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Summary: Operations and Performance of the 
Virginia Department of Education 

WHAT WE FOUND 
School divisions generally view VDOE 
positively and note recent improvements 
School divisions and education stakeholder groups gen-
erally praised VDOE staff. Nearly all school divisions 
view VDOE staff  as professional and report they are 
satisfied with their division’s relationship with VDOE, 
according to a survey of  school divisions. Most divi-
sions also agreed that VDOE staff  provide them accu-
rate information and do so in a timely manner.  

Moreover, two-thirds of  school division staff  indicated 
their division’s relationship with VDOE somewhat or 
substantially improved over the past three years. 

Vast majority of responding school divisions have a positive view of VDOE 

 
NOTE: Percentages represent respondents that “agreed” or “strongly agreed” with the statement. 
SOURCE: JLARC survey of local school division staff, May 2020. 

VDOE could do more to effectively supervise local divisions 
VDOE is fully meeting some, but not all, criteria for effective supervision of  local 
school divisions (table). VDOE efficiently collects and reports compliance infor-
mation and data from school divisions for 41 federal and state requirements. School 
divisions also rate VDOE’s guidance and assistance for reporting compliance with 
state standards highly. 

However, the longstanding approach VDOE uses to supervise school divisions has 
limitations. VDOE primarily supervises divisions by asking them to self-certify 
whether they are complying with state standards. The agency independently verifies 

WHY WE DID THIS STUDY 
JLARC approved a resolution in 2018 directing staff to 
review the Virginia Department of Education (VDOE) be-
cause (i) it is a large state agency that plays a critical role 
in educating Virginia’s children and (ii) it had not been 
reviewed by JLARC in many years. 
ABOUT THE DEPARTMENT OF EDUCATION  
VDOE, through the Virginia Board of Education, has the 
broad statutory direction to provide “general supervi-
sion of the public school system” and to conduct “proper 
and uniform enforcement of the provisions of the school 
laws in cooperation with the local school authorities.” 
VDOE has about 350 employees who are located in the 
agency’s office in downtown Richmond. 
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compliance for some, but not all, standards and monitors implementation of  correc-
tive actions for federal standards but does not always do so for state standards. In 
addition, information collected from school divisions is not always adequate to deter-
mine compliance.  

VDOE is meeting some, but not all, criteria for effective supervision 

Criteria 
Extent criteria met 

by VDOE 
Collect and report division compliance with all federal and state standards ● 
Use an efficient method to collect information about division compliance ● 
Provide guidance and assistance to help divisions maintain compliance ● 
Periodically conduct independent verification to ensure division compliance ◒ 
Require corrective actions when needed and monitor progress over time ◒ 
Collect adequate information to determine compliance ◒ 
Analyze available information to identify trends and issues needing attention ◒ 

 

Given the substantial amount of  funding the state provides to the public education 
system, the extensive standards schools must comply with, and the importance of  
providing a quality education to each child, consideration should be given to strength-
ening VDOE’s supervision of  school divisions. More comprehensive and effective 
state supervision for a subset of  key standards could help to ensure that all school 
divisions meet their educational responsibilities. 

VDOE generally provides adequate support and assistance 
The vast majority of  school divisions are satisfied with the overall support and tech-
nical assistance provided by VDOE, according to the survey of  division staff. Almost 
every division responding to the survey agreed that VDOE provides support that 
aligns with their instructional and non-instructional needs. Divisions also generally 
agreed that VDOE provided effective technical assistance and support in several key 
instructional and school operational areas. 

School division staff  indicated VDOE’s support of  virtual learning and instructional 
technology was less effective, but VDOE has substantially increased resources to sup-
port virtual instruction. This summer, in response to increased demand for virtual 
learning resources during the COVID-19 pandemic, VDOE added substantial new 
content to Virtual Virginia (the state’s online learning management system) and ex-
panded course offerings from mostly high school to also include middle and elemen-
tary school courses.  

School improvement program needs to be strengthened to better 
support low-performing schools and divisions 
Only half  of  school divisions that had worked with VDOE’s Office of  School Quality 
(OSQ) indicated that the office had effectively helped them improve their performance 
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through the school improvement program. Both OSQ staff  and participating school 
division staff  cited frustrations with the program that was described as largely a com-
pliance exercise.  OSQ is in the process of  developing and implementing a new model 
using customized mentoring and coaching for school leadership that it hopes will im-
prove the assistance provided to low-performing schools.  

Along with a new approach, additional resources are needed to effectively implement 
the program. Virginia currently devotes comparatively few staff  (12), to the state’s 
school improvement function. Last year, OSQ worked with more than 260 schools 
resulting in a ratio of  22 schools per one OSQ staff. At current staffing levels, each 
staff  member has about two weeks per year to work with each school needing im-
provement. Virginia devotes substantially fewer state staff  to school improvement 
than several neighboring states. Virginia’s school-to-staff  ratio is much higher than the 
ratios in North Carolina and Kentucky (figure). 

VDOE’s Office of School Quality has more schools in need of improvement per 
staff than comparable offices in neighboring states 

 
SOURCE: JLARC staff analysis of state education agency websites and correspondence with staff from other states. 
NOTE: Data on the number of students, schools, and school improvement staff within each SEA reflects 2019-2020 
school year. 

Given the critical importance of  the state’s work to help improve low-performing 
schools and the lack of  priority given to it in the past, the Code of  Virginia should be 
amended to direct the state to administer an effective school improvement program. 
Providing explicit direction in the Code of  Virginia would help ensure a sustained, 
long-term focus on improving low-performing schools that endures leadership 
changes at VDOE. 
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Office of Teacher Education should be strengthened to better support 
school divisions 
No single entity in Virginia is responsible for ensuring the state has enough fully li-
censed teachers, but VDOE plays a role through its Department of  Teacher Education 
and Licensure. However, only half  of  school divisions reported that VDOE’s support 
in recruiting and retaining highly qualified teachers was effective. The Office of  
Teacher Education needs to strengthen its support of  local school divisions through 
more useful data collection and analysis to identify teacher shortages, target allocation 
of  funds, and evaluate teacher mentorship programs. The office could also be given 
an expanded role helping divisions—especially those with staffing challenges—better 
recruit and retain teachers. 

WHAT WE RECOMMEND 
Legislative action  

 Direct the creation of  a pilot program to more comprehensively supervise 
school division compliance with a subset of  key state standards. 

 Amend the Code of  Virginia to require the development, implementation, 
and evaluation of  effective state school improvement services. 

 Provide additional funds for more staffing to provide school improvement 
services in the Office of  School Quality. 

Executive action  
 Develop and implement a plan to effectively transition to the new school 

improvement model.  

 More effectively implement existing responsibilities related to teacher re-
cruitment and retention. 

POLICY OPTIONS FOR CONSIDERATION 
Legislative action 

 Provide additional funds for new staff  to design and implement a pilot pro-
gram to more comprehensively supervise school division compliance with a 
subset of  key state standards. 

 Provide additional funds for more staffing in the Office of  Teacher Educa-
tion. 

Executive action 
 Expand the support the Office of  Teacher Education provides to divisions 

experiencing challenges recruiting and retaining teachers. 

 

Policy options for 
consideration. Staff typi-
cally propose policy op-
tions rather than make 
recommendations when 
(i) the action is a policy 
judgment best made by 
elected officials—espe-
cially the General Assem-
bly, (ii) evidence suggests 
action could potentially 
be beneficial, or (iii) a re-
port finding could be ad-
dressed in multiple ways.  
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The complete list of  recommendations and policy options for consideration is 
available on page vii. 
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Recommendations and Policy Options: Operations 

and Performance of the Department of Education 

JLARC staff  typically make recommendations to address findings during reviews. 

Staff  also sometimes propose policy options rather than recommendations. The three 

most common reasons staff  propose policy options rather than recommendations are: 

(1) the action proposed is a policy judgment best made by the General Assembly or 

other elected officials, (2) the evidence indicates that addressing a report finding is not 

necessarily required, but doing so could be beneficial, or (3) there are multiple ways in 

which a report finding could be addressed, and there is insufficient evidence of  a single 

best way to address the finding. 

Recommendations 

RECOMMENDATION 1 

The Virginia Department of  Education should collect data on the total hours worked 
by salaried employees and use that data to assess and monitor staff  workload. (Chapter 
2) 

RECOMMENDATION 2 

The Virginia Department of  Education’s Office of  Human Capital should develop a 
plan to establish a more racially diverse applicant pool, including qualified minority 
candidates who are employees of  the department, for future openings of  senior lead-
ership positions. (Chapter 2) 

RECOMMENDATION 3 

The General Assembly may wish to consider including language in the Appropriation 
Act directing the Virginia Department of  Education to implement a pilot program to 
more comprehensively supervise school division compliance with a subset of  key 
standards by requiring (i) the submission of  more comprehensive compliance infor-
mation, (ii) selective independent verification of  compliance, (iii) monitoring of  cor-
rective action implementation, and (iv) analysis of  compliance trends and issues. The 
department should conduct the pilot program during the 2021–2022 school year and 
submit a report on the results to the Board of  Education and House Education and 
Appropriations committees and Senate Education and Health and Finance and Ap-
propriations committees by November 30, 2022. (Chapter 3) 

RECOMMENDATION 4 

The Virginia Department of  Education should periodically review its website to en-
sure the content is current, relevant, accessible, and intuitively organized. (Chapter 3) 
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RECOMMENDATION 5 
The Virginia Department of  Education should compile and provide school divisions 
with a list of  support resources and relevant staff  contacts and maintain a calendar of  
professional development opportunities and webinars. (Chapter 3) 

RECOMMENDATION 6 
The Virginia Department of  Education should identify any information it collects 
from school divisions that other divisions may find useful, and that is not already 
shared, and make that information available to all divisions. (Chapter 3) 

RECOMMENDATION 7 
The Virginia Department of  Education should take steps to prioritize, synthesize, and 
organize the informational resources it emails to schools and divisions. (Chapter 3) 

RECOMMENDATION 8 
The Virginia Department of  Education should develop and implement a plan to guide 
its transition to a new school improvement model and estimate the additional staffing 
required to effectively implement the new model. The plan should be presented to the 
Board of  Education and transmitted to the House Education and Appropriations 
committees and Senate Education and Health and Finance and Appropriations com-
mittees, no later than June 30, 2021. (Chapter 4) 

RECOMMENDATION 9 
The General Assembly may wish to consider appropriating additional funding for new 
staff  positions in the Virginia Department of  Education’s Office of  School Quality to 
strengthen its work with school divisions in the school improvement program. (Chap-
ter 4) 

RECOMMENDATION 10 
The General Assembly may wish to consider amending § 22.1-23 of  the Code of  Vir-
ginia to direct the superintendent of  public instruction to (i) develop and implement 
an effective school improvement program, (ii) identify measures to evaluate the effec-
tiveness of  the services the Office of  School Quality provides to school divisions, (iii) 
evaluate and make changes as needed to ensure effectiveness, and (iv) annually report 
to the Board of  Education. (Chapter 4) 

RECOMMENDATION 11 
The Board of  Education should direct school divisions to annually report the number 
of  filled teaching positions, by endorsement area and subject area when possible. 
(Chapter 4) 
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RECOMMENDATION 12 
The Virginia Department of  Education should calculate teacher vacancy rates by di-
vision, region, and endorsement area, and make these vacancy rates publicly available 
on its website. (Chapter 4) 

RECOMMENDATION 13 
The Virginia Department of  Education should develop and implement a methodology 
to allocate teacher mentorship funds to school divisions with the largest teacher short-
ages. (Chapter 4) 

RECOMMENDATION 14 
The Virginia Department of  Education should (i) review the evaluations of  teacher 
mentorship programs submitted by school divisions to identify effective teacher men-
torship practices and (ii) use that review and best practices on teacher mentorship to 
update guidance on how to implement effective teacher mentorship programs. (Chap-
ter 4) 

RECOMMENDATION 15 
The General Assembly may wish to consider amending § 22.1-305.2 of  the Code of  
Virginia to direct the Advisory Board on Teacher Education and Licensure to advise 
the Board of  Education on policies related to helping school divisions more effectively 
recruit and retain licensed teachers. (Chapter 4) 

RECOMMENDATION 16 
The Virginia Department of  Education should set specific goals for how long it will 
take to process each type of  license application or renewal and use processing times 
measured by its automated licensing system to determine whether it is meeting its pro-
cessing timeliness goals. (Chapter 4) 

RECOMMENDATION 17 
The Virginia Department of  Education should determine the total number and allo-
cation of  administrative staff  and licensing specialists necessary in the Office of  Li-
censure after the process automation is fully implemented. (Chapter 4) 

 
Policy Options to Consider 
POLICY OPTION 1 
The General Assembly could appropriate additional funding for up to two new staff  
positions to design and implement a pilot program for more comprehensive supervi-
sion of  a subset of  key state education standards. (Chapter 3) 
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POLICY OPTION 2 
The Board of  Education could direct the Virginia Department of  Education to im-
plement the teacher exit questionnaire statewide annually from FY21 to FY25. The 
new questionnaire should be designed to better inform VDOE’s understanding of  
teachers’ reasons for leaving the teaching profession. (Chapter 4) 

POLICY OPTION 3 
The Virginia Department of  Education could give the Office of  Teacher Education a 
stronger role in helping school divisions with the most substantial challenges recruiting 
and retaining teachers, which could include (i) conducting more useful data collection 
and analysis of  teacher recruitment and retention challenges, (ii) more effectively ad-
ministering teacher mentorship and incentive programs, and (iii) identifying and im-
plementing strategies to encourage more individuals to enter into and remain in the 
teaching profession. (Chapter 4) 

POLICY OPTION 4 
The General Assembly could appropriate additional funding for three new staff  posi-
tions in the Office of  Teacher Education to strengthen its role in helping school divi-
sions with the most substantial teacher recruitment and retention challenges. (Chapter 
4) 

POLICY OPTION 5 
The General Assembly could amend § 22.1-9 of  the Code of  Virginia to require that 
the Board of  Education include (i) one member with expertise or experience in local 
government leadership or policymaking, (ii) one member with expertise or experience 
in career and technical education, and (iii) one member with expertise or experience in 
early childhood education. (Chapter 5) 

POLICY OPTION 6 
The General Assembly could amend § 22.1-9 of  the Code of  Virginia to require the 
Board of  Education to include members that represent at least five of  the state’s 
eight superintendent regions. (Chapter 5) 
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1 Introduction 
 

The Commission approved a resolution in 2018 directing JLARC staff  to review the 
Virginia Department of  Education. Commission interest in a review of  VDOE was 
prompted, in part, because VDOE is a large agency that plays a critical role in educat-
ing Virginia’s children, and it has not been reviewed by JLARC in many years. The 
mandate required the review to assess whether the department: 

 is organized and staffed to ensure efficient and effective operations; 

 adequately monitors school division compliance with key requirements; 

 adequately supports school divisions in addressing challenges and providing 
effective instruction and instructional support programs; 

 effectively coordinates with other education and workforce agencies; and 

 has an effective relationship with the Board of  Education. (See Appendix A 
for the study mandate.) 

To address the study mandate, JLARC staff  surveyed VDOE staff, members of  the 
Virginia Board of  Education, and Virginia’s school divisions; interviewed staff  at 
VDOE, local school divisions, and other state agencies, and stakeholders and experts 
on public education; analyzed VDOE staffing, spending, and data on public education 
in Virginia; and reviewed other VDOE agency reviews and audits. (See Appendix B 
for the research methods used in this study.) 

This report does not evaluate VDOE’s response to the COVID-19 pandemic, which 
has had a major impact on agency operations, because the pandemic is still ongoing. 
VDOE played a key role in working with the governor’s office, Virginia Department 
of  Health, and numerous task forces to make decisions and provide guidance to school 
divisions after schools were closed in mid-March 2020. VDOE provided substantial 
guidance on distance learning during the remainder of  the 2019–20 academic year and 
reopening for the 2020–21 academic year. While this report does not evaluate VDOE’s 
ongoing response to changing conditions, staff  did review VDOE’s COVID-19 guid-
ance and asked school divisions about its usefulness. The vast majority of  school divi-
sions reported to JLARC the guidance was useful. (See Appendix C for summaries of  
VDOE guidance and school divisions’ assessment of  the guidance provided.) 

This report also does not evaluate the future transition of  the state’s early childhood 
function from the Department of  Social Services to VDOE (sidebar). This will be a 
major undertaking and result in a substantial increase in VDOE staffing and spending. 
VDOE and VDSS are currently planning for the transition, the majority of  which will 
likely occur in FY22. 

Legislation passed in 
2020 – SB 578 / HB 1012 
– requires the Board of 
Education to establish a 
statewide unified public-
private system for early 
childhood care and edu-
cation in the Common-
wealth to be adminis-
tered by the Board of 
Education and VDOE.  
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Virginia’s Board of Education and Department of 
Education supervise Virginia’s K–12 system  
The Virginia Board of  Education is tasked with promulgating the state’s K–12 policy 
through regulations within the parameters of  the Code of  Virginia. The board consists 
of  nine appointed members, and the superintendent of  public instruction serves as 
the secretary of  the board. Board members are appointed by the governor, subject to 
confirmation by the General Assembly, and serve four-year terms. Board members do 
not need specific qualifications (with the exception that at least two of  the nine mem-
bers “shall represent business and industry in the private sector”). VDOE provides 
staff  support to the board and implements regulations and policies on its behalf. 

VDOE, through the Virginia Board of Education, has the broad statutory direction to 
provide “general supervision of the public school system” and to conduct “proper and 
uniform enforcement of the provisions of the school laws in cooperation with the 
local school authorities.” In Virginia’s locally administered K–12 system, local school 
boards have supervisory authority over the operations and management of schools in 
their division (sidebar). 

VDOE has a variety of compliance and support roles 
and disburses funding to schools 
VDOE’s defined mission is to “maximize the potential of all learners” and “advance 
equitable and innovative learning.” VDOE works to achieve this mission through four 
key activities: ensuring local accountability for state and federal requirements, support-
ing local school divisions, partnering with other state agencies and education stake-
holder groups, and distributing state and federal funds to school divisions. 

VDOE has approximately 350 staff organized into several major 
divisions 
VDOE has about 350 employees who are located in the agency’s main office in down-
town Richmond. VDOE is led by the superintendent of  public instruction. VDOE’s 
organizational structure consists of  divisions, departments, and offices. VDOE’s two 
largest divisions report directly to two deputy superintendents (316 staff  in total) (Fig-
ure 1-1). The next largest groups are the Division of  School Readiness (17 staff) and 
the Department of  Policy, Equity, and Communications (15 staff).  

The Division of  School Quality, Instruction, and Performance is the agency’s largest 
division (218 staff), and staff  are primarily in one of  four departments:  

 the Department of  Special Education and Student Services (67 staff) is re-
sponsible for specialized instructional support as well as special education 
monitoring, funding, and oversight;  

Local school boards and 
superintendents have 
broad responsibility for 
public education in their 
locality. This includes en-
suring that state and fed-
eral education laws are 
properly and efficiently 
explained, enforced, and 
observed; as well as car-
ing for, managing, and 
controlling the property 
of the school division. 

 

JLARC review of special 
education. Concurrent to 
this review of VDOE, 
JLARC is also reviewing 
the state’s special educa-
tion system (including 
VDOE’s role). Conse-
quently, this review of 
VDOE does not include 
VDOE’s special education 
department. 
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 the Department of  Learning and Innovation (56 staff) specializes in curricu-
lum development and creates standards of  learning content for all subject ar-
eas; 

 the Department of  Assessment, Accountability, and ESEA Programs (42 
staff) oversees and implements federal and state accountability standards, in-
cluding the federal Every Student Succeeds Act and Virginia’s Standards of  
Learning assessments, as well as management of  VDOE’s contract with Pear-
son to develop and implement most statewide student assessments; and 

 the Department of  Data, Research, and Technology (35 staff) conducts much 
of  the data collection, reporting, and analysis activities for the agency. 

The Division of  Budget, Finance, and Operations is the second-largest division of  the 
agency (99 staff), and staff  are primarily in one of  two departments:  

 the Department of  Budget and Finance (37 staff) performs the agency’s 
budget operations as well as financial functions such as dispersing grant funds 
and the state’s direct aid to school divisions, and 

 the Department of  Teacher Licensure and Education (22 staff) processes 
teacher licensure applications and oversees approval of  teacher preparation 
programs at colleges and universities. 

FIGURE 1-1 
VDOE staffing organization chart 

 
SOURCE: VDOE organization chart. 
NOTE: Numbers of staff within departments may not add to division total because some administrative staff report 
directly to the division head. The Division of Budget, Finance, & Operations has three offices that combine for 47 
staff that report directly to the deputy superintendent. The Division of School Quality, Instruction, and Performance 
has two offices that include 27 staff that report directly to the deputy superintendent. 

Legislation passed during the 2020 General Assembly session transfers the authority 
to license and regulate child day programs and other early child care agencies from the 
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Department of  Social Services to VDOE. The legislation’s primary goal was to desig-
nate VDOE as a single point of  accountability for school readiness in Virginia. The 
transition of  early childhood care and education to VDOE will broaden the agency’s 
responsibilities and substantially increase agency staffing. Preliminary estimates project 
that VDOE’s staffing will increase by approximately 160 FTEs once the transition is 
fully complete by FY22. A majority of  the estimated staffing positions (142) will be 
child care licensing staff  from VDSS. 

VDOE administers over $8 billion in funding to school divisions 
A critical role of  VDOE is the distribution of  direct aid—state, federal, and other 
funds—to Virginia’s school divisions as well as funding for other educational pro-
grams. In FY20, VDOE distributed nearly $7.3 billion in state funding to school divi-
sions. This funding includes  

 $6.2 billion in Standards of  Quality funding (SOQ),  

 $628 million in Virginia Lottery funds (sidebar),  

 $367 million in financial incentive programs for public education (such as gov-
ernor’s schools, the At-Risk Add-On, and Small School Division Enrollment 
Loss), and 

 $58 million for financial assistance for categorical programs (such as state-op-
erated special education programs and Virtual Virginia). 

In FY20, VDOE also distributed an additional $1.1 billion in federal education funding 
to local school divisions. Furthermore, VDOE distributed an additional $33 million in 
assistance for supplemental education programs such as Career and Technical Educa-
tion Regional Centers, the Virginia Early Childhood Foundation, the National Board 
Certification Program, and Extended School Year grants. 

VDOE’s budget includes a mix of general and non-general funds 
VDOE directly spent $102.4 million in FY20, $72.3 million of which was on agency 
operations with the other one-third of spending going toward the state’s $30.1 million 
contract for standardized testing services (sidebar). Beyond the testing contract, the 
largest spending category was instructional services related to developing standards of 
learning and assisting school divisions with instruction ($22.9 million). Substantial 
spending ($11 million) was also devoted to special education services (which are being 
reviewed in another JLARC report to be released in December 2020) and to infor-
mation technology ($9.2 million) (Figure 1-2). 

Standardized assess-
ment of public K–12 stu-
dents in Virginia is con-
ducted through the 
Standards of Learning 
(SOL) testing. SOL test-
ing is intended to meas-
ure the success of stu-
dents in meeting the 
Board of Education’s ex-
pectations for learning 
and achievement in read-
ing, writing, mathematics, 
science and history/social 
science. VDOE contracts 
with Pearson ($30.1 mil-
lion in FY20) to provide 
assessment materials, 
software, and support.  

Proceeds from the Vir-
ginia Lottery are man-
dated to be used in sup-
port of Virginia’s public 
K–12 public education 
system by the Virginia 
Constitution.  
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FIGURE 1-2 
VDOE’s largest spending occurs in instructional services and special education 

 
SOURCE: VDOE expenditure data, FY20. 
NOTES: Excludes $30.1 million paid to Pearson through contract to administer the Standards of Learning tests. 
“Other” category includes pupil assessment services minus the Pearson contract ($2.7 million), student services in-
cluding counseling and health services ($2.5 million), technology assistance services to school divisions ($2.5 mil-
lion), teacher licensure and education ($2.4 million), and policy, planning, and evaluation ($2.3 million).  

VDOE is funded through a mix of  revenue sources, primarily general funds and fed-
eral funds. The majority of  VDOE central office spending is state general funds (58 
percent in FY20) with most of  the remaining from federal sources (38 percent). A 
small portion of  spending is also from special funds, such as revenue from nominal 
fees collected as part of  the teacher licensure process. Funding sources vary across 
VDOE programs and services. For example, almost all of  VDOE’s agency adminis-
trative expenses (budget and finance, information technology, policy and planning) 
were paid for with general funds in FY20. In contrast, school nutrition spending was 
nearly 100 percent federally funded. Instructional and special education services were 
paid for with a blend of  general and federal funds. 

VDOE’s spending and staffing have grown modestly since the Great 
Recession 
VDOE’s total spending slightly outpaced inflation over the past decade. Total agency 
spending has grown steadily since the Great Recession, up 21 percent from FY11 to 
FY20 (Figure 1-3). This growth is slightly more than the 15 percent inflation rate dur-
ing the same time period. When adjusted for inflation, spending grew by 5 percent 
since FY11. 
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FIGURE 1-3 
VDOE appropriations have slightly outpaced inflation during past decade 

 
SOURCES: JLARC analysis of VDOE expenditures and staffing; local school division staffing; and urban CPI. 
NOTE: School division staffing includes instructional personnel in schools as well as school division central office 
staff. VDOE staffing includes both salaried and wage staff. 

VDOE total agency spending grew less than total state government spending over the 
last decade. VDOE’s general fund expenditures grew at an average of  2.4 percent an-
nually from FY10 to FY19, which is less than the 4.2 percent average annual increase 
in total state general fund spending. VDOE’s non-general fund expenditures (primarily 
federal funds) grew by 1.8 percent annually from FY10 to FY19, less than the 5.8 
percent average growth of  non-general fund expenditures.   

VDOE has reduced its spending on the contract with Pearson for testing and shifted 
these dollars to other spending. Consequently, VDOE spending, excluding the Pearson 
contract, increased by 40 percent (21 percent when adjusted for inflation) from FY11 
to FY20. Increases in the cost of  salaries and benefits accounted for about one-third 
of  the increase. Instructional services, school nutrition, IT services, and direct aid dis-
bursement, finance, and budgeting accounted for the majority of  the increase. 

VDOE’s staffing has grown modestly over the past decade (FY11–FY20). Total agency 
staffing increased about 5 percent to 343 in FY20 (Figure 1-3). VDOE’s staffing grew 
slightly more than local school division staffing (instructional positions and division 
central office positions), which increased by 3 percent. This relatively modest staffing 
growth at VDOE includes increases in staffing for the federally funded school nutri-
tion program (sidebar). Excluding school nutrition growth, agency-wide staffing grew 
1 percent since FY11. Other than nutrition, the largest staffing changes were an in-
crease in accounting and budget staff  and decreases to pupil assessment and adult 
education staffing. Appendix D includes more information about VDOE spending 
and staffing. 

VDOE’s staffing has yet to return to pre-Great Recession levels. The agency had 404 
staff  in FY07, 18 percent more than the 343 staff  in FY20. The vast majority of  this 
decline has been in wage staff  rather than salaried staff  (sidebar). VDOE’s 105 wage 

School nutrition staffing 
increased substantially in 
2017 as staff were trans-
ferred from VDH to 
VDOE as part of the 
mandated transfer of the 
Summer Food Service 
Program (SFSP) and 
Child and Adult Care 
Food Program (CACFP).  
The Community Eligibil-
ity Provision, which al-
lows high-poverty 
schools to offer free 
breakfast and lunch to all 
students, was also intro-
duced during this time 
period. 

 
Wage staff at VDOE in-
clude employees that 
work part time, work for 
VDOE on a consulting 
basis such as a school 
improvement specialist, 
or serve in a temporary 
role such as support of a 
one-time initiative or as 
an acting director of an 
office. 
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staff  from FY07 were eliminated almost entirely during the Great Recession. The 
agency now employs 44 wage staff, 61 fewer than before the Great Recession. The 
majority of  reductions in wage staff  were to those in the role of  administrative and 
office specialists. VDOE leadership and management staff  indicate that the work done 
by wage staff  before the Great-Recession was distributed to remaining employees, re-
sulting in increased workloads.  
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2 VDOE Agency Management 
VDOE is responsible for ensuring school and division compliance with nearly all state 
and federal laws and regulations related to primary and secondary education, and 
disperses $8 billion annually in direct aid to school divisions and other educational 
programs. Because of  these significant responsibilities, effective agency management 
at VDOE is critical to supporting the performance of  Virginia’s K–12 system. 

Since the current superintendent’s appointment in June 2018, VDOE has undergone 
a significant agency reorganization, which is the agency’s first major reorganization in 
at least 20 years. The reorganization aimed to improve communication across the 
agency and to reduce the number of  direct reports to the superintendent (sidebar). 
The agency was re-organized into four large divisions that include multiple offices, and 
the superintendent now has seven direct reports. Several new deputy or assistant su-
perintendent positions were created and many staff  now report to new supervisors.  

Staff are generally satisfied with agency  
VDOE staff  are generally satisfied with their job, the agency, and leadership (Figure 
2-1). Many staff  responding to a JLARC survey made positive comments about their 
experience working at VDOE (sidebar). One staff  member said: “I love my job and 
feel that I have much to offer the agency. I work with a wonderful team of  people. We 
collaborate well and assist each other in our work to meet the diverse needs of  the 
people we serve.” VDOE staff  were equally or more satisfied with their job and agency 
than staff  of  other agencies recently reviewed by JLARC. Staff  also had more positive 
perceptions of  agency leadership than staff  at other state agencies recently reviewed. 

Staff  generally believe they are given adequate guidance and structure to be effective. 
More than three-fourths of  staff  reported that they have sufficient direction to do 
their job well. Nearly 80 percent reported their individual offices coordinated effec-
tively with other offices, and over 70 percent reported the current agency structure 
overall is effective. 

 

VDOE staff were sur-
veyed about their per-
ceptions of their job, 
VDOE as an employer, 
agency leadership, and 
the effectiveness of com-
pliance and support activ-
ities that their office at 
VDOE provides to schools 
and school divisions. 
JLARC received responses 
from 277 VDOE staff, for 
a response rate of 80 per-
cent. (See Appendix B for 
more information.) 

The previous organiza-
tional structure had 15 
staff reporting to the su-
perintendent. 
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FIGURE 2-1 
Most VDOE staff rated their job, agency, and leadership highly 

 
SOURCE: JLARC survey of VDOE staff. 
NOTE: Senior leadership includes the superintendent of public instruction, deputy and assistant superintendents, and 
other staff that report directly to the superintendent of public instruction. Percentages represent respondents that 
“agreed” or “strongly agreed” with the statement. 

VDOE staff  reported that they coordinated well with staff  of  other state agencies 
when necessary, and other agency staff  agreed. Staff  at other state agencies that work 
closely with VDOE staff  on shared programs or initiatives reported that VDOE co-
ordinates effectively on nearly all programs (sidebar). (See Appendix E for more in-
formation about VDOE’s coordination with other agencies.) 

VDOE staff  also have a positive view of  their colleagues. Approximately 80 percent 
of  survey respondents felt that their closest colleagues—those in their same office—
collaborate effectively with one another; have the knowledge, skills, and abilities re-
quired for their role; and are motivated and dedicated employees.  

Turnover is low, but many staff are dissatisfied with salary and 
workload 
Staff  turnover at VDOE is lower than at other state agencies, but staff  are widely 
dissatisfied with salaries, resources, and workloads. Only 41 percent of  staff  agreed or 
strongly agreed their salary was reasonable. Only half  of  VDOE staff  felt that their 
office had enough staff  to effectively perform its duties, and more than one-third re-
ported that they frequently work more than 40 hours a week. VDOE leadership indi-
cate that workload issues largely stem from staffing reductions following the Great-
Recession (Chapter 1). Despite salary and workload concerns among staff, in FY19 
VDOE had just 10 percent turnover among classified employees, lower than the 
statewide average of  15 percent (sidebar). 

Though agency turnover is currently low, several indicators suggest it could become a 
problem soon: 

 more than one-third of  staff  reported that they had considered leaving the 
agency during the last six months (before the COVID-19 pandemic); 

Tenure at VDOE is com-
parable to other state 
agencies. VDOE staff’s 
average years of service 
in FY19 was 11 years, 
which is the same as the 
state average and com-
parable to other major 
agencies in the education 
secretariat (VCCS and 
SCHEV). 

JLARC staff collected 
data from nine state 
agencies about 48 pro-
grams or initiatives in 
which the agencies part-
ner with VDOE. 

For the purpose of this 
study, JLARC defined 
VDOE senior leadership 
as the superintendent of 
public instruction, deputy 
and assistant superinten-
dents, and other staff that 
report directly to the su-
perintendent of public in-
struction (13 total posi-
tions). 
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 longer-tenured staff  were more dissatisfied with their salaries than shorter-
tenured staff; and 

 one-third of  staff  will be eligible for retirement within five years, higher 
than the statewide average of  24 percent. 

An additional concern for future staff  workload is the impact that the ongoing transi-
tion of  early childhood education programs to VDOE will have for some agency sup-
port functions (such as human resources and finance). The transition will result in 
approximately 160 new VDOE staff, most of  whom will be child care facility licensing 
staff. The transition plan calls for additional central office support staff, including two 
human resources positions and one finance position. However, despite these additions, 
workload will likely increase for some existing staff. For example, 160 additional staff  
will result in VDOE having a ratio of  just one human resources staff  position per 100 
employees, which is less favorable than the average across all state agencies (one to 
60), according to Virginia Department of  Human Resource Management. In addition, 
the budget and finance offices will see an increased workload as VDOE begins man-
aging $181 million in Child Care Development Block Grant funds. 

Furthermore, the substantial effort required for VDOE to provide guidance on the 
closure and reopening of  schools during the COVID-19 pandemic has led to many 
staff  having to work significant amounts of  overtime. The additional work makes it 
even more likely that staff  concerns, particularly related to workload and compensa-
tion, could develop into a retention problem in the future.   

Despite these workload pressures, VDOE does not maintain data on the number of  
hours that salaried employees work in excess of  a typical 40-hour work week (sidebar). 
Staff  concerns with staffing levels and workload differ by office, with survey respond-
ents in some offices indicating much greater levels of  dissatisfaction in these areas. 
The difference in satisfaction levels indicates that certain offices are likely to be more 
susceptible to morale being negatively impacted by workload. VDOE should, there-
fore, track the number of  hours worked per week by salaried employees to better iden-
tify offices that are most affected by a high workload. This information could also 
inform future decisions about reallocating existing staff  or allocating new staff.  

RECOMMENDATION 1 
The Virginia Department of  Education should collect data on the total hours worked 
by salaried employees and use that data to assess and monitor staff  workload. 

VDOE recently piloted a new version of  its internal staff  survey to assess employee 
engagement, workload, and compensation satisfaction. That survey is scheduled to go 
out to all staff  in fall 2020. Agency leadership can use this survey on an ongoing basis 
to gain a better understanding of  staff  morale and concerns and to assess whether 
those concerns change over time. 

VDOE has produced a 
workforce planning and 
development report pur-
suant to Code require-
ments for agency succes-
sion planning (§ 2.2-
1209). 

Hours worked by salaried 
employees on weekends 
and holidays are tracked 
by VDOE in cases where 
compensatory time is be-
ing requested. However, 
time worked beyond the 
standard eight-hour 
workday on a typical 
weekday is not tracked.  
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In 2019, VDOE also completed a workforce planning and development report for the 
agency that has helped the agency identify compensation concerns and potential future 
turnover (sidebar). The report identifies key metrics for the agency such as critical 
positions, percentage of  staff  eligible for retirement, the agency’s resignation rate, and 
the average tenure of  agency staff. The report also identifies risks for the agency, which 
included non-competitive compensation and potential for loss of  institutional 
knowledge to retirement.    

Staff are relatively diverse, though senior leadership could be more 
racially diverse 
VDOE staff  are slightly more racially diverse than the state employee workforce over-
all. In FY19, 38 percent of  VDOE’s classified employees were minorities, which is 
slightly higher than the 36 percent average of  all state agencies. 

However, as of  July 2020, all 13 staff  in senior leadership positions—primarily the 
assistant superintendent level or higher—were white (seven of  them are male). Eight 
of  nine hires for these positions since VDOE’s reorganization in 2018 have been white 
applicants (one minority applicant was hired but has since left the agency). A member 
of  the superintendent’s cabinet is a person of  color, though that person is an office 
director. For more information about recent hiring at VDOE, see Appendix D. 

The Virginia Board of  Education’s number one priority, according to its 
comprehensive plan, is to “provide high-quality, effective learning environments for 
all students” with an explicit focus on equity. As of  fall 2019, 52 percent of  public 
school students in Virginia were minorities, and the proportion of  minority students 
has been growing. VDOE staff  expressed concern that a lack of  diversity in agency 
senior leadership may hurt perceptions of  the agency and not allow VDOE leadership 
to fully understand the challenges facing school divisions with higher proportions of  
minority student populations. 

Though a few staff  mentioned the lack of  racial diversity in senior leadership on the 
staff  survey and during interviews, there were no significant racial disparities among 
staff  in terms of  job satisfaction and perception of  agency management (sidebar). 
Moreover, the majority of  staff  reported they believe senior leadership works to foster 
a culture of  inclusion and respect.  

According to VDOE leadership, it is difficult to successfully recruit minority candi-
dates for assistant superintendent level positions. Agency leadership staff  indicate that 
they have had more success in hiring office directors who are people of  color (the 
level below assistant superintendent), which will better position the agency to fill future 
senior leadership roles with more diverse internal applicants as those positions become 
vacant. Eight of  31 (26 percent) VDOE office directors are minorities. Agency lead-
ership and management staff  are also addressing diversity through participation in an 
equity training series provided by Virginia Commonwealth University that focuses on 
implicit bias and cultural competency.  

Survey responses did not 
have substantial varia-
tion based on the race of 
a respondent. On aver-
age, 84 percent of white 
respondents agreed they 
were satisfied with their 
job, and 71 percent 
agreed they had confi-
dence in agency senior 
leadership. On average, 
82 percent of Black re-
spondents were satisfied 
with their job, and 67 per-
cent had confidence in 
leadership. The racial de-
mographics of survey re-
spondents were similar to 
those of VDOE as a 
whole, indicating that 
groups were proportion-
ally represented in survey 
responses. 

VDOE conducted its 
workforce planning and 
development report un-
der the requirement of 
the agency director hu-
man resource training 
and agency succession 
planning statute (§ 2.2-
1209). 
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To continue to foster increased racial diversity of  VDOE’s senior leadership, VDOE’s 
Office of  Human Capital should develop a plan to recruit and hire (either from within 
the agency’s more diverse office directors or outside the agency) more senior 
leadership staff  who are people of  color and implement the plan as positions become 
vacant in the future. The plan could include, for example, strategies for widening the 
applicant pool to include more minority applicants or actively recruiting at school 
divisions with more minorities on staff. 

RECOMMENDATION 2 
The Virginia Department of  Education’s Office of  Human Capital should develop a 
plan to establish a more racially diverse applicant pool, including qualified minority 
candidates who are employees of  the department, for future openings of  senior lead-
ership positions. 

School divisions and other stakeholders have 
positive view of VDOE 
School divisions and education stakeholder groups generally praised VDOE staff. 
Nearly all school divisions view VDOE staff  as professional and reported they are 
satisfied with VDOE staff ’s relationship with their division (sidebar). Most divisions 
also agreed that VDOE staff  provide them accurate information and do so in a timely 
manner (Figure 2-2). Similarly, many of  the state’s education stakeholder groups also 
have a positive perception of  VDOE. Interviews with education associations, such as 
the Virginia Association of  School Superintendents, indicated a generally positive view 
of  VDOE. One association representative noted: “DOE is interested in what practi-
tioners think and the work that is going on in schools. They are genuinely committed 
to kids and that hasn’t always been the case.” Several associations expressed apprecia-
tion for frequent and timely communication between their association and VDOE 
staff.  

FIGURE 2-2 
Vast majority of responding school divisions have a positive view of VDOE 

 
SOURCE: JLARC survey of local school division staff, May 2020. 
NOTE: Percentages represent respondents that “agreed” or “strongly agreed” with the statement. “Do not know” 
responses are excluded. 

JLARC staff surveyed lo-
cal school division staff 
about their relationship 
with VDOE, as well as the 
quality of VDOE compli-
ance and support activi-
ties. JLARC received re-
sponses from 101 
divisions, for a response 
rate of 76 percent of divi-
sions statewide. (See Ap-
pendix B for more infor-
mation.) 
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Divisions were generally welcoming of  some of  the recent changes made under the 
current superintendent. Two-thirds of  school division staff  indicated their division’s 
relationship with VDOE somewhat or substantially improved over the past three years. 
School divisions remarked that: “Overall, the DOE has improved under Dr. Lane’s 
leadership” and “[The] spirit of  collaboration, communication, and collective vision 
has even strengthened.” Another commented: “I have worked with many different 
state superintendents and staff. This group is by far the best.” 

Other stakeholders, such as staff  at other state agencies and members of  the Board 
of  Education, also noted recent improvement at VDOE. Agencies that coordinate or 
partner with VDOE indicated that coordination had improved (23 percent) or stayed 
the same (77 percent) for all programs in which they indicated some coordination with 
VDOE. Auditor of  Public Accounts (APA) staff  noted improvement in their 
relationship with VDOE leadership, as well as budget, finance, and IT staff, during 
audits of  VDOE. Board of  Education members with longer tenure reported that the 
information, guidance, and support VDOE provides to the board has improved over 
the past three years.   

Budgeting and finance functions are improving, but 
IT is a work in progress 
Sound administrative operations are imperative at an agency of VDOE’s size. 
VDOE distributes over $8 billion to schools, divisions, and other programs annually, 
which requires significant budget and finance staff time as well as effective and effi-
cient protocols. Similarly, because VDOE houses protected personal information on 
all students and teachers in the commonwealth, the agency needs to have effective 
IT security. APA staff audit VDOE’s finance and budget operations and IT security 
and operations annually. 

Finance and budget operations have improved substantially, but 
budget office has staffing concerns 
From FY16 to FY18, APA made significant negative findings in VDOE’s finance and 
budget operations—16 in total. For example, VDOE overpaid school divisions $76 
million in recurring payments (that later had to be recovered) in FY16. APA and 
VDOE staff  attribute poor audit findings to several staffing and management factors. 
Both the offices of  budgeting and finance experienced high turnover, which led to a 
loss of  institutional knowledge of  processes and procedures. From FY16 to FY18, 
turnover in budget and finance functions averaged over 17 percent annually, compared 
with 12 percent across the agency overall. VDOE also did not have the proper written 
documentation for processes and protocols, according to both APA and VDOE staff.  

In recent years, VDOE has taken steps to improve operations in this area. Agency 
leadership indicated a strong focus on addressing audit findings. A new leadership po-
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sition—assistant superintendent of  budget and finance—was created to add an addi-
tional layer of  oversight, management, and expertise to the budget and finance func-
tions. Furthermore, some finance staff  have since left VDOE, and agency leadership 
suggested those were necessary departures to achieve positive changes. APA staff  in-
dicate improvements in both offices’ operations. For example, VDOE has produced 
new standard operating procedures and conducted an annual internal review of  doc-
umentation. 

Despite these improvements, VDOE’s system for calculating Standards of  Quality 
funding to local school divisions has limitations. Prior APA reports have noted that 
the system lacks some of  the testing, documentation, and verification capabilities of  
formal accounting software. For instance, the use of  spreadsheets requires more staff  
time to calculate and verify dispersals and increases the risk of  inaccuracies. External 
stakeholders also indicate that the spreadsheet approach limits VDOE’s ability to con-
duct forecasting and sensitivity analysis related to changes in Standards of  Quality 
funding.  

Although VDOE’s performance in budget and finance has improved overall, survey 
results show that the morale and outlook of  staff  in these two offices vary. Eighty 
percent of  finance staff  agreed or strongly agreed they were satisfied with their job 
(compared with 81 percent overall at VDOE); just 60 percent of  budget staff  did so. 
About half  of  finance staff  agreed or strongly agreed their office had sufficient staff  
(equal to VDOE staff  overall); no budget staff  agreed with the same statement. 
Budget staff  were also less likely than finance staff  to agree that their talents were well 
used and reported lower satisfaction with training and compensation. 

VDOE IT generally functions well but has faced challenges with IT 
security and system limitations 
VDOE has been cited for numerous IT security and operations concerns in recent 
years. From FY15 to FY19, APA reported 12 findings related to VDOE’s information 
technology security and operations (Table 2-1). Three negative findings in FY16 were 
classified as material weaknesses and several findings in FY16 and FY17 were repeat 
findings, indicating that VDOE was not addressing APA concerns from previous 
years. However, VDOE did not incur any known, major IT security breaches during 
this time, and 80 percent of  VDOE staff  said they had confidence in the security of  
data and information housed in VDOE IT systems and databases.  

It appears that some progress is being made in addressing IT concerns. In January 
2019, VDOE hired a new chief  information security officer (CISO). The position was 
originally created in 2015 in response to past APA audit findings. The current CISO is 
working to create and update key operations, procedures, and policy documents for 
the agency’s data security program. Early observations by APA staff  indicate that ef-
forts by the new CISO appear to be moving in a positive direction. VDOE manage-
ment is optimistic that the CISO’s efforts will strengthen the agency’s IT security. In 

A material weakness is a 
financial audit finding 
that indicates a problem 
that is likely to have a 
material impact to a fi-
nancial statement. A sig-
nificant deficiency is less 
severe than a material 
weakness and is unlikely 
to have a material impact 
on financial statements, 
but it is important 
enough to merit attention 
by those responsible. 
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addition, VDOE leadership pointed to at least one repeat negative finding that reoc-
curred because it required awaiting action by VITA (sidebar).  

TABLE 2-1 
APA reported negative IT findings in VDOE audits, 2015–2019 
Year Total negative findings # of material weaknesses # of repeat findings
2015 3 N/A 2 
2016 6 3 3 
2017 2 0 2 
2018 4 0 1 
2019 3 0 1 
SOURCE: JLARC analysis of APA annual audits of VDOE and Direct Aid to Public Education, 2015–2019. 
NOTE: Total negative findings include all material weakness, significant deficiency, and repeat findings. Material weak-
ness indicates the most severe level of negative finding. Repeat finding indicates an issue that was identified in prior 
year(s) but had not yet been sufficiently resolved. Findings in FY15 were not given a material weakness or significant 
deficiency categorization. 

Beyond IT security concerns, VDOE also has IT shortcomings that hinder its ability 
to effectively interact with school divisions. VDOE staff  expressed frustration with 
the agency’s outdated hardware, software, and systems. Slightly more than half  of  
VDOE survey respondents agreed or strongly agreed they had adequate technology 
to do their job; slightly less than half  agreed they had the technology to efficiently 
serve stakeholders.  

VDOE staff  expressed concern that some IT limitations make them less effective at 
their work. For example, VDOE staff  cannot, per VITA policy, use Google Drive 
services to share documents or work collaboratively with school divisions. (This is a 
statewide policy that is not unique to VDOE.) Several staff  also noted in the survey 
that, until recently, their laptops did not have a built-in camera, which limited their 
ability to provide webinars or host meetings. (The agency purchased cameras for staff  
due to the increased reliance on telework during the COVID-19 pandemic this year.) 
Similarly, some VDOE staff  expressed concern with the age of  the agency’s auto-
mated grant reimbursement and application system (OMEGA). Several staff  indicated 
that OMEGA’s shortcomings were mostly inconveniences—such as inflexible PDF 
report outputs—rather than a material hindrance to agency performance. Despite its 
age, the OMEGA system appears functional. VDOE has repeatedly requested state 
appropriations to replace the system in recent years, and received funding for that 
purpose in FY20. 

 

VITA is the state’s central 
IT agency, which man-
ages, coordinates, and 
provides IT infrastructure 
services—including hard-
ware orders and up-
dates—for VDOE and 
other executive-branch 
agencies. 
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3 VDOE Supervision and Support 
 

The Code of  Virginia defines VDOE’s role in supervising and supporting school di-
visions through general and specific requirements. In general terms, the superinten-
dent of  public instruction is directed to “provide such assistance in his office as shall 
be necessary for the proper and uniform enforcement of  the provisions of  the school 
laws in cooperation with the local school authorities.” There are also specific require-
ments, largely directing VDOE to collect certain types of  information from school 
divisions to demonstrate local school compliance with federal and state laws and reg-
ulations. 

The Code of  Virginia includes only a few requirements directing support or technical 
assistance, though VDOE provides this as well. This assistance can include providing 
one-on-one consultation with school division or school staff, as well as guidance doc-
uments and other resource materials for administrators, teachers, and other school 
staff. 

VDOE’s longstanding approach to supervision could 
be strengthened 
VDOE’s supervisory role is specified in the state constitution and is important for 
ensuring that Virginia’s school divisions are meeting federal and state educational re-
quirements (sidebar). VDOE supervises school divisions’ compliance with at least 41 
federal and state requirements. These federal and state requirements vary considerably 
by topic and complexity and are described briefly in Appendix F. 

The majority of  these requirements (22 of  41) are from the state. These state require-
ments are meant to ensure that school divisions spend state funds for specific program 
areas or initiatives, such as career and technical education (CTE) or K–3 primary class 
size reduction. State requirements include ensuring that all school divisions meet the 
minimum educational standards that are set in the state’s Standards of  Quality (such 
as class sizes, teacher qualifications, and appropriately differentiated instruction). State 
requirements also measure whether student performance, attendance, and graduation 
rates meet the minimum levels established by the Board of  Education through the 
Standards of  Accreditation. Another 10 reporting requirements are federally man-
dated, such as measuring progress under the Every Student Succeeds Act (ESSA) and 
Perkins V. The remaining nine reporting requirements are for programs where the data 
and information collected fulfills both federal and state program requirements.  

VDOE is meeting some, but not all, criteria for maximizing the effectiveness of  its 
supervision. VDOE efficiently collects compliance information from school divisions 

The primary federal laws 
driving VDOE’s compli-
ance activities are the Ele-
mentary and Secondary 
Education Act (via the 
Every Student Succeeds 
Act, which replaced No 
Child Left Behind); the In-
dividuals with Disabilities 
in Education Act; and the 
Strengthening Career and 
Technical Education for 
the 21st Century Act 
(“Perkins V”).  
VDOE is required to col-
lect and report infor-
mation by the Code of 
Virginia, the Appropria-
tion Act, or regulations, 
such as annual data on 
participation in the Vir-
ginia Preschool Initiative 
(VPI). Much of this relates 
to compliance with the 
Standards of Quality 
(SOQ) and the Standards 
of Accreditation (SOA). 

 

For this report, JLARC 
staff did not review the 
effectiveness of VDOE su-
pervision and compliance 
monitoring for special 
education. That will be 
conducted as part 
JLARC’s review of special 
education in Virginia, 
which will be reported in 
December 2020. 
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and helps school divisions maintain compliance. However, VDOE primarily super-
vises divisions by asking them to self-certify whether they comply with state standards. 
The Code of  Virginia directs this self-certification approach in many cases, and the 
reliance on self-certification is part of  a longstanding history at VDOE (sidebar). 
VDOE’s supervision, though, does not comprehensively identify or address non-com-
pliance and does not fully verify compliance or monitor progress when corrective ac-
tions are needed (Table 3-1). 

TABLE 3-1 
VDOE is fully meeting some, but not all, criteria for effective supervision 

Criteria 
Extent criteria met 

by VDOE 
Collect and report division compliance with all federal and state standards ● 
Use an efficient method to collect information about division compliance ● 
Provide guidance and assistance to help divisions maintain compliance ● 
Periodically conduct independent verification to ensure division compliance ◒ 
Require corrective actions when needed and monitor progress over time ◒ 
Collect adequate information to determine compliance ◒ 
Analyze available information to identify trends and issues needing attention ◒ 

SOURCE: JLARC staff development of supervision criteria and comparison to VDOE supervision activities.  

VDOE fully meets several criteria for effective supervision 
VDOE effectively collects and generally reports information from divisions to fulfill 
all of  the 41 federal and state reporting requirements. The vast majority of  required 
information collection and reporting is overseen by VDOE’s Office of  Data Services, 
which annually publishes the calendar of  data collections and communicates with 
school divisions on a weekly basis to ensure they are aware of  upcoming reporting 
requirements and deadlines. The Data Services team also provides direct support and 
technical assistance to help divisions successfully submit required reports. Although 
most required information is reported by VDOE (i.e., published to the VDOE web-
site) in a timely manner, JLARC staff  identified three instances in which up-to-date 
versions of  reports were not publicly available. VDOE staff  addressed these omis-
sions by uploading the updated reports to their website (sidebar).  

VDOE efficiently collects required data and information from school divisions, which 
it is statutorily required to do (sidebar). Data Services staff  at VDOE primarily use a 
web application called the Single Sign-On Web System (SSWS) for school divisions to 
submit data. The SSWS syncs directly with local school division record systems to pull 
required student data. This precludes the need for local school division staff  to man-
ually format and submit student data to the state. Nearly 80 percent of  school divisions 
indicated that SSWS is easy to use (Figure 3-1). 

 

In 1991, JLARC found 
that “it is not clear 
whether DOE's current 
activities are sufficient to 
ensure compliance with 
State standards” and 
“compliance with SOQ 
and SOA is largely a pa-
per certification process, 
with no systematic on-
site reviews by the State.” 

Reports that had not 
been updated on the 
VDOE website included 
annual reports on gifted 
education, wellness and 
fitness, and school bus 
accidents. 

VDOE and the Board of 
Education are required by 
the Code of Virginia to 
identify opportunities to 
reduce the administrative 
burden placed on locali-
ties in submitting re-
quired reports. 

 

Divisions are required by 
statute and regulation to 
self-certify some infor-
mation and provide a sig-
nature attesting to its ac-
curacy. For information 
submitted by school divi-
sions to VDOE to be con-
sidered self-certified, the 
original submission must 
be signed by both the lo-
cal superintendent and 
the chair of the local 
school board. 
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FIGURE 3-1 
School divisions agree that VDOE is efficient and provides guidance for 
meeting reporting requirements 

 
SOURCE: JLARC survey of school divisions. 
NOTE: Percentages indicate respondents who “agreed” or “strongly agreed” with each statement. 

School divisions rated VDOE’s guidance and assistance for reporting compliance with 
state standards highly. The agency’s assistance for financial and academic reporting 
requirements was among the most highly rated on JLARC’s survey of  school divisions. 
For example, school division staff  agreed that VDOE staff  provide clear instructions 
for submitting reports (87 percent) and help divisions when they need assistance meet-
ing various reporting requirements (87 percent) (Figure 3-1). Some divisions indicated 
a desire for more detailed front-end training on reporting requirements from VDOE, 
but both divisions and VDOE leadership repeatedly noted the agency’s commitment 
to being responsive to divisions’ compliance questions and needs. 

VDOE senior leadership, including the superintendent of  public instruction and as-
sistant superintendents, described several instances of  helping school divisions remain 
in compliance or become compliant after falling out of  compliance. In several of  these 
cases, agency leadership provided individualized support and assistance to school di-
visions who proactively notified VDOE that the division or a school was at risk of  not 
being able to comply with a certain standard. The superintendent and other senior 
leadership then work with the division or school to bring them back into compliance 
before the end of  the year, when possible. The superintendent maintains a list of  these 
divisions and their ability to maintain compliance throughout the year.  

VDOE does not fully meet several criteria for effective supervision 
The longstanding approach VDOE has used to supervise school divisions is not com-
prehensive and has some limitations. The agency independently verifies compliance 
for some, but not all, standards and monitors implementation of  corrective actions 
for federal standards but does not always do so for state standards. In addition, the 
broad compliance information requested from divisions does not necessarily encour-
age divisions to comprehensively assess their compliance with standards. Assessing the 
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accuracy of  self-certified compliance information submitted by school divisions was 
beyond the scope of  this study.  

VDOE independently verifies some, but not all, submissions 
VDOE independently verifies some of  the information divisions submit to demon-
strate compliance with federal and state law. This is especially true for programs funded 
with federal funds, such as school nutrition programs and instructional grants in spe-
cific areas under ESSA. VDOE also uses the SSWS to verify some school division 
information. For example, the SSWS is programmed to automatically validate student 
data to prevent students from being counted in multiple schools or divisions during 
the same time period, preventing funding from being distributed to multiple divisions 
for the same student. 

Effective supervision requires at least some degree of  independent verification that 
divisions are meeting key compliance requirements, but VDOE does not do this for 
any of  the requirements that use self-certification to demonstrate compliance. These 
primarily include state requirements, such as all Standards of  Quality (SOQ), as well 
as other key compliance requirements such as standards for health and safety in school 
facilities. VDOE conducts no audits or periodic site visits to independently verify com-
pliance with these requirements.  

VDOE monitors progress on federal, but not state, corrective actions 
VDOE also monitors whether corrective actions are implemented for federal require-
ments but typically not for state requirements. For example, if  a school division is 
found to be out of  compliance with training requirements for school nutrition staff  
(e.g., eligibility determination or nutrition planning), the Office of  School Nutrition 
Programs ensures that the school divisions have taken the required corrective action 
steps and provides additional technical assistance or follow-up training to better equip 
the school division to be in full compliance in the future.  

For the SOQs and other state standards, VDOE does little to proactively assess 
whether corrective actions to address noncompliance are being implemented. VDOE 
staff  indicated that they ensure school divisions submit any required corrective action 
plans. However, VDOE does not monitor whether corrective actions are carried out 
in a timely or effective manner. As a result, VDOE does not know whether school 
divisions have effectively implemented corrective actions until routine reporting re-
quirements are submitted the following year. 
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Information collected is not always adequate enough to determine compliance  

Some of  VDOE’s compliance forms are too broad to collect information that is 
adequate enough to determine compliance. Several of  these forms ask divisions to 
self-certify compliance across multiple standards for all schools in a division. For 
example, divisions are asked to certify compliance with nine categories of  accreditation 
across all schools in the division with a single “yes” or “no” (Exhibit 3-1). 
Furthermore, each one of  these nine categories can include many separate standards 
schools need to meet. For example, just one category on the accreditation form (e.g., 
item 6 in Exhibit 3-1) includes compliance with the statewide building code and all 
other school-related facility standards. Not only would it be helpful to require separate 
certifications for each of  the nine categories, but it could be more informative to ask 
divisions to certify compliance with some of  the standards within each of  the broad 
categories (e.g., compliance with statewide building code, accessibility, and fire and 
emergency planning). Requiring divisions to indicate compliance with more precision 
would provide more detailed and useful information when monitoring compliance. It 
also would likely better ensure that school divisions are fully and critically considering 
compliance with each standard at their schools. 

EXHIBIT 3-1 
Divisions self-certify whether all schools meet nine different conditions for accreditation 

 
SOURCE: Excerpt of self-certification report submitted by a division to VDOE. 

VDOE uses compliance information to conduct some analysis but could do more 
to identify trends and issues needing attention 
VDOE is uniquely positioned to analyze the information it collects from school divi-
sions to improve compliance with federal and state standards and to inform state ed-
ucational policies. VDOE is the only entity that collects information about educational 
requirements, quality, and outcomes across the state and over time. 
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VDOE does conduct some useful analysis with the information it collects from school 
divisions. For example, VDOE’s School Quality Profiles present key data about school 
quality, climate, and performance in a way that is easy for the public to understand. 
The site contains data visualizations and allows for quick year-over-year comparisons 
at the school and division level as required by Code. The Board of  Education’s annual 
report also includes useful information and analysis produced by VDOE. For example, 
a recent report highlighted the growing proportion of  minority students and students 
living in poverty who do not perform proficiently on national literacy assessments. 
This analysis was used by the board to explain why the SOQs needed to allocate more 
resources to certain schools. 

However, VDOE can do more to analyze the information it already collects from 
school divisions. For example, VDOE could analyze its information to identify the 
Standards of  Quality (SOQ) or facilities standards most frequently not met by schools 
or school divisions. Several education stakeholder groups noted that VDOE could do 
more analysis of  standards related to student equity (e.g., how well divisions comply 
with each standard for students of  different races, levels of  English proficiency, and 
disability status). 

VDOE leadership and other staff  indicate that a key reason that VDOE does not 
conduct and publish additional analysis of  school division data is limited capacity to 
do so. VDOE’s Office of  Research is staffed by a director, a project coordinator, and 
one data analyst. A core responsibility of  this office is coordinating with higher edu-
cation institutions using Virginia educational data for their own research, which re-
quires a substantial amount of  the director’s time. Numerous stakeholders, including 
representatives of  advocacy groups and the Board of  Education, noted that although 
VDOE’s research office is qualified and effective, it commonly experiences backlogs 
with its ongoing work and competing priorities for additional work. As a result, the 
office has limited capacity to engage in the additional, proactive, customized research 
and analysis that could better inform the supervision of  the educational system con-
ducted by VDOE and the board. 

VDOE should conduct a pilot program using a more comprehensive 
and effective supervisory approach for a subset of key standards 
Given the substantial amount of  funding the state provides to the state’s public edu-
cation system, the extensive standards schools must comply with, and the importance 
of  providing a quality education for each child, consideration should be given to 
strengthening VDOE’s supervision of  school divisions. More comprehensive and ef-
fective state supervision for a subset of  key standards should help to ensure that 
schools are meeting these standards that are essential to providing students with a 
quality education. For example: 

 More detailed reporting by divisions and independent verification by VDOE 
may help to better identify noncompliance than reliance on broad self-certifi-
cation across standards.  
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 More consistent monitoring of  divisions’ implementation of  corrective action 
plans could help to determine whether continued noncompliance is due to 
ineffective plans or poor implementation of  them. 

 Additional analysis of  compliance information provided by divisions may al-
low VDOE to better identify causal or associated factors that explain why di-
visions are unable to comply. 

Establishing a temporary pilot program to assess the value of  permanently implement-
ing a more comprehensive supervisory approach is a reasonable, incremental step be-
yond VDOE’s current approach. Reducing reliance on self-certification and instituting 
more independent verification would be a substantial change for agency staff  and di-
visions. The pilot would allow VDOE to determine whether the value of  a more com-
prehensive supervisory approach is worth the additional cost and fundamental change 
required to permanently implement it. 

The General Assembly should direct VDOE to design and implement a pilot program 
using more comprehensive supervision for a subset of  key state standards. The Gen-
eral Assembly could specify the standards (such as those related to compliance with 
staffing ratios or facility conditions) or allow VDOE to consult with the Board of  
Education to determine for which standards enhanced supervision would be most 
helpful. The primary goals of  the program would be to determine the value of  inde-
pendent verification of  standards, monitoring of  corrective actions, and reporting of  
more comprehensive information regarding compliance.  

RECOMMENDATION 3 
The General Assembly may wish to consider including language in the Appropriation 
Act directing the Virginia Department of  Education to implement a pilot program to 
more comprehensively supervise school division compliance with a subset of  key 
standards by requiring (i) the submission of  more comprehensive compliance infor-
mation, (ii) selective independent verification of  compliance, (iii) monitoring of  cor-
rective action implementation, and (iv) analysis of  compliance trends and issues. The 
department should conduct the pilot program during the 2021–2022 school year and 
submit a report on the results to the Board of  Education and House Education and 
Appropriations committees and Senate Education and Health and Finance and Ap-
propriations committees by November 30, 2022. 

According to VDOE leadership, additional audit and compliance staff  would be 
needed to conduct additional compliance verification and corrective action monitor-
ing. VDOE would likely need one to two new staff  to design and manage implemen-
tation of  the pilot supervision program. Because VDOE’s longstanding supervision 
approach has not been comprehensive, VDOE could temporarily hire an experienced 
analyst from outside the agency to design the pilot without regard to how VDOE 
currently supervises divisions. The new staff  should have strong analytical capabilities 
and experience with education oversight and local school division operations. 
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POLICY OPTION 1 
The General Assembly could appropriate additional funding for up to two new staff  
positions to design and implement a pilot program for more comprehensive supervi-
sion of  a subset of  key state education standards. 

VDOE generally provides adequate support and 
assistance but could strengthen some areas 
VDOE provides support and technical assistance to school and school divisions for a 
wide variety of  instructional and non-instructional areas. For example, VDOE pro-
vides assistance in curriculum development, student assessment, school safety, and fa-
cilities design and management. VDOE’s support and technical assistance comes in 
various forms. Some is proactively shared with school divisions through distributions, 
such as weekly emails. Other VDOE support and assistance is provided when re-
quested by school division staff.  (See Appendix G for a list of  support and assistance 
provided by each office at VDOE.) 

School divisions are generally satisfied with support and technical 
assistance provided by VDOE 
The vast majority of  school divisions are satisfied with the overall support and tech-
nical assistance provided by VDOE, according to the survey of  division staff. Almost 
every division responding to the survey agreed that VDOE’s support aligns with both 
their instructional and non-instructional needs. 

Divisions also generally agreed that VDOE provided effective technical assistance and 
support in several specific instructional and school operational areas. For example, 92 
percent of  divisions agreed that VDOE provides effective technical assistance to help 
prepare students for post-graduation and to implement instructional initiatives (Figure 
3-2). Eighty-nine percent agreed that VDOE provided adequate assistance for imple-
menting standardized testing. VDOE’s support for helping school divisions teach cer-
tain content areas and students with unique learning needs were also rated positively. 
Ninety-six percent agreed that VDOE helps them use student data to identify im-
provement needs. The majority of  school divisions also gave positive responses to 
VDOE’s support in the areas of  school safety and school procurement (sidebar).  

Divisions cited several 
areas of needed state 
support that are largely 
outside of VDOE’s con-
trol. These included inad-
equate broadband in ru-
ral school divisions, 
insufficient funding for 
school facility design and 
construction, and lack of 
flexibility in licensing re-
quirements for certain 
categories of non-instruc-
tional staff. 

Policy options for 
consideration. Staff typi-
cally propose policy op-
tions rather than make 
recommendations when 
(i) the action is a policy 
judgment best made by 
elected officials—espe-
cially the General Assem-
bly, (ii) evidence suggests 
action could potentially 
be beneficial, or (iii) a re-
port finding could be ad-
dressed in multiple ways. 
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FIGURE 3-2 
Most divisions agree VDOE provides effective support and technical assistance 

SOURCE: JLARC survey of local school division staff. 
NOTE: Percentages represent respondents who indicated each type of support was “moderately effective” or 
“highly effective.” “Do not know” responses are excluded. 

Amid division concerns about virtual learning, VDOE has taken steps 
to enhance its support  
School division staff  indicated that VDOE’s support for virtual learning and instruc-
tional technology was less effective than other types of  support it provides. Only half  
of  divisions indicated that VDOE’s support for virtual learning and instructional tech-
nology was moderately or highly effective, with 35 percent rating it slightly effective 
and 14 percent rating it as not at all effective. School division staff ’s primary concerns 
included access to virtual learning resources and training for teachers and staff  to use 
those resources. Much of  the concern stemmed from the increased reliance on virtual 
learning due to COVID-19 school closures, according to division staff  participating in 
a JLARC focus group.  

VDOE has substantially increased virtual learning content and availability in the past 
year. This was primarily achieved through enhancements to Virtual Virginia, the state’s 
online learning management system (sidebar), in response to the need for virtual in-
struction during the COVID-19 pandemic. First, Virtual Virginia course offerings ex-
panded from mostly high school to a full suite of  K–12 core courses (sidebar). This 
includes newly created content for all core classes in grades K–8, as well as some elec-
tives, such as middle school physical education, health, and computer science.  Fur-
thermore, VDOE has expanded the Virtual Virginia “outreach program” for the 
2020–21 academic year, which gives full access to the Virtual Virginia platform and 
course content to any school teacher at a Virginia public school. VDOE has increased 

A learning management 
system provides schools 
and students with a digi-
tal learning environment, 
such as coursework and 
tracking tools, needed for 
providing virtual learning.
Virtual Virginia is an 
online learning manage-
ment system, hosted by 
Charlotte County Public 
Schools, that is available 
to Virginia school divi-
sions. Charlotte County 
employees create course 
content and teach stu-
dents enrolled in Virtual 
Virginia classes. However, 
all coursework and mate-
rials are intellectual prop-
erty of VDOE.   

Virtual Virginia’s availabil-
ity has also been ex-
panded to allow schools 
to increase their number 
of student enrollments 
into Virtual Virginia 
classrooms (i.e. where a 
Virtual Virginia instructor 
functions as the teacher 
of record for student). 
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virtual instruction professional development, including sessions specifically to assist 
with the use of  Virtual Virginia. Finally, VDOE launched GoOpenVA, an online li-
brary of  open education resources such as lesson plans and classroom activities for 
teachers to access and share (launched in January 2020). 

The Virtual Virginia outreach program is the most substantial form of  additional sup-
port for virtual learning being provided by the state. Under the outreach program, any 
public school teacher in Virginia can use Virtual Virginia’s online curriculum and 
course materials as their own (a service that had not been made available before). 
These course materials have already been created and fully meet Virginia’s standards 
of  learning. Furthermore, teachers tailor Virtual Virginia content to best suit their 
needs. The outreach program was implemented in the spring of  2020 and greatly ex-
panded in August in anticipation of  the 2020–21 academic year. VDOE staff  report 
that teachers from 126 of  Virginia’s 132 divisions had already created more than 22,000 
courses using the material, since it was made available to school divisions. 

School divisions also asked for more help working around broadband limitations in 
rural parts of  the state. Staff  in rural divisions often expressed frustration with the 
lack of  options for students in areas that lack access to broadband connectivity. In 
response, Virtual Virginia staff  are developing online learning materials that use less 
bandwidth by not requiring students and teachers to interact in real time (sidebar).   

School division staff  were still cautious in assessing the effectiveness of  VDOE’s ef-
forts. In response to a survey of  school divisions in August 2020, about half  of  divi-
sions agreed that VDOE has provided them with sufficient support to expand virtual 
instruction for the 2020–21 academic year (sidebar). However, approximately one-
third of  divisions neither agreed nor disagreed with the sufficiency of  VDOE’s sup-
port in this area, which likely indicates that many divisions were waiting for the new 
school year before assessing the effectiveness of  the state’s efforts.  

Finally, despite the substantial increase in guidance and the availability of  free virtual 
content from VDOE, schools and families have experienced challenges related to vir-
tual learning during the early portion of  the 2020–21 school year. Negative media cov-
erage and accounts from families noted challenges such as the inability to access their 
child’s virtual learning platform, confusing or redundant log-in information, and a lack 
of  expertise from teachers in delivering virtual instruction. While these problems are 
generally outside of  the control of  VDOE, they have nonetheless created some neg-
ative public perceptions of  virtual learning. The JLARC subcommittee on study selec-
tion is currently considering a future study on virtual learning in Virginia. 

VDOE could more effectively communicate available support and 
resources 
VDOE offers potentially useful technical assistance and resources but could improve 
communication to school divisions about them. This is most clearly evidenced by the 
agency website, a lack of  a centralized menu of  available support resources, lack of  a 

In August 2020, JLARC 
staff conducted a survey 
of school division staff 
regarding VDOE’s guid-
ance and support in re-
sponse to the COVID-19 
pandemic. Fifty-seven 
Virginia school divisions 
responded to the survey 
(Appendix C).  

Asynchronous course-
work is a discrete unit of 
learning material that 
can be downloaded to a 
computer and then ac-
cessed and completed 
without an internet con-
nection. Materials that 
are completed in an 
asynchronous manner 
can then be submitted 
back to the school once 
an internet connection is 
available or a physical 
data transfer (e.g. ex-
change of a flash drive) 
becomes available. 
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central clearinghouse for sharing of  useful information, and the technical assistance e-
mails (and other resources) that are distributed to school divisions and their staff. 

VDOE’s website is not fully useful but is in the process of being redesigned 
VDOE’s website includes a tremendous amount of  information, but some of  it is out-
of-date, and the website is difficult to navigate. A recent analysis (conducted by 
VDOE) found that the website contained approximately 11,000 web pages and thou-
sands of  documents (18,000 PDFs, 7,000 Microsoft Word documents, 1,000 Microsoft 
PowerPoint presentations, and 1,000 Microsoft Excel spreadsheets).  

Much of  the website’s information is out of  date. For example, guidelines for state-
sponsored teacher mentorship programs are dated June 2000, and information to help 
school divisions create their School Nutrition Programs Annual Agreement is dated 
2011. Division staff  and VDOE staff  noted their frustration with accessing infor-
mation on the website. VDOE staff  members said: “Our website is too large and 
therefore does not serve the public well,” and “The VDOE website is not user-friendly, 
and it’s hard to find information.” 

VDOE is currently redesigning the website through the help of  a third-party contrac-
tor. Agency leadership anticipates this will help organize content and improve staff ’s 
capacity to manage updates. However, during and after the redesign, VDOE will re-
main responsible for managing website content. To best ensure the website redesign 
process improves the website’s usefulness and includes accurate and up-to-date infor-
mation, VDOE should periodically review content to ensure it is current, relevant, 
accessible, and intuitively organized. VDOE could do so by requiring staff  from each 
office to periodically review whether the sections of  the website for which their office 
is responsible are accurate, concise, and up-to-date; then suggest changes as needed. 
Sharing the responsibility of  reviewing the website across applicable office staff  could 
help to relieve the burden on the agency’s single web services manager, who is primar-
ily responsible for maintaining the VDOE website.  

RECOMMENDATION 4 
The Virginia Department of  Education should periodically review its website to en-
sure the content is current, relevant, accessible, and intuitively organized. 

Not all divisions are aware of the full range of VDOE’s support and technical 
assistance resources 
Some school divisions indicated that they were not fully aware of  the full range of  
support and technical assistance provided by VDOE. One division superintendent 
stated: “This is my ninth year in the superintendency, and I am unclear about the ser-
vices that the VDOE provides.” Another school division superintendent said: “I would 
like to see a list of  the types of  support available from VDOE. I am aware of  some 
but probably not all.”  
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VDOE does not currently offer a menu or comprehensive list of  support resources 
and professional development opportunities. Departments of  education in other 
states provide a more comprehensive or centralized source that school divisions can 
use to learn about and access support resources and events. For example, Georgia’s 
Department of  Education provides a catalog of  trainings available on their online 
professional learning platform as well as an up-to-date listing of  upcoming events and 
conferences for teachers, administrators, and staff. One division superintendent with 
recent experience in a neighboring state was surprised, upon coming to Virginia, that 
VDOE did not maintain a list of  support services and professional development op-
portunities. 

VDOE should provide divisions with a list of  the agency’s available technical assis-
tance and support services, including contacts for each area so that school and division 
staff  can readily access the support listed. The agency should also provide a compre-
hensive and up-to-date calendar of  professional development events (sidebar).  

RECOMMENDATION 5 
The Virginia Department of  Education should compile and provide school divisions 
with a list of  support resources and relevant staff  contacts and maintain a calendar of  
professional development opportunities and webinars. 

VDOE does not share all information it collects that may be useful for divisions 
VDOE collects information from divisions that may be helpful to other divisions, es-
pecially those with comparatively less administrative capacity. For example, VDOE 
collects school construction and renovation plans and specifications. Divisions seeking 
to build or renovate new facilities can obtain this information on a CD if  they request 
it. Division staff  indicated, though, it would helpful for certain staff  with the appro-
priate security authorizations to have access (using a login and password if  needed to 
avoid potential security concerns). VDOE could require each office within the agency 
to identify information that it already collects from school divisions, but does not share 
publicly, that could be useful to other school divisions. VDOE should then make this 
information available through a clearinghouse website that divisions can readily access.  

RECOMMENDATION 6 
The Virginia Department of  Education should identify any information it collects 
from school divisions that other divisions may find useful, and that is not already 
shared, and make that information available to all divisions. 

Resources emailed to teachers and other school staff could be synthesized to 
ensure they are useful 
VDOE emails available resources to school division staff  but often presents these 
resources as a long list of  links with minimal synthesis or context. School divisions 
commonly expressed frustration with the format, with one division staff  stating: 

A professional develop-
ment calendar currently 
exists on VDOE’s website. 
However, it includes only 
information regarding 
certain types of support 
and does not appear to 
be fully updated.  
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“VDOE does an outstanding job sending resources by links, but it’s overwhelming. 
More is not always better.” For example, recent issues of  TeacherDirect (sidebar) in-
cluded 25 or more links, some of  which were listed twice. Topics covered in 
TeacherDirect mailings varied widely, from statewide revised suicide prevention guide-
lines to German virtual exchange opportunities. Topics and links provided in the 
emails were not well organized or grouped by content area.  

VDOE leadership indicated that in recent years school divisions had noted receiving 
too many communications from VDOE, so the agency responded by consolidating 
more information into fewer emails. While the present strategy addresses concerns 
about the number of  VDOE’s overall correspondences, it should not preclude VDOE 
from more strategically prioritizing, organizing, and synthesizing the information it 
provides. 

RECOMMENDATION 7 
The Virginia Department of  Education should take steps to prioritize, synthesize, and 
organize the informational resources it emails to schools and divisions. 

  

Several VDOE offices 
maintain and publish reg-
ular email updates to 
their own subscriber lists. 
For example, 
TeacherDirect is a weekly 
email newsletter sent by 
VDOE to classroom 
teachers. 
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4 Offices of School Quality, Teacher 
Education, & Teacher Licensure 

 

JLARC analysis, and surveys of  school division and VDOE staff, identified three 
VDOE offices where more effective operations would most substantially help some 
or all school divisions. These offices are the 

 Office of  School Quality, which works with low-performing schools to 
help them improve over time; 

 Office of  Teacher Education, which has a variety of  responsibilities related 
to teacher education, recruitment, and retention; and 

 Office of  Licensure, which reviews teacher credentials and awards licenses 
to certify teachers in Virginia. 

Each of  these offices conducts essential functions for the state’s educational system, 
therefore improving or enhancing their operations would provide the greatest benefit 
to the state (as compared to other VDOE functions).  Two of  these functions likely 
need additional resources to enhance operations. The agency’s highest priority should 
be strengthening the Office of  School Quality to improve assistance to low-perform-
ing schools to help ensure that every child in Virginia has access to a quality education. 
Separately from this review, VDOE has also identified school quality and teacher re-
cruitment and retention as agency priorities in its strategic plan through 2025. 

School improvement program needs to be 
strengthened and adequate resources allocated 
Improving performance in low-performing schools is inherently challenging. Factors 
affecting student performance that are outside schools’ control include community 
characteristics such as local unemployment, crime, violence, and broadband internet 
access; family factors such as household income and the presence or absence of  stable, 
nurturing relationships with caregivers; and structural factors such as state and school 
board policies and funding levels. As stated in the 2014 JLARC report Low Performing 
Schools in Urban High Poverty Communities: “The influence of  factors beyond the control 
of  schools is part of  what makes achieving sustained improvement at schools such a 
challenge.” 

VDOE’s Office of  School Quality (OSQ) is responsible for the state’s federally re-
quired role in school improvement. As part of  the federal Every Student Succeeds Act 
(ESSA), states are required to identify schools needing additional support based on 
school-wide performance or performance within specific student groups, such as by 
race/ethnicity or disability status (sidebar). In addition, state law also requires certain 

Under the federal Every 
Student Succeeds Act 
(ESSA), the lowest-per-
forming 5 percent of 
schools receiving Title I 
funds receive additional 
federal funding to sup-
port research-based in-
terventions in areas of 
underperformance. Each 
state, as part of its ESSA 
plan, must detail how it 
will determine which 
schools will receive fed-
eral school improvement 
funding. 
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schools to receive improvement-related support from VDOE based on performance 
in the state’s accreditation system.  

Schools are identified to participate in VDOE’s school improvement process based on 
their performance on various indicators in the state’s accreditation system. The accred-
itation system, which was substantially redesigned in 2017 and implemented for the 
2018–19 school year, has three levels of  accreditation across eight categories (sidebar) 
(Appendix H). Any school scoring below the top level in one or more categories is 
identified for OSQ support. The current accreditation system takes a broader view of  
school quality by accounting for growth (improvement within the same level of  ac-
creditation) and other factors such as graduation, dropout, and absenteeism rates. 
OSQ staff  must help low-performing schools address a broader array of  performance 
challenges than under the previous accreditation system. The accreditation system 
prior to 2017 more narrowly focused on SOL test results. 

A substantial number of  schools are required to work with OSQ. For the 2019–20 
school year, 262 of  Virginia’s 1,825 public schools (14 percent) were required to par-
ticipate in VDOE’s academic review process based on their accreditation ratings from 
the previous school year (sidebar). That large number of  schools is partially a result of  
the expanded list of  factors considered in the state’s new accreditation system. Appen-
dix H includes more information related to academic review and the challenges and 
process of  improving low-performing schools. 

In addition to the academic review process, OSQ also implements the memoranda of  
understanding (MOUs) between the Board of  Education and certain school divisions 
with persistent performance challenges. The office also implements the continuous 
improvement planning process that all schools participate in. As of  August 2020, five 
divisions were under an existing or pending MOU with the board.  

VDOE is changing its school improvement model based on best 
practices and school division feedback 
VDOE reached the conclusion last year that its longstanding approach to school im-
provement could be redesigned to better allow schools to facilitate and sustain pro-
gress. Through school division feedback, VDOE had determined that OSQ’s academic 
review model was largely a compliance-based paperwork exercise. The compliance fo-
cus often precluded OSQ staff  from offering the mentoring and coaching, as well as 
implementing other strategies, needed to build the capacity of  school staff  to effect 
change—an important component of  sustained improvement.  

OSQ is currently developing and implementing a new academic review model. The 
new model builds on existing practices but places far greater emphasis on customized 
mentoring and coaching provided to staff, especially school leadership. OSQ piloted 
this new model during January and February 2020 with schools in four divisions: Hen-
rico, Portsmouth, Page, and Brunswick. OSQ has been adjusting the model based on 

Academic review is 
OSQ’s primary mecha-
nism for working with un-
derperforming schools. 
Academic review includes 
identifying factors con-
tributing to underperfor-
mance and implementing 
strategies to address 
those factors. 

The categories within the 
2017 accreditation sys-
tem are academic 
achievement and growth 
for all students in English, 
math, and science; 
achievement gaps in Eng-
lish and math; graduation 
rates; dropout rates; and 
chronic absenteeism.  
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feedback from the pilot divisions, but the COVID-19 pandemic has precluded contin-
ued implementation of  the new model. 

Previous model was primarily a compliance exercise that did not build school 
leadership capacity 
JLARC’s review confirmed the need to enhance the academic review model. OSQ 
management staff, a survey of  OSQ staff, and school division staff  (via survey and 
focus group interviews) confirmed problems with the previous school improvement 
model.  

School divisions emphasized that the prior academic review model, in practice, was 
largely a compliance exercise that often did not effectively facilitate improvement. 
Only half  of  divisions that had worked with OSQ agreed that the office effectively 
helped them improve their performance through the academic review process. One 
school division leader shared: “The process was just jumping through hoops. It has 
not been helpful.” Another noted that “it became such a compliance protocol and had 
an impact on the morale.” Similarly, one said: “DOE staff  often just insisted on meet-
ing timelines and requiring paperwork be submitted in a particular format.”  

OSQ staff also identified shortcomings with the academic review model and their of-
fice’s work. In a survey response, an OSQ staff member said “if we are to provide true 
support and not just check a box of compliance, we need people in the field helping 
to build the leadership capacity of building administrators and central office staff.” 
Other OSQ staff shared that the technical assistance provided by the office was “not 
differentiated to support specific needs of schools and divisions,” and another in ref-
erence to the process stated: “it may not be the right kind of assistance.”  

One of  the previous model’s most negative attributes was its heavy emphasis on align-
ing teacher lesson plans with the Standards of  Learning. School divisions consistently 
described frustrations with the rigid process that focused on lesson plans. Schools un-
der academic review frequently became “stuck” in the earliest stages of  the process 
(lesson planning) and were unable to even attempt implementing other types of  OSQ 
guidance. One OSQ staff  noted: “It is accurate that schools often got stuck…There 
was a rubric, and you got scored. The tool had a stop sign in it; you couldn’t even 
continue with the rest of  the review because you got stuck if  you didn’t get a high 
enough score on a certain step in the process.” This mechanism inefficiently used 
teachers’ time and lowered their morale. For example, school division staff shared: 

Teachers felt that they could do nothing right; they never get past the lesson 
plan level of  the review. They couldn’t get the wording in lesson plans that DOE 
wanted, so even if  the classroom lesson was going well, they didn’t get credit 
because the plan wasn’t detailed enough. 

Although ensuring instruction is aligned with learning standards is an educational best 
practice, it is not one of  the primary methods considered especially effective to help 

JLARC’s school division 
survey asked questions 
regarding the Office of 
School Quality to divi-
sions with a certain num-
ber or proportion of their 
schools participating in 
the school improvement 
program (i.e., academic 
review). 
JLARC staff conducted a 
series of virtual focus 
groups with school divi-
sions to follow up on re-
sponses to the division 
survey. In total, 21 divi-
sions participated in five 
focus groups held during 
June 2020 on topics in-
cluding academic review 
overseen by VDOE’s Of-
fice of School Quality. 
(Appendix B) 
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improve low-performing schools. Research increasingly shows that focusing on class-
room activities alone (such as lesson planning) is not adequate for school improve-
ment. Once a school has an effective principal that can provide teachers with needed 
support (sidebar), then a more granular focus on skills such as lesson planning can 
contribute to improvement.  

Despite limitations of previous model, some schools made progress 
VDOE leadership emphasized that despite the prior academic review model’s short-
comings, some schools improved their accreditation ratings. Overall, the number of  
schools that were less than fully accredited remained about the same in FY19 and 
FY20, at 131 and 137 schools respectively (equal to about 7.5 percent of  all schools in 
Virginia). However, within the group certain schools made progress. For example, 
from FY19 to FY20: 

 62 of  81 schools (71 percent) with low math ratings improved at least one 
level in math academic achievement, and 

 136 of  212 schools (64 percent) with chronic absenteeism improved by at 
least one accreditation level. 

Previous model contributed to OSQ staff dissatisfaction 
The previous academic review model was also problematic for OSQ staff. Staff  in 
OSQ were among the most dissatisfied in the entire agency with both their jobs and 
working at VDOE generally. Moreover, they were more than twice as likely to report 
considering leaving their jobs during the first half  of  2020 (Figure 4-1). School division 
staff  also noticed problems, with one observing: “The academic review process was 
cumbersome for everyone including DOE staff.” 

FIGURE 4-1 
Office of School Quality staff were more likely to consider leaving their job and 
less likely to be satisfied with VDOE and their job 

 
SOURCE: JLARC analysis of VDOE staff survey data. 

According to the Institute 
of Education Sciences, “It 
is clear that effective 
school leadership is a 
necessary component of 
any successful turna-
round effort. Effective 
school turnaround efforts 
center on a strong leader 
who builds and main-
tains momentum for 
rapid school improve-
ment.” 
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Successful implementation of new school improvement model will 
require effective transition planning and additional OSQ staffing 
OSQ likely does not have enough staff  to effectively conduct the new customized 
academic review model. Delivering the customized coaching and mentoring to even 
just the principal (let alone other school leadership staff  such as assistant principals) 
at all 262 schools currently in the school improvement program will be challenging 
and time consuming. This is especially true because the revised model gives schools 
greater flexibility to choose the interventions they use to achieve school improvement 
(sidebar).  

The office was likely understaffed even under the previous model. OSQ’s lack of  re-
sources was cited repeatedly by both school division and OSQ staff  as a main reason 
for the previous improvement model’s ineffectiveness. For example, one OSQ staff  
member shared: “For us to reasonably impact the thousands of  classrooms in Virginia 
is not necessarily something we can do.” Others stated: “My office does not have the 
staffing levels needed to effectively perform mission-critical functions” and that it is 
“difficult to competently meet the needs of  schools and divisions with the current 
number of  positions.” Likewise, only 34 percent of  school divisions that had worked 
with OSQ agreed that VDOE had sufficient staff  to provide effective support for low-
performing schools. VDOE leadership indicated that staffing resource constraints 
were exacerbated in recent years as a result of  the revised accreditation system, which 
requires office staff  to help low-performing schools improve on more measurements 
such as achievement gaps and chronic absenteeism. 

Without additional staffing, each of  OSQ’s 12 staff  would be responsible for provid-
ing individualized assistance to 22 separate schools (based on 262 schools in FY20). 
In a typical work year, this equates to a maximum of  about two weeks of  staff  time 
available for each of  their 22 assigned schools (sidebar). In that time, OSQ staff  would 
need to conduct the following activities for each school:  

 learn about the unique challenges and needs affecting student performance; 

 help school leaders choose and implement the most effective school im-
provement strategies; 

 continuously monitor the implementation of  selected strategies; 

 provide feedback, informed by direct observation and other monitoring (e.g., 
review of  documents submitted by schools as evidence of  progress), that 
school leaders can use to improve implementation of  their chosen strategies; 
and 

 assess progress toward chosen goals. 

Virginia allocates fewer state resources to school improvement, both in terms of  staff-
ing and spending, than many neighboring states. OSQ has fewer staff  (12) than Florida 
(28), North Carolina (32), Georgia (46), and Kentucky (73). Tennessee has fewer staff  

Current OSQ staff in-
clude a director, associate 
director, eight specialists, 
and two consultants. 
The revised model of 
OSQ support (currently 
in a pilot phase) allows 
schools to choose among 
options for creating and 
sustaining the changes 
needed to improve stu-
dent performance. This 
individualized approach is 
designed to better meet 
schools’ needs, in con-
trast to the previous 
model that generally re-
quired all schools to un-
dergo the same review 
process and use the same 
guidance tools from OSQ.

OSQ staff are also re-
sponsible for implement-
ing the state’s continuous 
improvement planning 
process, which requires 
all schools to construct 
and submit a plan for on-
going school improve-
ment, regardless of their 
accreditation status. 
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but instead sends additional state funding directly to schools (sidebar). Virginia’s ratio 
of  22 schools in need of  improvement per staff  member dedicated to school improve-
ment is much higher than both North Carolina’s and Kentucky’s school-to-staff  ratios 
(Figure 4-2). Kentucky’s ratio is substantially lower than Virginia’s in part because it 
requires state staff  to be physically on site at each school. 

FIGURE 4-2 
VDOE’s Office of School Quality has more schools per staff in need of 
improvement than comparable offices in neighboring states 

 
SOURCE: JLARC staff analysis of state education agency websites and correspondence with staff from other states. 
NOTE: Data on the number of students, schools, and school improvement staff within each SEA reflects 2019-20 
school year.  

VDOE should develop and make public a plan for how it will transition to the new 
academic review model. The plan should guide its transition to the new model and 
estimate how many additional OSQ staff  are needed to be fully effective in supporting 
schools in the improvement program.  

A transition plan becomes even more important because of  the COVID-19 pandemic. 
OSQ’s full evaluation of  its pilot program from earlier this year was delayed by the 
closing of  schools at the end of  the 2019–20 academic year and the complex re-open-
ing for 2020–21. In addition, many of  the 262 schools in the state’s school improve-
ment program likely will face additional challenges adapting to virtual instruction and 
remediating students who have struggled without in-person instruction. 

Tennessee has fewer 
staff than Virginia de-
voted to school improve-
ment but instead pro-
vides schools $4.9 million 
in competitive school im-
provement grants to aid 
their improvement ef-
forts. 
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RECOMMENDATION 8 
The Virginia Department of  Education should develop and implement a plan to guide 
its transition to a new school improvement model and estimate the additional staffing 
required to effectively implement the new model. The plan should be presented to the 
Board of  Education and transmitted to the House Education and Appropriations 
committees and to the Senate Education and Health and Finance and Appropriations 
committees, no later than June 30, 2021. 

The General Assembly should provide VDOE additional funding, as it becomes avail-
able, to facilitate a more effective and impactful school improvement process. Even 
modest increases in OSQ staffing would decrease the number of  schools each staff  
member was responsible for, giving them more time with each school. For example, 
funding five additional staff  (approximately $600,000) would reduce the number of  
schools per staff  from 22 to 15 and allow each staff  member to spend a total of  three 
weeks (rather than two) with each school (Table 4-1). Increasing OSQ staffing to the 
level of  North Carolina’s school improvement office (32 staff) would require 20 addi-
tional staff  and would reduce the number of  schools per staff  to eight, allowing each 
staff  member to spend six weeks per school. This would cost an additional $2.5 million 
annually. However, $2.5 million would equate to just $9,500 of  additional OSQ spend-
ing per school served by the office and represent less than 2.5 percent of  the entire 
VDOE agency budget. 

TABLE 4-1  
Additional staffing would allow OSQ staff to spend more time with each school 
 Current Potential staffing increases 
Staff 12 +5 +10 +15 +20 
Schools per staff member 22 15 12 10 8 
Weeks of staff time per school 2     3 4 5 6 
Total staffing costs ~$2.0M  $2.6M $3.4M $3.9M $4.5M 
NOTE: Assumes 48 working weeks per year and 262 schools. Assumes average annual salary of $80,000 for each 
additional OSQ staff, which equates to $125,000 in total personnel and non-personnel expenses per staff.  

RECOMMENDATION 9 
The General Assembly may wish to consider appropriating additional funding for new 
staff  positions in the Virginia Department of  Education’s Office of  School Quality to 
strengthen its work with school divisions in the school improvement program. 

VDOE could also change the school improvement model to better align the workload 
with staffing resources. For example, OSQ could reduce the number of  schools that 
receive intensive support and coaching. To do so, OSQ could group schools identified 
for academic review into various tiers based on school performance, with lower-per-
forming schools receiving more intensive support. Alternatively, OSQ could imple-
ment its model over a longer period of  time (currently one year). 
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Code of Virginia should require VDOE to consistently implement an 
effective school improvement program over the long term 
The Code of  Virginia should identify school improvement as a priority for VDOE to 
ensure a long-term focus on improving low-performing schools that endures leader-
ship changes. There is currently no express direction in the Code of  Virginia to the 
Board of  Education or the superintendent of  public instruction to develop and im-
plement an effective school improvement program. While current VDOE leadership 
is making efforts to enhance the school improvement process, the lack of  clear statu-
tory directive creates the risk that the school improvement function may not always 
remain a high priority of  agency leadership. Likewise, there is no statutory directive to 
measure or evaluate the effectiveness of  OSQ’s school improvement program. Ongo-
ing evaluation of  the school improvement program is important to ensure additional 
resources are used effectively and students in these schools ultimately receive a quality 
education.  

The General Assembly should amend the Code of  Virginia to expressly direct the 
superintendent to develop, implement, and assess the effectiveness of  VDOE’s school 
improvement program (sidebar). Effectiveness of  OSQ should not be assessed solely 
by counting how many schools move in and out of  school improvement each year 
because of  the many factors that contribute to changes in student performance. Ra-
ther, OSQ should identify additional measures to evaluate the effectiveness of  services 
provided—such as the proportion of  schools that successfully implemented or com-
pleted elements of  the academic review process—and determine whether any changes 
are needed. The superintendent should also be required to report annually to the Board 
of  Education on the effectiveness of  the program. 

RECOMMENDATION 10 
The General Assembly may wish to consider amending § 22.1-23 of  the Code of  Vir-
ginia to direct the superintendent of  public instruction to (i) develop and implement 
an effective school improvement program, (ii) identify measures to evaluate the effec-
tiveness of  the services the Office of  School Quality provides to school divisions, (iii) 
evaluate and make changes as needed to ensure effectiveness, and (iv) annually report 
to the Board of  Education. 

If  necessary, the state has tools that go beyond the standard school improvement pro-
gram to address chronically low-performing schools. The only one of  these tools that 
has been used in recent memory is a memorandum of  understanding (MOU) with 
low-performing school divisions. The state has MOUs with five divisions that have 
had long-term low performance. These MOUs set forth ways that the state and school 
board will work together to improve performance (sidebar). However, final instruc-
tional, personnel, and operational decisions still rest with the local school board. The 
state has two additional tools that it has not recently used. The Code of  Virginia grants 
the state authority to petition a circuit court to enforce school division compliance 

Title 22.1: Education of 
the Code of Virginia in-
cludes individual chapters 
that grant statutory re-
sponsibilities to the Board 
of Education, the superin-
tendent of public instruc-
tion, and several related 
to local school boards 
and local divisions. Be-
cause there is no chapter 
specifically related to the 
Department of Education, 
JLARC staff are recom-
mending adding statu-
tory direction regarding 
the state's school im-
provement program to 
the existing chapter relat-
ing to the superintendent 
of public instruction. 

 

The Board of Education 
can withhold payment of 
some or all At-Risk Add-
On funding to any divi-
sion subject to an MOU if 
the superintendent of 
public instruction certifies 
that the local school 
board has failed or re-
fused to meet any of the 
MOU’s obligations. 
The At-Risk Add-On is a 
budget appropriation 
that allocates additional 
funding to school divi-
sions to be used on ap-
proved programs for stu-
dents who are 
educationally at risk (e.g., 
low-income students, 
English language learn-
ers).  
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with standards. It also grants authority to fine, suspend, or request outright removal 
of  a division superintendent.  

JLARC’s 2014 report on low-performing schools cited the need for state authority to 
override certain local school board decisions and recommended changes to the Code 
of  Virginia and Virginia constitution (subject to voter approval). Such changes could 
clarify state authority to “make overriding budgetary, personnel, and instructional de-
cisions in local school divisions that meet specific criteria for low performance.” State 
educational experts have noted that in some cases the need to override local decisions 
can be fairly broad, such as in requiring a division or certain schools to make substan-
tial changes to key instructional or support practices. However, they also note that 
beneficial state intervention could be fairly narrow or targeted, such as moving an ef-
fective principal or a few effective teachers from a high-performing school to a lower-
performing school within the same division. JLARC’s recommendations to provide 
the state with greater authority to override certain local school board decisions have 
not been implemented, but the General Assembly could still choose to do so. 

State role in helping divisions recruit and retain 
teachers is fragmented and under resourced 
Virginia does not have enough teachers. In the 2018–19 school year, about 900 teach-
ing positions (1 percent) statewide went unfilled. Special education, elementary school, 
and middle school positions were the most likely positions to be unfilled. This means 
that there are thousands of  children who should have been taught by full-time perma-
nent teaching staff, but were instead taught by long-term substitute teachers or allo-
cated across existing teachers (resulting in larger classes). While 1 percent is a small 
proportion of  teaching positions statewide, some divisions have a substantial number 
of  unfilled positions. For example, Bland County was unable to fill 15 percent of  its 
positions, while several other divisions were unable to fill 5 percent or more. Divisions 
with higher poverty rates were more likely to have unfilled positions.  

Virginia also does not have enough teachers that are fully licensed. In the 2018–19 
school year, more than 7 percent of  teachers were not fully licensed but instead were 
awarded a provisional license (sidebar). Divisions prefer to hire fully licensed staff  and 
hire provisionally licensed staff  only when needed to fill positions that would other-
wise remain unfilled. Some divisions had a substantial percentage of  provisionally li-
censed teachers; more than 20 percent of  teachers were provisionally licensed in five 
divisions. More than 30 percent of  teachers in Petersburg and Greensville County were 
provisionally licensed (Table 4-2).  

All public school teach-
ers and many private 
school teachers are re-
quired to hold a Virginia 
teacher’s license. How-
ever, some educators 
have a provisional license, 
which indicates they have 
met some, but not all re-
quirements for a full li-
cense. Provisional license 
holders have up to three 
years to meet remaining 
requirements and apply 
for full licensure. 
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TABLE 4-2 
Some divisions have substantial teacher shortages despite small statewide 
shortage 
 Top 10 divisions based on …
 Unfilled teaching positions  Provisionally licensed teachers 
1 Bland County, 15% Petersburg City, 36% 
2 Brunswick County, 8% Greensville County, 32% 
3 Franklin County, 6% Northampton County, 29% 
4 Westmoreland County, 6% Franklin City, 22% 
5 Greensville County, 6% Bland County, 21% 
6 Mathews County, 6% Prince Edward County, 20% 
7 Petersburg City, 5% Martinsville City, 19% 
8 Prince Edward County, 5% Brunswick County, 17% 
9 Portsmouth City, 4% Town of Colonial Beach, 17% 
10 Danville City, 4% Essex County, 15% 
SOURCE: JLARC analysis of VDOE teacher shortage data and School Quality Profiles, 2018–19. 
NOTE: Twenty-nine divisions reported no teacher vacancies in the 2018–19 school year. The five divisions with the 
lowest proportion of provisionally licensed teachers had fewer than 3 percent of staff provisionally licensed. 

School divisions are ultimately responsible for the recruitment and retention of  teach-
ers, however, teacher recruitment and retention was one of  the most common areas 
that school divisions desired more support and assistance from VDOE. Only half  of  
school divisions reported that VDOE’s support in recruiting and retaining highly qual-
ified teachers was effective. A school division staff  member indicated that without a 
statewide strategic effort, divisions are left on their own to address teacher recruitment, 
retention, and development.  

Teacher recruitment and retention is one of  the top priorities identified by the board 
in its current comprehensive plan (2018–2023). The board’s number two priority in its 
comprehensive plan is to “Advance policies that increase the number of  candidates 
entering the teaching profession and encourage and support the recruitment, develop-
ment, and retention of  well prepared and skilled teachers and school leaders.” 

Currently, VDOE’s Department of  Teacher Education and Licensure has several re-
sponsibilities to help ensure the state has enough teachers. VDOE’s Office of  Teacher 
Education approves teacher preparation programs at colleges and universities and ad-
ministers several small programs to encourage individuals to enter into or stay in the 
teaching profession (sidebar). The office also collects data about teacher recruitment 
and retention. VDOE’s Office of  Licensure awards teaching licenses to individuals 
meeting the state’s licensing standards.  

VDOE’s data collection about teachers is inadequate to identify and 
implement meaningful strategies to improve recruiting and retention 
Though a stated priority, much of  VDOE’s role in teacher recruiting and retention is 
limited to data collection. VDOE’s Department of  Teacher Education and Licensure 

Virginia provides some 
incentives for teachers to 
work in critical shortage 
areas. Retired teachers 
can work in a shortage 
area and still receive re-
tirement benefits. Some 
teachers who commit to 
working in critical short-
age areas can receive 
scholarships for teacher 
preparation coursework.  
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collects information through activities such as administering a school climate survey, 
developing an exit survey that some divisions administer when teachers leave their 
jobs, and collecting some information from divisions about teacher shortage areas. 

Some of  the data collected and reported related to teacher recruiting and retention is 
inadequate to fully identify strategies to address problems. For example, the superin-
tendent of  public instruction is directed by statute to survey school divisions to iden-
tify critical shortages of  teachers in the state; however, VDOE does not collect and 
report the teacher critical shortage data in the most useful manner. For example, the 
report only sums the number of  vacancies in each endorsement area, but does not take 
into consideration the proportion of  positions that are vacant. This means that endorse-
ment areas that have a particularly large number of  teachers—like “elementary educa-
tion preK–6” and “middle education grades 6–8”—top the shortage list. In addition, 
VDOE does not publicly report shortage data by division or region, which further 
reduces its usefulness in guiding strategies to address problems 

The Board of  Education should direct divisions to report the number of  filled teaching 
positions by endorsement area and year through the critical teacher shortage report, 
in addition to the unfilled positions that are already collected (sidebar). VDOE should 
then make the data publicly available and calculate the vacancy rate by division, region, 
and endorsement area. To further isolate shortage areas, the board should also request 
that divisions provide the subject area in which teaching positions are filled and unfilled, 
where appropriate and not apparent by the endorsement area name (sidebar). 

RECOMMENDATION 11 
The Board of  Education should direct school divisions to annually report the number 
of  filled teaching positions, by endorsement area and subject area when possible.  

RECOMMENDATION 12 
The Virginia Department of  Education should calculate teacher vacancy rates by di-
vision, region, and endorsement area, and make these vacancy rates publicly available 
on its website. 

VDOE also does not collect adequate information to identify why teachers leave the 
profession. In 2017, the General Assembly directed VDOE to develop and oversee a 
pilot program that would administer a model exit questionnaire for teachers. VDOE 
conducted the pilot and presented the results to the Board of  Education in 2018. 
Among the pilot program findings were that nearly one-quarter of  teachers who left 
did so because of  their school administrator. No action has been taken on the ques-
tionnaire or its results. In the 2019 General Assembly session, legislation that would 
have directed a questionnaire be administered in all divisions was introduced but not 
enacted. 

Some endorsement ar-
eas readily identify the 
subject area that the li-
cense-holder teaches. 
For example, “English 
(secondary)” is an en-
dorsement area. Other 
endorsement areas do 
not readily identify the 
subject area or concen-
tration in which someone 
teaches. 

 

VDOE collects some in-
formation on teachers’ 
endorsement areas 
through a different data 
collection, the Instruc-
tional Personnel Verifica-
tion of Licensure En-
dorsement Report. VDOE 
uses that report to verify 
the credentials of teach-
ers. The same, or similar, 
information could be 
used to calculate filled 
positions by endorsement 
area and year. 
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The Board of  Education could direct VDOE to implement the exit questionnaire 
statewide from FY21 to FY25. The new questionnaire, if  implemented, should be de-
signed to inform VDOE’s understanding of  teachers’ reason(s) for leaving the profes-
sion. For example, VDOE could consider asking respondents to rank their reasons for 
leaving rather than simply selecting all that apply, and providing more opportunities 
for teachers to explain their reason(s) for leaving through open-ended responses. 

POLICY OPTION 2 
The Board of  Education could direct the Virginia Department of  Education to im-
plement the teacher exit questionnaire statewide annually from FY21 to FY25. The 
new questionnaire should be designed to better inform VDOE’s understanding of  
teachers’ reasons for leaving the teaching profession. 

Teacher mentorship program funding is not targeted to divisions with 
largest teacher shortages, and program lacks adequate structure  
VDOE oversees a teacher mentorship program designed to support new teachers by 
partnering them with more experienced educators. Teacher mentorship aims to im-
prove new teachers’ skills and performance, as well as retention. In Virginia, local 
school divisions are responsible for administering their own programs, while VDOE 
disperses funds from the General Assembly. (Since FY09, $1 million has been made 
available annually for the teacher mentorship program.) 

Current VDOE policy is to apportion the $1 million to each division based on its share 
of  first-year teachers. There are typically about 5,000 new teachers across all 132 school 
divisions annually (sidebar). However, divisions that hire the most first-year teachers 
do not necessarily have the most pressing teacher retention challenges (Table 4-3). 
Allocating funds to divisions based on their share of  new teachers provides funding 
based on a division’s size and not whether the division has longstanding retention 
problems that could be addressed through a more robust mentorship program. 

TABLE 4-3 
Divisions with largest teacher shortages are not the divisions that hire the most 
new teachers 
 Top 5 divisions based on …
      Teacher shortages      Number of newly hired teachers 
1 Bland County Fairfax County 
2 Brunswick County Stafford County 
3 Franklin County Chesterfield County 
4 Westmoreland County Loudoun County 
5 Greensville County Prince William County 
SOURCE: JLARC staff analysis of VDOE teacher shortage and new teacher data, 2018–19. 

Divisions must annually 
submit to VDOE their 
number of new teachers. 
VDOE then disperses pro-
rated funds to each divi-
sion based on the num-
ber of new teachers they 
reported. 
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RECOMMENDATION 13 
The Virginia Department of  Education should develop and implement a methodology 
to allocate teacher mentorship funds to school divisions with the largest teacher short-
ages. 

VDOE provides minimal and outdated guidance to divisions about teacher mentor-
ship programs. Teacher mentorship is largely left to local discretion—or even discre-
tion of  an individual teacher mentor—and can vary greatly in content and rigor (side-
bar). The Board of  Education has not produced written guidelines for implementing 
local teacher mentorship programs since 2000, and VDOE guidance documents are 
dated from 2004 to 2007. Divisions are required to evaluate their teacher mentor pro-
gram annually, but VDOE does not review or comment on the evaluations. 

The Board of  Education has offered some guidance for teacher mentorship programs 
through its prescribed Standards of  Quality. In 2019, the board outlined a mentorship 
program that would provide mentors to all teachers with less than three years of  teach-
ing experience and permit an hour of  release time from instruction per week to work 
with their mentors. The guidance does not, however, detail the specific strategies and 
practices that should be used in an effective mentorship program. Furthermore, while 
the prescribed mentorship program includes suggested staffing ratios for division po-
sitions to support it, this aspect of  the SOQs was not funded by the General Assembly. 
As a result, VDOE staff  had not yet updated existing program guidance. 

VDOE should provide more guidance and direction to divisions about effective men-
torship practices. First-year teachers are substantially more likely to leave the teaching 
profession, which highlights the importance of  providing high-quality support to new 
teachers.  

RECOMMENDATION 14 
The Virginia Department of  Education should (i) review the evaluations of  teacher 
mentorship programs submitted by school divisions to identify effective teacher men-
torship practices and (ii) use that review and best practices on teacher mentorship to 
update guidance on how to implement effective teacher mentorship programs. 

VDOE needs to strengthen its efforts to help school divisions address 
teacher recruitment and retention 
VDOE needs to strengthen the Office of  Teacher Education’s efforts to more effec-
tively help divisions address teacher recruitment and retention challenges. The role of  
the office should be expanded to better analyze data on teacher shortages and coordi-
nate the state’s fragmented teacher recruitment and retention efforts.  

Virginia’s Office of  Teacher Education has only three staff, and they were more likely 
than VDOE staff  in general to report high workloads, significant overtime, and insuf-
ficient staffing in their office. In addition to the programs and data collection efforts 

Divisions have discretion 
about how to use men-
torship funds. Some divi-
sions divide the money 
equally and provide a 
small cash payment to 
the teachers serving as 
mentors. Other divisions 
use the funding to de-
velop and implement 
mentorship programs for 
new teachers more 
broadly.   
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described above, the Office of  Teacher Education is also responsible for approving 
teacher preparation programs in accordance with Virginia regulations as well as ad-
ministering or overseeing several data collections and grant programs (sidebar). The 
three staff  include an administrative position and one position funded through special 
education appropriations. This leaves only one position to work on general retention 
and recruitment efforts. VDOE requested funding for one additional staff  position 
for the Office of  Teacher Education as part of  the agency’s budget request for the 
2020–22 biennium, but that position has not been funded. 

Kentucky and North Carolina make greater efforts to support teacher recruitment and 
retention, and do so, in part, by allocating more state staffing to this area. Kentucky’s 
Division of  Educator Recruitment and Development administers Go Teach KY, an 
initiative to help attract new teachers and provide teachers with online resources, train-
ing, and a new teacher network. The division also supports Educators Rising, a pro-
gram for middle and high school students interested in the education field.  Kentucky’s 
Division of  Educator Recruitment and Development has seven staff  (and is not re-
sponsible for approving teacher preparatory programs like Virginia’s Office of  Teacher 
Education). North Carolina has eight regional education facilitators that help divisions 
develop and administer programs for new teachers and three staff  in an Educator 
Human Capital Policy and Research unit that conducts data analysis related to teacher 
recruitment, retention, and effectiveness. Unlike VDOE’s Teacher Education staff, 
these staff  in North Carolina and Kentucky focus primarily on teacher recruitment 
and retention efforts and are not responsible for approving teacher preparatory pro-
grams. 

VDOE could strengthen the role that the Office of  Teacher Education plays in help-
ing school divisions—especially those with substantial teacher recruitment and reten-
tion challenges. The General Assembly could provide VDOE funding to hire three 
more staff  who could implement and support enhanced teacher recruitment and re-
tention efforts (sidebar). The Office of  Teacher Education could use at least one staff  
position to determine how the state can do more to help address the state’s teacher 
shortage and implement strategies to do so. Strategies could include 

 better marketing the teaching profession, 
 providing a statewide teacher application function, and 
 working with Virginia’s higher education institutions to recruit more stu-

dents into teacher preparation programs. 

These strategies should primarily be focused on divisions with above average teacher 
shortages and provisionally licensed teachers. In addition, the office could use at least 
two more staff  to more effectively manage teacher mentorship and other incentive 
programs and to collect and better analyze recruiting and retention data across all re-
lated programs and initiatives (e.g., the Teaching While Retired program and Virginia 
Teaching Scholarship Loan Program, sidebar). Depending on the salaries offered, 

VDOE’s Office of Teacher 
Education is responsible 
for: ensuring accredita-
tion and approving ap-
proximately 1,500 teacher 
preparatory programs at 
36 higher education insti-
tutions; overseeing sev-
eral grant programs; and 
implementing teacher 
education programs such 
as Teacher of the Year 
and Milken educator 
awards. 

Virginia’s Teaching While 
Retired program allows 
retired teachers to return 
to teaching and still re-
ceive pension benefits if 
the teacher works in a 
critical shortage area. 
Currently, VDOE does not 
maintain data on how 
many teachers participate 
in this program or where 
they return to teaching. 
The Virginia Teaching 
Scholarship Loan Pro-
gram (VTSLP) provides 
loans to cover the cost of 
teacher preparatory pro-
grams. The loan is for-
given if the teacher works 
in a critical shortage area 
for two years after pro-
gram completion. VDOE 
maintains data on the 
teaching endorsement 
area of participants, but 
not the locality in which 
they are employed. 

 

VDOE has requested 
funding for additional 
teacher recruitment and 
retention efforts, includ-
ing a career fair for teach-
ers (2016) and automa-
tion of a system to help 
teachers identify and 
meet professional devel-
opment requirements 
(2020). These initiatives 
were not funded by the 
General Assembly.  
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VDOE would need between $300,000 and $400,000 for these three additional staff  
positions. 

POLICY OPTION 3 
The Virginia Department of  Education could give the Office of  Teacher Education a 
stronger role in helping school divisions with the most substantial challenges recruiting 
and retaining teachers, which could include (i) conducting more useful data collection 
and analysis of  teacher recruitment and retention challenges, (ii) more effectively ad-
ministering teacher mentorship and incentive programs, and (iii) identifying and im-
plementing strategies to encourage more individuals to enter into and remain in the 
teaching profession.  

POLICY OPTION 4 
The General Assembly could appropriate additional funding for three new staff  posi-
tions in the Office of  Teacher Education to strengthen its role in helping school divi-
sions with the most substantial teacher recruitment and retention challenges. 

Teachers often leave the profession because they are dissatisfied with compensation 
and school leadership, according to VDOE leadership and educational associations, 
so expanded efforts by VDOE alone will not solve teacher shortages. In a 2018 exit 
survey of teachers that were leaving their respective school division, 25 percent of re-
spondents indicated that pay was a determining factor in their decision, and 33 per-
cent indicated that a pay increase would have been an incentive to stay. In 2017–18, 
Virginia’s average teacher salary of approximately $52,000 ranked 31 of 50 states, ac-
cording to the National Education Association. In addition, 26 percent of teachers 
indicated that they left their division because of a lack of support from school leader-
ship. 

More effective state support for school divisions to recruit and retain 
teachers requires sustained, full attention by the Board of Education 
The state’s recent efforts to improve teacher recruitment and retention have been tem-
porary or incomplete. In 2017, the Board of  Education and the State Council of  
Higher Education for Virginia (SCHEV) developed an advisory committee on teacher 
shortages. The committee presented several policy recommendations to the board, but 
the advisory committee met for less than six months and then disbanded. Without 
sustained, long-term focus on teacher recruitment and retention issues, thoughtful pol-
icy recommendations likely will not move forward.  

The Board of  Education’s comprehensive plan outlines the board’s priority to “sup-
port the recruitment, development, and retention” of  a sufficient teacher workforce, 
though its strategies to address that priority are vague and not actionable. For example, 
the plan says the board will “encourage respectful, caring relationships among staff  
and students for a positive school climate and life experience of  teachers.” While work 
environment certainly affects teacher recruitment and retention, the board’s plan does 
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not include policy initiatives, recommendations, or actionable guidance for schools, 
divisions, or VDOE. 

One way to complement additional staffing in the Office of  Teacher Education would 
be to broaden the responsibility of  one of  the Board of  Education’s advisory com-
mittees, referred to as ABTEL (sidebar). ABTEL is currently directed in the Code of  
Virginia to advise the Board of  Education on policies related to teacher preparation 
and licensing requirements. The General Assembly should expand ABTEL’s role to 
include advising the board on strategies to help school divisions recruit and retain 
teachers. 

RECOMMENDATION 15 
The General Assembly may wish to consider amending § 22.1-305.2 of  the Code of  
Virginia to direct the Advisory Board on Teacher Education and Licensure to advise 
the Board of  Education on policies related to helping school divisions more effectively 
recruit and retain licensed teachers. 

VDOE’s teacher licensure process is inefficient but is 
scheduled to be automated in 2021 
VDOE’s Office of  Licensure reviews the credentials of  individuals seeking to become 
a licensed teacher in Virginia, then awards a teaching license if  they meet the state’s 
licensing standards. A teacher must receive a license from VDOE to be considered 
qualified to teach in Virginia as required by state and federal law. This interaction can 
be periodic, only occurring at the time of  application for a new license or a renewal, 
or more frequently, as each additional endorsement requires a change to a teacher li-
cense (sidebar). Educators must submit records of  their coursework, assessments, 
trainings, and teaching experience when applying for licensure. If  all requirements are 
met, VDOE issues a license that is valid for 10 years (sidebar). The Office of  Licensure 
issues approximately 8,000 new licenses and 25,000 license renewals or adjustments 
each year. The office also processes requests to add endorsement areas, evaluate li-
cense-holders for new endorsement areas, and change license types.  

Divisions have expressed concerns with the Office of  Licensure, particularly related 
to timeliness. VDOE staff  indicated it takes approximately four-to- six weeks to pro-
cess a new license application when all of  the required documents are included in the 
initial submission. VDOE does not have a method to reliably calculate how long it 
takes to process individual applications or all applications, on average. 

The timeliness concerns appear to primarily result from the paper-based licensure pro-
cess (Figure 4-3). Divisions or teachers submit paper licensure applications, along with 
payment checks, to VDOE through the US Postal Service. VDOE administrative staff  
then process the paper payment and scan the paper application. VDOE licensing staff  
conduct their review of  the scanned application. Depending on the completeness and 

Teachers are endorsed to 
teach specific subjects 
based on the coursework 
and assessment scores 
provided in their license 
application. Teachers may 
apply to add or change 
endorsement areas—the 
subjects and grade levels 
they are qualified to 
teach according to the 
state—on their license at 
any time. In each case, a 
VDOE licensure specialist 
must review the appli-
cant’s coursework and as-
sessments. Teachers may 
also request VDOE staff 
provide guidance on 
what additional course-
work may be required to 
earn a new endorsement. 

 

The Board of Education 
has an advisory board on 
teacher education and li-
censure (ABTEL). ABTEL 
comprises legislators, 
teachers, school adminis-
trators, division staff, and 
teacher preparatory pro-
gram representation.  

In 2018, Virginia in-
creased teacher license 
lengths from five years 
to 10 years. This will re-
duce by half the number 
of recertifications VDOE 
needs to address each 
year but will not impact 
the number of new li-
cense applications or ap-
plications to add or 
change endorsement ar-
eas.  
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validity of  the application, it can take more than two weeks to determine whether an 
applicant meets the licensing requirements.   

FIGURE 4-3  
Application process is currently paper-based but is scheduled to be automated 

 
SOURCE: JLARC summary of licensing process and VDOE estimates of timeframes. 
 

VDOE is taking steps to improve efficiency and processing times, but licensing will 
remain a complex and time-consuming process. In 2019, the General Assembly ap-
propriated $348,500 for VDOE to automate the license application process. VDOE 
hopes to launch online application submission by mid-2021. As shown in Figure 4-3, 
automation should eliminate several steps in the current process (e.g., mailing paper 
applications and checks) and make others more efficient (e.g., VDOE licensing staff  
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can directly review applications electronically). Automation will likely reduce applica-
tion processing times substantially, though licensing specialists will still need time to 
review the application and other materials to make a decision on licensure. 

While possible within the licensure system, VDOE does not currently track or assess 
the timeliness of  license application processing in a manner that can reliably measure 
licensing staff  performance. VDOE should set a goal for how long it should take, on 
average, to process each type of  license application. Doing so will also inform VDOE 
management about licensing staff  performance and help to identify areas for improve-
ment or in need of  additional resources. Implementation of  new procedures within 
the licensure system should allow VDOE to better measure process timeliness.  

RECOMMENDATION 16 
The Virginia Department of  Education should set specific goals for how long it will 
take to process each type of  license application or renewal and use processing times 
measured by its automated licensing system to determine whether it is meeting its pro-
cessing timeliness goals. 

Automating the licensing process should also allow VDOE to use its staff  more effi-
ciently. Staff  in the licensing office expressed more concern than the agency average 
about their workload. VDOE should evaluate how the automated process will change 
the type and number of  staff  needed to ensure that there is an appropriate number of  
administrative staff  and licensing specialists. VDOE may need fewer administrative 
staff  because some administrative steps will be eliminated by automation. 

RECOMMENDATION 17 
The Virginia Department of  Education should determine the total number and allo-
cation of  administrative staff  and licensing specialists necessary in the Office of  Li-
censure after the process automation is fully implemented. 
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5 Virginia Board of Education 
 

The Virginia Board of  Education (“the board”) is responsible for the “general super-
vision of  the public school system” and has “primary responsibility and authority for 
effectuating the educational policy set forth” by the Constitution of  Virginia (sidebar). 
Specific duties of  the board include 

 prescribing the Standards of  Quality;  

 establishing and regularly updating the Standards of  Accreditation and the 
Standards of  Learning;  

 annually reporting to the governor and General Assembly on the “condition 
and needs of  public education” and divisions’ performance in meeting the 
Standards of  Quality;  

 publishing guidance for school divisions (e.g., emergency graduation require-
ments for COVID-19); and 

 serving as Virginia’s board for career and technical education (CTE). 

The board consists of  nine members appointed by the governor with the consent of  
the General Assembly and operates in accordance with bylaws developed by the board 
itself. Terms are for a four-year period, and each member can serve a maximum of  
two consecutive terms. The board includes five standing committees and five advisory 
committees that focus on specific areas of  public education (sidebar).  

The board has no legally designated staff  and does not appoint or evaluate the super-
intendent of  public instruction. However, the superintendent of  public instruction—
who is appointed by the governor to lead VDOE—serves as secretary of  the board 
and is directed by Code to perform other duties as the Board of  Education may pre-
scribe. The board may delegate or assign tasks to VDOE. In practice, this is chiefly 
operationalized through the Office of  Board Relations, which coordinates board re-
quests and needs with all VDOE departments and offices.  

Board has productive relationship with VDOE  
despite limitations in board’s supervisory authority 
The current members of  the Virginia Board of  Education are well qualified to carry 
out the board’s constitutional and statutory responsibilities. As of  June 2020, the 
board’s membership included professional experience and expertise in Virginia K–12 
public education, including special education; higher education, both public and 
private; and private industry. In addition, board members as of  June 2020 (sidebar) 

The Board of Education is 
established in the state 
constitution rather than in 
the Code of Virginia. 

 

A member of the Board 
of Education completed 
the maximum allowable 
term of service on June 
30, 2020. As of Septem-
ber, the governor has not 
appointed a replacement.
This vacancy is in addition 
to a board seat that has 
been vacant since De-
cember 2019. Code does 
not require vacancies to 
be filled within a particu-
lar time frame. 

 

Standing board commit-
tees include a charter 
school committee, a com-
mittee on evidence-based 
policy making, a commit-
tee on school & division 
accountability, and a 
committee on the Stand-
ards of Quality.  
Advisory board commit-
tees include the Advisory 
Board on Teacher Educa-
tion & Licensure, the 
State Special Education 
Advisory Committee, and 
the Advisory Committee 
on Career & Technical 
Education. 
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have served or are currently serving in significant leadership roles, such as CEO of  a 
community-based nonprofit organization, superintendent of  a large Virginia school 
division, chairman of  a local board of  supervisors, and a previous state secretary of  
education. 

Members of  the Board of  Education are engaged in their work. All board members 
responding to JLARC’s survey rated the board as “highly engaged” (sidebar). Key 
board partners, including the secretary of  education and VDOE staff  director of  
board relations, also characterized the board as highly engaged, pointing to specific 
examples such as town halls hosted by board members across the state in late 2019 
and early 2020. During all board meetings from 2018 through June 2020, either all 
board members attended or only one did not attend.  

The Board of  Education and VDOE have a generally productive and well managed 
working relationship. VDOE staff  consistently answer questions posed by the board 
and provide clear, detailed information that supports the board’s ability to do its work. 
The VDOE staff  director of  board relations informs VDOE offices of  all board 
responsibilities and due dates for the upcoming year to ensure staff  have sufficient 
time to submit required materials. The director also created an orientation program 
for new board members. Furthermore, the director transitioned meeting materials that 
were previously all paper-based to an electronic board book, which has allowed 
members to receive non-confidential meeting materials more quickly and to more 
easily access materials archived from previous meetings.   

Board members are satisfied with the support provided by VDOE staff. Responses to 
JLARC’s survey of  board members indicate high rates of  satisfaction with the job 
performance of  the director of  board relations and senior VDOE leadership (i.e., 
superintendent of  public instruction; deputy and assistant superintendents). All seven 
board members responding to JLARC’s survey agreed that VDOE staff  provide the 
necessary information for the board to effectively carry out its responsibilities. All were 
also satisfied with the information, guidance, and support received from VDOE staff. 
Of  the respondents who had served on the board for three or more years, both noted 
improvement in VDOE’s provision of  information, guidance, and support. 

Several board members observed that in comparison with other supervisory boards, 
the Board of  Education has less specific authority to direct VDOE activities. Most 
supervisory boards in Virginia appoint the agency head and approve agency budgets, 
yet the Board of  Education does not have these authorities (Table 5-1). The Code of  
Virginia acknowledges this discrepancy in defining the authorities of  supervisory 
boards through the clause, “Notwithstanding the foregoing, the Board of  Education 
shall be considered a supervisory board.” According to the Office of  the Attorney 
General, legislative history is clear that the Board of  Education should be considered 
a supervisory board. In addition, though appointed by the governor, the superinten-
dent is directed in the Code of  Virginia to “perform such other duties as the Board of  
Education may prescribe.” 

JLARC surveyed all mem-
bers of the Virginia 
Board of Education in 
May 2020. JLARC received 
responses from seven of 
eight members. (Appen-
dix B) 

 



Chapter 5: Virginia Board of Education 

Commission draft 
51 

TABLE 5-1 
Code of Virginia designates Board of Education as supervisory but does not 
grant it all supervisory powers and authorities 

Supervisory board powers and authorities 
Board of  

Education? 
Board “is responsible for agency operations including approval of requests for 
appropriations” No 

Board “appoints the agency director” No 
Board “ensures that the agency director complies with all board and statutory  
directives” Partial 

“The agency director is subordinate to the board” No 
SOURCE: Code of Virginia.  

Although Code gives less authority to the board than other supervisory boards in 
Virginia, this does not create an immediate problem because of the positive working 
relationship between the VDOE and the current board. However, there have been 
several instances in which board members would have preferred to direct VDOE 
staff but did not believe they had the legal authority to do so. For example, board 
members expressed frustration that VDOE staff are not permitted to help them ad-
vocate for full funding of the Standards of Quality during legislative sessions.  

Specific membership requirements could ensure 
necessary expertise and regional representation  
Based on the board’s current operations, no changes to its membership or authority 
are immediately necessary. Over time, though, Virginia’s Board of  Education 
membership could be further strengthened to require certain board member 
qualifications and geographic representation. These changes would be more in line 
with other boards in Virginia and boards of  education in neighboring states. These 
changes would also support—though would not guarantee—the continuation of  high 
levels of  effectiveness and engagement of  the board. 

Current board members have a wide range of  expertise and experience that is 
collectively useful for their deliberations. However, the Code requires that only two 
board members have specific experience—in private industry (added in 2017). This 
requirement is consistent with the belief  of  several key stakeholders in the importance 
of  having board members from private industry, who are not part of  the K-12 system, 
so they can bring a different perspective than those who are part of  the system (e.g., 
educators or administrators). 

In contrast with other boards in Virginia and other states, the Code specifies no other 
experience for members of  the Board of  Education. The Code of  Virginia requires 
specific expertise or experience that aligns with key agency functions for several other 
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boards (sidebar). Virginia’s neighboring states require relevant expertise or experience 
for their boards of  education (such as experience as a classroom teacher). 

The Board of  Education may benefit from additional expertise. The General 
Assembly could consider including requirements for several board members to help 
inform board decisions. These requirements could include experience outside of  the 
K–12 system, such as leadership or policy-making experience at the local level because 
of  the critical role that local boards and local governments play in funding and 
administering school divisions. These requirements could also include expertise in 
specific areas within K–12 [e.g. career and technical education (CTE), special 
education, the transition from K–12 to higher education, or early childhood 
education]. In particular, requiring that one member have CTE expertise could be 
especially beneficial to the state given the challenges VDOE and the Virginia 
Community College System have in collaborating to support CTE (as discussed in 
Appendix E). Likewise, requiring a board member with expertise in early childhood 
development and education would support the board’s ability to fulfill its newly 
acquired role as the state’s leading agency for early childhood education (sidebar).  

POLICY OPTION 5 
The General Assembly could amend § 22.1-9 of  the Code of  Virginia to require that 
the Board of  Education include (i) one member with expertise or experience in local 
government leadership or policymaking, (ii) one member with expertise or experience 
in career and technical education, and (iii) one member with expertise or experience in 
early childhood education. 

 
In addition, current board membership represents only half  of  the state’s geographic 
regions. Virginia’s school divisions are organized into eight geographic areas referred 
to as superintendent’s regions. However, four of  the eight regions are not represented 
on the Board of  Education. The remaining four regions have at least one member, 
including four members from the Richmond metropolitan area (Table 5-2). 

TABLE 5-2 
Four regions lack representation and third-largest region has most members 

 Virginia’s Superintendent Regions 

 

1 
Richmond 
metro area 

2 
Tidewater 

3 
Northern 

Neck 

4 
NOVA 

5 
Valley 

6 
Western 

7 
Southwest 

8 
Southside 

 

# of members  
representing  

   

 
       

SOURCE: JLARC analysis of information from the Virginia Department of Education. 
NOTE: Reflects board membership as of June 30, 2020.  

The Code of Virginia re-
quires relevant expertise 
for appointees to some 
boards. Examples include  
the Board of Wildlife Re-
sources (§ 29.1-102),  
the VEDP Board of Direc-
tors (§ 2.2-2235.1), and 
the Board of Veterans 
Services (§ 2.2-2452). 

Legislation passed in 
2020—SB 578 / HB 
1012—requires the Board 
of Education to establish 
a statewide unified pub-
lic-private system for 
early childhood care and 
education in the Com-
monwealth to be admin-
istered by the Board of 
Education and VDOE.  
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Wider geographic representation on the board could help ensure the board’s deliber-
ations and decisions are informed by the varying perspectives and needs of each re-
gion and its students. One board member remarked that “while the board reflects di-
versity in gender and race, I do not believe we represent the Commonwealth’s 
geographic regions as well as we could.” The challenges facing school divisions can 
vary substantially by geographic region. While it may not be necessary or practicable 
to require one representative from each superintendent’s region, better overall geo-
graphic representation on the board would likely benefit the body and help inform 
its policies. For example, having at least one member from either of the two superin-
tendent’s regions in southwest Virginia would ensure that the challenges facing divi-
sions and communities in that part of the state can inform the board’s decisions and 
directives.  

Several other states require that their boards of  education reflect their state’s 
geographic regions. Maryland, Tennessee, North Carolina, Kentucky, and Georgia all 
require geographic representation on their state boards of  education through statute. 
In Virginia, several other boards require regional representation (sidebar). 

The General Assembly could consider requiring that there be broader regional 
representation on the Board of  Education given the differences in the student 
population across the state. While it may not be practical or necessary to require a 
member from each of  the state’s eight superintendent regions, the Code of  Virginia 
could be amended to require that there be representation from at least five of  the eight 
regions. 

 
POLICY OPTION 6 
The General Assembly could amend § 22.1-9 of  the Code of  Virginia to require the 
Board of  Education to include members that represent at least five of  the state’s 
eight superintendent regions.  

 

 

 

 

 

 

 

The Code of Virginia re-
quires geographic repre-
sentation for some 
boards. Examples include:
the Commonwealth 
Transportation Board (§ 
33.2-201), 
the Board of Wildlife Re-
sources (§ 29.1-102),  
the Board of Workforce 
Development (§ 2.2-
2471), 
the Virginia Growth and 
Opportunity Board (“GO 
Virginia,” § 2.2-2485), and 
the Board of Veterans 
Services (§ 2.2-2452). 
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Appendix A: Study resolution 
 

Operations and Performance of Virginia’s Department of Education 
 
Authorized by the Joint Legislative Audit and Review Commission on December 10, 2018 
 
WHEREAS, the Virginia Department of Education (VDOE) is led by the Superintendent of Public 
Instruction, who is tasked with providing “such assistance in his office as shall be necessary for the 
proper and uniform enforcement of the provisions of the school laws in cooperation with the local 
school authorities” (§ 22.1-23); and 
 
WHEREAS, Virginia’s educational environment has become increasingly complex for many reasons 
including: a more competitive global economy necessitating a highly educated workforce; evolving 
standards for student readiness, and teacher and school assessment and accountability; a greater 
percentage of students living in poverty, with limited English proficiency, and with unique or special 
educational needs; and 
 
WHEREAS, VDOE distributes more than $8 billion annually in federal and state general funds to 
Virginia’s 132 school divisions for the purpose of educating 1.25 million public school students; and 
 
WHEREAS, VDOE seeks to assist school divisions to design and implement instructional and 
special education programs; to regulate licensure of school personnel and preparation programs; and 
to administer statewide assessment tests; and 
 
WHEREAS, Virginia’s 132 school divisions are of widely varying sizes and levels of administrative 
expertise, and receive substantially differing levels of state and local funding; and this wide variation 
necessitates effective and tailored state support; and 
 
WHEREAS, the General Assembly appropriated $108 million for VDOE operations (comprising 57 
percent general funds and 43 percent non-general funds); and VDOE was authorized to employ 
about 330 full-time equivalent staff in FY19; and 
 
WHEREAS, VDOE classified and wage employee staffing declined following the Great Recession 
then subsequently increased; and 
 
WHEREAS, a 2016 review by the Auditor of Public Accounts found several material weaknesses in 
VDOE’s budgeting and fiscal oversight and internal controls; and 
 
WHEREAS, the Joint Legislative Audit and Review Commission (JLARC) not reviewed 
VDOE central office operations in many years; now, therefore be it 
 
RESOLVED by the Joint Legislative Audit and Review Commission that staff be directed to review 
the operations and performance of the Virginia Department of Education. In conducting its study, 
staff shall assess (i) whether VDOE successfully identifies major, statewide challenges to improving 
student performance—such as low performing schools and poor instructional quality—and 
implements workable strategies to address those challenges; (ii) whether VDOE adequately helps 
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school divisions in the design and implementation of effective instructional and instructional sup-
port programs; (iii) whether VDOE sufficiently incorporates best practices into the assistance it pro-
vides and effectively facilitates sharing of evidence-based and innovative practices among school di-
visions; (iv) whether VDOE adequately monitors compliance with educational and operational 
requirements that apply to school divisions; (v) whether VDOE effectively coordinates with other 
education and workforce agencies; (vi) whether the Board of Education has an effective relationship 
with VDOE; and (vii) whether VDOE is organized, staffed, and structured to ensure efficient and 
effective internal operations. JLARC shall make recommendations as necessary and review other is-
sues as warranted. 
 
All agencies of the Commonwealth, including local school divisions and boards, shall provide 
assistance, information, and data to JLARC for this study, upon request. JLARC staff shall have ac-
cess to all information in the possession of state agencies pursuant to § 30-59 and § 30-69 of the 
Code of Virginia. No provision of the Code of Virginia shall be interpreted as limiting or restricting 
the access of JLARC staff to information pursuant to its statutory authority. 
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Appendix B: Research activities and methods 
Key activities performed by JLARC staff  for this study included 

 structured interviews with staff  from VDOE, the Virginia Community College System 
(VCCS), the State Council of  Higher Education for Virginia (SCHEV), and non-govern-
ment stakeholder groups such as the Virginia Association of  School Superintendents;  

 surveys of  VDOE staff, school divisions, Board of  Education members, and state agen-
cies that collaborate on shared initiatives with VDOE; 

 interviews and focus groups with school division staff; 
 collection and analysis of  VDOE documents and data, including data related to funding, 

spending, staffing, and hiring; and 
 a review of  various other documents and data, including statutes and regulations in Vir-

ginia and other states, and previous VDOE audits and consultant reviews.   

Structured interviews and focus groups 
Structured interviews were a key research method for this report. Because of  COVID-19, nearly all 
interviews were conducted by phone. Interviews were conducted with: 

 VDOE leadership, including the superintendent of  public instruction, deputy superinten-
dents, assistant superintendents, and office directors; 

 staff  at 21 school divisions including local superintendents, technology specialists, and 
personnel managers; 

 staff  at other Virginia state agencies; and  
 representatives of  non-government stakeholders of  VDOE, such as the Virginia Associa-

tion of  Superintendents. 

VDOE staff 
JLARC staff  conducted approximately 40 interviews that encompassed over 50 VDOE staff  members 
over the course of  the study.  

Interviews included VDOE leadership, including the superintendent of  public instruction, both dep-
uty superintendents, each of  the seven assistant superintendents, the chief  school readiness officer, 
the director for business and risk management, and the chief  information security officer. The pur-
pose of  the interviews with VDOE leadership staff  was to learn about the respective roles and re-
sponsibilities—including compliance and support activities—of  staff  in their division or department, 
their perspective of  the agency’s organizational structure, how their department or division coordi-
nates with external stakeholders such as other state agencies, and the challenges faced by their division 
or department. 

JLARC conducted interviews with 18 office directors that lead VDOE’s various offices that house 
most of  VDOE staff. JLARC staff  interviewed 18 of  31 office directors. Interviews of  office directors 
covered topics such as the roles and responsibilities—including compliance and support activities—
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of  staff  in their division or department, their perspective of  the agency organizational structure, per-
ceptions of  agency leadership, how their department or division coordinates with external stakehold-
ers such as other state agencies, and the challenges faced by their office. 

JLARC staff  interviewed several other VDOE staff  about a variety of  topics, including topics related 
to their specific roles at the agency, agency culture and morale, leadership, communication, organiza-
tional structure, and adequacy of  agency information technology equipment.  

School divisions 
JLARC conducted in-depth virtual focus groups with staff  from 21 school divisions. Each focus group 
centered on one or more areas of  VDOE support and technical assistance that respondents to the 
division survey rated as less effective. Discussion topics included specific challenges affecting divi-
sions’ ability to achieve relevant goals, shortcomings with existing support and technical assistance 
offered by VDOE, and suggestions for how VDOE’s support and technical assistance could be im-
proved. The categories of  support and technical assistance addressed by focus groups were: 

 instructional technology, 
 recruitment, retention, and development of  non-instructional staff, 
 school facilities, 
 teacher recruitment, retention, and development, and 
 support provided by the Office of  School Quality. 

School divisions were invited to participate in specific focus groups based on their responses to appli-
cable survey questions. JLARC staff  created invite lists to focus groups based on a variety of  school 
characteristics including size, region of  the state, and local ability to pay to gather diverse perspectives 
on each topic.  

JLARC staff  conducted email outreach with school divisions (outside of  the focus group process) on 
several topics, including providing instruction to students with unique learning needs (e.g., English 
language learners, students in poverty, students in special education, students with disabilities, etc.); 
providing instruction in specific subject or content areas (e.g., reading, math, and science); providing 
career, technical, and adult education (CTE); and providing efficient pupil transportation. 

Other stakeholders 
JLARC staff  conducted interviews with the Virginia secretary of  education; staff  at other state agen-
cies that coordinate with VDOE, such as the Virginia Community College System (VCCS), the State 
Council of  Higher Education (SCHEV), and the Auditor of  Public Accounts (APA); subject-matter 
experts; and Virginia education stakeholder groups, as well other stakeholder groups such as the Vir-
ginia Association of  Superintendents (VASS), VASCD, Virginia Association of  Secondary School 
Principals, and Virginia Association of  Elementary School Principals.  In addition, JLARC staff  at-
tended a meeting of  the Virginia Public Education Coalition, which included representation from 
several stakeholder groups (e.g., VASS, VEA, VAESP) and teacher education programs. 
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Surveys and information collection 
Five surveys were conducted for this study: (1) a survey of  all full-time VDOE staff, (2) a survey of  
school divisions, 3) a survey of  members Virginia Board of  Education members, 4) a survey of  state 
agencies that collaborate with VDOE on shared initiatives, and 5) a survey of  school divisions to 
gather their opinion on the guidance, support, and determinations made by VDOE in response to the 
COVID-19 pandemic as it related to resuming school operations in the 2020–21 academic year. 

VDOE staff  
JLARC staff  administered a survey electronically to all salaried, full-time staff  at VDOE. JLARC staff  
sent the survey to 346 staff  and received responses from 277 staff  members for an overall response 
rate of  80 percent. These staff  represented all of  VDOE’s core service divisions and support divisions.  

Survey topics included staff  perceptions about working at VDOE, VDOE leadership and communi-
cation, staff  perceptions about their office(s), compliance activities of  each office, support and tech-
nical assistance provided by each office, and workload.  

School divisions 
JLARC submitted an electronic survey to school divisions in Virginia, and requested that the division 
superintendent, or a designee of  the superintendent complete the survey. The survey was sent to all 
133 school divisions and JLARC staff  received a response from 101 divisions, a response rate of  76 
percent (Figure B-1).  The survey focused on VDOE’s response to COVID-19 as of  May 2020, divi-
sions’ interactions with VDOE staff, VDOE’s accountability and compliance activities, the technical 
assistance and support provided by VDOE, VDOE’s school improvement process (academic review 
and division level memorandum of  understanding), and VDOE’s communication and coordination 
with key education and government stakeholders. 

In addition to the comprehensive survey of  school divisions, JLARC staff  also conducted a brief  
follow-up survey of  school division staff  to gather their opinion on the guidance, support, and deter-
minations made by VDOE in response to the COVID-19 pandemic as it related to resuming school 
operations in the 2020–21 academic year (August 2020). Fifty-eight school divisions (44 percent) re-
sponded to the follow-up survey. 
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FIGURE B-1 
Survey responses by school division 

 
SOURCE: JLARC analysis of school division survey responses. 

Agency and program collaboration information collection instrument 
JLARC administered an electronic information collection survey to other state agencies that coordi-
nate with VDOE on state initiatives and programs. JLARC received responses from nine state agencies 
in reference to 48 initiatives and programs. These agencies include the Department for Aging and 
Rehabilitative Services (DARS), Office of  Children’s Services (OCS), Department of  Criminal Justice 
Services (DCJS), and Virginia Community College System (VCCS). Appendix E includes a full list of  
the programs and initiatives.  

Other states 
Data and information requests were sent to staff  from departments of  education in seven other states. 
These included Florida, Georgia, Kentucky, Maryland, North Carolina, South Carolina, and Tennes-
see. Requests were used to gather data and information necessary to compare staffing, roles, programs, 
policies, practices, and legal authority at VDOE to its counterparts in other states.  

Data analysis  
Several data analyses were performed for this study. JLARC staff  reviewed and analyzed 

 VDOE staffing and turnover using DHRM data and reports, 

 VDOE spending using agency expenditure data, 

 VDOE funding and appropriation data in the Virginia Appropriation Act, 

 Virginia school accreditation data, and 
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 data regarding the characteristics of  Virginia public schools including student enrollment, stu-
dent racial demographics, student body composition (e.g., special education, disabled, home-
less, child of  veterans, talented and gifted), locality fiscal stress score, and locality composite 
index score (local ability to pay). 

Document review 
JLARC staff  reviewed numerous other documents and literature pertaining to education agency man-
agement in Virginia and nationwide, such as: 

 Virginia statutes and regulations on the authority of  VDOE; 

 other states’ Department of  Education websites and statutes on Department of  Education 
legal authority;  

 prior studies and reports on VDOE and K–12 education in Virginia, including internal agency 
reports, JLARC reports, Auditor of  Public Accounts reports, and independent consultant re-
views of  VDOE; and 

 guidance and support documents provided to school divisions by VDOE, including those 
related to school performance and improvement, the VDOE website, VDOE’s Single Sign-
On Web System (SWSS) used for school division data submission, guidance and support pro-
vided to school divisions regarding the COVID-19 pandemic. 

 

COVID-19 pandemic impact on study and research 
The COVID-19 pandemic emerged during this study.  JLARC staff  worked remotely for the later 
stages of  the study planning phase and the duration of  the research, findings, and reporting phase of  
the project. Likewise, Virginia’s school divisions closed for the remainder of  the 2019–20 academic 
year, and school division staff  were forced to undergo substantial disruption and increased workload 
to address the situation. Finding opportunities for interviews or other feedback from school division 
staff  was generally challenging as a result of  the disruption and increased workload placed on school 
divisions by COVID-19. Regardless, JLARC staff  were able to gather input from school divisions via 
two surveys and a series of  focus groups.  
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Appendix C: VDOE guidance to school divisions in response to 
COVID-19 pandemic  
Because of  the evolving nature of  the COVID-19 pandemic while JLARC staff  reviewed VDOE, 
staff  did not seek to reach definitive conclusions about the quality or effectiveness of  VDOE’s re-
sponse to the crisis. JLARC staff  did, though, catalog the major aspects of  VDOE’s response from 
March to September 2020. 

Governor’s office, secretary of education, VDH, and VDOE contributed to state 
response and guidance for school divisions 
Through executive orders, the governor, several task forces, and many state agencies have managed 
the Commonwealth’s response to COVID-19. On March 12, the governor declared a state of  emer-
gency.  All K-12 schools were closed temporarily, then subsequently closed for the remainder of  the 
2019–20 academic year. On June 9, the governor announced that K–12 schools could begin a phased 
reopening process for the 2020–21 academic year. The governor’s office announced schools could 
reopen in three phases depending on the determination of  the severity of  the COVID-19 outbreak. 
These phases include: 

 Phase One: Special education programs and child care for working families are provided in-
person. 

 Phase Two: Phase One services plus preschool through third grade student instruction, Eng-
lish learner instruction, and summer camps in school buildings are provided in-person. 

 Phase Three: All students may receive in-person instruction that can be accommodated with 
strict social distancing measures in place, which may require alternative schedules that blend 
in-person and remote learning for students. 

 Beyond Phase Three: Divisions will resume “new-normal” operations under future guid-
ance. 

The governor’s office gave local school divisions discretion on how to operationalize policies within 
each phase. As of  July 31, 2020, Virginia was in Phase Three. 

On July 6, 2020, VDH and VDOE jointly issued high level guidance for school divisions, largely based 
on the Centers for Disease Control (CDC)’s guidance and understanding of  COVID-19 at the time. 
The CDC guidance included three risk levels: 

 Lowest risk - Students and teachers engage in virtual-only classes, activities, and events. 
 More risk - Small, in-person classes, activities, and events. Groups of  students stay to-

gether and with the same teacher throughout/across school days and groups do not mix. 
Students remain at least six feet apart (or three feet when wearing masks) and do not share 
objects (e.g., hybrid virtual and in-person class structures, or staggered/rotated scheduling 
to accommodate smaller class sizes). 
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 Highest risk - Full sized, in-person classes, activities, and events. Students are not spaced 
apart, share classroom materials or supplies, and mix between classes and activities. 
 

The secretary of  education’s office facilitated a variety of  task forces and workgroups consisting 
of  state and local officials.  These included an Education Response and Recovery Work Group, 
and task forces on continuity of  learning, return to school, and accreditation. The workgroup and 
associated task forces included many senior VDOE staff, and dozens of  school division staff  
such as current and retired teachers, current school division superintendents, school division aca-
demic, assessment and testing, resource, coordinator, human resource, operations and transporta-
tion, and other staff. The task forces also included representatives from numerous associations 
such as the Virginia Parent Teacher Association and Virginia Association of  School Superinten-
dents. 

VDH required school divisions to develop and submit a health plan, and VDOE required divisions to 
develop and submit a plan for providing new instruction (“instructional plan”) before re-opening for 
the 2020-21 academic year.  Both agencies provided guidance and a template for school divisions to 
develop a health plan. The plans required divisions to address their plans and procedures for a variety 
of  topic areas related to providing safe, healthy environments and quality instruction for the new 
academic year (Table C-1). VDOE provided guidance for completing the instruction plan, which is to 
include components such as a plan for operational infrastructure to support learning (technology, 
communications, transportation, etc.) and identifying gaps in student needs. VDOE is responsible for 
reviewing both the health plan and plan for new instruction submitted by each division. 

TABLE C-1 
VDH and DOE required school divisions to submit plans that addressed a variety of topics 

Health plan Instructional plan 
 Local public health conditions 
 Planning to reopen 
 Promotion behaviors that reduce the 

spread of COVID-19 
 Preparing for when someone gets sick 
 Protecting vulnerable individuals (65+, 

underlying health conditions) 
 Maintaining healthy environments and 

operations 
 Planning to close down, if necessary, due 

to severe conditions 

 Operational infrastructure to support 
learning 

 New instruction for all students (equity, 
preparing teachers through professional 
development, family engagement, com-
munication with stakeholders) 

 Identification of instructional gaps and stu-
dent needs (identification and assessment, 
supports, revisions to curriculum, pacing, 
and delivery) 

 Remote learning (should further closures 
be necessary) 

SOURCE: VDH and VDOE websites. 

Since March 2020, VDOE has maintained a dedicated section of  its website to the COVID-19 re-
sponse. All COVID-19-related guidance is posted to this website, along with a series of  frequently 
asked questions. VDOE posted answers to 130 frequently asked questions about closing schools. As of  
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late September, VDOE had posted 134 frequently asked questions about re-opening schools. Question 
topics included:  

 school budget and finance, 
 assessment and accountability, 
 instruction delivery, 
 early childhood care and education, 
 special education and student services, 
 school nutrition services, 
 data collection and technology, 
 teacher education and licensure implications, 
 transportation, and 
 student athletics. 

Primary state resource for school divisions was a 131-page guidance document 
The foundational guidance provided to school divisions, a document entitled “Recover, Redesign, 
Restart” was released by the secretary of  education, superintendent of  public instruction, and chair 
of  the board of  education in early July 2020. The guidance was more than 130 pages long and included 
recommendations, checklists, and other resources to facilitate local school boards’ decision-making 
about how best to educate children while COVID-19 is still a public health risk. 

The guidance addressed a variety of  topics related to the operational, instructional, and health con-
siderations for deciding when and how to fully reopen schools.  Topics included: 

 key steps to ensuring equity, 
 return to school guiding principles and phases, 
 health and safety procedures and mitigation strategies, 
 facilities, schedules, and transportation accommodations, 
 sample schedules, 
 key questions for finance and budget, communications, and human resources, 
 key questions for remote learning and telework, and 
 recommendations for remote and hybrid instruction. 

In these topics and others, the guidance document included links to best or other practices, questions, 
checklists, and templates.  Examples of  some of  these materials are shown below. 
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EXHIBIT C-1 
Example informational materials included in guidance to school divisions 

 
SOURCE: VDOE guidance document, “Recover, Redesign, Restart.” 

 



Appendixes 

Commission draft 
66 

EXHIBIT C-2 
Guidance for school operations for governor’s phased reopening 

 
SOURCE: VDOE guidance document, “Recover, Redesign, Restart.” 
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EXHIBIT C-3 
Example schedules for various return to school models (e.g. hybrid schedule) 

 
SOURCE: VDOE guidance document, “Recover, Redesign, Restart.”  
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School divisions generally reported being satisfied with VDOE’s guidance, though 
media reports reflect substantial dissatisfaction among parents  
JLARC surveyed school divisions twice to obtain their perspective on VDOE’s guidance on the pan-
demic as it unfolded. The first survey was administered in late May, after the governor had closed 
schools but before the decision to allow re-opening had been made. The second survey was adminis-
tered in mid-August, following the release of  guidance on re-opening and school boards deciding 
whether and how to reopen in September. 

In May, school divisions were generally satisfied with VDOE’s guidance as schools closed.  Divisions 
were asked several questions about the guidance VDOE provided them as well as their interactions 
with VDOE staff. The vast majority of  divisions either strongly agreed or agreed that the guidance 
provided was helpful. For example, 88 percent of  divisions either strongly agreed or agreed that 
VDOE’s guidance on COVID-19 was complete and comprehensive. The vast majority of  divisions 
(94 percent) also either strongly agreed or agreed that VDOE staff  were responsive to their questions. 
Over 94 percent indicated that VDOE’s overall efforts were helpful to their division (Figure C-1). 

The responses below from school divisions illustrate the level of satisfaction but also some frustra-
tions with VDOE during the pandemic response in the spring (May 2020): 
 

 “The regularity with which DOE has met with and updated superintendents has been 
commendable. Although the situation remains very fluid, DOE has given us the right 
amount of  information to reasonably plan for the immediate and some of  what may hap-
pen in the future. Updates which have budgetary implications have been much appreciated 
and allowed us to be better informed when speaking with staff, board, and community 
members.” 

 “I believe that VDOE has done a good job communicating with school divisions.  Some-
times the communications are overwhelming.  The frustrating thing is that information 
changes from one week to the next.  I’m sure it’s not VDOE's fault as we are all navigating 
uncharted waters.” 

 “There has been lag time in the decisions, committees and reports with a lack of  decisive 
leadership decisions, especially with regard to the reopening of  schools. Waivers and appli-
cations for funding have been lagging. While much of  this is due to the lag from the Feds 
and the Governor's Office in terms of  their response, Virginia and its VDOE leadership 
needs to be more direct in its responses and clear in its approach to how we are going to 
consistently open or reopen our schools.” 

 
School divisions remained generally satisfied with VDOE’s guidance in preparing for the 
2020–21 academic year, when surveyed in August regarding VDOE’s ongoing response to 
COVID-19. Again, the vast majority of  divisions either strongly agreed or agreed that the 
guidance provided by VDOE was helpful.  For example, 81 percent of  divisions either 
strongly agreed or agreed that VDOE’s guidance on COVID-19 was complete and compre-
hensive. The vast majority of  divisions (86 percent) also either strongly agreed or agreed that 
VDOE staff  were responsive to their questions. About 83 percent indicated that VDOE’s 
overall efforts were helpful to their division. 
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FIGURE C-1 
School divisions were generally satisfied with VDOE guidance and staff assistance 

 
SOURCE: JLARC surveys of school divisions, May and August 2020. 
NOTE: Questions related to VDOE’s guidance for virtual learning and the usefulness of the development of a health plan and instruc-
tional plan were not asked in the May survey of school divisions. 

JLARC’s August 2020 survey of  school divisions covered three topics in addition to those covered in 
the May 2020 survey. These three additional questions asked divisions to report the usefulness of  1) 
VDOE’s guidance related to developing virtual learning, 2) a health plan, and 3) an instructional plan. 
Overall, just 43 percent of  divisions agreed that VDOE’s support and guidance for virtual learning 
has been sufficient for their division to transition to an increased reliance on virtual learning for the 
2020–21 academic year; with another 36 percent of  school divisions neither agreeing nor disagreeing 
with the sufficiency of  VDOE’s support for virtual learning (see Chapter 3). On the other hand, over 
80 percent of  divisions agreed that the health plans and instructional plans they were required to 
develop was useful.  

One theme from August 2020 survey responses was that school divisions wanted stronger state guid-
ance, from VDOE, VDH, the General Assembly, or the governor’s office, about when it would be 
appropriate to allow in person instruction in their locality. One school division staff  stated: “It's un-
fortunate that the VDOE guidance is only that, guidance, and that local school divisions have been 
left hanging in the wind.  I understand that isn't VDOE's fault, necessarily, but perhaps VDOE's 
guidance could be given more weight through action of  the [General Assembly] so that we don't have 
133 school divisions trying to make these critical and politically charged decisions.” Similarly, another 
staff  in another division indicated: “I feel that DOE or VDH should or could have done a better job 
of  determining which school divisions were safe to go back to school or who should be totally virtual. 
School divisions in my opinion could have been color coded by the [number] of  cases, ages of  people, 
and other data. I do not think the task should have been left totally to the local school division without 
more assistance from VDH, DOE, or the governor's office.” 

The responses below from school divisions illustrate the level of satisfaction, but also some of the 
frustrations with VDOE during the pandemic response in the lead up to the 2020–21 academic year 
(August 2020): 
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 “Dr. Lane and his staff have been great to communicate, answer questions, and provide 
guidance. VDOE, like each school division, has been placed in a ‘no win’ situation.” 

 “Thank you for the comprehensive and responsive way the VADOE has assisted school di-
visions during the COVID-19 pandemic.  Your efforts are valued and appreciated.  Good 
job...Dr. Lane!  Keep up the important work!” 

 “My opinion is that Dr. Lane and his staff have handled a super challenging situation very 
well in terms of transparency, communication, hands on / hands off, and empathy. Thanks!’ 

 “The state guidance was often evolving as was to be expected. However, while the guidance 
was often helpful it was not always as detailed or timely as would have been ideal. However, 
it is understood giving the conditions everyone is working under.” 

 “Dr. Lane and VDOE staff have been immensely responsive, helpful, understanding, and 
proactive in helping school districts plan for multiple scenarios given the current landscape 
of community and state health.  The planning documents were very useful and provided ex-
cellent guidance for the creation of individualized plans.  The weekly phone calls with Dr. 
Lane and state-level experts have been above and beyond the call of duty to ensure school 
superintendents are all receiving the same information to make the right decisions for their 
communities.” 

 “VDOE’s weekly meetings provided good information and answered many questions related 
to COVID-19.  However, after weeks of information gathering I was in need of more syn-
thesis of the information so I could make decisions necessary for the operation of the divi-
sion. VDOE did a good job decimating information. However, in times of uncertainty and 
complexity, decision making constructs are needed to help guide policy, discussions and de-
cision making. It would have been useful to have this level of support from VDOE staff.” 

 “Guidance from VDOE is sometimes a moving target. For example, divisions were required 
to submit the health mitigation plan, but we’ve been pulled in at least 6 different directions 
for advisement with no solid backing...translation, we’re on our own.” 

 “[Sometime the guidance was not timely]: 1) Consideration for divisions not on a “tradi-
tional” schedule needed. Often felt as though discussion and suggestions focused on divi-
sions that open post-Labor Day rather than being inclusive of those that open pre-Labor 
Day. 2) Information re virtual learning expectations not yet released—expected Friday [8-
14], August 14—but some divisions already have opened and others already have plans in 
place and communicated. The timing seems to be behind the schedule on which school divi-
sions are working.” 

 “New and updated guidance has at times been overwhelming—especially to a small school 
division that has only a few administrators.” 

Across the Commonwealth, school boards weighed the risks and benefits of  in-person and virtual 
instruction. Parents, teachers, and other school employees wrote e-mails and letters to school division 
staff  and school board members, and attended meetings (usually virtually) to express their concerns. 
Changing quantities of  positive cases and fluctuations in positive testing rates further complicated the 
decision about when and how to reopen schools. 
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EXHIBIT C-4 
Media accounts reflected the challenges and issues associated with COVID-19 

 
 
SOURCE: Various media outlet websites. 
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Appendix D: VDOE spending, staffing, & recent hiring 

VDOE expenditures 
In the most recent fiscal year, FY20, VDOE spent $102.4 million (Figure D-1). The largest categories 
of  spending were: 

 pupil assessment services, which fund the state testing contract with Pearson ($30.1 mil-
lion) as well as student assessment staff  at VDOE;  

 instructional services, which primarily support curriculum development and content area 
expertise at VDOE; and 

 administrative and support services, which include agency leadership, IT, and budgeting 
staff. 

FIGURE D-1  
Majority of VDOE expenditures spent on testing, curriculum, and administrative services 

 
SOURCE: VDOE expenditure data, FY20. 
NOTES: Pupil assessment services expenditures are spent on VDOE’s testing contract with Pearson and staffing in the Office of Student 
Assessment. Instructional services expenditures include staffing in the Department of Learning and Innovation, and some staffing from 
the Office of School Quality. Administrative and support services expenditures include personnel costs for executive leadership staff, 
finance and budget staff, the Office of Human Capital, and IT services. 

When FY20 spending is analyzed by category, contractual services (largely the Pearson testing con-
tract) and personal services (staff  salaries and benefits) constitute over 85 percent of  costs (Figure D-
2). 
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FIGURE D-2 
Majority of VDOE expenditures spent on contracts and personnel costs 

 
SOURCE: VDOE expenditure data, FY20 

VDOE’s spending increased nearly 21 percent from $84.9 million in FY11 to $102.4 million in FY20, 
before adjusting for inflation (Figure D-3). The greatest spending increases occurred in school and 
division assistance (which includes school improvement, school nutrition, and pupil transportation); 
instructional services; and administrative and support services (Figure D-4). Pupil assessment spend-
ing, the largest category of  spending at VDOE, decreased as the number of  standardized tests de-
creased and VDOE eliminated other contractual services provided by Pearson to reduce contract costs 
(such as some test results reporting and in-person professional development for school testing coor-
dinators). The spending reduction for Pearson testing contract was primarily responsible for the de-
crease in total agency spending in FY15. 

FIGURE D-3 
Expenditures have increased in the last decade, despite drop in FY15 

 
SOURCE: VDOE expenditure data, FY11-FY20. 
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FIGURE D-4 
Largest spending increases were on school and division assistance, instructional services, and 
administrative services 

 
SOURCE: VDOE expenditure data, FY11–FY20. 

VDOE staffing 
VDOE’s staffing levels decreased following the Great Recession, but have rebounded in recent years. 
In FY11, VDOE had 328 staff. Staff  levels then declined to a low of  280 in FY15. Since then, staffing 
has increased to 343 in FY20 (Figure D-5). This includes both full- and part-time staff. 

FIGURE D-5 
Staffing levels decreased from FY11 to FY15, but have since increased 

 
SOURCE: DHRM staffing data for VDOE, FY11-–FY20. 
NOTES: Staffing data is from December 31 of each fiscal year. Staffing levels include full- and part-time staff. 
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The greatest areas of  growth in staffing, from FY11 to FY20, were school and division assistance (15 
additional staff  primarily in the Office of  School Nutrition) and administrative and support services 
(15 additional staff). All other areas saw slight decreases in staffing levels (Figure D-6). 

FIGURE D-6 
Staffing increases driven by growth in school and division assistance and administrative and 
support services 

 
SOURCE: DHRM staffing data for VDOE, FY11–FY20. 
NOTES: Staffing data is from December 31 of each fiscal year. Staffing levels include full- and part-time staff. 

Leadership staffing changes caused some staff concern, but agency followed state human re-
sources policies 
VDOE’s leadership has seen significant changes since June 2018 (around the time of  the agency 
reorganization). The agency hired 15 individuals for leadership positions from outside the agency, 
including: one of  two deputy superintendents, five of  seven assistant superintendents, the chief  school 
readiness officer, the chief  information security officer, and seven of  31 office director positions. 
While several new hires in leadership positions were due to newly created positions, eight assistant 
superintendents, senior-level officers, and office directors have left VDOE since June 2018 when the 
agency reorganization began. In some cases, staff  were demoted to a lower-level position or asked to 
leave for performance issues.  

Some VDOE staff  perceive that new hires in leadership positions were given preference because of  
previous working or professional relationships with the superintendent of  public instruction. Several 
staff  members expressed concern, both in survey responses and interviews, about the number of  
leadership positions filled by former colleagues of  the superintendent. Of  16 new hires in senior 
leadership and office director positions, six most recently worked with the superintendent in a previous 
capacity, before his appointment. Another four of  the 16 new hires were from other school divisions 
in the Richmond metropolitan region. Some VDOE staff  indicated that having such a large 
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proportion of  agency leadership that shares similar backgrounds and professional experiences results 
in a lack of  diversity in thinking and perspectives, which could hinder VDOE’s ability to support 
various school divisions and student populations across Virginia. 

Despite the concerns expressed, JLARC found no evidence of  inappropriate hiring practices, and new 
hires in leadership appear qualified for their roles. VDOE followed Department of  Human Resource 
Management requirements when recruiting and hiring classified positions. According to information 
and data provided by VDOE’s Office of  Human Capital, VDOE: 

 runs job postings for at least five business days; 
 includes information about the role, working title, and salary range in job postings; 
 screens applicants for minimum qualifications established for the position; and 
 interviews candidates using a diverse selection panels to conduct interviews. 

New staff  also generally have relevant past work experience related to their roles at VDOE (e.g., 
former division superintendent, former chief  financial officer at a school division).  

Furthermore, JLARC staff  did not find evidence that the new hires in agency leadership and 
management positions have negatively affected agency operations. In several cases they have improved 
them. Recently hired agency leadership staff  were often viewed positively. In interviews and in review 
of  survey responses, JLARC did not identify problems with the ability of  new leadership staff  to 
perform their responsibilities (beyond the typical learning curve for any new employee). 

Recently hired agency leadership and management staff  were often viewed positively by other VDOE 
staff, school divisions, and other stakeholders. Several school division superintendents spoke highly 
of  the shift in VDOE culture that occurred because many new staff  in leadership positions have 
recent school division experience, with one superintendent stating: “Dr. Lane has built a team of  
leaders with far more recent experience in school divisions than the DOE has ever had in my 15 years 
as a superintendent. It has made a huge difference having more people in the department with divi-
sion-level leadership experience...a truly huge difference!” Furthermore, other VDOE staff  generally 
had a positive view of  new leadership and management staff, especially when asked about an individual 
manager in isolation (rather than as part of  the broader “new” group).  
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Appendix E: VDOE coordination with key partners 
VDOE is required to coordinate with several other state agencies to accomplish specific tasks directed 
by federal or state law. For example, VDOE works with the Virginia Department of  Social Services 
(VDSS) across several program areas, such as family services, early childhood development, and ben-
efits, particularly food assistance. Other agencies with which VDOE works regularly include the De-
partment for Aging and Rehabilitative Services (DARS), the Department of  Criminal Justice Services 
(DCJS), and the Virginia School for the Deaf  and the Blind (VSDB). Furthermore, VDOE is required 
to coordinate with certain state boards and commissions, typically through the appointment of  the 
superintendent of  public instruction or a designee to such entities. 

Other state agencies generally consider VDOE to be an effective partner for shared initiatives, accord-
ing to a JLARC survey. Agencies rated VDOE’s overall level of  collaboration on shared initiatives as 
“effective” for 42 of  48 of  programs and “somewhat effective” for 5 programs, with just one program 
area being rated as ineffective. In addition, state agencies responding to the survey rated VDOE’s 
coordination on shared programs across several factors, such as responsiveness of  VDOE staff, 
whether VDOE staff  were collaborative, and the adequacy of  the level of  resources dedicated to each 
initiative by VDOE (Table E-1). Finally, of  the 48 programs and initiatives identified by other state 
agencies, 11 were rated as having improved during the last 12 months, none were rated as having 
gotten worse, and the remainder were rated as “no change.” 

TABLE E-1 
State agencies rated VDOE highly across all dimensions of coordination  

 Somewhat effective or better Not effective 

Overall coordination with VDOE 47 (98%) 1 (2%) 

VDOE staff: responsive 48 (100%) 0 

VDOE staff: collaborative 47 (98%) 1 (2%) 

VDOE staff: knowledgeable 48 (100%) 0 

 Adequate   Inadequate 

Resource level devoted by VDOE 44 (92%)  4 (8%) 

SOURCE: JLARC survey of key state agencies identified as having shared initiatives with VDOE (sidebar). 

 

VCCS and VDOE indicated that coordination between the two agencies related to career and technical 
education (CTE) was ineffective, mainly due to the lack of  communication between the two agencies. 
Coordination between the two agencies is required because VDOE administers the federal Perkins 
grant that funds CTE in high school and postsecondary settings such as community colleges, and the 

JLARC staff administered 
a survey to 12 state 
agencies that partner 
with VDOE and received 
responses from nine 
(75%). Respondents pro-
vided background infor-
mation about shared ini-
tiatives, rated VDOE on 
specific dimensions of 
collaboration, and identi-
fied areas for improve-
ment, if any. The survey 
was not distributed to 
two key partner agen-
cies—the Virginia Depart-
ment of Health and Vir-
ginia Employment 
Commission—due to 
their extraordinary re-
sponsibilities related to 
the COVID-19 pandemic. 
(Appendix B)  
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Board of  Education is the state’s board for CTE. In particular, VCCS staff  expressed dissatisfaction 
with the timeliness of  VDOE’s CTE-related communications, including receiving late or no notice 
about upcoming events, such as federal monitoring visits or presentations to the Board of  Education. 
This has resulted in VCCS staff  feeling less than fully informed and prepared. VDOE leadership staff  
agreed that communication with other agencies related to CTE could be improved. Furthermore, 
relative to other areas of  the agency, staff  in VDOE’s Office of  CTE were less likely to agree that 
their office communicates well with external parties. 

VDOE also effectively coordinates and collaborates with non-government stakeholders on shared 
initiatives or address shared goals. Stakeholder groups partner with VDOE on efforts such as profes-
sional development initiatives or representation on VDOE’s advisory committees. All non-govern-
ment stakeholders interviewed expressed positive or neutral overall views of  VDOE, with many 
speaking especially highly of  the individual VDOE staff  with whom they interact most frequently.   

School divisions also described effective collaboration and relationships between VDOE and non-
government stakeholders. For example, 90 percent of  school divisions responding to JLARC’s survey 
agreed that “VDOE has effective relationships with non-governmental partners such as professional 
and lobbying organizations,” with nearly half  indicating that they strongly agreed. 

In addition to the survey of other state agencies (Table E-2), VDOE staff provided descriptions of 
all mandatory coordination obligations of the superintendent of public instruction, including infor-
mation about designees, where appropriate (Table E-3 and Table E-4). This was done to gain a bet-
ter understanding of the agencies, boards, commissions, and work groups with which VDOE plays a 
role. 

TABLE E-2 
Results of survey of state government partners 

Agency Program Overall rating Trend 

VSDB VSDB School Extremely effective Remained the same 

VDSS Cross-agency implementation of ESSA provisions (Division 
of Family Services) Extremely effective Remained the same 

VDSS COVID collaborative workgroup Extremely effective Remained the same 

VDSS Aggregate data sharing Very effective Remained the same 

VDSS Anticipated: Statewide Prevention Plan Very effective Remained the same 

VDSS MOA to collaboratively address abuse/neglect Very effective Remained the same 

VDSS VLDS research project Extremely effective Remained the same 

VDSS VLDS data sharing and research grant Effective Remained the same 
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Agency Program Overall rating Trend 

VDSS Cross-agency implementation of ESSA provisions (early 
childhood) Effective Remained the same 

VDSS Head Start Collaboration Advisory Council Extremely effective Remained the same 

VDSS Biennial count of 4-Year-Old Head Start children Extremely effective Improved 

VDSS Preschool Development Grant committees Effective Remained the same 

VDSS Planning and coordination for early childhood consolida-
tion Effective Remained the same 

VDSS SNAP (direct certification for National School Lunch Pro-
gram) Extremely effective Remained the same 

VDSS Summer Food Service Program Extremely effective Improved 

VDSS SNAP (Summer EBT and Pandemic EBT) Effective Remained the same 

VCCS Carl D. Perkins Grant Not effective Remained the same 

VCCS Virginia Education Wizard Effective Improved 

VCCS Dual enrollment Somewhat effec-
tive Remained the same 

VCCS Teacher licensure Effective Remained the same 

VCCS College readiness pathways Effective Remained the same 

VCCS Adult education Somewhat effec-
tive Remained the same 

SCHEV GEAR UP Virginia Extremely effective Remained the same 

SCHEV College Access Initiatives Effective Remained the same 

SCHEV Communications Effective Improved 

SCHEV Virginia Education Wizard Effective Remained the same 

SCHEV Virginia Longitudinal Data System (VLDS) Effective Remained the same 

SCHEV Granville P. Meade Scholarship Very effective Remained the same 

SCHEV COVID-related communications Effective Remained the same 
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Agency Program Overall rating Trend 

SCHEV Dual enrollment Effective Remained the same 

SCHEV Teacher education Effective Remained the same 

OCS Program 453:  Financial Assistance to Localities Extremely effective Remained the same 

OCS Collaboration regarding special education private day 
placements and general special education issues Extremely effective Improved 

DBVI IDEA Funding Extremely effective Improved 

DBVI DBVI/Local school division cooperative agreements Effective Improved 

Workforce 
Development 
Board 

Title II funds (via Workforce Investment Opportunity Act) Very effective Remained the same 

DCJS Threat assessment curriculum update Very effective Remained the same 

DCJS Suicide risk assessment and threat assessment and man-
agement Extremely effective Remained the same 

DCJS Virginia School Survey of Climate and Working Conditions Extremely effective Improved 

DCJS VDOE and DCJS Memorandum of Understanding Extremely effective Improved 

DCJS Suicide prevention programming Extremely effective Improved 

DCJS Trauma informed programming Extremely effective Improved 

DARS Vocational rehabilitation program (VR) Effective Remained the same 

DARS VR-child count Somewhat effective Remained the same 

DARS VR- transition services Somewhat effective Remained the same 

DARS VR - information to local education agencies Somewhat effective Remained the same 

DARS Postsecondary Education Rehabilitation Transition (PERT) 
Program Extremely effective Remained the same 

DARS Virginia Longitudinal Data System Extremely effective Remained the same 

SOURCE: JLARC survey of key state agencies identified as having shared initiatives with VDOE. 
NOTE: Survey was not distributed to two key partner agencies—the Virginia Department of Health and Virginia Employment Commis-
sion—due to their extraordinary responsibilities related to the COVID-19 pandemic. 
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TABLE E-3 
Superintendent’s commitments: Statutory requirements 

Citation Entity Fulfillment 

§ 2.2-208.1 School Readiness Committee The superintendent of public instruction attends these meet-
ings. 

§ 2.2-401.01 Virginia Indian Advisory Board 
Director of the Office of Equity and Community Engagement 
is designee. The superintendent of public instruction attends 
frequently. 

§ 2.2-2648 State Executive Council for Children’s Services Assistant superintendent of special education and student 
services staffs these meetings. 

§ 2.2-2664 Virginia Interagency Coordinating Council Early childhood special education specialist serves on the 
council. 

§ 2.2-2696 Substance Abuse Services Council Director of the Office of Student Services serves as the alter-
nate.  Most of the membership is served by alternates. 

§ 9.1-111 Advisory Committee on Juvenile Justice and 
Prevention 

Director of the Office of Student Services staffs this commit-
tee. 

§ 22.1-23 Board of Education 
Staff assigned to Board of Education to support this role; su-
perintendent attends and participates in all meetings and 
committees. 

§ 22.1-23 
Liaison to the State Council of Higher Educa-
tion for Virginia and the State Board for Com-
munity Colleges 

Chief of staff and deputy superintendent of School Quality, 
Instruction serves as VDOE representative. 

§ 22.1-164 Virginia Public School Authority 
Deputy superintendent of budget, finance, and operations is 
the superintendent of public instruction's designee and at-
tends all meetings 

§ 22.1-212.2 Virtual Learning Advisory Committee 
The superintendent of public instruction has attended some 
of these meetings. 

Staffed by two staff from the Office of STEM and Innovation. 

§ 22.1-253:10 SOL Innovation Committee The superintendent of public instruction served on this prior 
to repeal. 

§ 22.1-305.2 Advisory Board on Teacher Education and Li-
censure 

Assistant superintendent of teacher education and licensure, 
staffs this committee and serves as the superintendent of 
public instruction's designee. 
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Citation Entity Fulfillment 

§ 22.1-317 Interstate Agreement on Qualification of Edu-
cational Personnel 

NASDTEC - Directors of Teacher Licensure - is the only cur-
rent compact under this statutory authority. 

Assistant superintendent of Teacher Education and Licensure 
is point of contact. 

§ 22.1-337 Education Commission of the States The superintendent of public instruction attends these meet-
ings regularly. 

§ 22.1-346.2 Board of Visitors of the Virginia School for the 
Deaf and the Blind 

Specialist for deaf, hearing impairments, blind, visual impair-
ments and deaf-blindness. Office of Instructional Services 
serves as the consultant. 

§ 22.1-361 Virginia Council on the Interstate Compact on 
Educational Opportunity for Military Children 

The superintendent of public instruction chairs the council. 

§ 23.1-200 State Council of Higher Education 

Chief of staff and deputy superintendent of school quality, in-
struction, and performance serves as agency representative. 

Director of the Office of Equity and Community Engagement 
attends as well. 

§ 30-326 Autism Advisory Council Assistant superintendent of special education and student 
services is designee. 

§ 30-348 Commission on Civic Education Two staff from Office of Humanities serve as agency staff and 
designees. 

§ 30-376 Commission on School Construction and Mod-
ernization 

Commitment will be effective July 1, 2020. Will be managed 
by staff from the Office of Support Services. 

§ 32.1-283.1 State Child Fatality Review Team VDOE’s school psychologist specialist serves as the superin-
tendent's designee. 

SOURCE: VDOE. 

TABLE E-4 
Superintendent’s commitments: Project-based commitments 

Citation Description Fulfillment 

§ 2.2-604.2 
Designate energy manager to serve as agency point of contact with 
Department of Mines, Minerals and Energy and Department of General 
Services on energy efficiency in agency buildings. 

Position effective July 1, 2020. Will 
be assigned to Office of Support 
Services. 

§ 22.1-23 

§ 32.1-19 

Along with the state health commissioner, work to combat childhood 
obesity and other chronic health conditions that affect school-age chil-
dren. 

Current initiatives/partnerships in-
clude: Virginia Foundation for 
Healthy Youth, No Kid Hungry, 
oversight of School Nutrition Pro-
grams, and Health SOLs. 
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Citation Description Fulfillment 

§ 22.1-23.2 

The superintendent of public instruction shall identify any survey, ques-
tionnaire, inquiry, or other communication that requires a response 
from a school board or division superintendent as required by this title, 
board regulations, the superintendent, the department, or other state 
agencies and shall, in collaboration with any identified requesting en-
tity, work to consolidate, as much as practicable, all such surveys, ques-
tionnaires, inquiries, and other communications in order to reduce the 
administrative burden of such response. 

Office of Data Services does an an-
nual review of data collection ef-
forts and consolidates processes. 

§ 22.1-270. 

Parents of entering [preschool and elementary] students shall com-
plete a health information form which shall be distributed by the local 
school divisions. Such forms shall be developed and provided jointly 
by the Department of Education and Department of Health, or devel-
oped and provided by the school division and approved by the super-
intendent of public instruction. 

Managed by Office of Student Ser-
vices. 

§ 22.1-273 

The superintendent of public instruction shall prepare or cause to be 
prepared, with the advice and approval of the state health commis-
sioner, suitable appliances for testing the hearing of the students in 
the public schools and necessary instructions for the use thereof. 

Managed by Office of Student Ser-
vices. 

§ 22.1-274.02 

§ 32.1-326.3 

The superintendent of public instruction or his designee and the di-
rector of the Department of Medical Assistance Services or his de-
signee shall develop and execute a memorandum of agreement relat-
ing to special education health services. This memorandum of 
agreement shall be revised on a periodic basis; however, the agree-
ment shall, at a minimum, be revised and executed within six months 
of the inauguration of a new governor in order to maintain policy in-
tegrity. 

MOA last updated August 8, 2018. 
VDOE’s Medicaid specialist is VDOE 
point of contact. Supported by Of-
fice of Student Services. 

§ 32.1-73.8 

The Department [of Health] shall, in cooperation with the Department 
of Behavioral Health and Developmental Services and the superinten-
dent of public instruction, develop and administer a survey of stu-
dents to facilitate planning and implementation of effective programs 
for the prevention of substance abuse through collection of data and 
information. 

Director of the Office of Research is 
staff lead. 

§ 58.1-439.20:1 
The superintendent of public instruction shall work cooperatively with 
the commissioner of social services for purposes of administering the 
NAP tax credit. 

Managed by Office of Procurement.

8VAC20-81-320 

§§ 22.1-7,  
22.1-347, and 
 22.1-348 

The superintendent of public instruction shall approve the education 
programs at the Virginia School for the Deaf and the Blind at Staun-
ton.  

VDOE staff work in collaboration 
with the superintendent of the 
School for the Deaf and the Blind. 

SOURCE: VDOE. 
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Appendix F: Reports submitted to VDOE by school divisions
The following tables contain information about each report school divisions were required to submit 
to VDOE as detailed in the 2019 annual report of the Board of Education, in compliance with § 
22.1-23.2 of the Code of Virginia. Additional context about the relevant VDOE office(s) and more 
detailed information about the timing and method of submission is included for each report.   

 
TABLE F-1 
Reports submitted to VDOE by school divisions in compliance with federal funding 
requirements 
Report name Relevant VDOE office(s) Timing and method of submission 

Student Data Collection for Homeless 
Children & Youth For Subgrantees 
 
 

Office of ESEA Programs  

(Note: grant administered by Project 
HOPE in the William & Mary School of 
Education) 

October 1, 2018 (annually) 

Electronic (SSWS) 

Integrated English Literacy/Civics Educa-
tion Program Report 

Office of Adult Education August 15, 2019 (annually) 

Electronic 

Special Education State Performance Re-
port Indicator Data 

 

Office of Special Education Data Reporting Period: July 1 through June 30 
(annually) 

Electronic (SSWS) 

School Nutrition Programs Annual Finan-
cial Report for July-June 

Office of School Nutrition July 31, 2020 (annually) 

Electronic (SSWS, OMEGA) 

School Nutrition Programs Annual Agree-
ment 

Office of School Nutrition July 1, 2020 (annually) 

Electronic (SSWS, OMEGA) 

School Nutrition Programs Semi-Annual 
Financial Report for July-December 

Office of School Nutrition January 31, 2020 (annually) 

Electronic (SSWS, OMEGA) 

Report of Free/Reduced Meal Applica-
tions 

Office of School Nutrition November 15, 2020 (annually) 

Electronic (SSWS, OMEGA) 

Title I, Part D, Subpart 1 and Subpart 2, 
Count of Children Who Are Neglected or 
Delinquent (N or D) 

Office of ESEA Programs November (annually) 

Electronic (SSWS) 

Title I, Part A, Comparability Report 
Office of ESEA Programs January (annually) 

Electronic (SSWS) 
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TABLE F-2 
Reports submitted to VDOE by school divisions in compliance with both federal and state 
funding requirements 
Report name Relevant VDOE office(s) Timing and method of submission 

Adult Education and Family Literacy Act 
(Federal) and General Adult Education 
(State) Programs 

Office of Adult Education 8/15/2019 (annually) 

Electronic 

National Board Certification Incentive 
Award Report 

(Note: federal subsidy was discontinued in 
2013-2014) 

Office of Teacher Licensure Fall 2018 (annually) 

Electronic 

December 1 Child Count Office of Data Services Reporting Period:  December 3 through De-
cember 21 (annually) 

Electronic (SSWS) 

Annual Report for Discipline, Crime, and 
Violence 

Office of Data Services 

Office of Student Services 

Office of Support Services 

July 1, 2018 (regional centers) (optional 
monthly submission; required annually) 

Electronic (SSWS) 

Educational Registry Application (ERA) Office of Data Services August (annually) 

Electronic (SSWS) 

EOY (End-of-Year) Master Schedule Data 
Collection & Fall Master Schedule Data 
Collection/ Instructional Personnel (MSC - 
IPAL) 

Office of Data Services EOY - September & Fall – January (twice 
per year) 

Electronic (SSWS) 

Student Record Collections (SRC) 

(Note: also includes elements of the De-
cember 1 Child Count Collection) 

Office of Data Services Fall SRC - Mid-October; Spring SRC - Mid-
April; EOY SRC - Mid-July & Summer SRC -
August 30 (four times per year) 

Electronic (SSWS) 

Substitute Tests Office of Assessment August (annually) 

Electronic (SSWS) 

Annual School Report - Financial Section Office of Data Services 

Office of Budgeting 

September 15, 2018 (September 30, 2018 
with approved extension) (annually) 

Electronic (SSWS) 

CTE Credentialing Collection (CTECC) Office of Data Services 

Office of CTE 

July 1, 2019 (annually) 

Electronic (SSWS) 
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TABLE F-3 
Reports submitted to VDOE by school divisions in compliance with state funding 
requirements 
Report name and citation Relevant VDOE office(s) Timing and method of submission 

New Teachers Program Report 
 
HB 30 (2020), Item 145: 
Incentive Programs (17802) 

Office of Teacher Education Fall 2018 (annually) 

Electronic 

Mentor Teacher Program Evaluation & Pro-
gram Reports 

Item 145, Lottery Funded Programs 
(17805) 

Office of Teacher Education June 2, 2019 (annually) 

Electronic 

Race to GED Program Report 

Item 145, Lottery Funded Programs 
(17805) 

Office of Adult Education January 15, 2019 (twice annually) 

Paper form 

Supply and Demand Report for School Per-
sonnel 

§ 22.1-23., 4. 

Office of Data Services January 29, 2019 (annually) 

Electronic (SSWS) 

Homebound Student Services Report 

Item 145, Categorical Programs (17803) 

Office of Data Services 

Office of Student Services 

Office of CTE 

Mid-September (annually) 

Electronic (SSWS) 

PluggedIn Virginia Program Report 

Item 145, Lottery Funded Programs 
(17805) (sub-category of Race to GED pro-
gram appropriation) 

Office of Adult Education July 30, 2019 (annually) 

Paper form 

Foster Care Enrollment Report 

§ 22.1-101.1. 

Item 145, Lottery Funded Programs 
(17805) 

Office of Data Services 

Office of Budgeting 

July 31, 2019 (annually) 

Electronic (SSWS) 

Enrollment Reports for Remedial Summer 
School 

§ 22.1-253.13:1. 

Item 145, Standards of Quality (17801) 

Office of Data Services 

Office of Budgeting 

September 1, 2018 (annually) 

Electronic (SSWS) 

Pupil Transportation Report 

Item 145, Standards of Quality (17801), 
Basic Aid 

Office of Data Services 

Office of Support Services 

October (annually) 

Electronic (SSWS) 
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Report name and citation Relevant VDOE office(s) Timing and method of submission 

Certification of Adequate Funds Budgeted 
to Meet Required Local Effort for the 
Standards of Quality and Local Match Re-
quirements for Certain State Funds 

§ 22.1-253.13:8. 

Item 145, Standards of Quality (17801) 

Office of Data Services 

Office of Policy 

Office of Budgeting 

June 15, 2019 (annually) 

Electronic (SSWS) 

Uses of At-Risk Add-on Funding 

Item 145, Incentive Programs (17802) 

Office of Data Services 

Office of Budgeting 

August 1, 2019 (annually) 

Electronic (SSWS) 

K-3 Primary Class Size Reduction Program 

Item 145, Lottery Funded Programs 
(17805) 

Office of Data Services 

Office of Budgeting 

October 31, 2018 (annually) 

Electronic (SSWS – SRC) 

Career and Technical Education Financial 
Report (CTEFR) for SY 2017-2018 

Item 145, Lottery Funded Programs 
(17805) 

Office of Data Services 

Office of CTE 

April 30, 2019 (annually) 

Electronic (SSWS) 

Secondary Enrollment Demographic Form 
(SEDF) Fall & EOY Reports  

Item 145, Lottery Funded Programs 
(17805) 

Office of Data Services 

Office of CTE 

January 31, 2019 (twice annually) 

Electronic (SSWS) (via Master Schedule Col-
lection - MSC) 

Crash/Incident Report & Certification of 
School Bus Insurance 

8VAC20-70-140. 

§ 22.1-189, -190. 

Office of Data Services 

Office of Policy 

Office of Support Services 

Report monthly; certification each August 
(annually) 

Electronic (SSWS) 

Collection of Data Relative to Compliance 
with the Standards of Quality (SOQ) and 
Other Miscellaneous Reporting Require-
ments 

§ 22.1-253.13:8. 

(Note: VDOE publishes the complete list of 
questions and corresponding citations de-
scribed as “Other Miscellaneous Reporting 
Requirements”.) 

Office of Data Services 

Office of Policy 

Mid-August (annually) 

Electronic (SSWS) 

Wellness Related Fitness Report 

§ 22.1-16.4. 

Office of Data Services 

Office of STEM & Innovation 

June 30, 2020 (annually) 

Electronic (SSWS) 

Driver Education Status Questionnaire Office of Data Services 

Office of STEM & Innovation 

June 30, 2020 (annually) 

Electronic (SSWS) 
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Report name and citation Relevant VDOE office(s) Timing and method of submission 

Item 145, Standards of Quality (17801), 
Basic Aid 

Laboratory FEE approval 

8VAC20-340-10. 

Item 145, Standards of Quality (17801), 
Basic Aid 

Office of Data Services 

Office of STEM & Innovation 

October 15, 2018 (annually) 

Electronic (SSWS) 

Driver Education Program Approval 

8VAC20-340-10. 

Item 145, Standards of Quality (17801), 
Basic Aid 

Office of Data Services 

Office of STEM & Innovation 

October 15, 2018 (annually) 

Electronic (SSWS) 

Annual Report - Programs for the Gifted 

§ 22.1-18.1. 

8VAC20-40-60. 

Item 145, Standards of Quality (17801), 
Gifted Education 

Office of Data Services 

Office of STEM & Innovation 

September 28, 2018 (annually) 

Electronic (SSWS) 

Virginia Preschool Initiative Report 

§ 22.1-289.09. (effective July 1, 2021) 

Item 145, Incentive Programs (17802), Vir-
ginia Preschool Initiative – Per Pupil 
Amount 

Office of Data Services 

Office of Early Childhood 

May 15, 2020 (projected; annually) 

Electronic (SSWS) 
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Appendix H: Background on improving low-performing 
schools  

Providing support to low-performing schools is a core responsibility of state 
education agencies 
As part of  the federal Every Student Succeeds Act (ESSA), states are required to identify schools for 
additional support based on school-wide performance or performance within specific student groups, 
such as by race/ethnicity or disability status. This is operationalized in Virginia through state law and 
regulations. Code requires the Board of  Education to establish a review process to assist any school 
that does not meet the Standards of  Accreditation and for VDOE (via the superintendent of  public 
instruction) to monitor the implementation of  corrective actions taken to improve the educational 
performance in these school divisions and schools. State regulations establish the broad performance 
parameters—the state accreditation system—that rate school performance based on several factors 
(Figure H-1). All schools receive level 1, level 2, or level 3 designations. A school rating of  level 3 on 
any indicator, or level 2 for certain indicators (math, English, or science), triggers the need for VDOE’s 
involvement in school improvement.  

FIGURE H-1 
Schools join the state’s school improvement program when they do not meet certain quality 
indicators 

 
a Also includes progress of English learners toward English-language proficiency. 
SOURCE: Virginia Department of Education and Virginia Standards of Accreditation. 
NOTE: College, career, and civic readiness will be implemented in 2021-2022. 
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Regardless of performance, all schools in Virginia are required to develop multi-year continuous 
school improvement plans (CSIPs) informed by a comprehensive needs assessment. Divisions self-
certify that these plans fulfill statutory requirements each year. 

Academic review process is VDOE’s primary school improvement mechanism for 
underperforming schools 
School improvement efforts in Virginia are overseen by VDOE’s Office of  School Quality (OSQ) 
(formerly the Office of  School Improvement) and operationalized through several formal mecha-
nisms, with the “academic review” being the most common. The need for an academic review can be 
triggered by school-wide performance or performance within student subgroups on specific indicators 
of  quality in the accreditation system.  

Schools identified for academic review can choose to undergo a division-led academic review, the 
results of  which must be submitted to OSQ, or to receive more direct support from OSQ staff  in 
completing the academic review process. Academic review components are generally the same 
whether the process is led by VDOE or the school division (Figure H-2). Nearly all (about 95 percent) 
of  schools required to work with VDOE and OSQ for school improvement efforts in the 2019–20 
school year opted for a division-led academic review, according to OSQ staff. 

Recently, OSQ’s guidance for the academic review process has focused on alignment of  classroom 
instruction with Virginia’s Standards of  Learning and related assessments. For example, OSQ or divi-
sion staff  conducting the review were expected to “determine the level of  guidance provided by school 
leadership to teachers regarding the written, taught and tested curriculum.” Reviewers also examined 
lesson plans and classroom assessments for alignment with the Standards of  Learning, both as written 
and as taught (i.e., through on-site observation). In addition, schools could also be required to analyze 
their attendance systems and school discipline approach, depending on their performance on the 
chronic absenteeism indicator. VDOE is currently redesigning its school improvement model. 

For the 2019–20 school year, 262 of  the 1,825 public schools in Virginia (14 percent) were required 
to participate in VDOE’s academic review process. Of  these schools, 88 (34 percent) were also iden-
tified for federal school improvement funding under ESSA. 
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FIGURE H-2 
Academic review follows a similar process whether led by division or OSQ staff 

 
SOURCE: JLARC staff analysis of documents provided by and interviews with staff in VDOE’s Office of School Quality. 

VDOE is redesigning its school improvement model 
VDOE is redesigning its school improvement model to better align with best practices and allow more 
tailored support to individual schools. A major component of  the draft model is assessment tools and 
resources that focus on 11 separate elements (Exhibit H-1). Elements include instructional leadership, 
climate & culture, and social and emotional support. Exhibit H-2 provides an illustrative example of  
the draft documents and criteria to be used for one of  the elements: instructional leadership.  
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EXHIBIT H-1 
Example of elements to be used in the redesigned school improvement model  

 
SOURCE: Draft materials dated June 2020 shared with JLARC staff by OSQ staff at VDOE. 
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EXHIBIT H-2 
Documents and criteria to be used in the redesigned school improvement model  

 
SOURCE: Draft materials dated June 2020 shared with JLARC staff by OSQ staff at VDOE.  
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Appendix I: Agency response
As part of  an extensive validation process, the state agencies and other entities that are subject to a 
JLARC assessment are given the opportunity to comment on an exposure draft of  the report. JLARC 
staff  sent an exposure draft of  this report to the Virginia Department of  Education and Secretary of  
Education.  

Appropriate corrections resulting from technical and substantive comments are incorporated in this 
version of  the report. This appendix includes a response letter from the Virginia Department of  
Education. 

 



 

 

 

 

 

 

 

 

 

 

 

September 29, 2020 

 

The Honorable Hal E. Greer, Director 

JLARC 

919 East Main Street 

Suite 2101 

Richmond, VA 23219 

 

Dear Director Greer: 

 

I have reviewed the forthcoming JLARC report on the Operations and Performance of the Virginia Department of 

Education (VDOE) and thank your team for their diligence in this review. I am proud to serve this agency and the 

Commonwealth and am thankful that JLARC has found that our work at the VDOE is effective overall. I am also 

pleased that JLARC found that VDOE provides timely and professional services to school divisions throughout the 

Commonwealth of Virginia and is fostering close, positive working relationships with divisions. These relationships 

are critical to successfully accomplishing our shared goals of providing equitable, high-quality education to all 

students in the Commonwealth, and we appreciate the recognition of the current, intentional nature of this work.  

 

The report provides a variety of findings and recommendations for improving the Agency’s core operations and 

supports and services to divisions. My team and I have begun working to implement solutions to many of the 

recommendations and remain optimistic that the findings will help foster meaningful action with our General 

Assembly partners to advance common goals.  

 

The VDOE has already provided technical edits to the exposure draft; and in this letter we seek to provide broader 

feedback on the findings by way of additional context and emphasis.  

 

Thank you again for the opportunity to work with you and your team throughout this process; we remain committed 

to improving our agency based on these recommendations.  

 

Mission, Leadership and Management of the Agency 
Vision, Mission, and Strategic Plan for the Agency  

During 2019 the Agency endeavored to redefine its vision and mission and developed a new strategic plan, entitled 

DRIVE 2025, which was finalized in January 2020. In sum, the mission of the Virginia Department of Education is 

to advance equitable and innovative learning, in furtherance of a vision that Virginia will maximize the potential of 

all learners. As part of this plan, there are four core values that we believe should serve as the compass for how we 

address leadership decisions and support the culture of the organization. These core values are excellence, inclusion, 

optimism and service. We have found these values to be essential as our team deals with the unprecedented nature of 

the COVID-19 pandemic, and we are confident they will serve us well as the agency reacts, responds and innovates 

to public education needs in the future. We have begun incorporating the appropriate JLARC recommendations in 

our strategic plan and in our internal tracking mechanisms.  

Historical context on staffing  

Throughout the report, JLARC cited the lack of staff resources as a significant factor limiting the Department’s 

capacity to undertake various types of work. In particular, this is noted in the findings related to the Office of School 

Quality, Department of Teacher Education and Licensure, and recommended improvements to the Standards of 
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Quality (SOQ) compliance processes. We concur that this strains existing staff by requiring heavy workloads and 

consistently limits our ability to provide more meaningful support and services to the field in these areas. Further, 

we hope that policymakers will consider these limitations when new mandates are considered.  

 

It is important to understand the historical context of agency staffing in order to fully comprehend the current 

capacity limitations and why they exist. Much of the report reflects growth in staff capacity over the last decade; 

however, when a longer view is taken, it is clear that the VDOE still has less staff capacity now than before the 

Great Recession, and this impacts the level of service and support we can provide to the field.  

 

Finally, it should be noted that the intense workload noted by staff has been exacerbated by the COVID-19 

pandemic. While the report does not address the Agency’s response to COVID-19, it must be stated that over the last 

six months the work of the entire agency has been impacted and staff hours have dramatically increased to keep 

pace.  

 

Diversity, Equity, and Inclusion  

The report notes the need for increased racial diversity on the VDOE senior leadership, and we concur with the 

finding and its importance as we strive to foster a diverse and inclusive internal environment, and as we serve an 

increasingly diverse student population in the Commonwealth. While progress has been made internally and VDOE 

outperforms many of our sister agencies according to the report, the recruitment and retention of diverse staff at the 

leadership and cabinet levels remains a key priority and ongoing challenge. The VDOE has a strong commitment to 

staff diversity, fostering an inclusive work environment, and providing professional development on diversity, 

equity inclusion, and anti-racism. For example, in February 2020, the Department began a year-long professional 

development series on diversity, equity inclusion and anti racism required of all members of the leadership team 

(defined as director level staff and above). The leadership of the Agency has recommitted to this work in the context 

of racial justice and equity conversations taking place nationally this year. We plan to expand this professional 

development to all staff in the agency in 2021. 

 

Audit  

The findings of the Auditor of Public Accounts has been a pressing priority for VDOE in recent years, given the 

repetitive and serious nature of the accounting and IT findings, our commitment to stewarding state resources 

carefully and efficiently, and protecting sensitive personal and financial data. We are pleased that the JLARC report 

reflects the significant organizational changes and improved processes implemented in recent years, and the 

improvements in subsequent audits, especially in the finance area. The Agency remains committed to addressing 

outstanding IT related issues expeditiously, but simply notes that resolution of outstanding items often requires 

additional action by VITA that has not occurred to date.  

 

Standards of Quality (SOQ) Compliance  
As noted in the report, the Virginia Department of Education administers more than $6 billion in state funds each 

year associated with the Standards of Quality (SOQs), and annually requires divisions to report on their compliance 

with and corrective action plans related to those standards. We monitor divisions who are noncompliant for a period 

of three years and analyze data for patterns and trends of noncompliance. Additionally, agency staff also work 

proactively with divisions to ensure that when staffing or other issues arise, they can be resolved before a division 

becomes noncompliant with the standards. However, staff resources would enable the Agency to go beyond current 

requirements and conduct independent verification of the data provided by divisions.  

 

Finally, it is important to note that while compliance with the Standards of Quality is incredibly important, 

compliance of this nature is limited to monitoring state required inputs in the public education experience and the 

mechanisms available to the Department and Board of Education for remedying noncompliance are very limited and 

quite severe (withholding funds). Within its limited capacity, the Department has worked to instead provide support 

and technical assistance when divisions become noncompliant. Finally, the Department also is deeply engaged in 

tracking and supporting divisions by holding divisions accountable for student outcomes. This work is done in 

partnership with the Board of Education via the recently revised Standards of Accreditation (SOA) and resulting 

support and assistance is deployed via the Office of School Quality.  
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Office of School Quality (OSQ)   
The JLARC report appropriately hones in on the challenges faced in the Office of School Quality (OSQ) and the 

obstacles it has historically faced while being hamstrung by limited resources. The report’s comparison in staffing 

resources with neighboring states clearly illustrates the severity of the limitations the VDOE Office of School 

Quality has operated within. We applaud the JLARC recommendation that additional state resources be devoted to 

this area within the Department in order to effectuate meaningful change.  

 

In recent years some school divisions have exited the “school improvement process” with the current technical 

assistance provided with the agency’s limited resources. However, the compliance focus of the work has not 

produced meaningful school improvement results. Ultimately, it is our goal to move towards a coaching model 

versus a compliance model and a significant increase in staffing will be necessary to meet this goal.  

 

In the interim, I am pleased to report that the Office of School Quality is operating under the leadership of a new 

Director as of this summer, who will work to advance the agency’s new approach to school quality which is driven 

by best practices nationwide and by specific feedback from Virginia division’s based on their experiences. As 

communicated to divisions in May 2020, OSQ is transitioning to serve as a resource for all schools and school 

divisions in incorporating effective continuous improvement processes to support high-quality educational 

environments. This transition includes assignment of OSQ staff based on a regional model to capitalize on existing 

networking structures embedded in the Superintendent’s Regions. The OSQ staff member assigned to a region will 

be the liaison for schools and divisions for federal and state accountability standards, as well as high-quality 

continuous improvement processes. Whereas this new model is promising, the best school improvement/school 

quality programs have school level coaches, superintendent/principal coaches, literacy experts, equity trainers, and 

many other staff in these regional models to meet the needs of school divisions and schools. This requires more of 

the Agency to be engaged in school quality, not just a few staff in one particular office.  

 

Department of Teacher Education and Licensure and the Recruitment and Retention of Teachers in Virginia  
The nation is struggling with a growing and severe shortage of teachers, and the Commonwealth is no exception. In 

recent years, the Commonwealth’s teacher shortage has received attention from division leaders, executive branch 

policy makers, institutions of higher education and the legislative branch. The VDOE has historically played a 

supporting role to divisions who are primarily responsible for recruitment and retention efforts. Virginia’s 

collaborative efforts in recent years have resulted in concrete accomplishments, such as a new undergraduate 

teaching degree option, more flexible pathways to licensure, and a strong emphasis on the recruitment and retention 

of teachers of color. However, as noted by the report, investments in increased staff capacity and reporting authority 

at the Agency would bring new resources to bear on this very important and persistent challenge. Keep in mind, 

whereas we may have existing authority in this area to improve the reports recommended by JLARC, the VDOE can 

only collect data that is mandated by the regulations and codes of Virginia or federal law, thus we are often more 

conservative in our approach to data collection for this reason. Easing of this barrier to flexibility in data collection 

could prove advantageous to meeting our shared goals in the long-run on a number of policy areas. 

 

Again, thank you for the opportunity to provide our perspective on the JLARC findings and recommendations as it 

relates to the operations of the Virginia Department of Education. We are committed to continuous improvement as 

an agency, will move forward immediately on the recommendations solely under our purview, and look forward to 

continuing to work together to advance equitable and innovative learning for all of Virginia’s students.  

 

 

Sincerely, 

 

 

 

James F. Lane, Ed.D. 

Superintendent of Public Instruction  

 

JFL/HC/jgh 
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