheds light on the power of using data to provide for diagnostic insights that can
help inform educators’ decision making.” This practice is evident in the direction WPS is
taking in using data as a foundation for decision making. In the report, WPS was
recognized for the strides it had made in narrowing the achievement gap between
Hispanic and White students. As one of only nine divisions in the Commonwealth with
numbers sufficient to measure a Hispanic-White gap, WPS narrowed the gap by 8.3
percentage points compared to an average of 2.1 points in all K-12 divisions statewide.
However, the gap remains at 21.6 percentage points, compared to an average Hispanic-
White gap of 10.2 points for all K-12 divisions throughout Virginia. At the same time,
WPS reduced the achievement gap between economically and non-economically
disadvantaged students. More about the achievement of ESL students is addressed in
Chapter 7 of this report.

Two ways the division has in effect turned time spent on student assessment into
instructional benefits for students have been the adoption of benchmark assessments
and the use of the Flanagan Test for Higher Standards’ Reports on-line. Consultants
assisted teachers in developing common assessments and writing higher level
guestions. Last year, teachers identified student strengths and weaknesses overall in
terms of strands. This year, the benchmarking procedure occurs every grading period
and provides teachers with results by student subgroup so that they know exactly where
individual students are and can use that information for re-teaching and grouping for
instruction as well as feedback on their own instruction for changes in practice. Teachers
in grades K-12 have developed common assessments that are administered each
grading period and are monitored by the Coordinator of Curriculum and Instruction
responsible for accountability, who works with school staffs to identify and implement
strategies. Although initial reactions by teachers to benchmarking reflected concern, now
that the process is in place, teachers report that they cannot look at their students in the
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same way and now know where each student is and who is at risk. Interviewees also
report seeing increased collaboration among teachers to address student needs.

Earlier this year, the division discovered that the benchmark information was being used
inconsistently among teachers and schools, and an accountability measure was added
by scheduling regular reports to the School Board. Testing reports are submitted by
school and by teacher three times a year. A schedule of reports to the Board submitted
to the visiting team for the period between February and October 2005 shows 14 reports
including:

student achievement data,

2004 Writing-Unadjusted Scores,

SOL Results (four times),

NCLB Results,

assessment schedule,

SAT scores,

Tests for Higher Standards Report,
Gates-McGinity Reading Results/9 Weeks Test,
SOL/AYP Update, and

the Accreditation Report.

COMMENDATION

The increased collection, analysis, and use of data as a basis for instructional
decision making along with public reporting procedures have contributed to
improved student achievement, closer ongoing examination of the performance of
student subgroups, and increased accountability procedures that mirror state and
federal desires.

FINDING

While the division has made great strides in making access to and analysis and
understanding of student performance data a priority and an underpinning of
instructional decisions, many interviewees still reported that access to the kind of
disaggregated, timely information often needed by both teachers and school- and
division-level administrators is not always readily available. This negatively affects the
ability of educators to make the kind of strategic decisions that are expected with the
division's emphasis on data-based decisions at all levels. A new software system that
has recently been installed is expected to address this concern and place more sources
of data in the hands of administrators throughout the division. Staff further indicated that
few people either at the central office or the school level seemed to be aware of its
impending availability, and many interviewees reported that the only access to some
information they felt should be available via the division’'s database was through a
specific request for it to the technology department. This was even the case for
information needed by the Coordinator of Curriculum and Instruction responsible for
accountability and data disaggregation. Best practices demonstrate that just-in-time data
available to teachers and administrators facilitate ongoing instructional and curricular
decisions leading to improved student achievement.
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RECOMMENDATION
Recommendation 6-3:

Plan and implement training on the new database as soon as it is available
throughout the division to ensure that all personnel have access to make
instructional decisions relative to their positions.

The division has laid the foundation for the regular use of data and created an
expectation for its availability. Now that educators know how to use it in their schools
and classrooms, they are anxious to know more about their students and currently
frustrated that they must request desired information from the Technology Department
rather than having access to it at their fingertips. Immediate training on additional
sources of information will alleviate their concern as well as allow them to delve deeper
into student needs and develop more precise strategies likely to make a positive
difference in teaching and student learning.

FISCAL IMPACT

Implementation of this recommendation can be accomplished with existing budgeted
resources.

FINDING

An essential element in the development and delivery of a comprehensive curriculum
management system is the creation of a systematic process to monitor instruction and
use the collected information to inform changes in curriculum, assessment, resource
selection and procurement, and professional development. In order for the division to
achieve its goal of “Learning for All, Whatever it Takes,” curriculum, instruction, and
assessment must be aligned along with processes to analyze individual and group
performance data, and that information must then be linked to changes in practice. The
division has made strides in beginning to create a structure for curriculum alignment and
review, but has not set all aspects of it in place.

In 2002, WPS contracted with Phi Delta Kappa for a curriculum audit. The document
evidences reading and highlighting by division-level staff; however, when staff were
asked how it had been used to change curriculum, responses reflected the array of
mandates often having deadlines that interfered with use of its findings. The division has
created pacing guides which are reviewed annually and has even addressed the need to
revise former high school pacing guides with the adoption of a block schedule this year
in the middle and high schools. Common assessments have been created and this
year’s goal is to correlate performance on them with student success on the SOLs. After
the first administration this year, teachers and principals were asked to identify students
by name and demographic/AYP subgroups that were most at risk. At that time, they
were not equipped to do so, so the division provided training. Professional development
and instructional discussions have begun to address the next steps—changes in teacher
practice to learn skills to meet now apparent student needs with a resultant awareness
and collaboration among teachers.
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Three years ago, the division began revising curriculum guides. Staff at all levels and
with responsibilities in all areas have been involved in those processes; yet both
interviews and a review of curriculum-related policies reveal that there is no set timeline
or structure in place that will ensure a regular cycle of revision, implementation, review,
and additional revision. Policies do exist that speak to curriculum in terms of
development, guides and outlines, materials, and textbook adoption. None of the policies
contain clear directions that explicitly describe timelines, monitoring procedures, the use
of data to inform instruction, or the creation of a cycle that ensures that, as expectations,
student composition, or needs change, the instruction, curriculum, and staff development
offered are revised accordingly. With only general expectations set, for instance, “for
administration and faculty to evaluate the educational program...and regularly to report
findings to the Board along with recommendations,” no accountability is provided to
ensure that expectations are met. A September 1, 2005, report to the Board
recommended that they review the results to assess policies such as testing,
accountability, and instruction. This is a recommendation that should be acted upon.
Virginia statute 22.1-253.13:1 also specifies the expectations that SOLs in all subjects
be regularly reviewed and revised to maintain rigor and balance content knowledge with
application. Finally, school-based personnel relate that, without specific written
procedures in place, it is sometimes difficult to receive guidance on decisions they must
make. In effective school systems, division instructional priorities are aligned with
budgetary expenditures reinforced by board policy.

RECOMMENDATION
Recommendation 6-4:

Revise Board policies relating to curriculum and instruction to include clear
expectations for timelines, reporting and monitoring structures, and a revision
cycle that will ensure that, at least annually, feedback is solicited and
incorporated into all aspects of the curriculum, instruction, and professional
development that serve as the backbone of the division’s instructional program.

The maxim that “what gets measured gets done” is true. WPS is building processes into
its way of work in other areas and must do so with the backbone of curriculum and
instruction—board policy and implementing procedures. The division has taken steps to
create accountability for instruction and testing. It now needs to ensure consistency
through development of policies and written procedures that specify expectations and
timelines.

FISCAL IMPACT

Implementation of this recommendation can be accomplished with existing resources.

FINDING

Curricular and instructional support positions in the division’s elementary schools take
two forms that do not appear to be based on school size. No school has an assistant
principal. In two schools, Quarles (416 students) and Frederick Douglass (431 students),
lead teachers serve the combined role of curriculum support, testing coordinator, and, to
some extent, administrative assistant. In other schools (enrollments 437 and 390),
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responsibilities are shared by two positions, with an administrative assistant largely
responsible for administrative support and discipline serving as testing coordinator and a
lead teacher supporting classroom instruction. In one school, the administrative
assistant/testing coordinator is a full-time teacher who conducts his testing
responsibilities after regular school hours. Although responsibilities vary somewhat
among schools, lead teachers are largely in charge of observing and providing
classroom support, ordering materials, modeling lessons, scheduling, curriculum work
and meetings with division and school personnel, and leading professional development
at the school. The consolidation of responsibilities at the two schools occurred as the
result of simultaneous administrative and lead teacher vacancies, with the others
remaining separated because of the experience of the individuals in the positions.

Staff indicated that due to the division’s focus on benchmark testing, testing coordinators
spend an estimated two weeks at the beginning of the year pre-testing students, an
additional week each nine-week grading period, and approximately five weeks before,
during, and after SOL testing, for a total of 11 weeks in test preparation, administration,
and teacher training. Because of the various forms testing responsibilities take at
elementary schools, with some during and some after school, comparisons of time taken
away from other instructional duties are difficult to make. For the positions that share
testing, administrative, and lead teacher responsibilities, the time spent in testing is a
concern. Principals report that the dual approach is currently working, but note some
concern about its continuing without review. Some schools are receiving full-time
instructional support from lead teachers and others are not—this is an equity issue
among schools, teachers, and students.

RECOMMENDATION
Recommendation 6-5:

Evaluate the efficacy of a single school-based person maintaining responsibility
for curricular support/leadership, testing coordination, and administrative
assistant responsibilities on an annual basis.

As accountability continues to increase with both state and federal mandates and as the
division continues to use data from benchmark and other tests, time invested in test
coordination, regardless of the configuration of position responsibilities may interfere
with the critical role of instructional support. The division needs to be vigilant in
examining the time committed by people in combined positions relative to its goals and
priorities.

FISCAL IMPACT

The costs of this recommendation are figured based on an estimate that the one person
performing two roles, testing and lead teacher instructional support, is spending eight
weeks on testing responsibilities. Figuring an average teacher salary to be $41,940, plus
benefits of 35% ($14,679) for a ten month contract, total position costs are $56,619.
With two-tenths of that time spent on testing, the personnel opportunity costs of that use
of the individual’s time are $11,324 (.2 x $56,619). Removing that responsibility from that
individual and assigning it to a supplemented position would save the district funds and
focus the time of the person who currently has dual responsibilities on instructional
support. The median supplement provided an administrative assistant on the salary
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schedule at four years of experience is $3,782. The savings of providing a supplemented
position at each school would be $7,542 ($11,324-$3,782) per position for a total annual

savings of $15,084 for two.

Recommendation

2006-07

2007-08

2008-09

2009-10

2010-11

Add Two
Administrative
Assistant
Supplements

($7,564)

($7,564)

($7,564)

($7,564)

($7,564)

Current Costs of
Time Saved by
Two Positions

$22,648

$22,648

$22,648

$22,648

$22,648

Savings

$15,084

$15,084

$15,084

$15,084

$15,084

6.2 Program Evaluation

FINDING

The division does not systematically evaluate its programs to ensure that they are
achieving stated results and that resources are being expended cost-effectively. No one
is formally delegated the responsibility for program evaluation, nor are formal
evaluations regularly conducted for instructional programs. The only evaluations related
to educational services that were provided or described were a Phi Delta Kappa
curriculum audit of 2002 and two internal evaluations of the ESL program. Survey
responses of WPS personnel reveal an awareness of the need for regular evaluation of
division programs. Teachers and division-level administrators were almost equally
divided in their responses, with administrators reporting 40:40 that the division needs
some/major improvement is adequate/outstanding and teachers 39:40. In contrast,
principal responses were 27:73 that the division’'s process of evaluation was
adequate/outstanding. The disparity in response may be a factor of difference in
interpretation of what program evaluation means, but should be investigated.

The division has undertaken many new initiatives in the past few years. With the need to
address both changing demographics and failure to meet AYP, additional changes are
likely. In school divisions that have established evaluation and monitoring procedures to
examine their practices throughout the year as well as at year-end, interim changes
have been made when indicated or ineffective programs or practices discontinued,
allowing the divisions to continuously improve throughout the year. WPS’s movement to
school-year remediation programs indicates its awareness of the merits of immediate
intervention for student needs. The same is true of programmatic needs. Interviewees
stated a desire to know the effects of programs and practices they had implemented, but
noted that no evaluations were available because they are not conducted. Board policy
states only that “administration is charged with involving the school staff and the
community in a continuous evaluation process of the instructional program,” but provides
no timelines, priorities, or parameters for accomplishing the evaluation process.

Formative evaluations can inform WPS of interim changes that need to be made in order
to more effectively operate processes or programs before they have been in place for an
entire school year or longer. It is apparent that WPS has promising programs in place,
but most evidence is anecdotal rather than statistical and data-based. Embedding
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evaluative processes into the division's way of work will also provide quantified
accountability for intended outcomes for schools, students, and the public.

RECOMMENDATION
Recommendation 6-6:

Continue the responsibilities of the Coordinator of Curriculum and Instruction
responsible for assessment and accountability regarding program evaluation.

Enhance the importance of ongoing program evaluation by developing a policy to
strengthen its contribution as an integral component of the WPS goal of ensuring
equitable educational opportunities for all students.

Accountability provides effective school divisions the opportunity for regular examination
of programs and practices in relation to the achievement of the purposes for which they
were initiated. Where program evaluation is an integral part of division practice and
adoption of new programs, regular checkpoints offer information, just as WPS’s regular
examination of student performance data does, that can be used to:

m inform the division of the need to add a new program;
m adjust an existing program; or

m eliminate programs and practices and resource expenditures that
are not providing the benefits for which they were adopted.

The Coordinator of Curriculum and Instruction responsible for accountability has an
abundance of available data. The use of data needs to continue to be correlated and
analyzed in relation to specific programs to further refine the division’s decision making
and budgeting and target resources toward its stated goals.

FISCAL IMPACT

Implementation of this recommendation can be accomplished with existing resources.
Expanding continuing partnerships with local post-secondary institutions for program
evaluation involving their students and instructional staff would serve a two-fold purpose
of providing experiential application of post-secondary education and a source of
evaluative information for the division.

6.3 Instructional Technology

Technology within the division, including instructional technology, is primarily discussed
in Chapter 10 of this report, and implications for teaching and learning are discussed in
this section. The division was ahead of state mandates in its creation of Technology
Resource Teacher (TRT) positions almost a decade ago and continues to channel much
technology into classes. Its focus on instructional technology in terms of teacher
knowledge and skills, however, is not reinforced by uniform policies, practices, and
guidelines.
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Concerns related to instructional technology noted in the diagnostic assessment of the
division were:

m  emphasis is placed on the use of instructional technology, but it
varies in terms of actual use by staff;

m  some instructional technology concerns have been addressed
through the construction efforts; and

m technology use is measured in observations.

Regarding instructional technology, all survey respondents felt that it was
adequate/outstanding, but at different ratios: administrators 20:80, principals 27:72, and
teachers somewhat less inclined at 36:58. The lower rate among teachers with whom
TRTs are in direct contact may indicate a need for further investigation regarding the
reason and may also reflect the fact that they are spending more time on trouble-
shooting and less on direct contact with teachers and students than in the past. The
division ought to plumb their thoughts and needs, possibly through a more formalized
needs assessment than is currently utilized.

The division’s four TRTs are assigned to specific schools in order for them to know the
teachers and their needs and attend team/grade meetings and sometimes faculty
meetings. They also participate in vertical team meetings. However, there is
inconsistency in their use, teacher use of technology, and the professional development
TRTs offer, as there are no clear written guidelines or expectations other than job
descriptions.

A variety of technology is being channeled toward classrooms with an infrastructure in
place for integration of technology into instruction. TRTs testified that they are
consequently seeing both students and teachers more excited about instruction and
teachers relying more on technology. New construction at the middle and high schools
will enhance secondary access to technology. Technology tools, too, have increased for
teachers with attendance and grading programs at all schools and Web-based IEPs that
have lessened time spent writing IEPs. Teachers were noted to be using Reports On-
Line at higher rates than in the past. The WPS technology department uses a retired
teacher 15 days a year to collect lesson plans that integrate technology for inclusion on
the division’s Web site.

TRT positions are meant to enhance teachers’ technology skills through professional
development, students’ use of technology, and by teachers learning from TRT class
instruction. However, in some schools some teachers leave their children with TRTs
when scheduled for labs, considering lab time additional planning time for themselves,
although this practice has reportedly diminished over the years. Interviewees noted that
much of what TRTs do is serve as a first line of troubleshooting when teachers’ plans
include technology and it fails them. TRTs are directed to follow a “5-minute rule;” if the
troubleshooting takes longer than that, they are to write a work order. Interviewees
noted, though, a range of approximately 40 to 90 percent of TRTS’ time being spent on
such activities. While that kind of just-in-time support is essential for technology
integration into instruction, there are technicians in the division whose job it is to provide
that support. There must be a balance of responsibilities for TRTs to be effective in
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meeting their primary instructional role. A summer meeting this year delineated current
expectations to principals.

Most professional development TRTs offer is after school on a voluntary basis, with little
marketing except by word of mouth. Technology personnel at various levels reported
that fewer participants are signing up and attending training, although the variety of
technology being placed in teachers’ and administrators’ hands is increasing.
Interviewees reported that some informal needs assessments have been conducted in
the past. Some training has been required, but there has been no follow-up if
participants did not attend; consequently, facility with technology varies widely at both
the teacher and administrator levels. Research has demonstrated a correlation between
training and computer usage in elementary classrooms. When administrators do not
understand or value technology, their teachers are more likely not to either. The division
has attempted to address the need to build support for and understanding of technology
among administrators by working with a consortium to devise training to help them
understand what technology should look like in instruction, but that initiative is still in the
planning stage.

Schools are given an instructional allocation that is to include technology. In order to
allow school leadership the flexibility of spending funds in areas that meet their schools’
unique needs, however, no guidelines are provided. This practice leads to some schools
systematically adding hardware to their inventory while others barely purchase supplies
to maintain the operations of current hardware. A balance must be struck that will ensure
that schools retain flexibility yet afford all students the same opportunities for learning
with and through technology regardless of the school they attend. Interviewees testified
that there is a current imbalance in resources and encouragement rather than parameter
setting regarding the use of TRTs and training. That has led to differences in student
skills identifiable by secondary teachers. This issue is addressed more specifically in
Chapter 10.

COMMENDATION

The division’s practice of collecting and making exemplary lesson plans that
incorporate technology into instruction, are created by peers in the division, and
are easily accessible to teachers using a retired teacher with that sole
responsibility is an excellent means of promoting the use of technology across
the division.

RECOMMENDATIONS
Recommendation 6-7:

Consider developing a clear, uniform set of expectations for TRTs along with
guidelines that ensure that their responsibilities are aligned with division
technology and strategic plans and that their time is protected to focus on the
purpose for which they were hired.

Currently, TRTs serve the needs of their assigned school without clear guidelines being
given to them or to their supervising principals. This leaves them in the position of
providing a smorgasbord of services. While it is commendable that they are given the
flexibility to meet each school’s unique needs and to provide just-in-time troubleshooting,
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it is also essential that clear-cut expectations and monitoring processes be set so that
they are contributing to enhanced use of technology for student learning in the way the
division intends. School administrators need to be informed of parameters within which
their assigned TRT can work and ensure that their teachers understand and honor them.
Division-level administration should regularly monitor each school’s use of the TRTs and
recommend changes when and if necessary.

Recommendation 6-8:

Identify professional development topics that division leadership considers
essential to achieve its goals related to integration of technology into instruction
and develop procedures to ensure that all appropriate personnel are able to apply
the related knowledge and skills.

WPS is expending abundant resources on technology tools for teachers and students
that are meant to enhance learning. Although interviewees report that attendance at
some training is required, without consequences for non-attendance, those intended to
benefit do not always attend. This has particularly detrimental results when those who do
not attend are administrators. Additionally, attendance at the training offered by TRTs at
schools remains voluntary and is dwindling. By identifying a limited number of critical
topics, requiring attendance, scheduling training when few conflicts exist, and
establishing consequences for non-attendance, more staff will attain the skills and
knowledge that are likely to make the expenditures pay off in terms of student
achievement. Better marketing of optional topics that are offered based on a formal
needs assessment and tying learning goals to teachers’ needs should also increase
attendance for those offerings.

FISCAL IMPACT

Implementation of these recommendations can be accomplished with existing resources.

6.3.1 Testing and Student Achievement

FINDING

PALS preschool tests and English SOLs show a gap between the performance of ESL
students and native English-speaking students. While 70 percent of English-speaking
students attending the Stepping Stones preschool program in fall 2004 met the school
readiness benchmark, less than 50 percent of the Limited English Proficiency (LEP)
students did. Similarly, Spring 2005 data show that less than 50 percent of LEP students
in grades 3, 5, and 8 met the state benchmark on the English SOL assessment. WPS
has set measurable objectives to address those discrepancies that encompass providing
services at home schools, parent outreach and classes, training on effective practices
for use with LEP students, and ESL teacher support.

A further examination of student performance in WPS shows a need to focus more
concertedly not only on SOL attainment, but also on promoting equity of opportunities
among all demographic subgroups of WPS. Exhibit 6-6 shows a five-year longitudinal
evaluation of dual enrollment (DE) participation of WPS students by ethnicity.
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EXHIBIT 6-6
FIVE-YEAR LONGITUDINAL EVALUATION OF DUAL ENROLLMENT
PARTICIPATION OF WINCHESTER PUBLIC SCHOOLS STUDENTS
2000-01 THROUGH 2004-05 SCHOOL YEARS

2000-01 2001-02 2002-03 2003-04 2004-05
STUDENT DE STUDENT DE STUDENT DE STUDENT DE STUDENT DE
NUMBER NUMBER NUMBER NUMBER NUMBER NUMBER NUMBER NUMBER NUMBER NUMBER
Total #
High
School
Students 928 126 959 152 1005 183 1071 201 1114 183
White 743 119 748 138 770 168 786 182 796 169
Black 144 4 132 4 141 5 153 5 163 5
Asian 23 3 29 9 31 11 34 11 40 7
Hispanic 38 0 45 1 63 3 153 3 106 2

Source: WPS Department of Instructional Services, October 2005.

The exhibit reveals that as Hispanic student enrollment has increased, dual enrollment
by those students has not. Additionally, while Asian enrollment has been as high as 1/3
of the students enrolled, the highest percentage of Black students enrolled has been 3.5
percent in 2002-03, although they represented 14 percent of the student body. Exhibit 6-
7 details Advanced Placement (AP) student participation by ethnicity.

In 2000-01, Black students comprised 4 percent of AP enrollment. In 2004-05, they
comprised 3 percent of enrollment, despite their making up 15 percent of the high school
student body. Although Hispanic enrollment in AP courses has increased somewhat with
an increase in population, in 2004-05, they represented only 3 percent of AP enrolled
students, but 9.5 percent of high school students overall. In contrast, Asian students in
2004-05 represented 3.5 percent of the student population but 5 percent of AP
enrollment.

EXHIBIT 6-7
WINCHESTER PUBLIC SCHOOLS
ADVANCED PLACEMENT STUDENT PARTICIPATION
2000-01 THROUGH 2004-05 SCHOOL YEARS

2000-01 2001-02 2002-03 2003-04 2004-05
STUDENT AP STUDENT AP STUDENT AP STUDENT AP STUDENT AP
NUMBER | NUMBER | NUMBER | NUMBER | NUMBER | NUMBER | NUMBER | NUMBER | NUMBER | NUMBER
Total #
High 928 153 959 143 1005 151 1071 185 1114 201
School
Students
White 743 142 748 133 770 139 786 164 796 178
Black 144 6 132 3 141 1 153 6 163 6
Asian 23 3 29 7 31 8 34 10 40 10
Hispanic 38 2 45 0 63 3 153 5 106 7

Source: WPS Department of Instructional Services, October 2005.

Evidence abounds that high expectations set for all students result in high achievement
and that tracking and ability grouping affect expectations. A recent study of AP, although
small, also found that even low-income students who took and failed an AP test were 5
percent more likely to graduate from college in five years than similar students who did
not take an AP test. The difference is even more marked for Black students, who attain
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an 18 percent higher graduation rate. Many of the resourceful actions the division has
instigated underscore its understanding of that reality. Certainly, equipping all teachers
and administrators to evaluate performance data on a regular basis and providing in-
service and discussions that help them use instructional strategies to respond to those
analyses will help individual students and even groups of students of all backgrounds.
Those processes do not, however, necessarily lead to those students enrolling in AP
and dual enrollment courses that will open additional educational and economic doors
for them.

RECOMMENDATION
Recommendation 6-9:

Intensify efforts to recruit and counsel students to participate in advanced
courses in numbers representative of the student population.

WPS has developed a number of initiatives that are likely to improve the achievement of
students of all demographic backgrounds, however, these data provided by the division
and acknowledged to be a concern highlight the need to make a more concerted effort to
start early in students’ educational careers to provide counseling and foundational and
entry courses open to the diversity that is now representative of WPS students. Actions
taken at the middle school level with respect to math should be expanded to other
content areas.

FISCAL IMPACT
Implementation of this recommendation can be accomplished with existing resources.

With success, however, additional staff may be required as recruitment efforts succeed.

6.4 Gifted/Accelerated Instruction

FINDING

Of 28 comments written by parents during the public forum regarding educational
services in WPS, 10 related to either concerns about the Excel program for Gifted and
Talented students directly or about expectations and programs for high achieving
students. Expressed concerns included the following:

m  Excel program students are identified in K or 1 and seem to be
locked in at that point. Unless a parent requests admission, there
seems to be no vehicle to identify students for Excel in 2, 3, 4...What
does the program offer other than the eligibility to take certain
classes? We need a program that truly does offer advanced
instruction or drop it altogether.

m  Homogeneous grouping — All statistical evidence shows the top is

pulled down, not the bottom raised up. Let's give our top students
top notch competition in the classroom.
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m  Don't just group students for remediation, but for Gifted and Talented
also.

m  This school system seems to have declared war on bright and gifted
children. Elementary and middle schools have dismantled any sort of
homogeneous group in favor of heterogeneous groupings.

m The gifted program, called “Excel,” is a token program at best.

In contrast, however, the division’s motto, “Learning For All, Whatever It Takes,” per the
division Web site, is evident in its approach to Gifted Education. Believing that all
students, given the right exposure, can succeed at higher levels, WPS has revised its
approach to delivery models for a broader group of students. It began looking in a
different way at giftedness and gifted students as well, guided by the understanding that
they are gifted all the time, not just during gifted instruction. Recognition that this
philosophy has implications for grouping, curriculum, and all teachers led to a variety of
changes. A decade ago, the division had pull-out programs for fourth and fifth graders at
the elementary level; advanced studies in grades 6-8 for identified gifted children and
some students in Algebra I; and AP courses and independent studies largely for high
school gifted students with little acceleration in local schools.

At present, classes overall are more heterogeneous, but at the elementary level,
identified gifted students continue to be pulled out once a month for specialized
instruction. In their classrooms, students receive whole group instruction for introduction
of topics, and then re-grouping occurs for small group instruction in math and reading.
During that time, students of similar abilities are exposed to concepts at their own ability
level and assessed accordingly. Teachers have received training on differentiating
instruction to prepare them to meet the needs of students of various levels within a
single class. Gifted students at the middle school continue to participate in two to three
week long workshops throughout the year as a group. The challenge in ensuring that all
children’s needs are met is in monitoring the use of differentiation and in continuing the
process beyond reading and math.

Recognizing that students have talents that are not necessarily academic, the Handley
Trust funds an elementary band and chorus program, a summer nature camp, and
Destination Imagination, which offers creative thinking challenges for youth throughout
the year. It also funds Visiting Scholars and Artists, allowing each school to bring
professionals in various fields in to share their expertise with students.

Underscoring the necessity of meeting the needs of bright students who do not meet
gifted criteria, three years ago, WPS began compacting math to allow advancement for
higher proficiency students and higher expectations for others. This year, borrowing from
another division's successful program, WPS has begun Math Acceleration in primary
grades, with all students exposed to all kindergarten and some first grade standards.
Acceleration is planned to be phased into higher grades over time. Some pull-out is
provided by two retired teachers with gifted endorsement serving as resource teachers,
as well as classroom teachers with gifted endorsement being tapped for student
identification, referral, and gifted contact. Elementary principals have been instrumental
in changing the delivery model and philosophy of serving students throughout the day.
At the middle school, a fundamental change to opening the doors for all students to
succeed in Algebra | has led to some sixth grade students being in Algebra I, some 7"
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graders in Geometry, and some 8" graders in Algebra Il. This year all 7" graders are in
pre-algebra, with the expectation set that all middle school students should have the
opportunity to take Algebra | before high school. Student Algebra | passing rates have
not decreased as enroliment in advanced math courses has increased at lower grades.
Division administrators express the sincere belief that, if this can occur in one subject
area, it can in others as well. Sixth graders this year are learning one half-year of a
foreign language, either French, Latin, Spanish, or German. As a consequence of the
division’s buttressing their belief that all children can achieve at high levels with matching
opportunities for students, by the time students leave middle school, they could
potentially have accrued credits in Algebra | and Il, Geometry, and German, French, or
Spanish | and Il. The division plans to move instruction in foreign languages into the
elementary level in the future. The Handley Trust even funds a German Exchange
summer program for high school students.

At the high school, teachers and a consultant devised strategies to target subgroups that
did not make AYP in math based on performance data last year, with the result that all
subgroups made AYP and teachers have raised expectations for themselves and their
students. Additionally, students can take 13 of 28 AP courses and many are participating
in dual enrollment courses. Exhibit 6-8 shows 2003-04 comparative enrollment figures
for WPS students and those from other divisions served by Lord Fairfax Community
College (LFCC). In the fall of 2004, 183 Handley students were enrolled in DE classes,
earning 1634 credits there and 19 at LFCC. Although WPS has the third highest number
of students enrolled, their students took over 500 more hours than other divisions served
by LFCC.

EXHIBIT 6-8
WINCHESTER PUBLIC SCHOOLS
COMPARATIVE DUAL ENROLLMENT
STUDENT MEMBERSHIP BY NUMBER OF COURSES
2003-04 SCHOOL YEAR

NUMBER OF LFCC CREDIT CREDIT HOURS

HIGH SCHOOLS STUDENTS HOURS TAKEN AT WPS
Winchester Public Schools 183 19 1,634
Clarke County Public Schools 183 74 900
Frederick County Public Schools 276 122 1,106
Page County Public Schools 36 27 101
Shenandoah County Public Schools 232 5 1132
Warren County Public Schools 85 134 263

Source: WPS Director of Instruction, October 2005.

COMMENDATION

WPS has actualized its beliefs in the ability of all students to achieve at high levels
with data analysis, strategic instructional planning, and teacher development, and
has opened doors to courses traditionally closed to students other than high
achievers.
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RECOMMENDATION
Recommendation 6-10:

Expand monitoring of instruction at the school level to ensure that differentiation
is meeting the needs at students at all ability levels.

Parents of students of all academic abilities need the assurance that their children’s
instruction is appropriate for their interests and abilities. Only when monitoring is an
ongoing part of school processes and teachers know that they will be held accountable
for embedding professional development into their instruction will true reform take place.
One means of implementing this recommendation would be to develop observation
schedules for lead teachers and principals so that they can be sure that teachers are
differentiating instruction appropriately for students and offer assistance to teachers who
are not yet infusing it into their instruction. Lead teachers may also need additional
professional development themselves regarding counseling and observation skills.

FISCAL IMPACT

This recommendations can be implemented with existing resources.

FINDING

The division’s 2004-2005 Annual Total Report for Gifted Education reflects that the
Gifted Program served 450 students who were identified for participation on the basis of
specific academic aptitude. WPS has also begun planning for Mountain Vista Governor's
School with six other school boards with the intention of offering a half-day program
beginning with 11" and 12" graders in 2006-07. Students served range from one in
kindergarten to highs in middle school in the 50s and 42 in 11" grade. Twelve percent of
WPS students participate in gifted classes. Of that 12 percent, 10 percent of participants
are White, 1 percent Black, and .04 percent Hispanic. These percentages are not
representative of the student body as a whole, of which, in 2004-05, 63.7 percent were
White, 18.9 percent Black, and 14 percent Hispanic.

RECOMMENDATION
Recommendation 6-11:

Intensify plans to identify and place students who are representative of the entire
student body in classes for gifted students.

Although the division has broadened opportunities for non-identified students to
participate in advanced learning opportunities at all grade levels and in multiple subjects,
enrollment in actual gifted activities remains non-representative of the demographics of
the student body as a whole. Examining identification and recruitment procedures,
expanding awareness among teachers and parents at all levels, and making a concerted
effort to ensure that no barriers stand in the way of students from all demographic
groups will broaden representation and heighten enrichment opportunities among even
more students in the division.
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FISCAL IMPACT

Implementation of this recommendation can be accomplished with existing resources.

6.5 School Improvement

School improvement plans increasingly are shaping strategic changes at schools and
divisions. In June 2005, the Center for Mental Health in Schools at UCLA issued a policy
report entitled School Improvement Planning: What's Missing? That report stressed that
school improvement planning guides tend to ignore or marginalize the ways in which
schools address critical factors interfering with learning and teaching. The report
called for schools to reframe school improvement policy to redress this deficiency. WPS
has begun the path toward reframing its approach to school improvement. Within the
past four years, WPS school plans have become more data-based, expanding school
improvement foundations beyond what interviewees reported as former dependence on
perceptions to grounding in student performance data; however, adjustments would
make them more effective in impelling school reform.

School-based personnel report that “every teacher” is involved in school improvement.
School improvement goals are also principals’ professional annual goals. Until last year,
deadlines were set for plans to be submitted to the central office in October, but many
were not turned in until April or May with no repercussions. As a consequence, they
were far from a driving force for school actions, decisions, or reform. No formative or
summative evaluation was conducted.

Recognizing the need for plans to drive change, division leadership convened principals
to develop a standard template, set due dates, and schedule periodic reports to the
Board, along with an expectation for evaluation to take place this year. In order to build
an understanding of the process, its implications for reform, and critical elements, the
division created a principal peer review process three weeks before the due date. Plans
are more targeted, more data-oriented, and reflect heightened understanding of the
relationship of goals to student needs. School improvement plans have also been
merged into the division comprehensive plan required by the state.

An examination of sample plans provided to MGT consultants shows that plans are
largely uniform and elements that contribute to thoughtful and strategic planning to
improve student achievement are included in some plans but not others. Additional
features that would enhance accomplishment of stated goals are also missing from all
plans. Discrepancies include:

m some schools’ goals are set only in terms of general percentages of
expected student improvement while others clearly identify
performance levels by percentages and scores of all students as
well as subgroups on specific tests including SELP;

m some detail-specific timelines for achievement of strategies

contrasted to others only including dates that encompass the entire
school year;
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m  some reflect the involvement of specific school and division staff and
teams, the use of specific technology and curriculum tools, as well
as departmental strategies;

m one plan, Frederick Douglass’, even identifies specific grade-level
weaknesses in math as a means of targeting SOL areas for
attention;

m in some plans, both current status of assessment data and
outcomes are designated “TBD,” leaving in question the ability of the
school to locate a starting point from which to determine success;

m another plan Quarles’s, very specifically assigns accountability for
action plan achievement; and

= Virginia Avenue’s plan not only examined the pass rate of the same
students on SOLs at both grade 3 and 5 and the change in
performance, but also included disaggregated information on subject
2005 pass rates, the 2006 AMO, and the difference.

In no case is there a column on the chart designating individual/group responsibility for
accomplishment of action plan steps, leaving accountability in question. Also, by
allowing timeframes to be as long-term as the entire school year, there is no provision
for formative evaluation of progress to make interim changes during the year. Interim
checkpoints need to be set and monitored.

RECOMMENDATION
Recommendation 6-12:
Provide data analysis as it pertains to the ongoing school improvement process.

School Improvement Plans should be amended to include the individual/group
responsible for accomplishing the action steps. Continue involving principals’ in the peer
review of plans for monitoring throughout the year to develop more consistent processes
across the division.

WPS strongly advocates and practices the use of data as a basis for assessment of
student performance and planning decisions at both the school and the division levels.
Data for assessment of progress toward accomplishment of school improvement plans
should also assist in the development of consistent, measurable plans that guide school
reform. Adding identified features to all plans, too, will promote consistency and
accountability throughout the year. Continuing the inclusion of principals in plan review
and revision will facilitate understanding and heighten a sense of teamwork among
them.

This recommendation should be fully implemented by the 2006-07 school year.
FISCAL IMPACT

This recommendation can be accomplished with existing resources.
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6.6 Instructional Staff Development

Staff development will be discussed both in this chapter and in Chapter 3. That chapter
encompasses discussion of the administration, budget, staffing, delivery system, and
documentation processes. This chapter will discuss staff development strengths and
needs in terms of preparation of highly qualified teachers equipped to improve student
learning in WPS. Research has demonstrated that, to be effective, staff development
must be relevant and sustained. No Child Left Behind (NCLB) recommends that it be
research-based to develop a teacher corps that is highly qualified. Additionally, training
needs to be aligned with state standards and local student needs, and attuned to
changing student demographics.

The person in charge of WPS staff development is the Director of Instruction. Although
there appears to be an understood plan underlying WPS’s approach to professional
development, planning for training, as other instructional planning at the division level, is
reported to take place on an informal basis. Teacher survey results for the division
regarding the quality of staff development are shown in Exhibit 6-1 and may be the result
of this informality. Some training is offered at the division level and some at the school,
some is required and some voluntary. Follow-up to training or sometimes training itself is
provided at school sites by division-level administrators meeting with teacher teams. No
evidence was provided of evaluation of training or its correlation to student needs even
though interviewees stated that decisions regarding offerings are based on data.

The division has adopted some professional development strategies that have or are
likely to positively affect teacher skills and student learning. A great deal of recent staff
development in WPS has been geared toward understanding and using data to inform
instruction. Essentially three levels of training have been provided toward that end:

m  mechanics: how to use Reports On-Line and the information that it
provides;

m data analysis: information it offers regarding teaching and learning;
and

m application: changes in practice based on data.

The training prompted an examination of curriculum, the development of common
assessments for content areas, teachers learning to devise questions that probed for
higher level understanding of content, and curriculum mapping in some areas. The most
dramatic result took place in the subject of Virginia Studies after the discovery that WPS
students’ scores were among the lowest in the Commonwealth. Teachers examined
other divisions with similar demographics whose students were achieving at far higher
levels, used a backward design to develop lesson plans aligned with content standards,
and student scores rose from 49 percent to 89 percent within a year.

Every Monday, schools are released early for professional development or horizontal or
vertical team meetings. Besides division- and school-level funds for training, Handley
Trust funds also provide learning opportunities for teacher training. As part of their
school improvement planning, schools set up year-long calendars of training that will be
site-based. The Director of Instruction reviews requests for conferences regarding the
benefits to the division. A form does exist for delineating objectives regarding application
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of training upon return to the division after a conference, but it is not uniformly used.
Along with the Director of Special Education, the Director coordinates professional
development offerings to minimize redundancy. When CRISS (Creating Independence
through Student-owned Strategies) trainer training was offered, principals had to provide
an assurance that their trained teachers would be released to provide training at other
sites. In response to NCLB highly qualified teaching requirements, the division
conducted an internal audit of its professional development that has resulted in its co-
development of 30 hour content academies with a mix of face-to-face training and
training provided via Blackboard.

For administrators, professional development is also informal. Some training was
provided for all administrators, with additional follow-up on an as-needed and requested
basis by the Coordinator for Curriculum and Instruction responsible for assessment or by
him and the Director of Instruction. Leadership has initiated book talks for principals. An
additional arm of professional learning for administrators begun this year has been
training in the Virginia Academic Review process that is used for schools not meeting
accreditation. Although not needed because of WPS accreditation, division leadership
felt that understanding the process of day-long administrative visits would inculcate a
deeper understanding of commonalities across schools such as professional
development needs, special population needs, and various methods of delivering
instruction and peer review for suggestions regarding improvement opportunities.
Administrative training was described by an interviewee as a transition from
management to instructional leadership.

Research shows that when five components are scientifically incorporated into a
comprehensive professional development process, up to 95 percent of participants
transfer the skill into classroom practice. Those five components are: imparting
knowledge, demonstrating or modeling the new strategy or skill, initial practice in a
protected or simulated setting, promptly providing structured and open-ended feedback
about performance of the practice, and coaching—providing follow-up attention to help
with the at-home implementation. All five are essential for transfer of skills or new
behaviors into classroom practice.

RECOMMENDATION
Recommendation 6-13:

Formalize the division’'s approach to professional development related to
curriculum and instruction. This should include a comprehensive plan of
workshops to be provided by outside the system consultants and the offering of
school-based and university level classes to address professional needs.

The division’s approach, although informal, has been one of sustenance of training
through the provision of follow-up one-on-one training relating to data analysis, book
talks, and continued discussion of topics deemed essential by division leadership. This
approach has required extensive time on the part of division-level administrators. Taking
the time to develop an ongoing, tiered system of professional development activities for
administrators and teachers would embed principles, skills, and applied learning in
educators’ repertoires.
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WPS should accomplish the following:

m conduct annual needs assessments and base offerings on identified
needs and division goals;

m develop and administer evaluations relating training to student
outcomes,

m design leveled training more strategically;

m add a systematic approach to embed professional development
content into classroom instruction by including the five components
of effective staff development into planning and implementation; and

m require that all attendees to conferences regularly participate in
activities such as training that provide benefits to the division.

The implementation of this recommendation should also reduce the time that division-
level administrators have to spend in schools working with administrators or groups of
teachers and free them for their substantive administrative duties.

FISCAL IMPACT
The implementation of this recommendation can be accomplished with existing
resources. Although difficult to specify, this recommendation is likely to save the division

funds in terms of regained time currently spent by highly compensated division-level
personnel often providing the same one-on-one training at six different schools.

6.7 Career and Technical Education

FINDING

An educational journal once referred to career and technical education (CTE) as the
most effective dropout prevention program a division could adopt. WPS has
demonstrated its commitment to giving students hands-on opportunities to apply learning
and understand the link between school and the world of work at both its middle and
high schools. Documents provided to MGT reflect a high level of involvement in CTE
planning and program oversight by members of the business and industrial community,
and consideration of labor forecasts in decisions related to courses to provide students.
The advisory council annually reviews programs and courses regarding enrollment and
instruction. Teachers recruit students into classes using a variety of approaches: parent
nights, class meetings, and brochure dissemination. With recognition of changing
community demographics, a concerted effort was launched three years ago to expand
CTE courses. Currently, 36 percent of students enrolled in CTE courses are minorities.
This closely mirrors student demographics, which show that 35.4 percent of students are
minorities. A comparison of labor projections for the Commonwealth of Virginia and WPS
offerings reflect that the CTE program is preparing students for relevant fields.
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COMMENDATION

WPS has made a concerted effort to provide opportunities for career education to
all groups of students in the division to prepare them for forecasted job needs
within the Commonwealth.

FINDING

Last year, administrators identified a need for an additional technology lab at the middle
school to provide students hands-on experiences while exploring aspects of technology
including engineering, forensics, digital management, energy/power, electronics, simple
machines, and research/presentation. The plan was for all students to have the
opportunity to rotate through the lab in an exploratory manner. This “Inventions and
Innovations” lab was recently set up. Currently, however, enroliment data show 30
students are participating in this opportunity at the middle school.

Middle school personnel expressed a need for a greater variety of hands-on experiences
for students, especially those who are frequently disruptive but not egregious enough to
warrant placement in the alternative school. Research findings substantiate that need for
both remedial and at-risk students. Inventions and Innovations would have met that need
as well as giving all middle school 7" and 8™ grade students the opportunity to explore
careers in current needed job paths; however, with only 3 percent of the student body
exposed to its curriculum and applications, it is not meeting its intended career
exploration purpose, serving as a means of interesting disruptive or other students in the
coursework or in school, or proving cost-effective for the expenditure. Plans were for an
additional lab to be added during the 2006-07 school year; however, without full
utilization of the recently added lab, expending an additional estimated $30,000 for a
second lab would not be cost-effective either. Division administrators have shared their
concerns with middle school personnel. Additional students were to be scheduled into
the class after the site visit, according to interviewees, and further accountability for
enrollment for next year is anticipated.

RECOMMENDATION
Recommendation 6-14:

Schedule all students in one grade into the Inventions and Innovations lab during
the 2006-07 school year.

School staff has identified the need for additional hands-on opportunities for students.
Capitalizing on the addition of the lab will meet three purposes:

m give students hands-on experiences in career exploration in fields
that have been identified in Virginia as projected labor market needs;

m help students better understand how what they learn in academic
classes links to job opportunities beyond graduation; and
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m provide students with opportunities to learn kinesthetically while
applying content knowledge and possibly motivating otherwise
disinterested students to stay in school and behave.

Unfortunately, with students already scheduled into electives for the year, disruption of
instructional continuity would not be beneficial for even the second semester of the
2005-06 school year.

FISCAL IMPACT

Implementation of this recommendation can be accomplished with existing resources.

The expenditure has already been made, but is not currently being capitalized to benefit
the anticipated numbers of students.

6.8 Alternative Education

FINDING

As in other parts of the division’s instructional program, data have now begun to guide
decisions relating to remedial and alternative programs; however, few processes or
guidelines have been formalized to provide consistency or parameters for decision
making. Principals are required to develop remediation plans for their schools and
submit them to one of the Coordinators of Curriculum and Instruction and the Director of
Instruction. One examines the proposal for cost and the other for content. In this way,
too, federal funds can be leveraged to support school remediation plans. With personnel
at all levels learning better how to analyze data and use it for instructional decisions,
much progress has occurred relating to remediation as well. This year, for the first time,
evaluation is expected to be a part of plans with final reports to the division and Board.

Individual intervention/remediation plans are now developed for individual students.
Subsequent to pre-testing and other benchmark administrations, the division coordinator
responsible for testing and accountability provides reports with students falling below
benchmarks tagged in red so that teachers can identify concepts and skills not yet
mastered and re-teach and group students for remediation. Information is also available
for administrators by strand, teacher, school, and student at the department level to
support and target plans.

WPS has moved more toward providing remediation during and after the school day.
Some elementary schools have trained tutors with college degrees to deliver a directed
program. The middle school offers a diverse program including an extensive after school
program modeled somewhat after the 215 Century Community Learning Grant but
without those federal funds. During the day, a cadre of Shenandoah University students
performs specific activities in content areas with students. Teachers also meet students
before school begins for remediation. The sixth grade team at the middle school has
taken an instructional approach in which a team of teachers breaks out instruction so
that each is teaching the same subject in a different way with students rotating through
all four instructional methods, enrichment, and remediation. This reaches students with
different learning needs, levels, and styles without removing lower performing students
for “remediation” and targeting them as slow learners.
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The high school program offers tutoring with core area teachers after school one
afternoon a week each for make-up work. During the day at the high school, a
continuum of courses has been devised during the school day for students having
difficulty. Core teachers offer extra support. Twelve sections of Core Plus classes allow
at-risk students to garner additional support. WPS has also developed new policies
relating to make-up work, attendance, and interventions and publicizes opportunities in
newsletters, as well as keeping parents informed of student progress through grade
reports mailed every three weeks. High school administrators have also taught classes
on “clinics,” a behavior management approach to teach students responsibility for
expected behavior.

COMMENDATION

Winchester Public Schools has focused on learning for all students and schools
and offers individualized approaches to remediation that are varied and give
students opportunities to succeed without necessarily singling them out as slow
learners.

FINDING

Currently, the less than three-year-old WPS alternative school provides education to
students who have committed egregious acts and would otherwise be expelled from
school, yet does not offer services for students who have displayed a tendency to be
habitually disruptive, a need identified by interviewees. Nor are programs and practices
designed for less egregious offenses part of a division-wide cohesive approach to
preventing students from escalating in the frequency and severity of offenses. The
program, at the Douglas Community Learning Center, provides intensive behavioral and
academic interventions for students in grades 6-12 with significant behavior problems.
Oversight is the responsibility of one of the Coordinators of Curriculum and Instruction,
but his time is largely consumed with data disaggregation and training. A recently hired
Special Education Coordinator spends an estimated 50 percent of her time as a hearing
officer and serves as a support person for Special Education students recommended for
long-term suspension housed at the Northwestern Regional Educational Program
(NREP). The trailer space and caseload for the long-term suspension program is shared
with Clarke County. The program, serving six WPS students and four from Clarke
County is staffed at a ratio of one teacher and one aide to 10 students. They encompass
procedures to guide placement and detail program and exit criteria. The Special
Education Coordinator has also recently worked to develop procedural guidelines for
administrators to use including forms and sample letters on a shared drive. A Student
Assistance Process Team at schools works in conjunction with the Student Assistance
Leadership Team (SALT) to support students and link them with external agencies.

Several survey respondents expressed concerns about the division’s approach to
alternative education:

m need to do a better job with Alternative Education;

m truant officers bring kids back, but if they do not want to stay, the
cycle is constantly repeating itself; and
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m need to look at alternative education for those students with
behavioral issues.

Fifty-four percent of WPS principals responding to the MGT survey, compared to 74
percent of other principals, said that “our schools effectively handle misbehavior
problems.” Within the division, teachers were almost equally divided, with 37 percent
agreeing or strongly agreeing and another 36 percent disagreeing or strongly
disagreeing. Those numbers may reflect the expressed need for programs for students
who can still be “saved” by the creation of programs or processes to re-direct their
behavior into productive channels before reaching the point of referral to the alternative
program. Division personnel acknowledged the need for interventions for students who
do not fit the traditional mold of school programs, which is especially important with
dramatically changing demographics.

The division does have some interventions in place that could be built on to create a
more systematic safety net for students with problems that may lead to long-term
suspension. At the high school, one teacher began a peer-to-peer mentor program to
provide a support system for students who were at risk of failing. Goals were to improve
attendance and engage them in school. At first, 24 at-risk students were involved. That
number has expanded to a cross-section of students working with five staff members
meeting during club day this year. School staff hopes to expand the program further next
year to the entire freshman class. Division SALT members also provide a support
system for students who might fall through the cracks, first learning of them through
truancy/attendance issues. Team members include student support specialists, the Safe
and Drug Free Schools Coordinator, and the Family Support Specialist. Meeting every
two weeks with a Coordinator of Curriculum and Instruction, they develop family support
plans to meet needs interfering with student attendance and learning.

The magnitude of the challenge of improving achievement for student subgroups
highlights the need for concerted efforts to design and implement programs and
strategies that will keep youth in school and facilitate successful completion. Additionally,
the cost to students who drop out in terms of lower wages and higher unemployment
rates and the costs to society in terms of lost revenue and increased dependence on
social programs necessitate effective solutions to the problem of dropout.

RECOMMENDATIONS
Recommendation 6-15:

Create a comprehensive, long-term, cross-grade plan for students and families to
keep students at risk of failing in school.

Just as WPS investigated others experiencing success in teaching students Virginia
Studies concepts, it should seek successful practices in keeping students interested and
successful in school before they reach the point of being recommended for long-term
suspension. Such a plan should be extensive enough that it identifies instructional
methodologies, class configurations, requisite professional development, scheduling
options, program expansion such as additional CTE courses, and resources.
Implementation of this recommendation could have far-reaching benefits as practices
adopted for students in danger of failing also prove effective for all students and expand
teachers’ repertoires of skills and knowledge.
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FISCAL IMPACT

Implementation of this recommendation can be accomplished with existing resources.

Recommendation 6-16:

Explore the addition of career and technical courses and programs or academies
at the secondary level.

Job projections show that most jobs may not require four years of college, but will
require high-level technical skills. The goal of career and technical education is to give
curriculum more meaning and to help students understand the relationship between
school and life after graduation. Data show that more than half of all high school
students either drop out or are not ready for college or the workplace when they
graduate. Furthermore, 25 to 50 percent of students entering college have to take at
least one remedial course. Since students drop out at the highest rates in the ninth and
the tenth grades, prodding students early into areas that interest them may be the way to
interest them in career options they might not otherwise be exposed to.

Project Lead the Way, a nonprofit program created by the high-tech industry to inspire
students to high-tech careers, is one example of a program that is proven to prepare
students for careers by giving them hands-on experiences in school. Academies that
prepare students for careers at several entry points also assist students with various
interests and academic abilities to experience career paths before graduation and even
serve to maintain interest in school attendance.

FISCAL IMPACT

Implementation of this recommendation is likely to be accomplished with existing
resources. When course offerings are correlated to job projections, some courses will
necessarily have to be added, but others will be deleted. With Perkins, and recovered
funds from deletion of outdated programs, funds are likely to be available once new
courses and related materials are identified.

MGT of America, Inc. Page 6-36



7.0 SPECIAL PROGRAMS

This chapter reviews the organizational structure of Special Programs in the Winchester
Public Schools (WPS). Special Programs are those programs that provide supplemental
or extended support for students and their families and enhance student performance
and academic achievement. The Director of Special Education and Related Services is
the administrator at the division level responsible for oversight and implementation of
Special Programs, the chief one being Special Education, which supplements,
accommodates, or modifies the general academic course of study and seeks to provide
adequate support to ensure the academic success of students with disabilities. This
position also oversees nursing services as a critical support pillar for children with
special needs. Additional support services including guidance, English as a Second
Language (ESL), preschool programs, and Safe and Drug Free Schools (SDFS) are
currently overseen by a Coordinator of Curriculum and Instruction reporting to the
Director of Instruction.

This chapter provides a summary of the delivery and evaluation of services to students
in special programs in the WPS. The five major sections of this chapter are:

7.1 Special Education

7.2 Medicaid and Related Service Programs
7.3 Guidance Services

7.4 English as a Second Language (ESL)
7.5 Preschool Programs

CHAPTER SUMMARY

The Winchester City Schools special programs are currently housed in two departments
of the division’s central administration. This chapter discusses services provided in both
areas; some recommendations, therefore, are cross-referenced between this and
Chapter 6 of this report. Recommendations contained in this chapter relate to creating
structures and functions that contribute to more effective coordination and planning of
tasks that will provide a more cohesive support system for students with special needs.
Key suggestions that should assist the school division in achieving a more seamless
service delivery include:

m  moving some functions between the Department of Instruction and
the Office of Special Education and Related Services. This would
bring all services that contribute to comprehensive support for
students with special needs and their families under the umbrella of
one department within the division to better consolidate program
planning and delivery;

m  more systematically infusing and monitoring differentiation and
inclusion practices into division classrooms. The division has offered
opportunities for its staff to take part in professional development
relating to these topics. They could be strengthened by making them
more central to WPS’s move from self-contained instruction for
students with special needs to effective inclusion strategies on the
part of administrators and regular and special classroom teachers;
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m filling an existing vacancy to take advantage of potential Medicaid
reimbursement revenues; and

m examining division practices regarding Special Education student
identification and placement and taking steps to heighten awareness
of characteristics of Special Education categories as well as fortify
pre-referral procedures.

INTRODUCTION

The organizational structure of WPS, with respect to Special Education and Related
Services, includes one director who reports directly to the Superintendent. Positions
reporting to this position are:

one half-time and three full-time school psychologists,
four speech/language pathologists (one is vacant),
six school nurses,

a Special Education lead teacher,

a Special Education coordinator, and

a transition coordinator located at the high school.

The Director of Special Education and Related Services also serves as the case
manager for students placed in a community-funded placement, and attending IEP and
Family Assessment and Planning Team (FAPT) meetings for those students. She works
with the Directors of Technology and Instruction to coordinate instruction, curriculum,
and staff development to try to integrate Special Education with regular education. The
pupil personnel role is to provide supplemental or extended support for students and
their families that contribute to enhanced student performance and academic
achievement, often through links to community agencies.

Exhibit 7-1 shows the current organizational structure for Special Education within
Winchester Public Schools.

7.1 Special Education

The Individuals with Disabilities Education Improvement Act (IDEIA) 2004 mandates that
Special Education services be provided to students with disabilities in the general
education setting to the greatest extent possible. These programs and services are
related to supplementing, accommodating, or modifying the general academic course of
study and are intended to provide adequate support to ensure academic success of
students with disabilities.

FINDING

The WPS Director of Special Education and Related Services is on an equal plane with
other directors in the system, so the organizational structure does not lend itself to
coordination of decisions and planning among the three division-level directors. Many
interviewees and survey respondents reported that the Assistant Superintendent spends
the majority of his time on personnel-related issues. The Directors of Instruction and
Special Education and Related Services both report that they try to coordinate their
decisions and planning, but acknowledge that they need to do better.
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EXHIBIT 7-1
WINCHESTER PUBLIC SCHOOLS
ORGANIZATIONAL STRUCTURE OF
THE SPECIAL EDUCATION DEPARTMENT
2005-06 SCHOOL YEAR

Director of Special
Education and Related

Services
Secretary
I I I I I I
Psychologists Speech/ School Special Coordinator of Coordinator
(3.5) Language Nurses Education Special of Transition
Pathologists (6) Lead Education Services
(4) Teacher
(1 Vacant)

Source: Winchester Public Schools, October 2005.

The Coordinator of Special Education is a new position added in the current fiscal year.
Originally, position responsibilities were to serve part-time as the division hearing officer
with major responsibilities for support of special education administration. The
Coordinator of Special Education’s background of 18 years in Special Education
appears to validate that Special Education is the primary component of the position.
Interviewees report that, in reality, the position is half-time hearing officer and half-time
Coordinator of Special Education. An examination of the job description for the position
does not designate division of responsibilities by percentages and includes both aspects.
A lead teacher has primary responsibility for the instructional side of Special Education
support for teachers and schools.

Although no Special Education evaluations have been conducted in the past five years,
the division informally evaluates practices and procedures in vertical team discussions of
cross-sections of division teachers and review of Standards of Learning (SOL) and
Adequate Yearly Progress (AYP) data. Such informal processes are commendable in
helping individuals involved in those discussions better understand relevant issues;
however, they are not sufficient to translate discussion outcomes into broader division-
wide practices or to disseminate the content of those discussions beyond group
members. This underscores the recommendation made in Chapter 6 to establish clear,
formal processes of evaluating programs and procedures to ensure ongoing
improvement.

Some WPS data are consistent with Commonwealth and national data in that the
majority of students receiving Special Education services have learning or
speech/language disabilities. In WPS schools, educable and trainable mentally
handicapped (EMH, TMH), those with severe autistic, and emotionally disturbed

MGT of America, Inc. Page 7-3



Special Programs

students are the primary students served in self-contained classes. Data provided by the
WPS and administrators in similar school divisions, and shown in Exhibits 7-1, 7-2, and
7-3, suggest that the division’s placement procedures may be contributing to higher than
average placement rates of WPS students in Special Education programs. Exhibit 7-2
shows Special Education students by disability for the 2003-04 school year through
December 1, 2004. As shown, there were a total of 711 students with disabilities, or 19.3
percent of the division’s student population. These numbers are comparable to
enrollment of students in Special Education for the previous two years: 697 in 2002-03
and 710 in 2003-04.

EXHIBIT 7-2
WINCHESTER PUBLIC SCHOOLS
SPECIAL EDUCATION STUDENTS BY DISABILITY
DECEMBER 1, 2004, STUDENT DATA REPORT

NUMBER OF PERCENTAGE OF
EXCEPTIONALITY STUDENTS STUDENT POPULATION
Mental Retardation 69 9.7%
Hearing Impaired 5 0.7%
Speech/Language 116 16.3%
Visually Impaired 0 0.0%
Emotional Disturbed 64 9.0%
Orthopedically Impaired 2 0.3%
Other Health Impaired 72 10.1%
Specific Learning Disability 296 41.6%
Deaf-Blind 0 0.0%
Multi-Disabled 49 6.9%
Traumatic Brain Injury 0 0.0%
Autistic 21 3.0%
Developmentally Delayed 14 2.0%
Severe Disabilities 3 0.4%
TOTAL STUDENTS IN SPECIAL EDUCATION 711 19.3%

Source: Winchester Public Schools, Office of Director of Special Education, November 2005.

Exhibit 7-3 shows the past three years’ number and percentage of WPS first-time
referrals that were determined to be ineligible for Special Education services. In all three
years, one of every three children referred for possible placement in Special Education
was found ineligible. Data was not available for specific categories of Special Education
in which students were not found to be eligible. However, an examination of those data
might be informative in terms of possible needs for teachers and/or child study teams
and principals relating to better understanding of characteristics of those disabilities or
classroom interventions for them.
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EXHIBIT 7-3
WINCHESTER PUBLIC SCHOOLS
COMPARISON OF REFERRALS TO DETERMINATION OF ELIGIBILITY
2002-03 THROUGH 2004-05 SCHOOL YEARS

# OF # OF

NEW INELIGIBLE %
YEAR | REFERRALS | STUDENTS | INELIGIBLE
2002-03 110 39 35
2003-04 *229 78 34
2004-05 120 44 36

Source: Winchester Office of Special Education, October 2005.
*Total referrals was the only number provided for 2003-04.

A further examination of the percentage of students placed in Special Education
programs in WPS compared to peer school divisions shows that the WPS rate is higher
than that of comparable divisions. Exhibit 7-4 shows that the average percent of Special
Education students in comparable divisions was 14.9 percent in the 2001-02 school
year; in WPS it was 19.1 percent. WPS also had the highest percentage of the divisions
selected for comparability in size and demographics.

EXHIBIT 7-4
WINCHESTER PUBLIC SCHOOLS
COMPARISON OF STUDENTS PLACED IN SPECIAL EDUCATION PROGRAMS
2001-02 SCHOOL YEAR

STUDENTS IN PERCENT OF
STUDENT SPECIAL STUDENTS IN
SCHOOL DIVISION ENROLLMENT EDUCATION SPECIAL EDUCATION

Winchester 3,539 677 19.1
Charlottesville 4,411 765 17.3
Fredericksburg 2,282 346 15.2
Manassas City 6,566 797 14.3
Manassas Park 2,169 311 13.2
Salem 4,030 533 13.2
DIVISION AVERAGE 3,833 572 14.9

Sources: Superintendent’s Annual Reports; Virginia Department of Education Web site, 2005.

Interviewees acknowledged that there is “no true pre-referral process in place,” despite
there being child study teams at all schools, each of which has its own informal process.
Training has been conducted in the past for child study leaders and psychologists;
however, the early intervention process varies from school to school with the
effectiveness of the early intervention process being dependent upon oversight at each
school. This is despite the division’s using strict criteria, core teams at each school, and
regular training. It should also solicit input for recommended changes to procedures from
representatives of child study teams at each school. This would serve to enhance
current levels of consistency and accountability and to evaluate procedures for revisions
as needs indicate.

The emphasis of accountability under No Child Left Behind (NCLB) requires that all
students be at or above grade level in all core subjects by 2013-14. The law requires
that students who do not make adequate yearly progress be given interventions. NCLB
requires the early intervention process to review, establish, and document the
scientifically based interventions that the teacher, school, and system have attempted.
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Each intervention must be documented with data and data points to determine its
success or failure. WPS does not have documentation that it systematically implements
this process.

The division has established a pre-referral process this year for ESL with supporting staff
development concerning general education interventions and supports for students that
may serve as a template for formalizing Special Education processes to ensure
uniformity and clarity of awareness of disabilities and interventions.

Best practices in placement are based on school systems having clear procedures for
referral and placement that are grounded in documented, required, sequential
interventions and clarity of understanding on the part of teachers and administrators
regarding characteristics of each disability as well as educational practices that bolster
the success of Special Education students within regular classes.

RECOMMENDATION
Recommendation 7-1:

Implement a system-wide early intervention process prior to referral for evaluation
for special education services.

WPS should examine division practices relating to two aspects of student identification
and placement: (1) professional development for administrators, teachers, and child
study team members in terms of understanding of characteristics of each disability and
classroom and school-level interventions that can be used to address student needs
within regular classes, and (2) a consistent, well-understood, and consistently adhered
to pre-referral process that includes multiple layers of interventions taken before referral
for possible Special Education placement.

The school division should implement a system-wide early intervention process with a
primary focus on research-based, proven effective instructional strategies in the general
education classroom. The process should offer the intensity and focus of instruction
necessary to alleviate the identified concerns to the greatest extent possible.

With the NCLB requirements for intervention and accountability, the general education
program must be responsible for a functional, appropriate early intervention process at
every school. The program must address academic underachievement, and behavioral,
motivational, and emotional issues. A system-wide early intervention process should aid
in closing the achievement gap for students who are at risk for underachievement.

FISCAL IMPACT

Implementation of this recommendation can be achieved with current resources. In fact,
putting processes in place to ensure that skills and knowledge to which teachers and
administrators are exposed in training is likely to make future expenditures more cost-
effective, as personnel time spent in meetings will be more likely to result in placements
and students receiving additional intervention prior to referral.
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FINDING

The Individuals with Disabilities Education Improvement Act (IDEIA) (2004) mandates
that Special Education services be provided to students with disabilities in the general
education setting to the greatest extent possible. While existing practices within the
division offer support for Special Education students in regular education classes, they
have not been formalized into procedures that systematize and regularly monitor their
use and consequent benefit to those students. One practice that the division uses is
dissemination of an accommodations page to regular education teachers at the
beginning of the school year. The document describes modifications that regular
education teachers can use for special education students in their classes Special
Education teachers are expected to observe those classes and follow up with individual
students. All teachers also attend in-service training on an annual basis regarding
accommodations. In administrator meetings, concerns are shared among staff who are
then encouraged to look for implementation of accommodations during classroom
observations. Special Education teachers also receive staff development training and
are provided with materials that equip them to differentiate instruction.

The effective implementation of a strong pre-referral system dictates that training on
differentiation of instruction take a higher precedence in the division’'s staff development
priorities. Written procedures alone cannot guarantee that proper buttresses will be used
to assist students to be successful in regular classrooms before referral for and/or
placement in Special Education classes. Successful inclusive practices do not
necessarily come naturally to all teachers, but must be taught and practiced with
coaching so they may be inculcated into daily use.

The division’s approach to inclusion has been representative of its deference to the
professional judgment of building administrators. Beginning eight years ago, WPS
offered much training for general and Special Education teachers on learning strategies
such as cooperative learning groups. Inclusion, however, was not mandated; it was left
to the discretion of principals to determine how their schools could best meet student
needs. The Director reports that efforts are made to provide combined professional
development opportunities for regular and Special Education personnel when
appropriate. The Director meets monthly with departments at the middle and high school
to discuss how services can be delivered to students differently. The high school staff is
reported to have done an outstanding job of inclusion.

Research has substantiated the merits of integrating the vast majority of students with
special needs into regular education classes. The full intent of the Individuals with
Disabilities Education Act (IDEA) and of No Child Left Behind (NCLB) federal legislation
and the division’s approach to disaggregating multiple sources of student performance
data is to provide equity of educational opportunities to all students. The division’s desire
to provide equitable educational opportunities for its Special Education students is
indicated by:

making inclusion the topic of professional development;
setting an expectation for inclusion by teachers;

some division practices; and

discussions at administrators’ meetings.
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Without, however, creating explicit methods that provide accountability for meeting those
expectations, equity of opportunity will likely be based on individual principals’ or
teachers’ values and time, rather than the division’s intent.

RECOMMENDATION
Recommendation 7-2:

Expand formal processes in the division to enhance efforts to ensure that
differentiation and inclusive practices are used systematically in all Special
Education classes.

WPS has made a good faith effort to realize this goal and implemented many strategies
to focus on best practices in special education. However, taking additional steps will
confirm that its previous and future expenditures of time and other resources will garner
intended results. Procedures can be non-burdensome and still reap desired benefits for
students. One example of additional steps is to include an item on teachers’ and
administrators’ annual evaluations regarding the use or monitoring of inclusive practices.
Embedding that element of evaluations into administrative training and classroom walk-
throughs would reinforce the importance of meeting the needs of all students wherever
they are being educated.

When the division’s efforts are fully realized and collaboration moves more extensively to
co-teaching between regular and Special Education students, benefits such as total
integration of Special Education students into regular education classes can even result
in an inability to discern Special Education students from regular education students.
Schools that are effective provide time for teachers to meet and plan together and make
provisions to carefully monitor the priorities to which the school staff subscribes.

FISCAL IMPACT

The implementation of this recommendation can be done with existing resources as
indicated by division staff.

FINDING

Coordination and communication among positions with support roles for Special
Education students is critical to ensure they receive a comprehensive range of services.
Division support services that are essential for seamless delivery of services to Special
Education students are somewhat fractured, as noted in Chapter 6. The Student Support
Specialists, who are responsible for conducting Special Education home studies,
attending eligibility meetings, and handling truancy issues, are supervised by one of the
Coordinators of Curriculum and Instruction. The coordinator also supervises the family
support specialist and guidance counselors, and oversees Title VI-E for support
services, ESL, and dropout prevention programs. Nurses are supervised by the Director
of Special Education, and the Safe and Drug Free Schools Coordinator, another health-
related responsibility, is supervised by the Coordinator of Curriculum and Instruction.
This results in positions critical for provision of services to meet the needs of Special
Education students being located in two different units of the school system.
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Counselors are key positions with regard to support for students with special needs.
They are the individuals at the schools who coordinate child study teams, communicate
with external agencies, provide counseling, and serve as informal liaisons between
regular and Special Education teachers. Having counselors report to a director outside
Special Education muddies the waters of authority and thus undermines cohesive
program planning and service to students. Since Special Education students are the
largest group of students requiring medical services, nurses appropriately report to the
Director of Special Education. The position of Safe and Drug Free Schools Coordinator
encompasses the broader issue of healthy lifestyle and the development of resiliency
within students and should be able to work more closely with nurses and their
supervisor. Additionally, the new position of Coordinator of Special Education, although
conceived to provide support to Special Education and regular teachers with Special
Education students, spends 50 percent of her time in non-Special Education-related
hearing responsibilities. Reporting relationships and responsibilities need to be re-
organized to more efficiently and effectively coordinate requisite services to students
with special needs.

RECOMMENDATION
Recommendation 7-3:
Recognize functions related to Special Education, health, and student hearings.

This recommendation should be made in concert with Recommendation 6-1. By moving
the SDFS Coordinator to the Office of Special Education and Related Services, all
health-related functions will be consolidated in one location for better coordination and
planning of services to WPS students. It is necessary for the Office of Special Education
to work with the agencies and community organizations that provide individual and
family support. Capitalizing on these relationships should strengthen SDFS.

The following changes in functions within the division would enhance services to
students with special needs and their families:

m transfer responsibility for support services including guidance, health,
student support, family support, and Safe and Drug Free Schools
(SDFs), to the office of the Director of Special Education and Related
Services;

m transfer the responsibility for serving as the division’s hearing officer
to the Coordinator of Federal and Alternative Programs;

m assign full-time responsibility for oversight of student support
specialists and the family support specialist to the Coordinator of
Special Education; and,

m  make the Director of Special Education and Related Services the
supervisor of the SDFS Coordinator to integrate all health-related
services within the division.

With counselors playing key roles in schools relating to services to students with special
needs, their placement in this department will locate them where they can become more
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aware of student needs across the division and develop a system-wide approach to
meeting them. In this way, all services that are essential for a broad range of support for
students with special needs will be merged into a single location where staff can
informally meet and discuss student needs and program services, and more effectively
and efficiently develop a cohesive, comprehensive range of services for all students.

FISCAL IMPACT

Implementation of this recommendation can be accomplished with existing resources.

FINDING

A number of school divisions have implemented a process for teachers to complete
Individual Education Plans (IEPs) on-line to facilitate an efficient and methodical
examination of an array of possible considerations to best meet student needs and to
increase teacher efficiency and save time in IEP development. The WPS has initiated
use of on-line IEPs for its teachers and has already reported saving many teacher hours
in IEP development. No evaluation has been conducted on the efficiency of designing
IEPs that are more tailored to individual student needs.

COMMENDATION

The Office of Special Education and Related Services is commended for seeking
tools to improve student services and channel teacher time from paperwork
toward provision of direct student services.

RECOMMENDATION
Recommendation 7-4:

Continue to evaluate the efficiency of the use of on-line IEP software to determine
that it is being used consistently and contributing to more use of teacher time for
instruction.

The purpose of the program is to free teacher time for additional instructional benefit to
students. Anecdotal information gathered informally suggests it is reaping the desired
benefit; however, evaluating program use will provide certain documentation that the
expense is producing the desired results in terms of quality IEPs and additional
instructional time. It will also inform division leadership of additional training or process
examination that may need to be conducted to engender the intended outcomes.

FISCAL IMPACT

Implementation of this recommendation can be accomplished with existing resources.

7.2 Medicaid and Related Service Programs

Currently, the division is not capitalizing on possible supplemental sources of reimbursed
funding. Medicaid billing does not occur even though the division has allocated a half-
time position for Medicaid billing. Special Education departments provide a range of
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services for students with special needs that are eligible for Medicaid reimbursement.
That is a potential source of supplemental income for the eligible services it provides
including specific direct and administrative services for students with special needs such
as speech therapy and direct, indirect, and capital expenses related to coordination of
services for eligible students.

Medicaid is a federal entitlement program that finances medical services. An important
focus of the Medicaid program is to improve the delivery and accessibility of health-care
systems and resources. School systems and numerous public agencies provide an
important link in improving child health because of their regular contact with the child and
the parent or guardian.

The Medicaid Administrative Outreach Program allows Medicaid reimbursement to local
education agencies. Payments are based on the cost of providing eligible health-related
outreach activities. The reimbursement of administrative claims is based on the
percentage of students in the total school population that are eligible for Medicaid.

The Commonwealth provides projections based on community demographics and
economic factors of possible numbers of students eligible for billed services. Although it
does not estimate dollars reaped by the school division, it does estimate a range of
numbers of students. Based on a “penetration rate” of 43.16, the state estimates that of
the 710 WPS students in Special Education, 306 will be on Medicaid. It then estimates
that a range from 30 percent (92) to 60 percent (184) of those students will require
billable Medicaid services.

The implementation of the Medicaid Administrative Outreach Program can prove to be
an invaluable revenue source for expanded health and social services to the students of
the Winchester Public Schools. Dollars reimbursed for services to students could be
used to support additional services for WPS students. MGT talked to representatives
with the Department of Education and school divisions similar to WPS about accessing
Medicaid reimbursement. Of three divisions called, none are billing, although two
expressed the desire to do so. A study completed several years ago regarding the
feasibility of billing for Medicaid services provided no estimate of revenues that would be
generated, but prompted WPS leadership to allocate one half position this year
committed to Medicaid billing; however the position has not been filled due to a lack of
time to develop a job description. The company that created the on-line IEP system that
the division uses has a similar program for assistance with Medicaid reimbursement that
may also facilitate filing for those revenues.

RECOMMENDATION
Recommendation 7-5:

Solicit sample job descriptions from other school divisions so that the position
that has been allocated can be filled.

An opportunity to garner fiscal benefits that has been acknowledged by division
leadership’s allocation of a position should not be missed simply because of lack of time
to develop a job description. Other larger divisions are certain to have similar job
descriptions that could be used as models for the development of the job description that

MGT of America, Inc. Page 7-11



Special Programs

appears to be impeding the division’s availing itself of Medicaid reimbursement. Training
should take place during the 2005-06 school year with full implementation in 2006-07.

FISCAL IMPACT

Implementation of this recommendation can be achieved with current resources. The
position has already been allocated, so no additional outlay of funds will be necessary.
Since no divisions that were selected for similarity to WPS are currently billing, projecting
revenues is problematic. The experiences of a larger Virginia school division could be
interpolated to estimate funds WPS might be reimbursed. In Campbell County, which
has close to 9,000 students, reimbursements in 2002-03 were nearly $30,000 and the
following year were almost $64,000, although the school division did not bill for all
eligible services. As WPS enrollment is approximately one-third that of Campbell
County, a conservative estimate of 20 percent of Campbell County’s 2003-04 revenues
would reap $12,800 for WPS. Revenues are likely to increase in future years following
implementation.

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

Begin Billing for Medicaid
Reimbursement $0 $12,800 | $12,800 | $12,800 $12,800

FINDING

No Special Education evaluations have been completed within the past five years,
Consequently, no documents regarding the school division’s response to evaluative
suggestions were available for examination, nor were any that compared division
practices in 2000 to current practices. This lack of evaluative data impairs the division’s
ability to systematically examine all aspects of a program that affect student needs and
performance and make adjustments to improve services to students and educators
serving them. Only anecdotal evidence can be assembled that tracks program changes
over time and evidence revisions as the need for programmatic changes has been
indicated. During those five years, both state and federal accountability for meeting the
unique, but diverse needs of individual students have dramatically altered the
educational landscape and should have prompted program changes that impact all
student subgroups and none so much as Students With Disabilities. Interviewees noted
changes that have taken place, but no evidence was available that demonstrated the
impact of those changes on student success or educator accountability. Evaluation
should provide feedback to leaders at the division level regarding the effectiveness of
programs and practices for Special Education students. Feedback is also essential to
teachers and school leaders so that they can make instructional, curricular, scheduling,
and programming changes throughout the school year and over time. As with other WPS
programs, evaluation of the Special Education department’s programs is reported to be
informal, conducted through vertical team meetings and SOL and AYP review, and
occurring at schools in anticipation of the budgeting cycle. Just as with other instructional
programs, regular, systematic measures should be taken regarding evaluation of the
Special Educational operation of the division in order to ensure that continuous
improvement takes place.
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RECOMMENDATION
Recommendation 7-6:

Include in conjunction with Recommendation 6-7 evaluation of aspects of the
Special Education functions of the school division.

Including evaluation of Special Education programs and practices will assist WPS in
reaching the NCLB goal that all children will achieve proficiency by 2013-14. This
inclusion of Special Education should create an ongoing cycle of examination, revision,
and accountability for results within the program at both the school and division levels.
FISCAL IMPACT

Implementation of this recommendation can be accomplished with existing resources.

7.3 Guidance Services

Guidance services are intended to offer lessons in life skills. These skills include
problem-solving; substance abuse prevention in elementary classrooms to present
students with challenging personal or family needs the opportunity for support through
resources; personal or small group counseling; and providing family support and referral
to appropriate community agencies that can offer more specific support services.

FINDING

WPS interviewees stated that the division does not have a uniform curriculum for
guidance. As a result, the level of guidance, counseling, and career preparation that
students receive is dependent upon factors such as additional assignments given
counselors in individual schools, preferences for individual/group counseling, or
procedures that individual schools, principals, or counselors have established to provide
uniformity of programs and focus on student needs.

The American School Counselors Association has developed a guidance curriculum that
identifies competencies and educational goals for students at each grade and outlines
topics that counselors introduce and discuss in classroom instruction. Adopting this
would benefit counselors and the students they serve and provide uniformity of delivery
of services in all schools.

The Campbell County, Virginia, schools have developed a “Counseling Program Results
Agreement” between principal and counselor that outlines counselors’ commitment to
appropriate student services and is a part of their personnel evaluation with their
principals. It includes:

m student results regarding outcomes expected as a result of student
referrals and programmatic responsibilities;

m staff results relating to provision of resources to classroom teachers,

inservice for faculty, and coordination of the drug prevention
curriculum;
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m parent results that commit to communications, a lending library,
explanation of the counseling program, provision of parenting
groups, offering a Bullying Prevention Inservice at a PTA, and
discussing the drug prevention curriculum;

m self-improvement commitments to attend counseling meetings and
trainings; and

m completing specific assigned tasks.

Use of the document provides accountability for provision of a comprehensive range of
counseling services to students and helps counselors to balance their job
responsibilities.

RECOMMENDATION
Recommendation 7-7:

Adopt the American School Counselors Association’s curriculum for use by WPS
counselors and consider adopting an accountability document that will clearly
delineate and assure comprehensive counseling responsibilities at every school.

The curriculum was researched and vetted by counselors across the nation for its
inclusiveness and relevance for the current needs of American students. This curriculum
would provide counselors a comprehensive, grade appropriate guide to topics, skills,
and knowledge that students need in a developmental scope and sequence.
Furthermore, this practice should ensure consistency of services to students wherever
they attend. Review and discussion of the fit of the curriculum with WPS student needs
should be an element of regularly conducted counselors’ meetings.

Counselors in WPS meet regularly to discuss topics relevant to student needs and
professional growth. Taking this additional step would keep responsibility for a broad
scope of services before the counselors and help to provide consistency across the
division. This document could be used as a template for embedding accountability into
other division processes as well.

FISCAL IMPACT

Implementation of this recommendation can be accomplished with existing resources.

7.4 English for Speakers of Other Lanquages (ESOL)

The WPS Coordinator of Curriculum and Instruction responsible for ESL has worked
diligently with community agencies and churches to provide extensive services to the
growing number of non-English-speaking residents in the schools and community,
despite his myriad other responsibilities. Within the schools, between 1996 and 2004,
the population of Limited English Proficient (LEP) students grew 750 percent,
constituting 12 percent of the overall student population. Within the past five years,
school ESL staff has grown from two positions to 25. One means the division has
developed to assist these families to become integrated and successful in the
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community is an evening adult ESL program provided by the Northern Shenandoah
Valley Adult Education Program. An outgrowth of the adult ESL program has been the
development of citizenship classes, job skills, and child care for classes in the
Winchester-Frederick County area. When the new middle school is completed, it will
house the adult education program because of its centralized location.

To further meet the needs of these new resident adults, WPS has added three parent
liaisons. One serves two elementary schools and the middle school and another the
other two elementary schools and the high school. The third serves the division's
preschool program, of which 40 percent of the student population is ESL.

Last year the division created a direct intake center at its most heavily ESL-populated
elementary school. The rationale was to provide a “one-stop” source of services for ESL
families and ease enrollment procedures for parents with children in several schools.
The center has ties to local agencies, provides language support and intake testing for
students so that all of the schools do not have to test students, and sends records to the
schools for registration. This center not only centralizes and facilitates registration and
placement for students, but also prevents teachers in schools from having to be pulled
from their instructional responsibilities to interpret when families arrive for registration.

Finally, the division has focused its fourth year of a 21* Century Community Learning
Center grant solely on ESL students. Site directors are located at two elementary
schools. They not only provide after school services but also some tutoring during the
day to help students develop language proficiency and enrichment. Their association
with the regional library and Discovery Museum further enriches student learning
opportunities. ESL student achievement is discussed in Section 6.4 of this report.

Programs that are effective in integrating students whose primary language is not
English provide outreach to parents through communications in their native language
and partnership with community organizations that provide social and other services
to families who are non-native English speakers and churches whose congregations
serve diverse populations. Other state divisions that have experienced exponential
growth also serve as resources to be tapped to create an infrastructure of support
for the families of LEP students. One easily accessible resource that enhances
communication with families speaking other primary languages is the US Department of
Agriculture with its provision of Free/Reduced Lunch Forms in 18 languages at
www.fns.usda.gov/cnc/Translations.

COMMENDATION
WPS has responded with speed and precision at both the community and school

levels in providing targeted support services to the burgeoning ESL population.

7.5 Preschool Programs

At one point, preschool children were served in their home schools. However, due to
space limitations, WPS preschool students are no longer served at their home schools,
but receive preschool educational experiences at WPS’s Douglas Community Learning
Center (DCLC). There are no on-site guidance counselors, nurses, or administrators at
that site. Next year, fifth grade students at WPS elementary schools will move into the
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new middle school, vacating some classrooms around the division and potentially
creating space for preschool students to be returned to their home schools. DCLC also
houses the Apple Country Head Start program and the Northwestern Regional
Educational Program (NREP) for preschool handicapped students, in addition to the
WPS Title | Stepping Stones (SS) program for at-risk four-year-olds. Four Title |
preschool classes with four teachers and four aides teach SS students. A lead teacher
who has been with the program from inception acts as a quasi-administrator for a
stipend. The Coordinator of Curriculum and Instruction who coordinates federal grants is
the designated principal, although off site. Some classes have SS and Head Start
students integrated along with Special Education students, especially those placed for
speech. Mainstreaming is described as usually teacher by teacher rather than by
general practice.

Space issues and costs in contrast to benefits of the regional program have led the
division to investigate the question of whether or not to continue utilizing DCLC as a
preschool center and strengthen inclusion in classes at that site or move the programs.
The disadvantage of moving the SS program to home schools is that the normally
developing peer classes with whom Special Education students could be mainstreamed
are diminished. Special Education students have rarely been mainstreamed with
“normally developing peer classes” in the Stepping Stones program due to the federal
guidelines. The NREP program is set up according to state regulations to offer
reimbursement for only certain low incident disabilities. Common ones like Learning
Disabled (LD), Developmentally Delayed (DD), and Other Health Impairment (OHI) are
not covered. The majority of students in the NREP program before WPS took over
eligibility determination of its own students had been identified as Mentally Disabled
(MD) or speech only. Disabilities other than MD can be identified and served in the
program but the division cannot request reimbursement for them. The share of the
NREP program is based on a percentage, with WPS’s share being approximately 38
percent of the total budget. Identification of so many preschool students as MD has
caused problems when they have entered school and concern on the part of
interviewees. To heighten certainty that WPS preschool children are properly identified
according to appropriate criteria, the WRPS Director has taken over eligibility
determination for WPS students, which used to be done through NREP.

A surge in NREP preschool enrollments has resulted in services being targeted to
students depending on their specific identified need. Previously, regardless of need, all
students had received the full program. Space, though, has become an issue for the
NREP center. WPS receives tuition reimbursement from the state for students in that
program. As shown in Exhibit 7-5, state reimbursements for the regional program have
been between $350,000 and almost $600,000 since January 2002. According to
information provided 1-1-06 subsequent to the site visit, 50 Special Education students
are served in the regional program (preschool 29, SD 1, ED 20) and an additional 16
receive speech services.

The Stepping Stones Program is one of the few WPS programs that have undergone a
formal evaluation, with one having been conducted internally two years ago. Results
showed good progress in the achievement of students in the Stepping Stones program.
Fifty-six WPS preschoolers are served in SS. Seventy percent of SS preschoolers met
PALS benchmarks for readiness, but less than 50 percent of LEP attendees met this
benchmark. Division’s “measurable objectives” to address related needs include four
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yearly home visits by preschool teachers and monthly parent activities on readiness. At-
risk students included in regular preschool classes are likely to benefit academically as
measured by PALS scores, and there should be more inclusion of students at that age.

EXHIBIT 7-5
WPS TUITION REIMBURSEMENT FOR THE REGIONAL SPECIAL EDUCATION
PRESCHOOL PROGRAM
2001-2005 SCHOOL YEAR

SCHOOL WPS WPS
YEAR EXPENDITURES | REIMBURSEMENT
2001-02 $938,997 $414,690
2002-03 $1,079,253 $355,890
2003-04 $998,472 $502,713
2004-05 $1,144,850 $593,356
2005-06 (estimated) $1,347,520 $500,000

Source: WPS Department of Finance, 2005.

The transfer of fifth grade students to the newly renovated and expanded middle school
for the 2006-07 school year will open an estimated four classrooms at each of the
division’s elementary schools. WPS has indicated that it intends to review all available
space after the fifth grade transition to the middle school. Many programs (reading/math
intervention; ESL,; gifted; SPED, etc.) are being housed with multiple teachers in one
room. The “empty” classes are anticipated to provide the much-needed space to
accommodate these programs as well as the projected K-4 population growth at each
school. Some current space will be needed for existing grades, but other rooms could be
used for preschool classes. This would enable both pre-school at-risk students and pre-
school students with disabilities to be transferred back to their home schools, reducing
transitions from one school to another throughout their school years. Research has
demonstrated that changing schools multiple times in their school careers contributes to
increased dropout rates among students. Furthermore, the full intent of IDEA and NCLB
legislation is for students, regardless of age or disability, to be served as much as
possible with their peers for equity of educational opportunity. In schools where the
majority of Special Education students have been co-taught with their grade-level peers,
they are assimilated to the point of transparency with non-disabled students; their
achievement and that of their peers improves; and all students learn to understand that
each person has strengths and weaknesses and develop tolerance of differences.

RECOMMENDATION

Recommendation 7-8:

Intensify plans to return the division’s preschool programs to home schools after
fifth grade students move to the middle school, with a possible target date of the

2008-09 school year.

Implementation of this recommendation would benefit the division and its students in
several ways:

m provide education for students closer to their homes;

m reduce time on buses for young children;
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m eliminate one school change in student careers;
m  begin student education in WPS in the least restrictive environment;
m serve as a model to other teachers for inclusion; and
m free $50,000 currently encumbered to pay for transportation of
preschool children for other instructional programs for the
increasingly diverse student body.
With two years to plan, budget, and provide requisite professional development, the
division would have sufficient time to determine facilities needs, train teachers in
inclusionary strategies, and develop a budget in which the additional funds could be best
utilized for the benefit of students across the division.
FISCAL IMPACT

The implementation of this recommendation can be done with existing resources as
indicated by division staff.
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8.0 FACILITIES USE AND MANAGEMENT

This chapter presents the review of Winchester Public Schools (WPS) facilities use and
management in four sections. The major sections in the chapter are:

8.1 Organizational Structure and Management
8.2 Planning, Design, and Construction

8.3 Maintenance and Operations

8.4 Energy and Utility Management

A comprehensive facilities management program coordinates all the physical resources
in a school division. The administration of the program must effectively integrate facilities
planning with the other aspects of institutional planning. Therefore, the administrator for
facilities maintenance should participate in the design and construction activities within
the school system. Conversely, the construction management personnel need to be
knowledgeable of the operations and maintenance activities.

To be effective, facilities managers must be involved in strategic planning activities. The
facilities and construction management departments must operate under clearly defined
policies and procedures, and activities must be monitored in order to accommodate
changes in the resources and needs of the educational and operational programs within
the school division.

CHAPTER SUMMARY

The Winchester Public Schools serve the nearly 3,700 students in the City of Winchester
in the Shenandoah Valley in northern Virginia with seven schools across an area of
approximately 9.3 square miles. These include four elementary schools, one middle
school, one high school, and one community learning center. The facilities management
program, although a critical support service for the instructional program, faces
numerous challenges.

WPS is in the middle of two large facility improvement projects. These facility
improvements are the result of several years of planning with the Winchester City
Council. The necessary planning elements are not compiled in a single written
comprehensive plan. Board policies regarding facilities deal almost exclusively with
facilities construction.

Among the unique challenges facing the Operational Services Department of WPS is the
lack of a support services facility to house the maintenance department and to store the
necessary equipment and supplies for their operations. Both the maintenance and
custodial operations strive for excellence without School Board adopted standards to
guide them.

Although the school division started a utility management program, the program has

stalled. To enjoy utility savings in the future, Winchester Public Schools will have to
emphasize utility savings and invest in related equipment in the near future.
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INTRODUCTION

The Winchester Public Schools serve the nearly 3,700 students in the City of Winchester
in the Shenandoah Valley in northern Virginia with seven schools across an area of
approximately 9.3 square miles. These include four elementary schools, one middle
school, one high school, and one community learning center.

Among the unique challenges facing the Operational Services Department of the WPS is

the lack of a support services facility to house the maintenance department and to store
the necessary equipment and supplies for their operations.

8.1 Organizational Structure and Management

The major facilities management functions in the Winchester Public Schools are
administered by the Director of Operational Services, who presently reports directly to
the Superintendent of Schools. Under Recommendation 2-4 in Chapter 2 of this
document, the Director of Operational Services would report to the Assistant
Superintendent for Administration rather than the Superintendent. The Director of
Operational Services oversees all maintenance and operations, energy conservation,
food services, and transportation functions. Exhibit 8-1 provides a chart of the current
organizational structure for those charged with facilities management responsibilities.

EXHIBIT 8-1
WINCHESTER PUBLIC SCHOOLS
FACILITIES USE AND MANAGEMENT
CURRENT ORGANIZATIONAL CHART
2005-06 SCHOOL YEAR

Director of
Operational
Services

Coordinator of
Food Services

Supervisor of
Facilities
Management

Source: Winchester Public Schools, 2005.
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FINDING

The current Board policy manual has very few policies and procedures that provide
guidance and direction to the facilities operations and maintenance departments.
Priorities for maintenance work are determined by the Director of Operational Services.
At times, those priorities may be in conflict with the priorities of building principals or
others in the school division. Similarly, the priorities for facilities work are determined by
the School Board and Superintendent without written policy to guide their prioritization
process or the relative weight of the evaluation criteria.

Because of the financial requirements of operating and maintaining school facilities,
governing boards must carefully plan how facilities are maintained. Policies that guide
the operations and maintenance of school facilities are thus important components in
governing board policy manuals.

RECOMMENDATION
Recommendation 8-1:

Review all facilities maintenance policies and procedures, update them as
appropriate, and add needed policies.

The implementation of this recommendation should address a number of issues raised
in other sections of this chapter and cross-referenced to this recommendation.
Specifically, the School Board should address the following matters:

m a comprehensive change order policy and related administrative
procedures (see Recommendation 8-8);

m  maintenance standards for maintenance staff (see Recommendation
8-11); and

m custodial standards for custodians (see Recommendation 8-12).

As a result of improving the school board policies and administrative procedures,
administrators will more clearly understand the goals for the school division and the
processes necessary to reach those goals. These written documents will improve
communications and provide guidance in the setting of priorities in the capital projects
and plant facilities departments. This sharing of goals will reduce conflict in decision
making and will provide more effective and efficient operations in both departments.

FISCAL IMPACT

This recommendation can be implemented with existing resources.
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8.2 Planning, Design, and Construction

The mission of the typical planning, design, and construction department is to provide
new and modernized facilities that meet the needs of students at the lowest possible
cost. The specific goals of a design and construction department usually include:

m establishing a policy and framework for long-range planning;

m determining the student capacity and educational adequacy of
existing facilities, and evaluating alternatives to new construction;

m developing educational specifications that describe the educational
program and from which the architect can design a functional facility
that matches the curriculum needs with the potential to enhance and
reinforce the education the school division desires for its students;

m securing architectural services to assist in planning and constructing
facilities;

m developing a capital planning budget that balances facility needs and
expenditures necessary to meet those needs, and shows how
expenditures will be financed;

m translating the approved architectural plans into a quality school
building within budget and on deadline; and

m establishing and implementing an orientation program so that users
of the facility can better understand the design rationale and become
familiar with the way the building is supposed to work.

School facility planning is a major responsibility for a local public school division. New
school facilities and major renovations or additions require a substantial taxpayer
investment. Existing school facilities represent a community equity that requires ongoing
maintenance investments to maintain the value of that equity.

FINDING

WPS has multiple methods for projecting enrollment for five years into the future for
facility planning. The school division develops annual enrollment projections using a
cohort survival method and a student per housing unit method. Because there are a
variety of enrollment projection models, the school division has information necessary to
calculate existing school utilization. In addition, the sizing of school facilities in a master
plan is possible with reliable longer range enrollment projection information.
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COMMENDATION

The Winchester Public Schools is commended for having five-year enroliment
projections and using several enrollment projection methods, including a cohort
survival method in the Capital Improvement Plan.

FINDING

WPS does not have standard sets of educational specifications to guide design
professionals as they design new construction projects or renovation projects. These
prototypical educational specifications are a set of concisely written, organized
objectives that describe the educational facility needs of students, educators, and the
community. They collectively outline what these groups want to achieve for students,
educators, the community, and their activities and relationships.

This document serves as a written communication between educators and the design
professionals. The development of these prototypical educational specifications is only
the first set of specifications and the first series of communications. These specifications
will need to be modified for specific projects and sites as projects are funded and
approved for design. Design specifications and construction specifications should follow
this step. Without these educational specifications, new school facilities tend not to be
comparable in their potential to deliver equal access to educational programs.

RECOMMENDATION
Recommendation 8-2:

Develop prototypical educational specifications for elementary schools, middle
schools, and high schools.

Developing educational specifications provides an effective means of communication
between the school division and the design team. The written specifications and the
discussion involved in their development greatly improve communications and mutual
understanding. Improved communications and mutual understanding lead to a better
school construction project.

Having prototypical educational specifications will ensure efficiencies in design and
construction for future schools. Further, prototypical educational specification documents
ensure that new school facilities will be comparable in their potential to deliver equal
access to educational programs.

The implementation of this recommendation should have several beneficial results,
including:

m areduction in the cost of school design;

m a reduction in the number of change orders as a result of
standardization;
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m standardization that should contribute to greater overall efficiency in
construction; and

m greater efficiencies in maintenance and related activities.
While each prototype must be engineered to meet specific site requirements, each use
of the plan should result in its refinement and in the development of greater cost
efficiencies.
Prototype facilities do not have to have identical exterior/interior appearances. A wide
variety of interior/exterior finishes, exterior trim, covered walkways, and appearances of
roof systems permit tailoring schools to neighborhood areas while capitalizing on the
advantages of prototypical design.
FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

WPS does not have all of the elements necessary to develop a comprehensive capital
improvement plan. Comprehensive capital plans usually include descriptions of program
offerings, enroliment projections, building capacities, utilization analysis, physical
building assessments, and functional analysis (educational suitability).

The following nine steps have been identified by the Council of Educational Planners,
International, in the facilities master planning process:

m Establish an organization and specify the roles and responsibilities.

m Collect data about such factors as enrollments, facilities, community
expectations, and the educational program.

m  Analyze the collected data and identify trends, directions, and goals.

m Develop alternative ways of achieving the ends identified by analysis
of collected data.

m  Assess the feasibility of each identified alternative.
m  Select the preferred or “best” alternative(s).
m Develop a facilities master plan to achieve the chosen alternative(s).

m Implement the plan, provide the required facilities, and put the
developed facilities into use.

m Evaluate the completed facilities and initiate an update of the
facilities master plan.
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The lack of all elements of a comprehensive master plan results in projects being
prioritized through a political process rather than a data-driven process. The political
process may leave the most pressing projects undone. This erodes trust and confidence
and diminishes the effectiveness and efficiency of the school division as a whole.

RECOMMENDATIONS
Recommendation 8-3:

Conduct a physical assessment of all school division buildings, including support
buildings, to include structural, electrical-mechanical, safety, and accessibility
issues.

By conducting a physical assessment of all school division buildings, Winchester Public
Schools will be able to create a ranked list of those buildings most in need of repair,
renovation, or replacement. The complete lack of a maintenance and operations building
would become a glaring omission in an inventory of school division buildings.

In addition, by conducting a systematic physical assessment of all buildings, the school
division will be able to group repair or renovation projects to obtain economies of scale.
For example, if the assessment shows that four buildings need roof replacements, those
can be bid at one time, allowing the school division to receive a better price than for
separate bids.

FISCAL IMPACT

The implementation of this recommendation could be accomplished with existing
resources; however, the work may also be outsourced, or a combination of in-house and
outsourcing may be used. Any costs cannot be projected until the method of
implementation is determined by Winchester Public Schools.

Recommendation 8-4:

Conduct an educational suitability assessment of all school division buildings to
include general classrooms, special learning spaces, and support spaces.

By conducting an educational suitability assessment of all school division buildings,
WPS will be able to create a ranked list of those schools most in need of renovation or
replacement based on their ability to meet the facility requirements of the educational
program. The assessment would provide information regarding the appropriateness of
room size, adjacencies, utilities, storage, and fixed equipment.

FISCAL IMPACT

The implementation of this recommendation could be accomplished at no additional cost
and with existing resources. However, the work may also be outsourced, or a
combination of in-house and outsourcing may be used. Any costs cannot be projected
until the method of implementation is determined.
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FINDING

When a renovation or new construction project is completed for the Winchester Public
Schools, feedback on the project is not formally gathered or used to improve similar
projects in the future. Therefore, at least two Important questions are not addressed:

= How might the building be better designed and constructed to meet
the educational specification?

m  How might the educational specification be revised to better meet
program requirements?

RECOMMENDATION
Recommendation 8-5:

Conduct a post-occupancy review of major facilities renovations or new
construction projects upon completion.

The information gathered by a post-occupancy review team should be compared to the
original educational specification. In addition, the educational specification should be
examined as to its accuracy in describing the facility needs of the educational program.
A post-occupancy evaluation team should have three types of individuals:

= an architect with school design experience;
m an engineer with school design experience; and

m an educator with experience in the development of educational
specifications.

FISCAL IMPACT

The implementation of this recommendation could be accomplished with existing
resources; however, the work may also be outsourced, or a combination of in-house and
outsourcing may be used. Any costs cannot be projected until the method of
implementation is determined by Winchester Public Schools.

FINDING

WPS has a central repository for all building drawings and blueprints. The blueprints
include many “red-lined” drawings that reflect changes made or noted in the field. The
drawings are used by a variety of professionals in the Operational Services Department
and by subcontractors. The Director of Operational Services and the Supervisor of
Facilities Management manage the use and storage of the drawings.

Keeping complete and accurate drawings at a central site is an important timesaver. It
also prevents errors, some with safety implications, due to lack of knowledge about the
placement of electrical mechanical systems, plumbing, and other types of building
components.
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COMMENDATION

The Winchester Public Schools is commended for keeping accurate and complete
building blueprint records, including “red-lined” drawings.

FINDING

To date, none of the blueprints of school drawings have been digitized, nor have copies
been stored off site in case of catastrophic loss. The rooms and cabinets presently used
for storage are not fire proof. Should there be a fire or other catastrophic loss, the school
division would find itself at a serious disadvantage. Even simple maintenance projects
often require the use of the red-lined blueprints. The Operational Services Department
would find its productivity greatly reduced. Replication of the drawings after the fact
would be extremely costly, if even possible.

All future drawings will be done on computer and the digitized files kept off site with the
architectural firm.

RECOMMENDATION
Recommendation 8-6:

Keep backup digitized blueprints or backup copies of blueprints of all schools at
an off-site location.

By backing up red-lined blueprints with either physical copies or digitized media, the
school division’s risk factor would be decreased because they would be protected
against catastrophic loss. This would allow critical facility and maintenance operations to
continue with minimal disruption in the event of a catastrophic loss of the originals.

FISCAL IMPACT

The fiscal impact of digitizing the remaining blueprints and storing them off site is
estimated to be $2,000 per site for each of the seven sites (six schools and the Central
Administration Office building) for a total of $14,000.

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

Back Up Blueprints
for Sevgn Siteps ($14,000) $0 $0 $0 $0

FINDING

MGT consultants were unable to identify School Board policies or written administrative
procedures regulating change orders. Interviews with Winchester Public School
personnel indicated that change order procedures have not been used recently because
there have been no construction projects that required change orders, and any needed
change orders would really be a matter of administrative practice. Policy and written
administrative procedures should be in place to help control project cost increases.
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RECOMMENDATION
Recommendation 8-7:

Develop and adopt policy and administrative procedures governing construction
change orders.

The implementation of this recommendation should result in more effective School
Board and executive administrative control over construction change orders. When a
situation arises that reduces or increases the project cost or scope of work, construction
management personnel should prepare a change order. Specifically, the Director of
Operational Services must authorize a change order request. Change order requests are
then taken to the School Board at their next regularly scheduled meeting for their
approval.

Such policies and procedures make it easier to detect abuses that could occur, and this
recommendation will result in provisions that should minimize those opportunities.

Exhibit 8-2, a Sample Construction Change Order Policy, contains provisions often
incorporated in School Board policy. This sample places emphasis upon the following
conditions:

m establishing an administratively-approved cap of $25,000 on each
change order submitted subsequent to prior approval contract
amount;

m prohibiting splitting of change orders to avoid the administrative
dollar limit;

m providing that only the Superintendent or his administrative designee
(Operational Services Director) may approve change orders
administratively; and

m requiring that copies of change orders be submitted to the Board on
a timely basis.
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EXHIBIT 8-2
SAMPLE CONSTRUCTION CHANGE ORDER POLICY

The Superintendent or administrative designee is authorized to approve construction change
orders that will not increase the contract amount more than twenty-five thousand dollars
($25,000.00) over the original contract amount or the last contract amount (increase or decrease)
approved by the School Board and recorded in its minutes.

1. All requested change orders must be in writing and must be approved in
writing before the work is done.

2. Requested change orders concerning the same subject shall not be split in
the event that the sum total of the initial requested change order increases
the contract amount by more than twenty-five thousand dollars
($25,000.00).

3. Under no circumstances shall subcontracted construction management
firms or personnel approve construction change orders.

4. Copies of all approved change orders shall be provided to the Board at its
first regular or special meeting following the approval date of the change
order.

Source: MGT of America, 2005.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

8.3 Maintenance and Operations

Maintenance

The proper maintenance of facilities is critical to ensuring support for an effective
instructional program. Research has shown that appropriate heating and cooling levels,
building and room appearance, condition of restrooms and other facilities, as well as
safety concerns, all impact how students and faculty/staff are able to carry out their
respective responsibilities. Ineffective or inadequate maintenance provisions have
proven to lead to increased costs of facility operations by shortening the useful life span
of equipment and buildings. Many school systems have adopted rigorous preventive
maintenance programs and keep a record of the performance of equipment and the
costs of regular maintenance against which they measure the effectiveness of programs.

Operations (Custodial)

Safe, clean, and sanitary facilities are essential elements in today’s schooling
environment. School systems vary in how these functions are delivered. Typically,
school boards either contract out (outsource) custodial and other services or organize a
comprehensive in-house system of services. Personnel may be employed by either the
School Board or the outsource company. Management responsibility, if the program is
totally in-house, may reside either partially or wholly with the central office or the
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individual school or cost center. The decision to determine the desired structure is
usually based on a number of criteria including minimizing costs to the school division,
improving services to schools, and reducing the span of control of division or
school-based administrators.

The Operational Services Department is designed to support the daily maintenance
needs in each school/facility with the repair of buildings and building systems, painting,
and emergency response. Primary responsibilities include:

all emergency response repairs;

HVAC repair;

routine maintenance of all schools/facilities;

all electrical work, carpentry, plumbing, and painting when needed;
locksmith services;

roofing repair;

intercom systems repair;

minor parking lot and fence repair;

window replacement;

flooring installation;

playground maintenance, installation, inspection;
minor concrete repair and new installations; and
minor asphalt repair and overlays.

Custodial services are rendered through a section of the Operational Services
Department. The Coordinator of Environmental and Safety Services supports the
organization and assists the principals and the Director of Operational Services in
providing a safe, clean, quality environment for students, teachers, and staff, in support
of the learning objectives of the school. There are 27.23 full-time equivalent (FTE)
school custodial personnel.

FINDING

The computerized maintenance management system (CMMS) software does not
automatically generate preventative maintenance work orders. Like most medium to
large school divisions, the WPS uses CMMS software to help them with the many
management responsibilities in facilities maintenance. The Winchester Public Schools’
CMMS software is well understood by the present users and has these basic features
needed to manage facilities:

Equipment Records;
Work Order Module;

Job Costing Module; and
Time Cards.

The software does not automatically generate preventative maintenance work orders.
Without the automatic generation capability, maintenance workers are not prompted to
complete periodic maintenance on a wide variety of equipment.

Preventative maintenance is an ongoing process in which wear and tear and changes to
facilities and equipment are anticipated, and corrective actions are taken before a failure,
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thus ensuring efficiency and minimizing costly repairs. The program involves systematic
inspection, adjustment, lubrication, and replacement of components, as well as
performance testing and analysis. As a result, the preventative maintenance program
extends the life of the facilities and equipment and minimizes unscheduled downtime.
Exhibit 8-3 is an example of the preventative maintenance tasks used in other school
divisions.

School divisions without this feature tend to overlook periodic maintenance, and
equipment fails as a result. The Operational Services Department CMMS software can
be upgraded to include additional modules on an as-needed basis.

RECOMMENDATION
Recommendation 8-8:

Improve the CMMS software to include a feature that automatically generates
preventative maintenance work orders.

By having the capability to automatically generate preventative maintenance work
orders, the school division can expect longer equipment life and better equipment
performance.

FISCAL IMPACT

This recommendation will require an expenditure to upgrade the CMMS software. The
expense of this upgrade should easily be offset by the longer equipment life and better
equipment performance. Although it is not possible to fairly calculate the short-term fiscal
benefits, the long-term benefits are well documented in building management literature.

FINDING

WPS does not have written maintenance standards as part of their School Board policy
manual, so there are no guidelines for expenditure of maintenance funds. This has a
negative impact on the overall maintenance of the school division because economies of
scale are lost in the process and principals have no gauge to determine adequacy.

The school division should have maintenance standards that apply to all facilities and
help guide the maintenance budget process. Without the standards to guide the
maintenance department and its budget, the levels of repair in the different schools will
vary according to the wishes of the building principal.

RECOMMENDATION
Recommendation 8-9:

Create maintenance standards that define expectations for the maintenance of
school buildings.

Maintenance standards will create the same level of expectations, and thus internal
consistencies, across the school division. This will improve the quality of repairs and
preventative maintenance activities.
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FISCAL IMPACT

Because only the distribution of money is affected, this recommendation can be
implemented with existing resources.

FINDING

WPS does not have written custodial standards as part of its School Board policy
manual. As a result, the buildings may not be consistently cleaned at the level indicated
by the staffing allocation. According to the Association of Physical Plant Administrators
(APPA), one custodian can clean approximately 18,000 to 20,000 square feet in an
eight-hour period and meet the industry standard of Level 2: “Ordinary Tidiness.”
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SAMPLE MAINTENANCE SCHEDULE

EXHIBIT 8-3
MONTHLY PREVENTATIVE

MAINTENANCE MONTHLY ROUNDS:

July

Aug.

Sept.

Oct.

Nov.

Dec.

Jan.

Feb.

Mar.

Apr.

May

June

Measure fuel and send Fuel Reports and fax in

Send in Water Sample and fax in

Complete Generator Report and fax in

AIR HANDLING UNITS:

Inspect and clean air filters or replace

Check all controls—at proper setting?

Check fan motor & belt tension—should have
1/2 to 1" play

GENERATORS:

Test glycol ADD GLYCOL

Start generator and run with full load for 4
hours or more

FIRE ALARM SYSTEM:

Notify Principal, test Fire Alarm

Turn over fire extinguishers and shake to
loosen powder

Inspect all fire extinguishers for proper
operation

FURNACE:

Test flame for proper combustion; adjust as
needed

Inspect combustion chamber for cracks; repair
as needed

Inspect photo cell;-clean as needed

WATER HEATER: (GUN FIRED)

Test flame for proper combustion; adjust as
needed

Inspect combustion chamber for cracks; repair
as needed

Inspect burner assembly; clean as needed

Inspect photo cell; clean as needed

Test pressure relief valve

Drain accumulated rust from bottom of water
tank

BOILERS:

Test flame for proper combustion; adjust as
needed

Inspect combustion chamber for cracks; repair
as needed

Inspect burner assembly; clean as needed

Test boiler relief valve

Blow down low water cut-off control

Source: MGT of America, 2005.
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Three major components of the time and task standards are identified by the Association
of Higher Education Facilities Officers or the APPA Standards:

m  Appearance Levels must be defined and described in some detail.
(The APPA handbooks provide descriptions for five levels of
cleanliness as summarized in Exhibit 8-4.)

m Standard Spaces must be identified to ensure that the difference in
the types of spaces and the cleaning effort required for those spaces
is clearly distinguished. (The APPA handbooks identify 33 different
types of spaces.)

m  CSF (Cleanable Square Feet) is an industry standard that is used to
measure and compare data.

EXHIBIT 8-4
APPA CLEANLINESS SCALE

Level 1: Ordinary Spotlessness - Only small amounts of litter and ashes in containers. Floor
coverings are kept bright and clean at all times. No dust accumulation on vertical
surfaces, very little on horizontal surfaces. All glass, light fixtures, mirrors, and
washbasins are kept clean. Only small amounts of spots visible.

Level 2 Ordinary Tidiness - Only small amounts of litter and ashes in containers. Floor
coverings show periods of peak and valleys in appearance. Dusting is maintained at a
high level. All glass, light fixtures, mirrors, and washbasins show evidence of spots and
dust.

Level 3: Casual Inattention - Only small amounts of litter and ashes in containers. Floor
coverings show periods of peak and valleys in appearance. Dust accumulation on
vents, vertical, and horizontal surfaces. All glass, light fixtures, mirrors, and washbasins
show accumulations of dust, spots, and prints.

Level 4: Moderate dinginess - Waste containers are full and overflowing. Floor coverings are
normally dull, marked, and spotted with infrequent peaks. Dusting is infrequent and
dust balls accumulate. All glass, light fixtures, mirrors, and washbasins are dirty and
spotted.

Level 5: Unkempt Neglect - No trash pickup. Occupants of building are responsible. Regular
floor care is eliminated. Dusting is eliminated. All glass, light fixtures, mirrors, and
washbasins are very dirty.

Source: APPA: The Association of Higher Education Facilities Officers, 1998.

RECOMMENDATION
Recommendation 8-10:

Develop standards for custodial services that are consistent with APPA
standards.

Custodial standards will create the same level of expectations, and thus internal
consistencies, across the school division. This will improve the quality of cleaning and
light maintenance activities.

FISCAL IMPACT

This recommendation can be implemented with existing resources.
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FINDING

WPS does not have written administrative time and task expectations for custodians for
guidance on the time and procedures needed to ensure an appropriate and consistent
service level. School divisions with best practices have specific time and task
expectations to guide the custodians on the frequency of different cleaning cycles and
on their typical duration. This type of guidance helps create a systematic approach to the
daily, weekly, monthly, and even annual cleaning tasks. Implementation of time and task
guidelines should create greater internal consistency in the cleanliness of school
buildings.

RECOMMENDATION
Recommendation 8-11:
Develop time and task standards for custodial services.

The Winchester Public Schools will benefit by having time and task standards for
custodians in two major ways:

m  The workload for custodians will be more equitably distributed.
Schools presently understaffed will receive additional custodian time
and will be cleaner.

m [t is a well-know motivational principle that higher expectations lead
to higher performance. It stands to reason that an organization with
no time and task expectations will benefit from improved
performance expectations. Exhibit 8-5 details an example of
cleaning guidelines as per cleaning standards.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

Currently there is no systematic method of assessing custodial service quality that ties in
with APPA standards. There is a very basic quality control system in place to determine
if custodial care meets the supervisor's expectations. (The direct custodial supervisors
are building principals, who are not typically trained in the evaluation of facility
cleanliness.) Lack of quality control procedures often leads to poor performance.
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EXHIBIT 8-5
SAMPLE CLEANING GUIDELINES
AS PER CLEANING STANDARDS

Custodial Evaluation

School:
Date:
>

Al | o] < w > 2 =
=== = =
| ol o]l 0|l D] E| 2
HEA R EEIERE
Sl Al Al Al Sl al =f =] <|Notes

Classrooms, labs, gyms, offices

Routine Activities
1|Vacuum, sweep, dust mop floors

Clean chalkboard or whiteboards and trays

Clean erasers

Empty waste containers

Empty pencil sharpener(s)

Spot-clean walls and doors

Dust flat surfaces

O |N[o|u[DMWw[N

Re-lamp

Project Activities

1

Damp-mop floors

Spray buff/burnish floors

Clean trash containers

Dust vents

Interim floor care

Dust blinds

Clean windows - both sides

Strip/refinish floors

Clean light fixtures (project)

olo|o|N|o|u|dlw|N

=

Clean furniture and multiple seating (project)

Hal

lways

, foyers

Routi

ne Activities

1

Vacuum, sweep, dust mop floors

2

Empty waste containers

3

Spot-clean walls and doors

4

Dust flat surfaces

5

Re-lamp

Project Activities

1

Damp-mop floors

Spray buff/burnish floors

Clean trash containers

Dust vents

Interim floor care

Dust blinds

Clean windows - both sides

Strip/refinish floors

Olo|N|jo|g|d|w N

Clean light fixtures (project)

10

Clean furniture and multiple seating (project)

Restrooms, lockers

Routi

ne Activities

Damp-mop, sanitize floors

Disinfect, sanitize sinks, toilets, and urinals

Clean, sanitize paper dispensers

Clean, sanitize stalls and privacy partitions

Fill paper dispensers

Empty waste containers

Spot-clean walls and doors

Dust flat surfaces

O|o(N|ojua|dw|N|F-

Re-lamp

Project Activities

Spray buff/burnish floors

Clean trash containers

Dust vents

Clean windows - both sides

Strip/refinish floors

| |DJW[N|F

Clean light fixtures (project)

Source: MGT of America, 2005.
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RECOMMENDATION
Recommendation 8-12:

Conduct periodic custodial service quality inspections using forms reflecting the
newly adopted custodial standards.

Conducting periodic custodial service quality inspections will enable the school division
to gather important information about how custodial services can be improved. The data
can be analyzed and shared at the appropriate level of service. Some information may
best be shared with custodians, while management personnel may use other information
to make structural changes in how, where, or when services are delivered.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

WPS is providing systematic training for its custodial and maintenance employees to
ensure that they are aware of current best practices and have access to information that
will improve their services. With this periodic training, employees become more aware of
new methods and products that provide efficiencies. In addition, the risk of injury
decreases when employees are trained in the latest methods and in the hazards of
certain products currently in wide use.

Product sales representatives provide additional seminars and training sessions to help
custodial employees provide improved service. This not only helps employees, but the
improved productivity and safety record reflects on their company. Some insurance
companies even provide small premium reductions when training of custodians is
documented.

COMMENDATION

The Winchester Public Schools are commended for providing systematic training
for custodial and maintenance employees to improve their productivity.

RECOMMENDATION
Recommendation 8-13:

Explore the possibility of reduced insurance premiums as a result of the record of
custodial and maintenance training.

Systematic training helps the employee, increases productivity, and improves the safety
record of the school division. A systematic, formal training program for facilities
maintenance and custodial staff often including the following subject areas may be
sufficient to reduce liability insurance premiums:
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time management;

professional skill development;
effective work scheduling;

quality control,

personnel management strategies;
interdepartmental communication skills;
customer communication skills; and
work habits.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

Custodians are not carefully dispensing the volumes of products recommended by the
manufacturer. Most custodians use a variety of waxes and cleaning products that range
from the “very safe” to those that are hazardous (e.g., organic acids). Almost all
custodial products have detailed use instructions and corresponding Materials Safety
Data Sheets (MSDS) that provide some product safety information. However, custodians
typically “measure” the amount of products to be used by estimating the amount of
product they need to mix or apply. Industry experts indicate that overuse of custodial
supplies is a major cost factor in many school systems. Based on the results from some
test schools, Atlanta Public Schools in Georgia has calculated a potential savings of 20
to 30 percent by installing dispensing systems.

RECOMMENDATION
Recommendation 8-14:

Use automatic product dispensing devices for each custodial closet to reduce
excessive use of custodial products.

The Winchester Public Schools will benefit from the proper use of custodial products.
The manufacturers recommended use rate is usually significantly less than custodians’
“estimated” product requirements. With an estimated three custodian closets per each of
the seven schools plus the school division office building, the savings across the school
division would be significant.

FISCAL IMPACT

The fiscal impact for this recommendation over five years is estimated at $26,250. The
number is derived from multiplying the estimated total custodial materials and supplies
budget of $114,600 for FY 05 by five percent (five percent was used because the budget
for paper products was commingled with the cleaners and waxes). The cost of the
dispensing hardware is estimated at $2,400. This number was derived by multiplying 24
custodial closets times $100 for each dispensing device. (Many custodial supply
companies will provide the dispensing devices at no cost.) The cost of the metering
devices was subtracted from the first year savings.
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Recommendation 2006-07 2007-08 2008-09 2009-10 2010-11

Use Automatic
Dispensing Devices $3,330 $5,730 $5,730 $5,730 $5,730

FINDING

WPS is not allocating custodians consistently with the national best practices of one
custodian per 19,000 to 19,500 square feet. MGT consultants found considerable
variance in the levels of cleanliness in the different buildings. Some buildings were quite
clean while others were less so. There was also a variance in the square feet per
custodian across the school division. A detailed analysis of the square feet per custodian
appears in Exhibit 8-6. Portable classrooms were included in the analysis, except for
those at the high school, which is under renovation.

EXHIBIT 8-6
WINCHESTER PUBLIC SCHOOLS
SUMMARY OF SQUARE FEET PER CUSTODIAN

AVERAGE

SQFT CUSTODIAN | SQ FT PER

SCHOOL CLEANED FTE CUSTODIAN
John Kerr Elementary School 46,613 2.78 16,774
Quarles Elementary School 75,000 2.78 26,990
Virginia Avenue Charlotte DeHart Elementary School 71,084 2.78 25,580
Frederick Douglass Elementary School 65,200 2.78 23,463
Daniel Morgan Middle School 125,359 7.04 17,811
John Handley High School 271,929 9.08 29,958
Douglas Community Learning Center 31,545 1.00 31,545
Grand Total 655,185 27.23 24,060

Source: Winchester Public Schools, 2005.

The smallest area per custodian was 16,774 square feet per FTE. The largest area per
custodian was 31,545 square feet per FTE, and the average was 24,060 square feet per
custodian.

The variance in custodian services leads to inequities in care across the school division.
Some schools that are “over staffed” may be very clean, while those schools that are
“under staffed” may suffer from the shortage.

In order to bring the midpoint of the APPA custodian allocation of “Custodial Service

Level 2 — Orderly Tidiness” and one FTE per 19,500 square feet, the school division
would have to add approximately 6.3 FTE custodians.

MGT of America, Inc. Page 8-21




Facilities Use and Management

RECOMMENDATION
Recommendation 8-15:

Hire 6.3 FTE custodian positions to the work force and balance the square feet per
custodian loads.

The addition of 6.3 FTE custodians should result in cleaner schools. It will allow
custodians to improve the level of cleanliness of floors, do minor repairs on walls and
hallway wall surfaces, vacuum more often and thoroughly, dust the ledges and window
blinds, and empty trash. In combination with other recommendations in this chapter, this
should make cleaner, more inviting spaces for students to learn. A common side effect is
an increase in the community support for the schools since there is a perception that the
community’s capital investment is being cared for and protected.

FISCAL IMPACT

The fiscal impact of this recommendation would be an increase in operating costs due to
an increase in the number of custodians on staff. To achieve a custodial staffing level of
one custodian per 19,500 square feet, Winchester Public Schools would need to
increase the custodial staff by about 6.3 FTE positions. The wage is assumed to be
$23,800 per year and benefits are 35 percent of the wage. The cost from increasing 6.3
custodians times $32,130 (the average wage and benefits) equals $202,419 per year.

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

g'lﬁtgjai?z ($202,419) | ($202,419) | ($202,419) | ($202,419) | ($202,419)

8.4 Enerqy and Utility Management

Energy conservation and management strategies are commonly found in school
systems to make efficient use of limited resources. The approaches often include
efficient lighting systems that provide better lighting levels, electronic ballasts to prevent
flickering, and fixtures that allow adjustment of lighting levels. Light switches are motion
activated and shut off when the space is no longer occupied. Motion sensors also
typically control vending machines, and exit lighting fixtures have LED displays. Energy
rates are determined, in part, by the peak load of a system. Electronic devices called
load shedding controls help lower the peak load by phasing or smoothing the energy
demands. Rebuild America, a free US Department of Energy program helps school
divisions with energy conservation.

Heating, ventilation, and air conditioning (HVAC) units often have electronic controls that
are operated remotely by computer networks. Domestic hot water systems are
separated from the main hot water heating boilers, thereby allowing the main boilers to
be run only when outside temperatures require their use. Older hot water systems that
do not have this separation require the main boiler system to be fired in order for
employees to simply wash their hands.
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Motion detectors also lower water consumption in restroom toilet and sink fixtures.
Gallon-can crushers and smaller trash compactors are used to lower the solid waste
disposal fees, which are based on volume rather than weight.

Resource conservation managers (RCMs) are trained in energy and utility conservation
and management. They are often employed by school systems to implement
conservation strategies and also to encourage behavioral change in staff and students.
Schools who have patrticipated in energy and utility conservation programs report no
decrease in comfort levels as a result of the programs.

FINDING

In the Winchester Public Schools, there are a number of areas where energy and utility
efficiency can be improved. MGT consultants found some older light fixtures with
incandescent bulbs. Most light switches in most buildings did not have occupancy
sensors. Most sinks did not have motion-activated water faucets. Urinals and toilets
lacked motion-activated flush valves. Motion-activated water faucets and flush valves
have been shown to save water. Conservation of water when the school division has to
pay for treatment of every gallon in some areas is especially important. Vending
machines can be a significant user of electricity. The vending machines lacked motion-
activated electrical switches.

Most of the schools have direct digital controls (DDC) for their heating ventilation and air
conditioning (HVAC) equipment. John Kerr Elementary and Douglas CLS do not have
DDC.

This lack of energy and utility conservation equipment requires the school division to pay
more for their utilities than necessary and diverts critical general fund dollars from
instruction to plant facility costs. Exhibit 8-7 details the annual costs and annual costs
per square foot for utilities.

EXHIBIT 8-7
WINCHESTER PUBLIC SCHOOLS
SUMMARY OF UTILITY COSTS FOR FY05

ANNUAL UTILITY
TOTAL UTILITY COST PER

SCHOOL SQ. FT. COSTS SQ. FT.
John Kerr Elementary School 46,613 77,893 1.67
Quarles Elementary School 75,000 86,380 1.15
Virginia Avenue Charlotte DeHart Elementary School 71,084 94,117 1.32
Frederick Douglass Elementary School 65,200 83,368 1.28
Daniel Morgan Middle School 125,359 153,908 1.23
John Handley High School 271,929 279,974 1.03
Douglas Community Learning Center 31,545 63,735 2.02
Grand Total 655,185 775,640 1.18

Source: Winchester Public Schools, 2005.
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RECOMMENDATION
Recommendation 8-16:

Install additional energy- and utility-saving devices throughout the Winchester
Public Schools.

By initiating an energy and utility improvement process, the annual operating costs for
utilities will improve. Automated switches (including direct digital controls on HVAC
equipment) and valves lower utility consumption. Lower utility consumption will reduce
costs.

FISCAL IMPACT

The installation of energy-saving equipment is estimated at $.60 per square foot for
HVAC controls, lighting improvements, occupancy sensors, automatic water valves,
etc.). The total school building square footage is 655,185 square feet. The cost for the
energy-saving equipment is estimated at $393,111 (655,185 sq. ft. x $.60).

Installation of the utility-saving equipment described above is estimated to save at least
15 percent per year, based on results in school divisions and in universities. With the
assumption that utility costs are $1.18 per square feet ($775,640 from FY 05 budget
divided by 655,185 square feet), the savings would be $116,346 ($775,640 x 15%). With
the first savings being used to pay for new equipment, the payback period is just slightly
longer than three years. The full savings will be realized in fiscal year 2010-11.
Therefore, the net savings for a five-year period are estimated at $188,619.

Recommendation 2006-07 2007-08 2008-09 2009-10 2010-11
Install Energy and Utility
Savings Devices $(393,111) $0 $0 $0 $0
Utility Savings $116,346 $116,346 $116,346 $116,346 $116,346
Net Annual Savings ($276,765) | $116,346 $116,346 $116,346 $116,346

FINDING

WPS has too many types of Direct Digital Control (DDC) systems in its schools. It uses
three different types of DDC systems to monitor and control the HVAC systems in the
schools. This requires maintenance personnel to operate multiple systems, update
multiple types of hardware, and be trained on multiple systems. If one type of DDC were
used, the school division would operate more efficiently.

RECOMMENDATION

Recommendation 8-17:

Establish a DDC standard and purchase one type of system.

A single DDC system will enable the school division to operate the Direct Digital Controls

more efficiently. Training and product updates will take approximately one-fourth of the
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time that it presently takes. Although the school division cannot bid a “sole source
product,” it can usually buy its way up to a standard system if another system is selected
in a low bid process.

FISCAL IMPACT

The savings in having a standard system will probably be offset by the cost of “buying
up” to a standard system over the next five years. Therefore, the offsetting cost and
savings of this recommendation are assumed to be the same, and there is no fiscal
impact during the next five years. However, in the years beyond the fiscal impact
analysis of this study, savings would typically be realized.

FINDING

Although WPS has installed some energy-saving devices in its schools, there are still a
number of areas that provide opportunities for significant utility savings.

The school division does not have an assigned resource conservation manager who is
directly responsible to the Director of Operational Services. Moreover, there is no
aggressive program to affect the energy conservation behavior of students and staff in
the school division.

A review of selected school systems using a resource conservation manager found they
were satisfied with the program and that savings equaled or exceeded the costs of the
position. One small school district reported that after five years, the energy conservation
culture in the district had become so ingrained that the Maintenance Director assumed
training responsibilities after the Resource Conservation Manager resigned his position
and left the district.

RECOMMENDATION
Recommendation 8-18:
Employ a half-time Resource Conservation Manager to lower utility costs.

A Resource Conservation Manager can act as an instructional resource to school
principals and teachers regarding energy conservation. Through this role, the Resource
Conservation Manager can affect behavioral change in staff and students. The rate of
behavioral change can be accelerated with an incentive program for students and staff
(e.q., funds from recycling, additional supply budgets as a percent of utility savings).

Through careful monitoring of utility bills, the Resource Conservation Manager can
provide guidance to the Director of Operational Services, the Assistant Superintendent,
and the Superintendent of Schools on which utility cost intervention programs would
have the best payback. The Resource Conservation Manager can also be directly
involved in obtaining grants and incentives from utility companies. A sample job
description for a Resource Conservation Manager is provided in Exhibit 8-8. The
Resource Conservation Manager should report directly to the Director of Operational
Services.

MGT of America, Inc. Page 8-25



Facilities Use and Management

EXHIBIT 8-8
SAMPLE RESOURCE CONSERVATION MANAGER
JOB DESCRIPTION

RESOURCE CONSERVATION MANAGER (RCM)
PERFORMANCE RESPONSIBILITIES

1. Monitor and report resource use habits and trends.
m Establish a resource accounting database using compatible software.
m  Coordinate with the facility operator to identify conservation opportunities.

m  Complete walk-through surveys of each facility during and after normal
operating hours using standardized survey forms.

2. Report base year consumption data to management and building staff. Coordinate
conservation opportunities with the building staff and review the heating and lighting
procedures at the school. Direct development and implementation of Resource
Conservation management plans.

3. Prepare monthly status reports that include an assessment of conservation savings for
review by management, building staff, and occupants.

4. Coordinate with management to provide resource efficiency information and training for
all staff and occupants through such means as newsletters, presentations, and
workshops.

5. Develop a recognition program that encourages actions toward savings goals and

provides financial rewards for each building when goals are met.

6. Coordinate with interested staff to develop conservation teams to assist with
implementation of program initiatives in their buildings.

7. Develop a recognition program that encourages monthly monitoring of conservation
savings and provides incentives for individual buildings to achieve beyond minimum
threshold levels.

8. Establish a bulletin board at each school that tracks the progress of the school’s
conservation savings.

9. Consult with the Business Office regarding the administration of the conservation share-
the-savings rebates to the schools.

10. Coordinate with interested teachers the development and implementation of student
conservation groups to monitor and reduce energy and natural resource consumption in
their school buildings. Establish student “energy patrols.”

11. Encourage the use of school building as learning laboratories to model energy
conservation and environmental stewardship practices that may apply at school and at
home.

12. Cooperate with the Curriculum Department to integrate energy and environmental

education into the school division’s curricula and facilitate teacher workshops.

13. Work closely with representatives of local utilities.

Source: MGT of America, 2005.
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FISCAL IMPACT

Both costs and savings determine the fiscal impact of this program for the Winchester
Public Schools. The cost of a half-time Resource Conservation Manager is estimated to
be $27,000 ($20,000 + 35% benefits). Based on utility savings reported by other
districts, the utility savings realized through behavioral changes in students and staff
through the employment of a Resource Conservation Manager is estimated to equal
$77,564 (10% of total utility costs of $775,640 - the FY2005 budget actual). The five-
year net savings for the program is $252,820.

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

Employ Resource

Conservation ($27,000) | ($27,000) | ($27,000) | ($27,000) | (%$27,000)
Manager

Generate Utility

Savings $77,564 $77,564 $77,564 $77,564 $77,564

Net Annual Savings $50,564 $50,564 $50,564 $50,564 $50,564
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9.0 TRANSPORTATION

This chapter presents the major findings, commendations, and recommendations for the
transportation function in Winchester Public Schools (WPS). The five major sections of
this chapter are:

9.1 Organization and Staffing

9.2 Planning, Policies, and Procedures
9.3 Routing and Scheduling

9.4 Training and Safety

9.5 Vehicle Maintenance

CHAPTER SUMMARY

WPS provides effective student transportation services; however, emphasis could be
placed on greater efficiencies. The school division is in compliance with most Virginia
Department of Education (VDOE) policies and procedures, but the Transportation
Department could improve its ability to control costs and deliver students to and from
their destinations more efficiently. Making recommended improvements outlined in this
chapter will increase efficiency, personnel retention, and operational integrity.

Notable accomplishments of the Transportation Department are:

m  The maintenance program conducted by the City of Winchester for
Winchester Public Schools is excellent. Maintenance personnel are
well trained to maintain buses, and an automated system keeps
track of maintenance requirements.

m Use of cameras on new buses is excellent and contributes to
significantly reducing discipline problems.

The Coordinator of Transportation Services (Transportation Coordinator) reports to the
Director of Operational Services. The Transportation Coordinator has been in the
position for several years and at the time of the MGT on-site visit had made a decision to
accept reassignment as a bus driver. Overall, WPS accomplishes its mission to transport
students to and from school on a daily basis, yet due to organizational issues and the
level of experience of transportation personnel, the overall mission is accomplished
marginally and with difficulty.

MGT found that the division should improve in the areas of its spare bus policy, routing
and scheduling, communications (radio traffic to and from buses) and telephone
(contacting the Transportation Department by phone), substitute driver procurement and
retention, student accountability (accurate headcount and list of students transported on
buses), bus replacement policy, records administration, management oversight of
maintenance costs, and safety. Many of the areas needing improvement are aggravated
by the thin organizational structure and the frequent use of the Transportation Coordinator
and Lead Driver as substitute drivers. The major areas needing improvement for greater
efficiency that are discussed in this chapter relate to the spare bus policy, routing
scheduling, communications, substitute drivers, recruitment, and retention.
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The Transportation Department has other areas that could be improved. These are
discussed in other portions of this chapter. Making improvements recommended in this
chapter could improve operational efficiencies, improve hiring and retention of bus
drivers, and reduce costs.

INTRODUCTION

Transporting students safely to and from school, special events, and extra-curricular
activities is a major responsibility and a significant expense for our nation’s schools. The
Winchester Public School Division covers 436 square miles, is located in the
Shenandoah River Basin approximately 72 miles west of Washington, DC, and is one of
many public educational systems performing this service. The county’'s geographic
configuration is rural, with a slow pace of growth and development. The population
according to the last census count is 23,585, with a projected population of 26,230 in
year 2010.

The Code of Virginia, Section 22.1-176, states, in part, “County School Boards may
provide transportation of pupils, but nothing herein contained shall be construed as
requiring such transportation.” WPS provides all students free bus transportation to and
from school within their attendance area. Transportation is also provided between the
home or school and other educational facilities operated by WPS in which the student is
enrolled. Additionally, students may be required to meet a bus at an assigned stop a
distance up to one-half mile from their residence on a state maintained road.

The WCPS Transportation Section does not perform vehicle maintenance. This function
is provided by the County, The Coordinator of Transportation Services and Lead Driver
were interviewed numerous times during the MGT onsite visit and their input contributed
to several findings, observations, and recommendations contained in the transportation
section.

A survey of WPS administrators, principals, and teachers was conducted as part of this
performance audit. They were asked two questions related to transportation. One of
these questions asked respondents to rate various parts and functions of the school
system, including transportation, and to determine whether the function needs major
improvement, needs some improvement, is adequate, or is outstanding. In rating
transportation in WPS, 40 percent of administrators, 36 percent of principals, and 14
percent of teachers stated that the transportation function needs some improvement or
needs major improvement. Thus, the rating is positive but there is room to pursue
excellence.

Exhibit 9-1 benchmarks these survey ratings of administrators, principals, and teachers

in WPS. As the exhibit shows, only 60 percent of administrators, 64 percent of principals,
and 48 percent of teachers rate transportation services as adequate or outstanding.
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EXHIBIT 9-1
TRANSPORTATION COMPARISON SURVEY
RESPONSES OF ADMINISTRATORS, PRINCIPALS, AND TEACHERS
WINCHESTER PUBLIC SCHOOLS
2005-06 SCHOOL YEAR

% INDICATING NEEDS % INDICATING

SOME OR MAJOR ADEQUATE OR

RESPONDENT GROUP IMPROVEMENT OUTSTANDING
WPS Administrators 40% 60%
WPS Principals 36% 64%
WPS Teachers 14% 48%

Source: MGT Survey, October 2005.

School officials of WPS requested that this transportation assessment provide
comparative analysis of WPS with other, comparable school divisions in the
Commonwealth of Virginia. The peer divisions selected were Charlottesville City,
Fredericksburg City, Manassas City, Manassas Park City, and Salem City.

As shown in Exhibits 9-2 through 9-10, the comparative analysis uses five-year reports
from the 1999-2000 to the 2003-04 school year. This is the most recent data available
from VDOE.

Exhibit 9-2 provides a five-year overview of students transported in each school division.
It shows pupils who were provided regular and exclusive transportation in WPS (morning
and afternoon riders) using school transportation services. The total number of students
transported in all divisions in 1999-2000 was 15,973; that dropped to 15,808 in 2003-04.
This was a reduction of 165 students, or 1 percent. Conversely, WPS experienced a
gradual increase from 1,395 students in 1999-2000 to 1,682 in 2003-04, an increase of
287 students, or 20.5 percent.

EXHIBIT 9-2
WINCHESTER PUBLIC SCHOOLS AND PEER SCHOOL DIVISION
FIVE-YEAR OVERVIEW
OF NUMBER OF REGULAR AND EXCLUSIVE

STUDENTS TRANSPORTED
SCHOOL DIVISION 1999-2000 2000-01 2001-02 2002-03 | 2003-04
Winchester 1,395 1,348 1,550 1,601 1,682
Charlottesville 5,077 4,439 4,247 4,247 4,116
Fredericksburg 2,436 2,161 2,257 2,257 2,387
Manassas 3,970 4,105 4,117 4,117 4,540
Manassas Park 1,792 2,064 1,686 1,686 2,173
Salem 2,698 2,740 2,740 2,740 2,592
PEER SCHOOL DIVISION TOTAL 15,973 15,509 15,047 15,057 15,808
PEER SCHOOL DIVISION AVERAGE 3,194 3,101 3,009 3,011 3,101

Source: Commonwealth of Virginia, Department of Education, 2005.
*Note: Numerical entries are totals for students transported during morning and afternoon runs.

Exhibit 9-3 below shows WPS and peer division yearly mileage increases. It is noted that

the peer school division average reflects gradual yearly increases over the five-year
period from 226,062 to 298,935. WPS, on the other hand, experienced increases and
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drops in mileage until school year 2002-03, when there was a dramatic drop to 175,912
miles, followed by an increase to 201,176 in 2003-04. These drops and increases every
other year for WPS are an anomaly and should be considered unusual. WPS may have
difficulty collecting and processing mileage data, or there actually may have been
significant drops and increases in the number of students transported. Supervisors
should monitor and closely supervise future mileage collection by the Transportation

Department.

Exhibit 9-4 shows that average transportation costs for the peer divisions increased over
the five-year period from $1,156,726 to $1,407,465, or 21.7 percent. WPS transportation
costs increased from $672,397 over the five-year period to $1,077,454, or 60.2 percent.
During the same period, Exhibit 9-2 shows that WPS usage increased by 20.5 percent,
whereas the other peer divisions show a decline in usage except in Manassas and

Manassas Park.

EXHIBIT 9-3
WINCHESTER PUBLIC SCHOOLS AND PEER SCHOOL DIVISION
FIVE-YEAR OVERVIEW

OF TOTAL YEARLY MILEAGE
FOR REGULAR AND EXCLUSIVE STUDENTS

SCHOOL DIVISION 1999-00 2000-01 2001-02 2002-03 2003-04
Winchester 204,444 188,753 208,147 175,912 201,176
Charlottesville 295,103 293,399 300,204 300,204 371,856
Fredericksburg 211,124 225,335 278,898 278,898 209,827
Manassas 219,647 284,838 364,240 364,240 422,890
Manassas Park 136,772 180,791 171,996 171,996 217,030
Salem 267,665 264,780 264,089 264,089 273,076
PEER SCHOOL DIVISION TOTAL 1,130,311 1,249,143 | 1,379,427 | 1,379,427 | 1,494,679
PEER SCHOOL DIVISION AVERAGE 226,062 249,828 275,885 275,885 298,935
Source: Commonwealth of Virginia, Department of Education, 2005.
*Note: Numerical entries are totals for students transported during morning and afternoon runs.
EXHIBIT 9-4
WINCHESTER PUBLIC SCHOOLS AND PEER SCHOOL DIVISION
FIVE-YEAR OVERVIEW TOTAL TRANSPORTATION COSTS
FOR ALL TRANSPORTATION SERVICES
SCHOOL DIVISION 1999-2000 2000-01 2001-02 2002-03 2003-04
Winchester $672,397 $1,032,699 $857,724 $791,164 $1,077,454
Charlottesville $1,384,986 | $1,463,403 | $1,478,342 $1,478,342 | $1,568,436
Fredericksburg $647,624 $687,861 $673,919 $673,919 $924,073
Manassas $2,422,750 $2,072,679 | $2,493,098 $2,493,098 $2,780,963
Manassas Park $513,009 $572,097 $711,000 $711,000 $804,347
Salem $815,261 $795,739 $966,213 $966,213 $960,109
PEER SCHOOL DIVISION TOTAL $5,783,630 $5,591,779 | $6,225,572 $6,322,572 $7,037,328
PEER SCHOOL DIVISION AVERAGE $1,156,726 $1,118,355 | $1,264,514 $1,264,144 $1,407,465

Source: Commonwealth of Virginia, Department of Education, 2005.
*Note: Numerical entries are totals for students transported during morning and afternoon runs.
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Exhibit 9-5 shows that transportation costs for regular and exclusive students of WPS
were $318,703 in 1999-2000 and increased to $508,458 in 2003-04. This is an increase of
$189,755, or 59 percent. The peer division average increased from $627,510 in 1999-
2000 to $650,206 in 2003-04. This is an increase of $26,696, or 4.2 percent.

EXHIBIT 9-5

WINCHESTER PUBLIC SCHOOLS AND PEER SCHOOL DIVISION
FIVE-YEAR OVERVIEW OF TRANSPORTATION COSTS

FOR REGULAR AND EXCLUSIVE STUDENTS

SCHOOL DIVISION 1999-2000 2000-01 2001-02 2002-03 2003-04
Winchester $318,703 $464,486 $433,598 $683,830 $508,458
Charlottesville $518,900 $567,667 $602,153 $602,153 $731,499
Fredericksburg $474,584 $388,761 $324,616 $324,616 $603,330
Manassas $1,337,620 $1,003,557 $942,453 $942,553 $966,499
Manassas Park $269,107 $319,665 $337,412 $337,412 $467,988
Salem $537,340 $586,602 $634,079 $634,079 $681,714
PEER SCHOOL DIVISION TOTAL $3,137,551 $2,866,252 $2,840,713 $2840,813 $3,251,030
PEER SCHOOL DIVISION AVERAGE $627,510 $573,250 $568,142 $568.162 $650,206

Source: Commonwealth of Virginia, Department of Education, 2005.
*Note: Numerical entries are totals for students transported during morning and afternoon runs.

It is generally accepted that transportation costs for exclusive students are normally
significantly higher than transportation costs for the regular student population. Buses
have to be specially equipped, bus driver aides are usually mandatory, and there are
other requirements that add to the cost to transporting exclusive or special students.
Exhibit 9-6 shows that WPS exclusive transportation costs were $156,987 in 1999-2000
and raised to $242,427 in 2003-04, an increase of $85,440, or 54 percent. The peer
division average was $221,032 in 1999-2000 and rose to $250,403 in 2003-04, an
increase of $29,371, or 13 percent. The data show that WPS has lower five-year
transportation costs for regular and exclusive students than its peers.

EXHIBIT 9-6
WINCHESTER PUBLIC SCHOOLS AND PEER SCHOOL DIVISION
FIVE-YEAR OVERVIEW OF TRANSPORTATION COSTS
FOR EXCLUSIVE STUDENTS

SCHOOL DIVISION 1999-2000 2000-01 2001-02 2002-03 2003-04
Winchester $156,987 $167,476 | $196,970 | $598,101 $242,427
Charlottesville $155,145 $194,259 | $220,027 | $220,026 $309,733
Fredericksburg $151,623 $159,457 | $120,606 | $120,606 $150,849
Manassas $603,356 $439,694 | $227,706 | $227,706 $422,304
Manassas Park $156,121 $137,651 | $152,463 | $152,463 $184,149
Salem $138,915 $144,854 | $156,577 | $156,577 $184,149
PEER SCHOOL DIVISION TOTAL $1,105,160 | $1,075,915 | $877,379 | $877,378 | $1,252,017
PEER SCHOOL DIVISION AVERAGE $221,032 $215,183 | $175,475 | $175,475 $250,403

Source: Commonwealth of Virginia, Department of Education, 2005.
*Note: Numerical entries are totals for students transported during morning and afternoon runs.
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Cost per mile to transport both the regular and exclusive student population in WPS is
shown in Exhibit 9-7. The data show that WPS has performed at about the same rate as
its peers. For school year 2004-05, WPS spent $385.50 and the peer average was

$372.07.

EXHIBIT 9-7
WINCHESTER PUBLIC SCHOOLS AND PEER SCHOOL DIVISION
FIVE-YEAR OVERVIEW OF COST PER PUPIL PER YEAR
FOR REGULAR AND EXCLUSIVE STUDENTS

2004-05 SCHOOL YEAR

SCHOOL DIVISION 1999-2000 2000-01 2001-02 2002-03 2003-04
Winchester $284.81 $409.88 $333.43 $110.08 $385.50
Charlottesville $198.80 $252.93 $262.98 $262.98 $362.48
Fredericksburg $203.86 $249.70 $197.57 $197.57 $323.46
Manassas $396.35 $0.00 $535.39 $535.39 $517.51
Manassas Park $197.86 $264.08 $325.63 $325.63 $369.35
Salem $236.78 $250.54 $269.91 $269.91 $287.56
PEER SCHOOL DIVISION TOTAL $1,233.65 $1,017.45 | $1,591.48 $1,591.48 | $1,860.36
PEER SCHOOL DIVISION AVERAGE $246.73 $203.45 $318.29 $318.29 $372.07
Source: Commonwealth of Virginia, Department of Education, 2005.

*Note: Numerical entries are totals for students transported during morning and afternoon runs.

A critical assessment of transportation efficiency is how much a school division spends
per mile per year to transport its student population. Exhibit 9-8 shows that WPS is
spending less than its peer comparisons.

COST PER MILE PER YEAR

EXHIBIT 9-8
WINCHESTER PUBLIC SCHOOLS AND PEER SCHOOL DIVISION
FIVE-YEAR OVERVIEW

FOR REGULAR AND EXCLUSIVE STUDENTS

SCHOOL DIVISION 1999-2000 2000-01 2001-02 2002-03 2003-04
Winchester $2.12 $3.50 $2.99 $1.11 $3.43
Charlottesville $3.45 $3.88 $3.73 $3.73 $4.01
Fredericksburg $2.36 $2.40 $1.60 $1.60 $3.68
Manassas $7.17 $0.00 $6.06 $6.05 $5.56
Manassas Park $2.59 $3.01 $3.19 $3.19 $3.70
Salem $2.39 $2.59 $2.80 $2.80 $2.73
PEER SCHOOL DIVISION TOTAL $17.96 $11.88 $17.38 $17.37 $19.68
PEER SCHOOL DIVISION AVERAGE $3.59 $2.37 $3.47 $3.47 $3.93

Source: Commonwealth of Virginia, Department of Education, 2005.
*Note: Numerical entries are totals for students transported during morning and afternoon runs.
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Exhibit 9-9 shows deadhead miles for WPS compared to it peers. Deadhead miles are
defined as mileage spent moving to begin a route or going to pick up a student prior to
commencing transportation service. Deadhead miles can be considerable and add
significantly to student transportation costs. As the exhibit shows, WPS is third highest
among its peer comparison group in deadhead miles.

EXHIBIT 9-9
WINCHESTER PUBLIC SCHOOLS
PEER GROUP COMPARISONS
DEADHEAD MILES

SCHOOL DIVISION 1999-2000 | 2000-01 | 2001-02 | 2002-03 | 2003-04
Winchester 22,680 25,296 25910 | 23616 | 28,980
Charlottesville 97,380 95,220 96,300 | 96,300 | 122,580
Fredericksburg 320 13,446 15228 | 15,228 6,620
Manassas 26,544 55,311 151,066 | 151,066 | 207,426
Manassas Park 19,566 60,102 43826 | 43825| 68,760
Salem 1,325 1,208 0 0 1,332
PEER SCHOOL DIVISION TOTAL 145,135 225,287 306,420 | 306,419 | 406,718
PEER SCHOOL DIVISION AVERAGE 29,027 45,057 61,284 | 61,283 | 81,343

Source: Commonwealth of Virginia, Department of Education, 2005.
*Note: Numerical entries are totals for students transported during morning and afternoon runs.

The costs of deadhead miles are considerable, as shown in Exhibit 9-10. The chart
shows that WPS spent $48,048 for deadhead miles in 1999-2000 and almost doubled
that amount in 2003-04 by spending $99,515, an increase of $51,467, or 107 percent.
The peer division total of $116,154 rose to $385,305 in school year 2003-04 for an
increase of $269,151, or a whopping 232 percent over the five-year period. Clearly,
transportation officials, school administrators, and staff should make every effort to
reduce costs associated with deadhead miles.

EXHIBIT 9-10
WINCHESTER PUBLIC SCHOOLS
PEER GROUP COMPARISONS
COST OF DEADHEAD MILES

SCHOOL DIVISION 1999-2000 2000-01 2001-02 2002-03 2003-04

Winchester $48,058 $88,602 $77,532 $26,261 $99,515
Charlottesville $336,395 $369,220 $359,292 $359,292 $491,820
Fredericksburg $287 $32,258 $24,412 $24,412 $24,360
Manassas $190,204 $374,006 $914,618 $914,618 $1,152,424
Manassas Park $50,721 $181,200 $139,890 $139,890 $254,284
Salem $3,166 $3,132 $0.0 $0.0 $3,637
PEER SCHOOL DIVISION TOTAL $580,773 $959,816 $1,438,212 $1,438,212 $1,926,525
PEER SCHOOL DIVISION AVERAGE $116,154 $191,963 $287,642 $287,642 $385,305

Source: Commonwealth of Virginia, Department of Education, 2005.

The exhibits shown in the preceding section of this chapter provide comparative analysis
of WPS with selected peers. WPS compares favorably overall and in some areas
outperforms the peer divisions. WPS is accomplishing its mission to transport students
to and from school. This is being done effectively and it is recognized that there are
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areas that could be improved. The remainder of this chapter examines the topics
outlined in the introduction, beginning with an examination of organization and staffing.
The remaining sections on planning, policies, and procedures; routing and scheduling;
training and safety; and vehicle maintenance provide assessments of how well WPS
performs the transportation function.

9.1 Organization and Staffing

FINDING

Exhibit 9-11 shows how the WPS Transportation Department is currently structured and
staffed to accomplish daily operations and transportation functions. The organization is
“thin” in the capacity to effectively perform all the management functions associated with
school transportation operations. Nonetheless, this team effectively performs the core
daily mission because of the commitment of employees inside and outside of this
structure.

There are 24 bus drivers for the 24 daily bus commitments of 81 regular and eight (8)
exclusive student bus routes. There are four special needs aides who are also qualified
commercial driver's license (CDL) bus drivers and are the substitutes indicated in the
chart. Additionally, the Coordinator of Transportation Services (Transportation
Coordinator) and Lead Driver are CDL qualified and function as substitute drivers when
necessary. Both were used as substitute drivers on two of the four days during the MGT
on-site assessment.

The Driver Trainer is included among the 24 bus drivers. Lastly, there is one (1) Contract
Substitute, who drives or performs tasks as assigned by the Transportation Coordinator.

Outside of the Transportation Department structure, the Director of Operational Services’
half-time Secretary provides essential and valuable administration support, and the WPS
Receptionist prepares bus driver route plans and receives and passes on parent
inquiries and complaints for resolution. Together with the three Car Drivers, the Mail
Courier, and their substitutes, plus the coaches who drive for their school athletic
activities, this team of WPS employees works well to support students and families.

While employees work well to support WPS student and families, more is involved in
achieving efficiency and effectiveness in a growing community than just doing well on a
day-by-day basis. The Transportation Department must plan, program, budget, review
budget execution, manage maintenance costs, manage the spare fleet and bus
replacement plan, train, recruit, maintain records, submit required reports, assess
technology needs, etc. This very thin organizational structure cannot do all of this well
when the Transportation Coordinator and Lead Driver routinely drive as substitutes,
available IT technology is not used, and persons are not professionally developed to be
managers, which requires competencies beyond having a history as a superb,
experienced bus driver.
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EXHIBIT 9-11
WINCHESTER PUBLIC SCHOOLS
ORGANIZATIONAL CHART
TRANSPORTATION DEPARTMENT
2005-06 SCHOOL YEAR

Director of Operational
Services

Secretary
Shares Y% time with
Director of Finance

Source: Winchester Public Schools, Transportation Department, 2005.

To illustrate the current short falls:

MGT of Am

The Transportation Coordinator did not have a Transportation Plan
for this year or past years, yet the WPS “Division-wide
Comprehensive Plan Targets” for school years 2005-06 to 2010-11
contain goals (numbers 27, 28, and 29) that require transportation
planning and implementation.

Vehicle maintenance is centralized in the Division of Public Works
that performs maintenance for city vehicles and equipment—some of
that is out-sourced, yet the Transportation Coordinator and the
Director of Operational Services could not show the MGT team how

erica, Inc.

Coordinator of
Transportation
Services
Lead Bus Drivers Bus Aides Contract Driver Trainer
Driver/Driver Substitute
Trainer
Substitutes Car Drivers Mail
Courier

Page 9-9




Transportation

they track repairs by vehicle, or the relative costs of services among
vendors for comparable repairs. Thus, managers do not know the
cost/benefit factors pertaining to the vehicle fleet, nor can they
compare price and service quality among vendors. All that is visible
is payment of a voucher against Transportation’s accounts as
reported in the Director of Finance records.

m  The WPS Receptionist does an excellent job in preparing the bus
driver route plans showing the route, student names, and addresses,
but there is no central database consolidating this information, which
could be easily accomplished with the help of the Director of
Technology, who can also help redesign the finance reports to better
support the MIS cost analysis needs for transportation management.

m  Whenever the Transportation Coordinator or Lead Driver serve as
substitute drivers they cannot be responsive to calls from principals
and can only respond to bus driver situations by radio. In the focus
group, participants indicated that cell phones are not always a
reliable back-up because of dead space. Since the central office
closes at 5:00 p.m., control and responsiveness are further
diminished because no one is available to receive land line calls or
monitor the base station radio; yet some bus runs are not completed
until after 6:00 p.m. Delays in response time were cited during
interviews with principals, and by participants in the driver/aide focus
group. (See communications comments in Section 9.3, Routing and
Scheduling.)

Interviews with the Transportation Coordinator and staff and comments in the driver
focus group reveal that not having sufficient, reliable substitute drivers adversely affects
the overall transportation operation. Not only is key staff called on to drive when
substitutes are not available, but regular drivers are also asked to make double-up runs.

During the on-site review, MGT learned that the Transportation Department has
problems obtaining reliable substitute drivers because regular work is not assured on
any given day, the pay is low, and substitutes do not receive benefits. The recurring
need for substitute drivers compels the use of key staff and regular drivers as substitute
drivers. Thus the Transportation Coordinator and Lead Driver are pulled from primary
duties, and regular drivers drive double routes.

This practice results in a loss of efficiency and effectiveness in multiple transportation
function areas ranging from planning to record keeping. The Lead Driver is at the top of
the driver salary scale and a substitute is at the lowest level. The disparity between a
substitute and Transportation Coordinator is even more dramatic: A current vacancy
announcement for the Transportation Coordinator position sets a salary range of
$43,105 to $67,156, while a substitute driver available every day, earning $11.50 per
hour and receiving no fringe benefits would cost approximately $9,600 a school year.
The Transportation Coordinator, if used as a substitute driver on a regular basis, cannot
perform the functions the position requires, and that is both an inefficient and ineffective
use of resources. Hiring a second Contract Substitute Driver will allow the Transportation
Coordinator to focus on the management issues the position requires. Fringe benefits for
a Contract Substitute would add $4,200 to the annual cost of a substitute driver. For
$4,200 annually, WPS could increase the effectiveness of the Transportation
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Coordinator. Otherwise, the Director of Operational Services will be engaged in
transportation management functions more than he should have to be.

RECOMMENDATION
Recommendation 9-1:

Hire a Contract Substitute Driver and use the Transportation Coordinator as a
driver in emergencies only.

Prepare a detailed job description for this position and eliminate the use of the
Transportation Coordinator as a substitute driver. To implement this recommendation,
the Director of Operational Services should obtain approval of the Superintendent to hire
a Contract Substitute Driver to begin work in school year 2006-2007.

The driver would account for approximately 880 hours of time due to regular driver
absences and other substitute driver non-availability, and thus alleviate the demand on
critical management time of the Transportation Coordinator and sometimes the Lead
Driver.

FISCAL IMPACT

The Contract Substitute Driver position with fringe benefits would cost $13,800 per
school year, $4,200 more than if a substitute drove every school day. This driver would
account for approximately 880 hours of time due to regular driver absences and other
substitute driver non-availability, and thus alleviate the substitute demand on the critical
management time of the Transportation Coordinator and sometimes the Lead Driver.

Putting this into perspective, it is important to note that the recent announcement to fill
the Coordinator of Transportation Services (Transportation Coordinator) position is
advertised at a salary range of $43,105 to $67,156. As pointed out several times in this
chapter, the Transportation Coordinator spends a considerable portion of her time as a
bus driver due to a shortage of substitute bus drivers. WPS pays a significant wage for a
Transportation Coordinator who in fact performs a majority of her time as a “glorified bus
driver.” Concurrently, WPS budgets $9,600 yearly to hire a substitute driver whose
services are required intermittently. Substitute bus drivers are difficult to hire because
WPS does not offer them a benefits package. Hiring a full-time contracted substitute bus
driver with benefits would cost $13,800 per year or a differential of $4,200. A contracted
substitute driver with benefits could be used to eliminate using the Transportation
Coordinator to drive a bus and use the expertise of the Transportation Coordinator to
manage many critical responsibilities, including satisfactory supervision and response to
radio and telephone communications, routing and scheduling, bus maintenance,
supervising and coordinating the transportation function, and other critical tasks
associated with the position. The cost to implement this recommendation is $21,000
over the five-year budget cycle.

Recommendation 2006-07 2007-08 2008-09 2009-10 2010-11
g'rrisefomraaed Substitute | 413 800) | ($13,800) | ($13,800) | ($13,800) | ($13,800)
In the Current WPS Budget | $9,600 | $9,600 | $9,600 | $9,600 | $9,600

TOTAL COST ($4,200) | ($4,200) | ($4,200) | ($4,200) | ($4,200)
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FINDING

The Transportation Coordinator does not have the essential management information to
support effective review and decisions affecting transportation functions such as vehicle
fleet maintenance management (operations cost per vehicle), review of the adequacy of
spare buses, turnaround times for repairs by the Division of Public Works and
outsourced vendors, and comparative costs and service quality among maintenance
support providers.

RECOMMENDATION
Recommendation 9-2:

Generate a quarterly report by school year 2006-2007 that will support the
management needs of the WPS Transportation Department.

This management information supports current operations, planning, budgeting, and
budget review decisions. Reports provided by the Director of Finance only provide cost
against Transportation accounts. Management improvements in this finding should yield
long-term cost savings that cannot be estimated at this time.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

There is no single database recording which specific students are on which buses and
routes.

If the Transportation Department used an automated routing and scheduling system,
such data would be available. Given the current crisis management environment, having
such information can be important. As previously stated, the Receptionist prepares bus
route plans for each driver. This information is stored in her computer. No one is
available to use this source (not consolidated) after 5:00 p.m. Each school has a
computer-generated report that accounts for their assigned students, and the format
provides a data field for entry of the bus number transporting each student. But not all
schools enter data in this field. The information exists to create a single database that
could be available to critical managers in emergency situations.

RECOMMENDATION
Recommendation 9-3:

Create a single database to capture transportation-specific information for all
Winchester Public School students.

The Director of Operational Services should confer with the Director of Technology on
how best to use existing data sources to develop and maintain a single database
recording student information and bus/route. This action should be approved by the
Superintendent.
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FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

Other transportation management functions are not performed as well as the daily
movement of the students to and from school.

Review of the job descriptions of the incumbent Transportation Coordinator and Lead
Driver and interviews with them confirmed that some functions are not performed at all,
largely because of the daily demands stemming from driving as a substitute driver and
the cycle of catch-up after such demands. There is also a knowledge and comfort gap
with respect to some functions and the use of technology. The current vacancy
announcement for the Transportation Coordinator position declares a preference to
promote from within WPS. This practice is reasonable and laudable, but if a bus driver is
promoted, the Director of Operational Services needs to develop the management skills
of the new Coordinator, the Directors of Technology and Finance, and the Division of
Public Works in order to assist with internal learning requirements. Professional
development supports the WPS Strategic Plan Goal # 13.

RECOMMENDATION
Recommendation 9-4:

Conduct an objective assessment with the newly hired Transportation
Coordinator to determine knowledge and comfort gaps and then design and
coordinate a professional development strategy beginning with the
recommendations described in this chapter.

During the MGT onsite interview, administrative action was being completed to install a
newly selected Transportation Coordinator. The individual selected was beginning to
make transition coordination and accomplish other actions in anticipation of taking over
Transportation Coordinator responsibilities when the incumbent leaves the position.

The Coordinator should be required to visit nearby school transportation operations to
observe peer practices. This recommendation should provide the school division with a
comprehensive tool for transportation operations.

FISCAL IMPACT

This recommendation can be accomplished with existing resources.

FINDING

The bus drivers work with their schools to identify their passenger requirements, work
out the best route based on experience, coordinate with the Transportation Coordinator
and Lead Driver on the proposed route plan, and finalize the route with the Receptionist
at WPS central office (this position receives all phone calls and inquiries to the central
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office on transportation matters). They adjust transportation requirements based on
changes and support each other to ensure the daily mission is accomplished.

Several parents commented on their caring and competent service at the public forum.
Additionally, during the interview with five school principals, all concurred with one
principal’s observation that the drivers and aides are “awesome.”

COMMENDATION
The bus drivers and Aides are commended for their dedication, flexibility, and

professionalism in accomplishing the core Transportation mission to move the
students safely to and from school.

9.2 Planning, Policies, and Procedures

FINDING

As indicated in the Organization and Structure section, the Transportation Coordinator
could not produce a current or prior year transportation plan.

The WPS area is growing in population and new housing developments are being
constructed. There is a plan to shift fifth grade students to the middle school in 2006-07,
and purchases of equipment are in budgets. There is limited planning, but it is not
documented, and staff are not able to determine the desired performance indicators or
budget issues to be identified whenever limited and informal plans are implemented.

The WPS Strategic Plan identifies goals and performance indicators directly and
indirectly involving transportation planning; however, there is no formal transportation
plan in place to guide the implementation process and be the basis for keeping drivers
and interested public informed. Given the thin capacity in the Transportation
Department, plans could be informed by the guidance of the Director and developed in
coordination with the drivers, Special Education, Division of Public Works, and other
directorates in WPS where appropriate. Plans need not be elaborate, but need to be
clear as to the goals, objectives, timelines, performance indicators, responsibilities, and
the schedule for performance review.

RECOMMENDATION

Recommendation 9-5:

Guide the new Transportation Coordinator in the development of a simplified
transportation plan that addresses internal objectives and Strategic Goals 27, 28,
and 29 as they apply to transportation functions.

There is no formal transportation plan, nor has there been one in recent years. Planning

provides a baseline for programs, budget actions, and performance reviews. Function
level planning allows for deliberate alignment with the Strategic Plan.
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FISCAL IMPACT

This recommendation can be accomplished with existing resources.

FINDING

Prior to this efficiency review, the Director of Operational Services recognized that there
were shortfalls in the performance of some transportation management functions,
including that the Transportation Coordinator position had been a nine-month position.
To address some of the shortfalls, he obtained approval to make this position a 12-
month position and added a Lead Driver to strengthen the Transportation Coordinator’s
management capacity.

This decision will enhance transportation management in WPS. It also provides a
framework to address and resolve other employee positions in WPS.

COMMENDATION

Winchester Public Schools is commended for making the Transportation
Coordinator a 12-month position and creating a Lead Driver position.

FINDING

WPS has a clear set of policies governing school transportation.

The WPS Web site makes information available to those who have Internet access.
Within Transportation, there is some uneven understanding on policies pertaining to
incentives/recognition for outstanding performance and the overtime policy that is being
resolved. Having a Web site where employees can view policies and procedures is an
important WPS initiative. Furthermore, the recent addition of a Lead Driver should
enhance the management’s capacity to communicate internally.

RECOMMENDATION

Recommendation 9-6:

Put additional transportation information on the WPS Web site.

The WPS Web site makes a sufficient amount of information available to bus drivers and
other personnel in the Transportation Department and is instrumental in keeping the

workforce informed. Having a competent communications source to review policy
reduces misinformation and improves morale.

FISCAL IMPACT

This recommendation can be accomplished with existing resources.
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FINDING

Office management and administration procedures are inadequate, and internal
procedures are not documented.

The Transportation Coordinator’'s office properly uses the procedural guides for the
training of drivers and special needs aides. There is evidence that the office complies
with the criminal checks required for new hires and the random drug testing; however,
there is no procedural guide for transportation operations. Because of the stability in the
workforce, long tenures, and a high degree of collective cooperation among those who
have or care about the transportation mission, much seems to get accomplished through
a shared understanding of “this is how we do this.” But office management practices do
not benefit from this shared understanding. Certain records may exist, but their
existence is not readily knowable. For example, the MGT team had a difficult time
obtaining individual training records; in-service training records were incomplete and
contained extraneous information such as purchases from COSCO; and the consistency
in doing performance evaluations could not be determined, nor could accident reports be
easily reviewed.

The existing Contract Substitute Driver who performs tasks as assigned by the
Coordinator could be used to maintain essential records in an orderly manner. The
ability to produce certain records of qualifications and compliance with regulations and
policies can be critical in the event of claims or litigation. Additionally, this employee
could give redundant capacity for manning the radio base station to ensure constant
coverage as long as buses are still transporting students.

RECOMMENDATION
Recommendation 9-7:

Establish and document administrative procedures and assign responsibilities for
record maintenance and base station operations to the Contract Substitute Driver.

Office management and established administrative procedures have been neglected in
large part because of the need for substitute drivers and the absence of capacity in the
Transportation Department to do much more than transport students on a daily basis.

This recommendation should enable effective operations for transportation-related
functions.

FISCAL IMPACT
This recommendation can be accomplished with existing resources, since the Contract

Substitute Driver is also employed by the school division.

9.3 Routing and Scheduling

WPS does not use an automated, computer-based route scheduling system to manage
bus routes and student pickup points.
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Routing and scheduling in WPS is the responsibility of the Lead Driver, who is under
direct supervision of the Coordinator of Transportation Services (Transportation
Coordinator). The Lead Driver does route coordination determination. She reported that
she programs routes to be used to transport students in WPS, but does not compose
those routes in terms of students who are assigned to ride the buses. The schools
perform this task, working with the bus drivers who are assigned to service their schools.
Together they finalize the student assignment to a bus and route. The Lead Driver is
involved in the process only as it pertains to her bus route, since she is called upon to
drive a bus almost daily due to the shortage of substitute bus drivers.

WPS uses 24 of its assigned 34 buses and three of four automobiles daily providing
school transportation services for students. The Lead Driver and Transportation
Coordinator could not provide the exact number of daily bus routes and extrapolated that
the department completes 120 regular routes for regular students and eight routes for
exclusive or special education students, for a total of 128 routes daily. Children are
picked up and discharged at pre-assigned bus stops, at their home, or at other, specially
designated pickup points.

The Lead Driver, officials at each school, and bus drivers for the respective schools
design or improve bus routes, determine number of buses required, and assign students
to buses.

The respective schools receive a request for student transportation service, determine
which area the student lives in, and refer the requirements to the bus drivers assigned to
their school for action. Bus drivers hold meetings among themselves at their respective
schools, determine which driver will add a student to his or her route and make
arrangements for the student to be transported by his or her bus serving the area where
the student is located.

Requests for regular and exclusive routes call for a determination as to where students
live with respect to existing routes. For new students, parents or guardians are told by
the school the student attends the location of the bus stop. It is supposed to be the one
closest to the student’s home address. According to bus drivers, this is accomplished by
looking up the location of the student with respect to pickup points already in existence.
In rare circumstances, a new pickup point may be established. Under this system, very
few changes are made to regular and exclusive routes from year to year. As a result,
student pickup points may or may not be at the best locations.

Bus routes within the WPS transportation area of responsibility have been in existence
for many years. In this mostly rural area, student transportation bus routes parallel
existing roads of communication. The Director of Operational Services told the MGT
team that bus routes currently used by WPS have been in use for many years and are
only minimally changed or deleted. Major changes usually occur when there is a
requirement to service new housing complexes or subdivisions.

Maintaining efficient bus service to transport students is important because it drives a
significant portion of any school division’s budget, since they determine transportation
resources required (number of buses, bus drivers, and logistical support). A bus route is
when a bus departs from its start location and while in transit picks up students at stops
along the way and drops them off at one or more schools. From start to finish (when last
students are dropped off) constitutes completion of a route. The same bus, upon
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completing one route, could then be used to start a second route. The same process
applies when determining resources for exclusive or Special Education resources. Any
number of exclusive/special students can comprise a route. The transit to deliver one or
more students to their respective destination(s) completes an exclusive/special route.

According to data extrapolated by the Lead Driver and Transportation Coordinator the
WPS Transportation Department regular student transportation averages 128 routes
daily (64 mornings and 64 afternoons). Exclusive student transportation averages eight
routes daily (4 mornings and 4 afternoons). Exhibit 9-12 shows the number of buses,
number of students transported, number of daily routes, and total of routes for the school
year.

EXHIBIT 9-12
WINCHESTER PUBLIC SCHOOLS
REGULAR AND EXCLUSIVE BUS ROUTES
2005-06 SCHOOL YEAR

NUMBER OF
STUDENTS NUMBER OF
NUMBER OF BUSES TRANSPORTED DAILY ROUTES NUMBER OF
USED MORNING AND DAILY (MORNING (MORNING AND ROUTES FOR
CATEGORY AFTERNOON AND AFTERNOON) AFTERNOON) THE SCHOOL YEAR
Regular Education a4+ 1.602 120 21.600
Exclusive Education 4* 130 8 1,440
TOTAL 24* 1,732 128 23,040

Source: Winchester County Public Schools Transportation Department, November 2005.
*24 buses used mornings and 24 buses used afternoons are usually the same buses.

WPS Transportation Department personnel are aware that efficiencies can be gained
using computer-generated systems. It was reported that two years ago that WPS
contracted with LPS, Inc. to study using an automated bus routing system. The report
recommended that WPS consider implementing automated routing and scheduling.

The MGT on-site consultant observed that the transportation culture in WPS is receptive
to automated routing and scheduling. The Director of Technology supports automating
the system and would provide any necessary technical assistance to the Transportation
Department.

RECOMMENDATION
Recommendation 9-8:

Implement an automated route scheduling system to manage bus routes and
student pickup points.

MGT of America recently obtained estimates from major route scheduling software
vendors on costs associated with purchasing and implementing routing and scheduling
software packets. Prices range from $15,000 to $50,000, with maintenance costing
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approximately 10 percent of the package price. The WPS Transportation Department
currently has access to a server, dial-up modems, and communications equipment in
place. It could therefore put in place a system to meet its needs and improve efficiency
of its routing and scheduling at modest cost.

The benefits to WPS of implementing an automated system are significant. School Bus
Fleet Magazine, computer experts, and other school divisions in the Commonwealth of
Virginia (Fairfax, Prince William, Arlington) state that a 10 percent to 15 percent or more
reduction in routes is achievable initially using automated route scheduling to manage
bus routes and student pickup points. The savings for this reduction can be found in the
fiscal impact section for this finding.

Implementing a computer-based routing and scheduling system for regular, exclusive
education, and special arrangement riders will identify optimum routes and produce
significant cost savings. The Director of Operational Services could work with the
Director of Technology to contact current vendors in the business for advice and
subsequent purchase and implementation of such a system. Several major vendors now
serving school divisions in the Commonwealth of Virginia are shown in Exhibit 9-13.

EXHIBIT 9-13
ROUTE SCHEDULING SOFTWARE VENDORS
2005-06 SCHOOL YEAR

NAME OF
SOFTWARE VENDOR NAME AND LOCATION TELEPHONE
Bustops MicroAnalytics, Ontario, Canada 416-691-1222
Edulog Education Logistics, Missoula, MT 406-728-0893
MapNet Ecotran Corporation, Beachwood, OH 352-546-2614
Transfinder Forth & Associates, Ltd., Schenectady, NY 518-377-3609
Versa Trans Creighton Manning, Delmar, MY 800-433-5530

Source: MGT of America, Inc., November 2005.
FISCAL IMPACT

It is accepted that initially a 10 percent to 15 percent reduction in routes is achievable
when utilizing automated routing and scheduling technology. Human error inherent when
using the current manual routing and scheduling system could be eliminated. Automated
routing and scheduling is state-of-the-art technology that helps to maximize bus fleet
management. The basic foundation of the system is the Geographic Information System
(GIS). Once the map is created, student addresses or locations in student databases
create a match. Critical information is provided on which student(s) are at which bus
stop, by name and address. Changes may be made to the database (student moves or
reassignments) at any time to keep the routing and scheduling system current.

The fiscal impact of implementing this recommendation is calculated at a 10 percent

reduction of the 128 daily bus routes in WPS. Forty-eight (48) buses are used daily (24
mornings and 24 afternoons) to cover these routes. A 10 percent route reduction could
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result in elimination of 12 routes (6 in the mornings and 6 in the afternoons). Since the
same buses perform both morning and afternoon runs, WPS could eliminate two buses
and two bus driver positions from its inventory through efficiencies using automated
routing and scheduling.

In October 2005, school bus prices ranged from $65,000 to $70,000.

School bus salvage value is estimated at $3,000 per bus and is expected to generate
revenue of $6,000. The savings as to the cost of new school buses is based on a
purchase price of $53,000 per vehicle. The elimination of two bus driver positions would
create additional savings (the minimum salary for one bus driver plus benefits is $25,933
yearly). Yearly cost savings from this recommendation are as shown below, and the five-
year cost savings are estimated at $297,464. WPS should take advantage of the internet
using E-bay or other opportunity to advertise sale of surplus buses to a national
audience. Using this selling approach eliminates dependency on the local region market
where the average price paid for a school bus is approximately $1,700. Using the
internet, WPS could normally sell surplus buses between $2,500 to $3,500.

Recommendation 2006-07 2007-08 2008-09 2009-10 2010-11
Sell Two Excess

BUSES $0 $6,000 $0 $0 $0
Reduce Annual Bus

Replacement $0 $106,000 $0 $0 $0
Reduction

Eliminate Two Bus $0 $51,866 | $51,866 | $51,866 | $51,866
Driver Positions ! ' ' !
Purchase Bus

Routing Software $0 ($22,000) $0 $0 $0
(estimate)

Maintain Software $0 $0 $0 $0 $0
TOTAL SAVINGS $0 $141,866 $51,866 $51,866 $51,866
FINDING

Winchester Public Schools has in place a staggered bell schedule that does not ensure
efficient transport of elementary, middle, and high school students to effectively meet
school opening and closing times, free breakfast and lunch programs, student
enrichment programs, and other after school activities.

The Director of Operational Services indicated that Strategic Goal number 28 for WPS is
to achieve maximum participation in the free and reduced-priced lunch program. This is
not being accomplished efficiently according to parents and principals, considering that
many students currently enrolled are not arriving at school in time to take full advantage
of the breakfast program. Further information regarding student nutrition and student
participation can be found in Chapter 9, Food Services.

Principals and staff at schools were interviewed by the MGT on-site consultants and

expressed their concerns that buses arriving at their schools to deliver and pick up
students adversely impact on the free breakfast and after school enrichment programs.
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The current bell schedule, shown in Exhibit 9-14, for elementary schools is the primary
reason for the problem in the morning. Some late tier students at the end of the day
need to leave earlier than the scheduled pickup because of their enrichment activities.
Elementary school principals are of the opinion that Daniel Morgan Middle School drives
the times in the current bell schedule. The elementary principals are in agreement that
the elementary schools need to be on the same bell schedule.

The current morning and afternoon bus schedules are staggered in response to bell
times used by the schools. WPS needs to devise and implement a more effective and
efficient bell schedule, thereby improving bus transportation services and support for the
free breakfast program and enrichment activities.

EXHIBIT 9-14
WINCHESTER PUBLIC SCHOOLS
BELL SCHEDULE
TRANSPORTATION OPERATIONS
2005-06 SCHOOL YEAR

GRADE LEVEL SCHEDULE
John Kerr Elementary 8:15a.m. - 3:35 p.m.
Virginia Avenue Elementary 8:15 a.m. —3:35 p.m.
Charlotte DeHart Elementary 8:15 a.m.—3:35 p.m.
Quarles Elementary 7:50 a.m. —3:10 p.m.
Frederick Douglass Elementary 7:50 a.m. —3:10 p.m.
Daniel Morgan Middle School 7:30 a.m. — 2:50 p.m.
Handley High School 7:40 a.m. — 3:10 p.m.

Source: Winchester Public Schools Transportation Department,
November 2005.

RECOMMENDATION
Recommendation 9-9:

Integrate school principals and school administrators into the bell planning and
implementation process to guarantee that the final bell schedule takes maximum
advantage of bus transportation assets.

This recommendation should be programmed to meet the transportation and enrichment
activity needs and requirements of WPS. The Director of Operational Services, assisted
by the Transportation Coordinator, should begin initiation of a plan that outlines a
conceptual framework for a bell schedule for the 2006-07 school year. This draft plan
should be presented in a formal “working meeting” to school principals and
administrators for their comments and recommendations not later than February 2006.
The Director of Operational Services should incorporate their comments and
recommendations and prepare a draft final not later than March 2006 for subsequent
review and comment by school principals and administrators. When these comments
and recommendations are integrated as appropriate, the final version of the bell
schedule for WPS should be submitted not later than April 2006 to the Superintendent
for approval. Superintendent approval should be not later than May 2006 to allow
adequate planning for implementation at the start of the 2006-07 school year.
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During the MGT on-site visit, it was brought to the attention of MGT that ongoing action
was being accomplished to integrate school principals and school administrators more
fully into the bell planning and implementation process. School principals during an
onsite meeting indicated that they eagerly anticipated full involvement in the process.

It is strongly recommended that the new bell schedule be implemented at the start of the
2006-07 school year.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

WPS transit times for exclusive students could be improved, and the Individual Education
Plan (IEP) should include the Transportation Department in the planning process.

The Transportation Department has a significant responsibility to transport exclusive
students. Bus drivers and aides, along with other transportation elements, accomplish
the following:

m transport students as required to specified locations;

m ensure that students are transported safely to and from Special
Education;

m provide sufficient buses to transport the students;
m provide spare Special Education support buses as required; and

m provide transportation reports on Special Education students as
required.

A significant amount of planning and coordination is required to transport exclusive
students. The Director of Operational Services and the Transportation Coordinator are
the key staff responsible for monitoring exclusive student transportation.

The Director of Special Education has significant staff interest and responsibility in
ensuring transportation arrangements for exclusive students meet state and federal
requirements. During MGT on-site interviews, the Director of Special Education stated
that efforts are made to determine requirements. In addition, essential information for
use by bus drivers is proposed regarding exclusive students transported. Furthermore,
the Director of Special Education is receptive to including the Transportation Department
in an appropriate phase of the IEP process for exclusive students to ensure that the
available and correct form of transportation can be provided for the exclusive or special
student population.

In the planning cycle, the Transportation Coordinator, Lead Driver and bus drivers must
be made knowledgeable of transport requirements in order for them to be innovative in
reducing the amount of travel time for exclusive students. Indications are that this is not
being done.

MGT of America, Inc. Page 9-22



Transportation

The Transportation Department could initiate action to reduce the ride time of exclusive
students. Remedial actions need to include improved routing and scheduling, improved
pickup and student discharge procedures, consolidation or cluster pickups where
feasible, and the merging of exclusive students with regular students for pickups when
possible and approved by the Director of Special Education.

Involvement of the Transportation Department is a necessity at the appropriate juncture
in the IEP process before transportation requirements are determined by the Director of
Special Education. The MGT on-site review team found that the Transportation
Coordinator or a designated representative is not involved in a timely manner in the IEP
evaluation process conducted by the Special Education Department.

When the maintenance section is informed of Special Education demands, the buses
have to be properly configured. To satisfy requirements for wheelchair students, buses
with wheelchair lifts have to be pressed into service. Configuring wheelchair buses
requires removing seats and installing railings and other special apparatus to hold the
wheelchair(s) securely in place during transit. Including the Transportation Department
earlier in the process would allow for more efficient and cost-effective services for WPS.

RECOMMENDATION
Recommendation 9-10:

Improve the transit time for exclusive students through coordination by the
Director of Special Education with the Transportation Department at the proper
juncture in the IEP process to improve the transportation of exclusive students
and the physical preparation and configuration of buses to accommodate them.

When determining transportation for exclusive students, transportation staff should be
involved in the Individual Education Plan (IEP) at the appropriate time as standard
procedure.

It is recognized that the Director of Special Education has taken initiative to work with the
Transportation Coordinator to improve transportation of exclusive students and physical
configuration of buses to accommodate them. She also indicated a willingness to initiate
a process in coordination with the Transportation Coordinator to involve transportation
planning at the proper juncture of the IEP process.

If a transportation representative is involved early at the proper juncture in the IEP
process, requirements should become known, and transportation personnel should be
prepared to structure buses for exclusive students more efficiently. This should result in
more cost-effective service.

FISCAL IMPACT

This recommendations can be implemented with existing resources.

FINDING

WPS radio (between buses and the base station at the Transportation Department) and
telephone (outside calls to the Transportation Unit) communications are inefficient.
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During the MGT onsite visit it was indicated that base stations were being installed at
each school to help eliminate dead spots and improve communications. These initiatives
along with installation of a base station in the transportation department should improve
communication capabilities.

The buses have radios that are used to transmit and receive radio traffic while WPS
students are being transported. The radios serve the important function of providing
immediate transmission of any difficulties and also serve as an important medium in the
event of any student emergency.

At issue is that the radios do not have reliable communications with the Transportation
Department base station located at the WPS Central Administrative Office. The base
station uses a handheld high frequency radio to send and receive transmissions. This
radio is not conducive for use inside the central office building and has only limited
reliability. As a result, buses in other parts of the WPS area of operations are not able to
communicate effectively with the base station. In addition, due to the limitations of the
base station, it cannot effectively serve as a relay station for other bus drivers who may
be trying to contact each other. During the MGT on-site focus group meeting with bus
drivers, they emphasized the communications difficulties encountered when trying to
communicate with the base station while transporting students.

WPS operates on frequency 159.060 as an integral part of the City of Winchester's
communications system that includes police, fire, and other agencies. The City of
Winchester's communications system is highly efficient, reliable, and secure. It is
important, however, to use the right equipment with the city’s communications system in
order to maximize transmission and reception capabilities. At the present time, WPS is
not using the right equipment for its base station and therefore is unable to maximize
communication capabilities.

To use more effective equipment, WPS could purchase and install a power pack, mobile
unit and outside antenna. The Winchester Public Works Director discussed this issue
with MGT of America during the on-site interview and is familiar with the problem. His
operation has excellent communications, and his base station uses a power pack,
mobile unit and outside antenna. These items were installed with minimal cost, and he
indicated that he would oversee installation of these items at the request of the WPS
Transportation Coordinator.

Parents at the public forum held on November 1, 2005 at Daniel Morgan Middle School
expressed their frustrations in attempting to contact the Transportation Department by
telephone during normal business hours. The MGT on-site team found that the
Transportation Coordinator and the Lead Driver (who are supposed to respond to radio
and telephone calls) are seldom in the office when student transportation services are
provided in the mornings and afternoons because both of them are driving buses due to
substitute driver shortages. Therefore, radio transmissions from buses and telephone calls
do not receive a response. This results in the WPS Receptionist taking messages for
them. The Transportation Coordinator or Lead Driver return calls after they return from
driving a bus. Since there is no one in the Transportation office during their absence, calls
from parents or other interested parties are not responded to promptly. Remedial action for
this issue would be to ensure that either the Transportation Coordinator or Lead Driver is
present in the Transportation office during normal business hours. The Organization and
Staffing section of this chapter addresses this issue and recommends action to free the
Transportation Coordinator from serving as a substitute driver.
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RECOMMENDATION
Recommendation 9-11:

Improve communications immediately between the Transportation base station
and buses operating in WPS by installing a power pack, mobile unit, and outside
antenna and ensure that either the Transportation Coordinator or Lead Driver is
present in the office during critical morning and afternoon bus runs.

It is imperative that communications are improved in WPS regarding transportation. The
current conditions of buses being unable to communicate with the base station are
unacceptable. This is particularly disturbing when corrective action is easy to
accomplish. Given that child safety is adversely impacted when poor radio and
telephone communications exist, it is incumbent on all involved or responsible for school
bus transportation operations to take corrective action to remedy the situation.

FISCAL IMPACT

The estimated cost to locally purchase a mobile unit, power pack, and outside antenna,
including installation, should not exceed $1,600. The Winchester Public Works Director
may arrange for installation at no cost.

Recommendation 2005-06* 2006-07 2007-08 2008-09 2009-10

Install a Mobile Unit,
Power Pack and
Outside Antenna in ($1,600) $0 $0 $0 $0
the Transportation
Department

*Because of the need to improve communications, safety, and reporting while providing transportation services for
WPS students, this recommendation should be implemented immediately. Therefore, it is projected in the 2005-06
school year as opposed to the fiscal impact stipulated for this study to begin in the 2006-07 school year. If funding
is available, this equipment should be purchased and installed immediately to enhance safety for WPS students.

9.4 Training and Safety

FINDING

Accident reports are not being submitted to the Virginia Department of Education’s
Transportation Division in a timely manner.

The Transportation Coordinator could not ascertain if accident reports were being
submitted, and the secretary in the Finance Department who compiled the reports could
not verify what was done with them when completed. The Director of Operational
Services indicated that the reports were being submitted, and that the process could
perhaps be improved.

Transportation training and safety responsibility is difficult to fix in WPS. During the MGT
on-site visit, discussions were held with the Transportation Coordinator, Lead Driver,
Director of Operational Services, and a secretary in the Finance Department. All have
some responsibility for training and safety in Transportation. The MGT on-site team
found that these different WPS elements outside the purview of the Transportation
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Coordinator contribute to training and safety transportation functions. For example, the
secretary in the Finance Department compiles safety and accident reports; the
Transportation Coordinator or Lead Driver investigates accidents; and the Director of
Operational Services consolidates and coordinates submission of reports to the state.
The MGT on-site team was informed that this arrangement evolved because the
Transportation Coordinator has no administrative staff. At issue is the difficulty of fixing
overall responsibility in WPS for transportation-related training and safety and ensuring
that required functions are accomplished.

The WPS Transportation Accident, Safety, and Training Program are coordinated under
supervision of the Director of Operational Services. The Transportation Coordinator
stated that she emphasizes the importance of maintaining an active and responsive
safety program to keep personnel highly trained. However, except for accident
investigation, she has limited responsibility for transportation accident, safety, and
training issues. The MGT on-site team found that there are significant misunderstanding
among the different players as to who is responsible for the program, what reporting is
required, and who the reports are supposed to be submitted to for consolidation and
submission to the state.

WPS has an accident prevention and safety program. The MGT on-site team found that:
m safety meetings are conducted for all drivers;

m  WPS bus drivers possess a valid Commercial Driver's License
(CDL), are 21 years of age, and are physically fit to operate a school
bus;

m  mandated classroom and 24-hours behind the wheel training is
completed by all bus drivers;

m some training is accomplished for other personnel assigned to the
Transportation Department;

m the Transportation Coordinator, Lead Driver, and in some instances
the Director of Operational Services conduct accident investigations;
and

m the Director of Finance pays any claims resulting from any school
bus accidents and ensures processing and payment.

Exhibit 9-15 shows transportation-related staff development training offered as part of
the WPS Transportation Department is safety and accident prevention program. It shows
whether it is required by law, employee satisfaction, certification, and any pay
differential.
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WINCHE

EXHIBIT 9-15
STER PUBLIC SCHOOLS

TRANSPORTATION-RELATED STAFF DEVELOPMENT TRAINING
2005-06 SCHOOL YEAR

REQUIRED EMPLOYEE ANY PAY
TRAINING OFFERED BY LAW SATISFACTION CERTIFICATION DIFFERENTIAL
CPR & First Aid Yes Moderate Yes No
Driver Training Yes Low Yes Yes
Special Needs* Yes Moderate Yes No
Passenger Control Yes Moderate No No
Safety Yes Moderate Yes No
DMV Regulations Yes High No No
Drug Abuse Yes Moderate Yes No
Bus Evacuation of Students* Yes High Yes No
Radio and Cell Phone Use Yes Low Yes No
School Bus Safety Curriculum Yes High Yes No
Automotive Service Excellence (ASE) No High Yes No

Source: WPS Transportation Department Interviews and Focus Group Evaluations, November 2005.

*Training hosted by Virginia Department of Education at away locations for two or more days.

Training, safety, and accident performance indicators are important management tools.
In discussions with the Transportation Coordinator and other members of her staff, it
was determined that the Transportation Department does not use many performance
indicators to manage its safety and accident program. Exhibit 9-16 is provided to
incorporate these variables and could be considered for use by the Transportation
Coordinator as a safety and accident management tool.

The WPS training, safety, and accident prevention program could be improved.
Centralizing a single source with overall responsibility for the program is essential. In
addition, WPS should train those who manage the program to better understand the
myriad tasks associated with this responsibility.

WINCHE

EXHIBIT 9-16
STER PUBLIC SCHOOLS

TRAINING, SAFETY, AND ACCIDENT PERFORMANCE INDICATORS
2005-06 SCHOOL YEAR

PERFORMANCE AREA

PERFORMANCE INDICATOR

Safety

Accidents per 100,000 miles
Incidents per 100,000 miles
Pre-performance checks
Safety Orientations

Cost Effectiveness

Average rider trip time in minutes
Driver absentee rate

On-time performance

Open routes due to unfilled positions

Training

Driver Training
Safety Training
Student Discipline Training

Source: Created by MGT of America, 2005.
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RECOMMENDATION
Recommendation 9-12:

Centralize overall responsibility for the training, safety, and accident program in
WPS to ensure that personnel who manage the program are adequately trained.

There is no single source identified with overall responsibility for training, safety, and
accident programs in WPS. Extreme decentralization of this important function is
confusing and unacceptable. As a result, the Superintendent and other key
administration officials are not provided with a reliable source of information on training,
safety, and accident programs as they relate to transportation services in WPS.

FISCAL IMPACT

This recommendation should be implemented immediately using existing resources.

9.5 Vehicle Maintenance

The City of Winchester performs maintenance for WPS, including all buses and vehicles
assigned to the Transportation Department. The Transportation Coordinator reports that
there are 34 buses and four automobiles are used to transport the WPS student
population. The school division also reports 24 buses and three automobiles are used
daily during the current school year to transport 1,732 students to and from school in the
mornings and afternoons and to support activities and enrichment programs. Eight of the
34 buses are designated as spares. A maintenance section that is a sub-element of the
Winchester Public Works maintains all buses.

The informal maintenance agreement between the City of Winchester and Winchester
Public Schools has been in existence for several years. The MGT on-site team
discovered that there is no written or formal agreement, memorandum, or contract
between the city and WPS stipulating the parameters of maintenance to be performed
on vehicles and equipment that are the property of WPS.

FINDING

There is no contract, memorandum, understanding, or formal agreement between the
City of Winchester and Winchester Public Schools for maintenance of vehicles and
equipment.

A contract, maintenance agreement, or memorandum should be accomplished between
WPS and the City of Winchester specifying at minimum echelons of maintenance, spare
parts inventory, spare bus procedures, bus replacement procedures and other critical
elements in the maintenance area. Under the present system, WPS pays City of
Winchester maintenance vouchers without any full understanding if services or repairs
performed were approved or necessary.
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RECOMMENDATION
Recommendation 9-13:
Initiate and formalize a contract, memorandum of agreement, or other formal
document with the City of Winchester for vehicle and equipment maintenance
services.
Considering the inventory, value, and diversification of WPS vehicles and equipment,
there should be a contract or formal agreement outlining maintenance expectations for
the City of Winchester. Maintenance contracts or agreements minimally outline:
m  who is to perform the service;
m what level of services, repairs, and maintenance are expected,
®  maximum and minimum times vehicles or equipment are to be out of
service and penalties incurred by the City of Winchester's Vehicle
Maintenance Section when the standard is not met;
m responsibilities of the provider to enforce equipment warranties;

m duration of the contract or agreement;

m  maintenance shop hours of operation when vehicles and equipment
are accepted for repairs, maintenance, or other services;

m reports and updates as required;
m  24-hour emergency repair or towing services; and

m other services deemed appropriate, essential, or desirable as they
pertain to the maintenance interests of WPS.

This recommendation should be implemented as soon as practical.
FISCAL IMPACT

This recommendation can be implemented with current resources.

FINDING

The Vehicle Maintenance Section of the City of Winchester has an impressive vehicle
maintenance information system (VMIS) that conforms to Commonwealth of Virginia
School Review Procedures as they relate to transportation.

The City of Winchester’'s Transportation Department exceeds Commonwealth guidelines
and has a highly effective VMIS, employing several technological innovations and
indicators to manage the fleet. The following are the major technology-related practices
examined by the MGT on-site team:
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= A highly effective and efficient system is used to monitor fuel tanks.
Each bus driver has a card that is inserted into a slot when it is time
to refuel vehicles. The computer-generated system records the
vehicle number, date fuel was dispensed, and number of gallons.

m  Mechanics in the City of Winchester's Vehicle Maintenance Section
use diagnostic tools to troubleshoot repair problems.

m  The Shop Foreman has every bus, commercial vehicle, and other
piece of equipment in a central computer that tracks scheduled
maintenance, oil changes, and other critical information about every
piece of equipment in the inventory. During the on-site assessment,
MGT observed this system in operation. Randomly, upon request,
the MGT team was provided the history, scheduled maintenance,
and other information on equipment under responsibility of the
Vehicle Maintenance Section. The results were outstanding.

m  The City of Winchester Shop Foreman for the Vehicle Maintenance
Section uses exceptional fleet management indicators to manage
the WPS vehicle and equipment fleet.

COMMENDATION

The City of Winchester's Transportation Department is commended for its
exceptional Vehicle Maintenance Information System.

FINDING

The number of spare buses for Winchester Public Schools is excessive and could be
reduced.

WPS has 34 buses, of which 24 are used for student transportation services. Of the
remaining 10, two are designated activity buses, and eight are considered spares. The
result is that 23 percent spare buses support 24 buses used daily for student
transportation purposes.

Most school divisions in the Commonwealth of Virginia and nationwide maintain a spare
bus policy of 10 percent unless there are unusual circumstances to keep a higher
percentage. Spare bus determinants include normal life expectancy of school buses,
average wear and tear, maintenance, and number of diesel versus gas-powered
vehicles. Exhibit 9-17 shows the school bus spares and percent of the fleet in WPS.
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EXHIBIT 9-17
WINCHESTER PUBLIC SCHOOLS
SCHOOL BUS SPARES AND PERCENT
2005-06 SCHOOL YEAR

ROUTES NUMBER
NUMBER OF FOR AM OF PERCENT
PASSENGER BUS UTILIZATION BUSES AND PM SPARES OF SPARES
Exclusive Education buses 4 8 2 100%
Regular Education buses 28 120 6 36%
Band Activity buses 2 None None None
TOTAL 34 128 8 23%

Source: MGT of America, Inc., and WPS Transportation Department, 2005.

All transportation operations require substitute vehicles to cover for units experiencing
breakdowns or scheduled preventive maintenance. The generally accepted range for
school bus fleet spares is 10 percent to 15 percent of the regularly scheduled peak bus
usage. The factors affecting the spare bus ratio are fleet age, effectiveness of the
maintenance program, climatic and operating environment, fleet mix, and training
program.

The peak bus requirement per day for WPS is 24 buses. The school division’s total bus
fleet is 34, of which two are activity buses, leaving eight, or 23 percent, as shown in
Exhibit 9-17, as spares. Considering that a 10 percent spare bus policy is sufficient,
WPS may not be adhering to an effective spare bus policy.

School divisions throughout the country maintain a spare bus policy of 10 percent to 12
percent for a more effective practice.

Though it is the prerogative of WPS to maintain a 23 percent spare bus policy, it may not
be necessary and is not supported by the MGT on-site team as a continuing WPS
course of action. A 10 percent spare bus policy for WPS is considered appropriate.

With the current number of buses (24) used for student transportation purposes, a 10
percent spare bus policy would equate to 2.4 or three buses. Since there are eight spare
buses currently in use, WPS could eliminate five buses from its spare bus inventory.
This means that WPS could reduce its inventory of spares from eight to three.

RECOMMENDATION
Recommendation 9-14:

Implement spare bus policy mandating 10 percent of the peak use bus fleet as
spares.

The WPS bus fleet age is within the boundaries of other divisions in the Commonwealth
of Virginia and school systems nationally. The WPS fleet uses a 10-year bus
replacement plan according to documentation provided to MGT, and all of its buses are
diesel power driven.

A reduction to three spares and other initiatives in this chapter could trim the current bus
fleet from 34 to 29.
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There is justified concern by WPS Senior Management that full utilization of all spare
buses on numerous days is a common practice. MGT strongly suggests that
implementation of automated routing and scheduling, proactive management of
maintenance operations, and a fully trained Transportation Coordinator should
significantly reduce the requirement to press into service all spare vehicles.

FISCAL IMPACT

The sale of five excess buses, with an average sale price of $3,000, should return
$15,000 to the school system. Maintenance and other support requirements for each
bus are estimated at $1,450 (fuel, maintenance, etc). Total cost savings from this action
are $20,800. WPS should take advantage of the internet using E-bay or other
opportunity to advertise sale of surplus buses to a national audience. Using this selling
approach eliminates dependency on the local region market where average price paid
for a school bus is approximately $1,700. Using the internet, WPS could normally sell
surplus buses between $2,500 to $3,500.

Recommendation 2006-07 2007-08 2008-09 2009-10 2010-11
Sell 5 Excess Buses $0 $15,000 $0 $0 $0
Vehicle Support $0 $1,450 $1,450 $1,450 $1,450
TOTAL SAVINGS $0 $16,450 $1,450 $1,450 $1,450

FINDING

WPS does not have a comprehensive school bus replacement plan. The WPS
Transportation Department maintains 34 vehicles. Implementation of the above
recommendation to reduce spare vehicles will leave 29 vehicles for consideration as part
of the bus replacement plan. The MGT team was not provided a replacement plan
approved by the School Board; however, the team was informed by the Transportation
Coordinator that a 10-year bus replacement plan is in effect. Considering the spare bus
policy, age of several buses and other variables, a 10-year bus replacement policy is not
considered feasible for WPS and is not advised.

The fleet inventory does not reflect the 10-year bus replacement plan indicated by the
school division since the oldest vehicle in the inventory is a 1984-year bus. Exhibit 9-18
is the bus fleet inventory for WPS. It shows that of the 34 buses in WPS, 9 are over 12
years old (shown from 1984 to 1994). Considering that WPS could implement
recommendations for a spare bus policy as enumerated in the preceding section, the
bus fleet for WPS could consist of 29 buses for school transportation purposes. Using
this rationale, target buses to eliminate from the bus fleet could be the oldest buses from
1984 to 1989. This would put WPS in a position to target and implement a 12-year bus
replacement policy. In view of other challenges confronting the Transportation
Department at this time, it is probably in the best interest of WPS to reduce spare buses
and then concentrate on achieving a 12-year bus replacement policy.
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EXHIBIT 9-18
WINCHESTER PUBLIC SCHOOLS
BUS FLEET INVENTORY
2005-06 SCHOOL YEAR

FUEL
YEAR NUMBER USE
PURCHASED OF BUSES TYPE
1984 1 Gas
1988 2 Diesel
1989 3 Diesel
1991 2 Diesel
1993 1 Diesel
1994 6 Diesel
1996 1 Diesel
1998 3 Diesel
2000 2 Diesel
2002 1 Diesel
2003 4 Diesel
2005 4 Diesel
2006 4 Diesel
TOTAL 34 Gas/
BUSES Diesel
Source: WPS Transportation Department, November
2005.

RECOMMENDATION
Recommendation 9-15:
Create and implement a 12-year bus replacement cycle.

WPS should establish a 12-year replacement cycle. With the reduction of spare buses
from 34 to 29 covered in the preceding section and efficiencies gained from
maintenance performed by the City of Winchester, a 12-year bus replacement policy is
attainable for WPS.

FISCAL IMPACT

This recommendation can be 