LETTER OF TRANSMITTAL

May 17, 1999

The Honorable George W. Bush

The Honorable Rick Perry

The Honorable James E. "Pete" Laney
Members of the Texas Legidature
Commissioner Mike A. Moses, Ed.D.

Ladies and Gentlemen:

| am pleased to present our performance review of the Comal Independent
School Digtrict (CISD).

This review, requested by CISD's superintendent and Board of Trustees, is
intended to help CISD hold the line on costs, streamline operations, and
improve services to ensure that every possible tax dollar is spent in the
classroom teaching the district's children. To aid in this task, the
Comptroller's office contracted with Gibson Consulting Group, an Austin-
based consulting firm.

We have made a number of recommendations to improve CISD's
efficiency, but we also found a number of "best practices" in district
operations. This report highlights model programs and services provided
by CISD's administrators, teachers, and staff. This report outlines 114
detailed recommendations that could save CISD nearly $18.1 million over
the next five years, while reinvesting nearly $4.8 million to improve
educational services and other operations.

We are grateful for the cooperation of CISD's administrators and
employees, and we commend them and the community for their dedication
to improving the educational opportunities offered to the children of
Comal.

Carole Keeton Rylander
Comptroller of Public Accounts



EXECUTIVE SUMMARY

In October 1998, the Comptroller's office began a performance review of
the Comal Independent School District (CISD) at the request of the
superintendent and Board of Trustees. After more than seven months of
work, this report identifies exemplary programsin CISD and suggests
concrete ways to improve the district's operational efficiency. If fully
implemented, the Comptroller's 114 recommendations could save CISD
more than $13.3 million over the next five years.

I mproving the Texas School Performance Review

Comptroller Carole Keeton Rylander, who took office in January 1999,
consulted school district officials, parents, and teachers from across Texas
and carefully examined past reviews and progress reportsin an effort to
make the Texas School Performance Review (TSPR) more valuable, even
vital, to the state's more than 1,000 school districts. With the perspective
of having served as a teacher, and later a school board president in her
own career, the Comptroller has vowed to steer TSPR to being more
accountable to local school districts and the communities they represent.

Comptroller Rylander began by establishing new criteria for selecting
school disgtricts for future reviews. Priority will be given to districts judged
poor performing academically or financially, and to hands-on reviews that
will benefit the greatest number of students. These are the school districts
and children that need help the most.

Recognizing that only about 52 cents of every education dollar is spent on
instruction, Comptroller Rylander emphasizes an approach that will give
local school officialsin Comal and in other Texas communities the ability
to move every possible dollar to the classroom. In addition, no longer will
school districts' best practices and exemplary models be left buried inside
individual TSPR reports. Instead, Comptroller Rylander has ordered best
practices and exemplary programs to be shared quickly and systematically
among all the state's school districts, and with anyone who requests such
information. There is smply no reason for a district that has smartly
solved a problem to keep the solution to itself. Comptroller Rylander has
directed TSPR to serve as an active clearinghouse of the best and brightest
ideas in Texas public education.

Under Comptroller Rylander's approach, consultants and the TSPR team
will work with districts under review to:

ensure that students and teachers receive the support and resources
needed to succeed,



identify innovative options for addressing core management
challenges facing the district;

ensure that administrative activities are performed efficiently,
without duplication, and in a manner that spurs education;

develop strategies for ensuring continual assessment and
improvement of processes and programs,

understand the link between functional areas of the district and
determine ways to provide a seamless system of services,
challenge any process, procedure, program, or policy that impedes
instruction and recommend ways to reduce or eliminate obstacles;
and

put goods and services to the "Y ellow Pages test'--government
should do no job if thereis abusinessin the Y ellow Pages that can
do that job better and at alower cost.

Finaly, Comptroller Rylander has opened her door to Texans who share
her optimism about the potential for public education. Suggestions to
improve our schools or the school reviews are welcome at any time. The
Comptroller believes that public schools deserve all the attention and
assistance they can possibly get.

For more information, contact TSPR by calling toll-free at 1-800-531-
5441, extension 5-3676, or see the Comptroller's website at
www.window.state.tx.us.

TSPR in Comal

TSPR began its review of the Comal Independent School District in
October 1998. Asin previous reviews, TSPR came to Comal in response
to alocal call for assistance. In November 1997, Superintendent Jerry
Major requested areview; in January 1998, both the superintendent and
the CISD Board of Trustees jointly requested a review.

With the help of Gibson Consulting Group, an Austin-based consulting
firm, the TSPR team interviewed district employees, school board
members, students, parents, business leaders, and community members.
TSPR also held community meetings in the district's three middle schools.
Participants were invited to write their observations on major topics of
concern or be interviewed by a member of the review team. To obtain
additional comments, the review team conducted focus group sessions
with parents, teachers, principals, business leaders, and representatives
from community organizations. The team also collected comments from
letters to the Comptroller and calls to the Comptroller's toll-free hotline.

Written surveys were sent to district personnel, students, and parents.
TSPR received completed responses from 196 teachers, principals, and



assistant principals; 25 district administrators; 165 parents, and 145
students. Public forums and focus groups sessions were held to gather
perceptions and opinions from the Comal community. Details from the
surveys and public forums appear in Appendices A through F.

TSPR also consulted two databases of comparative educational
information maintained by the Texas Education Agency (TEA)-the
Academic Excellence Indicator System (AEIS) and the Public Education
Information Management System (PEIMYS). For the review, CISD selected
peer districts for comparative purposes based on similaritiesin size,
location, student enrollment, and property values. The selected peers were
the San Marcos Consolidated, Judson, Seguin, Pflugerville, North East,
New Braunfels, and Leander Independent School Districts (I1SDs). TSPR
compared CISD to district averagesin TEA's Region 13 Education
Service Center (Region 13), to which CISD belongs, and the state as a
whole (Exhibit 1).

Exhibit 1
District Property Value per Pupil/Percent of Students Passing the
TAAS
CISD Versus Peer Districtsand the State
1997-98
1997-98 Rank b Per cent of
District 1997-98 Property p Y| Students Rank by
roperty .
Name Enrollment | Valueper Value Passing | Performance
Pupil TAAS

Seguin 7,327 $135,250 |8 70.9% 8
Judson 15,828 $139,005 |7 79.1% 6
Pflugerville | 11,566 $162,243 |6 83.1% 3
San Marcos | 6,939 $178,790 |5 77.2% 7
New 5,831 $179412 |4 83.4% |2
Braunfels
Leander 10,669 $221,983 |3 84.9%
North East | 46,500 $233,810 83.0% 4
Comal 9,753 $254,246 |1 82.7%
Region 13 $245,479 73.6%
State of $182,154 77.7%
Texas




Source: Academic Excellence Indicator System, 1997-98; Texas Education
Agency.
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Comal ISD

CISD began serving 10,314 students in the 1998-99 school year, a 6-
percent increase over the 1997-98 enrollment of 9,753. The district
encompasses 589 square miles of central Texas, and covers parts of 11
communities, including sections of San Antonio and New Braunfels, and
five counties (Comal, Kendall, Guadalupe, Bexar, and Hays). CISD has
two high schools, three middle schools (grades 7 and 8), three
intermediate school (grades 5 and 6), five elementary schools (grades 1
through 4), two primary schools (Pre-K and K), and one aternative school
that includes the Comal Discipline Center and Comal Leadership Institute.

The digtrict's student enrollment has grown at arate of 5 to 6 percent each
school year and 64 percent since 1990. CISD is the state's 14th fastest
growing school district according to the Fast Growth School Coalition.
CISD's property value per student is almost 30 percent higher than the
state average, and only 26.1 percent of its students were economically
disadvantaged in 1997-98.

CISD students are 79 percent Anglo, 19 percent Hispanic, 1 percent
AfricanrAmerican, and 1 percent Other. Student performanceis, in
general, above the state average, but below peer districts with similar
ethnic and economic backgrounds. The percentage of students passing the
state- mandated achievement tests, the Texas Assessment of Academic
Skills (TAAYS), iswell above the state average.

For the 1998-99 school year, the district has a staff of almost 1,500 full-
time employees, with teachers making up 745 (or 50 percent) of the CISD
total, and is the largest employer in Comal county. The district's 1998-99
operating budget is $51.2 million. Revenue is generated from 72.27
percent local funds, 23.34 percent state funds, and 4.39 percent
federal/other sources.



In all, TSPR found CISD to be a school district with some notable
successes ard some daunting challenges ahead. In recent years, board
members have not focused on issues that potentially will improve CISD as
awhole. Community members have expressed frustration with CISD's
administration, and complained of indecisiveness and unresponsiveness
from the board. Facilities and the construction of new facilities are never
ending issues with district administrators, the board, and taxpayers.
Putting this into perspective, the district's geography almost is twice the
size of the Houston 1SD. Transportation, communication, and territoriality
are primary problems; allegations of favoritism for certain areas of the
district are pervasive among parents and community members.

During its sevenr month review of the district, TSPR developed 114
recommendations to improve operations and save taxpayers nearly

$18.1 million by 2003-04. Cumulative net savings from all
recommendations (savings less recommended investments) are projected
to reach more than $13.3 million by 2003-04.

A detailed list of costs and savings by recommendation appearsin Exhibit
3. It should be understood that many TSPR recommendations would not
have adirect financial impact but would nonetheless result in
improvements in the overall operation of the district.

Exemplary Programs and Practices

TSPR identified numerous "best practices’ in CISD. Through
commendations in each chapter, the report highlights model programs,
operations, and services provided by CISD administrators, teachers, and
staff members. Other school districts throughout Texas are encouraged to
examine the exemplary programs and services to see if they could be
adapted to meet local needs. The TSPR commendations include:

CISD enjoys considerable volunteer support from business, civic,
and higher education organizations in the area. Its Communities in
Schools program serves over 1,800 students in 10 schools and is
dedicated to helping at-risk students become successful in school
and in life through a coordination of community resources. CISD
also publishes the Business and Educator Resource Directory
jointly with New Braunfels 1SD, which provides information about
community resources available to schools in both districts.
Canyon Middle School has an exemplary full-inclusion specid
education program using four inclusion teachers, two for grade 7
and two for grade 8, with each serving one team of students.
Students in inclusive settings attend all core classes with general
education students, are assisted by the inclusion teachers, have
access to the Content Mastery Lab, and attend bi- weekly



conferences with inclusion teachers to evauate their academic
progress. Inclusion teachers co-teach with the core academic
teachers and assist with the development of strategies and
techniques for working with students with disabilitiesin aregular
classroom setting. In addition, they organize all admission, review,
and dismissal meetings, act as parent/student advocates, and make
home visits.

CISD maintains low energy consumption through a diligent energy
conservation program. As part of its conservation program, the
district developed guidelines and procedures for heating,
ventilation, and air conditioning equipment for district facilities;
developed shutdown procedures for schools during the summer
and Christmas holidays; and installed an automated energy
management system in nine of its 16 schools. The energy manager
tracks all usage and expenses by school, including
telecommunication expenses, and prepares a monthly report to all
school administrators that identifies any higher than normal
expense variances. Given CISD's heated air-conditioned space of
1,322,600 square feet and its energy cost of $715,632 for 1997-98,
the district spends 54 cents per square foot on energy. Energy
experts use a benchmark of school district energy costs per square
foot of $1 or less. CISD's energy costs are $600,000 per year
below this benchmark.

CISD'sinvestment strategy of diversification among sound
investment vehicles minimizes risk without significant cost to the
district. CISD invests its excess funds in no-load money market
mutual funds and in public fund investment pools, which are
among the most stable of short-term cash management funds.
These funds exemplify best practices in a conservative cash
management program by investing funds at the highest possible
rate of return while protecting the district's assets.

The district has made great strides in developing its information
technology infrastructure and increasing available technology
funding through aggressive an pursuit of grants. Since January
1998, CISD has received $917,717 in technology grants.

CISD has adopted a plan and is funding a program to replace buses
every 11 to 15 years. School buses typically have a useful life of
10 to 15 years. TEA recommends a 10- year depreciation cycle, and
most districts adopt a 10 to 12-year life for buses. With an
aggressive maintenance program, however, buses can last as long
as 15 years. CISD's buses are well- maintained, so the 11 to 15 year
replacement cycle the district has adopted is appropriate.

CISD's Food Service operation is efficient; the department uses
technology efficiently, tracks financial and performance data, and
takes advantage of the Texas Department of Human Services' pre-
certification for students who eat free or reduced-price meals. The



coordinator provides reports to the director of Business Operations
that identify problems and shares information with supervisors to
enlist their help in identifying the causes of downward trends.
Problems are identified in atimely manner and planning and
budgeting for the future are based on solid information.

Chapter by Chapter: Key Findings and Recommendations

District Organization and Management: The superintendent's and central
administrators performance evaluations lack measurable and objective
performance indicators that are tied to the district's strategic plan and
goals. Consequently, many elements of the superintendent's and
administrators evaluations are subjective, and individual goals are not
linked to the overall goals and objectives of the district. By adding
measurable objectives to these evaluation instruments every management
level employee will be motivated to continually improve student
performance and district efficiency.

With schools in 11 different communities and five counties,
communication and territoriality are significant challenges for CISD. Both
the public and district staff cited numerous examples of serious
breakdowns in communication that led to previous failed bond el ections
and a serious lack of trust within the community. To restore trust, the
board and administration must begin by clearly communicating with the
public at every step of the upcoming construction process. Further,
creating a community involvement office made up of individuals currently
scattered throughout the district with some responsibility for community
or parental involvement and designating an existing employee as an
ombudsman, two-way communication with parents and community
members should improve.

Educational Service Delivery: While student performance in CISD is
above the state average, CISD's students do not fare as well when
compared against their peers. Teachers and administrators point to alack
of current or aligned curriculum guides, which serve as work plans for
classroom teachers, as a weakness of the system. Out of 202 non-elective
secondary courses, only 25 have updated guides that are aligned with the
Texas Education Agency's Texas Essential Knowledge and Skills (TEKYS);
another 13 are scheduled for review during the summer of 1999. For
teachers to be fully effective, the district should complete the curriculum
alignment project as quickly as possible, perform a curriculum audit of the
instructional system, and institute a continuing curriculum review cycle
for the future.

Personnel Management: The board approved ateacher pay raise in
March 1999, to be effective for the 1999-2000 school year, which will



bring teacher pay levelsin line with peer districts and statewide averages.
However, salaries for other district employees remain low in many areas.
A review and consolidation of salary schedules coupled with salary
increases for clerical, technical, administrative, and professiona staff
beginning in 1999-2000 should improve the district's ability to recruit and
retain good enployeesin all areas of the district. Further, tying pay to
performance is another strategy that TSPR recommends to achieve even
greater levels of employee productivity and performance.

Facilities Use and Management: CISD assigns the number of custodial
employees to each school solely by square footage instead of by using a
formula that incorporates demand factors such as the number of teachers,
students, or classrooms. If CISD used a formula assignment, it could
eliminate 15 custodial employees through attrition and save atotal of
$324,945 annually beginning in 2000-01.

Financial Management:The district does not update or consistently apply
staffing formulas to all campuses, a situation that impairs CISD's ability to
equitably serve all students of the district. While CISD's student
population has grown by 33 percent between 1993-94 and 1997-98, the
number of staff increased by 54 percent. By consistently applying its own
formulas, CISD can save $2.2 million annually, better manage future
growth, and ensure equitable distribution of staff to all campuses.

With its rapid growth, CISD's Business Operations office could benefit
from additional accounting expertise as its financia management becomes
more complex. By providing monetary incentives for key financial staff to
become certified public accountants, Business Operations will gain
expertise and improve its overall operations. Moreover, by reviewing
financial data and performance measures, CISD can compare its
expenditure levels and efficiency to that of peer districts. Finally, by
creating an internal auditor position, the district can bolster its compliance
monitoring and limit its exposure to risk of grievance, lawsuit, and loss of
funding.

Asset and Risk Management: CISD's 21 checking accounts are non-
interest bearing. As aresult, the district is not maximizing its investment
earning potential on funds in these accounts. By creating a"zero balance”
bank account for daily transactions, the district could gain additional
interest earnings of more than $46,000 a year.

CISD and Comal County have contractual agreements with an outside law
firm for the collection of delinquent taxes. The district, however, does not
have atax collection policy to guide the attorney's actions in initiating
lawsuits for back taxes or the sale of delinquent properties. By
implementing a tax collection policy, CISD should be able to increase its



tax collection rate to match that of several of its peer districts. Increased
tax revenue is estimated to reach $287,000 in fiscal 2000-01 and $570,000
by fiscal 2001-02.

Purchasing: When the district was small, a decentralized purchasing
process was appropriate. As the district has grown, purchasing by a
number of departments and areas within the district is no longer efficient.
Thedistrict's use of three independent purchase order systems exposes the
district to possible violations of the purchasing code that requires
competitive bids for cumulative purchases of certain goods or services of
more than $25,000. Centralizing CISD's purchasing function will solve the
problem of a fragmented and manually- intensive purchasing and
distribution process and should significantly reduce general supplies costs.

Computers and Technology: CISD has not adequately planned for
technology-related disasters, including the widely publicized year 2000
(Y 2K) problems that face any electronic device that is incapable of
recognizing a date in the year 2000. Without a comprehensive disaster
recovery plan, a computer breakdown due to fire, flood, or other calamity
could render the district incapable of processing payroll, paying bills, and
carrying out many other critical functions. CISD must prepare a
comprehensive disaster recovery plan and ensure that the district's new
administrative computer system includes provisions for disaster recovery.
Further, the district must immediately take a more comprehensive
approach to addressing the Y 2K issue. The district's late start in
addressing this problem makes it imperative that steps be taken
immediately to hire an experienced Y 2K contractor to coordinate a
districtwide effort during these summer months.

Transportation: Current routing takes elementary students home first in
the afternoon, after which the buses return to the middle and high schools.
Secondary students must wait at least 30 minutes after the final school bell
before they are picked up. By staggering bell times at the various school
levels, each bus could make four, instead of three, runs a day; the quality
of transportation provided to students would improve through shortened
travel times and ssimplified bus routings, secondary students would no
longer have to wait long periods for school to begin or for a bus to pick
them up; and parental concern about students of all ages riding the bus
together would be alleviated.

Food Services. The district lacks a pool of qualified food service
substitutes to help in times of employee absences or when employees need
to attend training. There are instances of high absenteeism in some school
kitchens, and while many of these absences are warranted, the district is
left short- handed when workers are out for extended periods. Action must
be taken to identify individual problem areas and immediately take



corrective action. By contracting with an temporary employee service,
CISD could shift the administrative burden of finding substitutes to an
agency while ensuring that employee absences are covered and meal
preparation and service do not suffer.

Safety and Security: On April 24, 1999, two Canyon Middle School
students were charged with deadly conduct in the shootings of the
windows of two teachers homes. CISD took quick action, assigned a New
Braunfels police officer to the school, and the principal sent a letter to all
parents listing the types of services such as counseling, classroom
informal discussions, and the availability of staff for students and parents.
These actions are commendable, but the district lacks a comprehensive
plan for addressing safety and security throughout the district. CISD must
coordinate, design, and implement prevention and intervention programs
throughout the district and involve parents, students, teachers, and the
community in preventing violent incidents.

Savings and | nvestment Requirements

Many of TSPR's recommendations would result in savings and increased
revenue that could be used to enhance classroom instruction. The savings
opportunities identified in this report are conservative and should be
considered minimums. Proposed investments of additional funds usually
are related to the creation of increased efficiencies or savings or the
enhancement of productivity and effectiveness.

Full implementation of the recommendations in this report could produce
net savings of nearly $2.2 million in the first year (Exhibit 2). CISD could
achieve total net savings of more than $13.3 million by 2003-04 if al of
TSPR's recommendations are implemented.

Exhibit 2
Summary of Net Savings
TSPR Review of Comal Independent School District

Y ear Total

1999-00 Initial Annual Net Savings $2,190,789
2000-01 Additional Annual Net Savings $2,914,349
2001-02 Additional Annual Net Savings $3,201,791
2002-03 Additional Annual Net Savings $3,201,791
2003-04 Additional Annual Net Savings $3,023,049
One Time Net (Costs) (%$1,220,732)
TOTAL SAVINGS PROJECTED FOR 1999-2004 | $13,311,037 ’




A detailed list of costs and savings by recommendation appearsin Exhibit
3. The page number for each recommendation is listed in the summary
chart for reference purposes. Detailed implementation strategies,
timelines, and estimates of fiscal impacts follow each recommendation in
this report. The implementation section associated with each
recommendation highlights the series of actions needed to achieve the
proposed results. Some should be implemented immediately, some over
the next year or two, and some over several years.

TSPR recommends that the CISD board ask district administrators to
review the recommendations, develop a plan to proceed with
implementation, and monitor progress. As always, TSPR staff are
available to help implement proposals.



Exhibit 3

Summary of Cost Savings by Recommendation

Recommendation

1999-2000

2000-2001

2001-2002

2002-2003

2003-2004

Total 5-
Year
(Costs) or
Savings

OneTime
(Costs) or
Savings

Chapter 1: District Organization and Management

Incorporate specific
performance
measures into the
superintendent's
evaluation. 21

Provide board
training on
teamwork and
decision making
and establish board-
monitored
procedures to
reduce decision
reversals. p 23

($1,600)

Create four
standing
committees and
develop guidelines
for ad hoc
committees. p 25

Voluntarily post
board meeting
notices with the
Secretary of State
and county clerks. p
27

Increase the scope
of CISD's strategic
plan to incorporate
the goals of "Focus
2000" and use the
revised strategic
plan to guide
district and campus
improvement plans.




p 33

Revise strategic
plan standards to
include more
objective
performance
measures, and
formally measure
progress against
these standards
annually. p 33

Include community
members on future
strategic planning
committees. p 35

Revise the budget
calendar to include
astep for
developing
spending priorities.
p 36

Develop
performance
measures for
managers and
incorporate them
into the annual
evaluation process.
p 40

10

Seek periodic
proposals for lega
services and/or hire
apart-time in- house
attorney to lower
overall legal fees. p
42

11

Create a
community
involvement office
and designate an
individual to serve
as ombudsman to
foster two-wav




communication
with the public and
oversee
community/parental
involvement
efforts. p 49

12

Produce and
distribute a semi-
annual newsdletter to
parents and
community
members. p 51

($8,110)

($8,110)

($8,110)

($8,110)

($8,110)

($40,550)

Totals-Chapter 1

($8,110)

($8,110)

($8,110)

($8,110)

($8,110)

($40,550)

($1,600)

Chapter 2: Educational Service Delivery

13

Develop and
implement a long-
range strategic plan
to complete the
curriculum
alignment
throughout the
district and ingtitute
aformal curriculum
review cycle. p 59

($188,140)

14

Conduct a
curriculum audit to
direct curriculum
management and
ensure quality
control now and in
the future. p 61

($22,000)

15

Disaggregate and
analyze test scores
of student
subpopulations and
use this information
to set goals for
improving student
performance in the
district and on each
campus. p 70

($3,000)

($3,000)

($3,000)

($3,000)

($3,000)

($15,000)

($600)

16

Prenare anlan to




reduce the number
of teacherson
permit, and set
realistic goals for
reducing the
percent of nor
certified teachersin
CISD to the
statewide average
in the next two
years. p 74

17

Establish formal
pre-referral
intervention teams
at each campus and
conduct a summer
training institute for
campus staff
members. p 84

($17,000)

($17,000)

($17,000)

($17,000)

($17,000)

($85,000)

18

Provide training to
administrators and
teachers to
encourage less
restrictive
instructional
arrangements. p 86

($9,400)

($9,400)

($9,400)

($9,400)

($9,400)

($47,000)

19

Recruit and hire
four full-time
speechlanguage
pathologists and
institute a 10
percent increase in
saary for new and
existing speech
language
pathologists. p 87

16,070

16,070

16,070

16,070

16,070

80,350

20

Participate in the
Medicaid
Administrative
Claiming program.
p 89

102,108

102,108

102,108

102,108

102,108

510,540

21

Evaluate the
nroarams funded




through
compensatory
education and Title
| and direct fundsto
successful
programs and areas
of greatest need. p
96

22

Change gifted and
talented
identification
procedures to
separately evaluate
the academic
achievement
criteria. p 99

23

Offer all of the
advanced
placement courses
in both high
schools when
enrollment
projections
determine a need
for these courses. p
101

24

Createa
districtwide
instructional
technology
coordinator
position. p 106

($36,347)

($36,347)

($36,347)

($36,347)

($36,347)

($181,735)

25

Assign an
individual at each
school to bea
school technology
coordinator. p 108

($24,000)

($24,000)

($24,000)

($24,000)

($24,000)

($120,000)

Totals-Chapter 2

28,431

28,431

28,431

28,431

28,431

142,155

($210,740)

Chapter 3: Facilities Use and Manag

ement

26

| dentify
opportunities to
build shared




facilities to
minimize
construction costs
and maximize
facility usage and
devise amaster
plan for
incorporating these
facilities in future
construction
projects. p 119

27

Review and adjust
attendance zone
boundaries and
eliminate student
transfers at
Smithson Valley
and Spring Branch
Middle Schools.

p 123

25,659

25,659

25,659

25,659

25,659

128,295

28

Move Human
Resource Services
into the unused
boardroom located
in the centra office.
p 124

($40,000)

29

Develop a
comprehensive
warehouse plan and
either add
additional
warehouse space to
the general supplies
warehouse or seek
to purchase space
for textbook
storage. p 126

($80,000)

30

Build ou the
central Food
Services warehouse
in accordance with
itsoriginal design,
including cold and
freezer storaoe. o

96,953

96,953

96,953

96,953

387,812

($785,000)




129

31

Develop prototype
designs for schools
and use these
designs for current
and future
construction
projects. p 132

178,742

178,742

178,742

536,226

32

Develop aDesign
and Construction
Standards
Handbook. p 134

($8,000)

33

Develop apolicy
requiring in-district
construction
contracts to include
finarcial incentives
or penaltiesto
ensure orrtime
completion. p 136

Develop a
departmental
mission, objectives,
and goalswith
performance
measures for the
Maintenance and
Operations
Department. p 138

35

Perform a long-
term cost benefit
anaysison al
major capital
improvements to
determine the most
cost-effective
method of
financing
construction
including ancillary
facility
improvements. p
141




36

Implement a
documented

mai ntenance
program, including
preventive
maintenance and
prioritize work
orders. p 142

37

Designate the eight
mai ntenance
employees and

head custodians
based at the schools
asthedidtrict's
preventive

mai ntenance team.
p 143

38

Track all
maintenance work
through the
district's

mai ntenance work
order system and
include
requirements for an
automated work
order system in the
specifications for
the district's new
administrative
software. p 144

39

Allocate custodial
employees to
schools using a
formula that
incorporates
demand factors,
such as the number
of teachers,
students, or
classrooms, as well
ascleaning area. p
147

216,630

324,945

324,945

324,945

324,945

1,516,410

40

Imblement a




monthly training
program for head
custodians. p 149

Totals-Chapter 3

242,289

626,299

626,299

626,299

447,557

2,568,743

($913,000)

Chapter 4. Personnel Management

41

Bring all district
sdlariesin line with
the market. p 163

($468,000)

($405,000)

($405,000)

($405,000)

($405,000)

($2,088,000)

42

Consolidate and
consistently apply
sadary schedules. p
165

43

Tieadl or part of the
district'ssalary
increases to
employee
performance. p 166

Control accessto
all personne files
by ensuring that all
file cabinets are
equipped with
locks and are kept
locked at al times
when Human
Resource Services
staff members are
not present. p 170

45

Institute a nepotism
policy that
addresses
supervisory
relationships and
immediately
address all existing
exceptions to the
new policy. p 171

46

Prepare and
distribute updated
employee
handbooks at the




beginning of each
school year, and
require al
employeesto sign a
statement of receipt
of the employee
handbook at the
time of hire and
each time arevised
employee
handbook is
distributed. p 173

47

Discontinue the
practice of issuing
annual contracts for
all employees who
are not required by
state or federal law
to hold certificates
or permits. p 174

48

Implement
nonmonetary
employee
incentives to reduce
turnover. p 179

49

Conduct a criminal
background check
on every new
employee before
allowing themto
come into contact
with children. p
181

50

Authorize the
superintendent to
make al fina
decisions about the
hiring and
termination of non
administrative
employees. p 182

51

Modify district
nolicv to allow ioh-




related, non-school
experience to be
used consistently
for up to 10 years
of school
experience for
professional
support,
paraprofessional,
and auxiliary
positions. p 183

52

Implement a set of
required training
topics for all
district employees.
p 189

53

Base the indicators
assessed in the
performance
appraisal
instruments on
current, accurate
job descriptions for
each position and
reduce the number
of forms. p 191

Adopt standard
performance
evaluation rating
scalesfor all
positions. p 192

Totals-Chapter 4

0

($405,000)

($405,000)

($405,000)

($405,000)

($2,088,000)

0

Chapter 5: Financial Management

55

Update and
consistently apply
staffing formulas to
achieve equity
among the
campuses. p 203

2,205,888

2,205,888

2,205,888

2,205,888

2,205,888

11,029,440

56

Expand the duties
of the director of
Business




Operations and the
controller to
include analytical
reviews of financial
dataand
performance
measures. p 205

57

Provide financia
incentives for key
financia staff to
become certified
public accountants
and consolidate all
accounting
functions under the
controller. p 207

($10,892)

($10,892)

($10,892)

($10,892)

($43,568)

58

Change and
document accounts
payable procedures
to eliminate internal
control weaknesses.
p 210

59

Purchase a
timekeeping
module as part of
the new computer
system to improve
the efficiency and
accuracy of payroll
functions. p 211

($10,000)

60

Expand CISD's
budget document to
include revenue
estimates and other
information to
facilitate informed
budget decisions. p
214

61

Adopt apolicy
requiring the board
to solicit bids for
the external audit
contract everv five




years. p 216

62

Hire an interna
auditor to report
directly to the
board. p 217

($46,291)

($46,291)

($46,291)

($46,291)

($46,291)

($231,455)

Totals-Chapter 5

2,159,597

2,148,705

2,148,705

2,148,705

2,148,705

10,754,417

($10,000)

Chapter 6: Computersand Technology

63

Develop a
districtwide
technology
committee that has
input into
decisions. p 225

Create an additional
technical support
position and
provide annual
training. p 228

($27,262)

($27,262)

($27,262)

($27,262)

($27,262)

($136,310)

65

Eliminate the help
desk coordinator
position and hire a
help desk
technician. p 229

26,342

26,342

26,342

26,342

26,342

131,710

66

Establish
districtwide
policies and
procedures that
require al
technology
purchases to have
the written approval
of the director of
Technology before
orders are placed. p
231

67

Move the grants
coordinator to
Business
Operations. p 232

68

Eliminate the in-
district arant




program p 233

69

Prepare a
comprehensive
disaster recovery
plan and ensure the
district's new
administrative
computer system
includes provisions
for disaster
recovery. p 236

70

Hire Year 2000
contractors to
complete
implementation of
Y ear 2000 fixes. p
238

($60,800)

71

Refine the
technology plan to
ensure that tasks
described in the
plan are consistent
with district goals
and spending
priorities. p 241

72

Develop aplan for
defining
automation
requirements,
identifying the best
software solution,
and implementing
the system. p 243

Totals-Chapter 6

($920)

($920)

($920)

($920)

($920)

($4,600)

($60,800)

Chapter 7: Asset & Risk

Management

73

Requireal CISD
departments to
implement formal
safety programs. p
251

74

Fvaluate the




feasihility of
increasing the
district's
deductibles on its
property and
casualty insurance
to reduce
premiums. p 254

75

Develop arisk
management report
for the board. p 255

76

Establish a zero
balance account to
invest excess daily
balances into
interest-earning
instruments
automatically. p
259

46,655

46,655

46,655

46,655

46,655

233,275

77

Establish a district
policy to pay
invoiceson
specified due dates.
p 262

23,959

23,959

23,959

23,959

23,959

119,795

78

Establish a
delinguent tax
collection policy
for the district and
regular
communication
with Comal County
and the attorney
responsible for
delinquent tax
collection. p 264

287,442

574,884

574,884

574,884

2,012,094

79

Adopt fixed-asset
policy to guide
district actions and
responsibilities. p
266

80

Conduct
independent annual
inventorv of fixed

($5,490)




assets and reconcile
to the accounting
records. p 268

81

Purchase a bar code
reader and the
software needed to
automate the
tracking of fixed
and leased assets. p
269

($5,900)

Totals-Chapter 7

70,614

358,056

645,498

645,498

645,498

2,365,164

($11,390)

Chapter 8: Purchasing and Distribution

82

Centralize
purchasing and
distribution
functions under a
purchasing agent
and strengthen
compliance
monitoring of
federa and state
procurement
regulations. p 280

($41,310)

($41,310)

($41,310)

($41,310)

($41,310)

($206,550)

83

Consolidate and
automate the
purchase
requisition and
order processes. p
286

Develop and use
key performance
measuresto aid in
the management of
CISD's purchasing
operations. p 289

85

Develop
performance
measures and
procedures to
ensure appropriate
usage and
distribution of




warehouse
inventory. p 292

86

Modify the stores
order report, and
purchase and install
an automatic
reorder point
system. p 293

87

Require each

school to pay for all
lost textbooks from
its principal activity
fund balances. p
296

14,890

14,890

14,890

14,890

14,890

74,450

Totals-Chapter 8

($26,420)

($26,420)

($26,420)

($26,420)

($26,420)

($132,100)

0

Chapter 9: Transportation

88

Reorganize the
Transportation
Department into
sections for
maintenance,
regular education,
and specia
education. p 308

89

Resassign the
special education
supervisor's
secretarial dutiesto
the field trip
clerk/receptionist
and new Hill
Country facility
secretary. p 310

90

Compress CISD's
wage schedule for
driversto provide a
more competitive
starting wage. p
311

($24,862)

($24,862)

($24,862)

($24,862)

($24,862)

($124,310)

91

Develop a
substitute driver




pool to cover 6
percent
absenteeism. p 313

92

Eliminate the
substitute
driver/part-time
receptionist
position. p 314

3,672

3,672

3,672

3,672

3,672

18,360

93

Use the capabilities
of Edulog to reduce
the number of bus
routes and the
number of required
buses and drivers. p
316

45,100

45,100

45,100

45,100

45,100

225,500

94

Eliminate the
Edulog clerk
position, create a
new position of
Edulog scheduler,
and train the
current clerk to fill
this position. p 317

($3,628)

($3,628)

($3,628)

($3,628)

($3,628)

($18,140)

($3,445)

95

Establish a
staggered bell
schedule for all
schools in the
district. p 319

96

Provide principals
with bus route and
schedule
information for
distribution to
parents and
students at the
annual student
orientations at each
school. p 321

($391)

($391)

($391)

($391)

($391)

($1,955)

97

Assign busesto
routes based on
mileage targets to
accumulate milesin
the fleet more




evenly. p 325

98

Systematically
discontinue the
practice of allowing
school bus drivers
to take buses home
during the middle
of the day and after
work. p 326

($9,757)

99

Develop key
indicators to
measure and
monitor
performance of
regular and specia
education
transportation. p
327

100

Provide annual
student
management
training for bus
drivers and bus
safety training for
students. p 330

($29,407)

($29,407)

($29,407)

($29,407)

($29,407)

($147,035)

101

Develop a written
policy banning all
firearms on school
buses. p 331

102

Explore forming a
transportation
consortium with
New Braunfels
ISD. p 332

Totals-Chapter 9

($9,516)

($9,516)

($9,516)

($9,516)

($9,516)

($47,580)

($13,202)

Chapter 10: Food Services

103

Reduce staffing in
the kitchens to
bring meal
equivalents per
lahor hotrr in line

116,188

116,188

116,188

116,188

116,188

580,940




with industry
standards. p 346

104

Join or ingtitute a
recycling program.
p 347

105

Develop apool of
qualified food
service substitutes.
p 349

106

Identify kitchens
and individuals
with high absentee
rates and initiate
corrective action. p
351

107

Reclassify the Food
Service coordinator
to adirector. p 352

($10,892)

($10,892)

($10,892)

($10,892)

($10,892)

($54,460)

108

Establish additional
strategies to
increase meal
participation rates.
p 355

Totals-Chapter 10

105,296

105,296

105,296

105,296

105,296

526,480

Chapter 11: Safety and Security

109

Standardize
discipline policies
and the
conseguences for
violations and
apply these
disciplinary
practices
consistently to all
schools in the
district. p 366

110

Analyze, distribute,
and discuss
incident reports

with parents,
teachers. and




school
administrators at
least once ayear. p
368

111

Systematically
evauate the
behavior of the
student population
at each school and
target prevention
and intervention
programs to meet
the schools' needs.
p 370

112

Hire a full-time
attendance officer
and institute
procedures for
parental
notification of
unacceptable
absences and
attendance makeup
policies. p 372

97,528

97,528

97,528

97,528

97,528

487,640

113

Combine the
Comal Leadership
Institute and the
Comal Discipline
Center with similar
aternative
education schools
at other area school
districts. p 375

114

Enter into
discussionswith
the New Braunfels
Police Department
to improve
response time to
Canyon High
School and Canyon
Middle Schoal. p
377




Totals-Chapter 11 | 97528 197528  |o7,528  |o7528 |o7.528  |487.640 |0

TOTAL 2,040,689 3612141 |3.899583 13,899,583 |3.720,841 18,072,837 |0
%VINGS L 1 b H b H b L 1 L 1 L

TOTAL COSTS | ($749,900) | ($697,792) | ($697.792) | ($697,792) | ($697,792) | ($3,541,068) | ($1,220,732)
(NCEOTS?S;"NGS 2,190,789 12,914,349 |3201,791 |3201,791 |3.023,049 |14,531,769 |($1,220,732)

5 Year Gross Savings 18,072,837
5Year Gross Costs
Grand Total

($4,761,800)

13,311,037




Chapter 1
DISTRICT ORGANIZATION AND
MANAGEMENT

This chapter discusses the Comal Independent School District's (CISD's)
organization and management in five sections:

A. Governance

B. Planning

C. District Management

D. District Policies and Procedures
E. Community Involvement

The effectiveness of adistrict's organization and management may be
evaluated against severa critical success factors: a vision and goals that
are clearly communicated to staff and community members through a
planning document; an efficient and logical organizational structure that
supports site-based decision-making; a harmonious planning, budgeting,
and improvement process that ensures resources are used efficiently and
support district goals; athorough and objective performance evaluation
system; sound and consistently applied policies that comply with
applicable laws; and board actions that demonstrate an understanding of
members' roles as planners, policy-makers, and performance monitors.

CISD's organization and management is directly affected by rapid growth
and alarge geographic territory. CISD's enrollment has doubled over the

past seven years and the district, which includes land in five counties, has
almost twice the area of Houston ISD.



Chapter 1
DISTRICT ORGANIZATION AND

MANAGEMENT

A. GOVERNANCE

CISD is governed by a sever member Board of Trustees. Each trustee is
elected by and represents a single area within CISD; none are elected at
large by the entire district (Exhibit 1-1). Board elections are held in May
of every year and members hold three-year terms. Two new trustees were

elected in the May 1, 1999 board el ection replacing previous board

members.
Exhibit 1-1
CISD Board Members
Member District Profession End of
Term
Dan_Krueger, 2 District Manager, Hobart Foods 2000
President '
John Clay, Vice |, Golf Professional 2001
President
John Bertelsen Sales Representative, janitorial paper 2002
4 products supply
Dora Gonzales, 1 Social Worker, Hospice 2000
Treasurer
Robert Loop 6 Engineer, Kelly Air Force Base 2001
Nick Nichols President, Sandler Business | nstitute 2002
Lester Jonas Retired 2000
Source: CISD.

All CISD board members represent single-member districts, the result of a
discrimination lawsuit. When the lawsuit was filed, all trustees were
elected to at-large positions. The district's only documentation of this
settlement is aletter from an attorney describing the establishment of
seven single-member districts. The settlement was reached in 1993, and
the establishment of single- member districts began in 1994.




For the 1997-98 school year, the board budget was $65,800. Audit and
legal fees made up two-thirds of the budget.

The board meets on the second and fourth Thursday of every month. The
first meeting is considered a workshop and the second is the official board
meeting.

FINDING

The board has not established objective measures for evaluating the
superintendent's performance. While the superintendent's performance is
evaluated every year, the process is highly subjective. For instance, the
evauation contains an item stating that " The superintendent directs the

preparation and expenditure of the district budget within the district's

fiscal capabilities," but the board has no established measures to determine
the extent to which the superintendent has done this. Exhibit 1-2 presents
asample of the criteriaincluded in the superintendent's evaluation for the

area of "Organizational Improvement.”

Exhibit 1-2
Sample from Superintendent's Evaluation

Performance Responsibilities

Rating
1234

The superintendent effectively coordinates the planning of district
programs and services to meet identified needs.

The superintendent organizes resources, personnel, and facilities for the
effective implementation of district goals.

The superintendent uses collaborative planning processes when
appropriate.

The superintendent ensures that long- and short-range plans for
departmental and district improvemert are developed and implemented.

The superintendent demonstrates the conceptual skills required to
manage the district in an effective manner.

Source: CISD, Superintendent's Evaluation Form.
The superintendent also is evaluated in the areas of

Instructional Management

Organizationa Climate

Personnel Management

Administration and Fiscal/Facilities Management




Student Management
School/Community Relations
Professional Growth and Development
Board/Superintendent Relations
Leadership.

While the superintendent has come under criticism from time to time from
some groups, and is fiercely defended by others, these criticisms and
praise are often based on feelings and perceptions, not on the facts or on
clearly measured performance. Performance expectations are intended to
provide guidance and direction to an employee, and performance
evaluations should measure the employee's progress in meeting these
godls.

Most board members told TSPR that they are not providing clear direction
and setting specific priorities and goals for the superintendent.
Consequently, evaluations have become highly subjective and do not serve
as atool for educationa progress in the district.

Recommendation 1;

I ncor por ate specific performance measures into the superintendent's
evaluation.

The superintendent's evaluation form should include objective
performance measures. These measures should include indicators of
student performance as well as of staff performance and district efficiency.
These indicators could include:

student test score results;

per-student expenditures by functional area;

staff to student ratio by functional area;

amount of funds generated from in-kind and monetary community
donations;

salary costs as a percentage of total budget;

actual expenditures as a percentage of budgeted expenditures;
dropout rates; and

progress towards strategic plan goals.

The evauation should include a section with these indicators, a goal for
each as established at the beginning of the year, and the superintendent's
performance to achieve the goal. The board should identify these
measures, set goals for the superintendent for each indicator, and ensure
that the superintendent understands and agrees upon the goals. To the
extent possible, the evaluation could include indicators for each element of
the superintendent's job description.



IMPLEMENTATION STRATEGIESAND TIMELINE

1 The board develops performance measures for the August
" | superintendent with input from the superintendent. 1999
5 The board and superintendent establish goals for the August
" | superintendent's performance eval uation period. 1999
The superintendent directs the Business Operations director and September
3. | the Technology director to collect and report on the data 1999

necessary for tracking these performance measures.

evaluation. 1999

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

CISD covers alarge geographic area including several communities.
These communities represent separate and sometimes competing factions
within the district. Many community members expressed concern that
board members represent the interests of their own communities over the
district's overarching interests. There is evidence to support these
concerns. The most recent example is reflected in the debate over how the
district should relieve its over crowded high schools. For the most part,
trustees from the west side of the district support building a new, third
high school; trustees from the east side support expanding current high
schools (expanding Smithson Valley High School to alarger size than
Canyon High School). Many parents and community members on the east
side do not want to see district resources spent on building a new school
on the west side, and many on the west side do not want their children
going to a 2,500-student high schooal. It is difficult to determine whether
the board's decisions are based on fact or on the wishes of their respective
constituencies.

TSPR surveyed CISD parents, students, teachers, and administrators, and
found that a majority of teachers and school administrators (52 percent)
disagree with the statement "CISD school board members make sound
decisions,”" and slightly more parents disagree (37 percent) than agree
(33 percent) with the same statement. (Exhibit 1-3)

Exhibit 1-3
Responsesto Selected Survey Questions

The board incorporates these measures into the superintendent's | September




Group and
Statement

No
Response

Strongly
Agree

Agree

No
Opinion

Disagree

Strongly
Disagree

NA

Teachers and
School
Administrators
- CISD schooal
board
members
make sound
decisions.

3%

3%

29%

13%

34%

18%

0%

Parents -
CISD school
board
members
make sound
decisions for
the district.

3%

5%

28%

25%

25%

12%

2%

Source: Texas School Performance Review.

When asked "What is the gr eatest weakness of CISD?' most survey

respondents stated the board's inability to make decisions, which included:

"The [board's] inability to make decisions.
School board cannot make decisions - creates turmoil and disrupts
students and staff. Dilutes community support.
A school board that makes decisions and then changes its mind.
Continual indecision by the board. Not sticking to the plan.

The school board is divided and indecisive.
[The] School board [is] not making decisions and staying with
them."

Many of those surveyed believe that CISD board decisions often are based

on political considerations rather than a thorough consideration of the

facts. There are several reasons that have led the public to believe this. For

example:

Often criticd information is received late by board members,
sometimes at the meeting itself; nevertheless, they vote anyway
without careful consideration. For example, at a November board
meeting, the board received new information at the last minute on
the cost of the high school options, yet used this new information
to vote on the bond package.




At times, important information is still unknown or uncertain, such
as the exact costs of the various high school aternatives, but the
board votes anyway.

Attendees at board meetings are not informed about details of
board decisions or debates, which may limit their ability to provide
thoughtful public input.

One clear incident of the board's indecision occurred between January
1998 and April 1998. During this time, the board voted eight times in five
different meetings on which students would attend Spring Branch Middle
School and which would attend Smithson Valley Middle School.

Recommendation 2;

Provide board training on teamwork and decison making and
establish board-monitored proceduresto reduce decision reversals.

Board members inevitably will have different priorities or different ideas
about what is best for the district. Even so, board members should be able
to agree on the facts involved. The CISD board should strive for this
agreement. Votes and decisions should be delayed until all board members
feel comfortable that they are working with solid information.

CISD should provide atraining session for its board members on
teamwork and decision making. This training session should be led by an
outside facilitator. In addition to covering traditional teamwork and
decision- making topics, the facilitator should lead the board in a
discussion of the board's credibility in the community and opportunities
for improving it.

Asa group, board members and the facilitator also should discuss how the
board could avoid future reversals of decisions and how they should
explain re-votes to the public when they do occur. There are several ways
in which the board could address this. For instance, the board could track
all vote and decision reversals and explain the reason for the reversal to
the public. In addition, the board's agenda should indicate whether an
agendaitem, which was previoudly resolved, is being brought up for
further consideration. Finally, while it may be impossible for board
members to agree with all the facts involved, thisis something for which
the CISD board should strive. Votes and decisions should be delayed until
all board members feel comfortable that they are working with accurate
information.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | Rnard memhers attend A facilitated spc<ion tn diqriiss their July 1999




approach to decision making.
5 The board communicates with the community concerning its August
" | commitment to more effective decision making. 1999
The board begins tracking all vote reversals, works among AUOUSt
3. | themselves to analyze the reasons for the reversal, and 19999
documents procedures to reduce decision reversals.
4 The district contracts with a facilitator to help the board with September
" | their decision-making process. 1999

FISCAL IMPACT

The fiscal impact assumes the board would hire a facilitator for eight

hours at $200 an hour.

. 1999- | 2000- | 2001- | 2002- | 2003-
Recommendation 2000 | 01 | 02 | 03 | 04
Provide board training on teamwork
and decision making and establish
board-monitored procedures to reduce ($1,600) | 30 $0 $0 $0
decision reversals.

FINDING

The board has no standing committees, but rather has ad hoc committees;

however:

Some are too big to be effective. The long-range facilities planning

committee has more than 100 people.

Some do not include community members. The strategic planning

committee has no community members or teachers.

Committee work is acknowledged but not always used. Although

the board's long-range planning committee recommended a

maximum size of 1,500 students for district high schools, the

district now is considering expanding Smithson Valley High
School to 2,500 students.

Committees are not given specific charges or time frames. A split-
the-district committee was established, but never issued areport to

the board.

Committees are not particularly effectivein CISD in part because certain
critical elements are not in place. Spring 1SD has identified several factors

that allow committees to be effective:




The district must have a plan that governs all decisions of the
board and staff actions. The committees use the plan as aguide to
ensure that their recommendations are in line with plan goals.
Board members must understand thet their role is that of policy-
maker, not administrator. The board must avoid "micromanaging,”
or becoming too involved in the details of each issue. It must set
clear priorities, ensure the resources are there to accomplish them,
and monitor staff performance.

Board members must trust one another. Without mutual trust in
their actions, no basis exists for accepting committee
recommendations.

Board members must respect the capabilities of other board
members and the district's staff. Board members must treat each
other and staff members as professional's dedicated to the needs of
the students of the district, not to their own best interests.

Staff members must be open and candid with the board, provide all
information needed to make decisions, and engage in candid
discussions. If the board feels that staff members are withholding
information, committees will not feel encouraged to make use of
staff input and will not have the information needed to make
intelligent, meaningful recommendations to the full board.

Board members must be willing to commit the time necessary to
make the committees function well. The role of the committeesis
to digest complex issues, thoroughly discuss and eval uate options,
and make recommendations to the board. The board as awhole
should not have to review the work of the committee to ensure that
it has thoroughly evaluated all information and aternatives.

L eadership of and membership on committees should rotate so that
each board member has an opportunity to be in both types of
positions.

The topics covered by committees should be changed periodically
to reflect the district's changing priorities.

Of these factors, the ones most obviously missing from CISD are those
that require that the board members trust each other, respect each other
and district staff members, and understand their roles. Without these
elements in place, committees will find it difficult to work successfully in
CISD.

Recommendation 3:

Create four standing committees and develop guidelinesfor ad hoc
committees.



The board needs to establish trust to make committees work, make a
concerted effort to attend board training regularly, and to build a true team
of seven structure for the district.

The district should maintain four standing committees for instruction,
facilities, finance, and personnel. Each committee should have board
member representation. These committees should alow board membersto
develop amore detailed level of knowledge about these areas and enable
the board to be better informed when making decisions. For example, the
instruction committee could work with the assistant superintendent for
Instruction to advise the board on instructional decisions. The facilities
committee could oversee the devel opment of long-range plans and should
investigate potential facilities options. The finance committee could
oversee the internal and external audit functions, while the personnel
committee could work with the director of Human Resource Services on
personnel issues, including hiring and termination matters and salaries and
personnel policies.

In addition to these standing committees, the board occasionally will need
ad hoc committees to address certain issues. To ensure these committees
are productive in accomplishing their goals, the district should ensure that
each committee has the appropriate composition of community members,
district staff, and board members; clearly defined goals; and a time frame
for reporting back and completing its work.

Effective committee work should reduce the need for the entire board to
meet twice a month. It also should allow the board to make more informed
decisions, as the committees would be responsible for researching and
assessing various decisionmaking options before their recommendations
are presented to the board.

IMPLEMENTATION STRATEGIESAND TIMELINE

The board establishes four standing committees and definestheir | July

roles and responsibilities. 1999
The board determines which board members will participate in 1l
2. which committees and which board member will chair each 1939

committee.

The board adopts a policy, such as Spring 1SD's success factors, August
and incorporates it into their committee guidelines. 1999

August

4. | The standing committees hold their initial meetings. 1999

FISCAL IMPACT




This recommendation could be implemented with existing resources.
FINDING

The board conducts regular meetings on the second and fourth Thursday
of each month. The district's policy manua states that "The Board shall
give written notice of the date, hour, place, and subject(s) of each
meeting." Accordingly, the board posts notices of these meetingsin its
administrative offices.

State requirements on this topic are somewhat conflicting. Section
551.051 of the Government Code states that "a school district shall post
notice of each meeting on a bulletin board at a place convenient to the
public in the central administrative office of the district." CISD isin
compliance with this requirement.

On the other hand, Section 551.053 states that " The governing body of a
water district or other district or political subdivision that extends into four
or more counties shall:

1. post notice of each meeting at a place convenient to the public in
the administrative office of the district or political subdivision;

2. provide notice of each meeting to the Secretary of State; and

3. provide notice of each meeting to the county clerk of the county in
which the administrative office of the district or political
subdivision is located.”

CISD's board is the governing body of a district that extends into more
than four counties.

Several school law attorneys contacted by TSPR believe that Section
551.053 does not apply to school districts and that districts are governed
by the more specific law in Section 551.051. While following the more
specific law is a common approach in situations like this one, the Texas
Education Agency and Attorney General's Office (AG) both said that the
law could be interpreted either way.

Recommendation 4:

Voluntarily post board meeting notices with the Secretary of State
and with county clerks.

While no school law attorneys felt that CISD was out of compliance by
following current procedures, posting this information could improve
communications with remote areas of the district. Should the board decide
not to post in all of these locations, the board's attorney should seek an



Attorney Genera's opinion to clarify the open meetings posting
requirements.

IMPLEMENTATION STRATEGIESAND TIMELINE

The board reviews the options to determine the most appropriate

course of action. June 1999

Should the board decide not to post notices as suggested, the
2. | board should seek an opinion from the Attorney General's July 1999
Office to clarify the law.

The board updates its policy and changes its procedures to

coincide with its decision. August 1999

FISCAL IMPACT

This recommendation could be implemented with existing resources.




Chapter 1
DISTRICT ORGANIZATION AND
MANAGEMENT

B. PLANNING
The district has several planning documents, including:

1996 - 2000 Strategic Plan

1997 Strategic Plan Update
“Focus 2000"

Annual District Improvement Plan.

The district's 1996-2000 Strategic Plan was devel oped by a committee of
district staff with the assistance of an outside consultant. The plan,
completed in 1996, outlined goals and strategies to guide the district's
actions and decisions through the year 2000. The 1997 Srategic Plan
Update was developed in 1997 by the same consultant who assisted the
district with the initial plan. This update reported on the district's progress
towards the plan's goals. "Focus 2000" is a brief, three-page document
developed by the district's superintendent in 1998 that identifies areas on
which the district should focus for the 1998-99 and 1999-2000 school
years. Theannua District Improvement Plan is developed by the district's
Site-Based Management Committee each year. It includes objectives,
strategies for reaching these objectives, and methods for evaluating

progress.
FINDING

Although the district has several planning documents, it is unclear how
they are linked to one arother or how any of them affect the district
budget. "Focus 2000" covers the broadest range of areas, both
instructional and operational; the 1996-2000 Strategic Plan goals cover a
broad range of instructional areas and some non-instructiona areas; and
the annual District Improvement Plan is strictly instructional. Exhibit 1-4
summarizes the goals of the strategic plan and the district improvement
plan and the areas of focus from "Focus 2000."

Exhibit 1-4
Various Goals and Focus

1996-2000 Strategic Plan Goals | | /\nnual District Focus 2000

I mnrovement Plan




Goals

A student-centered curriculum
and assessment process that
leads to post-school success.
Instructional methodol ogies and
organizational arrangements that
result in learning and respect the
reality thet students learn at
different rates and in different
ways.

Staff development and other
learning opportunities that result
in the acquisition of skillsand
competencies required of all
staff members for the 21%
century.

Effective support (follow-up,
time for planning, technology,
mentoring, etc.) to assist staff in
tranglating concepts learned
from staff development and
other experiences into actual
practice.

Organizationa structures that
result in highly effective
operations for student focused
schools (includes staffing, role
clarity, coordination, etc.)
Longitudinal planning that
resources are coordinated and
that student progress is not
interrupted as each transition is
made from grade to grade.

Each student, parent, and
educator is safe, welcomed, and
respected in Comal schools.
CISD actively invites
participation of the community
and promotes partnerships for
excellence in the schools.

A highly effective
communication system that
provides community members,
parents, and district personnel
with information ahout Comal

By Spring 1999, the
annual attendance
rate will be
maintained at 97%
or higher.

By Spring 1999, at
least 90% of all
studentsin each
population will pass
al TAAS tests.

By Spring 1999, the
annual dropout rate
will be 1% or less.

Academic Excellence
Indicator System
Building program to
accommodate student
growth and other district
needs Communications
Customer Service
Diversity Management
Plan and Strategic Plan
Operations: District
Organization and

M anagement,
Educational Service
Delivery,

Personnel Management,
Community
Involvement, Facilities
Use and Management,
Asset and Risk

M anagement, Financial
Management,

M anagement
Information Systems,
Purchasing and
Warehouse Services,
Administrative and
Operational Services.
Paraprofessional Salary
Schedule

Preventative
Maintenance Program
Professional Staff
Recruitment, Retention
and Benefits

Safe and Orderly
Schools Program
Student Participation in
Extra-Curricular
Activities

Technology




schools that is relevant and
timely.

An ongoing planning and
evauation system that provides
data to guide decisionmaking,
program improvement, and
allocation of resources.

Source: CISD 1996-2000 Srategic Plan; Annual District Improvement

Plan; Focus 2000.

While the Annual District Improvement Plan includes a column to connect
its goals to those in the 1996-2000 Strategic Plan, the column is empty for
most goals and objectives. And, as Exhibit 1-5 illustrates, the focus of the
1996-2000 Srategic Plan and the Annual District Improvement Plan are

relatively narrow.

Exhibit 1-5
Scope of Plans.

Functional Area

1996- 2656
Strotegic Pl

Azl District
T roverment Pl

Focus 2000

Dustrict Organization and Management v

Educational Service Delivery

"y

C ottty Involvement

v

Perzonnel

Facilities

Purchasing

Azget & Risk Management

Financial Management

Computers & Technology

Transpottation

Food Services

Safety & Secunty

NENENENEAENENENRARNENEN

Source: Texas School Performance Review.

While "Focus 2000" is broad in scope, it is shallow in depth. It includes a
section for high-level tasks, point people, and evidence of progress for
each goal, but it does not include estimates of costs; dates for completion;
and responsible parties. For example, Exhibit 1-6 presents the point
people, focus, and evidence of progress included in the document for the

technology function.




Exhibit 1-6
Focus 2000: Technology Function

Area

Detail

Point People

Superintendent, Assistant Superintendent, Director of Technology,
Director of Transportation, Manager of Data Processing, Grants
Coordinator

Focus

B1: Business computing migration

B2: Y2K Problems and Resolution

B3: CISD Infrastructure

B4: Campus Technology Curriculum and Training
B5: Edulog Systems

B6: Grant Acquisition

Evidence of
Progress

B1: Migration from Unisys mainframe by December 31, 1999;
B2: Reports monthly with resolution to Y 2K by November 15,
1999;

B3: Monthly infrastructure reports to note progress,

B4: District trainer(s) to train team leaders, teachers and
administrators;

B5: Edulog utilized to the maximum extent possible by March 15,
1999;

B6: Obtain at least $1 million annually in grant money.

Source: CISD, Focus 2000.

As this example illustrates, some items lack due dates. Moreover, it is
unclear what is included in each line item. For instance, the plan identifies
"Campus Technology Curriculum and Training" as afocus, but does not
explain what that means. It could include training teachers on hardware or
educational software, or integrating technology into a school's curriculum.
Another area of focus is the Edulog System; however, the plan does not
specify what it would like to do about the system. The corresponding
evidence of progress states, "Edulog utilized to the maximum extent
possible by March 15, 1999," but it is not clear what this means.

Recommendation 5:

I ncrease the scope of CISD's strategic plan to incor por ate the goals of
" Focus 2000" and usetherevised strategic plan to guide district and
campus improvement plans.

The district should update its strategic plan to incorporate the goals of
"Focus 2000." The district's strategic plan has a generally effective




framework, but would benefit from a broader scope of topics.
Incorporating "Focus 2000" goals would accomplish this.

The district Site-Based Management Committee should use the strategic
plan to guide the development of the district improvement plan; campus
site-based decision making committees should use both plans to guide the

development of their campus improvement plans.

IMPLEMENTATION STRATEGIESAND TIMELINE

The Strategic Planning Committee meets to review the

L strategic plan and " Focus 2000." September 1399
The Strategic Planning Committee identifies

2. | subcommittees for each functional areato be added to the | October 1999
strategic plan.

3 The subcommittees meet to develop a plan for each new November -

"|area. December 1999

4 glr;eq Strategic Planning Committee revises the strategic January 2000

The district's Site-Based Management Committee reviews Feb
: . L L ruary -
5. | the new strategic plan and incorporates it into the district March 2000

improvement plan.

FISCAL IMPACT

This recommendation could be implemented with existing resources.

FINDING

The CISD 1996-2000 Strategic Plan has ten goals. Unlike "Focus 2000,"
each goal in the strategic plan has strategies, action steps, start and end
dates, responsible party, and the estimated cost. The costs of each action
step are totaled to provide costs by function for each goa. Exhibit 1-7

illustrates the plan's components.

Exhibit 1-7
1996-2000
Structure of CISD Strategic Plan
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Diction Sk {smna: EmUae IE’;“;‘“ I';‘;L:l"; IE‘:';EI'" IH:;““;
Priority g s 5
[ Strateqy . . .
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Goal K
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Source: CISD 1996-2000 Strategic Plan.

The plan aso includes severa evaluation tools, including a best practices
evaluation form, a program evaluation design, and a process eval uation

format.

The best practice evaluation form lists standards of best practices for each

goal and asks the evaluator to assess the district's status on each best

practice on a scale from 1 (not in evidence) to 5 (fully integrated into the
system). The form aso guides the evaluator to identify notes for future
planning and designate priorities. The report also includes instructions for
completing the form. Exhibit 1-8 presents a sample from the best practice

evaluation form.

Exhibit 1-8
Sample of Best Practice Evaluation Form

Notesfor
Standar ds of Best Practices Status Future Priority?
Planning
123/4\5

a. The curriculum is designed to
effectively meet the needs of all
populations within the district.




Status: 1 = not in evidence, 2 = initia planning stage, 3 = initial
implementation stage,
4 = implemented with refinements, 5 = fully integrated into system
Source: CISD 1996-2000 Strategic Plan.

The strategic action plan program evaluation design includes evaluation
guestions to ask for each goal as well as standards and methodologies to
evaluate progress toward each goal. Exhibit 1-9 presents a sample from
the program evaluation design.

Exhibit 1-9

Sample, Program Evaluation Design

. Evaluation
Strategic Goal Question Standard M ethodology
1A. To what extent 0 1A. Analysis of
do CISD 1A. 65% of al SAT and ACT data,
. : . CISD graduating
Goadl 1: graduating seniors seniors will take the broken down by
A student- take the Scholastic SAT or ACT ethnicity, campus,
centered Aptitude Test (Annual District and other relevant
curriculumand | (SAT) or the ACT? Improvement Plan) variables.
assessment 1B. To what extent B pSprin 1999, 4t '
process that do those CISD | e)eltst 700/9 of all '
leadstopost- | studentstaking the | (= ; letions
school SAT or ACT : bop
SUCCEeSSes. demonstrate In the senior class
academic will take either the
SAT or the ACT.
competence?

Source: CISD 1996-2000 Strategic Plan.

The process evaluation form guides the evaluator in evaluating progress
towards implementing the goals and objectives. A sampleis provided in

Exhibit 1-10.

Exhibit 1-10
Sample, Process Evaluation Form

Gonal/

Noclimentatinn

Statiig

M odificatinng/

Ratinnale

Recommendatinn




Objective| (if attached) | Code | Revisions (if (if for Project

applicable) |applicable)| Improvement

Status Code: 1 = completed as written; 2 = completed with modifications,
3 = completed with major revisions; 4 = not completed at thistime; 5 =
objective deleted.

Source: CISD.

In addition to evaluation tools, the strategic plan outlines future CISD
strategic planning steps, but none of these have been achieved to date.
Exhibit 1-11 illustrates the recommended steps of future cycles.

Exhibit 1-11
Recommended Steps for Future Planning Process

Srep 1 Srep 2 Sep 3
Fewiesr Identify needed Identify addition
implementation o adjustments in priority strategies
all evaluation and pricrity strategies {if needed)
data awailable

Step 5 Step 4
Update strategic Fefine action step
plan budget for future years

Step 6 Sep 7 Step 3

Fewrise as needed

Submit updated
strategic plan to
board for approwval

Implement as
approved

Source: Texas School Performance Review.

"Focus 2000," a planning document prepared by the superintendent with
assistance from other district officials, is CISD's most recent planning



document. According to the superintendent, it represents a progress report
on the origina plan and an updated vision for the school district.

The first progress report, which was delivered to the district in August
1997, was done by the same consultant who devel oped the 1996-2000
Strategic Plan. TSPR found no indication, however, that any similar
assessment has been made since this report. Several board members and
principals said that they have not been updated on the plan since 1997.

One reason for the lack of further progress reports may be that the
strategic plan contains only limited objective performance measures.
Although it contains standards for each goal, only four of 32 cited can be
measured objectively. The remaining standards rely primarily on survey
results, but no surveys have been conducted since the original plan was
developed.

Recommendation 6:

Revise strategic plan standards to include mor e obj ective
per formance measur es, and formally measur e progress against these
standards annually.

While survey responses are helpful to reflect opinions, they are not as
useful as meaningful assessments of progress toward a goal. The district
should reduce its number of standards that are measured by survey results
and add additional administrative and efficiency standards. To develop
these objective performance measures, the district must determine what
data will be used, how they will be collected and analyzed, who will
collect and analyze them, and how and when the data will be presented.
The presentation should clearly communicate the progress or lack of
progress made and should present historic trends to allow the board and
community to assess each year's progress.

For example, for Goal 5, "Organizationa structures that result in highly
effective operations for student-focused schools,” the district could
employ several objective performance measures.

Exhibit 1-12 presents examples of these measures.

Exhibit 1-12
Sample Performance M easur es

Area Performance M easure

District
Administration

Annual cost of overtime Administrative cost as a percent of
total cost Projected vs. actual enrollment

Custodians /
Engineers

Attendance Annual cost of overtime Number of square feet
per custodian




Transportation

Percent of on-time arrivals Number of routes Cost per mile
Cost per student transported

Food Services

Participation rates Meals per labor hour ‘

Source: Texas School Performance Review.

Once the Strategic Planning Committee has devel oped the measures, the
associated data needs should be communicated to the appropriate district
staff members who will be responsible for collecting and analyzing the
data. These employees should develop a preliminary report for the board
and obtain feedback on whether the board finds the information and

format useful.

Measures used to evaluate district performance should be tied to the
measures used to eval uate the superintendent's performance.

IMPLEMENTATION STRATEGIESAND TIMELINE

The Strategic Planning Committee meets to update the 1996- AUOUSt
1. 2000 Strategic Plan and identifies and incorporates the new 1939
performance measures.
The director of Human Resource Services and the board ensure September
2. | that the measures used to evaluate the superintendent are related 1999
to the measures used to evaluate the district's performance.
The Strategic Planning Committee communicates the details of September
3. | each measure to the district staff responsible for collecting and
. ) 1999
analyzing the data involved.
4. | District staff begin collecting necessary data. fggtgember
- . January
5. | District staff analyze data and prepare a preliminary report. 2000
The Strategic Planning Committee and district staff receive Eebruar
6. | feedback from the board and make necessary modifications to 2000 y
the reports.
I : August
7. | Didtrict staff analyze data and present their report to the board. 2000

FISCAL IMPACT

This recommendation could be implemented with existing resources.




FINDING

All members of the 1996 Strategic Planning Committee were district
employees; no community members served on the committee. Community
input was solicited during community forums as part of the strategic
planning process, but that was the extent of the community's involvement.
Public input is essentia in determining the direction and priorities of the
entire district, and public support is necessary for successful
implementation.

Recommendation 7:

I nclude community members on future strategic planning committees.

The superintendent should include community members on the Strategic
Planning Committee to ensure that their concerns and goals are
incorporated and to achieve more community support for the district's
plan.

Community members participating on the Strategic Planning Committee
should represent the various communities and a mix of the geographic
areas within the district, including New Braunfels, Canyon Lake,
Bulverde, Garden Ridge, Satler, Startzville, Hancock, Fischer, Spring
Branch, Smithson Valley, and San Antonio. Parent, business, and
community members should account for about 20 percent of committee
membership.

IMPLEMENTATION STRATEGIESAND TIMELINE

1 The superintendent solicits volunteers from the community to June
" | participate on the Strategic Planning Committee. 1999

2. | The superintendent recommends committee members to the board. ilggg

3 New community committee members join the Strategic Planning July
" | Committee for its first meeting. 1999

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

CISD's budget calendar starts in February of each year. (Exhibit 1-13). A
final budget is adopted each August.




Exhibit 1-13
CI1SD Budget Calendar

Date Description
February 6 | Estimate state and local revenues.
February 13 | Finalize enrollment projections by campus.
Eebruary 27 Department heads begin developing staffing plans, salary schedules,
y and budgets by function, location, and major object.
March 13 Provide utility and administrative cost information to department
heads.
March 20 Receive and evaluate initial budget request, staffing plan, and salary
schedule. Make changes to budget.
April 13 Enter preliminary high-level budget on computer.
May 15 Present preliminary high-level budget to board.
Mav 19 Request department heads to prepare detailed budget by function,
&y location, and detailed object code.
June 4 Begin entry of detailed budget on computer system.
July 13 Begin preparing proposed budget books.
July 27 Compl ete budget books and present to board.
August 13 Meq with board and have proposed budget books available for
public.
August 17 | Have budget hearing and adoption.

Source: CISD Business Operations.

The primary link between planning and budgeting should be the

establishment of spending priorities. But, CISD's board does not define
spending priorities at the beginning of the budget process, nor are
spending priorities documented in the annual budget. A lack of spending
priorities makes it difficult to determine whether the district is making
spending decisions that will help it achieve established goals.

Recommendation 8:

Revise the budget calendar to include a step for developing spending
priorities.

Board-defined spending priorities will help the district make difficult
budgeting decisions; documenting these priorities in the budget would



help to explain board decisions to the community and give the
administration direction for the new year. The spending priorities should
be driven by the district's strategic plan. The district should revise its
budget calendar to include tasks for developing budget estimates around
December and communicating them to department heads around February.

IMPLEMENTATION STRATEGIESAND TIMELINE

The board and the Business Operations director review the
1 budget calendar. October 1999
> glgﬁ board defines sperding priorities based on the strategic December 1999
3 The superintendent, Business Operations director, and board | February -
" | use spending priorities to make budget decisions. August 1999

FISCAL IMPACT

This recommendation could be implemented with existing resources.




Chapter 1
DISTRICT ORGANIZATION AND
MANAGEMENT

C.DISTRICT MANAGEMENT

After increasing for severa years, CISD's per-pupil expenditure on School
Leadership and Central Administration fell in 1997-98. Central
Administration expenditures include superintendent's office costs,
accounting and financial administration, personnel management, legal and
audit fees, certain consulting fees, and other central office support
functions. School Leadership expenditures represent the cost of managing
the schools that include principals, assistant principals, and clerica
support in the school office.

In 1997-98, the district spent $293 per student on School Leadership and
$155 per pupil on Central Administration.

When compared to its peers, CISD is at the high end in terms of per-pupil
expenditures on School Leadership. In 1997-98, its per-pupil expenditure
on School Leadership put it third highest among its peers. Its per-pupil
expenditures on Central Administration was the second lowest among its
peers (Exhibit 1-14).



Exhibit 1-14
School Leadership and Central Administration Per-Pupil

Expenditures
CISD and Peers
1997-98
F400
350 A
$300
250
200
150 A
100
$50 -
$' T T T T
%ﬁ f}'ﬁ @@5 \Fﬁ?@
4 25
< ‘1@ )
.%.
| m School Leader dhip m Central Advinidration
Source: AEIS

On the other hand, CISD's administrative cost ratio is lower than the state's
target, as set by TEA and required in state law. The administrative cost
ratio is determined by dividing non-federal operating expenditures for
general administrationand instructional leadership by expendituresin
instructional areas (including instructional resources, curriculum
development and instructional staff development, and guidance and
counseling services). During 1996-97, the latest school year information
available from TEA, CISD's ratio was 10.9 percent. Thisis well below the
state target of 12.5 percent, meaning that CISD spent less on
administration and more on instruction.

In 1997-98, Texas school districts devoted 52 cents of every tax dollar
they received to classroom instruction. CISD spent 52 cents on instruction
in 1993-94, 1995-96, and 1997-98; 53 cents in 1994-95, and 59 centsin
1996-97.

FINDING

CISD has arelatively "flat" organization. Exhibit 1-15 presents CISD's
organizational structure.



Exhibit 1-15
CI1SD Organization Chart

Board of Trastees

Students, Patents, Cormraunity

Supenntendent I

Public Information
Ciffacer

Superintendent's

Sectetary

Public Infarmation
Offioer Sectetany

Superintendent
Teacher's Panel

Assistant
Supesintendent
Cuarriahazn &
Instnaction

Ditectox of
Trarisp ortation

Durector of Hurman
FResouree Services

Dutector of
Maintenanse B

Diirector of Business

Oiperations .
¥ Operations

Source: CID.

CISD has one assistant superintendent; all directors other than the director
of Specia Education and all principals report directly to the
superintendent. Flat organizations have more positions reporting directly
to a management position and relatively few levels of administration.

This organizational structure indicates that most district employees are
involved in providing direct service rather than managing others and
creating unnecessary bureaucracies.

COMMENDATION

CISD hasaflat organizational structurewith relatively few levels of
management.

FINDING
CISD has no performance measures for its assistant superintendent,
directors, and principals. Just as the board needs to hold the superintendent

accountable, the superintendent needs to hold the managers accountable.

While these positions are evaluated annually, the evaluation does not
employ objective criteria against which to assess performance. The



evaluation instrument used for the district's directors and assistant
superintendent is divided into nine sections:

Goals and objectives

Relationship with the superintendent and Board of Trustees
Organization and management/problem-solving

Leadership

Fiscal impact

Communications

Professional growth and development

Professional attributes

Organization and management of the individual's department.

Each area on the evaluation instrument includes several elements against
which the individual can be evaluated. It alows for an employee's self-
assessment and the superintendent's assessment of the employee for each
element. The superintendent rates the employee using a scale of 1 to 4.
The elements on the first eight sections (above) are the same for all
positions. The elements for the ninth section-organization and
management of the individual's specific department- varies by position.
Exhibit 1-16 presents sample elements for the organization and
management/problem-solving area.

Exhibit 1-16
Sample Elements on Perfor mance Evaluation

Rating 1

Element 234

Organizes materials and personnel to provide for maximum
" | efficiency.

Uses the skills and expertise of others to develop appropriate
" | action plans for solving problems or implementing programs.

Engenders a spirit of teamwork in the department and among
" | colleagues.

Develops and uses a systematic approach to solving problems.

Prioritizes work responsibilities appropriately and completes tasks
"lin atimely manner.

Evaluates staff fairly and in a manner prescribed by district
"| practice or board policy.

Source: Texas School Performance Review.




Evauating an individual on these elements provides useful information to
the superintendent as well asto the individual being evaluated, but the
lack of specific measures precludes accountability. To assess performance,
more objective measures must be included. For instance, instead of just
rating the individual on a scale of 1 to 4 regarding the extent to which the
individua "organizes the materials and personnel to provide for maximum
efficiency,” the district could set benchmarks for staffing or expenditure
levels as aratio to number of students, number of employees, or tota
district budget, and assess the extent to which the individual has achieved
these benchmarks.

Recommendation 9:

Develop performance measur es for manager s and incor porate them
into the annual evaluation process.

Each performance indicator must be objective and measurable. Each
director must be made aware of the indicators by which they will be
measured and the goals they are expected to achieve. These performance
measures should be identical to those used to evaluate progress towards
the completion of the strategic plan. Exhibit 1-17 presents sample
performance measures.

Exhibit 1-17
Per for mance M easur es

Position Performance M easure

Superintendent

Annual cost of overtime Administrative cost as a
percent of total cost Projected vs. actual enrollment

Director of Maintenance

Employee attendance Annual cost of overtime
Number of square feet per custodian

Percent of ontime arrivals Cost per mile Cost per

Director of Transportation student transported

Director of Food Services | Participation rates Meals per labor hour

Assistant Superintendent | Test scores Teacher attendance Student attendance

for Instruction Teacher turnover

Source: Texas School Performance Review.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The Hiiman Re<cniirce Services directar denartment directare and

Jdne




the superintendent devel op performance measures for each 1999
position.

These performance measures are incorporated into the performance | August
eval uation process. 1999

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

CISD has been mired in litigation for much of the past five years. Over the
past three years, the district has spent almost $900,000 on legal fees,
athough it has significantly reduced its legal feesin 1997-98 compared to
the previous two school years. These legal fees were caused by three
major lawsuits:

1. A discrimination lawsuit filed by the family of an employee who
was transferred to another school in the district and later
committed suicide. The district spent more than $350,000 in legal
fees and paid a $700,000 judgment.

2. A guit filed by two citizens challenging the 1995 bond election,
which was passed by eight votes. This suit made three separate
challenges, al of which were ultimately dismissed.

3. A student hazing lawsuit that was later dismissed.

About 75 percent of CISD's legal fees have gone to one law firm since
1995-96; these related primarily to the employee discrimination lawsuit
(Exhibit 1-18). CISD does not employ an in-house counsel.




Exhibit 1-18
CISD Legal Feesby Firm
1995-96 through 1997-98

Law Eirm 1995-96 | 1996-97 | 1997-98 | Total | Percent
Walsh, Anderson & Brown | $313,475 | $234,325 | $103,161 | $650,961 | 74.6%
Clemens & Spencer 45343 |5428 |$0 50771 |5.8%
Henslee, Fowler, Hepworth | 1+ 160 13037 26982 |47.079 | 5.4%
& Schwartz
Fletcher & Springer 8,965 21,024 115321 45310 |5.2%
Commercial Union $0 37500 |$0 37500 | 4.3%
Insurance Company
Skelton & Woody $0 19570 | $0 19570 | 2.2%
Other 5550 |7.085 |9096 |21.731 |25%
Total $389,493 | $328,869 | $154,560 | $872,922 | $100.0%

Source: CISD.

Exhibit 1-19 shows the actual legal expenditures for CISD and its peer
districts. In 1996-97 the district had the highest legal expenditures
compared to its peer districts; in 1997-98 it had the second highest.




Exhibit 1-19

Actual Legal Expenditures
CISD and Peer Districts

1996-97 and 1997-98
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Source: Public Education Information Management System, Texas

Education Agency.

Thedistrict has "errors and omissions' insurance that protects it when its

employees or board members make mistakes or errors in the conduct of

school business. CISD's errors and omissions insurance covers legal fees

up to $50,000 per case. Each of the cases listed above far exceeded this

reimbursement level. The legal fees reported by the district are net of any

reimbursements under this policy.

Given the litigation costs experienced by the district in recent years, it is
imperative that its policies meet al legal requirements and provide

sufficient direction for district actions.

The director of Human Resource Services is responsible for maintaining
the policy manual and making all updates. Many legal policy issues can be

addressed by in-house counsdl, or externa counsel as part of their basic

contract with the district.

Recommendation 10:

Seek periodic proposals for legal services and/or hire a part-time, in-

house attorney to lower overall legal fees.

A fee estimate from multiple vendors could provide CISD a clear and

comprehensive description of all servicesto be performed; alist of
services covered by the retainer; a commitment as to the class and




gualifications of the individuals who will perform the services; and a clear
statement of the estimated fees for those services, including per diem and
hourly rates, by class of employee and the number of estimated days or
hours, by class of employee required to perform the services.

The demands of major litigation require the use of an outside firm
regardless of whether the district has an in- house attorney.

CISD's larger problem is the occurrence of major litigation. An in-house
attorney could help the district avoid such litigation and keep legal fees to
reasonable levels.

CISD could consider hiring a part-time, in-house attorney. One possibility
would be to enter into a cooperative agreement with a neighboring district
to share an attorney. Another option might be to hire an attorney on a part-
time basis.

The attorney should be familiar with Texas school law and policies and
preferably should have some experience with litigation; attend all board
meetings, review all policies and administrative changes; be informed
immediately of all incidents, complaints, or grievances that could lead to
litigation; and maintain the district policy manual and work with all
department heads and principals on recommended policy changes.

IMPLEMENTATION STRATEGIESAND TIMELINE

The superintendent and the Human Resource Services director

L prepare a request for fee estimates. June 1999
The Business Operations director contacts neighboring districts
2. |to determine if any would be interested in entering into a June 1999

cooperative agreement for legal counsdl.

The Human Resources Services director determines the cost of

3. | hiring an in-house attorney, including benefits, clerical support, | July 1999

publications, furniture, and equipment.

The superintendent and board review the fee estimatesand the | August
optional cost of hiring of an in-house attorney. 1999

contract for legal services or hire in-house counsel. 1999

FISCAL IMPACT

Implementing this recommendation should save the district money in legal
fees, but the actual amount of those savings will depend on the option
taken by the district.

The board selects the most appropriate option and proceeds to September




Chapter 1
DISTRICT ORGANIZATION AND
MANAGEMENT

D. DISTRICT POLICIES AND PROCEDURES

CISD uses the Texas Association of School Board's (TASB's) service to
update its district policy manual to reflect changes in state law. The
district receives suggested policy updates from TASB and all policy
changes are distributed to the superintendent's office, each principal, and
each department head for inclusion in their copies of the policy manual.

The policy manual also contains administrative regulations that guide the
district's implementation of policy. All changesto policies and
administrative regulations are approved by the superintendent and
formally adopted by the board.

Each CISD department is responsible for developing and maintaining its
own procedures. There are documented operational procedures for human
resources, purchasing, and business functions of the district. These
procedures are important to ensure that district policies continue to be
followed as employees leave and new employees are hired. Well-
documented procedures also serve as useful training tools for new hires.

The director of Human Resource Services obtains TASB policy updates,
receives policy recommendations from within the school district, presents
policy changes to the board, and coordinates the policy manual change and
distribution process. The appropriate department modifies the TASB
policy change notices for local use and submits them to the director of
Human Resource Services.

The district has about 30 hard copies of its policy manual that must be
updated manually. Each school principal maintains a copy in the school
office. To streamline policy manual maintenance and make the policy
manual more accessible, CISD is planning to convert the policy manua to
CD-ROM later this year. The CD-ROM will be supported in CISD's
continuing contract with TASB.

Once additional computers are installed at the schools, the policy manual
will be readily available in each classroom and can be changed
instantareously.

COMMENDATION



CISD maintains well-documented operational procedures for the
human resour ces, purchasing, and business functions.



Chapter 1
DISTRICT ORGANIZATION AND
MANAGEMENT

E. COMMUNITY INVOLVEMENT

As part of thisreview, TSPR solicited community input through public
forums; distributed surveys to parents, teachers, school administrators,
central office administrators, and students; and conducted focus groups
sessions and individual interviews of parents, business people, teachers,
and principals. Findings from each of these are included in chapters
throughout the report and are summarized in the Appendices.

A school district's community involvement function typicaly involves
communicating with and involving different portions of the community,
including parents, local businesses, and other community groups. In CISD,
a public information officer manages communication with the public.

The district's community participation programs are managed by severa
people at the central office-specifically in community education and after-
school day care-as well as by people on each campus. Exhibit 1-20
presents an organizational overview of CISD's community involvement
staff.



Exhibit 1-20
CISD Positions Involved in Community I nvolvement

Superintendent

Lszistant Superintendent of

Publi- Information Officer T —

Principals

|
| |
Career & Technology
Cooﬁnutorf . o manmities in Schools Warious Echaol
Cotmraunity Education Programs

Eupervisar

Cotrannity
Education
Coordinator

Lfter School Day
Care Coordinators

Tmminers Diay Care Workers

Source: CISD.

The public information officer produces and distributes press releases, the
Greensheet, the Superintendent's Newdl etter, the Superintendent's Update,
and various other publications as needed.

TSPR's survey results indicate that parents are involved in CISD schools
(Exhibit 1-21) athough no formal parental involvement program existsin
the district. According to survey results, 73 percent of parents agreed to
the following statement, "Many parents are active and involved in my
child(ren)'s school." Eighty-one percent of teachers agreed with the
statement, "Parents are actively involved in my school.”

Exhibit 1-21

Responsesto Statements

Group No Strongly No : Strongly
andStatement | Response| Agree Agree Opinion Disagree Disagree NA
Parent: "Many
parents are 0% 12% 61% |16% 9% 0% 2%
active and




involved in
my
child(ren)'s
school ."

Teachers:
"Parents are
actively
involved in
my school."

3%

271%

54%

6%

9%

1%

0%

Source; Texas School Performance Review.
FINDING

The district's community education program is delivered collaboratively
with New Braunfels ISD (NBISD). This program provides a variety of
educational classes to members of the districts communities ranging from
music and dance to computers and business. The program supports itself
through fees; the districts provide facilities but no funding. CISD's
community education coordinator runs the program for the district.

The after-school day care program, as the name implies, provides day care
for CISD students after school. This program is offered at all elementary
and primary schools and serves about 350 students. Two after-school day
care coordinators who work at the central office coordinate this program.
Parents pay $25 aweek per child to participate in the program. This
revenue covers the cost of running the program; while the district provides
facilities, it makes no other financia contribution to the program.

CISD also offers Communities in Schools (CIS); a program dedicated to
helping students to stay in school, successfully learn, and prepare for life
by coordinating community resources in the school setting. During 1997-
98, CIS served 1,822 students on 10 school campuses. The following
schools participated in the program:

Goodwin Primary Mountain Valley Elementary

Comal Elementary Mountain Valey Intermediate

Frazier Elementary Canyon Middle School

Bill Brown Elementary Canyon High School




Arlon Seay Intermedidle gt valley Middle School

CISD recently instituted the CISD Senior Citizen Card program where
patrons, 55 years or older, are admitted free of charge to most school
events. The district will charge $1 for admittance to UIL sporting events.

COMMENDATION

CI1SD providesavariety of community-based programsto students,
parents, and the community.

FINDING

A variety of parental and community involvement initiatives throughout
the district are coordinated at the campus level. For instance, H.E.B. has
an adopt-a-school program with severa elementary schools; the local
Lion's Club has a mentoring program with one of the middle schools;
Rahe Primary has a mentoring program with a neighboring retirement
center; and Frazier Elementary School has a Bobcat Buddies program
where Southwest Texas State University students mentor elementary
students.

COMMENDATION

CISD schoolsreceive consider able volunteer support from business,
civic, and higher education organizations.

FINDING

CISD and NBISD publish jointly the Business and Educator Resource
Directory, at no cost to the district, to provide information to schoolsin
both districts about community resources. The directory includes two
sections. Business Resources and Career and Technology Course
Offerings. The Business Resource section is divided into 16 areas ranging
from Agribusiness, Environmertal, or Natural Resources to Computers,
Electronics, or Information Technology. Within each areais alist of
companies or entities interested in participating with the school district.
For each entity, the directory includes the name of a contact person, a
phone number, a fax number and a description of the firm's areas of
interest. The "areas of interest” describe how each entity would like to
become involved with local schools. It indicates if the entity would like to
provide guest speakers, offer shadowing opportunities (in which students
follow an employee through work activities), provide internships, or
apprenticeships.



Since volunteer programs are coordinated by CISD's schools themselves,
this guide is particularly useful.

COMMENDATION

Thedistrict's Business and Educator Resource Directory isa useful
resour ceto CI SD schools.

FINDING

One of the greatest challenges facing CISD is its geographically and
philosophically divided community. This division has created feelings of
isolation and suspicion. Many parents feel that the district does not take
their concerns and input seriously. According to TSPR's survey results,
most parents believe that the community provides suggestions and
comments to the district, but fewer parents believe that the district takes
advantage of these comments and suggestions (Exhibit 1-22).

Exhibit 1-22

Responsesto Statements

Statement

No
Response

Strongly
Agree

Agree

No
Opinion

Disagree

Strongly
Disagree

NA

The
community
often
provides
suggestions
and
commentsto
the district.

2%

7%

52%

30%

7%

2%

1%

The district
takes
advantage of
community
comments
and
suggestions.

2%

4%

23%

39%

22%

8%

1%

Source: Texas School Performance Review.
* Numbers may not add to 100% due to rounding.

In 1997, the voters rejected a bond proposal primarily because of
widespread distrust of the board and administration's ability to spend the
district's money wisely, to unify the district, and promote effective two-




way communication. On May 1, 1999, the voters passed two bond
proposals that will build and expand schools and upgrade technology. This
time the district made a concerted effort to communicate with and educate
the public about the bond issue. The district said that two weeks before the
election a number of parents came forward to ask what they could do to
ensure the passage of the bond proposals. Still, there are many taxpayers
that are reluctant to trust the district to spend the bond money on the
projects outlined in the bond proposals.

TSPR also noted a perception in the community that the district's
management does not provide good customer service. Teachers and
community members both said that it often proves difficult to obtain
information or responses from district personnel and board members.
Examples heard during on-site TSPR work included instances in which
board members told teachers not to turn board meetings "into a circus' and
asked them how long their comments would take; told community
members not to fax or call them; and administrators did not return phone
cals to parents and community members.

As aresult of incidents like these, minor complaints often bypass
principals and the board and go straight to the superintendent. The
superintendent stated that he spends about 40 percent of histime
responding to minor complaints.

In March 1998, the board appointed a committee to investigate the
possibility of splitting the district. The committee discovered that one of
the legal requirements for splitting the district was that both resulting
districts must have an enrollment of at least 8,000 students. Since CISD's
enrollment is not large enough, the district could not meet this criterion.

While the "split the district” committee has halted its work, much interest
in this topic remains within the district. Because the committee has never
reported back to the board, the community continues to wonder about the
results and findings of the committee's study.

Many CISD parents are involved in their children's schools, but some told
TSPR that they do not feel welcome at school. According to focus groups
and interviews, some parents stated that only certain parents, the "in
group,” are welcome. Others say that their children’s school does not
welcome anybody, and that the screening to become a volunteer is so
grudling that it is not worth the effort.

While CISD has initiated several community involvement initiatives, no
one employee is responsible for overseeing or managing community and
parent participation. Some districts have successfully combined al their
community/parental involvement functions under one department



reporting to an ombudsman. This effort has hel ped improve two-way
communications and mend rifts between the district and community.
Corpus Christi 1SD appointed a district ombudsman, hired a part-time
Title | ombudsman to work with Title | parents, and merged the Public
Affairs and Parental Involvement departments to better coordinate
community relations and involvement efforts and enhance
communications with the community.

Recommendation 11:

Create a community involvement office and designate an individual to
serve as ombudsman to foster two-way communication with the
public and over see community/par ental involvement efforts.

Given the challenges associated with such a large geographical district,
CISD should launch a campaign to involve and communicate with the
parents and community. For instance, the district should provide the public
with regular updates about school construction and expansion projects and
how the bond money is being spent. The board also should publicize the
findings of committees, such as the "split-the-district" committee so that
community members do not continue to wonder about the results.

The district should create a community involvement office by merging the
various departments and individuals who currently do this work. From this
group, CISD should designate one individual as an ombudsman. The
public information officer should supervise the department but continue
his current communication responsibilities. The community education
coordinator, the after-school day care coordinators, and the ombudsman
should report to the public information officer.

The ombudsman position should be filled with an existing staff member
from the newly created office. This employee would be responsible for
visiting with parents and community members at each campus, listening to
their concerns and questions, responding in an accurate and timely
manner, and passing aong their input to the appropriate individuals in the
district.

While campuses can run their own parental involvement programs, there
should be some district oversight to ensure that parent involvement is
maximized at al schools. The ombudsman also could be aresource for
information on successful programs by speaking to principals, identifying
successful programs and techniques, facilitating an exchange of successful
ideas, and helping schools to implement successful programs, either at the
campus or at the district level.



These responsibilities should be built into the position's performance

measures. For example, the ombudsman could be held accountable for the

number of meetings held at each school, the number of questions and
concerns received, and the percent responded to in a timely manner.

IMPLEMENTATION STRATEGIESAND TIMELINE

The board creates a community involvement office, merging the June
1. | Public Information Office staff with the community education 1999
coordinator and after-school day care coordinators.
5 The director of Human Resource Services and the superintendent June
" | develop ajob description for an ombudsman position. 1999
3 The superintendent appoints an ombudsman from the community July
" | involvement office. 1999
4. | The board approves the ombudsman position. ‘il;lgg
FISCAL IMPACT
This recommendation could be implemented with existing resources.
FINDING
CISD does not distribute aregular newsletter to parents. Exhibit 1-23
describes the district's current publications. Until the recent trial mass
mailing of the Superintendent's Update, no information was sent to
parerts on aregular basis.
Exhibit 1-23
CISD Publications
Publication |Description| Audience | Frequen IPer Annual | Method of
P equency | Tssue Cost |Distribution
Cost
GreenSheet  |Newdetter | Staff Weekly 1101 |$760.38 | District Mail
(38 issues)
. ...| District Business
SUperintendent's| . e |& Senior | Quarterly |$192.  |$768. | U.S. Mail
Update -”
events Citizens
. .| Subject- .
Superintendent's| | Parents & |1- 2mes | ¢qy 60 | $121.20 | District Mail

Newsl etter Employees | each year

information




Superintendent's | Subject- CISD 1 trial
Upo!ate(new based _ Parons distribution $4555.33 | $4555.33 | U.S. Mail
version) Information
L . Several
District Business :
News Releases News & Media ;[Ilvr;ekseach

Source; CISD Public Information Office.

Communication is difficult given the size of the district, and parents
complained of the lack of communication from the district about
significant events and genera information. While it is not deliberate, the
district lacks print media, and the parents remain frustrated and
uninformed. This is compounded by the fact that both the district and
parents have to make long distance phone calls just to communicate with
one another.

Severa school districts publish an annual or semi-annual newd etter to
parents and community members. Spring ISD communicates to its
constituents through a variety of print media. Soring Schools is published
and distributed two to three times a year to al addresses, business and
residential, in the district. Spring ISD also mails a caendar of eventsto its
parents at the beginning of the school year, which includes dates for board
meetings and special events.

Socorro 1SD's Spotlight bi-monthly publication is mailed to al parents and
members of the community in English and Spanish. Parents in Socorro
strongly agreed that the district does a good job of communicating with
the public through this publication.

Texarkana I1SD distributes two publications to the public: TISD Headliner
and Focus on Excellence The latter is distributed semiannually to the
Texarkana community and highlights the educational programs, which the
Chamber of Commerce uses to draw new business and residents to the
community. Focus on Excellence highlights information about the district
including:

mission, philosophy, and goals,

board member sketch;

calendar of board meeting times and locations;

profile of students by grade and per-pupil expenditures,
financial overview;

curriculum summary by grade;

education programs overview;

technology issues,




teacher profiles, including turnover and education experience;
community/parental involvement initiatives.

It isimportant that publications contain straightforward information about
the digtrict; a source of honest communication that highlights good and

bad issues.
Recommendation 12;

Produce and distribute a semi-annual newsletter to parentsand
community members.

The public information officer should solicit input from the community on
the type of information they would like to see in the newdletter, and also
develop a plan for the newdletter that addresses frequency, length, content,
and budget, and strategies for generating revenue from advertisements,

IMPLEMENTATION STRATEGIESAND TIMELINE

The public information officer solicits input on the type of

1. | information parents and community members would like to see | August 1999
in a newsletter.
2 The public information officer sells advertising or finds September
" | sponsors for the newsdletter. 1999
3. | The public information officer distributes the first newsdletter. ?I;S;/;m ber

FISCAL IMPACT

This fiscal impact assumes that two newdl etters would be distributed each
year and that each distribution would cost the district $4,555 - the cost of

the distribution of the Superintendent's Update this year. Thisfisca
impact also assumes the district can find advertisers or sponsors to
contribute $1,000 for each distribution.

1999-

Recommendation 2000

2000-01 | 2001-02 | 2002-03 | 2003-04

Produce and distribute a semi-

annual newsletter to parents ($8,110) | (%$8,110) | ($8,110) | ($8,110)

and community members.

($8,110)




Chapter 2
EDUCATIONAL SERVICE DELIVERY
AND STUDENT PERFORMANCE

This chapter examines CISD's educational delivery system in seven
sections:

A. Curriculum and Instructional Organization

B. Student Performance

C. Specia Education

D. Compensatory Education and Title | Programs
E. Gifted and Talented Education

F. Career and Technology Education

G. Instructional Technology

School districts offer educational servicesto students through a variety of
programs. These include regular and special programs designed to provide
quality services based on individual student needs. School districts must
follow minimum state and federal guidelines when delivering educational
services, most districts strive to go beyond the minimum. A district's
ability to effectively deliver educational servicesis affected by a number
of factors; two of the most important are the availability and distribution
of resources.

BACKGROUND

In 1997-98, CISD enrolled 9,753 students in 16 schools, including two
high schools, three middle schools, three intermediate schools, five
elementary schools, two primary schools, and one alternative school. In
the current school year, student enrollment grew to 10,314. Exhibit 2-1
lists CISD's campuses and their enrollment during the 1997-98 school
year, as well as the grade levels each campus serves. In 1997-98, the
district had 1,344 permanent employees, of whom 672 (50 percent) are
classroom teachers. The remaining 672 district employees are
auxiliary/noninstructional employees (29 percent), teacher aides (10.9
percent), field administrators (2.4 percent), central administrators (0.9
percent), and elementary/secondary counselors, librarians, and other
support personnel (6.9 percent). For 1998-99, CISD staff grew to 1,600
district employees, of whom 745 are classroom teachers. For purposes of
analysis and review, 1997-98 is the last full year of CISD data available
through the Texas Education Agency (TEA). While some 1998-99 CISD
datais available, complete 1998-99 data for peer districts, regional and
statewide is not available from TEA.



Exhibit 2-1

CISD Schools and Enrollment

1997-98
Campus Grades Served | Enrollment

Smithson Valley HS 9-12 1,533
Canyon HS 9-12 1,101
Spring Branch MS 7 505
Smithson Valley MS 8 503
Canyon MS 7-8 598
Comal Leadership Institute/Discipline Center | 7-12 89
New Life Treatment 7-11 32
Mountain Valley Intermediate 5-6 267
Canyon Intermediate 5-6 625
Arlon Seay Intermediate 5-6 680
Mountain Valley Elementary Early Childhood-4 | 692
Frazier Elementary 2-4 566
Comal Elementary Early Childhood-4 | 456
Bulverde Elementary 34 331
Bill Brown Elementary PreK -4 741
Rahe Primary Early Childhood-2 | 533
Goodwin Primary Early Childhood-1 | 501
Total 9,753

Source: Texas Education Agency and CISD.

Most of CISD's students are Anglo (79 percent); 19 percent are Hispanic,
1 percent are African American, and slightly less than 1 percent are from

other ethnic backgrounds (Exhibit 2-2).

Exhibit 2-2

CISD Ethnicity of Student Population

1997-98

Ethnicity

Number

Per cent




Anglo 7,721 79.2
Hispanic 1,856 19.0
African-American 117 12
Asian/Pacific Islander | 47 5
Native American 12 1

Source: Texas Education Agency, Academic Excellence Indicator System

(AEIS).

For comparative purposes, CISD selected seven "peer” districts with
similar characteristics including enrollment, demographic characteristics,
and/or economic resources. CISD's peer districts include Judson, Leander,
New Braunfels, North East, Pflugerville, San Marcos, and Seguin
Independent School Districts (1SDs). (Exhibit 2-3)

Exhibit 2-3
District Property Value per Pupil/Percent of Students Passing the
TAAS
CISD Versus Peer Districts and the State
1997-98
1997-98 Rank b Per cent of
District 1997-98 Property | o o ty Students Rank by
Name Enrollment | Valueper Valpuey Passing | Performance
Pupil TAAS

Seguin 7,327 $135,250 |8 70.9% 8

Judson 15,828 $139,005 |7 79.1% 6
Pflugerville | 11,566 $162,243 |6 83.1% 3

San Marcos | 6,939 $178,790 |5 77.2% 7

New 5,831 $179,412 |4 83.4% 2

Braunfels

Leander 10,669 $221,983 |3 84.9%

North East | 46,500 $233,810 83.0% 4

Comal 9,753 $254,246 |1 82.7% 5

Region 13 $245,479 73.6%

State of $182,154 77.7%




Texas

Source: Academic Excellence Indicator System, 1997-98; Texas Education
Agency.

Exhibit 2-4
Total Operating Expenditures per Student (Budgeted)

CISD vs. Peer Districts

1997-98
District Expenditures Per Student
North East $5,295
Comal $5,004
Seguin $4,927
San Marcos | $4,792
Judson $4,742
New Braunfels | $4,706
Leander $4,498
Pflugerville $4,138

Source: Texas Education Agency, AEIS

In 1997-98, CISD had the second- highest budgeted operating expenditures

per student among its peer districts (Exhibit 2-4).




Chapter 2
EDUCATIONAL SERVICE DELIVERY
AND STUDENT PERFORMANCE

A. CURRICULUM AND INSTRUCTIONAL ORGANIZATION

A high-quality educational program starts with a high-quality curriculum,
which spells out what students are to learn at each grade level. In
education, curriculum includes long- and short-term goal's; a description of
the instructional strategies; suggestions for instructional materials,
textbooks and supplementary materials, and assessments used to measure
progress toward learning the content. Basically, curriculum is a
description of what to teach and how to teach it.

FINDING

CISD recognizes that it is not effectively monitoring and improving its
curriculum. The district tried to rectify this situation by hiring two
curriculum coordinators in 1996-97, one at the elementary level and one at
the secondary level. They are not, however, receiving adequate technical
assistance and support. The coordinators said they did not have a
curriculum plan that shows the number and order of the curriculum guides
that should be completed each year, and in some cases these individuals
are being pulled away from their primary duties to perform other tasks.
For example, the secondary curriculum coordinator spends about half of
her time receiving, verifying, and distributing textbooks to schools and the
storage facility. Textbook processing often is a warehouse function. In
most school districts, atextbook coordinator is responsible for distributing
and collecting textbooks, recovering the cost of lost textbooks from
parents, and storing textbooks that are not in use. Comal I1SD named a
textbook coordinator from Maintenance and Operations, who will assume
these duties fully by August 1999. This should allow the secondary
curriculum coordinator to return to her primary duties.

CISD lacks curriculum guides, which serve as work plans for classroom
teachers, in some academic subjects. Since the release of the Texas
Essential Knowledge and Skills (TEKS) in 1997, CISD began a
curriculum alignment project to align what is taught in the courses with
TEKS and TAAS. In addition, while CISD's curriculum is based on the
state's TEKS, its scope and sequence (which basically is a description of
what to teach and how to teach it) is not complete. According to district
management, thisis aresult of time and budgetary constraints. Of 202
non-elective secondary courses, 25 have updated guides that are aligned



with the Texas Essential Knowledge and Skills; another 13 are scheduled
for aignment during the summer of 1999.

Forty-nine percent of teachers and campus administrators responding to a
TSPR survey disagreed or strongly disagreed that the district curriculum is
coordinated among schools. Thirty-eight percent disagreed or strongly
disagreed that student performance standards are consistent across schools

(Exhibit 2-5).

Exhibit 2-5

Teachersand Campus Administrator s Percent of Responsesto Two
Survey Questions
Related to Alignment of Curriculum and Perfor mance Standards

Question

Strongly
Agree

Agree

No
Opinion

Disagree

Strongly
Disagree

No
Response/
Not
Applicable

CISD's
curriculum is
coordinated
among all
schools.

4%

23%

21%

39%

10%

4%

Student
performance
standards are
consistent
across all
schools.

4%

28%

26%

31%

7%

6%

Source: Texas School Performance Review.

Reading instruction is of particular concern in CISD. CISD's goal isto
have a balanced approach to reading instruction; the district is
participating in various training opportunities that focus on the Governor's
Reading Initiative. Due to its strong site-based philosophy, however, CISD

has not applied this approach consistently throughout the district.

Math curricula also vary from school to school, with some focusing on
operations such as addition, subtraction and multiplication, while others
emphasize problem-solving, such as finding solutions in word problems.
Severa schools purchase reading or math materials from their own school
budgets because they are not satisfied with the district's adopted math
textbook; however, in 1999-2000, a new math textbook will be in place




and campuses will be able to use their budget to supplement rather than
replace the district-adopted textbook.

In 1996, CISD purchased a Pre-Kindergarten through Grade 12 curriculum
developed by Texas teachers under the leadership of the Texas
Association for Supervision and Curriculum Development. This
curriculum, "ABCD 2000," is based on TEKS and is aligned with TAAS
objectives and national standards. The curriculum contains lesson
objectives, activities, rea-world and interdisciplinary connections, and
assessments. In December 1998, CISD customized ABCD 2000 to include
CISD's scope and sequence; however, not all campuses are using ABCD
2000 and not all campuses have personnel trained in its use. The
curriculum coordinators reported difficulties in getting teachers to
participate in the curriculum alignment project and felt that lack of time
and extra pay for teachers were important issues.

Recommendation 13:

Develop and implement along-range strategic plan to complete the
curriculum alignment throughout the district and institutea formal
curriculum review cycle.

CISD should design and implement a curriculum policy that includes a
statement of philosophy, a curriculum development plan, curriculum
monitoring requirements, guidelines for teacher training, a curriculum
review cycle, and the use of test data to improve instruction and
curriculum design.

The district also should develop and maintain a complete CISD curriculum
scope and sequence chart supported by written curriculum guides. This
should include TEK'S objectives, curriculum objectives, and national
standards. Other Texas districts such as Corpus Christi and Houston have
completed this process and can provide information and assistance to the
CISD committee.

Since state and federal guidelines are likely to change, this process will be
ongoing.

IMPLEMENTATION STRATEGIESAND TIMELINE

The assistant superintendent of Curriculum and Instruction
1. | establishes a curriculum committee consisting of the two July 1999
curriculum coordinators, principals, and teachers.

The curriculum committee develops along-range plan for

curriculum develonment and revision includina a four to six vear July 1999




revision cycle, auniform format, and evaluation procedures to
determine curriculum effectiveness.

The curriculum committee develops a comprehensive matrix for
one or two curriculum areas, including a scope and sequence

3. | chart showing the mgjor curricular emphasis grade by grade and fgugggu S
subject by subject with a schedule for addressing all K-12
curriculum areas.
Staff members, including teachers and administrators, review all
4 CISD course offerings to determine which guides should be October
" | revised and which should be developed and establishes atimeline | 1999
for completion of al grades.
Staff selects curriculum writing teams comprised of two teachers
5 and one administrator and arranges for training in curriculum November
" | aignment, writing skills, and other information relevant to a 1999
guide-writing project.
6 The curriculum writing teams develop or revise guides according | November
" | to the timetable for guide completion. 1999
- District teachers field-test the initial guide writing project and January
" | provide feedback to the curriculum writing teams. 2000
3 The teams modify the guide-writing process based on such February
" | feedback. 2000

FISCAL IMPACT

CISD lacks 164 curriculum guides for its non-elective secondary courses.
Guides for these courses should be developed within the next year, one-

half during the summer and one-half during the next school year.

The digtrict will need two teachers per guide for one week. Teachers who
work during the summer will be paid a stipend of $172 per day ($31,786
average teacher salary/185 days = $172 per day); the total cost would be
$141,040 (164 guides/2=82 guides x 2 teachers per guide = 164 teachers x

5 days per guide x $172 per teacher per day). The development of the
remaining guides during the next school year will cost $45,100 (164

guides/2 = 82 guides x 2 teachers per guide = 164 teachers x 5 days per

guide x $55 teacher substitutes).

In addition, two curriculum consultants will be needed to assist the

teachers in the development of the curriculum guides, at a cost of $200 per
day for five days each, for atotal cost of $2,000 (2 consultants x $200 per

day x 5 days = $2,000).




The total cost to develop 164 curriculum guides is $188,140 ($141,040 +
$45,100 + $2,000).

Teachers and administrators should be trained on the new curriculum. The
training could be accomplished with existing resources.

2000- | 2001- | 2002- | 2003-

Recommendation 1999-2000 ol 02 03 04

Develop along-range strategic plan
to complete curriculum alignment ($188,140) | $0 $0 $0 $0
throughout the district.

FINDING

Many CISD principals fedl their schools are working independently in
terms of curriculum. Not all schools use the same curricular material,
including textbooks and supplementary material. This makes it impossible
to have a consistent curriculum and instructional standards. A curriculum
audit is atool to determine deficiencies in the delivery of instructiona
programs and allocation of resources, including funding and personnel. It
also determines whether a district is consistent in its program development
and implementation. The district has not performed a curriculum audit and
the district has not fully documented its curriculum.

The curriculum of a quality school district has three crucia parts. (1)
written curriculum guides that clearly define and communicate the
standards that all students must achieve; (2) a taught curriculum,
commonly called instruction; and (3) atested curriculum that includes
state, district, and classroom tests. When these parts work together, a
school district can track and improve student's learning. For the written,
taught and tested curriculum to be strong the curriculum must be defined
in policy, guided by written procedures, supported and monitored by
district leadership, and reinforced by classroom teaching throughout the
district.

The Texas Association of School Administrators (TASA) offers a host of
programs designed to meet the needs of school administrators. TASA
includes a group called the Texas Curriculum Management Audit Center
(TCMAC). TCMAC conducts workshops to teach school administrators
about curriculum audits and conducts curriculum management audits of
Texas school districts.

Recommendation 14;




Conduct a curriculum audit to direct curriculum management and

ensur e quality control now and in the future.

There are a number of groups and organizations that conduct curriculum
management audits. CISD should contact these organizations to determine

the program that best meets its needs.

IMPLEMENTATION STRATEGIESAND TIMELINE

The superintendent and assistant superintendent of Curriculum

1 and Instruction contact various organizations and groups that | June - July
" | conduct curriculum management audits and selects the 1999
appropriate group.
2 The assistant superintendent of Curriculum and Instruction Jduly -
" | develops a timeline for the completion of a curriculum audit. October 1999
3 The assistant superintendert of Curriculum and Instruction January -May
" | oversees the audit process. 2000
4 The curriculum committee drafts policies related to curriculum June 2000
" | based on the recommendations of the audit.
5. | The board reviews and adopts the new curriculum policies. gggt)ember
The assistant superintendent of Curriculum and Instruction and
) . . : October
the two curriculum coordinators oversee the implementation of
6. . L . 2000-
the new curriculum policies and other recommendations of the Ongoing

audit.

FISCAL IMPACT

The review team obtained information from the Texas Association of
School Administrators (TASA) that indicates that a typical curriculum
audit for adistrict with the enrollment size of Comal is estimated to cost
$22,000. Costs among groups and organi zations are anticipated to be

similar.

Recommendation 1999-2000 | 2000-01 | 2001-02 | 2002-03 2003-04‘

Conduct a curriculum audit. | ($22,000) | $0 $0 $0

0|




Chapter 2
EDUCATIONAL SERVICE DELIVERY
AND STUDENT PERFORMANCE

B. STUDENT PERFORMANCE

School districts use student performance measures to determine which of
their educational programs are successful and which need improvement or
modification. Student performance is measured in many ways including
state accountability exams, national tests, and teacher- made tests.

In Texas, student performance is measured by the mandatory Texas
Assessment of Academic Skills (TAAS), the Enhanced Test of the
American College Testing Program (ACT), the Scholastic Aptitude Test
(SAT), and others. Like all Texas districts, CISD is required to publish an
annual report describing its educational performance as measured by the
state's Academic Excellence Indicator System (AEIS). AEIS indicators
include student attendance, dropout rate, percent of students taking
advanced placement exams, percent of graduates completing the
Recommended High School Program, and the cumulative percentage of
students passing al parts of the TAAS exit-level exam. Based on this
information, districts and schools are rated exemplary, recognized,
academically acceptable, or academically unacceptable. In 1997-98, CISD
had seven recognized schools and nine schools with arating of acceptable
(Exhibit 2-6).

Exhibit 2-6
Accountability Ratings of CISD Schools
1997-98

Campus Rating |
Smithson Valey HS acceptable
Canyon HS acceptable |
Spring Branch MS recognized
Smithson Valley MS acceptable |
Canyon MS acceptable
Comal Leadership Institute/Discipline Center | AE: acceptable*
Mountain Valey Intermediate recognized
Canyon Intermediate recognized




Arlon Seay Intermediate recognized |
Mountain Valley Elementary acceptable
Frazier Elementary acceptable |
Comal Elementary recognized
Bulverde Elementary recognized
Bill Brown Elementary acceptable |
Rahe Primary recognized
Goodwin Primary acceptable |

Source: Texas Education Agency, AEIS.

*This campus is an alternative education campus. As of 1994, campuses
organized as alter native education schools could choose to be evaluated
under different indicators than regular schools, but were not rated.
Sarting in 1997, schools that choose to be part of the alternative
accountability system are rated either as AE: Acceptable or AE: Needing
Peer Review.

FINDING

Exhibit 2-7 compares the percentage of studentsin CISD and Texas as a
whole that passed the TAAS reading, mathematics, and writing tests, and
all tests combined, from 1996 to 1998. The district was above the state
average every year in al subjects except writing. In 1998, more than 90
percent of CISD's students passed the TAAS reading test. In addition, four
of CISD's schools have been acknowledged for TAAS reading scores:
Comal Elementary, Canyon Intermediate, Mountain Valley Intermediate,
and Arlon Seay Intermediate.

Exhibit 2-7
Per centage Passing Texas Assessment of Academic Skills
Reading, Mathematics, Writing, and All Tests
CI1SD versus Texas
1996-1998

Year  Reading |Mathematics| Writing | All Tests




CISD|TX |CISD |[TX |CISD |TX |CISD |TX |
1996 |88.3 |80.4 79.7 |742 |81.8 |829 /732 67.1
1997 1894 (840|851 [80.1 |87.0 853|791 73.2|
1998 |92.1 |87.1/884 |84.3 |87.2 |87.4 827 |71.7

Source: Texas Education Agency, AEIS,

CISD has several strategies for improving student performarce that other
districts should consider. CISD allocates the magority of its compensatory
education and Title | (afederally funded program that targets students who
are low-income) budget to remedial reading. Several new reading
programs have been implemerted in the district, including remedial
programs. The district uses the Accelerated Reader program, Renaissance
Reading, and an Essential Learning Systems lab (Creative Education
Ingtitute, 1987). In addition, some schools in the district use "benchmark”
testing, which begins with an assessment that measures what a student or
group of students has or has not mastered. Then, at specified time periods,
the school gives follow-up assessments. Frazier Elementary has developed
aTAAS calendar that provides timelines and requirements for benchmark
assessment on TAAS objectives at the end of every nine-week reporting
period. Individual students results are reviewed and meetings are held to
determine additional support necessary from Title | and other support
teachers.

COMMENDATION
CI1SD uses sever al effective strategiesto improve itsreading scores.
FINDING

While CISD does well on the TAAS overall, it does not use data
systematically for planning or developing a long-range instructional
strategy. Except for information routinely provided in TEA's AEIS report,
CISD does not examine its achievement data by subpopulation, cohort (a
group of students who stay together as they progress through school),
gender, or compare it to peer district information. While CISD's overall
scores on the TAAS are high, the district does not sufficiently analyze its
test data, preventing it from identifying and responding effectively to the
specific instructional needs of subpopulations of students.

The district's curriculum coordinators have made an effort to analyze
student achievement data, but are hampered by alack of support software.
Consequently, they analyze data by hand, which is very time-consuming
and difficult to disseminate to principals. The district has no software or



training to support the analysis and interpretation of achievement data.
Indications show that the academic achievement of studentsin CISD is
neither as high as that of its peer districts nor consistent within the district.

In 1997-98, CISD's TAAS passing rate was fifth- highest in all tests, third-
highest in reading, second-highest in mathematics, and sixth-highest in
writing among its peer districts (Exhibit 2-8).

Exhibit 2-8
Per centage Passing TAAS Reading, Mathematics,
Writing, and All Tests
CISD Versus Peer Districts

1997-98

District Reading | Mathematics | Writing | All Tests
L eander 92.7 89.3 93.4 84.9 \
New Braunfels | 91.2 87.7 91.7 83.4
Pflugerville |91.6 87.3 93.7 83.1 \
North East 92.2 86.7 93.0 83.0 \
Comal 92.1 88.4 87.2 82.7
Judson 89.0 84.3 90.1 79.1 ‘
San Marcos | 86.6 85.0 86.3 77.2
Seguin 82.8 79.7 79.7 70.9 \

Source: Texas Education Agency, AEIS,

Although the district's math scores have improved consistently over the
past four years, its math passing rate at grades 3 and 10 are substantially
lower for females than males. At grade 10, a fourth of CISD's females do
not pass the TAAS; the gap between the passing rates for males and
femalesis 12 percent. Among its peers, CISD females have the second-
lowest TAAS math passing rates (San Marcos ISD is lowest) and the
third- largest gap between male and female passing rates at grade 10
(Exhibit 2-9).

Exhibit 2-9
TAAS Math Passing Rates by Grade Level for CISD and Peers
Males versus Females
1997-98

District Grade3 | Grade4 | Grade5 | Grade6 | Grade7 | Grade8 | Grade 10




M| F/ M F|M|F M F|M|F M F|M]|F
Pflugerville |83.480.1|89.0|91.6 | 93.6/88.1|85.1|86.1/90.7|89.2|/90.189.3|89.1 | 84.1
Seguin  |74.0/65.879.3|78.3/83.3/78.084.1|81.8|85.3|85.6|84.1|84.080.9 | 82.4
ggﬁm 4s |897|834)950/86.1925/93.4/90.0|96.7|85.2|85.1|87.5|87.0| 79.5|79.8
Leander  |87.7|82.5|88.7{89.7|90.6/91.5/90.2| 93.6|91.7|91.7|87.8| 91.4| 91.9{ 79.2
North East |85.1|81.5|90.0/89.0/93.0/92.5|85.3/86.8/88.1|86.3|88.1|87.2/84.2| 77.5
Judson  |84.1/76.8/87.5/85.3|91.7/90.7 | 82.1|84.5|85.2|82.9 | 82.8|84.6|87.8| 74.9
Comal 84.1|79.7/89.7|87.1191.9]92.1|94.5 | 95.1 /1 90.9|92.1 | 87.5 | 88.2 | 86.4| 74.4
ﬁla;‘rcos 86.1|80.7/91.5/94.6 | 85.8|87.8|88.8/90.7|90.7|86.6 | 86.3 | 75.3| 73.0| 68.1

Source: Texas Education Agency, AEIS.

CISD females math passing rates at grade 10 are lower than those for
females across the state; the gap between male and female passing rates

also is larger than the state's (Exhibit 2-10).

Exhibit 2-10

TAAS Math Passing Rates by Grade Level, CISD Versus Texas
Males and Females

1997-98

Grade CISD Texas

Male| Female | Male| Female
3 84.1 |79.7 |8L8 |80.3 ‘
4 89.7 187.1 86.6 86.0
5 919 |92.1 89.3 |89.9 ‘
6 945 1951 851 |87.1
7 90.9 |921 835|839 |
8 875 188.2 83.3 |84.3
10 864 744 811 |75.9

Source: Texas Education Agency, AEIS,




Today's workplace demands basic math skills even for entry-level
positions. In addition, the central Texas area has a strong job market in
computer sciences, engineering, and other technical fields. Femalesin
CISD do not appear to be obtaining the skills needed to compete
successfully in this job market.

District administrators do not analyze the performance of subpopulation
groups such as economically disadvantaged students. TAAS scores for
these students reflect their poor performance in math and reading. Because
CISD is not analyzing this group separately, improvement in scores is not
occurring. Nine CISD schools, including the Comal Leadership Ingtitute
(CL1), have more than 25 percent of their students identified as
economically disadvantaged (Exhibit 2-11). Since each school's

individual accountability rating in the AEIS system depends in part on
how well this subpopulation of students performs, analysis and
comparisons within the district could be very helpful.

Exhibit 2-11
Per cent of Economically Disadvantaged Students by Campus, Rank -
Ordered
1997-98
Campus Per cent of Economically Disadvantaged
Students

Bulverde Elementary 15.1%
Rahe Primary 16.9%
Smithson Valley HS 17.0%
Canyon HS 22.0%
Arlon Seay Intermediate 22.1%
Spring Branch MS 22.2%
Smithson Valley MS 22.7%
Comal Elementary 28.1%
Canyon MS 28.3%
Canyon Intermediate 31.8%
Comal Leadership Institute/Discipline 32 6%
Center

Mountain Valley Intermediate 33.3%
Frazier Elementary 34.8%




Bill Brown Elementary 36.2%
Goodwin Primary 36.7%
Mountain Valley Elementary 38.2%

Source: Texas Education Agency, AEIS

Of the nine CISD schools in which more than a fourth of the population is
economically disadvantaged, five have overall passing ratesin reading at
or above 90 percent; four of the nine are below 90 percent. In math, three
of the nine schools have passing rates at or above 90 percent while six of
the nine are below 90 percent, including three with overall math scores
below 80 percent (Exhibits 2-12 and 2-13). The gap between the highest
and lowest percentages of students passing the reading and math TAASIn
these nine schools is about 13 percent and 23 percent, respectively.

Exhibit 2-12
Percent of Students Passing TAAS Reading and Per cent of
Economically
Disadvantaged Studentsfor Selected CISD Campuses

1997-98
Source: Texas Education Agency.

B Dy cing TAA S Roading *—Foomomisall Disadwantagud
CES=Comal Elementary School; CMS=Canyon Middle School;
CIS=Canyon Intermediate School; CLI=Comal Leadership Institute/
Disciplinary Center; MVIS=Mountain Valley Intermediate School;
FES=Frazier Elementary School; BBES=BIll Brown Elementary School;

Faxc




GPS=Goodwin Primary School; MVES=Mountain Valley Elementary
School.

Exhibit 2-13
Per cent of Students Passing TAAS Math and Percent of Economically
Disadvantaged for Selected CI1SD Campuses
1997-98

Parcent

EE! RPI §VE? CH! ASI} JEBMI §VMYI CEP CME O} CLI MVIE FES

Campus

B Py ving DAL Math —— Foonomisally Disdmmategud

Source: Texas Education Agency.

BES=Bulverde Elementary School; RPS=Rahe Primary School;
SVHS=Smithson Valley High School; CHS=Canyon High School;

AS S=Arlon Seay Intermediate School; SBMS=Soring Branch Middle
School; SYMS=Smithson Valley Middle School, CES=Comal Elementary
School; CMS=Canyon Middle School ; CIS=Canyon Intermediate School;
CLI=Comal Leadership Institute/ Disciplinary Center; MVIS=Mountain
Valley Intermediate School; FES=Frazier Elementary School; BBES=BIll
Brown Elementary School; GPS=Goodwin Primary School;
MVES=Mountain Valley Elementary School.

The need for thoughtful data analysis also is evident in CISD's scores on
the Metropolitan Achievement Test, Seventh Edition (MAT-7), a
nationally standardized test. Scores on the MAT-7 are an excellent source
of information because they allow the district to compare its students
achievement to those of other students across the nation. Comal's MAT-7
data for many groups of students indicate that overall achievement is
improving; but two cohorts had MAT-7 scores that declined over timein
most areas (Exhibit 2-14). Cohort A consisted of a group of studentsin
grade 5 in 1996 and followed them through grade 7 in 1998. Cohort B



consisted of studentsin grade 6 in 1996 and followed them through grade

81in 1998. In both situations, students achievement in grades 5-8 and 6-9

declined in language and reading comprehension, at a time when the
district's overall passing rates on TAAS reading were improving. In
addition, Cohort A's achievement dropped in math. CISD's elementary
curriculum coordinator is beginning to examine the MAT-7 data, but lacks

technical support and computer software.

Exhibit 2-14
MAT-7 Cohort Summary
1996-98
Cohort Language Reading Comprehension Math
1996|1997 1998 | 1996 | 1997 | 1998 |1996 | 1997 1998
A (grades5-7) |58 |60 |52 |62 66 59 73 |67 |68
B (grades6-8) |57 |61 |53 |69 61 66 68 |77 |72

Source: CISD, Elementary Curriculum Co-ordinator, 1998.

Many districts acquire a meaningful analysis of its student performance
data, including access to technical support and software, by tapping the
knowledge of the Educational Productivity Council. The council is
operated through the University of Texas Department of Educational
Administration, and about 60 Texas school districts participate in the
council's efforts, including Houston, San Antonio, Austin, and Killeen.

The council has three major objectives: to provide research designed to
foster high performance standards and professional accountability; to close
the gap between lowachieving students, particularly those from poor,
minority, and migratory families, and their fellow students; and to develop

performance management systems. The council uses past and present test

scores to assess student academic growth; classroom, campus, program,
and district performance; the effectiveness of organizational and

instructional strategies, curricula, and programs; and the effects of

instructional change. Another group with similar goalsis "Just For the
Kids." Again, by using test data, "Just For the Kids" seeks to assist
districts to identify strengths and target the system's weaknesses in the

program. Only then will continual improvement be possible.

Recommendation 15:

Disaggregate and analyze test scores of student subpopulations and
use thisinformation to set goals for improving student performancein
the district and on each campus.




Explore the possibility of using the Educational Productivity Council
(EPC), "Just For the Kids", or another organization to help the district
analyze test scores. Once the scores are disaggregated, the district and
each campus can devel op strategies for improving those scores.

IMPLEMENTATION STRATEGIESAND TIMELINE

The superintendent and assistant superintendent of Curriculum and

1. | Instruction contact various programs and identify the program that ‘;ég%
best meets the needs of the district.

2. | The board authorizes the administration to begin using the program. ‘ilélgg
The campus planning team, the assistant superintendent for

3 Curriculum and Instruction, and the curriculum coordinators review | August

" | the data and begin the process of adjusting the curriculum to 1999

address the needs of the student subpopulations.
The school board requires the district and campus improvement Januar

4. | plans to include goals for improving performance of student 2000 y

subpopulations.

FISCAL IMPACT

Membership in the Educational Productivity Council would cost $200 per

campus for 15 campuses (excluding the CLI and New Life Treatment
Center). "Just For the Kids'" provides some services at no cost to

participating districts. To be conservative, a cost of $3,000 is estimated for

this service.

The district should hire a consultant to provide two days of training in data

analysis and planning for improvement. This staff training would costs
$300 per day, or $600 for two days.

1999-

2000 2000-01

Recommendation 2001-02

2002-03

2003-04

Disaggregate and analyze test
scores of student
subpopulations and use this
information to set goals for
improving student performance
in the district and on each
campus.

($3,600) | ($3,000) | ($3,000)

($3,000)

($3,000)

FINDING




The Academic Excellence Indicator System (AEIS) contains data on six
permit types. These types of permits are described in Exhibit 2-15.
Permits are temporary teaching certificates issued by the superintendent if
he or she cannot secure an appropriately certified and qualified candidate
for a vacant position. As is the case in many high- growth districts, in
1997-98, CISD had a higher share of its teachers on permit than the state
average and was higher than all but one of its peer districts. Seguin ISD
has the same percent of teachers on permit (Exhibit 2-16.)

Exhibit 2-15
Certification Types

Permit Type

Description

Emergency (for
certified
personnel)

A permit activated for an individual who is certified, but not
in the area for which the permit is activated. The permit is
valid for the remainder of the year only in the district for the
requested assignment. The individual may not exceed three
years in the same assignment.

Emergency (for
uncertified
personnel)

A permit activated for an individual who is not a certified
teacher but has passed a competency examination for
admission to ateacher education program and the Texas
Examination of Current Administrators and Teachers
(TECAT) or its equivaent. The permit is renewable only if
the individual completes a minimum of six semester hours
toward the target certificate.

Nonrenewable

A permit activated for an individual who has completed all
requirements of a Texas university certification program
Texas Academic Skills Program (TASP), the Examination for
the Certification of Educators in Texas (EXCET) or the Texas
Oral Proficiency Test (TOPT), or an individual who holds a
Texas teacher certificate but has not completed the TECAT or
its equivalent, or has atemporary certificate and has passed
the content specialization portion of the EXCET, but not the
professional development portion of the exam. The permit
expires in 12 months.

Temporary
Classroom
Assgnment

A special type of emergency permit for certified personnel,
usually teaching one or more classes at the secondary level
not covered by a current certificate; the holder may be
elementary-certified, provided the assignment is for grades 7
or 8.

District Teaching

A permit intended for unique highly qualified persons. The

district must submit documentation to the commissioner of
Fducation renardina the nerson's academic aualification and




work experiences; the commissioner approves or denies the
permit. The individual must not have been on emergency
permit, must not be certified in another state or in Texas, and
must not have been sanctioned or denied a teaching
certificate. This permit type is only valid in asingle district
and good for an unlimited time.

Temporary
Exemption

A permit valid for one year only activated for a certified,
degreed person who was employed by the district in the

previous school year, but whose previous assignment no
longer exists due to fluctuations in enrollment or course

offerings.

Source: Sate Board for Educator Certification, SBEC.

Exhibit 2-16
Number of Teacherson Permit for CISD, Peer Districts, and Texas
1997-98

Permit . New San |North .

Type Comal | Seguin | Texas Braunfels Judson | Leander Marcos| East Pflugerville
Emergency
(for
cartified 10 4 3,150 |4 8 1 3 8 0
personnel)
Emergency
(for
uncertified 7 10 4574 |4 7 4 1 11 1
personnel)
’;‘b‘l’”re”e""' 7 6 1695 |0 0 2 2 7 |3

e
Temporary
Classroom |3 2 838 2 3 1 0 2 0
Assignment
District 0 188 |0 2 2 0 0 0
Teaching
Exempor?‘ry 0 0 67 |0 0 0 0 0 0

emption
TOTAL 27 22 10,512 10 20 10 6 28 4
?ggle”t of 1400 [40% |35% |26% 19% |15% |13% 0.9% |0.6%




Teaching
Staff

Source: Texas Education Agency, AEIS

Permit teachers may be warranted when certified teachers cannot be found
to teach a specialized course or when the area such as special education or
bilingual education faces a general lack of certified personnel. In all,
however, CISD has a significant number of teachers on permit, and the
courses it offers students do not appear to be so highly specialized as to
warrant this situation. In 1998-99, CISD has 23 individuals on permit, not
including teachers from other states who are on Probationary Certificates
and two individuals on temporary mid- management permits. Exhibit 2-17
examines the roles of these 23 individuals. Director of Personnel

Exhibit 2-17
Subjects Taught by the Teacherson Permit in CISD
1998-99

Subject Number

Math
Instructional Aide

Kindergarten
Specia Education

1

1

1

7

Law Enforcement 1

Reading 1

English 1
Counselor 2 |

1

1

1

1

2

1

1

Computer Literacy

Supervisor

Assistant Principal

Elementary

Biology

Science

Instructional Coordinator

Source: CID, Director of Personnel.




The quality of the teaching staff has an obvious effect on student
performance. The State Board for Educator Certification (SBEC) was
created by the 1995 Legidature to provide standards for the education
profession. The board is responsible for ensuring that Texas' teachers are
qualified and professionally prepared to serve in the school system. Texas
recognizes three classes of teacher certification: provisional, professional,
and temporary. The provisional certificate is permanent and valid for life
unless canceled by lawful authority. The professional certificate represents
preparation and experience going beyond the requirements for a
provisiona certificate; it, too is permanent and valid for life. A temporary
certificate is not permanent, and the certificate specifies the period of
validity.

Under the Texas Education Code, the State Board for Education
Certification (SBEC) proposes rules that specify what a superintendent
must follow when hiring a teacher who is placed on an emergency permit.
The superintendent must document the district's efforts to secure afully
certified candidate, provide the permit teacher with a mentor unless that
teacher is a degr eed certified teacher on permit status with one or more
years of experience, and advise the permit teacher of SEC rules about
permits and permit renewal.

Recommendation 16:

Prepare a plan to reduce the number of teacherson permit, and set
realistic goals for reducing the percent of non-certified teachersin
CISD to the statewide average in the next two years.

By first examining the trends and reasons for hiring non-certified teachers,
the district should be able to develop a plan to target specific problem
areas. Setting goals and regularly monitoring progress will alow the
district to make adjustments to the plan based on successes or failuresin
one or more of the proposed strategies.

IMPLEMENTATION STRATEGIESAND TIMELINE

The superintendent, the assistant superintendent of Curriculum and
Instruction, and the director of Human Resource Services meet to

June

L prepare a plan to reduce the number of non-certified teachers by 1999
examining the trends and reasons for past hires.
The director of Human Resource Services ensures that the plan June
2. | contains alist of the subject areas in the district where a non-certified 1999
teacher is necessary.
The superintendent, the assistant superintendent of Curriculum and July

Instruction. and the director of Human Resource Services identifv the

1999




statewide average for the percent of non-certified teachers and set
goalsthat parallel those averages. The goals should be part of the plan.

FISCAL IMPACT

This recommendation could be implemented with existing resources.




Chapter 2
EDUCATIONAL SERVICE DELIVERY
AND STUDENT PERFORMANCE

C. SPECIAL EDUCATION

Services for special education students are federally mandated and must
meet specific state and federal guidelines. The most comprehensive

federal law governing special education is the Individuals with Disabilities
Education Act (IDEA) and Section 504 of the federal Rehabilitation Act

of 1973. These federal laws require all public school districts that receive
federal funds to establish central and campus processes to identify students
with learning disabilities or special learning needs so that accommodations
can be made to assist them. This includes students in special education and
students with attention deficit and or hyperactivity disorder, among others,
and it includes accommaodations such as additional instruction in a
particular subject through a resource teacher, additional time to complete
assignments, and oral exams versus written exams. In order to meet the
requirements of IDEA, school districts complete the sequence of steps
listed in Exhibit 2-18.

Exhibit 2-18
Steps Needed to Meet IDEA Requirements

1. Prereferral intervention in regular education. When a student experiences
academic problems in regular education, the district should intervene and
remediate his or her academic problems. Prereferral interventions can be
conducted by individual teachers or by committees or teams charged with the
responsibility of developing remedial strategies. If the strategies initiated in
regular education do not improve achievement, the regular education teacher
refers the student to specia education.

2. Referral to special education for evaluation. Referring a student to specia
education calls for an official, written request supported by documentation.
Teachers, counselors, parents, administrators and even the student him/herself can
initiate areferral. The referral information must include an explanation of the
steps that have been taken in regular education to remediate the student's problem
prior to the referral.

3.Comprehensive nondiscriminatory evaluation. Once a student has been
referred, the district must provide a comprehensive, nondiscriminatory evaluation,
commonly called an assessment, within a prescribed amount of time.

4 Initial nlacement throtioh a committee meetina. After the evaluiation is




complete, a committee meets to discuss the results of the evaluation, decide if the
student qualifies for specia education services in one of 13 federal special
education categories, and, if so, write a plan for educating the student. In Texas,
the committee is commonly called an ARD (Admission, Review, and Dismissal)
committee; according to federal guidelines, parents must be included as active
participants in the ARD process.

5.Provision of educational servicesand supports according to awritten
Individualized Education Plan (1EP). The IEP developed by the ARD
committee includes information about which classes the student will take, how
much time he or she will spend in regular education, the type of service-delivery
model, related services like speech therapy or counseling, mode of transportation,
and severa other considerations required by state and federal law.

6.Annual program review. Each year, after a student's initial qualification and
placement, the ARD committee conducts a review to ensure the student is
receiving an appropriate program. In this annual ARD meeting, the results of any
evaluations are discussed, progress is reviewed, goals are rewritten, decisions are
made regarding placement and programming, and a new 1EP is produced.

7.Three-year reevaluation. Every three years, the student may again receive a
comprehensive individual assessment. Another ARD mesting is held to discuss
the results of the reevaluation and determine if the student still qualifies for
special education. Again, a complete IEP is written and plans are made for its
implementation.

8.Dismissal from the special education program. If and when a student no
longer meets specia education ligibility criteria, he or she is dismissed from
specia education. The ARD committee must make this decision.

Source; Public Law 101-15, the 1997 amendments to the Individual s with
Disabilities Education Act.

At every stage of the special education process and throughout a student's
tenure in special education, the district must follow state and federal
guidelines. If disagreements or objections arise related to evaluation,
placement, or service delivery, students and their families have the right to
due process. School districts do not have the burden of demonstrating that
their special education services are the best possible; however, the
education provided must meet the individual needs of each student.
Specia education is an important issue in any school district because its
costs are high. While the federal government requires specific special
education services, its share of the funding for specia education is usualy
less than 10 percent, with the rest paid from state and local funds.

In 1997-98, CISD identified and served 1,482 specia education students.
This represented 15.2 percent of the district's student population. This




share is higher than the state average of 12 percent; however, three of
CISD's peer districts have an even higher percentage of their studentsin
specia education (Exhibit 2-19).

Exhibit 2-19
Per cent of Students Served in Special Education
CISD and Peer Districts

1997-98

District Per cent
North East 16.9
SanMarcos | 16.2 ‘
Judson 16.2
Comal 152 |
Seguin 14.4
New Braunfels | 12.5
Texas 12.0 ‘
Pflugerville 115
L eander 11.3 ‘

Source: Texas Education Agency, AEIS,

Exhibit 2-20 presents the number of studentsin 13 federal categories of
special education for CISD and Texas as awhole.

Exhibit 2-20
Number and Percent of Special Education Students by Type of
Disability
CISD Versus Texas
1997-98
Comal Texas

Type of Disability

Number | Percent | Number | Percent

Learning Disability 885 60 226,350 |56
Speech Impairments 292 20 92,884 |20
Emotional Disturbance 124 8 35,707 |7

Other Health Impaired 94 6 31,220 |7




Mental Retardation 44 3 25563 |5 |
Orthopedic Impairments 20 1 5,556

Multiple Disabilities 14 1 4625 |1 \
Hearing Impairments 11 1 2,177 <1
Autism 6 <1 4,230 <1
Visualy Impaired * <1 2,740 <1 \
Traumatic Brain Injury * <1 893 <1
Non-Categorical Early Childhood |0 <1 1,568 |<1 ‘
Deaf-Blindness 0 <1 74 <1

Source: CISD Special Education Department and Texas Education
Agency.

* The number of incidents are between 1-5 and are not shown to protect
the anonymity of the students.

The district has a dlightly higher share of studentsin the learning disability
category than the state and a dightly lower share in the mental retardation
category. In al, the distribution of special education students in CISD
closely parallels the distribution for the state.

FINDING

Texas is subject to a 1998 federal "Corrective Action Plan" (CAP). The
CAP is associated with a September 1996 U.S. Department of Education,
Office of Special Education Programs (OSEP) compliance review of
Texas public school districts. OSEP identified seven areas in which Texas
failed to comply with federal regulations; the state must take corrective
action in these aress.

The federal Office of Special Education Programs found that the state did
not comply with the federal "least restrictive environment” regquirement.
When possible a "least restrictive environment™” places a child with
disabilities into the regular education environment with other students who
are not disabled. TEA was ordered to assist local districts in improving
their compliance with least restrictive environment provisions. Federal law
dictates that each local education agency shall ensure the following least
restrictive environment requirements:



To the maximum extent appropriate, children with disabilities, including
children in public or private institutions or other care facilities, are
educated with children who are not disabled, and special classes, separate
school, or other removal of children with disabilities from the regular
educational environment occurs only when the nature or severity of the
disability of a child is such that education in regular classes with the use
of supplementary aids and services cannot be achieved satisfactorily.
Restrictive placements

The least restrictive environment issue is a complicated one for states and
local school districts alike. Decisions on how and when to include students
with disabilities in regular education must address the equitable allocation
of resources, effective and efficient service delivery models for all
students, the potential for legal challenges based on current court rulings,
and philosophical beliefs about how best to balance the needs of students
with disabilities with those of other students.

Canyon Middle School began half-time inclusion of students with
disabilities into regular education during the 1997-98 school year and full
inclusion during 1998-99. Inclusion refers to specia education students
being included to the greatest extent possible (usualy full time) in regular
education classrooms. The school has four inclusion teachers, two for
Grade 7 and two for Grade 8. Each inclusion teacher serves one team.
Students in inclusive settings attend all core classes with general education
students, are assisted by the inclusion teachers have access to the Content
Mastery Lab, and attend biweekly conferences with inclusion teachers to
evauate their academic progress. Inclusion teachers co-teach with the core
academic teachers and assist with the development of strategies and
techniques for working with students with disabilities. In addition, they
organize all admission review and dismissal meetings, act as
parent/student advocates, and make home visits.

In 1999, Canyon Middle School's Behavior Unit began a new system in
which al students with emotional disturbances who are placed in the unit
attend all academic core courses with general students. During the rest of
the day, they attend a vocational elective designed to develop lifelong
work skills and work ethics. The teacher of this class solicited assistance
from alocal farmer to plow part of the grounds for a garden that is planted
and tended by the students. In addition, he teaches his students how to
build and work with tools. As Exhibit 2-21 shows, the Canyon Middle
School's approach to LRE has reduced the number of studentsin
restrictive environments and student failure rates.

Exhibit 2-21
Number of Special Education Studentsin Grade 7 Served in



Inclusive Settings at Canyon Middle School
1996-97, 1997-98, and 1998-99

Y ear
1996-97 | 1997-98 1998-99‘
Total in Special Education | 56 68 109
Students in Resource Room | 35 22 5 ‘
Students in Behavior Unit |11 12 8 ‘
Students in Inclusive Settings | O 34 96
Failure Rate 41% 21% 8%

Source: CISD, Special Education Department, PEIMS,
COMMENDATION

Canyon Middle School serves many of its special needs studentsin less
restrictive environments through an innovative shar ed services

approach.
FINDING

Exhibit 2-22 shows that CISD's number of special education students rose
from 14.6 percent to 15.6 percent of the student population between the
1995-96 and 1998-99 school years. The number of specia education
students rose from 1,253 to 1,606 over the same period. This represents an
increase of 28 percent in four years. The total population of the district
increased by 17 percent during the same four years.

Exhibit 2-22
Number and Per cent of Students Served in Special Education
1995-96 through 1998-99

Year |Number Percent|
1995-96| 1,253 14.6% |
1996-97| 1,388 15.2% |
|
|

1997-98| 1,482 15.2%
1998-99 1,606 15.6%

Source: CISD and Texas Education Agency.



Shares of students in special education vary by campus and range from 11
percent to amost 20 percent, with the exception of the New Life
Children's Treatment Center, aresidential care and treatment facility for
students with serious emotional disturbances. Exhibit 2-23 shows the
number of special education students by campus, the percentage of special
education students by campus, and the campus accountability rating. All
but three CISD schools (Canyon High School, Mountain Valley
Elementary, and Rahe Primary) have a higher percentage of studentsin
special education than the state as a whole. In addition, six of CISD's
seven recognized campuses have more than 15 percent of their studentsin

special education.

Exhibit 2-23
Number and Percent of Special Education Students
and Accountability Ratings by CISD Campus

1997-98

Campus Enrollment | Number | Percent Acch);JaInitsgility
High Schools
Canyon High 1,101 124 11.3% | acceptable
Smithson Valley High 1,533 252 16.4% | acceptable
Alternative Education
ﬁl‘;mtéeadersmp 89 13 14.6% | acceptable
gsr’]‘;e';”e Treatment |54 31 96.9% | acceptable
Middle Schools
Canyon Middle 598 83 13.9% | acceptable
Spring Branch Middle 505 78 15.4% | recognized
Smithson Valley Middle |503 84 16.7% | acceptable
Elementary Schools
Goodwin Primary 501 70 14.0% | recognized
Frazier Elementary 566 106 18.7% | acceptable
Comal Elementary 456 75 16.4% | recognized
'I\E’:g:’n”;ﬁ't;\;a”q’ 692 77 11.1% | acceptable




mtoer“mggi‘;{:]'q’ 267 44 16.5% | recognized
Canyon Intermediate 625 99 15.8% | recognized
Rahe Primary 533 62 11.6% | acceptable
Bulverde Elementary 331 54 16.3% | recognized
Bill Brown Elementary | 741 95 12.8% | acceptable
Arlon Seay Intermediate | 680 135 19.9% | recognized

Source: CISD Special Education Department and Texas Education
Agency, PEIMS

The number of students referred to and served in special education is
always an important issue for Texas public schools, but it is even more
critical during the 1998-99 school year because thisis an areain which
OSEP found Texas out of compliance with federal requirements. To
comply with OSEP guidelines, districts must be able to show that they use
a systematic process for prereferral or intervention assistance and employ
avariety of support services.

According to the CISD Policy and Procedure Manual, Section EHBAA,
referrals of students for possible special education services must be a part
of the district's overall regular education referral or screening system.
Prior to referral, students experiencing difficulty in the regular classroom
should be considered for all support services available to all students, such
astutorial, remedial, compensatory, and other services. During a focus-
group meeting with CISD teachers, however, it became obvious that about
half of the teachers did not know what a prereferral team is. As Exhibit 2-
24 illustrates, TSPR found wide variations in the number of specia
education referrals per campus.

Exhibit 2-24
Number of Referralsto Special Education by Campus
and Per cent of Campus Enrollment Referred

1997-98
School Number of Per cent of Campys Enrollment
referrals Referred to Special Education
High Schools
Canyon High 9 1%
Smithson Vallev 13 1%




High

CLI-Secondary - 0%
Middle Schools

Spring Branch 0
Middle 29 %
Canyon Middle 15 3%
Smithson Valley

Middle 0%
CLI-Middle - 0%
Elementary Schools

Comal Elementary 63 14%
Rahe Primary 77 14%
Goodwin Primary 60 11%
Mountain Valley 74 11%
Elementary

Frazier Elementary |50 9%
Bill Brown 55 7%
Elementary

Mountain Valley o
Intermediate 12 4%
Canyon Intermediate | 27 4%
Bulverde Elementary |14 4%
Arlon Seay 0
Intermediate 28 4%
CLI-Elementary - 0%

Source: CISD, Special Education Department, 1998.

CISD may want to look at a "best practice" used by Mount Pleasant 1SD
(MPISD), to help in the area of pre-referrals. In 1996-97, to eliminate the
confusion and the duplication of effort associated with identifying
particular student needs, MPISD established Campus Intervention Teams
(CIT) on each campus. The CIT is designed to serve as a "vehicle to
provide strategies for intervention when a need begins to arise for any
student." A need may be indicated by a student not performing well in
class, having difficulty reading, or exhibiting behavioral difficulties. Each




campus has a team made up of one Maximum Achievement Learning Lab
(MALL) teacher, the school counselor, the student's classroom teacher,
and the principal.

Teachers are encouraged to fill out pre-referral forms on any student who
is experiencing difficulty in the classroom for any reason. The pre-referral
forms are sent to the MALL teachers, who serve as at-risk coordinators on
each campus, and the MALL teacher notifies committee members that a
meeti



ng needs to be held. The processisillustrated in Exhibit 2-25.

Exhibit 2-25
MPISD CIT Referral Process

Pre-referral mitiated
CIT schedulesiconducts meeting

Comuttee deciston

Consideration Consideration (Other Canpus
of [DE& of 504 Modifications
No No
Disahility adversely affects Handicap substantially Student exhibits the
educational performance lirmitts one of more rieed for modificatons
major bfe actities to experience success
Tes Tes

Modifications
recotmmended by CIT

Education comparahle
to that provided to
non-handhcapped

Education reasonably
designied to confer benefit

Specially-designed metriction Reasonahle accommodations Referred needs met
Indswidual education plan Accommodation plan Yes
+  Related services +  Physical +  Contite
+  Instructional modifications
+  Speciabized metruction Mo

+  Related aides and services +  Refer again

The CIT has four options to consider before making a decision to
intervene. These options are to be considered from least restrictive to most
restrictive in the order that follows:



Implement campus modifications for a pre-determined amount of
time.

Refer to the dyslexia committee on campus.

Initiate 504 referral process.

Initiate special education referral forms.

Principals and teachers representing all grade levels said the committee
members discuss each student's situation carefully and attempt to identify
campus modifications that will address concerns. According to the
principals and teachers, in 75 to 80 percent of cases, campus modifications
accomplish needed results with the least restrictive environment for the
student.

Recommendation 17:

Establish formal pre-referral intervention teams at each campus and
conduct a summer training institute for campus staff members.

CISD should provide training to team members on legal requirements,
effective teamwork, and effective academic and behavioral modifications
for students with academic and behavior problems.

After the first year of implementation, the district should evaluate its
effectiveness in terms of number of referrals to special education, parent
and teacher satisfaction, and student performance.

The pre-referral intervention program should emphasize early
intervention, with efforts in elementary schools receiving priority.

IMPLEMENTATION STRATEGIESAND TIMELINE

Each site-based decision making committee selects members of a
pre-referral team if they do not aready have one. Each team

1. | includes an administrator, a special educator, aregular educator, |June 1999

and a counselor to draft a plan for developing and implementing
apre-referra intervention plan.

The committee gathers input from parents, teachers, principals,
and specia education staff.

The staff development office works with principals to set up a

July 1999

3. | training schedule during the summer for each team from every July 1999

school in the district.

The director of Management Information develops a tracking and
4. | evaluation system to evaluate the effectiveness of the pre-referral
intervention program.

August
1999




5 Staff development provides atwo-day summer ingtitute for each | August
"' team from all schoolsin the district. 1999
September
6. | Implement pre-referral teams. 1999

FISCAL IMPACT

The fiscal impact assumes that 64 people (four persons from each of the
16 campuses) would attend a two-day summer institute. This would cost

the district $200 in stipends for each person for atotal stipend cost of
$12,800.

An externa trainer would cost $2,000 plus an estimated $1,000 for travel

expenses.

A materials package for each team would cost about $75. The total cost

for 16 teams would be $1,200.

1999-

Recommendation 2000-01 | 2001-02 | 2002-03

2000

2003-04

Establish formal pre-
referral intervention

teams and conduct a
summer ingtitute.

($17,000) | ($17,000) | ($17,000) | ($17,000) | ($17,000)

FINDING

CISD serves alarge number of its specia education students in separate
settings (Exhibit 2-26). A mgjority of these students are served in resource

rooms (a placement designed for students to receive small group or
individual instruction in specific skills for part of the day) or speech
therapy settings. Almost 15 percent of special education students are

served in self-contained settings - a setting that serves only students with

disabilities, while 5 percent are served in mainstream settings.

Exhibit 2-26
Percent of CISD Special Education Students Served by Placement
1998-99
Placement Per cent ‘
Resource Room 60.0% ‘

Speech Therapy 13.4% ‘




Sdlf-Contained Severe 9.7% ‘

Mainstream 5.2%
Sdlf-Contained Mild to Moderate 4.8% ‘
Vocational Adjustment Class 2.9%
Residential Care and Treatment Facility | 1.1%
Off-Home Campus 0.6% ‘
Home-Bound 0.3%
Hospital Class 0.2% ‘

Source: CISD, Special Education Department.

Restrictive placements such as these are problematic for several reasons.
In 1994, the Texas Education Agency (TEA) changed special education
funding formulas so that they no longer act as a disincentive to less
restrictive placements. The state funds students served in resource, self-
contained mild to moderate, and self-contained severe specia education
classes at the same level. In other words, districts receive the same amount
of money for students served in all three of these settings. Consequently,
districts receive no more money for students who are in self-contained
classes than they would if they were in resource classes. The costs
incurred for self- contained classes often are greater because the classes
must be taught by special education personnel and often have very low
student-teacher ratios.

Special education students usually remain in specia education until their
22nd birthdays, so the long-term cumulative costs are significant. In
addition, CISD's very large geographic area forces students in restrictive
classes to face very long bus rides to and from school because they often
don't attend their neighborhood schools. At Canyon Intermediate, for
example, many students in the self-contained Behavior Unit ride the bus
for about an hour each morning and afternoon. Restrictive placement also
prevents students from attending school on their home campus and
interacting with their nondisabled peers.

CISD's placement arrangement exists in part because it concentrates
specia education students needing the same instructional placement on
one campus, allowing the district to hire just one teacher and two aides for
the program, with the only cost being transportation, since the students
would still be in a class with a teacher and instructional assistant on a
campus.



Students are placed in restrictive arrangements based on the severity of
their learning and/or behavioral problem.

Recommendation 18:

Provide training to administrators and teacher s to encourage less
restrictiveinstructional arrangements.

The district should schedule this training at the same time as its prereferral
training; the administrator and counselor chosen for this team could be the
same as those chosen for the prereferral team. The specia educator and
regular educator, however, should not be members of the prereferral team
if the two trainings are held at the same time. Therefore, the special
education and regular education teachers can attend the entire session of
either the prereferral training or the inclusion training. The administrator
and counselor should attend those training sessions in prereferral and
inclusion most applicable to them.

IMPLEMENTATION STRATEGIESAND TIMELINE

The assistant superintendent for Curriculum and Instruction
and the director of Specia Education develop atwo-day staff
1. | development summer institute training for the least restrictive | June 1999
environment team from all schools. The training is held in
conjunction with the prereferral training.

Each campus site-based decision making (SBDM) committee
2 selects members of ateam. Each team includes an Auaust 1999
" |administrator, a special educator, aregular educator, a 9

counselor, and a parent representative.

The director of Special Education and the principal at Canyon | September-
3. | Middle School arrange site visits for afew of the members of | December
each LRE team. 2000

FISCAL IMPACT

This fiscal impact assumes that two staff members from each campus (32
personsin al) would participate in atwo-day summer ingtitute. At $200
per person, the total stipend cost would be $6,400.

An external trainer would cost $2,000 plus $1,000 for travel expenses.

Recommendation 12%%%' 2000-01 | 2001-02 | 2002-03 | 2003-04




Provide training to
administrators and teachersto
encourage less restrictive
instructional arrangements.

($9,400) | ($9,400) | ($9,400) | ($9,400) | ($9,400)

FINDING

CISD's specia education program has several unfilled professional
positions, including three vacancies for diagnosticians or licensed
specialists in school psychology (LSSPs) and four for certified speech
language pathol ogists. Both are demand professions in Texas and many
digtricts find it difficult to fill such vacancies. According to the director of
Specia Education, CISD's salaries, which are lower than those in
neighboring districts, are one important reason why these positions have
remained unfilled. CISD places counselors, associate psychologists,
education diagnosticians, and L SSPs on the same salary schedule. Speech
language pathol ogists are not listed on CISD salary's schedule, but
according to the director they are paid on the same salary schedules as
counselors and associate psychologists, with an additional stipend. CISD
currently employs 9.5 speechlanguage pathol ogists who work 195 days a
year at amidpoint salary of $38,427 annually or approximately $24.65 per
hour.

Because of the current shortage of speech-language pathologists, CISD

has contracted with Easter Seals for these services. The director estimated
that the district would pay Easter Seals about $240,000 during the 1998-99
school year based on $37.50 per hour for their services. This assumes that
Easter Seals will provide 6,400 hours of servicesto CISD. Based on a 195
day contract for in- house pathologists, this equates to dightly more than
four full-time employees (FTE'S).

In addition to cost considerations, the director expressed some concern
about the continuity of services and level of attention available from
contractors.

Recommendation 19:

Recruit and hire four full-time speech-language pathologists and
institute a 10 percent increase in salary for new and existing speech-
language pathologists.

IMPLEMENTATION STRATEGIES AND TIMELINE

The director of Special Education and the director of Human Resource | July
Serviee wrrite eenarate inh deacrintinng and calary ecchediiles for 1999




speech-language pathol ogists, using state averages, and establish
comparable caseloads for these positions.

The director of Human Resource Services recruits and hires four
additional speech-language pathol ogists.

July
1999

The director of Special Education decreases the use of contracted
services for assessment and speech language services.

July
1999

FISCAL IMPACT

Hiring four speechlanguage pathologists at the current wage rates would
cost the district $167,419 ($38,427 in salary x 1.0892 benefits = $41,855 x
4).

Giving a 10 percent raise to the 13.5 speech language pathol ogists,
including the four new hires, would cost the district $56,511 (0.10 x
$38,427 = $3,843 + 8.92 percent benefits = $4,186 x 13.5).

Total cost per year for hiring these four new positions and giving a 10
percent pay raise is $223,930.

Eliminating contracted services will save $240,000. The net savings will
be $16,070 per year.

1999- | 2000- | 2001- | 2002-

Recommendation 2000 01 02 03

2003-
04

Hire four speech-language
pathologists and give 10 percent | $16,070 | $16,070 | $16,070 | $16,070
rai ses.

$16,070

FINDING

CISD received $66,005 during the 1997-98 school year in Medicaid
payments through the state's School Health and Related Services
(SHARS) program. SHARS reimburses districts for services provided to
Medicaid-eligible students with disabilities. For example, if a student's

| EP mandates occupational therapy, physical therapy, or speech therapy,
and that student is Medicaid-€ligible, the district can receive Medicaid
reimbursement for providing these services. CISD does file for SHARS
reimbursements and uses a vendor to assist with claim preparation and
filing. Appraisa staff members at each campus electronically provide the
vendor a monthly list of students served in special education. The vendor
sends the district alist of students eligible for Medicaid. In turn, appraisal

employees at each campus complete the necessary forms and send them to




the specia education office secretary. Finally, the secretary submits the
forms to the vendor every eight weeks and the vendor submits the claim.
Texasasawhole

In 1996, the state started another reimbursement program, Medicaid
Administrative Claiming (MAC), to allow districts to receive
reimbursement for health-related administrative services provided by
districts that cannot be billed through SHARS. At that time, it was not
feasible for districts with less than 15,000 students to participate because
the federal requirements for time study of direct-service staff on the
amount of time spent on health-related activities was too burdensome.
However, the MAC program has changed significantly, making it feasible
for smaller school districts to participate. Beginning in January 1997,
TEA, along with the Texas Department of Human Services (DHS) and the
Health and Human Services Commission, opened MAC to small districts
by allowing consortiums of smaller districts representing 15,000 or more
students to file collectively. Consortiums also reduce each district's time
commitment for the required time study. As aresult, haf of the districtsin
the state participate in MAC. A district can join an existing consortium or
start one up of their own.

Districts that join a consortium provide the names of their staff that
provide direct activities, such as counselors, nurses, and therapists (not
teachers or administrators, but direct staff with high risk populations).
From this list, a percentage is selected to participate in the time study,
which only requires one week per quarter of coding activities. From this
study, the levels of service are determined which, along with base
expenditures and Medicaid-€ligibility rates, determines the
reimbursements to districts for their MAC-€ligible activities,

Districts sign on with a consortium directly. There must be atotal of
15,000 or as close to 15,000 students in a consortium as possible. The
consortium sends a representative to the district to explain the services and
fees, which are based on a percentage of reimbursements. There are no out
of pocket costs, but staff time is required for coding for the week during
the quarter that the time study is dore. All staff selected for the time study
must attend 2-3 hours of training, which must be provided by the MAC
consortium within 50 miles of the district, regardless of where the
consortium offices are located.

Since the consortiums handle most of the burdensome administrative
functions required by the federal government for this program, it is
relatively ssimple for districts to participate. The amount of
reimbursements depends on level of activity of staff for the eligible
activities. The amount of reimbursement is tied to the level to which a



district promotes health-related activities (expenditure base), and the
percentage of the student population that is Medicaid eligible.

CISD is not participating in this program. The director of Special
Education told TSPR that CISD does not do so because of the

administrative burden it would entail.

Recommendation 20:

Participatein the Medicaid Administrative Claiming program.

By using MAC funds to expand health-related and outreach activities,
more students can be enrolled in Medicaid, which potentially would

increase SHARS payments and would increase the expenditure base for
determining MAC reimbursement levels.

IMPLEMENTATION STRATEGIESAND TIMELINE

The superintendent, director of Business Operations, and director

1 of Special Education seek out an existing consortium to join, or fSeu' o
" | form a consortium of districts, to begin Medicaid Administrative 1939
claming.
2 The board reviews the administration's proposal for joining or August
" | forming aMAC consortium and approves this plan. 1999
3 The director of Special Education establishes procedures to ::J:eu' g
" | participate in the Medicaid Administrative Claiming program. 19999
The director of Business Operations ensures MAC clams are .
4. Ongoing

processed on an ongoing basis.

FISCAL IMPACT

One consortium in Texas is achieving per student reimbursement levels
from $2.75 to $4.20 per quarter for their participating districts. By
applying the lower end of this range to CISD's student population of
10,314 students, $102,108 in annual savings can be achieved (10,314
students x $2.75 x 4 quarters, less 10 percent for administration fees).

Recommendation 12%%%' 2000-01 | 2001-02 | 2002-03 | 2003-04
Participate in the
Medicaid Administrative | $102,108 | $102,108 | $102.108 | $102,108 | 102,10

Claiming program.




Chapter 2
EDUCATIONAL SERVICE DELIVERY
AND STUDENT PERFORMANCE

D. COMPENSATORY EDUCATION AND TITLE | PROGRAMS

Funds for compensatory education are based on an allocation from TEA,;
funds for Title I programs are based on allocations from the federal
government that flow through TEA. Compensatory education funds target
students at risk of dropping out while Title | funds target students who are
low income.

According to Section 42.152 of the Education Code, compensatory
education funds are provided to Texas districts so they can design
programs to improve and enhance the regular education program for those
students at risk of dropping out. The intent of the program is to increase
the achievement and reduce the dropout rate of targeted students. The
district is required to conduct a needs assessment using student
performance data from the TAAS or other sources and design strategies to
provide intervention services for these students.

Students at risk of dropping out are identified using specific criteria
defined in Section 29.081 of the Texas Education Code:

Each student in grades 7 through 12 who is under 21 years
of ageisin an at-risk situation if the student meets one or
more of the following criteria: a.) was not advanced from
one grade leve to the next for two or more school years; b.)
has mathematics or reading skills that are two or more
years below grade level; c.) did not maintain an average
equivalent to 70 on a scale of 100 in two or more courses
during a semester, or is not maintaining such an average in
two or more courses in the current semester, and is not
expected to graduate within four years of the date the
student begins ninth grade; d.) did not perform
satisfactorily on an assessment instrument administered
under Subchapter B, Chapter 39; or e.) is pregnant or a
parent. Additionally, each student in pre-kindergarten
through grade 6 isin an at-risk situation if the student
meets one or more of the following criteria: a.) did not
perform satisfactorily on a readiness test or an assessment
instrument administered at the beginning of the year; b.)
did not perform satisfactorily on an assessment instrument
administered under Subchapter B, Chapter 39; c.) isa



student of limited English proficiency, as defined by the
Texas Education Code (TEC) Section 29.052; d.) is
sexually, physically, or psychologically abused; or e.)
engages in conduct described by Section 51.03(a), Texas
Family Code.

Additionaly, students in any grade are identified in at-risk
dtuationsif they are not disabled and if they residein a
residential placement facility in a district in which the
student's parent or legal guardian does not reside, including
a detention facility, substance abuse treatment facility,
emergency shelter, psychiatric hospital, halfway house, or
foster family group home. (Texas Education Agency, 1998)

The amount of Title | funds to which adistrict is entitled is calculated by
averaging its best six months' enrollment in the National School Lunch
Program, which provides free- and reduced-price lunches for indigent
students, in the preceding school year.

FINDING

Exhibit 2-27 illustrates the number and percent of CISD students who are
economically disadvantaged or in at-risk situations by campus. Campuses
with the highest percentage of at-risk students include Canyon Middle
School, Comal Leadership Institute/Discipline Center, Comal Elementary,
Mountain Valley Elementary, Mountain Valley Intermediate, and Frazier
Elementary. At some schools, the number of at-risk students is greater
than the number of students identified as economically disadvantaged.
According to the Texas Education Code, not al students enrolled in free-
or reduced-price lunch programs are considered to be in at-risk situations.

Exhibit 2-27
Number and Percent of CISD Students I dentified as
Economically Disadvantaged and At Risk by Campus

1997-98
Economically .
Number of Disadvantaged | Number At-Risc
Campus Economically Per cent of of Per cent of
b Disadvantaged : Total
Students Total AERISK | e liment
Enrollment | Students

Canyon MS 169 28.3% 250 41.8%
Comal Leadership
Institute/Discipline o 0
Center 29 32.6% 35 39.3%




Comal Elementary | 128 28.1% 176 38.6%
'\E’:‘e’r‘;”:]"t;\;a”e)’ 264 38.2% 242 35.0%
mz’er“”mt;ri‘gj”w 89 33.3% 89 33.3%
Frazier Elementary |170 34.8% 197 30.0%
Smithson Valley MS | 114 22.7% 113 22.5%
Goodwin Primary 184 36.7% 110 22.0%
Canyon Intermediate | 199 31.8% 134 21.4%
Ef;"gggr y 50 15.1% 70 21.1%
ﬁ;ﬁ%se@mi o 150 22.1% 138 20.3%
Spring BranchMS | 112 22.2% 01 18.0%
Smithson Valey HS | 260 16.9% 265 17.2%
Canyon HS 242 21.9% 141 12.8%
Rahe Primary 90 16.9% 55 10.3%
E;gﬁéﬁg‘y 268 36.2% 42 5.7%

Source: PEIMS, 1997-98.

The Texas Education Agency's 1998 compensatory education guidelines
allow districts to concentrate their compensatory education resources on
one or asmall number of campuses that serve at-risk students. These
decisions are made for programmeatic reasons, relating to differencesin
academic performance and other considerations such as the number of
economically disadvantaged or minority students on a campus.
Furthermore, districts are required to evaluate their state compensatory
education programs and services to determine its effectivenessin
increasing student achievement or decreasing student dropout. Exhibit 2-
28 compares the percent of studentsin at-risk situations and 1998 TAAS
reading and math passing rates for each CISD campus.

Exhibit 2-28
Percent of CISD Students | dentified as At-Risk and Passing
TAAS Reading and Math by Campus
1997-98



Campus A‘i'tol'?a:ISkE rITrecr)Icl: ﬁqnén(?[f PasZ?lrgC ?&A S EggCT;
Reading TAAS Math
Canyon MS 41.8 87.6 90.5
ﬁzmtlélgﬁdg [S)Tilr?e Center 393 84.6 2
Comal Elementary 38.6 98.5 94.8
g;‘;“;ﬁtgr\;a”ey 35.0 88.3 78.3
Mownta velley 33.3 93.8 87.7
Frazier Elementary 30.0 92.6 84.1
Smithson Valley MS 22.5 90.0 87.3
Goodwin Primary 22.0 92.6 84.1
Canyon Intermediate 214 92.2 95.2
Bulverde Elementary 21.1 94.2 92.6
Arlon Seay Intermediate | 20.3 93.7 94.2
Spring Branch MS 18.0 92.2 91.1
Smithson Valley HS 17.2 97.4 83.5
Canyon HS 12.8 95.4 76.0
Rahe Primary 10.3 94.2 92.6
Bill Brown Elementary 5.7 86.9 78.9

Source: Texas Education Agency, AEIS

CISD uses the mgjority of its compensatory education funds for salaries
and benefits for personnel who provide services to studentsin at-risk
situations. Exhibit 2-29 shows the programs funded, the campuses on
which theses programs are housed, and their amount of funding for the

1998-99 school year. As Exhibit 2-29 illustrates, CISD usesits
compensatory education funds in three ways: Center for Successful
Learners (CSL) labs; remedia reading programs; and alternative education
placements, either on- or off-campus. CSL labs provide students in at-risk
situations with additional assistance to complete their course work. A
student may leave a class once an assignment has been given and go to the
lab for individual tutoring or small group work.



Exhibit 2-29

CI1SD State Compensatory Funds Allocated by Program Personnel, by

Campus
1998-99
Campus Program Personnel Funding
1. Center for Successful Learners (CSL): 1
coordinator, 1 teacher, 1 instructional $85,302
assistant $43,880
2. Remedia Reading: 1 teacher $33,118
3. GED: 1 teacher $51,394
Canyon HS 4. Alternative Educational Placement (AEP): | $13,157
1.5 teachers $16,588
5. ESL: 1instructional assistant $5,853
6. Attendance: .5 officer
7. TAASremediation
Canyon HS Total $249,292
1. CSL: 1 teacher, 1 instructional assistant $48,911
2. Remedial Reading: 1 teacher $42,735
Smithson Valley 3. GED: 1 teacher $50,603
HS 4. Attendance: 1 officer $33,176
5. TAASremediation $5,445
Smithson Valley |1 $180,870
HS
. 1. CSL: 1teacher $45,480
fgthso” Valley 2. AEP: 1 teacher $35,722
Smithson Valley |1 $81,202
MS
Spring Branchms | 1+ CSL: 1teacher $28,312
Spring Branch Total $28,312
MS
1. CSL: 1 instructional assistant $14,314
2. AEP: .5teacher, 1 instructional assistant $34,475
Canyon MS 3. Sdf-Contained Multi-Grade Instructional | $99,771

Setting: 2.5 teachers




Canyon MS Total $148,497‘
Comal Discipline 1. 3instructional assistants $46,593
Center
Comal Discipline
Center Total $46,593
1. Essentia Learning Systems Computer

Arlon Seay Assisted Reading Lab: 1 instructional $14.243
Intermediate assistant '
Arlon Seay
Inter mediate Total $14,243
Bulverde 1. Remedial Reading: 1 teacher
Elementary $30,322
Bulverde
Elementary Total $30,322
Rahe Primary 1. Remedia Reading: 1 teacher $45,651
Rahe Primary Total $45,651

Source: CISD, Instructional Co-ordinator.

Exhibit 2-30 lists the amount of compensatory education funds per

student by campus for 1998-99.

Exhibit 2-30
Amount of Total Compensatory Education Funds and
Amount Per Student by CISD Campus
1998-99
Amount of Total Amount Per
Campus Funding Student

Canyon MS $148,497 $254.71
Canyon HS $249,292 $211.98 ‘
Smithson Valey MS $81,202 $151.21
Smithson Valley HS $180,870 $104.73 \
Rahe Primary $45,651 $86.95
Bulverde Elementary $30,322 $85.66




Spring Branch MS $28,312 $51.38
Arlon Seay Intermediate $14,243 $20.61
Mountain Valley Intermediate $0

Canyon Intermediate $0 $0
Mountain Valley Elementary $0 $0
Frazier Elementary $0 $0
Comal Elementary $0 $0
Bill Brown Elementary $0 $0
Goodwin Primary $0 $0
Comal Leadership Institute/Discipline $46,503 N/A
Center

Source: CID, Instructional Coordinator, CISD enrollment projection,
CISD Department Budget Report

1-11-99, AEIS 1997-98.

Exhibit 2-31 lists Title | programs and/or personnel at each school and the

amount of Title I funding each receives. CISD usesits Title | funds

primarily to pay reading teachers, reading instructional assistants, and, in

some cases, math teachers.

Exhibit 2-31

CI1SD Titlel Funds Allocated by Program Personnel by Campus

1998-99

Campus

Program/Per sonnel

Funding

Bill Brown Elementary

1 CEl reading lab teacher
1instructional assistant-classroom
reading/dyslexia

1 PreK instructional assistant

5 part-time reading tutors

$105,750

Comal Elementary

1 reading teacher

1 reading instructional assistant

1 Reading Renaissance instructional
assistant

$76,050




1 math instructional assistant
1 reading teacher
- 1 math instructional assistant
Goodwin Primary . 1 K motor lab ingtructional assistant | $75,250
- 4 part-time Pre K student assistants
1 reading teacher
1 math teacher
-1 computer assisted instruction
Frazier Elementary instructional assistant $116,950
1 TAAS reading/math instructional
assistant
- 1reading/math grade 5 teacher
Canyon Intermediate . 1 reading/math grade 6 teacher $80,650
. 1 grades 1 and 3 reading teacher
Mountain Valey :
Elementary 1 grades 2 and 4 reading teacher $100,750
Mountain Valey -1 reading/math teacher
Intermediate $45,450
Summer School Budget $38,703
- New Life Children's Treatment Center
Neglected Institutions . St. Jude's Ranch for Children $28,740

Source: CID, Instructional Coordinator.

State law requires compensatory education funds to be used to extend or
enhance the regular education program for students in at-risk situations.
Districts may target one or more campuses that serve at-risk students,
however, programmatic decisions are to be based primarily on student
performance. CISD uses student TAAS performance to help it make these
decisions. In addition, CISD considers the needs of individua students and
principal staffing requests. In several instances, however, campuses with
low percentages of studentsin at-risk situations receive substantially more
money than those with higher percentages, indicating that CISD is
meeting the needs of these students.




Some campuses with high percentages of at-risk students have high TAAS
passing rates. Moreover, some campuses with a high percent of studentsin
at-risk situations have similar TAAS passing rates yet receive dramatically
different funding. One example is Canyon and Smithson Valley High
Schools; Smithson Valley High School has 4.4 percent more studentsin
at-risk situations, yet receives 51 percent less in compensatory education
funds than Canyon High School. As Exhibit 2-28 illustrates, the schools
1998 TAAS reading and math passing rates were similar; Canyon High
School's scores were only slightly lower than Smithson Valley's.

In addition, Comal Elementary, Mountain Valley Elementary, and
Mountain Valley Intermediate have the third-, fourth, and fifth- highest
percentages of at-risk students in the district. Y et Comal Elementary also
had the district's highest 1998 TAAS reading passing rate and the second-
highest 1998 TAAS math passing rate. Comal Elementary receives Title |
funds. On the other hand, Mountain Valley Elementary School receives no
compensatory education funds (although it does receive Title | funds) and
had some of the lowest 1998 TAAS reading and math passing rates in the
district. CISD administrators said the district provides compensatory
education funds to campuses that do not receive Title | funds and that
CISD targets its high schools more than its elementary schools for
compensatory education funds, since it is during the high school years that
students typically drop out.

CISD has successfully focused Title | and compensatory education
funding on reading as its primary instructional program; funding extra
teachers or instructional assistants. In addition, CISD feels that reading is
a prerequisite for mathematical problem solving. While reading is
important, Exhibit 2-28 illustrates that most campuses have lower TAAS
math passing rates than reading passing rates. In spite of this, CISD has
only a few campuses funding math teachers or math instructional
assistants through Title I, and no campuses using compensatory education
funds for specific remedial math programs.

Recommendation 21:

Evaluate the programsfunded through compensatory education and
Titlel and direct fundsto successful programs and areas of greatest
need.

Program evaluation begins by setting goals and performance measures and
then monitoring progress and regularly making adjustments to achieve the
greatest success. Funding should flow to successful programs, and
unsuccessful programs must be modified or discontinued.

IMPLEMENTATION STRATEGIESAND TIMELINE



The instructional coordinators and the assistant superintendent of

1 Curriculum and Instruction gather data reflecting the effectiveness | July
" | of the current programming funded through compensatory 1999

education on each CISD campus.
The instructional coordinators and the assistant superintendent of
Curriculum and Instruction use the information to determine which ALOUSE

2. | programs will be discontinued or downsized, which programs to 1939
expand or add, and which campuses should receive compensatory
education funds.
The instructional coordinator in charge of compensatory education

3. |and Title | continues evaluating the effectiveness of programs Ongoing

funded in this way.

FISCAL IMPACT

This recommendation could be implemented with existing resources.




Chapter 2
EDUCATIONAL SERVICE DELIVERY
AND STUDENT PERFORMANCE

E.GIFTED AND TALENTED EDUCATION

State legidation passed in 1987 requires al school districts to provide
services for gifted and talented students. In 1990, the State Board of
Education (SBOE) adopted a state plan for serving gifted students that was
designed to provide guidance to districts on how to meet the requirements
of the law as well asto offer assurance that all students have the
opportunity to be fairly and accurately assessed for the appropriate
services.

In 1995, state legidation required the SBOE to "develop and periodicaly
update a state plan of the education of gifted and talented students.” The
plan was to be used for accountability purposes "to measure the
performance of districts in providing services to students identified as
gifted and talented.” The SBOE plan, adopted in 1996, provides direction
for the refinement of existing services and for the creation of additional
curricular options for gifted students.

CISD's current program for gifted and talented students in Grades K
through 5 was created in spring 1981. The program, Significant Activities
for Generating Excellence (SAGE), began as a pilot program offered to
the top 5 percent of students in middle school as an enrichment program.
In 1982-83, the program expanded to serve academically talented students
in Grades 4 through 8 in advanced mathematics and language arts classes.
In addition, advanced high school classes were offered in English,
mathematics, science, and history. In 1987-88, the program expanded
further to include Grades K through 3.

The current program consists of the SAGE program for Grades K through
5, honors classes in the core academic content areas for students in Grades
6 through 8, and honors and advanced placement classes for studentsin
Grades 9 through 12.

FINDING
Texas requires its school districts to use at |east three measures to identify

gifted and talented students. CISD uses six criteria as seen in step 2 of
(Exhibit 2-32).



Exhibit 2-32
Procedures Used to I dentify Students as Gifted and Talented
1997-98

Procedures Used in Identifying G/T

1 The student can be nominated for the program by a variety of sources
"|including, parents, teachers, or self.

Students are screened for the program using the following: two measures of
2. | reasoning ability, a mathematics achievement score, a reading achievement
score, ateacher rating scale, a parent rating scale, and a portfolio score.

Each criterion yields araw score, a percentile rank, or a standard score. Each
3. | of these scores is entered onto a matrix and a weight from 1 through 5 is
applied. The higher the score, the larger the weight.

4. | The weights are summed.

A committee meets and makes a decision about qualification of the child for
5. | the program. The committee can make three decisions: qualifies, does not
qualify, or need further information.

Source: CISD, Director of Gifted and Talented, and Gifted and Talented
Program Handbook.

As shownin Exhibit 2-33, CISD has identified a relatively low percentage
of its Hispanic students in the gifted and talented program; this percentage
has fallen over the last three years.

Exhibit 2-33
Number and Percent of CISD Students I dentified as Gifted by
Ethnicity
1995-96, 1996-97, and 1997-98

1995-96 | 1995-96 | 1996-97 | 1996-97 | 1997-98 | 1997-98
Ethnicity | Number | Percent | Number | Percent | Number | Percent

ﬁf”c‘?‘“ 3 04% |4 05% |4 0.5%
merican

Anglo 746 91.8% |716 Q0% 722 93.4% \
Hispanic |59 7.3% 53 6.8% 46 6.0% \

Other 5 0.6% 5 0.6% 1 0.1% ‘

Source: Texas Education Agency, PEIMS.




The matrix approach described in Exhibit 2-32 was applied by the district
in 1998-99. Students are screened for the program using the following six
criteriac (1) two measures of reasoning ability, (2) a mathematics
achievement score, (3) areading achievement score, (4) ateacher rating
scale, (5) aparent rating scale, and (6) a portfolio score. Of the six criteria
applied, three relate to academic achievement. Since scores for individual
criterion are summed to arrive at a single score, the current approach
heavily weights academic achievement relative to other scores. This
approach, which is being applied for the first time in 1998-99, is unlikely
to reverse the low participation rates of minority students in gifted and
talented programs.

Recommendation 22;

Change gifted and talented identification proceduresto separately
evaluate the academic achievement criteria.

Two of the three academic achievement criteria should be eliminated to
more appropriately balance other non-academic criteria. Further, each
criteria should be evaluated independently, not summed to a single, overall
score. Thiswill allow students who excel in two or three of the criteriato
be eligible for the program, and should increase minority participation in
gifted and talented education.

IMPLEMENTATION STRATEGIESAND TIMELINES

The gifted and talented coordinator and campus coordinators

1 evaluate the district's identification procedures in terms of June-July
" | services, the Texas State Plan, and the method used to 1999
aggregate the scores.
The gifted and talented coordinator and the campus AUOUSE-
5 coordinators develop an alternative identification plan based Degember
" | on the results of the evaluation and pilot it at half of the
o 1999
district's campuses.
The gifted and talented coordinator and campus coordinators Decermber
3. | evauate both identification procedures and compare the 1999
results.
4 The gifted and talented coordinator and campus coordinators January 2000

use the identification procedure with the best results.

FISCAL IMPACT

This recommendation could be implemented with existing resources.




FINDING

CISD offers gifted and talented services to middle and high schools
students through honors and College Board Advanced Placement (AP)
courses. CISD participation rates for AP tests, however are far lower than
for Region 13 and Texas as a whole, and lower than those in all but one
peer district (Exhibit 2-34).

Exhibit 2-34
Participation Ratesfor Advanced Placement Tests
1997-98

District Percent
1996-97 | 1997-98
New Braunfels | 3.8 4.4

Comal 4.5 55
North East 5.8 6.6

L eander 7.2 8.1 ‘
Texas 8.6 9.7 |
Pflugerville 10.7 11.0
Judson 114 111
Seguin 184 {171
Region 13 16.3 18.0

San Marcos 17.2 215

Source: Texas Education Agency, AEIS 1997-98.

Exhibit 2-35 illustrates the AP courses offered by CISD and the number
of students taking these courses.

Exhibit 2-35
Number of Students Taking
AP Coursesin CISD
in Canyon HS and Smithson Valley HS
1997-98

Course Enrollment
CHS SVHS




AP Biology 37 29 |
AP Chemistry 12 27

AP English Language and Composition| 29 14 |
AP English Literature and Composition | 31 13

AP US Government and Politics 0 11

AP US History 0 10 |
TOTAL 109 (9.9%) | 104 (6.8%)

Source: Texas Education Agency, PEIMS

CISD offers two science, two language arts, and two social studies AP
courses. No AP calculus is offered. The two socia studies courses are
offered only at Smithson Valley High School. TEA has approved 29 AP
courses. Among these are two cal culus courses and one statistics course.
TEA requires that gifted and talented students be served in four academic
areas- mathematics, language arts, science, and social studies. While
secondary students who are gifted in mathematics can be served through
honors mathematics classes, including honors calculus, this course is not
challenging enough for many students who are gifted in mathematics. The
district administrator said that AP calculus would be offered in the 1999-
2000 school year.

Recommendation 23;

Offer all of the advanced placement coursesin both high schools when
enrollment projections determine a need for these cour ses.

IMPLEMENTATION STRATEGIESAND TIMELINES

1 The gifted and talented coordinator ensures that all AP coursesare | June
" | offered at both high schools. 1999
5 The gifted and talented coordinator ensures that AP calculusis July
" | offered at both high schools. 1999
The gifted and talented coordinator, counselors, and the AP ALOUSE
3. | teachers at both high schools examine student records and 19999
encourage eligible students to take the AP courses offered.

FISCAL IMPACT

This recommendation could be implemented with existing resources.




Chapter 2
EDUCATIONAL SERVICE DELIVERY
AND STUDENT PERFORMANCE

F. CAREER AND TECHNOLOGY EDUCATION

According to Section 29.181 of the Texas Education Code, each Texas
school district must offer career and technology education to their students
to prepare them for managing the dual roles of family member and wage-
earner and gaining entry-level employment in a high-skill, high-wage job
or continuing in post-secondary education.

According to Alamo Workforce Developmert, Texas Workforce
Development, Inc., educators must ensure they provide the necessary
curriculum to produce a workforce that can support economic growth for
the region. To accomplish this goal, educators must begin by examining
the top industries in the region. According to the federal Bureau of Labor
Statistics, the ten-fastest growing non-college careersin the nation are
persona and home care aides (119 percent); home health aides (102
percent); physical and corrective therapy aides (83 percent); electronic
pagination system workers (83 percent); occupational therapy assistants
and aides (82 percent); human services workers (75 percent); manicurists
(69 percent); medical assistants (59 percent); amusement and recreation
attendants (52 percent); and correction officers (51 percent).

The November 1998 Texas Labor Market Review reported that Texas
should add amost 2 million new jobs through the year 2006. Forty-four
percent of these jobs will be in the professional, technical, and service
occupations. While Texas will mirror the nation with respect to which
non-college occupations will add the most jobs, it is expected to add
significantly more jobs than the nation for operators, fabricators, laborers,
and skilled craftsmen. Health-related occupations should exceed the
overal statewide growth rate of 21 percent through 2006. This growth will
be spurred by the continued demand for personal and physical care for an
increasing number of elderly people. The U.S. Census Bureau projects a
20 percent increase of Texans 65 or older through 2006. Technology also
will affect employment growth. Employment in occupations such as
typists and computer and peripheral EDP equipment operators will
decline, while employment opportunities in occupations such as systems
analysts, computer engineers, and computer support specialists will
increase.

FINDING



In addition to the six major programs offered at the two high schooals,
CISD offers courses in technology, career investigations, and skills for
living at its three middle schools (Exhibit 2-36). The total enrollment
represents about 50 percent of the students in the middle schools.

Exhibit 2-36
Career and Technology Courses and Enrollment at CISD Middle
Schools
1997-98
Course Enrollment

Canyon Middle School ’
Technology Education 66

Exploring Construction Technology |57 |

Exploring Communication Technology | 25

Skills for Living 96 |
Career Investigation 89

Total 333
Smithson Valley Middle School |
Technology Education 110
Exploring Construction Technology 21 ’
Skills for Living 102

Total 233

Spring Branch Middle School

Technology Education 98 |
Skills for Living 118

Total 216 |
Total - All Schools 782

Source: CISD, Director of Career and Technology.

Technology Education is an elective course offered to students in grades 7
and 8. It is an overview course designed to increase student understanding
of the development and use of technology and provides an introduction to
the areas of bio-related technology, communication, computer
applications, construction, energy, power, transportation, and
manufacturing. Exploring Construction Technology and Exploring



Communication Technology are electives offered to students in grade 8.
These courses are designed to allow students to investigate the types of
activities performed in the corstruction and communication industries, and
include laboratory experiences. Skills for Living is an elective offered to
students in grades 7 and 8. It is a comprehensive foundations course
designed to provide opportunities to explore family relationships and
persona development, personal management, and planning for the future.
Career Investigation is an elective offered to students in grades 7 and 8.
The course is designed to assist students in discovering their occupational
interests.

COMMENDATION

CISD offersavariety of Career and Technology coursestoits middle-
school studentsrelated to technology, personal skills development,
and career interests.

FINDING

The coordinator of Career and Technology Education coordinates CISD's
Career and Technology Education program. During the 1998-99 school
year, six programs are offered at the two high schools and five at the three
middle schools. CISD's major Career and Technology programs are
explained in Exhibit 2-37.

Exhibit 2-37
CISD's Career and Technology Programs
1998-99

Number
Program Description of
Courses

Allows students to investigate and experience the
means by which humans meet their needs and wants,
solve problems, and extend their capabilities. It is
concerned with the knowledge and skills needed to
develop, produce, and use products or services and
assess thelir effects on humans and the world.

Technology 11

Major tasks emphasize devel oping effective oral and
written communication, preparing and analyzing
Business business records, operating appropriate equipment,
Education utilizing software, and developing necessary
knowledge and skills to interact successfully with
others.

10




Designed to develop competencies needed to enter

agriculture science and technology occupation.
Agricultural | Includesall jobsthat require agricultural 21
Science competencies needed in producing, managing,

processing, marketing, distributing, regulating, or

protecting any of the renewable natural resources.

Prepares students for persona and family life across
Home the life span as they manage the challenges of living 6
Economics and working in adiverse, global society. The focusis

on families, work, and their interrelationships.

Designed for students who have an interest and desire
Health to explore health careers. Emphasis is on safety,
Science communication skills, ethical and legal 5
Technology | responsibilities, teaming, systems, and the technology

utilized in hedth care.

Designed to prepare students for initial employment in
Trade and trade and industriql occgpati ons. Provide§ instruction
Industry that d_evel ops manipulative skills, safety, _judgment, 8

technical knowledge, and related occupational

information.

Source: CISD, High School Curriculum Handbook, State Board of
Education.

In 1992-93, CISD began a Health Science Technology program. Thisfield
is important, given the Bureau of Labor Statistics assessment of its growth
potential. The coordinator of Career and Technology Education has
created this program with two collegesin the area, St. Philip's College and
San Antonio College. The program assists students in making a smooth
transition from one level of education to another without delays or
duplication of learning. Courses alow students who have mastered
specific skills and completed specified courses to be granted college
credit.

COMMENDATION

CISD offersa Health Science Technology program, which isa fast-
growing career area.



Chapter 2

EDUCATIONAL SERVICE DELIVERY

AND STUDENT PERFORMANCE

G.INSTRUCTIONAL TECHNOLOGY

Computers and technology are used for instructional purposes at every
school in CISD. All schools have computers in most of their classrooms
that are used for instructional as well as administrative purposes. All
schools have computers in their libraries, and the mgority of these have
software that allows students to find library books. In addition, schools
have computer labs that are used to teach computer classes.

According to the CISD's technology inventory, the district has 3,099
computers. Of these, 2,746 or 89 percent are located in the schools
(Exhibit 2-38).

Exhibit 2-38
CISD School Computer Inventory

Number | Student to
Purchased L eased Campus
Campus of Computer
Computers | Computers | Totals Students Ratio
Canyon High | 54, 30 200 1176  |4.06
School
Smithson
Valley High |301 58 359 1,727 4.81
School
Smithson
Valey Middle | 148 18 166 536 3.23
School
Canyon
Middle School 189 6 195 688 3.53
Spring Branch
Middle School 206 0 206 551 2.67
Bulverde
Elementary 90 22 112 34 3.16
School
Comal 140 21 161 469 2.91




Elementary
School

Goodwin
Primary 126 22 148 509 3.44
School

Frazier
Elementary 120 45 165 604 3.66
School

Mountain
Valley
Elementary
School

156 23 179 667 3.73

Rahe Primary

School 102 23 125 525 4.20

Bill Brown
Elementary 205 22 227 779 343
School

Canyon
Intermediate 90 19 109 651 597
School

Mountain
Valey
Intermediate
School

93 16 109 297 2.72

Arlon R. Seay
I ntermediate 137 11 148 689 4.66

School

Comd
Leadership 38 9 47 92 1.96
Institute

Total

(Overall) 2,401 345 2,746 10,314 3.76

Source: CISD, Technology Department.

CISD has an average of 3.76 students for each computer in the district.
Theratios range from alow of 1.96 students per computer at the Comal
L eadership Institute to a high of 5.97 students per computer at Canyon
Intermediate School. The district's average ratio of 3.76:1 is somewhat




behind the state's short-term goal of a 3:1 ratio and significantly behind
the state's long-term goal of 1:1.

While the district's overall student-to-computer ratio is only sightly
behind the state's short-term goal, the district does not compare as well in
its ratio of students to multimedia computers. Multimedia computers are
newer computers with features like CD-ROMs and sound cards. Of the
district's 2,746 computers, the district's director of Technology estimates
that approximately 567 of them are multimedia computers. In other words,
the district has 18 students per multimedia computer. Thisis higher than
the State and national averages (Exhibit 2-39).

Exhibit 2-39
Student to Multimedia Computer Ratio

CISD | State Nation‘
Number of Students per Multimedia Computer (18:1 |12:1 |131 ‘

Source: CISD, Technology Department.

Approximately 44 percent of the computers located at the schools are
Macintosh computers while 56 percent are PCs. The mgjority of the
computers- 70 percent-are located in classrooms rather than labs. Thisis
higher than the national average. Nationally, about 45 percent of
computers in schools are located in classrooms.

FINDING

In addition to the technology-related Career and Technology classes, some
CISD schools and teachers have developed creative uses of computers for
instruction. At Arlon Seay Intermediate, for instance, students use the
computer lab to research topics, answer questions on the topics, and
prepare PowerPoint presentations. Projects like these allow students to
learn to use technology while learning subject matter, research, and
communication skills,

Arlon Seay's success in this areais in large part attributable to the school's
supportive staff and to its full-time instructional technology coordinator.
To have the full-time instructional technology coordinator, teachers agreed
to increase their workload dlig