LETTER OF TRANSMITTAL

June 6, 2000

The Honorable George W. Bush

The Honorable Rick Perry

The Honorable James E. "Pete" Laney
Members of the 76" Legislature
Commissioner James E. Nelson

Ladies and Gentlemen:

| am pleased to present our performance review of the Galveston
Independent School District (GISD), the first district to request areview
under the provisions of HB 2553 passed by the 76™" Legislature, signaling
the district's willingness to pay 25 percent of the cost of the review.

This review is intended to help GISD hold the line on costs, streamline
operations and improve services to ensure that more of every education
dollar goes directly into the classroom, with the teacher and children,
where it belongs. To aid in thistask, | contracted with WCL Enterprises.

We have made a number of recommendations to improve GISD's
efficiency. We also have highlighted a number of "best practices’ in
district operations-model programs and services provided by GISD's
administrators, teachers and staff. This report outlines 130 detailed
recommendations that could save GISD more than $12.6 million over the
next five years, while reinvesting more than $8.3 million to improve
educational services and other operations. Net savings are estimated to
reach nearly $4.4 million-savings that GISD can redirect to the classroom.

We are grateful for the cooperation of GISD's board, staff, parents and
community members. We commend them for their dedication to
improving the educational opportunities for our most precious resource in
GISD--our children.

| also am pleased to announce that the report is available on our Web site
at http://www.window.state.tx.us/tspr/gal vestory/.



Sincerely,

M%EM,

Carole Keeton Rylander
Comptroller of Public Accounts



Galveston Independent School
District
June 2000

Student performance—particularly among low-income

students—has dramatically improved over the last four
years in the Galveston Independent School District (GISD).
In the 1998-99 school year, more than 75 percent of all
GISD students passed the Texas Assessment of Academic
Skills (TAAS) test, compared to only 45.2 percent in 1994-
95. The percentage of low-income students who passed
doubled from only 33.6 percent in 1994-

——————— o5 10 6.6 percent in 1998-99.

Contained in the These impressive gains in student
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RSP district’s various administrative and
$4.3 million. financial problems, including
controversial travel expenses. To help

restore confidence in the district and

garner the community support needed to move forward,
the GISD Board of Trustees became the first school district
in Texas to request a Texas School Performance Review
(TSPR) and put up 25 percent of the review’s cost.

After approximately six months of reviewing every aspect
of the GISD operations, | am offering 130
recommendations that, if fully implemented, could result in
net savings for GISD of more than $4.3 million over the
next five years. These recommendations will help restore
community confidence in the board and district leadership,
as well as drive more of every education dollar directly into
the classroom.

My number one recommendation that | want to see
implemented is a significant pay raise for every teacher in
the district beyond entry level with no tax increase. This
will bring teacher salaries at least up to par with
neighboring districts. GISD needs to focus on our most



precious resource—our children. And, recruiting and
retaining high-quality teachers is a key to continued
improvement in student performance. The fact is that the
district’s salaries are not competitive with area school
districts, and it is losing 125-130 teachers per year, most
with one to five years of experience. Basically, GISD is
training teachers for other districts!

To get their financial house in order, GISD needs to attract
and retain talented people for their top administrative
positions, particularly those who deal with district finances.
That is why | want to see administrative and staff salaries
raised to compete with neighboring school districts.

Next, I recommend the immediate creation of a strong
internal control system for oversight of board,
administration and employee travel. The policy should
require proof of the trip’s value, as well as guidelines on
what expenses are, and are not, covered. To further help
restore confidence in the district’'s management, |
recommend the hiring of an outside auditor to perform
annual internal audits of the district’s finances along with
the creation of a formal procedure to ensure that swift
corrective action will be taken on any discovered
irregularities.

GISD has a lot of work ahead. However, | am confident
that school board members and school administrators are
committed to restoring community confidence and
providing the children of GISD the very best education
possible.

M%EM,

Carole Keeton Rylander
Comptroller of Public Accounts



Key Findings and Recommendtions

During its six-month review, TSPR examined GISD

operations and interviewed employees, school board
members, teachers, students, parents, and community and
business leaders. TSPR also held a public forum at a
district high school, hosted focus groups with community
members and district stakeholders, and conducted written
and telephone surveys.

Major Proposals

Personnel*

Raise salaries to competitive levels. GISD has a hard
time attracting and retaining highly qualified
teachers and administrators due in part to the fact
that salaries are lower than those in similar school
districts. To help GISD overcome these salary
disparities, TSPR recommends that the district
increase salaries for experienced teachers and
administrators at least to the average for area
districts.

Improve recruitment efforts. While GISD annually
recruits about 125 to 130 new teachers, the district
had 45 teacher vacancies in December 1999, or the
equivalent of one fully staffed elementary school. As
a result of this chronic inability to recruit teachers,
the district’s issuance of temporary or emergency
permits increased from two in 1994-95 to 40 in
1998-99. To reverse this trend, the district should
develop a specific focus for its recruiting efforts and
study best practices used by other school districts.
Create a controlled retirement incentive plan. More
than 200 teachers and other professional employees
are eligible for retirement over the next five years.
To avoid a critical staff shortage, TSPR recommends
a controlled retirement incentive plan that gives
retiring staff an incentive to leave at an opportune
time for the school district. A controlled retirement
plan is estimated to save the district $3.2 million
over five years.



* The money for pay raises for teachers,
administrators and staff could be financed without a
tax increase by implementing a controlled retirement
plan and increasing secondary class size by one
student per class.

District Organization and Management

Establish strong internal controls for oversight of
board, administration and employee travel. Board
travel was a major concern with the public at the
time we began our review. While the district has
adopted new board and staff travel policies, its
internal control processes fail to ensure compliance
with accepted practices and do not specifically
address out-of-country travel. The district must
include procedures to review the status of travel
requests and advances on a monthly basis, create
timelines for submitting requests in advance, and
develop budget preparation guidelines for travel
expenses. The internal controls also must include
punitive measures for noncompliance.

Develop self-policing guidelines for board
governance. GISD’s board increasingly is divided,
making it difficult for the board to meet its
responsibilities as trustees to govern and oversee the
management of the district. This relationship is
undermined further by the lack of trust some board
members have in the superintendent, and by a lack
of mutual respect between and among board
members and the superintendent. To function more
effectively, the board should examine, implement
and institutionalize the Texas Association of School
Board’s guidelines for "self-policing” with the
assistance of a facilitator. The guidelines will help the
board identify good governance practices and avoid
micro management.

Examine cost-effective options for improving
educational opportunities on Bolivar Peninsula.
Bolivar Elementary School, which houses elementary
and middle school students, is located on Bolivar
Peninsula and only is accessible via ferry. Because of
geographic and other factors, the parents of 123
GISD students opted to pay tuition in 1999-2000 to



the neighboring High Island ISD (HIISD). Problems
cited with Bolivar Elementary include access to
extracurricular activities in middle school and
transportation problems in getting to Galveston
Island by ferry.

A number of options have been considered
over the years for dealing with the challenges facing
the Bolivar school, including detaching the lower
peninsula and permitting HIISD to annex this area.
Other options explored include allowing HIISD to
operate the Bolivar campus, contracting with HIISD
for handling students on Bolivar, or granting a local
charter to the Bolivar area.

Increase student-teacher ratios by one student per
class in secondary schools. GISD classes are below
both state and regional averages. At least ten
classes had fewer than 10 students, and some had
fewer than five students. TSPR recommends classes
be increased by one student per class on the
secondary level for estimated five-year savings of
$3.4 million.

Financial Management

Reorganize the business management structure.
GISD has had widely publicized reports of financial
problems, including budgetary shortfalls. Our review
also found that the district operates a costly tax
collection office, has a lack of written responses to
external audit findings, and has no internal audit
function. Compounding these financial concerns is a
fractured business organizational structure with long-
term vacancies in key positions.

We strongly recommend a reorganization of the business
management structure to include:

Contracting with an external auditing firm for annual
internal audits;

Creating formal procedures to ensure recommended
corrections from the audits are quickly implemented;



Conducting actuarial studies to determine
appropriate premium contributions for annual health
and workers’ compensation claims, and adjusting
funding to the self-funded health workers’
compensation plans accordingly which would give the
district an estimated one-time savings of $300,000;
Transferring its tax levy and collection functions to
the Galveston County Tax Office for an estimated 5-
year savings of $960,000; and

Reorganizing central administration.

Prior to the completion of this report, the district
addressed one of these concerns by contracting with
a tax specialist to conduct legal reviews of all debt
issues and hired an assistant superintendent for
Business Services.

Food Services

Meet and maintain proper sanitation and health
standards to be in compliance with all applicable
state and local laws. Texas Department of Health
and Galveston County Health Department found 50
violations in GISD kitchens during their 1999-2000
inspections. TSPR observed such problems as
inadequate storage facilities, containers and
equipment; inconsistently labeled and dated food
items: and improper refrigeration. It is imperative
that GISD’s Child Nutrition Services Department
meets and maintains proper sanitation and health
standards.

Safety and Security

Update the student code of conduct in easy-to-read
language with standard discipline policies and the
consequences for violations. GISD's campuses do not
handle discipline consistently. The district’s current
student code of conduct is not written in language
that is easy to understand, which has resulted in
several GISD principals producing their own,
individual student handbooks. By standardizing the
discipline process in easy-to-read language, district



teachers and administrators will be able to apply
punishment consistently throughout the district.
Develop a district policy that defines the disciplinary
roles and responsibilities of police officers, safety
officers, assistant principals and teachers to include
the requirement of an administrator signature for all
disciplinary actions. GISD does not have a discipline
policy that clearly defines the roles and
responsibilities of personnel such as police officers,
safety officers, assistant principals and teachers. This
has resulted in key people being left out of the
discipline decision-making process. For example,
some special needs students were expelled because
they had exceeded their maximum of ten days
suspension for the school year, as mandated by law.
The police officers who expelled the students were
unaware the students had special needs and were
exempt. A well-defined policy would ensure that all
interested parties were consulted before a
disciplinary action was taken.

Facilities

Create a prioritized, long-term facilities plan with a
corresponding funding plan. The district has
reviewed its facilities and maintenance requirements
twice in the last two years, and prepared
comprehensive assessments of its needs. However, it
has not translated these assessments into a long-
term plan complete with priorities and funding
sources. Consequently, the district and the
community remain divided over which facility needs
should receive the highest levels of priority. The
development of a long-range facilities master plan is
critical to GISD’s maintaining its aging facilities.

Special Education

Improve communication with parents of special
education students. GISD lacks a formal strategy for
communicating with parents of special education
students, and has few support groups, training or
communication channels for these parents to voice
their opinions. Teachers, principals and parents said



the Special Education Department is unresponsive to
the informational needs and other concerns of the
students or parents. Developing and implementing
training for parents of special education students on
their rights and responsibilities is a first step in
attaining and maintaining a positive rapport among
principals, teachers, parents and students.

Business Outreach

Improve community and business outreach efforts.
GISD’s lack of a comprehensive community and
business outreach plan results in citizens feeling
alienated by, and frustrated with, the district. To
improve relations with its citizens, the district should
prepare a plan the guides its annual outreach
activities. The plan should include elements that
identify parental concerns and issues; provide a
description of strategies for maximizing parent,
community, business, alumni and foundation
involvement in schools; and outline strategies for
providing feedback to citizens who voice concerns
and share ideas.



Exemplary Programs and Practices in
the
Galveston Independent School District

The following programs and practices in the Galveston

Independent School District are models for other school
districts.

Every student graduating from a GISD high school
can attend college with help through the Universal
Access Program, beginning with the Fall 2001
semester. GISD collaborated with Galveston College
and local companies and civic groups to provide a
scholarship of up to $1,000 per year to cover tuition
and fees for full-time study at Galveston College for
up to two years.

GISD continues to improve student performance by
implementing innovative programs.

1. The Success For All (SFA) reading program,
developed by Johns Hopkins University
specifically for children from low-income
backgrounds, involves students in grades K-6.
SFA concentrates on learning to read through
intensive daily instruction, continual
assessment and, if needed, one-on-one
tutoring. Since implementing the program in
1994-95, the percentage of GISD students in
grades 3-8 passing the reading TAAS has
increased from 65.4 percent to 84.5 percent in
1998-99.

2. In 1995, district officials rewrote the grades K-
8 math curriculum with emphasis in the area of
oral and written communication of math
concepts. They incorporated the standards of
the National Council of Teachers of Math and
the Texas Essential Knowledge and Skills
(TEKS). Since its implementation in 1998-99,
the overall percentage of students in grades 3-
8 passing the math TAAS increased from 79.1
percent in 1997-98 to 84.6 percent in 1998-
99.



3. The Students That Are Reaching program
(STAR Lab), offered at Parker Elementary
School, is staffed by three special education
teachers and two aides. Following the SFA
reading period at the start of the day, the
STAR Lab is used as a special education
resource for students who need additional help
in language arts, math and reading. When the
resource sessions end at noon, the Lab
becomes a content mastery learning center
where instruction is designed to supplement
education for students, particularly those
considered "at risk."

Dial-up Internet access is available at a discounted
price for teachers, students and parents. The normal
cost to access the Internet through a local Internet
Service Provider (ISP) ranges from $10 to $20 per
month. However, the district arranged for the service
to be provided for only $4.99 per month through the
Region 4 Education Service Center.

Energy audits of the school district’s facilities have
produced more than $700,000 in annual savings
since its inception in 1990. The energy management
program has resulted in central control of HVAC
units; retrofits of various pieces of equipment;
installation of efficient lighting; and utility bill audits.
In a unique move for a school district, GISD used a
grant from the Galveston Area Council to bid for
trash disposal. GISD purchased a cardboard baler
and required the vendor to recycle waste cardboard.
This reduced trash pick-ups from three per week to
two and saved the district $15,000 a year.



What Is TSPR?

The Texas School Performance Review (TSPR), a program
of the Texas Comptroller's office, is the nation's first state-
level vehicle designed to improve the management and
finances of public school districts.

Since its creation in 1991, TSPR has conducted in-depth,
on-site management reviews of 36 Texas school districts
serving 1 million students, or 26 percent of the state’s 3.9
million public school students. More than $464 million in
five-year net savings have been identified in the previous
36 reviews conducted to date.

These reviews diagnose districts’ administrative,
organizational, and financial problems and recommend
ways to cut costs, increase revenues, reduce overhead,
streamline operations, and improve the delivery of
educational services. TSPR’s overall goal is to ensure that
every possible education dollar is directed to the
classroom.

A TSPR review is more than a traditional financial audit.
Instead, TSPR examines the entire scope of district
operations, including organization and management,
educational service delivery, personnel management,
community involvement, facilities use and management,
financial management, asset and risk management,
purchasing and warehousing functions, computers and
technology, food services, transportation, and safety and
security.

Reviews can be requested or districts can be selected for a
review. A cross-section of Texas school districts—large and
small, wealthy and poor, urban and rural-are selected so
that a wide variety of other districts can apply TSPR’s
recommendations to their own circumstances. Priority is
given to districts with a poor academic performance and/or
a poor financial performance, and where the greatest
number of students will benefit from an audit.

Nearly 91 percent of all recommendations are being
voluntarily implemented to date in the 26 districts that



have had more than one year to implement TSPR
recommendations.



EXECUTIVE SUMMARY

In November 1999, the Comptroller's office began a performance review
of the Galveston Independent School District (GISD). This review
signaled the first time a school district's Board of Trustees took advantage
of legidation enacted during the 1999 L egidative Session, which requires
adistrict to pay 25 percent of the cost of areview if amgority of the
school district's board requests the review.

On August 11, 1999, the board passed a resolution to request a review and
pay up to $37,500 toward the estimated $150,000 cost. On September 8,
1999, the Comptroller and the GISD board president signed an interlocal
agreement at a public announcement of the review in Galveston.

After nearly six months of work, this report identifies GISD's exemplary
programs and suggests concrete ways to improve district operations. If
fully implemented, the Comptroller's 130 recommendations could result in
net savings of more than $4.3million over the next five years.

One key recommendation is a pay raise for every teacher in the district,
beyond entry level, with no tax increase. Thiswill bring teacher salaries at
least to the average for area districts.

Improving the Texas School Performance Review

Soon after taking office in January 1999, Texas Comptroller Carole
Keeton Rylander consulted school district officials, parents and teachers
from across Texas and carefully examined past reviews and progress
reports to make the Texas School Performance Review (TSPR) more
valuable to the state's school districts. With the perspective of aformer
teacher and school board president, the Comptroller has vowed to use
TSPR to increase local school districts accountability to the communities
they serve.

Recognizing that only 51 cents of every education dollar is spent on
instruction, Comptroller Rylander's approach is designed to give local
school officials in Galveston and in other Texas communities the ability to
move more of every education dollar directly into the classroom.
Comptroller Rylander also has ordered TSPR staff to share best practices
and exemplary programs quickly and systematically with all the state's
school districts and with anyone else who requests such information.
Comptroller Rylander has directed TSPR to serve as a clearinghouse of
the best ideas in Texas public education.

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



Ensure students and teachers receive the support and resources
necessary to succeed;

Identify innovative ways to address the district's core management
challenges;

Ensure administrative duties are performed efficiently, without
duplication, and in away that fosters education;

Develop strategies to ensure the district's processes and programs
are continuously assessed and improved;

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 abusinessin the Y ellow Pages can do that job
better and at a lower cost.

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

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

TSPR in Galveston | SD

In September 1999, when Comptroller Rylander announced the GISD
review, the district was suffering from a loss of public trust over board
travel and related travel advances and expenditures that some members of
the public believed were not justified. Citizens filed complaints with the
Texas Education Agency (TEA), which performed a special investigation
of administration, board member and employee travel budgets in fall 1999.
Some citizens aso filed ethics complaints with the State Board for
Educator Certification against the superintendent and assistant
superintendent for Business Services.

Members of the community had expressed doubt that the district could
adequately manage its financial affairs. For the last two years, the board
has wrestled with budget shortfalls of several million dollars.

Facilities were not receiving necessary maintenance and repairs in atimely
manner. The board had not prepared or approved a plan that addressed all
of the district's facilities needs or identified funding alternatives to meet
those needs. The district and its citizens also disagreed which facilities
projects should receive the highest priority.



Moreover, GISD was steadying itself for aloss of about $900,000 in state
funding because of a decline in student attendance. In addition, the
superintendent was operating the district with alimited senior staff and
with vacarcies in the assistant superintendent of Administration Services
position and the assistant superintendent of Business Services position.

Despite these administrative and financia difficulties, GISD was
experiencing significant gains in student performance.

During TSPR's review, GISD made several changes to restore public trust
and avoid further financial management problems. The district hired an
assistant superintendent of Business Services. The district also adopted
new board and staff travel policies that:

require board members to use an expense voucher form;

preclude payment of cash advances to board members without
appropriate documentation and approval by the board and the
superintendent or assistant superintendent of Business Services;
prohibit paying the expenses of spouses and others who
accompany board members on education-related trips; and
address mileage reimbursements for the business use of personally
owned vehicles, out-of-district travel expenses and local business
expenses.

Asthisreport is released, the district has a unique opportunity to capitalize
on its rich heritage and move into the 21% century in a position of
leadership. This report contains a series of recommendations and
implementation steps to help the district to achieve this objective.

To maintain its fiscal health and sustain and improve student performance,
the district must ingtitutionalize strong internal controls that provide a
system of checks and balances and ensure compliance with sound business
practices and generally accepted accounting principles. The board
members must set aside their differences and develop "self-policing”
efforts to allow the board to meet its responsibilities to govern and
oversee, not micromanage, the district's administration. The district also
must tie its alocation of resources to the district and campus improvement
plans. This practice would help the board identify the district's greatest
needs and appropriately shift resources to meet those needs.

The Comptroller's office selected WCL Enterprises, a consulting firm
based in Katy, Texas, to assist the agency with this review. The TSPR
team interviewed district employees, school board members, parents,
business leaders and community members and held a community meeting
in GISD's Scott Elementary School. To obtain additional comments, the
review team conducted focus group sessions with parents, teachers,



principals, business leaders and representatives from community
organizations. The Comptroller also received letters from awide array of
parents, teachers and community members, and staff received calls to the
Comptroller's toll-free hotline.

One hundred ninety-three campus and 48 central administrators and
support staff; 18 principals and assistant principals, 378 teachers; 251
parents and 380 students completed written surveys as part of the review.
Details from the surveys and public forums appear in Appendices A
through G.

The review team 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 (PEIMS).

GISD selected peer districts for comparisons based on similaritiesin
student enrollment, student performance and community and student
demographics. The selected peer districts were Brazosport, Bryan, College
Station, Longview, Lufkin, Port Arthur, Waco and Wichita Falls ISDs.
TSPR adso compared GISD to district averagesin TEA's Region 4
Education Service Center, to which GISD belongs and the state as awhole
(Exhibit 1).

Exhibit 1
Demogr aphic Characteristics of GI SD
and Peer School Districts

1998-99
Racial/Ethnic Percentage
5-Year 0 % 0 0 %

DISiEt | £ orgiment | S0 | iapic| AT |po ey | Eonamicaly
Brazosport 13,247 5.8% 33% 9% | 56% 2% 39%
Bryan 13,664 6.4% 32% 24% | 43%| 1% 56%
College 7,194 12.2% 10% 13%| 70%| 7% 26%
Station

Galveston 9,873 -0.5% 32% 36% | 29% | 3% 58%
Longview 8,567 5.9% 12% 50% | 36%| 1% 59%
Lufkin 8,098 1.4% 21% 32%| 46%| 1% 53%
Port 11,658 -2.6% 19% 58%| 15%| 9% 71%




Arthur

Waco 15,574 0 38% 40%| 22%,| 1% 77%
Wichita 15,293 -3.9% 18% 16%| 63%| 3% 46%
Fals

Region 4 843,912 9.6% 35% 22% | 38%| 5% 45%‘
State 3,945,367 7.5% 39% 14% | 44% | 3% 49% ‘

Source: Texas Education Agency, 1994-95 - 1998-99 Academic
Excellence Indicator System (AEIS).

During its six-month review of the district, TSPR developed 131
recommendations to improve operations and save taxpayers more than
$12.6 million by 2004-05. Cumulative net savings from all
recommendations (savings less recommended investments) would reach
more than $4.3 million by

2004-05.

A detailed list of costs and savings by recommendation appearsin Exhibit
3. Many TSPR recommendations would not have a direct financial impact
but would improve the district's overall operations.
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Galveston |SD

GISD served 9,873 students during 1998-99, a 1.3-percent decrease from
the 1997-98 enrollment of 10,007. GISD has one high school, three middle
schools, nine elementary schools, a pre-K campus and an alternative
education campus for secondary and elementary students for atotal of 15
Campuses.

From 1994-95 to 1998-99, the district's enrollment decreased 0.5 percent;
adightly smaller reduction than the dip in enrollment over the past year.
At the same time, GISD's property value of $212,278 per student is 11.6
percent higher than the state average of $190,769 per student.



Thirty-two percent of GISD's students are Hispanic, 36 percent are
AfricanrAmerican, 29 percent are Anglo and three percent are classified as
Other. Fifty-eight percent of GISD's students were classified economically
disadvantaged in 1998-99.

GISD has improved its student performance in the last few years. In 1994-
95, GISD had two "lowperforming”schools, using TEA's measurement
criteria. In 1998-99, the district received an "Academically Acceptable’
rating from TEA with one low-performing school. The number of schools
receiving the designation "exemplary” rose from zero to one over the same
period, while the number "recognized” rose from zero to two.

While GISD's student performance remains below state and regional
averages, the district has made significant strides in closing the
performance gap over the last five years. In 1998-99, 75.3 percent of all
GISD students passed the TAAS compared to 45.2 percent in 1994-95.
The performance gains over this same period are even more significant for
minority students and economically disadvantaged students.

In 1998-99, 60.2 percent of African American students passed the TAAS
compared to 26.8 percent in 1994-95; 76 percent of Hispanic students
passed the TAAS in 1998-99, compared to 42 percent in 1994-95; and
66.6 percent of economically disadvantaged students passed the TAASIn
1998-99, compared to 33.6 percent in 1994-95. Thisis not to say that
GISD does not have more work to do, but the district is moving in the
right direction.

During 1998-99, the district employed a staff of 1,426 employees, with
teachers accounting for 702 or 49 percent of GISD staffing. The district
had expenditures of $55.4 million in 1998-99. Sixty percent of GISD's
revenues were generated locally, 30 percent came from the state and less
than 5 percent came from the federal government. Some 5 percent came
from other sources. The district's budget in 1999-2000 is $57.3 million.

Exemplary Programsand Practices

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

By implementing innovative programs, GISD continues to improve
student performance. The Success For All (SFA) reading program,
developed by Johns Hopkins University specifically for children



from low-income backgrounds, involves students in grades K-6
and concentrates on every child learning to read through intensive
daily instruction , continual assessment, and, if needed, timely one-
on-one tutoring. Since implementing the program in 1994-95, the
percentage of GISD students in grades 3-8 passing the reading
TAAS has increased from 65.4 percent to 84.5 percent in 1998-99.
In 1995, the district began a project to increase students
conceptua understanding of mathematics by rewriting the math
curriculum for grades K-8, incorporating the standards of the
National Council of Teachers of Math and the Texas Essential
Knowledge and Skills (TEKS) with emphasisin the area of oral
and written communication of math concepts. Since the project's
implementation in 1998-99, the overall percentage of studentsin
grades 3-8 passing the math TAAS increased from 79.1 percent in
1997-98 to 84.6 percent in 1988-99.

The Students That Are Reaching (STAR Lab) program, offered at
Parker Elementary School, is staffed by three special education
teachers and two aides. Following the Success For All reading
period at the start of the day, the STAR Lab is used as a specid
education resource classroom where students who need additional
help in language arts, math and reading receive assistance. When
the resource sessions end at noon, the lab becomes a content
mastery learning center where instruction is designed to
supplement students' education, especially "at risk" students.
GISD effectively uses external media sources to publicize school
activities and student accomplishments. The district not only
regularly publicizes school events and news in the local daily
paper, it uses billboards to announce the athletic banquet at the
high school, which has resulted in high participation. The district
also includes news of the annua orientation held at the high school
in the local African American Chamber of Commerce's
publication. This practice substantially increased the attendance of
African American parents, whose past participation had been low.
GISD entered into a collaboration with alocal community college,
alocal foundation, religious and civic organizations and
corporations to provide an avenue for every student graduating
from a Galveston high school to attend college. The Universal
Access program, which will beginin fall 2001, will provide a
scholarship, funded by the above groups, for up to $1,000 per year
to cover tuitionand fees for full-time study at Galveston College
for up to two years.

GISD uses innovative methods to attract and train teachers. The
district serves as a professional development site for the University
of HoustonClear Lake by hosting interns during the last year of
their teacher or administrator educational programs. Since 1997-
98, GISD has hired 16 students from the university. The district



also created a tuition assistance program that helps its employees
pursue certification in bilingual education, reading, special
education and math specialties, in programs at regional colleges
and universities. Participants must commit to work in the district
for three years after completing certification, take 12 semester
hours per year and maintain a 2.5 grade-point average.

GISD's energy management efforts save the district more than
$700,000 annually. The program involves energy audits when
facilities are occupied and unoccupied; central control of HVAC
units; equipment retrofits; installation of efficient lighting
alternatives, and utility bill audits.

GISD designed a bid for trash disposal that is unique to school
districts. Using a grant from the Galveston Area Council, the
district purchased a cardboard baler and required the vendor to
recycle waste cardboard, reducing trash pick- ups from three per
week to two, which saves the district $15,000 a year.

GISD obtained special discount pricing for after-school, dial- up
Internet access for teachers, students and parents. The normal cost
to access the Internet through alocal Internet provider ranges from
$10 to $20 per month. The district, through the Region 4 Education
Service Center, however, arranged for service for $4.99 per month.

Key Findings and Recommendations

TSPR's recommendations emphasize stricter internal controls; increased
board, staff and public cooperation and communication; efficient and
effective business management and structure; improved resource
alocation; and greater districtwide coordination. The district must be able
to make sound business decisions, communicate those decisions to the
community and work hand in hand with the community to see them
implemented. Asthe district puts its business in order and regains the trust
of the community, it can shift its and the community's attention to student
performance and maintaining the significant gains that appear to be one of
GISD's best kept secrets.

Improved Recruiting: While GISD annually recruits about 125 to 130 new
teachers, the district had 45 teacher vacancies in December 1999, or the
equivaent of one fully staffed elementary school. Asaresult of this
chronic inability to retain teachers, the district's issuance of temporary or
emergency permits increased from two in 1994-95 to 40 in 1998-99. To
reverse this trend, the district should focus its recruiting efforts on issues
such as what mix of experienced and beginning teachers should be hired.
Recruiting visits should be based upon the number of teacher graduates
available, critical needs, prior successes in attracting candidates from the
school and the performance of teachers previoudly recruited from the
school.



Compounding GISD's inability to recruit and retain highly qualified
teachers and administrators is the fact that the district's salaries are not
competitive with salaries offered in area districts. To help GISD overcome
the disparities, TSPR recommends the district increase salaries for
experienced teachers and administrators at least to the average for area
districts. To finance these salary increases, GISD should consider an early
retirement incentive and eliminating smaller than average class sizes at the
secondary level.

Internal Controls: While the district has adopted new board and staff
travel policies, itsinternal control processes fail to ensure compliance with
accepted practice and do not specifically address out-of-country travel.
The district must enforce its revised travel policies by instituting strong
procedural controls that include procedures to review the status of travel
regquests and advances each month, timelines for submitting requestsin
advance and budget preparation guidelines for the travel expenses of the
board and staff. The internal controls also must include punitive measures
for noncompliance with travel policies.

District Organization and Management: GISD's board members
increasingly are divided, making it difficult for them to meet their
responsibilities to govern and oversee the district's management. This
situation is undermined further by the lack of trust some board members
have in the superintendent, and by alack of mutual respect between and
among board members and the superintendent. To function more
effectively, the board should examine, implement and institutionalize the
Texas Association of School Board's guidelines for "self-policing” with
the assistance of afacilitator. The guidelines will help the board identify
good governance practices and avoid micromanagement.

Bolivar Peninsula: Bolivar Elementary School, which houses elementary
and middle school students, is located on Bolivar Peninsulaand only is
accessible viaaferry. Providing educational servicesto GISD students on
Bolivar is costly and students and parents have voiced considerable
dissatisfaction with the current system. Problems cited with Bolivar
Elementary include unequal educational service delivery, inadequate food
services operation, access to extracurricular activities in middle school and
transportation problems in getting to Galveston Island by ferry.

A number of options has been considered over the years for dealing with
the challenges facing the school on Bolivar, including detaching the lower
peninsula and permitting HI1SD to annex this area. Other options explored
include allowing HIISD to operate the Bolivar campus, contracting with
HI1SD for handling students on Bolivar, or granting alocal charter to the
Bolivar area. GISD should examine all options for improving educational



opportunities and support services for students in the GISD section of
Bolivar.

Business Management and Sructure: GISD's financia problems-including
budgetary shortfalls- have been widely publicized. Additional concerns
include the district's operation of a costly tax collection office, absence of
written responses to external audit findings and no internal audit function.
Compounding these financial issues is a fractured business organizational
structure.

Before this report's completion, the district addressed one concern by
contracting with atax specialist to conduct legal reviews of al debt issues
and hired an assistant superintendent for Business Services. Other efforts
that TSPR recommends to help the district achieve efficient and effective
business management and organizational structure include:

contracting with an external audit firm to perform annual internal
audits;

creating formal procedures to ensure corrections recommended in
audits are implemented in a timely manner;

conducting actuarial studies to determine appropriate premium
contributions for annual health and workers' compensation claims
and adjusting funding to the self-funded health workers
compensation plans accordingly;

transferring its tax levy and collection functions to the Galveston
County Tax Office; and

reorganizing central administration and other areas of the district.

Resource Allocation: The district does not link the district and campus
improvement plans to their corresponding budgets, nor does it identify
funds with established priorities throughout the district. Tying the
allocation of resources to the district and campus improvement plans
would help the board identify the district's greatest needs and shift
resources to meet those needs. It also would make communicating the
district's budget to the community much easier.

Food Services: The Texas Department of Health and the Galveston
County Health Department found 50 violations in GISD kitchens during
their inspections. Some of the problems observed by TSPR include
inadequate storage facilities, containers and equipment; inconsi stently
labeled and dated food items; and improper refrigeration and recorded
temperatures for food. GISD must meet and maintain proper sanitation
and health standards to be in compliance with al applicable state and local
laws.



Student Discipline: GISD's campuses do not handle discipline
consistently. The student code of conduct is not written in language that is
easy to understand and GISD principals felt compelled to produce their
own student handbooks, which are not standardized and therefore reflect
inconsistencies. By updating the student code of conduct and
standardizing the discipline process, district teachers and administrators
will apply punishment consistently throughout the district.

Facilities Planning: While the district has reviewed its facilities and

mai ntenance requirements twice in the last two years and prepared
comprehensive assessments of its needs, the district has not trandated
these assessments into a long-term plan that identifies and addresses al of
the district's facilities needs and identifies funding alternatives for each
project. Consequertly, the district and the community remain divided over
which facility needs should receive the highest priority. The development
of along-range facilities master plan is not only critical to GISD's success
in guiding the district's facilities planning and decision making process, it
iscritical to the overall success of school district operations because it
coordinates the district's educational programs, physical space and
resources.

Communication with Parents of Special Education Sudents GISD lacks a
formal strategy for communicating with parents of special education
students. It also has few special education parent support groups or
communication channels for these parents to voice their opinions. Some
teachers and principals and many parents said the Special Education
Department is unresponsive to the needs of the students or parents.
Developing and implementing training for parents of special education
students on their rights and responsibilitiesis afirst step to creating and
maintaining positive relationships among principals, teachers and parents.

Improved Community and Business Outreach: GISD lacks a
comprehensive community and business outreach plan to counter citizens
frustration with the district. To improve relations with its citizens, the
district should prepare an annua plan to guide its outreach activities. The
plan should identify parents concerns; describe strategies for increasing
parent, community, business, alumni and foundation involvement in
schools; and outline ways to provide feedback to citizens who voice
concerns and share ideas.

Combine Maintenance and Operations Departments. GISD has two
separate departments that are responsible for portions of the facility
maintenance and custodial operations. By combining these departments,
GISD could improve intra-district communication and cut costs.

Savings and Investment Requirements



Many TSPR's recommendations would result in savings and increased
revenue that could be used to improve 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 increased efficiencies or savings or improved productivity
and effectiveness.

Full implementation of the recommendations in this report could produce
net savings of more than $121,650 in the first year (Exhibit 2). If all
TSPR recommendations are implemented, GISD could achieve total net
savings of more than $4.3 million by 2004-05.

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

Y ear Total

2000-01 Initial Annual Net Savings $121,650
2001-02 Additional Annual Net Savings $356,574
2002-03 Additional Annual Net Savings $358,674
2003-04 Additional Annual Net Savings $1,347,828
2004-05 Additional Annual Net Savings $1,347,828
One Time Net Savings $800,903
TOTAL SAVINGS PROJECTED FOR 2000-2005 | $4,333,457

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 the estimates of fiscal impact follow each recommendation in this
report. The implementation section associated with each recommendation
highlights the actions necessary to achieve the proposed results. Some
items should be implemented immediately, some over the next year or two
and some over severa years.

TSPR recommends the GISD board ask district administrators to review
the recommendations, develop an implementation plan and monitor its
progress. As adways, TSPR staff is available to help implement proposals.



EXECUTIVE SUMMARY

One
Time
(Costs)
or
Savings

Total 5-
Recommendati Year
on 2000-2001 | 2001-2002 | 2002-2003 | 2003-2004 | 2004-2005 (Costs) or

Savings

Chapter 1 District Organization
and Management

1| Establish "self-
censorship”
guidelines and
obtain additional
guidance
concerning
governance
issues from a
variety of
sources. p. 26 $0 $0 $0 $0 $0 $0 $0

2 | Complete the
process of
revising and
updating the
district's board
policies and
related
administrative
procedures. p.
27 $0 $0 $0 $0 $0 $0 $0

3/ Amend the
mission
statement to
identify and
communicate
clearly the
values and
beliefs that
guide the district
and serve asthe
basis for all
policies and
actions. p. 29

8|8
8|8
8|8
8|8
8|8
8|8
8|8

4| Tiethe




alocation of
resources to the
District and
Campus

I mprovement
Plans. p. 34

Schedule the
completion and
approval of the
District and
Campus

I mprovement
Pans before the
beginning of the
school year. p.
36

Eliminate the
director of
Communications
position and
transfer the
position's
resporsibilities
to anew director
of Planning
position with the
responsibility

for coordinating
al thedistrict's
key planning
efforts. p. 39

Eliminate the
assistant
superintendent
of
Administrative
Services
position and
transfer the
position's
responsibilities
to the
superintendent.
p. 40

$101,999

$101,999

$101,999

$101,999

$101,999

$509,995




Create a director
of Community
and Employee
Relations
position. p. 41

($36,347)

($72,694)

($72,694)

($72,694)

($72,694)

($327,123)

Reorganize
centra
administration to
providean
efficient and
effective
business
operation. p. 43

Develop an
internal
management
training
program. p. 45

Develop
strategies to
involve
principals in the
decision making
process on key
district
initiatives. p. 47

o

Assessthe
organizational
health in each
school annually
using aqualified
survey
instrument. p. 49

($2,500)

($2,500)

($2,500)

($2,500)

($2,500)

($12,500)

=

Create a model
assigning
specific
responsibilities
for decision
making among
schools,
administrators
and the board. p.
51




F QN

Institute strong
procedural
controls to
enforce revised
board and staff
travel policies.
p. 55

Examine dl of
the options for
improving
educational
opportunities
and support
services for
studentsin the
GISD section of
Bolivar. p. 60

$0

$0

$0

$0

$0

$0

Totals-Chapter
1

$63,152

$26,805

$26,805

$26,805

$26,805

$170,372

8|8

Chapter 2 Educational Service
Delivery

1
6

Develop
individual plans
for each GISD
student in third
through eighth
grade using the
benchmark
testing results. p.
92

~N e

Increase the
student-teacher
ratio at all
secondary
campuses by an
average of one
student per
teacher. p. 95

$679,477

$679,477

$679,477

$679,477

$679,477

$3,397,385

Coordinate
GISD's testing,
counseling and
guidance
sarvices Linder




one department
head to improve
the coordination
of these
programs. p. 101

o

Develop a
formal program
evaluation
process. p. 103

($14,400)

($14,400)

($14,400)

($14,400)

($14,400)

($72,000)

Pay astipend to
aGISD librarian
to head the
library program
and develop a
plan to address
issues related to
library
operations. p.
106

($3,000)

($3,000)

($3,000)

($3,000)

($3,000)

($15,000)

=N

Develop a
comprehensive
staff
development
policy that
includes
mechanisms for
monitoring and
evaluating
GISD's training
programs. p. 110

Redesignate
Morgan Fine
Arts Academy
as adistrictwide
academy for
two-way
bilingua
immersion. p.
122

Redefine job
descriptions of
the CATE
coordinator and




the career
academies
facilitator to
reflect CATE
program
coordination in
the context of
the new career
academies. p.
129

Redesign the
courses offered
inthe CATE
program to
reflect targeted
occupations
identified by the
Texas
Workforce
Commissionin
thearea. p. 132

g N

Establish a
second group of
enrichment
studentsin the
gifted and
talented
education
program based
ona
combination of
achievement and
economic
disadvantage to
identify more
minority
candidates. p.
139

($48,000)

($15,000)

($15,000)

($15,000)

($15,000)

($108,000)

N

Develop and
implement
training for
parents of
Specia
education

($1,250)




students on their
rights and
responsibilities.
p. 150

~N N

Document
services
provided to the
visualy-
impaired
cooperative and
seek
reimbursement
from each
member of the
cooperéative. p.
151

$2,500

$2,500

$2,500

$2,500

$2,500

$12,500

N

Transfer
supervisory
responsibility
for the physical
education/athl eti
cs function to
the assistant
superintendent
for Curriculum
and Instruction.
p. 156

$0

$0

$0

$0

Totals-Chapter
2

$616,577

$649,577

$649,577

$649,577

$649,577

$3,214,885

($1,250)

Chapter 3 Community

I nvolvement

2
9

Createa
coordinator of
Partnerships and
Volunteers
position. p. 163

($21,000)

($42,000)

($42,000)

($42,000)

($42,000)

($189,000)

o w

Prepare an
annua
community
outreach plan to
guide the
district's
commiinitv




outreach
activities. p. 165

= W

Create a PTO-
PTA Council
consisting of
PTO and PTA
presidents and
vice presidents.
p. 166

Post notices of
board meetings
on the Internet,
on the marquees
at each schooal,
and in district
newsletters. p.
167

Conveneatown
hall meeting of
the entire board
twice ayear to
identify and
address the
needs and
concerns of
parents and
other citizens. p.
168

Reorganize
community
involvement
efforts. p. 171

Publish a bi-
monthly
newsletter that
informsthe
public of GISD
activities. p. 172

($9,549)

($9,549)

($9,549)

($9,549)

($9,549)

($47,745)

o W

Use student
internsto help
post board
information,
school mentis




and school
closing
information on
the GISD Web
ste. p. 173

Increase efforts
to develop
and/or nurture
partnerships
with
foundations,
business
organizations
and nonprofit
agencies. p. 177

~N W

$0

$0

$0

$0

$0

$0

Totals-Chapter
3

($30,549)

($51,549)

($51,549)

($51,549)

($51,549)

($236,745)

8|8

Chapter 4 Personnel
M anagement

3| Clearly define
8  theroles of
Personnel
Department
staff. p. 190

Transfer the
employee
benefits
coordinator to
the Personnel
Department. p.
191

O w

Make the
executive
director of
Personnel
GISD'sprimary
recruiter. p. 194

o b

Develop a
formal employee
recruiting
process. p. 197

BN




Create a
controlled
retirement
incentive plan.
p. 200

$307,938

$307,938

$1,270,745

$1,270,745

$3,157,366

Increase salaries
for experienced
teachers and
administrators at
least to the
average for area
districts. p. 206

($957,485)

($957,485)

($957,485)

($957,485)

($957,485)

($4,787,42
o)

Transfer all
personnel files
to the Personnel
Department. p.
207

Eliminate the
storage of
unnecessary
information in
employee files
and ingtitute a
document
imaging
program. p. 209

($10,000)

($5,000)

($5,000)

($5,000)

($5,000)

($30,000)

($20,00
0)

Redesign the
paraprofessional
applicant testing
process to test
for specified
skills, such as
spelling, math
and grammar, as
aprerequisite for
that position. p.
210

($6,000)

($10,500)

($10,500)

($10,500)

($10,500)

($48,000)

($4,000)

Totals-Chapter
4

($973,485)

($665,047)

($665,047)

$297,760

$297,760

($1,708,05
9)

($24,00
0)

TOTALSFOR
ALL CHAPTERS

TOTAI $1,706,871 | $2,036,267 | $2,036,267 | $2,999,074 | $2,999,074 | $11.777 55| $893.96




SAVINGS 3 3
TOTAL ($1,585,22 | ($1,679,69 | ($1,677,59| ($1,651,24 | ($1,651,24| ($8,244,99| ($93,06
COSTS 1) 3) 3) 6) 6) 9) 0)
NET SAVINGS $800,90
(COSTY) $121,650| $356,574 | $358,674 | $1,347,828 | $1,347,828 | $3,532,554 3

5Year GrossSavings | $12,671,51

5Year Gross Costs 6

Grand Total ($8,338,05

9)

$4,333,457




EXECUTIVE SUMMARY

Recommendati
on

2000-2001

2001-2002

2002-2003

2003-2004

2004-2005

Total 5-
Y ear
(Costs) or
Savings

One
Time
(Costs)
or
Savings

Chapter 5 Facilities Use and
M anagement

4
Z

Develop along
range facilities
master plan. p.
225

o A~

Review current

attendance zones

and revise their
boundaries to
more equitably
distribute
students across
schools. p. 228

Combine the
Maintenance
and Operations
Departments. p.
230

$88,030

$66,187

$66,187

$66,187

$66,187

$352,778

Contract with
Galveston
County for
school grounds
mai ntenance. p.
231

$51,389

$51,389

$51,389

$51,389

$51,389

$256,945

= o1

|dentify
appropriate
sources of
skilled
craftspeople and
contract for
necessary
services. p. 234

($76,500)

($153,000)

($153,000)

($153,000)

($153,000)

($688,500)




Develop a
process that ties
maintenance
needs to the
budget and
involvesall
Maintenance
Department
supervisorsin
the process. p.
235

Develop a
maintenance
work priority list
and distribute it
to all schools. p.
239

Develop and
distribute to
principals alist
of acceptable
sweep team
work activities
and provide
feedback to the
schools on the
status of work
order requests.
p. 240

Reevaluate
custodial
cleaning areas of
responsibility at
each school
using industry
standards to
more effectively
distribute
custodial staff.
p. 245

Establish an
energy
management
plan that is




included in the
overall facilities
management
plan and review
all maintenance
projects in light
of their energy
costs or savings
before initiating
them. p. 248

Totals-Chapter
5

$62,919

($35,424)

($35,424)

($35,424)

($35,424)

($78,777)

Chapter 6 Financial
M anagement

5 Contract with an
7 | external audit
firm to perform
annual internal
audits. p. 257

($21,375)

($21,375)

($21,375)

($21,375)

($21,375)

($106,875)

5| Transfer the

8 | fiscal agent
responsibility
for community-
based youth
services grants
to another local
government or
non-profit

agency. p. 258

Create formal
procedures to
ensure
corrective
actions
recommended in
audits are taken
inatimely
manner. p. 260

© o1

Generate a
monthly budget
comparison
report. p. 264

oo




= O

Contract for
payroll
processing. p.
266

$11,871

$11,871

$11,871

$11,871

$11,871

$59,355

N O

Transfer GISD
tax levy and
collection
functionsto the
Galveston
County Tax
Office. p. 270

$189,212

$193,212

$193,212

$193,212

$193,212

$962,060

Totals-Chapter
6

$179,708

$183,708

$183,708

$183,708

$183,708

$914,540

8|8

Ch

apter 7 Asset and
anagement

Risk

M
6
3

Place unused
bank balancesin
higher-yielding
investments
overnight to
increase
investment
earnings. p. 278

$43,848

$58,463

$58,463

$58,463

$58,463

$277,700

O

Revise internal
control
procedures to
provide for a
complete
separation of
duties between
the cash and
investment
maintenance
function and the
bookkeeping
function. p. 281

g1 o

Close the
Lovenberg
Retirement Trust
account and
transfer its
balance to the
aeneral fund. n.

$141,50
2




281

(eplNep}

Use $800,000
from the
Lovenberg
Maintenance
Trust Fund on
middle school
facility
improvements
over the next
fiscal year and
develop aplan
for using funds
from the trust in
each subsequent
year. p. 282

$444,79

o

Use the existing
automated
financial system
modules to
perform annual
inventories and
track fixed
assets, and
consider using a
request for
proposals to
identify a
qualified service
provider for
initia fixed-
asset counts and
dataentry. p.
285

($35,00
0)

Conduct
actuarial studies
to determine
appropriate
premium
contributions for
annual health
and workers
compensation
clamsand

$307,66




adjust funding to
the self- funded
health workers
compensation
plans
accordingly. p.
292

Change policies
to pay
accumulated
sick leave
amounts to
terminating
employees only
in the event of
retirement
through the
Teacher
Retirement
System of
Texas. p. 295

$52,657

$52,657

$52,657

$52,657

$52,657

$263,285

o~

Review current
debt issues to
determine
compliance with
federal tax laws.
p. 298

($5,875)

($3,000)

($3,000)

($3,000)

($3,000)

($17,875)

Totals-Chapter
7

$90,630

$108,120

$108,120

$108,120

$108,120

$523,110

$858,96

Chapter 8 Purchasing and

War ehousing Services

-
1

Establish
procedures to
ensure
compliance with
all state and
local purchasing
laws and
policies. p. 308

N N

Revise GISD
purchasing
procedures to
include a




definition of
sole-source
purchases that
matches the
definition found
inTEA's
Financial
Accountability
System Resource
Guide. p. 309

w ~

Revise board
policiesto
require that all
extensions of
annual bid
contracts be
submitted to the
board for
approval. p. 310

NN

Require
documentation
as part of al
contracts when
bids are
developed and
evauated by
outside
consultants and
maintain all bid
documentation
in the
Purchasing
Department. p.
311

(G2 N

Create a separate
budget for the
Purchasing
Department. p.
312

o~

Use electronic
signatures for
purchase order
approval, and
establish a cod




of reducing
turnaround time
to 24 to0 48
hours. p. 313

~ ~

Perform a
comprehensive
update of the
district's
Purchasing
Procedures
Manual. p. 314

\‘

Create and
maintain a GISD
Purchasing
Department
Web site for
soliciting vendor
bid information
and posting bid
documents. p.
315

\l

Require the
review of al
bids for goods
and services by
the director of
Purchasing to
ensure
compliance prior
to board
consideration. p.
316

Require all
departments to
use the
automated
purchase order
system. p. 316

=

Require the MIS
director and the
Purchasing
director to
review and




approve al
technology
solicitations. p.
317

N 00

Reassign the
duties of
coordinating
district
telephones and
pagers from the
director of
Purchasing to
the MIS
director. p. 318

Lease or
purchase
warehouse space
to replace the
existing GISD
warehouse. p.
320

($120,000)

($120,000)

($120,000)

($120,000)

($120,000)

($600,000)

0

Develop a
comprehensive
warehouse
procedures
manual. p. 321

g1

Order
replacements for
lost textbooks
earlier in the
summer so they
will arrive
before the start
of school, and
reguire each
school to pay for
all lost textbooks
from its
principal's
activity fund
balances. p. 323

$19,541

$19,541

$19,541

$19,541

$19,541

$97,705

Usethedistrict-
owned texthook

$0




inventory
software where
available. p. 324

N

Contract with
Harris County
Department of
Education to
develop and
maintain records
retention
schedules, as
required by state
law. p. 326

($17,500)

($12,000)

($12,000)

($12,000)

($12,000)

($65,500)

Convert high
school transcript
records to CD-
ROM and
maintain those
records at Ball
High Schoal. p.
326

($1,400)

($1,400)

($1,400)

($53)

($53)

($4,306)

TotalsChapter
8

($119,359)

($113,859)

($113,859)

($112,512)

($112,512)

($572,101)

8|8

TOTALSFOR

AL

L CHAPTERS

TOTAL
SAVINGS

$1,706,871

$2,036,267

$2,036,267

$2,999,074

$2,999,074

$11,777,55
3

$893,96

TOTAL
COSTS

($1,585,22
1)

($1,679,69
3)

($1,677,59
3)

($1,651,24
6)

($1,651,24
6)

($8,244,99
9)

($93,06
0)

NET SAVINGS
(COSTYS)

$121,650

$356,574

$358,674

$1,347,828

$1,347,828

$3,532,554

$800,90
3

5 Year Gross Savings
5Year Gross Costs

Grand Total

$12,671,51
6
($8,338,05
9
$4,333,457




EXECUTIVE SUMMARY

Recommendatio
n

2000-2001

2001-2002

2002-2003

2003-2004

2004-2005

Total 5-
Y ear
(Costs) or
Savings

One
Time
(Costs)

Savings

Chapter 9 Child Nutrition
Services

89

Develop formal
job descriptions
with required
competencies for
each position in
the Child
Nutrition
Services
Department. p.
337

90

Revise Child
Nutrition
Services
Department's
personnel
policiesto
conform to
districtwide
personnel
policies. p. 338

91

Provide job
descriptions,
training
materials and
recipes for Child
Nutrition
Services
employeesin
English and
Spanish. p. 339

92

Increase med
participation by
eliminating
barriers and

$65,239

$65,239

$65,239

$65,239

$65,239

$326,195




implementing
new programs. p.
342

93

Fully implement
the POS system.
p. 344

94

Provide nutrition
education at al
gradelevelsasa
component of
health education
programs and
coordinate
nutrition
education with
the Child
Nutrition
Services
Department. p.
345

95

Implement the
Competitive
Food Policy
required by the
Child Nutrition
Program as
outlined in the
TEA
Administrators
Reference
Manual. p. 347

96

Use industry
standard MPLH
guidelines for
establishing
staffing levels. p.
349

$88,688

$88,688

$88,688

$88,688

$88,688

$443,440

97

Evauate current
training
programs,
identify
additional
trainina needs

($2,340)

($2,340)

($2,340)

($2,340)

($2,340)

($11,700)




and develop
specific training
programs for
Child Nutrition
Services
employees. p.
351

98

Develop and
implement
accurate,
detailed and
timely
department
budgeting and
financial
reporting
systems that
integrate with,
and are
supported by, the
GISD financial
management
system. p. 354

99

Transfer the
purchasing
duties of Child
Nutrition
Services staff to
the Purchasing
Department. p.
355

$21,375

$21,375

$21,375

$21,375

$21,375

$106,875

Meet and
maintain proper
sanitation and
hedth standards
to conform to all
applicable state
and local laws. p.
357

$0

$0

$0

$0

$0

TotalsChapter
9

$172,962

$172,962

$172,962

$172,962

$172,962

$864,810

8| 8

Chapter 10 Transportation

10

Identifv and

$7,603

$7,603

$7,603

$7,603

$7,603

$38,015




report all
hazardous routes
to TEA. p. 370

Identify and
report all career
and technology
education miles
to TEA. p. 372

$6,890

$6,890

$6,890

$6,890

$6,890

$34,450

Collect dataon
key performance
indicators to
measure and
monitor the
performance of
the
Transportation
Department. p.
373

Purchase and
implement
computer-based
route scheduling
software. p. 375

$10,225

$34,911

$34,911

$34,911

$34,911

$149,869

($27,81
0)

Develop alist of
all required
personnel
records for
Transportation
employees and
determine where
each document
will be stored
and how the
records will be
maintained. p.
378

Perform behind-
the-whedl
evaluations of all
bus drivers at
least once a
semester p. 379

10

Restrict the

8| 8

8|8

8| 8

8|8

8| 8

8|8

8| 8




handling of bus-
riding
suspensions to
school principals
and assistant
principals. p. 379

Increase the
mileage charge
for non-school
groups to equal
the district's
actual cog of
providing
transportation. p.
380

$26,316

$26,316

$26,316

$26,316

$26,316

$131,580

Purchase and
implement an
automated fleet
maintenance
system. p. 382

($2,500)

($400)

($400)

($400)

($3,700)

Purchase regular
instead of
premium
unleaded fuel for
all gasoline-
powered buses.
p. 383

$4,050

$4,050

$4,050

$4,050

$4,050

$20,250

Adopt a 15-year
bus replacement
cycle. p. 384

($95,000)

($95,000)

($95,000)

($95,000)

($95,000)

($475,000)

Lease-purchase a
new bus washing
system. p. 385

($25,000)

($25,000)

($25,000)

$0

$0

($75,000)

Conduct a study
to determine the
feasibility of
outsourcing
transportation
services. p. 388

$0

$0

$0

$0

$0

$0

$0

Totals-Chapter
10

($64,916)

($42,730)

($40,630)

($15,630)

($15,630)

($179,536)

($27,81
0)




Chapter 11 Computersand
Technology

11
4

Eliminate the
position of
A00
technician and
hirean

I nstructional
Technology
coordinator p.
397

$5,399

$5,399

$5,399

$5,399

$5,399

$26,995

Hirea
Network/Fileser
ver Specialist
and aPC
Technician. p.
399

($81,250)

($81,250)

($81,250)

($81,250)

($81,250)

($406,250)

Establish a
district
technology
committee to
develop anew
five-year GISD
technology plan,
including a
detailed plan of
implementation.
p. 402

Develop a
comprehensive
disaster recovery
plan and test it.
p. 404

Document the
design and
structure of the
district's
computer
network. p. 407

Develop aplan
to reduce the
ratio of students-
to-computers to




5-to-1 over five
years, while
providing equity
of technology to
al GISD
schools. p. 410

Develop a
replacement
cycle plan for
outdated
technology
equipment. p.
410

Establish district
standards for
administrative
and instructional
software. p. 412

Complete the
necessary
building
modifications for
officesin the
MIS Department
and in the
Administration
Building Annex.
p. 413

Develop a
comprehensive
technology
training plan that
focuses on
integrating
technology in the
classroom. p.

415

$0

$0

$0

$0

$0

$0

Totals-Chapter
11

($75,851)

($75,851)

($75,851)

($75,851)

($75,851)

($379,255)

8l 8

Chapter 12 Safety and Security

12
4

Update the
student code of

$0




conduct to
standardize
discipline
policies and the
consequences for
violations. p. 422

Develop one
standard
discipline

referral form that
is maintained by
the district's MIS
department. p.
424

Develop a
district policy
that defines the
disciplinary roles
and
responsibilities
of police
officers, safety
officers, assistant
principals and
teachers to
include the
requirement of
an
administrator's
signature for all
disciplinary
actions. p. 426

Outsource
GISD's
aternative
education
program. p. 433

$215,187

$215,187

$215,187

$215,187

$215,187

$1,075,935

Develop a
program for
shared services
between the City
of Galveston or
Galveston
County. p. 440

$15,375

$15,375

$15,375

$15,375

$15,375

$76,875




Develop apolicy
and procedure
for responding to
burglar darms
that does not
allow custodians
to answer
burglar alarm
cals. p. 441

($700)

($700)

($700)

($700)

($700)

($3,500)

Provide
communication
devicesin every
classroom or at
strategic
locations at
every campus. p.
443

($30,000)

($30,000)

($30,000)

($30,000)

($30,000)

($150,000)

($5,000)

Totals-Chapter
12

$199,862

$199,862

$199,862

$199,862

$199,862

$999,310

($5,000)

TOTALSFORALL
CHAPTERS

TOTAL
SAVINGS

$1,706,871

$2,036,267

$2,036,267

$2,999,074

$2,999,074

$11,777,55
3

$893,96

TOTAL
COSTS

($1,585,22
1)

($1,679,69
3)

($1,677,59
3)

($1,651,24
6)

($1,651,24
6)

($8,244,99
9

($93,06
0)

NET SAVINGS
(COSTS)

$121,650

$356,574

$358,674

$1,347,828

$1,347,828

$3,532,554

$800,90
3

5 Year Gross Savings
5 Year Gross Costs

Grand Total

$12,671,51
6
($8,338,05
9
$4,333,457




Chapter 1
DISTRICT ORGANIZATION AND MANAGEMENT

This chapter describes the organization and management of the Galveston
Independent School District (GISD) in five areas:

A. Board Governance

B. Planning

C. Organization and Staffing

D. Site-Based Decision-Making
E. Policies and Procedures

F. Bolivar Peninsula

The organization and management of a school district requires cooperation
between elected members of the Board of Trustees and staff of the district.
The board's role isto set goals and objectives for the district in both
instructional and operational areas, determine the policies that will govern
the district, approve the plans to implement those policies and provide the
funding necessary to carry out the plans.

The staff is responsible for managing the day-to-day implementation of
the plans approved by the board and recommending modifications to
ensure the district operates effectively. The superintendent, as the chief
executive officer of the district, recommends the staffing levels and the
amount of resources necessary to operate and accomplish the board's goals
and objectives.

BACKGROUND

The district's mission is "to develop the highest potential in each of its
students by providing exemplary educational opportunities.” GISD
provides students these opportunities at 13 schools and a separate
alternative education campus for secondary and elementary students. In
1998-99, the Texas Education Agency (TEA) rated GISD Academicaly
Acceptable. TEA also gave one campus an Exemplary rating and two
campuses were rated as Recognized. All other campuses received an
Acceptable rating, except for the aternative school, which was rated Low
Performing. Enrollment for 1998-99 reached 9,873 students. The district is
served by Regional Education Service Center 4 (Region 4), located in
Houston.

For this review, GISD selected peer districts for comparative purposes
based upon certain similarities in student enrollment, student performance,
and community and student demographics. Those districts are Brazosport,



Bryan, College Station, Longview, Lufkin, Port Arthur, Waco and Wichita
Fdls.



Chapter 1
DISTRICT ORGANIZATION AND MANAGEMENT

A. Board Gover nance

An elected Board of Trustees governs each Texas school district, which
governs and oversees the management of the schools. District residents
elect school board members either at-large, districtwide, or from single-
member districts that cover only a portion of the school district.

Each board derivesits legal status from the Texas Constitution and the
Texas Legidature. The board must function in accordance with applicable
state and federal statutes, controlling court decisions and applicable
regulations pursuant to state and federal law. Under Section 11.151 of the
Texas Education Code, each board has specific statutory powers and
duties, including:

Governing and overseeing the management of the district's public
schoals;

Adopting such rules, regulations and bylaws as the board deems
proper;

Approving adistrict-developed plan for site-based decision
making and providing for its implementation;

Levying, collecting taxes and issuing bonds,

Selecting tax officials, as appropriate to the district's need,;
Preparing, adopting and filing a budget for the next succeeding
fiscal year and filing areport of disbursements and receipts for the
preceding fiscal year;

Having the district's fiscal accounts audited at district expense by a
certified public accountant holding a permit from the Texas State
Board of Public Accountancy following the close of each fisca
year,

Publishing an annual report describing the district's educational
performance, including campus performance objectives and the
progress of each campus toward those objectives;

Receiving bequests and donations or other money coming legally
into its hands in the name of the district;

Selecting a depository for district funds;

Ordering elections, canvassing the returns, declaring results and
issuing certificates of election as required by law;

Disposing of property no longer necessary for the school district's
operation;

Acquiring and holding real and personal property in the name of
the district; and



Holding all powers and duties not specifically delegated by statute
to the Texas Education Agency or the State Board of Education.

The GISD board has seven members elected from single- member districts
for three-year terms (Exhibit 1-1). Terms are staggered so no more than
three seats are filled each election. Elections are held each year on the first
Saturday of May.

The board meets monthly on the third Wednesday at 7:30 pm in the
boardroom in the Administration Building. Each year, following
installation of newly elected board members, the board elects officers.

Exhibit 1-1
GISD Board Members
December 1999
District Board Bo.ar.d Term Occupation
Member Position Expires

1A Michael E. Trustee May 2000 | Church pastor

Bell, . 4 P

David H. Vice
2B ONed, J. President May 2001 | Postal worker
3C | Deborah Jones |Trustee May 2000 | University administrator
4D |AnnSimmons |President May 2000 | College administrator

Johnny Not-for-profit organization
oE Enriquez Trustee May 2002 administrator
6F |Walt Syers Trustee May 2002 | Bank president

Sandy .
7G Standridge Secretary May 2001 | Retired nurse

Source: GISD superintendent.
FINDING

The GISD board is divided, making it difficult for the board to meet its
responsibilities as trustees, to govern and oversee the management of the
district. This deteriorating relationship is further undermined by the lack
of trust some board members have in the superintendent, and by alack of
mutual respect between and among board members and the
superintendent. Issues are often personalized.




Focus group participants, GISD staff and residents told TSPR the
following:

"Community distrust of the administration and the board creates
low moralein the district."

"Lack of support for the administration by the board."

"The issue is accountability. | see no gross mis- management.”
"There must be true budget leadership and oversight.”

"The district needs leadership that can envision solutions to school
problems and solve them within available community resources.”
"Make the board members responsible for their actions.”

"People want to believe in and have confidence in the district.
"They want the confidence re-established.”

"Thereisacrisis of confidence and credibility in GISD toward the
school board."

"Trust and honesty issues must be addressed.”

"It seems that the district identifies needs and studies problems, but
no action is taken, usually because there is no money."

"Without a disciplined budget process, groups become enemies,
i.e., athletics and academics, etc.”

"We need to know what's working and what's not working in the
district. If it's not working, it should go!"

Seventy percent of the teachers responding to TSPR's written survey
disagreed or strongly disagreed with the statement, "The school board has
agood image in the community.” Forty-five percent of the principals and
assistant principals responding to the survey disagreed or strongly
disagreed with the statement, " School board members understand their
role as policymakers and stay out of the day-to-day management of the
district.” Only 33 percent of the parents responding strongly agreed or
agreed with the statement, " School board members listen to the opinions
and desires of others."

Board micromanagement is not uncommon. Board members seek the
position because they are concerned about education and are problem
solvers, and it is not surprising they may tend to jump in to try to "fix"
some situations. The Spring Independent School District board offers a
best-practice model in this arena. Spring 1SD's board and superintendent
team have been repeatedly commended on their ability to govern and
oversee their district. The members practice self-discipline and monitor
themselves to avoid imposing their wills on the district's day-to-day
operations. This "self-policing" is supported by a combination of one-on-
one talks among the superintendent, board president and board members,
as well as discussions during board work sessions.



Since the mid-1990s, Spring |SD's board presidents and administrators
have made presentations to other school district boards on board
management, using board committees, and long-range planning at state
and national educational conferences and in other school districts.

Recommendation 1;

Establish " self-censor ship” guidelines and obtain additional guidance
concer ning gover nance issues from a variety of sour ces.

The GISD board could benefit from examining the Texas Association of
School Boards (TASB) guidelines for self-policing, as Spring ISD has
done. Future GISD board meetings should include ongoing discussion of
good governance practices. The board has used a private facilitator for
specific purposes in the past, and a facilitator would be beneficial in the
future.

As specific governance issues are addressed, the board can discuss
specific remedies or practices that would support their efforts to avoid
micromanagement. For example, in the case of concerns voiced by parents
or community members about classroom activities, the board should
establish written guidelines outlining how citizens can properly use the
district's chain of command for resolving such issues, with the board being
the last resort after other avenues have been exhausted.

While the board and administration have specific roles and functions that
should be clearly delineated, their roles and functions are interdependent.
Additional internal GISD board training and discussions on governance
should focus on updating board policy and procedures and on guidelines
for planning, accountability and personnel.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The board obtains TASB's self-censorship guidelines July 2000
through the director of Communications.

2. | The board reviews the guidelines as a group in a specia August 2000
meeting.

3. | The superintendent's office obtains the training schedule September 2000
from TASB and other vendors and provides those to the
board along with informationon meeting facilitators.

4. | Board members attend training sessions and use a September 2000
facilitator in district meetings when necessary. and Ongoing

5. | Board members use an evaluation instrument developed by | January 2001
the facilitator to assess the need for additional training. and vearlv




thereafter

FISCAL IMPACT

Additional costs for training and facilitators would be approximately
$2,000 per year based on a facilitator fee of $250 per hour for one eight-
hour session. The cost of this training could be covered within the board's
current training budget.

FINDING

The GISD's school board policies and the administrative procedures
necessary to implement the policies are not current. The policies and
procedures were last updated and approved by the board following the
1995 Texas Legidature, usingthe Texas Association of School Board's
(TASB) Policy Reference Manual to assist them in updating the policies
and procedures. The manual provides model policies, which districts can
adapt to local circumstances.

In 1997, GISD considered using TASB's Localized Policy Service, which
develops local policies and administrative procedures that are consistent
with federal and state law, rules and regulations. The district concluded,
however, that the approximate $9,000 annual cost was excessive.

As an aternative, in May 1998, GISD chose the Public Policy Center,
Inc., of Austin, Texas, to develop and provide board policies and
administrative procedures. The center updates all materials and makes
them available on diskettes and online at an annual cost of $3,800.

GISD's board policy review committee and staff have worked with
representatives of the center to convert the TASB materials previousy
used by the district to the center's revised format. Meetings called to work
on policy revisions, however, have often turned into work sessions on
other priority issues, such as the board's travel palicy.

GISD isusing a booklet compiled by the district's attorney as a reference
asif it were the board's policy manual. It only addresses state laws, not
local policies, nor administrative regulations.

Clearly, updating policies and procedures is not a priority of the board.
The didtrict is at potential legal risk if policies and procedures are not clear
and are not consistently followed.

Recommendation 2;



Complete the process of revising and updating the district's boar d
policies and related administrative procedures.

GISD should complete the current policy revision process. One position
within GISD should be given the responsibility for monitoring policy
changes and for ensuring that updates and revisions are issued regularly.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The board and superintendent develop a schedule for revising July 2000
and updating the district's policies and administrative
procedures.

2. | The superintendent assigns a member of the staff to coordinate | July 2000
the task of revising and updating the district's policies and
administrative procedures.

3. | The superintendent and the assigned staff member meet with the | September
board to receive input on issues, policies or situations that 2000
should be addressed in the revision process.

4. | The superintendent and the staff member present the proposed | December

revisions to the board for consideration. 2000

5. | The board considers and approves the proposed revisions. January

2001

6. | The superintendent meets with the principals and district March 2001
department heads to review the changes.

7. | The superintendent distributes the revised policies and March 2001
procedures throughout the district and to other locations as
appropriate.

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

GISD adopted its current mission statement in 1989. The district's mission
is "to develop the highest potential in each of its students by providing
exemplary educational opportunities." Board members and staff said the
mission statement has never been taken seriously. Neither board members
nor staff consider it as a framework for district planning and decision
making.




GISD does not have a statement of core values and beliefs supporting the
mission statement. Board and staff members said it was never discussed,
nor considered an important priority. The core values and beliefs of a
digtrict are those values and beliefs that never change. They give an
organization its identity and character and provide the individuals who
work in the organization areliable source of stability. Core values and
beliefs are the standards against which all policies and actions are
measured and are expressed in every aspect of district behavior and

operation.

In 1999, Houston 1SD adopted core values (Exhibit 1-2).

Exhibit 1-2
Core Values Adopted by Houston 1 SD

CoreValue Brief Description
Safety above all | Safety takes precedence over all else. A safe environment must
ese be provided for every student and employee.

Student learning
is the main thing.

All decisions and actions, at any level, focus on and support
"the main thing": effective student learning.

Focus on results
and excellence.

Each employee focuses on results and excellence in individual
and organizational efforts.

Parents are Parents are valued partners in the education process, serving as

partners. the child's teacher in the home. All school and district
activities will give proper consideration to the involvement of
parents.

Common All members of the organization, both students and employees,

decency. deserve and must recelve respectful and courteous treatment.

Source: HISD Office of the Superintendent.

Once a district has established core values, they then are reflected in the
mission statement, goals, objectives, and strategic plans.

Recommendation 3:

Amend the mission statement to identify and communicate clearly the
values and beliefsthat guidethedistrict and serve asthe basisfor all
policies and actions.

Once the mission statement is amended and core values and beliefs are
adopted, they should be communicated to the community and all decisions
of the board should be measured against that statement.




IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The board, assisted by the superintendent, amends the mission July 2000
statement and adopts a statement of values and beliefs for GISD.

2. | The superintendent meets with the district's senior staff to review | August
the mission statement and the statement of core values and beliefs. | 2000

3. | The superintendent develops a plan for sharing the mission August
statement and core values and beliefs and for emphasizing their 2000
importance as aframe of reference for all future district policies,
actions and decisions.

4. | The superintendent assigns responsibilities and the plan is Ongoing

implemented.

FISCAL IMPACT

This recommendation can be implemented with existing resources.




Chapter 1
DISTRICT ORGANIZATION AND MANAGEMENT

B. Planning

Planning and budgeting are critical to effective management. Planning
enables a district to define goals and objectives, establish priorities, select
appropriate implementation strategies and determine critical performance
measures to achieve the goals and objectives.

The budget process should follow the plan’'s devel opment and
implementation by allocating the resources necessary to reach the plan's
performance targets. When coordinated properly, the combination of
planning and budgeting reduces confusion and conflict over how scarce
resources are distributed.

School districts with effective planning systems divide the process into a
series of key components that provide the information necessary to
develop the plan, update it or implement plan priorities. These key
components include annual district priorities, campus improvement plans;
aregular program evaluation cycle; ongoing evaluation of the personnel
implementing the plan; a budget tied to the plan's priorities, and a
management information system.

Annual priorities are adopted by the board each year and indicate what the
district will do during the year to achieve the district's goals and
objectives. This plan can be either the state's required District
Improvement Plan (DIP) or afreestanding strategic plan that incorporates
the DIP aswell as other areas that are not required in the DIP. The plan
must set priorities and clearly measurable objectives, assign responsibility
for implementation at each level and define a mechanism to measure how
and when priorities are achieved.

Campus Improvement Plans (CIPs) are developed through a combined
effort of the principal and the site-based decision making committee on
each campus. They identify what each school will do in a given year to
help achieve district and school objectives.

The program evaluation cycle for every educationa program implemented
in the district begins by documenting what is expected to happen in each
program taught in the district. Then, in each year of the plan, progressis
measured and key leaders and participants determine whether new
programs or modifications to existing ones are necessary.



The personnel evaluation system measures how well district personnel

perform

in accomplishing objectives. A summary annual evaluation

provides information for individual and system improvement.

Through its District Improvement Plan (DIP), GISD has established 12
long-range goals that cover six different areas (Exhibit 1-3). The goals
were established by the district's Decision-Making Council and form the
basis for the district's annua improvement plans.

Exhibit 1-3
GISD Long-Range Goals
1999-2000
Area/Goal Description
Curriculum
1.0 To develop districtwide curriculum standards for all subjects and
grades.
Instruction
2.0 To plan and implement instructional techniques, resources, and

technology that complement the curriculum and optimize the
learning environment.

3.0 To develop and implement districtwide guidelines, which address the
specia learning needs of al students.

4.0 To develop and implement districtwide guidelines to govern the
appropriation of funds and related resources to students at all
campuses.

Social and Family Development

5.0 To develop and implement a parent orientation and referral system
that will include a community outreach and support network.

6.0 To develop and implement a plan that increases family involvement
and strengthens parental accountability in the educational process.

7.0 To establish joint partnerships between schools and all aspects of the

community to foster active involvement in learning.

L earning Environment

8.0

To develop and enforce a consistent, comprehensive, inclusive,
districtwide discipline plan developed cooperatively with GISD,
juvenile authorities and all aspects of the community, which hold

students and their parents accountable for their actions.

Staff Development




9.0

To establish systematic, ongoing staff development programs, which
are cohesive and relevant, which encompass district goals, and which
include components for extensive follow-up and utilization of district
staff.

Assessment and Evaluation

10.0 To develop an evaluation system that will determine the proficiency
of districtwide curriculum and instructional programs and practices
based on multiple criteria

11.0 To develop student performance measures and other assessments
based on district curriculum standards.

12.0 To develop a system that fosters student accountability academically

and behavioraly at all levels.

Source: GISD District Improvement Plan, 1999-2000.

According to the Texas Education Code (Section 11.251), the DIP should
reflect the instructional priorities of a school district. The annual
improvement plan for 1999-2000 has five goals: to improve student
achievement in reading, math, and writing; to improve student attendance;
to reduce the frequency of student dropout; to improve parent
participation; and to improve delivery of services to specia-population
students. Exhibit 1-4 describes some of GISD's key strategies to
accomplish these godls.

Exhibit 1-4
GISD Annual Improvement Goals and Key Strategies
1999-2000
Goal Strategy
To improve student Continue to implement and monitor Success For Al
achievement - program
reading
Design and develop K-12 curriculum including tutorials
To improve student Implement new math curriculum
achievement -
math
Continue to align math curriculum with TEKS and
other standards
To improve student Implement strategies to develop skills in the areas of
achievement - elaboration, proof reading, and grammar




writing

Train teachers in Holistic scoring of writing samples

To improve student
attendance

Convene community-based attendance task force

Promote public awareness of GISD attendance rates

To reduce the frequency
of student dropout

Site-teams will implement programs that foster student
participation in after-school activities

Socia workers will visit homes of students with special
needs as requested

Site-teams will implement programs that foster positive
pupil/teacher relationships

To improve parent
participation

Develop programs to encourage parental participation
in sSite-based and program-based committees (for
example, G/T advisory, District Decision-Making
Council, Campus Council)

I ncrease communication of school events and activities
to parents via media resources

To improve delivery of
service to Specia-
population students

Create advisory councils of GISD staff, parents of
students and community members for each special
population program

Conduct standards based assessment of special-
populations program compliance

Source: GISD District Improvement Plan, 1999-2000.

Each campus CIP must be aligned with the goals described in the DIP.
The CIP takes each district goal and identifies what each campus must do
to accomplish or maintain achievement of the district goal on that campus.

FINDING

There is no link between the DIP and the district's budget. Department
heads and other central office personnd said that there is very limited
communication during the budget process and no feedback about why they
received the budget allocation for the year and why other requested
expenditures were cut. In the final DIP, no dollar anounts are tied to each

priority

Principals said that individual campus budgets are not tied to the campus
improvement plans. They also said they are reluctant to give up control of




the budget to the site-based committees or to specify the budget particulars
in the CIP. The director of Planning and Evaluation also noted principals
reluctance to specify how much is actually spent by priority and then to be
held accountable for achieving the priority.

However, the director of Planning and Evaluation and principals said that
where the site-based committees are fully involved in the campus planning
and decisionmaking process, budget resources are more closely tied to the
CIP. For example, at Weis Middle School, the chair of the site-based
decision- making committee (SBDM) said the principal shares the total
budget amount available with the committee, and the committee makes the
final determination on budget allocations and campus priorities.

In 1999-2000, due to lower scores in writing on the Texas Assessment of
Academic Skills (TAAS), the required statewide test of all students at
various grade levels, money was diverted from the budget of the science
department to fund additional programs in writing. At Austin Middle
School, however, the SBDM chair said the principal had not shared a
campus budget with the committee.

School districts such as Spring and Houston include the management of
the school budget as part of the evaluation of the principal. In Houston,
incentive compensation is provided to schools based upon student
achievement from one year to the next.

This link also makes communication of the district's budget to the
community much easier. The community has complained that the budget
priorities haven't been properly communicated. The district's current
format, required by the Texas Education Agency, requires submitting the
budget in the format of the state accounting system, for example, by
specific functions, objects and sub-object codes. This format is confusing
for the average person because it has functions that are then broken down
into numerous line items called objects and sub-objects. To get an accurate
total of the funding for any one program, figures must be added from
severa different line items, possibly across severa functions, to get a total
picture of the cost of any item.

Spring ISD has an effective system for displaying district priorities and the
budget alocated to each one (Exhibit 1-5).

Exhibit 1-5
Spring I SD General and Special Revenue Funds Budget by Priorities

Goal Budget | Percentage ‘

1. Enhance the quality of teachers and support staff ‘




Recruiting $482,913 0.47%
Salary and Benefits $59,026,039 57.58%
Teacher Incentives and Recognition $2,352,032 2.29%
Teacher Development and Improvement $1,578,837 1.54%
Total $63,439,821 61.89%
2. Strengthen student achievement and educational $12,502,709 12.20%
programs
3. Increase the quality and quantity of parent $1,086,683 1.06%
involvement
4. Provide strong fiscal management, protect the $12,221,996 11.92%
district’ investment in facilities and equipment and
meet instructional space needs
5. Reduce the number of students at risk for dropping $1,417,880 1.38%
out of school
6. Provide for safety of students and staff in the $969,734 0.95%
schools
7. Increase the effectiveness of student discipline $2,104,071 2.05%
8. Eliminate substance abuse $800,104 0.78%
9. Improve the transition of students from elementary $1,149,095 1.12%
to middle school, from middle school to high schoal,
and from high school to college and work
10. Expand computer support applications for $1,517,800 1.48%
teachers and instructional services for students
11. Expand school-business partnerships $31,000 0.03%
Total Five Year Education Plan Priorities $97,240,893 94.86%
Other General Support (Transportation, tax office, $5,269,386 5.14%
school activity)
Total General and Special Revenue Funds Budget | $102,510,279| 100.00%

Source: SSD Five-Year Education Plan Budget Priorities.

Recommendation 4:

Tiethe allocation of resourcesto the District and Campus

I mprovement Plans.



Part of the performance evaluation of principals and teachers should be
how well they match their resources to identified priorities of the district
and the success each campus has in using those resources to achieve the

goals. SBDM committees should be involved in determining how

resources are used to achieve district and campus priorities;, however, a

degree of flexibility must be left to the principal to meet unforeseen

circumstances (for example, the opportunity to get an outside speaker for

teacher staff devel opment).

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The assistant superintendent of Business Services and the August -
director of Planning and Evaluation develop a process for October 2000
allocating funds, using the District Improvement Plan (DIP).

2. | The assistant superintendent of Business Services and the October 2000
director of Planning and Evaluation review the process with
the assistant superintendent of Curriculum and Instruction and
the superintendent.

3. | The assistant superintendent of Business Services, the assistant | November -
superintendent of Curriculum and Instruction and the director | December
of Planning and Evaluation develop a process so that each 2000
school can apply the same approach to its Campus
Improvement Plan (CIP).

4. | The assistant superintendent of Business Services and the January 2001
director of Planning and Evaluation meet with each principal
to discuss the approach and receive comments and suggested
modifications.

5. | The assistant superintendent of Business Services and the February
director of Planning and Evaluation finalize the process and 2001
present it to the superintendent for approval.

6. | The superintendent approves the process and recommends it February
for approval to the board. 2001

7. | The board approves the process and directs the superintendent | February
to implement it. 2001

8. | The superintendent directs the assistant superintendent of February
Business Services and the director of Planning and Evaluation | 2001 and
to initiate the process. Ongoing

FISCAL IMPACT

This recommendation can be implemented with existing resources.




FINDING

The DIP is usualy not approved by the board until September or October
of each year, at least a month after the deadline for budget adoption on
August 31 of each year. As aresult, the CIPs cannot be prepared until at
least three months into the school year. The timing limits the ability of
schools to design programs to accomplish district objectives and for the
district to hold individual campuses accountable.

Other districts boards in the area, such asin Clear Creek, Spring, Klein,
Spring Branch, and Katy, approve their DIPs as part of the annual budget
process. The districts boardsthen use the approved DIP to adjust the
budget allocations to reflect any changes in priorities mandated in the DIP.

Recommendation 5:

Schedule the completion and approval of the District and Campus
| mprovement Plans befor e the beginning of the school year.

The director of Planning and Evaluation, as chair of the DIP committee,
should establish a schedule for reviewing the plan and updating it. This
schedule should be shared with each principal, SBDM committee chair
and CIP chair. The CIP chair on each campus should establish a schedule
for the campus committee so the CIP is completed before the school year
begins.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The assistant superintendent of Curriculum and Instruction, the | September -

the site-based decision- making committees and the CIP chairs | 2000
meet to establish a new timeframe for completion, submission
and the board's approval of the DIP and the CIPs.

2. | The assistant superintendent and the directors prepare a new October
schedule based upon this input and recommend it the 2000
superintendent for approval.

3. | The superintendent approves the new schedule and November
recommends it to the board for approval. 2000

4. | The board approves the new schedule and authorizes the December
superintendent to implement the new schedule. 2000

5. | The director of Planning and Evaluation initiates the DIP February
process. 2001

FISCAL IMPACT

director of Planning and Evaluation, the principals, the chairs of | October




This recommendation can be implemented with existing resources.



Chapter 1
DISTRICT ORGANIZATION AND MANAGEMENT

C. Organization and Staffing

A superintendent and senior staff members who report to the
superintendent manage GISD. As specified by Section 11.201 of the Texas
Education Code, the superintendent is primarily responsible for:

Planning, operation, supervision, and evaluation of the educational
programs, services, and facilities of the district and for annual
performance appraisals of the staff;

Assigning and evaluating all district personnel;

Terminating or suspending staff members or the non renewal of
staff members term contracts;

Day-to-day management of district operations;

Preparing district budgets;

Preparing policy recommendations for the board and
administration;

Developing appropriate administrative regulations to implement
board policies;

Leadership in improving student performance; and

Organizing the district's central administration.

Exhibit 1-6 presents GISD's current organization.

Exhibit 1-6
GI SD Organization



March 2000
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Source: Superintendent, GISD, March 2000.
FINDING

There is no position responsible for coordinating the preparation of all the
information necessary to prepare a long-range plan for the district. Instead,
at least five different positions are involved in preparing information
commonly found in along-range or strategic plan:



The director of Planning and Evaluation receives information from
the district and campus committees to prepare the DIP and CIPs.
No financia information is attached to these plans.

The assistant syperintendent of Business Services prepares the
annual facilities construction and maintenance needs with
assistance from the director of Maintenance. During 1999, a
citizens committee prepared a prioritized list of key facility and
maintenance needs; however, no facilities master plan and
associated financial plan has been prepared.

The director of Management Information Services (MIS) prepares
information about technology initiatives or projects to be
accomplished during the year and has created an infornmel
technology plan. No financial information is attached to this plan.
The assistant superintendent of Curriculum and Instruction
prepared the district's plan to reach a TEA rating of Recognized.
No financial information is attached to this plan.

As aresult, there is no prioritization of resources and coordination
concerning the district's priorities. Consequently, resource allocation
decisions are made on an item-by-item basis rather than with afull
understanding of the overall needs of the district.

Fort Bend ISD has a strategic plan that involves five key areas, including
an instructional strategy, a service strategy, an organization and
management strategy, a finance and facilities strategy, and a research and
development strategy. One position, director of Administrative Services, is
the coordinator who makes sure that all information is gathered, that work
groups and committees are formed and scheduled and that key issues are
addressed in each area.

GISD's director of Communications operates in arole that involves
coordinating functions across all district departments. Having served in
that position for 11 years, the director works with positions throughout the
district gathering information to promote GISD programs.

The superintendent also uses the position for handling districtwide
responsibilities that involve planning:

In 1994, the director coordinated the bond election campaign and
assisted in the development of financial, demographic and facility
information necessary to support the total bonds requested.

In 1998, the director coordinated a district evaluation of all
extracurricular activities, excluding athletics. The evaluation
examined participation, costs for participants and the district,
recruitment and sponsor stipends.



In 1999, the director coordinated the citizens committee that
evaluated GISD facilities needs and scheduled meetings,
coordinated the development of financial and other information
needed by the committee and oversaw the preparation of the final
report of the committee.

In 1999, the director convened a summit of minority community
representatives to discuss the issue of minority student exemption
from TAAS. The director still meets regularly with these
representatives.

In 1999, the director served as the key contact person and
coordinator for the TSPR management and performance audit.

Recommendation 6:

Eliminate the director of Communications position and transfer the
position'sresponsibilitiesto a new director of Planning position with
theresponsibility for coordinating all the district's key planning
efforts.

The director of Planning should be responsible for coordinating the
positions involved in providing information that is required in each key
area of the district's operations, such as financial management, personnel
management, facilities use and maintenance and technology acquisition. In
this way, issues and priorities that cut across functions within the district
can be properly addressed and resources applied in the most effective way.

IMPLEMENTATION STRATEGIES AND TIMELINE

1. | The superintendent and the executive director of Personnel July 2000
develop ajob description for the position of director of Planning
and review it with the director of Communications.

2. | The superintendent reviews the position with the Board of August
Trustees. 2000

3. | The board approves the new position and responsibilities and September
authorizes the superintendent to change the director of 2000
Communications position to director of Planning.

4. | The superintendent implements the change. October
2000

FISCAL IMPACT

Since this recommendation only involves a change in title and function of
an existing position at the same level, this recommendation can be
implemented with existing resources.




FINDING

The now vacant assistant superintendent of Administrative Services
position supervises 14 principals, the lead social worker and an
administrative assistant. The position also promotes community
involvement and outreach through the supervision of principals. The
superintendent supervised the principals during 1999 while the assistant
superintendent of Administrative Services was on disability leave. The
principals said they don't see enough of the superintendent.

The administrative assistant to the assistant superintendent of
Administrative Services responds to special project/problem issues, such
as parent complaints or student transfer requests, while the social worker
handles the needs of the students.

Recommendation 7:
Eliminate the assistant superintendent of Administrative Services
position and transfer the position's responsibilitiesto the

superintendent.

The superintendent would become the primary supervisor for the

principals, thereby encouraging more direct interaction between them. The

superintendent would also sypervise the social worker and the
administrative assistant.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The elimination of the assistant superintendent of July 2000

Administrative Services position and transfer of responsibilities
is reviewed with the superintendent.

2. | The superintendent approves the elimination and recommends it | August

to the board. 2000
3. | The board approves the recommendation and directs the September
superintendent to implement the organizational change. 2000

FISCAL IMPACT

The assistant superintendent position's salary is $81,599. With 25 percent
of salary for benefits ($20,400), the total savings of eiminating the
position is $101,999.

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

2004-05




Eliminate the assistant $101,999 | $101,999 | $101,999 | $101,999 | $101,999

superintendent of
Administrative Services
position and transfer the
position's responsibilities to
the superintendent.

FINDING

GISD does not have a position responsible for handling employee
relations, such as identification of employee concerns, issues with
implementation of policies and procedures, employee morale and
grievances. The Personnel Department coordinates the grievance process
and handles exit interviews. The only reference to any employee relations
function isin the job description of the executive director, under the
heading of "school/organizational climate.”

Curriculum and Instruction (C&1) Department staff each are assigned to
act as aliaison to one or more campuses, participate in the site-based
decision- making committee meetings and assist in addressing campus
issues. Some principals said that C& | staff are never on campus for long
periods of time and that many of the teachers do not know who they are.

The assistant superintendent for Business Services is responsible for all of
the auxiliary departments (i.e., transportation, food service, maintenance
and custodial operations), but department heads said the assistant
superintendent rarely visited their sites or met with employees.

The American Association of School Personnel Administration (AASPA),
in its Standard for School Personnel Administration, emphasizes the need
for integrating community and employee relations. AASPA recommends
that districts establish regular means of communication to key groyps.
parents, business, community organizations, teachers, principals and
students. Highlighting the role in the organization is another key that
shows the organization is committed to listening to employees, parents
and citizens, and addressing their concerns and problems.

Two other key attributes are good leadership and good data. Good
|eadership means that managers know how to get people committed to the
organization; enable them with tools, trust and training; and show that they
care about employees as human beings and that there is a commitment to
people-oriented values.

Good data is another key. Exit interviews are fine, but they often come
only after an entity loses a valuable resource, and they don't always reflect
the true reason why someone leavesan organization.




Recommendation 8:
Createadirector of Community and Employee Relations position.

The new position would handle al externa and internal communications
and all problems/issues concerning employees and community outreach.

The employee relations function within the Personnel Department should
be separated and combined with the public information,
volunteer/business partnership, and special problem functions now in
other departments as discussed el sewhere throughout this report.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The executive director of Personnel develops ajob July 2000
description for the new position and reviews it with the
superintendent.

2. | The superintendent approves the job description and August 2000
recommends it to the board for approval.

3. | Upon board approval, the executive director of Personnel | September -

advertises the position. November 2000
4. | The superintendent interviews and hires a candidate. December 2000
5. | The director assumes the position and implements the January 2001

organizational changes.

FISCAL IMPACT

The average salary of a GISD director is $58,155. With 25 percent of
salary for benefits ($14,539), the total costs of the new director position
would be $72,694. One-half of that amount is estimated for 2000-2001
due to the January start date.

Recommendation 2000-01 | 2001-02 | 2002-03 | 2003-04 | 2004-05

Create adirector of ($36,347) | ($72,694) | ($72,694) | ($72,694) | ($72,694)
Community and
Employee Relations
position.

FINDING

The superintendent hes been operating with limited senior staff:




The assistant superintendent of Administrative Services was on
disability leave and retired at the end of 1999. This position
supervised all the principals.

The assistant superintendent of Business Servicesresigned in
January 2000 to take a position in another district. The district has
since hired a replacement.

Five of the 14 principals have been a principal in GISD for two
years or less.

A number of the personnel, especially in the instructiona support
areas, have multiple program or functional responsibilities that
distract them from focusing in any one area.

Other organizational issues are noted by TSPR and discussed in other
chapters of this report. The assistant superintendent of Administrative
Services position is vacant, and no position is now responsible for
coordinating community and employee relations.

In planning and communications, the director of Communications position
has been handling responsibilities that involve coordination and planning
on adistrictwide basis. Two positions are responsible for communications
with the community, but no position is responsible for volunteer and
business partnerships.Librarians report to a position that spends part-time
in the Communications Department, and the prior incumbent was not a
certified librarian and does not have educational experience.

In instructional technology, there is no staff to help teachers integrate
technology in their lesson plans and train teachers to use technology.

The Physical Education/Athletics Department reports to the assistant
superintendent of Business Services even though the primary function of
the position is implementing the Texas Essential Knowledge and Skills
(TEKS) curriculum for physical education.

The functions of guidance, counseling, testing and social work are
fragmented and opportunities exist to provide better, coordinated service
to students and families.

In nontinstructional areas, the number of Maintenance Department crafts
positions is below industry standards and cannot address facilities needsin
GISD. Custodia staffing is above industry standards.

Also, opportunities may exist for outsourcing key functions of GISD:
payroll, child nutrition, tax office, maintenance responsibilities, and
transportation.



Overdl, in the past severa years, the digtrict's difficulties in managing its
business functions have overshadowed the successes of the district's
educational achievements.

Recommendation 9:

Reor ganize central administration to provide an efficient and effective
business operation.

By reorganizing administrative services, continued educational
improvements will result, with educational services once again becoming
the primary focus in the district.

The following actions summarize the changes recommended throughout
this report, which will provide an efficient business operation.

Eliminating the assistant superintendent of Administrative Services
position.

Creating a new director of Community and Employee Relations
position.

Redefining the Director of Elementary Education position to
Director of Guidance, Counseling, and Testing and assigning all
counselors, socia workers, and academic coordinators to report to
this position.

Consolidating the Maintenance and Operations Departments under
one director and eliminating one director position.

Redefining the director of Communications position to director of
Planning position that would be responsible for coordinating all
planning initiatives, monitoring board policies and their impact on
planning, and integrating the community in the process.
Redefining the position of coordinator of Media/Curriculum
Support Servicesto a public information officer at the coordinator
level.

Establishing a position of coordinator of Volunteerism and
Partnerships to handle school-business liaison and assist in
developing a strong volunteer program.

Redefining the position of executive director of Personnel to be the
primary position responsible for recruiting and eliminating two
paraprofessional positions.

The recommended organization is presented in Exhibit 1-7.



Exhibit 1-7
GISD Recommended Organization
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IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The Board of Trustees authorizes the superintendent to September 2000
reorganize GISD according to the recommended plan.

2. | The superintendent and the executive director of Personnel | September -
prepare new job descriptions to reflect the recommended | October 2000
changes.

3. | GISD advertises the new positions, the superintendent November 2000 -
interviews candidates, and presents recommended February 2001
candidates to the board for approval.

FISCAL IMPACT

The fiscal impacts associated with these recommended changes are
described in concert with each individual recommendation.

FINDING

GISD has no plan for training potential candidates inside the district to
assume the responsibilities of key central or campus positions. In 1999, a
GISD employee filled only ore central office position in the Curriculum
and Instruction Department, the position of director of Elementary
Education. Candidates from outside GISD filled the director positions for
Bilingual/ESL and Secondary Education. The district does not have a
second layer to draw upon to fill many of these key positions. Most




directorsin the curriculum and instruction areas have only clerical
assistants.

Many of the district's administrators are currently eligible for retirement,
including five central administrators and 12 campus administrators. Five
of the 14 principals have been aprincipa in GISD for less than two years.
Of those five new hires, two were promoted from existing GISD staff.

Principals said that while new teachers get a week of staff development in
areas like classroom and behavior management, new principals receive no
training before arriving on their campus.

Katy ISD has aleadership academy that was developed to "support
teachers interested in pursuing a career in educational administration” In
1999-2000, the academy expanded to not only respond to the needs of
aspiring administrators, but also to increase the skills of practicing
administrators.

The program includes formal training in critical leadership issues, peer
collaboration and job shadowing (for example, observing current
administrators handle their responsibilities). Participants meet once per
month from October through May.

Each summer, Spring I1SD conducts administrative training for all
administrators above the level of assistant principal. This program lasts
from three to five days.

Each year, there is a designated theme for the training. Recent themes
have included:

Site-based decision-making;

Teaching, learning and respect;

Preparing to create the conditions for classroom success; and
Team building and leadership development.

Each program requires some advance preparation, such as reading articles
or books, preparing information to discuss or present and researching
topics that will be studied. The sessions involve not only full group
meetings, but also small group workshops on specific topics.

Many districts and private sector organizations groom replacements in
secondary-level positionsto step in after serving an "apprenticeship” of
three to four years. GISD, however, does not.

Recommendation 10:



Develop an internal management training program.

The program should identify potential candidates, assign them to varied
roles within central office and/or campus management under the tutelage

of current incumbents and screen qualified successors.

The program should be designed for administrators, principals, assistant

principals and aspiring administrators to help them handle current

responsibilities and assume other administrative positionsin GISD.

The training could include an evauation instrument, first-level supervisor
training, financial budgeting techniques related to the district's reporting
system and interpersonal skills for working with parents, teachers and

students.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent assigns a committee of key September
administrators the responsibility for developing information | 2000
to support a plan, training program and/or recruitment.

2. | Using this information, the committee designs and September -
recommends a plan to the superintendent and all December 2000
administrative staff.

3. | The superintendent and administrative staff incorporate February 2001
modifications in the recommended plan, and the plan is
finalized.

4. | The superintendent presents the plan to the board for review | March 2001
and discussion.

5. | The board approves the plan, responsibilities are assigned May 2001

and the plan is implemented.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

When the assistant superintendent of Curriculum and Instruction assumed
the position five years ago, the percentage of GISD students passing
TAAS was low (Exhibit 1-8), and GISD students passing TAAS in
reading lagged the state average by 13 percent and the region by 14
percent. In 1998-99, that gap had closed to 2 percent in both cases. The
performance gap between Anglo and minority students also has decreased

significantly.




Exhibit 1-8
Per centage of GI SD Studentsin Grades 3-8 and 10 Passing TAAS
1994-95 - 1998-99

Category | 1994-95 | 1998-99 Pgﬁ: f%”;ggge
Reading | 65.4%| 84.5% +19.1 |
Writing 74.3%| 85.5% +11.2 |
Math 51.6% 83.5% +31.9]
All tests | 46.9% | 75.3% +29.4]

Source: TEA AEISreports, 1994-95 - 1998-99.

To accomplish these results, the assistant superintendent implemented a
"top down" management approach that has led to a number of key
programs being implemented to affect student achievement: the Success
For All (SFA) reading program, a new math curriculum, benchmark
testing, dropout and attendance task forces and classroom
management/teacher effectiveness training. The central office set the
student achievement goals, provided programs such as SFA, and
instructed principals to reach the established targets. Principals did not
have to use the reading or math program made available by the central
office, but they did have to meet the established goal.

The assistant superintendent of Curriculum and Instruction also devel oped
aplan so GISD received a"Recognized" rating. This plan required
significant effort by central administrative staff, principals, and teachers.

In overhauling district programs, there also has been a high turnover in
principals. New principals willing to accept the challenge of increasing
student performance have been brought onto the GISD management team.
The assistant superintendent has consistently emphasized performance and
held principals and teachers accountable.

The district improved student performance over the past five years and
replaced management team members with new performers committed to
taking the district to the Recognized level; however; the approach is
causing dissatisfaction. Focus group participants said that energies and
efforts should be refocused. Comments included:

"Building principals have little or no input ondecisions that affect
them.”

"The district administration should have more of a‘we care
attitude toward schools.”



"Support from the district administration. Many times you are
given ajob, promised help, and then, many times, abandoned.”
"Support for teachersiscrucial.”

"Poor administrative cooperation with the schools.”

"The staff sees the district leadership as distant.”

Thirty-eight percent of the teachers who responded to the TSPR survey
said they strongly agreed or agreed with the statement, " Centra
administration supports the educational process.” Forty-one percent of the
teachers strongly disagreed or disagreed with the statement.

Seventy-two percent of principals and assistant principals who responded
to the survey strongly agreed or agreed with the statement. However, in
focus group meetings, principals were vocal about the situation:

"Our voice needs to be heard in an effective manner.”
"Do principals have input? As principals, we need input.”
"We need to be involved in planning.”

Principals only meet with the superintendent three times per year and don't
receive the level of interaction they, as a group, believe is necessary.
Teachers were positive about the new math curriculum that was developed
using GISD teachers to write the curriculum.

Recommendation 11:

Develop strategiesto involve principalsin the decision-making process
on key district initiatives.

All GISD schools have achieved at least an Acceptable rating from TEA.
The district has put into place a strong team of principals and central
administrators and the district is close to achieving a Recognized rating.
The management style should now change to make the approach more
collaborative, for example involving central staff, principals and teachers.

Among the types of collaborative efforts that should be established are:

Monthly meetings between the principals as a group and the
assistant superintendent to review progress toward goals and
objectives, to identify obstacles affecting performance and to
develop strategies to achieve goals and objectives.

Participation by the principals in the budgeting process, not only at
the campus level but also at the district level.

Involvement by principals in the superintendent's cabinet meetings.
Participation by principalsin key district/community initiatives,
such as participation in the summit on minority student exemption



from TAAS, long-range planning initiatives involving facilities,
and reorganizing staff responsibilities.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent, assistant superintendent of Curriculum | October 2000
and Instruction and the principals discuss ways to involve
principalsin key decisionmaking initiatives.

2. | The superintendent identifies key ways to involve principals | November
in ongoing programs or committees and submits them to the | 2000
assistant superintendent and principals for review.

3. | The superintendent incorporates comments and implements | December 2000
the plan. and Ongoing

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

In focus groups, principals, teachers and district staff said problems exist
in the relationships between central staff and the schools:

"Low teacher morale is the single, most important issue.”

"Too much gossip.”

"Moraeis at the lowest possible level.”

"We need improved communication and cooperation between and
among departments and campuses.”

"Consult with teachers before decisions are made that affect the
classroom.”

Combined with the recent criticism of the district, participants said morale
was very low throughout the district. In individual interviews with all
principals, they said that teacher morale was suffering.

Severa districtsin Region 4, including Clear Creek, Conroe and Spring,
use the Organizational Health Inventory (OHI) as a way to assess
organizational climate, or how teachers feel about their work environment.
The OHI, which contains 44 items at the secondary level and 37 items at
the elementary level, helps principals understand how teachers feel about
the health of their schools. Healthy schools are defined by OHI as follows:

"A healthy school is protected from unreasonable community and parental
pressures...The principa of a healthy school is a dynamic leader,
integrating both task-oriented and relations-oriented leader behavior. Such




behavior is supportive of teachers, yet provides high standards for
performance...Moreover, the principal has influence with his or her
superiors, which is demonstrated by the ability to get what is needed for
the effective operation of the schoal..."

OHI questionnaires are administered anonymously and scored by someone
other than alocal school principal. A profile is prepared for each school
addressing the areas noted above. Areas of strength as well as those that
need improvement are identified and serve as the basis for increasing the
effectiveness of a principal as aleader and strengthening his or her
working relationship with teachers, staff and students.

Recommendation 12;

Assess the organizational heath in each school annually using a
qualified survey instrument.

Principals and district department heads should annually assess the
organizational health of the schools and departments for which they have
leadership responsibilities. High-quality programs focus on feedback as a
basis for continuous improvement.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent appoints a committee of principalsto review | October
the literature and best practices for assessing organizational 2000
health and recommend an instrument for GISD.

2. | The superintendent reviews the proposed instrument with all November
principals and approvesit. 2000

3. | The principals review the instrument with those staff members | January
who directly report to them. 2001

4. | The principals ask the school staffs to complete the April 2001

organizational health surveys. The surveys are returned to the
principals.

5. | The principals share with the staff the steps they plan to taketo | June 2001
improve and strengthen organizational health at their schools.

FISCAL IMPACT

The district should budget $2,500 annually to purchase survey
guestionnaires and related materials and for scoring of the instruments.

Recommendation 2000-01 | 2001-02 | 2002-03 | 2003-04 | 2004-05




Assess the organizational
health in each school annually
using aqualified survey ($2,500) | ($2,500) | ($2,500) | ($2,500) | ($2,500)

instrument.




Chapter 1
DISTRICT ORGANIZATION AND MANAGEMENT

D. Site-Based Decision-M aking

Section 21 of the Texas Education Code describes certain requirements for
implementing site-based decision making (SBDM) in Texas school
districts. The major theme of SBDM is the empowerment of students,
parents, teachers, principals and schools. The code describes requirements
for annual district and campus improvement plans, composition of district
and campus decision making committees, election of representatives to
each committee, terms of office, meetings and general responsibilities.

GISD adopted a policy in 1991 to create district and school-based
collaborative decision making councils in compliance with state law and
has amended the origina policy several times since then, most recently in
1996.

The district council consists of four representatives from district-level
professional staff, three community representatives, one business person
and one representative from each campus. All district council
representatives serve for two- year terms.

Two-thirds of each campus council must be classroom teachers. Other
members must be at |east two parents, one community/business
representative and one district-level professional staff member.

Each campus council must meet at least once each year or as many times
as necessary to accomplish the following:

Conduct a comprehensive campus needs assessment;
Develop and approve a Campus Improvement Plan (CIP);
Evaluate the current year's CIP; and

Evaluate the campus planning process (every other year).

The completed CIP must be approved by the members of the council and
submitted to a vote of the faculty. Notice of the campus council meetings
must be distributed to parents. At least one-half of the meetings of the
campus council must be evening meetings to encourage the public's
participation.

FINDING

According to the SBDM chair at Weis Middle School, the SBDM council
members at Weis fed like the school is "their school." As aresult, "people



want to serve on the council,” and this feeling has positively impacted
student achievement and teacher moral e through the collaborative,
participatory atmosphere it creates.

The council includes two teachers from each grade level, one non-teaching
professional school staff member, one auxiliary staff member, two
community members, one parent, one district administrator and the
principa as a nonvoting member. Each member of the campus council
must chair one subcommittee.

According to the principal and the SBDM chair, everyone at the school
has "bought into the site-based approach.” Budget allocations are
determined by the council based upon district and campus priorities. The
principal does not override the council's decisions.

For example, the issue of whether students at Weis Middle School should
wear uniforms was a heated controversy for severa years. The principal
opposed students wearing uniforms; however, the SBDM council
approved uniforms for students beginning with the 1999-2000 school year,
and the principa implemented the policy.

COMMENDATION

Site-based decision-making functions effectively at Weis Middle
School.

FINDING

Site-based decision-making policies are not consistently understood at
each campus. It is not clear what decisions can or cannot be made by each
campus council. As aresult, conflicts arise when central staff change
campus decisions. Principals said there is "little or no respect” between the
schools and the central office.

GISD has no specific guidelines delegating responsibilities for decision
making among schools, administrators and/or the board. Interviews with
the chairs of SBDM councils indicated a lack of consistency in how
issues, such as budget allocations and curriculum decisions are handled at
their schoals.

Recommendation 13:

Create a model assigning specific responsibilities for decision making
among schools, administrators and the board.



Some districts have addressed this problem by creating a model (Exhibit
1-9) that assigns responsibility at each level for providing input, offering
recommendations, making decisions and giving approval. A model can

add clarity and consistency to the decision making process.

Exhibit 1-9
Partial Site-Based Decision-M aking M odel

Function

Principal

Central
Office

Superintendent

Board

SBDM
Committees

Goal setting:
Develop campus
improvement plan.

D

R

R

A

Personnel: Make
final
recommendation to
select new
personnel and
assign new and
current campus
staff.

Budget: Determine
campus alocations
for specia
populations
programs.

| = Input: share/provide information/advise
D= Decide: make a choice/judgment
R= Recommend: to present as worthy of acceptance
A= Approve: give formal/official sanction

Source: Sporing Branch Independent School District Model for Increasing
School Effectiveness Through More Campus-based Decision-making.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent meets with principals, SBDM chairs and
senior staff to review GISD's nhilosonhv. nolicv and

September -

December




procedures on SBDM and then develop a model that clearly | 2000
delineates responsibilities.

2. | The superintendent presents the model to the board for February 2001
approval.

FISCAL IMPACT

This recommendation can be implemented with existing resources.



Chapter 1
DISTRICT ORGANIZATION AND MANAGEMENT

E. Policies and Procedures
FINDING

Board travel policies and related expenditures came under serious public
criticism in the last year. Public forum participants and survey respondents
also expressed consistent criticism in this area. When the TSPR review
began, GISD had just approved updated staff travel policies and was
adopting board travel policies. The district adopted the new board travel
policies during the review on November 17, 1999. The district had not
previously had a specific travel policy for board members, but relied on
existing staff travel policiesto deal with board travel expenses. Board
travel expenses have consistently been a part of the district's annual

general fund budget.

Citizens filed complaints with TEA over trips made by the board president
and other matters related to the board's travel policy and expenditures.
TEA performed a special review of administration, board member and
employee travel budgetsin fall 1999 as a result of these complaints.

In addition, ethics complaints were filed with the State Board for Educator
Certification against the superintendent and assistant superintendent for
Business Services. These complaints were subsequently denied in a
November 29, 1999 order executed by the State Board for Educator
Certification.

TEA sent acopy of its preliminary report dated December 30, 1999 to the
superintendent on January 5, 2000. The Galveston County District
Attorney also requested a copy of the report that was submitted to the
grand jury for review. The grand jury conducted interviews with board
members, administrative staff and community members, and returned with
the decision that no indictments will be made against anyone.

TEA's findings addressed the following issues of concern:

IRS compliance problems with travel policies and reportable
income to staff and employees,

the district's failure to adhere to State of Texas reimbursement
rates and

internal control deficiencies that could preclude the district's
preparation of financial statements in accordance with accepted
accounting principles.



TEA recommended that the board explain the educational benefit received
as aresult of the board president's international trip (Exhibit 1-10). The
TEA aso recommended filing amended W-2's for travel reimbursements

that lacked adequate supporting documentation.

Exhibit 1-10
TEA Recommendations from Preliminary Investigative

Report on GISD Board and Staff Travel Policies and Expenditures

Number

Recommendation Content

1

Include an explanation of the educational benefit received as a result of
the board president's trip to Accra, Ghana.

Review local policies and guidelines concerning use of the district's
credit cards by employees.

Review policies and record keeping practices for compliance with
Internal Revenue Service requirements for an accountable travel
reimbursement plan.

File amended W-2's for prior years, as appropriate, for nortaccountable
travel reimbursements.

Develop a practice for processing al travel vouchers that is consistent
with the district's local board policy.

Issue a memorandum to all board members and district employees
stating that the district does not provide reimbursement for unallowable
expenses such astips.

Review policies and record-keeping practices for compliance with
generally accepted accounting principles requirements.

Issue a memorandum to all board members and district employees
stating instructions for completing travel vouchers to include full detail
for all expenses incurred for artrip.

Review policies to ensure adequate procedures for receiving and
processing purchase requisitions and develop a practice for processing
all purchase requisitions that is consistent with the district's local

policy.

Source: Texas Education Agency Preliminary Investigative Report,
December 30, 1999.

GISD responded to TEA's report in February 2000. The district's response
via the superintendent indicated that "with but a few exceptions, we agree




with your overal findings." Their response included various ways that
they would attempt to prevent the situations from occurring again.

Although the district now has board and staff travel policies, GISD's
internal control processes fail to ensure compliance with accepted practice.
The new policies require board members to use an expense voucher form.
The form provides basic information for each board member's trip,
including location, dates and meeting sponsor. It also includes related
information, including transportation arrangements, lodging
accommodations, any meeting registration fees and detailed daily expense
items. The form includes a settlement section detailing the method of
reimbursement, including the offset of any approved travel advances and a
gpace for the board member to sign the form and for the approving
signature of an administrator or board member.

The new board travel policies preclude the payment of cash advances to
board members without appropriate documentation and approval by the
board, the superintendent or assistant superintendent of Business Services.
The policies also prohibit paying the expenses of spouses and others that
accompany board members on education-related trips (Exhibit 1-11).

Exhibit 1-11

GISD Board Travel Palicies- BBG (L ocal)

November 1999

Area

Description

Compensation

Board members shall serve without compensation. Education
Code 11.061(d)

Cash advance There shall be no cash advances to board members.

Payment of Where a predetermined amount to cover specific expensesis

predetermined provided in the procedural guidelines, such as a per diem for

amount food or mileage allowance, an amount equal to the
predetermined amount may be advanced to the board
member traveling on official business.

Annual meeting Board members shall meet annually to discuss and to
determine the board's travel budget for the coming year. The
board shall also discuss the types of training each member
needs for the upcoming year.

Nor+member The board may not pay the travel expenses of spouses and

expenses other persons who have no responsibilities or duties to

perform for the board when they accompany board members
to board-related activities. Atty. Gen. Op. MW 93(1979)




Reimbursement

Reimbursement shall be made in accordance with the
procedural guidelines approved by the board. To the extent
practical, the procedural guidelines should reflect the
procedures for administrative and staff travel.

Source: GISD policy files; assistant superintendent of Business Services.

The revised staff travel policies address mileage reimbursements for the
business use of personally owned vehicles, out-of-district travel expenses
and local business expenses (Exhibit 1-12).

Exhibit 1-12

GISD Revised Staff Travel Policies- DEE (L ocal)

July 1999

Area

Description

Genera

The district will reimburse persons authorized to travel for
official business and educational activities.
Reimbursements will be limited to approved business and
travel expenses incurred for the benefit of the district and
in compliance with the travel procedures of the district.
Such expenses shall be generaly restricted to mileage
reilmbursements, approved out-of-district travel and local
business.

Mileage
reimbursement for
personally owned

vehicles (POV)

Persons whose duties require travel by POV may be
reimbursed for actual miles traveled on district business.
All such travel must have prior administrative approval.
The mileage reimbursement rate shall meet district
guidelines.

Out-of-District travel | Persons whose duties require meetings in the interest of the

district may be reimbursed for the following types of
expenses incurred for such activities. Reimbursable
expenses include cost of transportation, lodging,
miscellaneous local transportation, event costs, telephone
calls made on district business, and cost of meals. All such
travel must have prior administrative approval.

Local Business

The superintendent or any assistant superintendent may
authorize the reimbursement of local travel and business
costs to persons whose duties require the incurring of such
costs for the district.

Source: GISD policy files; assistant superintendent of Business Services.




GISD'srevised policies do not specifically address out-of-country travel.

GISD's adherence to travel policy revisions depends on the diligence of
the superintendent and assistant superintendent of Business Servicesin
enforcing procedural controls designed to ensure compliance with the
district's revised travel policies. A well-designed control process includes
procedures that review the status of travel requests and advances monthly.
Any unresolved or unsettled travel advances would result in disapproval of
any subsequent travel requests and/or related advances. Information also
would be submitted to the district's legal counsel for guidance. All board
travel requests and related advances would be specifically reviewed in
GISD's monthly finance committee meeting and approved by the board
before the advance is made and/or the trip is taken. All out-of-country
travel requests would include sufficient documentation for the board to
make an informed decision about the possible educational benefits that
GISD would reap from the trip.

Adequate procedura controls include timelines for submitting requests in
advance. These timelines give administrators and board members enough
time to consider established policies before approving any trip requests
and/or related expense or advances.

Appropriate controls also include budget preparation guidelines for the
travel expenses of the board and staff. Proper control elements include
consideration of annual travel budgets and the detailed makeup of these
budgets during the annual budget development process.
Recommendation 14:

I nstitute strong procedural controlsto enforce revised board and staff
travel policies.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The assistant superintendent of Business Servicesreviewsexisting | June
procedures designed to enforce revised board and staff travel 2000
policies and develops stronger controls to ensure these policies are
followed.

2. | The assistant superintendent of Business Services presents the June
revised procedural guidelines to the superintendent, and the 2000
superintendent reviews the changes with GISD's finance committee.

3. | GISD's finance committee recommends approva of revised July
administrative procedures at the regular monthly board meeting. 2000

4. | The assistant s Inerintendent of Blisiness Services distribites revised | Auoust




procedural guidelinesto al district departments and implements 2000
revised procedures.

FISCAL IMPACT

This recommendation can be implemented with existing resources.



Chapter 1
DISTRICT ORGANIZATION AND MANAGEMENT

F. Bolivar Peninsula

GISD's boundaries extend onto the lower Bolivar Peninsula (Bolivar), a
part of the mainland northeast of Galveston Island across the major
shipping lane entrance into the Port of Galveston and the Houston Ship
Channel from the Gulf of Mexico. Access to Bolivar from the eastern end
of Galveston Iland is by ferry that is a part of Texas State Highway 87.
Bolivar is approximately 25 miles long and includes the towns and
villages of Port Bolivar, Crystal Beach, Singing Sands - West, Singing
Sands, Gilcrest and Kaplan. GISD's boundaries run northeast into Bolivar
approximately 18 miles through Crystal Beach and Singing Sands - West.
High Idland ISD (HI1SD) is contiguous on the eastern end to GISD and
extends northeast through the remaining five miles of Bolivar and seven
additional miles into the mainland and includes the town of High Island.

GISD has one facility on Bolivar (in Port Bolivar) serving approximately
206 students in grades K-8. GISD estimates that another 30 students come
across the ferry daily to attend Ball High School. The Galveston Central
Appraisa District and HIISD estimate the total permanent population on
Bolivar to be between 1,800 and 2,000. Approximately one-half of
Bolivar's permanent residents live in Port Bolivar on the southwest end of
the peninsula inside GISD boundaries. Bolivar's residents consist of
retirees and those working in the fishing and tourism industries. Bolivar
also has many part-time residents that own a second beach home for
recreational use. Due to the nature of Bolivar's tourism and fishing
environmerts, the population is transient. GISD estimates that thereisa 25
percent variance annually in the student population at the Bolivar K-8.

The ethnic make up of the 206 students at the Bolivar K-8 is 82 percent
Anglo, 17 percent Hispanic and 1 percent Other. No African American
students attend the school. The ethnic make up of the Bolivar K-8is
representative of Bolivar's permanent population. Forty-five percent of the
students at the Bolivar facility are economically disadvantaged based on
the guidelines of the National School Lunch and Breakfast Programs.

A number of GISD students on Bolivar routinely transfer to HI1SD. The
total number of students currently transferring from GISD to HIISD is
123. Exhibit 1-13 shows the total students transferring to HIISD from
GISD by grade level for the past two years.



Exhibit 1-13
Total Students Transferring from GISD to HII1SD by Grade Leve
1998-99 - 1999-2000

1998-99 1999-2000
Grade Level | 1998-99 | Per centage | 1999-2000 | Per centage
of Total of Total
K 8 5.59% 4 3.25%
1% 5 3.50% 7 5.69%
2 nd 3 2.10% 3 2.44%
3" 7 4.90% 5 4.07%
4t 9 6.29% 3 2.44%
5t 6 4.20% 10 8.13%
6™ 7 4.90% 7 5.69%
7 18 12.59% 6 4.88%
gm 12 8.39% 14 11.38%
gt 20|  13.99% 17 13.82%
10™ 12 8.39% 16 13.01%
1™ 23 16.08% 11 8.94%
12t 13 9.09% 20 16.26%)
Total 143| 100.00% 123|  100.00%

Source; HIISD and GISD Sudent Transfer Records.

The GISD students that opt to attend HI1SD must pay tuition transfer fees
to HIISD. The tuition charge varies depending on the student category
based on the National School Lunch and Breakfast program. Exhibit 1-14
summarizes HI1SD's tuition transfer fees for GISD students attending
HI1SD schools.

Exhibit 1-14
HI11SD Tuition Transfer Fee Schedule
1999-2000
Student Type Tuition Charge

Qualify for free lunch None




Qualify for reduced-price lunch $80 per year for the first child plus
$5 per year for each additional child

GISD transfer students in grades 9-12 that | None
qualify for Public Education Grant (PEG)

All other students $160 per year plus $10 per year for
each additional child

Source:; HI1SD Business Office.

GISD's 1999-2000 total direct budgeted cost for serving Bolivar is more
than $1.6 million. Operating costs are 79.2 percent, or nearly $1.3 million,
of the total budget for 1999-2000 (Exhibit 1-15).

Exhibit 1-15
GISD Bolivar Peninsula Budgeted Costs
1999-2000

Cost Category Budget | Percentage of Total
Payroll costs $941,920 58.83%
Professional and contracted services |  $42,916 2.68%
Supplies and materials $33,537 2.09%|
Other operating costs $11,527 0.72%
Capital outlay $3,000 o.19%|
Food service $90,700 5.67%
Transportation $144,412 9.02%
Total operating $1,268,012 79.20% |
Federal and specia funds $211,348 13.20%
Technology allotment $22,323 1.39%‘
Campus activity funds $13,620 0.85%
Maintenance tax note $85,750 5.36% |
Total nonoperating $333,041 20.80%
Total $1,601,053 100.00%

Source: GISD Business Services Office records.

FINDING




Providing educational services to GISD students on Bolivar is costly and
students and parents have voiced considerable dissatisfaction with the
current system. Consequently, a number of GISD students transfer to
HI1SD. One reason that students transfer from GISD includes the
geographic issues associated with the location of Bolivar relative to
Galveston. To reach Galveston from Bolivar parents and students must
cross one of Texas major shipping lanes, resulting in reduced access to
athletic programs in middle school, transportation problems in getting to
Galveston Island by ferry, and access to other normal instructional and
extracurricular activities at the middle and high school levels. According
to GISD and HIISD officias, one of the primary reasons that families
wish to transfer their children is that they do not want their children to
have to travel by ferry to Galveston Island because of timing and
inconvenience. Of approximately 350 GISD students on the GISD portion
of Bolivar, about 35 percent are already transferring to adjacent HIISD.

According to the HIISD superintendent, many parents are dissatisfied with
GISD facilities and services on Bolivar. Each spring, due to the increasing
number of GISD transfers to HIISD, the HIISD superintendent holds
public forumsin Crystal Beach and Port Bolivar to discuss transfer
alternatives with Bolivar parents. Built in 1956, the Bolivar facility
measures 18,480 square feet. GISD designed the Bolivar facility for 120
students and the facility presently has 11 permanent classrooms and four
portable classrooms. The facility currently serves 84 more students than its
designed capacity. And, athough Bolivar's facility has a connection to the
district's wide area computer network, due to the facility's location, the
connection is much slower than for other district facilities.

GISD is planning to use $85,750 from recently issued tax maintenance
notes for Bolivar facility improvements. Planned improvements include
fire darms ($7,750), an air conditioning unit ($8,000), an overall facility
needs assessment ($10,000) and the elevation of portable buildings
($60,000). The GISD's November 1998 facility needs report, prepared by
the maintenance department, states that the Bolivar facility needed
recommended repairs totaling $98,400. The recommended repairs
included the replacement of floor coverings ($26,000), the installation of
fire alarms ($40,000), the replacement of two air conditioning units
($30,000) and the replacement of the cafeteria fire suppression system
(%$2,400). The Citizen's Facilities Committee recommended a complete
assessment of the Bolivar facility in July 1999. GISD's maintenance
department filled 74 work orders at the Bolivar facility between August
and December of 1999.

Equal educational service delivery for GISD students at the Bolivar K-8
facility is costly and difficult for GISD. Total instructional expenditures
per student of $3,314 ($676,189 for 204 students) for 1998-99 were the



fourth highest of any district campus. GISD instructional expenditures per
student for 1998-99 range from $2,473 at Oppe Elementary to $4,623 at
the Alternative School based on Texas Education Agency, AEIS and Child
Nutrition information. No Bolivar students participate in GISD's gifted
and talented program. Bolivar students wishing to attend a summer school
program must do so on the island, resulting in virtually no participation by
GISD's Bolivar students.

GISD's trangportation costs for the Bolivar operation are high. GISD uses
at least five buses including a special education bus with drop-offs at the
ferry landing and pickups to extend into Bolivar. GISD leaves three buses
on Bolivar permanently, except when routine maintenance needs bring
them to the district's bus barn. One regular bus brings high school students
to and from Galveston Island daily and a specia education bus makes the
complete trip each day. HIISD aso sends abus al the way to Port Bolivar
for transfer students resulting in duplicate costs for both districts.

The food service function on Bolivar presents a variety of problems for
GISD. Facility restrictions prevent the school from offering menus equal
to other elementary and middle schools in the district. The manager
modifies the menus based on the ability to prepare items in the kitchen,
which restricts the menu selection. The Bolivar kitchen is not equipped
with the same capabilities as other district kitchens and, in recent years,
has been found to be out of compliance with various local and federal
guidelines.

The primary school's meals are served in atemporary make shift kitchen
in the community center. The food is prepared in the kitchen of the
Bolivar School and is transported to the primary school in containers and
in private cars. The school has a van but often it is not working and the
employees use their cars. The hot food is placed in a hot cart in the
primary kitchen until service. The cold foods sit out of refrigeration. There
isamilk box and an ice cream box. The temporary kitchen is also the
cafeteria and the multi purpose room. There is no serving table. A sneeze
guard does not protect the food. The vents in the ceiling are stuffed with
paper. There is no separate hand-washing sink, and there is no restroom
facility for the employees.

The Bolivar Middle School students are provided the same menu as the
Bolivar elementary school children. On the island, the middle school
students have a different menu. The space and availability of equipment in
the Bolivar food service is limited, and the menu and service are adjusted
to the facility. Some snack items and other a la carte foods cannot be
served or prepared at thislocation.



The vendor that supplies the food items only delivers to the school twice a
month according to the requirements of the negotiated contract. This
supply schedule may also affect product availability.

GISD provides no security services for Bolivar and Bolivar has no two-
way radio communication capability. While the principal indicates that
security has not been a problem for the school, there are few mechanisms
in place to deal with crisis situations should they occur.

A number of options has been considered over the years for dealing with
the challenges facing the school on Bolivar, including detaching the lower
peninsula and permitting HI1SD to annex this area. Other options explored
include alowing HIISD to operate the Bolivar campus, contracting with
HI1SD for handling students on Bolivar, or granting a local charter to the
Bolivar area. HI1SD produced a petition for detachment and annexation
signed by the HIISD board president in 1976; however, no action resulted
from this petition.

A preliminary analysis of the effect of detaching the lower peninsula and
permitting HI1SD to annex this area showed that GISD's loss of property
taxes from the detachment would approximately equal the costs currently
associated with providing services to the existing students. When HI1SD
annexed the area, however, their property value per student would rise,
making it possible that HIISD would lose most state funding and even
have to send dollars back to the state under the state's equalized wealth,
funding formulas outlined in Chapter 41 of the Texas Education Code.
Overall their total revenues would increase, but the total number of
students being served would increase as well. Also, current debt
obligations of GISD would, by law, be allocated to taxpayersin GISD's
portion of Bolivar, therefore HIISD might have to pay GISD back for
some portion of their current debt service for the life of existing bonded
indebtedness.

One option that seemed to have the greatest potential for both districts was
for GISD to contract with HIISD to operate the school. While GISD
would continue to pay for services, they would not have the responsibility
associated with providing services to students in a remote location. HI1SD
may be able to provide services to these students at a lower cos because
the district isin closer proximity to the students they are serving. HI1SD
would have increased enrollment numbers, which would solidify their
property wedlth status below the levels that trigger the Chapter 41
provisions for sharing their wealth with other districts. And, with
additional students, HIISD may be able to achieve some efficiencies
associated with serving alarger student population, such as filling classes
or being able to offer additional classes that were previously impractical
for asmaller group of students.



Recommendation 15:

Examine all of the optionsfor improving educational opportunities
and support servicesfor studentsin the GISD section of Bolivar.

These actions will take significant planning and time and should be
discussed openly and jointly with the parents, students, boards,
administrators, teachers and community leaders in both GISD and HIISD.
Advice from legal representatives from both districts will be necessary.
Consultations with and guidance from the TEA's state funding and legd
divisions aso will be necessary.

Some of the considerations that must, at a minimum, be taken into account
include:

Provisions for students already enrolled at Ball High School who
come from Bolivar Peninsula and wish to remain at Ball High
Schooal.

The impact of enrollment shifts on the state's funding formulas and
the cumulative property wealth levels of both districts.

The condition and capacity of current GISD and HIISD facilities as
compared to current and projected enrollments.

Provisions for continued services for students with specia needs.
Students that prefer to remain in GISD to participate in certain
athletic or academic offerings that are not available in HIISD.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The GISD superintendent and board initiate conversationswith | September

the HI1SD board and administration and jointly establish a 2000
feasibility committee made up of parents, students,
administrators, teachers and community leaders in both GISD
and HIISD.

2. | The committee representatives begin meeting in open session to | October

discuss the options and assigns research activities to members of | 2000
the committee.

3. | The committee, with assistance and guidance from lega March
representatives from both districts and representatives from TEA | 2001
develop a comprehensive plan designed to improve services to
students in the GISD section of Bolivar.

4. | The committee presents a plan to the GISD and HIISD boards April 2001

for review and approval.

5. | The GISD and HIISD boards approve the plan and direct the May 2001

administration of hoth districts to move forward with




implementation.

6. | GISD and HIISD begin operations under the terms of the August 1,
adopted plan. 2001

FISCAL IMPACT

The work of the committee can be conducted with current resources. Any
savings associated with efficiencies achieved by both districts will depend
solely upon the option adopted by the districts and are therefore not
estimated for purposes of this report.



Chapter 2

EDUCATION SERVICE DELIVERY
AND PERFORMANCE MEASURES

This chapter examines the educational services delivery and performance
measures of the Galveston Independent School District (GISD) in the
following aress:

A. Student Performance

B. Curriculum and Instruction Programs

C. Staff Development

D. Accelerated Education

E. Bilingual/English as a Second Language (ESL) Program
F. Career and Technology Education (CATE)

G. Gifted and Talented Education Program

H. Specia Student Populations

I. Grant Writing

J. Physical Education/Athletics

Instructional programs and services are developed, evaluated and modified
based upon student performance measured by standardized tests, student
achievement of learning objectives and the changing composition of the
student population. Higher concentrations of students at risk of dropping
out mean that districts must develop targeted programs to ensure these
students perform at grade-level norms.

BACKGROUND

Since 1993, Texas has rated and accredited districts and schools based
upon specific performance measures including student passing rates on the
reading, writing and math portions of the Texas Assessment of Academic
Skills (TAAYS), dropout rates and attendance rates. Districts and campuses
within districts are evaluated each year and given arating as seenin
Exhibit 2-1.

Exhibit 2-1
TEA Accountability Ratings
1998-99
Rating Applicability/Explanation
Exemplary District and campus

Recognized District and campus




Academically

Acceptable District
Acceptable Campus
Academically -

Unacceptable District
Low Performing Campus

Alternative Education
(AE): Acceptable, AE:
Needs Peer Review, or
AE: Not Rated

Campuses that applied and were identified as eligible to
be evaluated under alternative education procedures

Charter schools

At the district level, opentenrollment charter schools
receive the label Charter School. At the school level,
they are given one of the four rating categories listed
above, based on the regular accountability system.

Not rated

These campuses include those that do not serve students
within the 1st- through 12th-grade span, such as pre-
kindergarten centers and early education through
kindergarten schools.

Unacceptable: Special
Accreditation
Investigation

Districts have undergone an investigation as mandated
in Chapter 39 of the Texas Education Code.

Unacceptable: Data
Quality

Didtrict: serious errors in data reporting that affected
one or more of the base indicators used to determine
accountability ratings. The errors were of such
magnitude, the results were deemed unsuitable for
ratings purposes.

Unacceptable: Data
Issues

Campus: serious errors in data reporting that affected
one or more of the base indicators used to determine
accountability ratings. The errors were of such
magnitude, the results were deemed to be unsuitable for
ratings purposes.

Source: Texas Education Agency, AEIS 1998-99.

The enrollments and accreditation status for GISD and its peer districts are
presented in Exhibit 2-2.

Exhibit 2-2

GISD and Peer District Enrollments and Accountability Ratings

1998-99




District Enrollment | Accreditation Status
Brazosport 13,247 | Exemplary
Bryan 13,664 | Academically Acceptable
College Station 7,194 | Academically Acceptable
Galveston 9,873 | Academically Acceptable
Longview 8,567 | Academically Acceptable
Lufkin 8,098 | Academically Acceptable
Port Arthur 11,658 | Academically Acceptable |
Waco 15,574 | Academically Acceptable
Wichita Falls 15,293 | Academically Acceptable

Source: Texas Education Agency, AEIS 1998-99.

Exhibit 2-3 shows the statewide number of districts in each category for
1998-99. Charter schools do not receive an accountability rating at the
district level; however, ratings for charter schools are included in the

figuresin Exhibit 2-3.

Exhibit 2-3
Number of Texas School Districts by Accountability Rating
1998-99
Number of Districts
I Recelving Per centage
Accreditation L evel ThisLevel of of Total
Accreditation

Exemplary 122 11.7%
Recognized 383 36.8%
Academically Acceptable 524 50.3%
Academically Unacceptable 7 0.7%‘
_Unacc_eptabl e: special accreditation 3 0.3%
investigation
Unacceptable: data quality 3 0.3% ‘
Total 1,042 100.0%

Source: Texas Education Agency, AEIS 1998-99.



In 1999-2000, GISD had 13 schools, a pre-K campus and an aternative
education campus for secondary and elementary students. Exhibit 2-4
shows grade levels served and enrollments by school for 1998-99 as of
December 1, 1999. The district is served by the Regional Education

Service Center 1V (Region 4), located in Houston.

Exhibit 2-4
GISD Campuses, Grade Levelsand Enrollment

1998-99 - 1999-2000

Campus Grade| 199899 | 20290 | percentage
Levels| Enrollment (1) Change

Ball High School 9-12 2,480 2,423 -2.3%
Alternative School 1-12 81 53 -34.6%
Austin Middle School 6-8 617 532 -13.8%
Central Middle School 6-8 699 621 -11.2%‘
Weis Middle School 6-8 805 756 -6.1%
Alamo Elementary School K-5 495 536 8.3%‘
Bolivar Elementary School K-8 204 206 1.0%
Burnet Elementary School K-5 656 613 -6.6%
hldrgen Academy of Fine K-5 678 530  -21.8%
Senes. Scott Elementary | 709 658 -7.2%
Oppe Elementary School K-5 705 623 -11.6%
Parker Elementary School K-5 656 617 -5.9%
Rosenberg Elementary School K-5 506 519 2.6%
oo cinto Elementary K-5 543 511  -59%
St. John's pre-K N/A 180 N/A
Total 9,873 9,378 -5.0%

Source: Texas Education Agency, AEIS 1998-99 and GISD.
(1) GISD bi-monthly enrollment report as of December 1, 1999.



The ethnic breakdown by school and the 1998-99 accountability rating for
each school are included in Exhibit 2-5. GISD's schools were rated:
Exemplary (E), Recognized (R), Academically Acceptable (A) and Low
Performing (LP).

Exhibit 2-5

GISD Campuses and Accountability Ratings

1998-99

Campus

Grades
Served

Enrollment

Anglo

African
American

Hispanic

Other

Rating

Ball High
School

2,480

31%

38%

29%

2%

Alternative
School

81

15%

58%

27%

LP

Austin
Middle
School

617

17%

50%

30%

4%

Centra
Middle
School

699

14%

51%

35%

Weis
Middle
School

805

54%

14%

28%

4%

Alamo
Elementary
School

495

5%

48%

46%

1%

Bolivar
Elementary
School

204

82%

17%

2%

Burnet

Elementary
School

656

27%

16%

56%

1%

Morgan
Fine Arts
Academy

678

9%

40%

47%

4%

Charles B.
Scott
Elementary
School

709

9%

55%

36%




Oppe
Elementary
School

705

64%

17%

15%

4%

Parker
Elementary
School

656

49%

21%

25%

5%

Rosenberg
Elementary
School

506

17%

51%

22%

10%

San Jacinto
Elementary
School

K-5

543

10%

52%

37%

1%

District
Profile

K-12

9,873

29%

36%

32%

3%

Source: Texas Education Agency, AEIS, 1998-99.

Exhibit 2-6 shows the statewide number of schools in each category for

1998-99.
Exhibit 2-6
Number of Texas Schools by Accountability Rating
1998-99
Number of Schools Per centae
Accreditation Recelving 9
. of
L evel ThisLevel Total
of Accreditation

Exemplary 1,120 16.5%
Recognized 1,843 27.1%
Academically Acceptable 3,148 46.3%
Acceptable: data issues 36 0.5%
Low Performing 95 1.4%
Not Rated: pre K-K 124 1.8%
Not Rated: first-year charter school 44 0.6%
Alternative Education 394 5.8%
Total 6,804 100.0%




Source: Texas Education Agency, AEIS 1998-99.

Since 1994-95, GISD has experienced a dight decline in student
enrollment, while Region 4 and the state have witnessed increases of 9.6
and 7.5 percent, respectively (Exhibit 2-7).

Exhibit 2-7
GISD, Region 4 and State Rates of Student Growth
1993-94 - 1997-98

Per centage
Entity | 1994-95| 199596 | 1996-97 | 1997-98 | 1998-99 nggrge
the Period
Galveson| 9926 9910| 10042 10007 9,873 -0.5%
Region4 | 769,777| 785513| 811,255 828302| 843912 9.6%
State 3,670,196 | 3,740,260 | 3,828,975 | 3,891,877 | 3,045,367 7.5%

Source: Texas Education Agency, AEIS 1993-94 - 1997-98.

While GISD has experienced a 0.5 percent decrease in its student
enrollment from 1994-95 to 1998-99, only two other peer districts-Port

Arthur 1SD and Wichita Falls | SD-experienced a decline during the same
period (Exhibit 2-8).

GISD, Peer District, Region 4 and State Growth Rates

Exhibit 2-8

1994-95 - 1998-99

Entity | 1994-95 | 1995-96 | 1996-97 | 1997-98 | 1998-99 Pecrﬁznntg‘ge
ggiliig: 6410 6545 6939 7153 7,194 12.2%
Region4 | 769,777| 785513| 811,255 828302| 843,912 9.6%
State 3,670,196 | 3,740,260 | 3,828,975 | 3,891,877 | 3,945,367 7.5%
Bryan 12,845 12,969, 13188 13561 13,664 6.4%|
Longview 8090| 8261 8376| 8508 8567 5.9%
Brazosport | 12,516| 12,629 12,970 13131 13,247 5.8%
Lufkin 7983| 8053 8184| 8109| 8098 1.4%)




Waco 15564 15973 16170 16128| 15574 0
Galveston 0926/ 9910 10,042/ 10007 9873 -0.5%
Port 11,070 11,719 11591| 11579| 11,658 -2.6%
Arthur

\é\gf:'ta 159013 15805 15594| 15537| 15,293 -3.9%

Source: Texas Education Agency, AEIS 1994-95 - 1998-99.

By grade levels, GISD has experienced a 1 percent decrease at the
elementary level (grades EC-5), a 1.6 percent increase at the middle
school level (grades 6-8) and a 1.4 percent decrease at the high school
level (grades 9-12) (Exhibit 2-9).

Exhibit 2-9
GISD Student Enrollment by Grade L evel/School
1994-95 - 1998-99

Grade L evel 1994- | 1995- | 1996- | 1997- | 1998- | Percentage
(Grades) 95 96 97 98 99 Change
E)'eme”tar y(reK- | 5167] 5222| 5221 5204| 5114 -1.0%
Middle school (6-8) 2,179 2,123, 2,233 2,193| 2214 1.6%
High school (9-12) 2580 2565 2588, 2590 2545 -1.4%
Total 9,926, 9,910 10,042, 10,007, 9,873 -0.5%

Source: Texas Education Agency, AEIS 1994-95 - 1998-99.

Since 1994-95, the Anglo student population has remained constant at 29
percent of the total student population. The Hispanic student population
has increased from 29 to 32 percent of the total and African American
students have decreased from 40 percent to 36 percent of the total
(Exhibit 2-10).

Exhibit 2-10
Changesin Ethnicity of GISD Student Population
1994-95 - 1998-99

Ethnicity 1994-95 | 1995-96 | 1996-97 | 1997-98 | 1998-99
Anglo 29% 29% 29% 29% 29%




Hispanic 29% 30% 31% 32% 32%
African American 40% 39% 38% 37% 36%
Other 3% 3% 3% 3% 3%
Total 100% | 100% | 100% | 100% | 100%

Source: Texas Education Agency, AEIS 1994-95 - 1998-99.
Note: Totals may not add to 100 due to rounding.

Compared to its peer districts, GISD has the third lowest percentage of
Anglo students, the fourth highest percentage of African American
students and the third highest percentage of Hispanic students (Exhibit 2-
11). GISD varies greatly from the region and state averages in the Anglo
and African American student populations. GISD is similar to the region
and state in the Hispanic student population.

Exhibit 2-11
Ethnicity of GISD, Peer Districts, Region 4 and State Student
Populations
1998-99
Entity Anglo | Hispanic A'?r]:reir??;gn Other

College Station| 70% 10% 13% 7%
Wichita Falls 63% 18% 16% 3%
Brazosport 56% 33% 9% 2%
Lufkin 46% 21% 32% 1%
State 44% 39% 14% | 3%
Bryan 43% 32% 24% 1%
Region 4 38% 35% 22% | 5% |
Longview 36% 12% 50% 1%
Galveston 29% 32% 36% | 3%
Waco 22% 38% 40% 1%
Port Arthur 15% 19% 58% 9%




Source: Texas Education Agency, AEIS 1998-99.
Note: Totals may not add to 100 due to rounding.

Teachers within GISD do not reflect diversity of the student population
(Exhibit 2-12).

Exhibit 2-12
GISD Student and Teacher Ethnicity
1998-99

Ethnicity Students | Teachers
Anglo 29% 64%‘
Hispanic 32% 10%
African American 36% 25% \
Other 3% 1%‘
Total 100% 100% ‘

Source: Texas Education Agency, AEIS 1998-99.

GISD has fewer limited English proficiency (LEP) students and more
economically disadvantaged students as a percentage of total enrollment
than the state or Region 4 (Exhibit 2-13 and

Exhibit 2-14).

Exhibit 2-13
GISD, Region 4 and State L EP Students as a Per centage of Total
Student Population
1994-95 - 1998-99

Entity |1994-95|1995-96 | 1996-97 | 1997-98 1998—99‘
Galveston 9% 12% 12% 11% 10%
Region 4 14% 15% 16% 16% 15% ‘
State 12% 13% 13% 13% 14%

Source: Texas Education Agency, AEIS 1994-95 - 1998-99.

Exhibit 2-14
GI SD, Region 4 and State Economically Disadvantaged Students
as a Percentage of Total Student Population
1994-95 - 1998-99



Entity |1994-95|1995-96 | 1996-97 | 1997-98 | 1998-99
Galveston 51% 57% 60% 61% 58%
Region 4 39% 41% 42% 45% 45%
State 46% 47% 48% 49% 49%

Source: Texas Education Agency, AEIS 1994-95 - 1998-99.

Compared to its peer districts, GISD is the fourth highest in the percentage
of economically disadvantaged students and is in the middle of the peer
digtricts in the percentage of LEP students (Exhibit 2-15).

Exhibit 2-15
GISD, Peer District, Region 4 and State Economically Disadvantaged
LEP Studentsasa Per centazgdof Total Student Population
1998-99
_ E_conomically LEP
Entity Disadvantaged Students
Students

Waco 7% 11% |
Port Arthur 71% 13%
Longview 59% 7% |
Galveston 58% 10%
Bryan 56% 9% |
Lufkin 53% 11%
State 49% 14%
WichitaFalls 46% 4%
Region 4 45% 15%
Brazosport 39% 7%
College Station 26% 4%

Source: Texas Education Agency, AEIS 1998-99.

GISD's total expenditures in 1998-99 were slightly more than $55 million.
Of that total, $29 million, or 53 percent, was spent for direct classroom
instruction and other activities that deliver, enhance or direct educational



services to students (Exhibit 2-16). GISD's percentage of expenditures for
direct classroom instruction is more than the state and regional averages.

Exhibit 2-16
GISD, Region 4 and State Budgeted I nstructional Expenditures
as a Per centage of Operating Expenditures

1998-99 Budget

Classroom
Total Classroom Instruction
Entity Expenditures Instruction Expendituresasa
Expenditures | Percentage of Total
Expenditures

Galveston $55,365,661 $29,321,779 53.0%
Region4 | $4,873,514,529| $2,509,295,691 51.5%
State $23,092,945,910 | $11,830,068,827 51.2%

Source: Texas Education Agency, AEIS 1998-99.

Compared to its peer districts, GISD spends the highest percentage of its
total expenditures on classroom instruction (Exhibit 2-17).

Exhibit 2-17
GISD, Region 4, State and Peer District Classroom I nstruction
Expenditures
as a Per centage of Total Expenditures
1998-99
Classroom
Total Classroom Instruction
Entity E : Instruction Expenditures
xpenditures )
Expenditures | asa Percentage of
Total Expenditures
Galveston $55,365,661 $29,321,779 53.0% \
Port Arthur $62,555,560 $32,987,981 52.7%
Brazosport $73,495,202 $38,145,400 51.9%\
Region 4 $4,873,514,529 | $2,509,295,691 51.5%
WichitaFals $84,749,874 $43,420,540 51.2%
State $23,092,945,910 | $11,830,068,827 51.2%
Lufkin $43,593,103 $21,732,216 49.9%




Waco $90,760,585 $45,057,411 49.6%
Bryan $85,603,695 $42,122,832 49.2%
Longview $44,678,200 $21,847,377 48.9%
College Station $45,914,494 $21,866,587 47.6%

Source: Texas Education Agency, AEIS 1998-99.

GISD is spending less than the regional and state averages for regular
education and less than the state average for compensatory education. The
district spends more than the regional and state averages for special

education and gifted and talented education. GISD spends more than the

state average for bilingual/ESL, the regional average for career and
technology education (CATE) and at the regional or state averages for the
other programs (Exhibit 2-18). Compared to its peer districts, GISD
expenditures are the lowest for regular education and the highest for
bilingual/ESL and gifted and talented education.

Exhibit 2-18

GISD, Peer Districts, Region 4 and State I nstructional Program

Expenditures as a Per centage of Budgeted I nstructional Operating

Expenditures
1998-99 Budget
- Gifted
Entit Regular Special | Compensatory _?scrﬁﬁgland B”ggfa” and
y Education | Education| Education ogy . Talented
Education | Education )
Education
College 79% 11% 3% 3% 1% 3%
Station
Lufkin 79% 12% 5% 4% 0 0
Bryan 78% 13% 5% 4% 0 0
Brazosport 75% 11% 5% 2% 5% 2%
Wichita 75% 13% 6% 3% 1% 3%
Fals
Longview 72% 15% 7% 4% 2% 1%
Waco 72% 11% 8% 4% 4% 1%‘
Region 4 71% 12% 6% 3% 6% 2%
State 71% 12% 7% 4% 4% 2% ‘




Port 67% 11% 8% 4% 5% 5%
Arthur
Galveston 66% 13% 5% 4% 6% 6%

Source: Texas Education Agency, AEIS 1998-99.

Note: Totals may not add to 100 due to rounding.

The expenditures by program for 1998-99 reflect areduction in regular
education, special education, compensatory education and career and
technology education expenditures and an increase in bilingual/ESL

education and gifted and talented program expenditures (Exhibit 2-19).

Exhibit 2-19

GISD Instructional Program Expenditures
as a Percentage of Total Instructional Operating Expenditures
1994-95 - 1998-99

1994- | 1995- | 1996- | 1997-
Program 95 96 97 98
Actual | Actual | Actual | Actual | Budget

Regular education 69% 71% 70% 70% ‘
Special education 15% 13% 11% 13%
Compensatory education 6% 6% 8% 5% ‘
Career _and Technology 50 50 4% 4%
Education

Bilingual/ESL education 4% 4% 5% 6% 6%‘
Gifted and talented education 1% 1% 2% 3% 6%‘
Total 100% | 100% | 100% | 100% | 2100% ‘

Source: Texas Education Agency, AEIS 1994-95 - 1998-99.
Note: Totals may not add to 100% due to rounding.

Instructional program funding has increased by 9 percent from 1994

through 1998. The largest increases in funding have been in bilingual/ESL

and gifted and talented education, which have risen by 56.6 and 327.3
percent, respectively (Exhibit 2-20). The increase in the gifted and
talented education function was due to a move at the elementary level
from a small, centralized program involving only three teachers at one




facility, to a program at each campus with the number of teachers driven
by enrollment in the program.

Regular education program funding has increased by 4.8 percent. Career
and technology education, specia education, and compensatory education
funding have decreased 15.3 percent, 1.6 percent and 6.9 percent,

respectively.
Exhibit 2-20
GISD Instructional Program Expenditures
1994-95 - 1998-99

Proaram 1994-95 1995-96 1996-97 1997-98 1998-99 | Percentage

9 Actual Actual Actual Actual Budget Change
Regular $18,537,982 | $19,125,192 | $19,763,158 | $20,528,829 | $19,425,989 4.8%
education
Specid $3,904,505| $3,631,311 | $3,052,170| $3,696,782| $3,842,936 -1.6%
education
Compensatory | $1,700,424| $1,538,548 | $2,107,554 | $1,418,691| $1,583,228 -6.9%
education
Career and $1,216,638| $1,245,344 | $1,206,293| $1,156,066| $1,030,707 -15.3%
Technology
Education
Bilingual/ESL | $1,140,699| $1,091,191| $1,451,920| $1,659,584  $1,785,766 56.6%
education
Gifted and $384,796| $382,515| $686,719, $797,322| $1,644,153 327.3%
talented
education
Total $26,885,044 | $27,014,101 | $28,267,814 | $29,257,274 | $29,312,779 9.0%

Source: Texas Education Agency, AEIS 1994-95 - 1998-99 and GISD
annual financial data.

Exhibit 2-21 shows the change in the number of full-time-equivalent
(FTE) teachers in each of the instructional program areas since 1994-95.

Overdl, the district's teaching staff has increased by 10.7 percent over the

five-year period. The gifted and talented, bilingual/ESL and regular

education programs have shown increases of 51 percent, 20.1 percent and

35.2 percent, respectively, in teacher FTEs. Compensatory education has
shown the greatest decline in teacher FTEs.




Exhibit 2-21
Number of GISD Teacher FTEs by Instructional Program
1994-95 - 1998-99

1994-

1995-

1996-

1997-

1998-

Program 9% | 9 | 97 | 98 | 9 Pecrﬁinntage
Actual | Actual | Actual | Actual | Budget g

Regular education 3846 4428| 5130| 5157 5200 35.206
Special education 641 590 543 622 616 -3.9%
Compensatory ) o
Cormbens: o28| 627 279] 225 361 61.1%
Career and o
Teheooqy Edcation| 314|200 256|207 136  -567%
Bilingual/ESL 33| 303 236/ 417 400 20.1%
education
Gifted and talented 100/ 188! 147 158 151 51.0%
education
Other (honor/migrant) 18.1 18.6 19.6 20.5 15.6 -13.8%
Total 6343 6522| 6787| 6991 7020/  10.7%

Source: Texas Education Agency, AEIS 1994-95 - 1998-99.

GISD assigns a higher percentage of teachers to regular education

instructional programs than the regional and state averages (Exhibit 2-22).
Compared to its peer districts, GISD is third highest in the percentage of
teachers in regular education and shares top honors in bilingual/ESL
education with Port Arthur. However, in the area of career and technology
education, the district ranks last and is the second- or third-lowest district

of teacher FTEs in the remaining areas.

Per centage of GISD, Peer District, Region 4 and State

Exhibit 2-22

Teacher FTEs by Instructional Program

1998-99
Career - Gifted
Entit Regular | Special |Compensatory And B|II|EnSinJaI/ and (Sé:g:/
Y |Education|Education| Education Technology . Talented ,
. Education | Migrant)
Education Education
Waco 76% 8% 2% 4% 4% 4% 1% |




College 75% 8% 6% 4% 1% 1% 7%
Station

Galveston 74% 9% 5% 2% 6% 2% 2% |
Brazosport 72% 10% 4% 3% 5% 2% 3%
Bryan 71% 13% 3% 4% 4% 3% 2% |
State 71% 10% 4% 4% 7% 2% 2% |
Wichita 71% 11% 9% 4% 1% 1% 3%
Fals

Lufkin 69% 7% 10% 5% 1% 3% 5%
Region 4 69% 10% 3% 4% 8% 3% 3% |
Longview 66% 13% 9% 5% 3% 3% 3% |
i‘?ﬁlur 61% 9% 9% 5% 6% 1% 9%

Source: Texas Education Agency, AEIS 1998-99.

Since 1961, GISD has been under cout order to eliminate its "dual school
system and end desegregation. To accomplish this goal, GISD
implemented a neighborhood school assignment program. By 1968, grades
9-12 were considered to be totally integrated, but a problem existed with
three predominantly African American elementary schools.

In 1975, GISD received voter approval of abond issue to build L.A.
Morgan Elementary School to replace the three predominantly African
American schools; however, the court concluded that the new school
would rot solve the segregation issue in that area of the district. In 1978,
the court approved a plan, with specific percentage goals by ethnicity, to
desegregate Morgan by implementing a districtwide majority-to- minority
transfer program and operating Morgan as a magnet school.

In 1981, the court modified the plan by eliminating the required
percentage goals, but the court also ordered GISD to continue to
implement the court-approved desegregation plan "until such time as the
Court might conduct a fina hearing to determine whether GISD had
achieved unitary status." Unitary status means that a school district has
one educational system with equal access to all services and schools for
any student regardless of race. Since then, the only actions taken by GISD
or the court have concerned approval of building a new elementary school
in 1986 and modification of attendance boundariesin 1995.



Chapter 2

EDUCATION SERVICE DELIVERY
AND PERFORMANCE MEASURES

A. Student Performance (Part 1)

In 1998-99, the percentage of all GISD students who passed all sections of
the Texas Assessment of Academic Skills (TAAS) was dlightly below the
regional and state averages on all tests (Exhibit 2-23).

Exhibit 2-23
Per centage of All GISD, Region 4 and State Students Passing TAAS,
All Levels
1998-99
Entity |Reading | Writing | Math AIITests|
Galveston| 84.5% | 85.8% |83.5% | 75.3%
Region 4 86.6% 88.8% 85.3% 78.4%|
State 86.5%  88.2% 85.7%| 78.3%

Source: Texas Education Agency, AEIS 1998-99.

The percentage of GISD's Anglo students passing TAAS was dightly
above state and regiona Anglo student averages on the reading test,
dightly above the state averages on the writing, math and all tests; and

dightly below the regional averages for Anglo students passing the writing
and math tests as well as al tests (Exhibit 2-24).

Exhibit 2-24
Per centage of Anglo GISD, Region 4 and State Students Passing
TAAS, All Levels

1998-99
Entity |Reading |Writing | Math |All Tests
Galveston| 95.1% | 93.5% 93.1%  89.1%
Region 4 94.6%  94.2%| 93.6%| 89.7%
State 93.7%| 93.1%| 925%| 87.9%

Source: Texas Education Agency, AEIS 1998-99.



The percentage of GISD's African American students passing TAAS was

below the state and regional African American student averagesin all
areas (Exhibit 2-25).

Exhibit 2-25
Per centage of African American GISD, Region 4
and State Students Passing TAAS, All Levels

1998-99
Entity |Reading |Writing | Math |All Tests
Galveston| 74.4% | 78.9% |71.6% | 60.2%
Region 4 80.0% 84.4% 72.9%| 65.3%
State 78.2% 81.9% 72.8%| 64.0%

Source: Texas Education Agency, AEIS 1998-99.

The percentage of Hispanic students passing TAAS was above the
regional and state Hispanic student averages in al areas (Exhibit 2-26).

Exhibit 2-26
Per centage of Hispanic GISD, Region 4 and State Students Passing
TAAS, All Levels

1998-99
Entity |Reading |Writing | Math |All Tests
Galveston| 83.7% | 84.3% |85.2% | 76.0%
Region 4 78.7% 82.6% 80.6%| 69.5%
State 79.5%  83.1% 80.7%| 70.1%

Source: Texas Education Agency, AEIS 1998-99.

The percentage of economically disadvantaged students passing TAAS
was above the regiona average of economically disadvantaged studentsin
all areas except writing, and slightly below the state average of
economically disadvantaged studentsin all areas (Exhibit 2-27).

Exhibit 2-27
Per centage of Economically Disadvantaged
GISD, Region 4 and State Students Passing TAAS, All Levels
1998-99



Entity |Reading | Writing | Math | All T%ts|
Galveston| 78.1% | 79.6% |77.3% 66.6%
Region 4 77.0% | 81.1% 76.9% 66.0%|
State 78.2% | 81.4%  78.7% 67.9%

Source: Texas Education Agency, AEIS 1998-99.

The percentage of GISD students in grades 3-5 passing the TAAS was

below the regional and state averages of elementary studentsin all

subjects (Exhibit 2-28).

Exhibit 2-28

Per centage of GI SD, Region 4 and State
Elementary Students Passing TAAS

1998-99
Grade/Subject | Galveston | Region 4| State
3rd-Reading 81.8% | 88.0% 88.0%‘
3rd-Math 72.5% 82.3% | 78.2%
4th-Reading 84.2% | 89.6% 88.8%‘
4th-Writing 83.8% 90.1% | 88.4%
4thrMath 80.9% | 87.3%|87.6%
5th-Reading 84.8% | 87.2% 86.4%‘
5th-Math 87.1% 89.9% | 90.1%

Source: Texas Education Agency, AEIS 1998-99.

At sixth through tenth grades, on TAAS, the percentage of GISD students
passing was above both the regional and state averages in sixth grade
reading and math, seventh grade reading and math and eighth grade math
(Exhibit 2-29). In eighth grade reading, the percentage of GISD students
passing was above the state average and just below the regional average.
In eighth grade writing, science and socia studies, the percentage of GISD
eighth grade students passing TAAS was below both the state and regional
averages. In tenth grade, the percentage of GISD students passing TAAS

was below both the state and regional averagesin all subjects.

Exhibit 2-29
Per centage of GISD, Region 4 and State



Middle School and High School Students Passing TAAS

1998-99
Grade/Subject | Galveston | Region 4| State
6th-Reading 85.2% 84.4% | 84.9%
6th-Math 89.1% 83.3% | 82.3%
7th-Reading 84.7% 84.2% | 83.6%
7th-Math 89.9% 84.6% | 79.9%
8th-Reading 88.8% 88.9% | 88.2%
8th-Writing 85.0% 86.2% | 85.7%
8th-Math 89.9% 86.4% | 86.3%
8th-Science 79.4% 86.0% | 87.1%
8th-Social Studies 63.4% 70.9% 70.1%|
10th-Reading 82.3% 88.8% | 88.8%
10th-Writing 88.7% 90.6% 90.6%|
10th-Math 74.6% 82.7% | 81.6%

Source: Texas Education Agency, AEIS 1998-99.

Student performance in GISD's elementary schools showed steady
improvement from 1994-95 to 1998-99. Between 1994-95 and 1998-99,
significant improvements have been made in both reading and math in
grades 3-5 (Exhibit 2-30).

Exhibit 2-30
Per centage of GI SD Elementary Students Passing TAAS
1994-95 - 1998-99

Grade/Subject | 1994-95 | 1995-96 | 1996-97 | 1997-98 | 1998-99
3rd-Reading 68.2% | 66.8%| 79.0%| 74.0% 81.8%‘

3rd-Math 64.7%| 58.4%  80.5%| 70.5% | 72.5%
4th-Reading 65.7% | 635%| 76.1%| 82.9% 84.2%‘
Ath-Writing 81.8% | 76.9% | 77.5%| 80.6%  83.8%
4th-Math 57.6% | 57.9% 68.6%| 76.4%  80.9%

5th-Reading 65.2% | 72.6%| 75.2% | 78.8%  84.8%




5th-Math 55.6% | 63.4%| 745%| 79.8% | 87.1%

Source: Texas Education Agency, AEIS 1994-95 - 1998-99.

At the middle and high school levels, the percentage of students passing
the TAAS test increased substantially from 1994-95 through 1998-99
(Exhibit 2-31).

Exhibit 2-31
Percentage of GISD Middle School
and High School Students Passing TAAS
1994-95 - 1998-99

Grade/Subject |1994-95 | 1995-96 | 1996-97 | 1997-98 | 1998-99
6th-Reading 67.6% | 68.2%  80.8%|78.0%%| 85.2%
6th-Math 51.2%| 65.6%  80.9%| 821% 89.1%|
7th-Reading 704% | 69.8% | 80.9%| 76.7%| 84.7%
7th-Math 47.3% | 55.8%| 81.8%| 79.8% 89.9%‘
8th-Reading 58.4% | 67.1% 79.3%| 77.4%| 88.8%
8th-Writing 60.3% | 69.7%  74.0%| 753%) 85.0%
8th-Math 30.3% | 63.1% 72.2%| 82.2%| 89.9%
8th-Science 60.4% | 66.3% | 78.1%| 74.9%| 79.4%
8th-Social Studies| 47.1% | 59.6%| 54.1%| 54.3% 63.4%‘
10th-Reading 61.6% | 71.7% | 75.8%| 77.2%| 82.3%
10th-Writing 815%| 8L2%) 822%| 832% 88.7%|
10th-Math 443% | 583%)| 60.8% | 67.1% 74.6%

Source: Texas Education Agency, AEIS 1994-95 - 1998-99.

TAAS Exemptions

Concerns have been raised in the community, as reported in the local
media and by participants in TSPR's focus group meetings and community
forum, about the high percentage of minority students exempted from
taking the TAAS. Every student enrolled in a Texas public school in
grades 3-8 and 10 must be given the opportunity to take the TAAS. There
are circumstances under which some students are not tested. The reasons
for exclusion are:



Students may be excluded because they were not enrolled in that
district by the last Friday in the previous October.

Students may be excluded because they took the Spanish TAAS
tests given in grades fifth or sixth, or the Spanish TAAS writing
test in fourth grade.

Students may be absent during every test administration.
Students may receive a special education Admission, Review and
Dismissal (ARD) exemption for every test.

Students may receive a limited English proficiency exemption
(LEP) for every test.

Exhibit 2-32 shows the exemptions from TAAS for GISD, Region 4 and
the state for 1997-98 and 1998-99. ARD exemptions are granted to
individual special education studentsin a process controlled by the ARD
committee on each campus. Every specia education student receives an
annual evaluation of their progress from the ARD committee, which
includes the regular education teacher, the special education teacher, an
assessment person (for example, a diagnostician or counselor) and an
administrator authorized to commit the school district to whatever services
are determined necessary.

LEP exemptions are granted to individual bilingual/ESL students by the
Language Proficiency Assessment Committee (LPAC) on each campus.
This committee is made up of the same types of positions as the ARD
committee but instead of a special education teacher, the LPAC has a
bilingual or ESL teacher.

In 1997-98, GISD's overall TAAS exemption rate was lower than the
regional average and dlightly higher than the state average. In 1998-99,
GISD's overall TAAS exemption rate was higher than the state and
regional averages. This situation was attributed primarily to two factors:
(1) the percentage of ARD-exempted students increased by 2.5 percent,
from 5.4 percent in 1997-98 to 7.9 percent in 1998-99, while the regional
and state averages increased only 0.5 and 1.7 percentage points,
respectively; and (2) the percentage of LEP-exempted students increased
from 1.0 percent in 1997-98 to 1.9 percent in 1998-99, reflecting the
increasing Hispanic student population in GISD, while the percentages of
LEP-exempted students in the region and state decreased.

Exhibit 2-32
GISD, Region 4 and State Per centages of Students Exempted from
Taking TAAS Test
1997-98 - 1998-99

Galveston Region 4 State




Category 1997-98 | 1998-99 | 1997-98 | 1998-99 | 1997-98 | 1998-99
Absent 1.1% 1.3% 08% | 0.7% 0.8% 0.7%
ARD exempted 5.4% 7.9% 5.0%| 55% 5.2% 6.9%
LEP exempted 1.0% 1.9% 34% | 24% 2.3% 2.2%
Other 1.5% 1.3% 0.8%| 0.8% 0.7% 0.9%
Not tested - al 9.1%| 124% | 10.0%, 9.5% 8.9% | 10.7%

Source: TEA, AEIS1997-98 - 1998-99.

In addition, the percentage of African American students who did not take
the test grew from 13.5 percent in 1997-98 to 16.8 percent in 1998-99, and
the percentage of Hispanic students who were not tested grew from 8.6
percent in 1997-98 to 12.1 percent in 1998-99 (Exhibit 2- 33). The
primary reasons for these increases were due to the increase in ARD- and
LPAC-exempted students. The number of exemptions may vary widely
from year to year based upon the committees evaluation of the progress of
each student plus the number of new students coming into the district in
specia education or bilingual/ESL.

Exh

ibit 2-33

Per centage of GI SD Students Exempted from Taking TAAS Test by
Ethnicity
1997-98 - 1998-99

African , . Economically

Category American Hispanic Anglo Disadvantaged

1997- | 1998- | 1997- | 1998- | 1997- | 1998- | 1997-98 | 1998-99

98 99 98 99 98 99

Absent 15%| 19% 14%  11% 06% | 1.0% 1.2% 1.3%
ARD 0, 0, (0) 0, 0 0, 0
exempted 9.7%| 12.8%| 3.5% | 54%| 2.5%| 5.2% 1.4% 10.0%
LEP
exempted 0 01% 26%| 49% 0.1% 0.1% 1.4% 2.0%
Other 2.3%| 2.0%| 1.1%| 0.8%| 1.1%| 0.7% 1.9% 1.7%
tngd”Ot 135% | 16.8% | 8.6%| 12.1% | 4.3%| 7.0%| 11.9%| 15.1%

Source: TEA, AEIS1997-98 - 1998-99.




While GISD had a higher absentee rate than the region or state averages,
thisis not out of line due to the low attendance rate in GISD, especidly at
the high school level. Neither the principals nor the director of Special
Education indicated that there was any districtwide emphasis nor
involvement in increasing TAAS exemptions. The director of
Bilingual/ESL Education was not hired until November 1999 and did not
have any knowledge of factors affecting LEP exemptions.

SAT Scores

GISD students have exceeded the regional and state average SAT | scores
from 1995 to 1998 (Exhibit 2-34). The SAT results for the class of 1998
ranked third among the peer districts. Also, 34.9 percent of GISD students
taking the SAT scored at or above the accountability criterion level of
1000 established by the State Board of Education. This performance is
above the regional average of 31.5 percent and the state average of 27.2
percent.

Exhibit 2-34
Mean SAT | Scorefor GISD, Region 4, and the State
Classes of 1995 - 1998

Entity Class | Class | Class | Class
of 1995 | of 1996 | of 1997 | of 1998
College Station|  980| 1089| 1090 1096 \
Wichita Falls 966| 1046| 1036 1034\
Galveston 910/ 1020, 1020, 1031
Brazosport 949| 1055| 1047| 1018
Region 4 904| 1006, 1003/ 1003
Bryan 900| 981 999| 996
Longview 931 970| 1023 994 \
State 891| 993 992 992
Lufkin 853 976 925 944 \
Waco 848 935 956 907
Port Arthur 776| 868 863| 865

Source: Texas Education Agency, AEIS 1996-97 - 1998-99.

Advanced Placement Cour ses



The ethnic breakdown of GISD students in advanced courses is provided
in Exhibit 2-35.

The percentage of Hispanic students almost doubled from 1994-95 to
1997-98, and the percentage of African American students completing
advanced courses almost tripled.

Exhibit 2-35
Per centage of GISD Students by Ethnicity Taking Advanced Cour ses
1994-95 - 1997-98

Ethnic Group |1994-95 | 1995-96 | 1996-97 | 1997-98 ‘
African American| 3.2% 7.0%| 82%  94% ‘
Anglo 16.6% | 23.5%| 23.3%| 24.2% ‘
Hispanic 6.5% 7.2%| 11.3%| 12.3% ‘

Source: TEA, AEIS1994-95 - 1997-98.
FINDING

GISD has made a series of efforts to improve student achievement in the
district. The Success For All (SFA) reading program devel oped by Johns
Hopkins University isin place in al elementary and middle schools and
involves students in grades K-6. SFA is designed to ensure al children can
read at grade level by the end of the third grade.

Developed specifically for children from low-income backgrounds, SFA
concentrates on every child learning to read through intensive daily
instruction, continual assessment and, if needed, timely one-on-one
tutoring.

Each GISD campus has an SFA facilitator who trains teachers and
monitors the program at the campus. Students spend 90 minutes each day
on intensive reading and interaction in the classroom. Students are
grouped by reading ability regardless of grade level. Each night, students
are required to read at least 20 minutes, and parents must sign aform to be
returned to the school that the student completed the required reading.

Principals and teachers indicated emphatic support for the program.
Teachers said the program requires extensive preparation and work, but
they also said that the program's results were well worth the effort.

Since implementing the program in 1994-95, the percentage of GISD
students in third through eighth grades passing the reading TAAS test has



increased from 65.4 percent in 1994-95 to 84.5 percent in 1998-99
(Exhibit 2-36). The percentage of economically disadvantaged students
passing the reading test has increased from 53.7 percent in 1994-95 to 78.1
percent in 1998-99; the percentage of African American students passing
the test has increased from 50.6 to 74.4 percent; and the percentage of
Hispanic students passing the test has increased from 62.5 to 84.0 percent.

Compared to the state average for al students, GISD has narrowed the
performance difference from 13 percentage points in 1994-95 to two
percentage points in 1998-99. Compared to the regional average for all
students, GISD has narrowed the performance difference from 14.2
percentage pointsto 2.1 percentage points.

Exhibit 2-36
Per centage of GI SD Students Grades 3-8 and 10 Passing TAAS
Reading Test
1994-95 - 1998-99

1994- | 1995- | 1996- | 1997- | 1998-
Category 95 96 97 08 99

All students 65.4%  685% | 78.2%| 80.5%| 84.8%
African American students 50.6%| 54.1%| 67.7% | 70.4%| 74.4%
Hispanic students 62.5%| 64.7% | 74.4%| 77.6% 83.7% ‘
Anglo students 85.19%| 87.1%| 92.5% 93.0%| 95.1%|
iﬁgg‘r’]g'ca”y disadvantaged 53.7%| 55.3%| 69.1% 72.8% 78.1%
State - all students 78.4%| 80.4% | 84.0%| 87.0%| 86.5%
Region 4 - all students 79.6%  82.1% | 85.8%| 88.4%| 86.6%

Source: Texas Education Agency, AEISreports, 1994-95 - 1998-99.

And while the performance of Anglo students has continued to outpace the
performance of other categories of students, the gap between their
performance and that of minority and economically disadvantaged
students has narrowed considerably since the district implemented SFA
(Exhibit 2-37).

Exhibit 2-37
Gap between GISD Minority and Economically Disadvantaged
Studentsvs.
Anglo Students Passing TAAS Reading Test
1994-95 - 1998-99



Per centage Point Difference from Anglo Student
Performance
Category 1994-95 | 1995-96 | 1996-97 | 1997-98 | 1998-99 ‘
African American students -34.5 -33.0 -24.8 -22.6 -20.7
Hispanic students -22.6 -22.4 -18.1 -15.4 -11.4 ‘
E‘;;g‘\’/gtc;"g% Sudents 314 -318| -234| -202| -170

Source: Compiled from Texas Education Agency, AEISreports, 1994-95 -
1998-99.

In 1995, GISD began a project to increase students' conceptual
understanding of mathematics. The goal of the project was to rewrite the
math curriculum for grades K-8, incorporating the standards of the
National Council of Teachers of Math and the Texas Essential Knowledge
and Skills (TEKS) with emphasisin the area of oral and written
communication of math concepts.

Given the goals of the project, GISD selected the curriculum from the
Math Learning Center in Portland, Oregon as a starting point.

A team of teachers, after receiving both curriculum writing and math
training, and the math consultant began the curriculum writing process. In
1997, this same writing team piloted the curriculum.

Since its implementation in 1998-99, the overall percentage of studentsin
third through eighth grade passing the math TAAS increased from 79.5
percent in 1997-98 to 84.6 percent in 1998-99 (Exhibit 2-38). The
percentage of economically disadvantaged students passing the math test
has increased from 73 percent in 1997-98 to 79.1 percent in 1998-99; the
percentage of African American students passing the test has increased
from 68 to 73.8 percent; and the percentage of Hispanic students passing
the test has increased from 79.3 to 86.2 percent.

Exhibit 2-38
Per centage of GI SD Students Grades 3-8 Passing TAAS Math Test
1997-98 - 1998-99

Per centage Passing TAAS ‘
Category 1997-98 1998-99 |
All students 79.5 % 84.6%‘




African American students 68.0% 73.8%
Hispanic students 79.3% 86.2 %
Anglo students 92.1% 93.9%
Economically disadvantaged students 73.0% 79.1%

Source: Texas Education Agency, AEISreports, 1997-98 - 1998-99.




Chapter 2
EDUCATION SERVICE DELIVERY
AND PERFORMANCE MEASURES

A. Student Performance (Part 2)

The gap in performance between Anglo, African American, Hispanic and
economically disadvantaged students has narrowed since GISD
implemented the new curriculum (Exhibit 2-39).

Exhibit 2-39
Gap between GISD Minority and Economically Disadvantaged
Studentsvs.
Anglo Students Passing TAAS Math Test
1997-98 - 1998-99

Per cent Difference from
Anglo Student Performance
Category 1997-98 1998-99
African American students -24.1 -20.1
Hispanic students -12.8 -7.7
Economically disadvantaged students -19.1 -14.8

Source: Compiled from Texas Education Agency, AEISreports, 1997-98 -
1998-99.

The Students That Are Reaching (STAR Lab) program is offered at Parker
Elementary School. The Lab is staffed by three specia education teachers
and two aides. It includes reading and writing areas and computers that
students use to pursue individualized education programs.

Following the Success For All reading period at the start of each day, the
Lab isused as a special education resource classroom. Students in special
education who need additional help in language arts, math and reading
receive assistance from the Lab's staff.

When the resource sessions end at hoon, the Lab becomes a content
mastery learning center where instruction is designed to supplement
students education, especially at risk students. Students from regular
education, gifted and talented education and other programs also use the
Lab to pursue individual projects or complete assignments.



In 1997, GISD began a benchmark testing program, where students are
tested throughout the year to determine their rate of progress during the
year.

Students in third through eighth grade are tested in reading and math three
times each school year in October, December and February. Fourth and
eighth grade students are tested in writing in January. Spanish benchmark
tests are provided in second through fourth grades for the reading, math
and writing tests. Testing in al three subjects is also available for second
grade students, but it is optional and it is up to each campus to elect to
participate.

Following the tests, the academic coordinators prepare portfolios on each
student, identify students' strengths and weaknesses and suggest strategies
for teachers to address the weaknesses. The portfolio contains a letter to
parents informing them of the student's performance and includes an
academic plan to address specific deficiencies; areading profile
containing TAAS performance and benchmark test results, a math profile;
any remediation sheets from the benchmark tests; and a composite profile
per benchmark test.

The academic coordinator reviews each portfolio with the appropriate
teachers and is available to help the teacher develop ways to address key
areas needing improvement. The academic coordinators also provide staff
development to provide teachers with additional instructional tools.

The TAAS Reporter isa TAAS data disaggregation software package. The
program provides teachers a visua representation of student performance
in awide array of reports, including reports of performance for each
student based on a by-objective and by-item analysis. Each report is color
coded for a simplified understanding of student strengths and weaknesses.

At each school, a number of summary reports are available. These reports
give the school principal datato help allocate resources for classroom
instruction. Also included are item analysis and by-objective analyses for
the entire school. Another reporting capability of the program presents the
by-objective failure rates for students who failed to master the test. This
report allows principals to target the areas of greatest weakness for those
students.

Reports comparable to those at the school level are also provided at the
district level. One key feature is the ability of principals to have at their
disposal the TAAS performance of all students across the district. Student
mobility is reduced as an issue for those students who enroll at a different
school from one year to the next because it is possible to print a



comprehensive TAAS performance report for the student's new teacher(s).
Time is no longer lost transferring records.

For the first time, teachers and principals can develop individualized
instruction for students based on performance measures. Parents have
access to the actua performance of their children and can meet with
teachers during parent/teacher conferences to discuss ways to improve
their child's achievement. Principals have new ways to look at student
group performance for the purpose of curricular changes. The TAAS
Reporter has given staff a new and improved view of student mastery.

COMMENDATION

GISD hasimplemented a series of innovative programs that have
contributed to significant improvement in overall student
achievement.

FINDING

In 1995-96, GISD experienced a 3.7 percent dropout rate. The dropout rate
was especially high for minority students, with 9.9 and 5.8 percent for
African American and Hispanic students, respectively. More than 200
students in GISD were identified as dropouts that year.

In 1996-97, the district established atask force to focus specifically on
reducing the dropout rate. The task force meets once at the beginning of
the school year. The director of Planning and Evaluation chairs the task
force and distributes alist of al students listed by the district as dropouts.

The task force members first review the list to make sure the child has not
moved or can be located elsewhere. One social worker on the task force is
responsible for contacting the Texas Department of Criminal Justice and
the Texas Y outh Commission.

Oncethelist is culled of those students readily identified, the status of
remaining students on the list is investigated. Members of the task force
go to the last-known address and talk to any relatives or known friendsin
GISD. When they make contact with a student who has dropped out of
school, the task force members try to encourage the student to return to an
educational setting, either in GISD, a GED program or a private school.
Task force members report on the results of their investigations to the
registrars at the home school of each dropout student on the list.

Since 1995-96, the overall dropout rate of the district has decreased from
3.7 percent to 0.9 percent in 1997-98, the most recent year reported by the
Texas Education Agency. At the meeting of the task force at the beginning



of the 1998-1999 year, only 132 students were on the list distributed to
task force members (Exhibit 2-40). The dropout rates for African
American and Hispanic students have declined to 1.3 and 0.5 percent,
respectively.

Exhibit 2-40
Impact of GISD Task Force on Dropout Rate
1994-95 - 1998-99

Initial Number of Dropouts| Number of

Y ear List Following Task Dropouts
of Dropouts Force Efforts Recovered

1998-99 132 62 70
1997-98 189 46 143 \
1996-97 204 97 107
1995-96 NA 169 NA ‘
1994-95 NA 174 NA

Source: GISD director of Planning and Evaluation.
COMMENDATION

GI SD has developed an innovative approach to reducing the student
dropout rate.

FINDING

GISD's student attendance rate historically has been low (Exhibit 2-41).
Among its peer districts, GISD's attendance rate was the lowest for three
straight years, 1994-95 through 1996-97, before increasing in 1997-98.

Exhibit 2-41
Attendance Rate of GISD Students Compared to Region 4 and the
State
1994-95 - 1997-98

Entity 1994-95 | 1995-96 | 1996-97 1997-98‘
Brazosport 955% | 95.9%  96.0%| 96.2% ‘
College Station| 95.8% | 96.4% | 96.2% | 96.0% \
WichitaFalls 95.2%| 95.2% | 95.3% 95.9%\




Lufkin 95.3%| 95.2%| 95.4%| 95.8%]
State 95.1% | 95.1% | 95.2% | 95.3%
Longview 94.9%| 95.0%| 95.0%| 95.1%|
Region 4 94.9% | 94.9% | 95.0% | 95.1%
Bryan 94.7%| 94.9% | 94.7%| 94.9%
Waco 93.7% | 93.2% | 93.6%| 94.8% \
Galveston 93.0% | 92.6% | 92.5% | 93.3%
Port Arthur 94.0% | 92.8% | 93.4%)| 92.7% \

Source: Texas Education Agency, AEIS 1994-95 - 1997-98.

As aresult of this poor student attendance rate, GISD began a major
initiative in 1997-98 to address low attendance at all grade levels. The
initiative began with the creation of attendance goals at all grade levels.
The goals were 95 percent at the high school, 96 percent at the middle
schools, and 97 percent at the elementary schools. Once these goals were
established, in-service training was provided to all attendance clerks on
attendance requirements and procedures necessary to determineif a
student was present or absent.

Once the attendance goals were set, the district created a community
dropout/attendance task force to lead the efforts to encourage studentsto
attend school. The task force includes members of the judiciary, socia
service organizations, the GISD police department, the League of United
Latin American Citizens, the African- American Chamber of Commerce,
the City of Galveston police department and other GISD personnel.

After the first semester of the 1999-2000 school year, the attendance levels
of the elementary and middle schools were meeting the targets, and the
high school was at 93 percent, or only 2 percent from the target. Of
particular note, the attendance of high school freshmen, which as a class
has a high dropout rate, was up from 85.2 percent at the end of the first
semester of 1998-99 to 90.8 percent at the end of the first semester of
1999-2000, a 5.6-percent increase (Exhibit 2-42).

Exhibit 2-42
GISD High School Students Attendance Rates by Grade
1998-99 - 1999-2000

Attendance Rate at
End of First Semester




Grade | 1998-99 | 1999-2000 PEienr tcecnﬁggze
9th 85.2% 90.8% +5.6 \
10th 90.8% 92.0% +1.2
11th 92.0% 93.2% +1.2 \
12th 94.2% 94.9% +0.7

Source: GISD director of Planning and Evaluation.

COMMENDATION

GISD increased student attendance by establishing attendance goals
at each grade level, following up on all students absent from school
and involving the community in addr essing the problem.

FINDING

Scott Elementary School has the highest percentage of economically
disadvantaged students and the second highest percentage of minority
students of any school in GISD (Exhibit 2-43). The school aso hasa
Recognized rating, and its students are out performing many students who
are not members of a minority group or economically disadvantaged.

Exhibit 2-43
GISD Campuses, Accountability Ratings and
Per centage of Minority and Economically Disadvantaged Students

1998-99
Per centage of
campus MY | icthaniaga AT
udents
Ball High School 67% 47% A
Austin Middle School 80% 75% A
Central Middle School 86% 78% A
WeisMiddle School 42% 39% E
Alamo Elementary School 94% 74% A
Bolivar Elementary School 17% 45% A
Burnet Elementary School 2% 68% A




Morgan Academy of Fine Arts |  87% 7% A
Oppe Elementary School 32% 35% A
Parker Elementary School 46% 40% R
Rosenberg Elementary School 73% 63% A
San Jacinto Elementary School | 89% 70% A
Scott Elementary School 91% 79% R

Source: Texas Education Agency, AEIS, 1998-99.

Scott Elementary School opened in 1996-97 as aresult of renovation to
the north and south campuses of Ball High School. The north campus was
turned into Scott Elementary School, and the principal came from San
Jacinto Elementary School. In the first two years that the school was open,
it achieved an accountability rating of Acceptable. In 1998-99, it achieved
Recognized status.

To achieve Recognized status, a school must meet the following criteria:

At least 80 percent of its students must be passing in reading,
writing and math (all students and each student group, for example,
African American, Hispanic, Anglo and economically
disadvantaged);

A dropout rate of 3.5 percent or less (all students and each student
group); and

Attendance of at least 94 percent.

The school experienced attendance rates of 95.2 percent in 1997-98 and
95.4 percent in 1996-97, the latest years for which attendance information
is available. Through 1998-99, TAAS results either improved steadily or
remained high (Exhibit 2-44).

Exhibit 2-44
Scott Elementary School TAAS Test Scores
1996-97 - 1998-99

Grade/Subject | 1996-97 | 1997-98 | 1998-99 |
3rd-Reading 77.1%| 795%| 93.7% ‘
3rd-Math 82.4%| 70.8%| 82.1% \
4th-Reading 89.2%| 86.8%  88.9%
4th-Writing 92.5% | 87.7%| 92.8% ‘




4th-Math 75.3% | 80.8% 87.0%
5th-Reading 72.0%| 78.8%| 89.6%
5th-Math 68.1% | 81.6% 90.4%

Source: TEA, AEIS1996-97 - 1998-99.

In 1998-99, Scott Elementary also received an Acknowledged designation
for reading. For a school to recelve an Acknowledged designation, the
percentage of high-performing students in reading must meet or exceed 50
percent.

Weis Middle School improved its accountability rating from Acceptable in
1997-98 to Exemplary in 1998-99. According to TEA, only a handful of
schools at any level increased their rating from Acceptable to Exemplary
in 1998-99.

To achieve Exemplary status, a school must meet the following criteria:

At least 90 percent of its students must be passing in reading,
writing and math (all students and each student group, for example,
African American, Hispanic, Anglo and economically
disadvantaged);

A dropout rate of 1 percent or less (all students and each student
group); and

Attendance of at least 94 percent.

In 1997-98, the latest year for which the data is available, 140 middle or
junior high schools in Texas achieved Exemplary status, or 10.5 percent of
the 1,328 middle or junior high schools statewide. For elementary schools
and high schools, 19.8 percent and 9.5 percent, respectively, achieved
exemplary statusin 1997-98.

During the past three years, Weis Middle School's attendance rate has
steadily increased to 95.3 percent in 1997-98. TAAS results have
improved steadily at al gradesin al areas from 1996-97 through 1998-99
(Exhibit 2-45).

Exhibit 2-45
Weis Middle School TAAS Test Scores
1996-97 - 1998-99

Grade/Subject | 1996-97 | 1997-98 | 1998-99
6th-Reading 91.0%  91.9% | 96.2%




6th-Math 96.7%| 98.3%| 99.2%)
7th-Reading 88.8%| 93.2%  95.9%
7th-Math 86.0%| 90.9%| 96.3%)
8th-Reading 82.4%| 89.5%  95.7%
8th-Writing 82.9%| 83.7% | 96.2%
8th-Math 82.4% | 93.1% 95.7% \
8th-Science 86.0%| 87.9% | 91.3%
8th-Social studies| 62.2% | 70.9%  79.5% \

Source: Texas Education Agency, AEIS 1996-97 - 1998-99.

In 1998-99, for the second year in a row, the school also received
Acknowledged designations for both reading and math. In 1998-99, 2.7
percent of the state's 680 schools received an acknowledgment for both
subjects.

According to the chair of the school's site-based decision making
committee, the teachers, parents and community members at Weis Middle
School fedl it's "their school.” The chair felt that this attitude has
contributed to the high level of student performance at the school. The
principal indicated that emphasis on writing, the one area where student
performance had been lowest, aso contributed to the improvement in
student performance.

At Scott Elementary School, the principal said that the two keys to the
school's success have been an emphesis on strong parental involvement
and on maintaining high expectations of all students.

At Weis Middle Schooal, the principal said the keys to the school's success
are a clear focus on instructional improvement with high expectations for
all students, a clearly defined curriculum designed to meet the needs of
students and a focus on teaching and practicing necessary skillsin reading
and writing across content areas.

COMMENDATION
The principals and teachers at Scott Elementary School and Weis
Middle School have applied instructional strategies and techniques

that have resulted in continuous student achievement.

FINDING



GISD developed and implemented its benchmark testing program in third
through eighth grade. The program can help individua schools and
teachers develop:

Lesson plans that address TEK'S objectives in reading and math;
Timelines for the first three nine-week periods that reflect
objectives that will be tested at all three benchmark testing times,
Pacing calendars to assist teachers in timing classroom instruction
to accomplish the objectives within the benchmark testing
timeframes;

Feedback for principals and teachers; and

Individual student profiles.

Through its evaluations of student needs in Texas, TEA has published two
documents: One Step at a Time for elementary students and Turning
Pointsfor middle school students. Both recommend school districts
develop individual achievement plans and strategies tailored to the needs
of each student. Currently, individual education plans are developed only
in special education.

Recommendation 16:

Develop individual plansfor each GISD student in third through
eighth grade using the benchmark testing results.

With all the information devel oped from the benchmark testing program,
GISD isclose to having individual goals, objectives and strategies for each
student in the district in third through eighth grade. The only remaining
step is to take the profile for each student and develop specific,
measurable goals that both the teacher and the academic coordinator
believe can be accomplished from one benchmark to the next and for the
year as awhole. This plan also would tie in additional tutoring in summer
school necessary to ensure that the student reaches the grade level
performance demanded by TEK S.

The plan could be phased in starting with those students in greatest need,
such as students failing TAAS. The plan should include measurable
objectives for each period during the school year and an expected student
profile to reach TEKS objectives by the end of the school year.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The academic coordinators, principals and teachersidentify an | July -
appropriate format to extend the benchmark testing resultsto | September
include opportunity to establish individual student objectives | 2000
and a process to accomplish this result.




2. | The assistant superintendent reviews the proposed process and | September
end product, makes any necessary modifications and 2000
authorizes the academic coordinators to pilot the process
during the 2000-01 school year.

3. | The academic coordinators, principals and teachers implement | September

and monitor the process throughout the year and make 2000 - May
modifications when necessary. 2001
4. | At the conclusion of the school year, the academic July 2001

coordinators, principals and teachers recommend
implementation of the process.

5. | The superintendent implements the process districtwide. August 2001 -
Ongoing

FISCAL IMPACT
This recommendation can be implemented with existing resour ces.
FINDING

School districts strive to maintain as low a student-teacher ratio as is cost
effective. Texas sets a maximum student-teacher ratio of one teacher for
22 students for grades K-4, but provides no guidelines for the higher grade
levels.

From 1995-96 to 1998-99, the student-teacher ratio in GISD has been less
than the regional and state averages (Exhibit 2-46). Over that period,
GISD's student-teacher ratio declined by 7.2 percent, six times the rate of
decrease in the region and three times the rate of decrease in the state.

Exhibit 2-46
GI SD, Region 4, and State Student-Teacher Ratio
1995-96 - 1998-99

Entity | 1995-96 | 1996-97 | 1997-98 | 1998-99 Peé\f;‘ftt?]geefet‘age
Galveston| 152| 148| 143 141 7.2%
Region4 | 166| 167| 165 164 -1.2%
State 156| 155 153 152 -2.6%

Source: Texas Education Agency, AEIS 1995-96 through 1997-98.




Compared to its peer districts, GISD has the third- lowest student-teacher
ratio (Exhibit 2-47).

Exhibit 2-47
GI SD, Peer District, Region 4 and State Student-Teacher Ratio
1998-99

Entity Studerngacher
WichitaFalls 134
Longview 13.9
Galveston 141
Bryan 14.3
Lufkin 14.3
College Station 15.0
State 15.2
Waco 155
Region 4 16.4
Port Arthur 16.7 |
Brazosport 16.9

Source: Texas Education Agency, AEIS 1998-99.

All GISD elementary schools have kindergarten through fifth, and grades
K-4 have state- mandated class sizes, so little opportunity exists to vary
student-teacher ratios in those schools. At the secondary level, however,
GISD classes have decreased since 1994-95 (Exhibit 2-48). The largest
decrease has been in the size of foreign language classes (12.9 percent)
followed by science classes (9.7 percent) and math classes (7.4 percent).

Exhibit 2-48
GISD Average Secondary School Class Size
1994-95 - 1998-99

Per centage

Subiet 1994- | 1995- | 1996- | 1997- | 1998 of
J&C 95 % 97 98 99 | Changeover
the Period

English 20.0 199 191 18.7 194 -3.0%




IF;] I;)elijgge 21.0 171 18.5 18.2 18.3 -12.9%
Math 215 20.8 20.8 20.0 199 -7.4%
Science 21.6 20.5 20.8 195 195 -9.7%
Socid studies 22.4 20.6 21.7 21.5 21.0 -6.3%

Source: Texas Education Agency, AEIS 1994-95 - 1998-99.

GISD secondary classes are smaller than the state and regional averagesin

all subjects (Exhibit 2-49). Compared to its peer districts, GISD

secondary class sizes were the lowest in foreign languages, second- lowest

in math and social studies, third-lowest in science and fourth-lowest in

English.
Exhibit 2-49
GISD, Peer District, Region 4 and State Average Secondary School
Class Size
1998-99
ClassSize

Entity | English ngrg‘jgge Math | Science| Soaa
Bryan 174 224| 20.5 184 204
Lufkin 18.0 22.4| 19.0 20.8 21.2
Longview 18.3 248, 20.6 194 216
Galveston 19.4 18.3| 199 19.5 21.0
Waco 19.5 215 21.3 23.3 22.3
State 20.4 21.0| 205 21.7 225
Region 4 22.2 228 22.6 23.6 24.4
College Station 21.0 22.1| 20.7 24.1 24.0
Brazosport 21.8 233 228 23.6 24.5
Wichita Falls 21.8 219| 215 22.3 24.0
Port Arthur 24.0 24.0| 221 22.5 25.8

Source: Texas Education Agency, AEIS 1998-99.



The student-teacher ratio declined at three of the four secondary schools
from 1998-99 to 1999-2000. The student-teacher ratios ranged from a low
of 9.8 at Austin Middle School to a high of 14.5 at Ball High School
(Exhibit 2-50).

Exhibit 2-50
Number of Students, Number of Teachersand
Student -Teacher Ratio at GISD Secondary Campuses
1998-99 - 1999-2000

Number of Number of Student -Teacher
Students Teachers Ratio
1998- | 1999- | 1998- | 1990- 1999-
Campus 99 2000 99 2000 | %9 S0

Bal High School | 2480 2423 169 167 147 145
Austin Middle
ooy 617 532 60 55| 103 9.8
Central Middle 699 621 63 55| 111 11.3
School
WeisMiddle 805 756 57 s8] 141 13.0
School

Source: TEA, AEIS 1998-99, and GISD administrative assistant and
assistant superintendent of Curriculum and Instruction.

The master course schedule includes more than 40 classes with 15 or
fewer students in courses at the high school and three middle schools. At
least 10 of the classes had fewer than 10 students, and some (for example,
cosmetology, foreign languages, reading and automobile technology) had
fewer than five students.

At the high school, these classes included a large number of career and
technology courses, which are discussed later in this chapter (for example,
cosmetology, nutrition and food science, business communications,
hospitality services, building trades, automobile technology, computer
drafting and child development), as well as core courses (English 1,
foreign languages, Algebra 1, Reading 1 and 3, physics and world
geography). At the middle schools, the smaller classes included language
arts, math, reading, social studies and English. None of these courses
represented advanced placement courses, nor were they designed to serve
specific needs of targeted populations such as special education or
ESL/bilingual students.




Recommendation 17:

Increasethe student-teacher ratio at all secondary campuses by an
aver age of one student per teacher.

Recognizing that GISD has developed specific approaches to meet the
needs of targeted student populations, such as the Success For Al
program, an increase in the overall student-teacher ratio in each secondary
school would reduce the overall teacher total by 23 (Exhibit 2-51).

Exhibit 2-51
Impact of Increasing Student-Teacher Ratio
by One Student at Each GISD Secondary Campus

Number of Teachers

Current . .
with Changein .
Campus Number Student-Teacher | Difference
of Teachers )
Ratio
Ball High School 167 157 -10
Austin Middle School 55 50 -5
Centra Middle School 55 51 -4
Waeis Middle School 58 54 -4
Total 335 312 -23

To implement such a change, the district should consider the needs of each
campus separately. At some, it may be possible to increase the ratio by
more than one student, and at others, it may be necessary to increase the
ratio by fewer than the average of one student.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The assistant superintendent for Curriculum and Instruction evaluates | July
the class sizes by campus to determine where modifications can be 2000
made to the current master schedule.

2. | The assistant superintendent reviews the findings with the July
superintendent and implements a recommended plan for the 2000-01 | 2000

school year.

FISCAL IMPACT

The fiscal impact assumes the following:




Average teacher turnover occurs during 1998-99, and the district
loses 15.7 percent of the current 335 secondary teachers, or 53
teachers.

The district conducts an analysis of the impact of increasing the
student-teacher ratio that indicates that 80 percent of the class-size
adjustments can be made, resulting in a net decrease of 18 teacher
positions required at the secondary level.

The cost savings of not hiring teachers to fill 18 positions, based
upon the current beginning salary for a bachelor degree teacher in
GISD ($30,199) would be $543,582 (18 teacher positions x
$30,199 = $543,582). Adding 25 percent for employee benefits

($135,895), the total annual savingsis $679,477.

Recommendation

2000-01

2001-02

2002-03

2003-04

2004-05

Increase the student-
teacher ratio at all
secondary campuses by an
average of one student per
teacher.

$679,477

$679,477

$679,477

$679,477

$679,477




Chapter 2
EDUCATION SERVICE DELIVERY
AND PERFORMANCE MEASURES

B. Curriculum and Instruction Programs

The Curriculum and Instruction Department is responsible for developing and modifying
the curriculum, the delivery of educational services and program evaluation in GISD. The
department aso is responsible for providing principas and teachers the tools necessary to
deliver educational services consistently at all campuses and at all grade levels.

As aresult of the department studying and monitoring the needs of studentsin GISD, a
number of new programs have been created, adopted or modified.

The Success For All reading program in grades K-6.

TECH-PREP and other dual enrollment courses offered in association with
Galveston College and the College of the Mainland to prepare students for work or
future academic study in a career field and to provide college credit.

The two-way language immersion program at MorganAcademy of Fine Arts, which
teaches dual proficiency in English and Spanish to elementary students.
Implementation of the Lightspan interactive program targeted at enhancing the
reading and math skills of students at the elementary level.

The Capturing Kids Hearts program, a classroom management/teacher
effectiveness training program.

The creation and implementation of a new K-8 math program in 1999-2000.
Development of a campus-based gifted and talented program.

The district also focuses student learning on foundation, or core, subjects as defined by the
Texas Education Code: reading, math, English/language arts science and social studies. At
the elementary level, GISD students are in school seven hours each regular school day. Of
that total, six hours are spent in classroom learning with one- half hour for lunch and one-
half hour for recess and breaks. Of that six hours, GISD students spend 79.1 to 87.5
percent of their time on core subjects (Exhibit 2-52).

Exhibit 2-52
Per centage of Time GISD Elementary Students Devote to Core Subjects
1999-2000

Subj ect Per centage of Time|
Reading 25.0%
Math 25.0%|
English/language arts 12.5%




Science 8.3-12.5%
Social studies 8.3-12.5%
Total 79.1 - 87.5%

Source: GISD director of Planning and Evaluation.

For secondary students, beginning at grade 6, the state mandates students take a certain
number of units. For grades 6-8, students must take 12 hours in core subjects, and in grades
9-12, students must take at least 12 units, although the state recommends 14 units. In

GISD, secondary student enrollment in core subjects ranges from a high of 72.5 percent in
grade 6 to alow of 41.9 percent in grade 12 (Exhibit 2-53). According to the director of
Secondary Education, this low percentage of 12th gradersin core subjects reflects that
students have completed core subjects during their first three years of high school and are
focusing on elective, or enrichment, subjects during their last year in high school.

Exhibit 2-53

GISD Secondary Student Enrollment in Core Subjects
First Semester, 1999-2000

Per centage of
Grade | Students Enrolled
in Core Subjects
6 72.5%|
7 61.0%
8 58.7%|
9 48.2% ‘
10 52.7%
11 50.3%|
12 41.9%

Source: GISD director of Secondary Education.

The organization of the Department of Curriculum and Instruction is provided in Exhibit

2-54.

Exhibit 2-54

Organization of the Department of Curriculum and Instruction



1999-2000

Assistant

Superintendent for Currimubim and Instruction

Dirvector Dirvector Divector Dirvector Divector Dirvector Director
Planming and Aecelerated Special Bilingual/ESL Secondary Elementary Staff
Evahiation Education Ediucation Education Education Education Development
and Fine Arts
Source: GISD.

The responsibilities of each of these positions are described in Exhibit 2-55.

Exhibit 2-55

Responsibilities of GI SD Curriculum and Instruction Department Directors

Position

Key Areas of Responsibility

Director, Planning and
Evaluation

Coordinate gifted and talented education program
Coordinate dropout task force

Coordinate attendance task force

Coordinate development of district and campus improvement
plans and chair

district improvement committee

Conduct program evaluation

Coordinate al testing

Director, Accelerated Education

Coordinate compensatory education funding and reporting, both
state and federa

Coordinate 504 compliance

Coordinate Optiona Extended Y ear program (funding only)
Coordinate homeless program

Coordinate Bridging the Educational Scene for Teachers of
Tomorrow (BESTT) Program

Director, Specia Education

Coordinate al special education services

Coordinate cooperative services for deaf and visually impaired
students

Coordinate Creative Education Institute (CEl)

Coordinate dyslexia program

Coordinate counseling program

Director. Bilinaual/ESL

Coordinate bilingual and ESL programs




Education

Director, Secondary Education

Provide curriculum development and instructional support to
secondary campuses

Coordinate CATE program

Coordinate the alternative education program

Coordinate programs to address ninth grade failure rate
Coordinate Optional Extended Y ear program (content and
staffing)

Director, Elementary Education

Provide instructional support to elementary campuses
Coordinate Optional Extended Y ear program (content and
staffing)

Director, Staff Development and
Fine Arts

Provide support to campuses on staff development
Coordinate all districtwide staff development
Coordinate Fine Arts program

Source: Interviews by TSPR with each director.

Librarians report to a position that reports to both the assistant superintendent and the

director of Communications.

FINDING

GISD's god isto achieve arating of "Recognized" from the Texas Education Agency in
1999-2000. To become a Recognized district, GISD must meet the following criteria

At least 80 percent of the students districtwide must be passing in reading, writing,
and math (all students and each student group, for example, African American,
Hispanic, white and economically disadvantaged);

A dropout rate of 3.5 percent or less (all students and each student group); and
Attendarce of at least 94 percent.

The Curriculum and Instruction Department has devel oped a multi-step process to achieve
the goal. The process is an organized plan that emphasi zes teachers teaching and students
mastering the essential elements of the TEK S as required by the Texas Education Code

(Section 4.002).

Exhibit 2-56

GI SD Processto Achieve Recognized Status

1999-2000




Instructional Develop district | Develop grade-level | Provide staff Instruction aligned
timeline benchmark caendarsin development and | with district
timelineswhich | reading, math, and | necessary support | assessment,
correspond to | writing at the materials benchmark
district beginning of each objectives
curriculum grading period calendars, and
which identify schoolwide low-to-
weak/strong high objectives
objectives
Instructional Develop district | Teachers document | Monitor Daily focuson
focus plan that reflects | TAAS objective implementation of | TAAS integrated in
goasfor and target and campus al content areas
instructional collaborative grade |instructional focus
effectiveness level planning
occurs
Assessment Prepare and Administer Review Benchmark results
disseminate benchmark tests, benchmark results | discussed and plans
benchmark tests | use tests for with teachers and strategies
and providetest | planning for revisited for
results to instruction, and effectiveness
campuses conduct conferences
with students based
upon previous year
results
Tutorias for Allocate funds | Design tuorialsfor | Monitor Increase passing
nor mastery for tutorials nort mastery implementation of | rate of non mastery
students and students, design tutorias and students and
enrichment for enrichment for enrichment expand curriculum
mastery master students, and for mastery
students communicate plan students
to parents
Maintenance Assist with Document Monitor Improved TAAS
and reteaching | gathering maintenance and implementation of | performance on
instructional reteaching lessons | maintenanceand | specific objectives
resources in lesson plans teaching
instruction and
activities
Monitoring Vidgit classrooms | Visit classrooms Monitor the Discuss problems
and conduct and conduct TAAS- | implementation of | and successesin
benchmark focused meeting the campus TAAS | administrative
conferences with teachers, initiative workshops
with principals | teams, and

departments




Source: GISD assistant superintendent of Curriculum and Instruction.

GISD developed its comprehensive plan using Brazosport 1SD's plan as amodel. TEA has
rated Brazosport an "Exemplary” district.

Representatives from Brazosport |SD visited GISD to explain how the district developed
its plan. GISD Curriculum and Instruction staff copied some strategies from Brazosport
they felt would work in GISD (for example, disaggregation of test scores or the breaking
down of the total test scores by each subject area, each school and each student and the
addition of those scores to strategies the staff developed).

A draft of the plan was shared with all principals and their suggestions were incorporated
into the final plan. Responsibility for monitoring the plan's success is shared by the
assistant superintendent for Curriculum and Instruction, the director of Planning and
Evaluation, the principals and campus academic coordinators.

COMMENDATION

GI SD has developed a processto focus on teaching and student performanceto
achieve a " Recognized" rating from the Texas Education Agency.

FINDING

GISD does not adequately coordinate its testing, counseling and guidance services. The
districtwide guidance and counseling plan was last updated more thanfive years ago.

The district has made significant strides in addressing student performance, reducing the
dropout rate and increasing attendance. These initiatives all focus on the students and
involve the academic coordinators, the director of Planning and Evaluation, the director of
Specia Education and the counselors and social workers. These efforts, however, are not
coordinated, but instead are fragmented under severa positions.

The director of Planning and Evaluation is responsible for the gifted and talented education
program, dropout recovery, al testing, campus and district improvement plans,
accountability reporting and site-based coordination. The director of Special Education is
responsible for supervising counselors and the guidance and counseling servicesin each
school, the dyslexia program, the Creative Education Institute (CEI) and the co-operatives
for the visually-impaired and desf.

Counselors and some principals said that the director of Special Education has little time to
gpend working with counselors because "special education is a full-time job." Counselors
said that the director makes infrequent visits to the campuses to meet with them and that
there are no regularly scheduled meetings for counselors. Under a previous director, such
meetings were held, and counselors said they could engage in conversations about
common student situations, which meant they could learned about techniques their peers
found successful.



GISD aso employs full- and part-time social workers. There are one full- and two part-
time social workers at Ball High School, one part-time social worker at the Alternative
School, one part-time social worker at Austin and Weis Middle Schools, one full- and one
part-time social worker at Central Middle School, and ore part-time social worker at each
of the elementary schools. These socia workers are coordinated by the lead social worker
who is assigned full-time to Ball High School.

Thereis no plan that directs the work of the social workers. Each one must develop
activities in concert with the principal or principals they serve. Several of the social
workers also participate on the dropout and attendance task forces. Several elementary
school counselors said the socia workers at their schools were used for administrative
duties, such as taking attendance, due to the lack of administrative support on the
elementary campuses.

On elementary campuses, when the principal is away from the school, the counselor is the
chief administrator. This means the counselor is also responsible for handling discipline.
Elementary school counselors said this responsibility conflicts with their counseling role
and students are unreceptive to their recommendations or unresponsive to their questions
in counseling sessions.

Five academic coordinators are responsible for administering the benchmark testing
program and developing school, teacher and individua student strategies for improving
performance. These positions report to the director of Staff Development and Fine Arts
who is not familiar with the program requirements, has limited time to supervise their
activities due to other responsibilities and has not provided any direction to the five
academic coordinators.

The director of Elementary Education position incumbent is in the first year of the job after
having served as principa of Burnet Elementary School. The director of Elementary
Education helps coordinate the Optional Extended Y ear program at elementary schools,
serves as aliaison to one GISD school, conducts classroom observations of e ementary
teachers and works with the assistant superintendent of Curriculum and Instruction on
curriculum development matters.

Recommendation 18:

Coordinate GI SD'stesting, counseling and guidance services under one department
head to improve the coordination of these programs.

GISD should convert the director of Elementary Education position to director of
Guidance, Counseling and Testing and assign the position the responsibility for
coordinating the work of the counselors, academic coordinators and social workers as well
as the districtwide testing programs.

The new director of Guidance, Counseling and Testing position should develop a plan to
combine the district's resources into a unified approach to address the students' needs.



Counselors, social workers, academic coordinators and principals should be involved in
developing that plan.

The director of Guidance, Counseling and Testing also should be responsible for
coordinating and supporting the dropout and attendance task forces.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The assistant superintendent for Curriculum and Instruction and the executive July 2000
director of Personnel develop ajob description for the new position.

2. | The superintendent reviews, approves and recommends the new position to the July 2000
board and the transfer of the current director of Elementary Education to the
position.

3. | The board approves the position and the transfer and authorizes the superintendent | August

to implement the position beginning the next fiscal year. 2000
4. | The superintendent fills the position and charges the director of Guidance, August
Counseling and Testing with creating a plan to coordinate the services. 2000

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

GISD has no regular program evaluation process. The director of Planning and Evaluation
conducts program evaluations upon specific request or assignment. Recently, the director
conducted evaluations of the Bridging the Education Scere for Teachers of Tomorrow
(BESTT) program and the gifted and talented program.

The director of Planning and Evaluation conducts limited assessments of programs or
Issues based upon specific circumstances. During the winter 1999-2000, the director
assessed the cosmetology program offered at Ball High School and provided information
about the cost-effectiveness of the program and the passing rate of students taking the state
exam. The superintendent will use this information to make recommendations about the
program during the spring budget process.

The director of Planning and Evaluation said that the lack of data hinders the program
evaluation process. Since the Department of Management Information Systems has limited
personnel, the director often must wait for an available programmer to access the data
necessary for program evaluation.

Program evaluation should focus on results and examine:

A program's economy, efficiency or effectiveness,




A program'’s structure or design ;

Program adequacy to see if it meet the needs identified by the school board,
governmental agencies or law;

Alternative ways to provide program services or products,

Program goals and objectives to see if they are clearly linked to and support
department, division and district priorities and strategic goals and objectives;
Benchmarks and comparisons to find out if they have been set for student
outcomes, program cost efficiency and cost effectiveness;

Compliance with appropriate policies, rules and laws; and

The adequacy and appropriateness of goals, objectives and performance measures
that are used to monitor, assess and report on program accomplishments.

Program objectives should be measurable and adequately define the specific effect the
program is expected to have on student achievement.

Effective program evaluation processes in school districts describe the standards that are
used to evaluate al district educational programs. In Waco |SD, district staff have
developed a What Works process in which schools are allowed to use discretionary funds
to implement programs if they meet one of three conditions:

Itislisted in the What Works compendium that was developed after a
comprehensive review of educational research.

The site-based committee can provide documentation showing the program has
produced desired outcomes under similar circumstances.

It isapilot project for which research design is developed and used to measure
results for a period of time not to exceed three years. The principa and site-based
committee must agree to discontinue the program if results are not achieved.

The 1990 Soring Independent School District Standard Process for Program Evaluation
describes standards to be applied to the evaluation of all educational programsin Spring.
Itsintent is "to establish program evaluation as an expected, systematic and continuing
process integrated into an organized program development cycle." The plan gathers
information that helps improve, revise and determine the worth of programs. Two types of
evauation are included: evaluation designed to improve the implementation of programsin
progress and evaluation designed to make judgments about the programs merit.

A select number of programs are reviewed each year. These program evaluations identify
both strengths and weaknesses. Instructional and administrative staff and the board use
evaluation results for program planning and revision. In addition to these evaluations,
Spring evaluates programs periodically through surveys of parents, teachers and students.
Spring also annually surveys its graduates.

Spring's five-year curriculum evaluation program was created based on Sandards for
Evaluation of Educational Programs, Projects and Materials, produced by the Joint
Committee on Standards for Educational Evaluation. The program evaluation process
includes the following items:



Measures of the Degree of Program Implementation;

Measures of Student Performance;

Measures of the Quality of Teacher Preparation and Devel opment;

Measures of Teacher Satisfaction and Concern;

Measures of the Use, the Quantity; and the Quality of Materials and Resources;
Measures of Unintended Effects;

Measures of Student, Parent and Community Satisfaction; and

Measures of Adequacy of Staffing, Facilities and Equipment.

Recommendation 19:
Develop a formal program evaluation process.

The director of Planning and Evaluation should work with central office staff, principals
and teachers to develop aformal rotating schedule and plan for evaluating programs. A
standard report format should be adopted and a timeframe for completing evaluations
should be established.

The director of Planning and Evaluation should focus on developing aformal program
evaluation plan with aregular rotation of programs to be evaluated. Given that the district
aready hasin place evaluations of its subject matter programs, more emphasis should be
placed on other program areas such as aternative education, multi-disciplinary teams or
site-based decision making.

The district should budget funds to provide contract data programming support for the
program evaluation. In addition, as part of the change in responsibilities for the director of
Planning and Evaluation, the position should be retitled as the director of Program
Evaluation and Analysis.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | Thedirector of Planning and Evaluation meets with central office Curriculum and | July 2000

Instruction staff, principals and teachers to discuss the priority in which programs
should be evaluated.

.| The director of Planning and Evaluation develops a rotating cycle, a standard August
report format and a schedule for completing evaluations during the first year and | 2000
reviews it with the assistant superintendent for Curriculum and Instruction,
central office Curriculum and Instruction staff, principals and teachers.

.| The director of Planning and Evaluation modifies the plan to reflect the input of | September
the participants and presents it to the assistant superintendent for approval. 2000

.| The assistant superintendent approves the plan and authorizes the director to September
begin the process. 2000

.| The director uses the existing contract programmer as necessary to support the Ongoing

evaluation process.




FISCAL IMPACT

Assuming that a contract programmer is employed for at least 24 hours per month during
six months of the year and the cost per hour will be $100, the annual cost will be $14,400
(24 hours x $100 x 6 months = $14,400).

Recommendation 200001 | 2001-02 | 200203 | 2003-04 | 200405 |
,[))r(e)\éi;p aformal program evaluation | ¢4 400 | ($14,400) | ($14,400) | ($14,400) | ($14,400)
FINDING

In 1995, the Texas Legidature changed the laws regulating school libraries:

"The Texas State Library and Archives Commission, in consultation with the State Board
of Education, shall adopt standards for school library services. A school district shall
consider the standards in devel oping, implementing or expanding library services.”

In 1995, the Texas Library Association appointed a committee of school librarians and
library administrators to adopt a draft of standards for school library programs. That draft
was submitted to the Texas State Library and Archives, which appointed a committee of
superintendents, principals, parents, authors, publishers, education service center staff and
school librarians to revise the origina draft. On May 19, 1997, the Texas State Library and
Archives Commission adopted the School Library Program Standards. Guidelines and
Sandards. The adopted version was published in the July 8,1997 issue of The Texas
Register, and became effective July 17, 1997.

The schooal library program promotes the development of skills and attitudes that prepare
students to be life-long learners in an information-rich society. To prepare students, the
library program provides an open setting that encourages enthusiasm and successin
learning. Students are provided access to resources that stimulate intellectual growth and
the development of critical thinking skills. Within a central facility, this flexibly scheduled
program provides learners carefully selected and organized resources that extend and
enhance the curriculum.

The standards provide districts guidance on what is considered exemplary, recognized,
acceptable or below standard in library learning environment, curriculum integration,
resources, program management and facilities. Exhibit 2-57 shows how GISD ranksin
each of the areas.

Exhibit 2-57
GISD Compared to State Library Standards

Standard G1<D Ratinn Nearrintinn nof GISD




Versus Standard

Versus Standard

Library learning
environment

Acceptable

Provides primarily basic resources to support
curriculum and student assignments.

Provides information through limited access to
resources and technologies throughout the
instructional day.

Curriculum
integration

Acceptable to below
standard (no
technology in some
libraries)

Adheres to a modified flexible schedule with
controlled access to library resources for students and
teachers.

Accepts classes on advance request but with minimal
prior planning or joint information gathering.

No technology in some libraries so teachers and
students can learn how to use technology as atool for
accessing, gathering, and using relevant information.
(below standard)

Resources

Acceptable to below
standard

No accessto Internet in some libraries. (below
standard)

Program
management

Acceptable to below
standard

Receives funding but may not be sufficient to qualify
as acceptable, for example, one percent of
instructional expenditures.

Some schools that are large enough according to the
standard have no paraprofessional support and
librarian must close library.

District should have district-level coordinator with
other district responsibilities. (below standard)

Fecilities

Acceptable to below
standard

Provides space for students and some teachersto
access and use information, as well as some space for
instruction.

Has appropriate lighting, an environment that is
comfortable but may be difficult to regulate and basic
electric outlets.

Source: School Library Program Sandards. Guidelines and Standards and observations

of TSPR.

GISD librarians said a number of problems affecting delivery of services exist.




The most recent person in the position of media/textbooks coordinator, the position
responsible for supervising the library program, did not have a background in
education and was not a certified librarian.

Planning time is routinely encroached upon at the elementary level. Success For All
(SFA) classes are held in the library, and SFA tutoring is performed in the library
in some schools.

Alamo, Parker and Scott Elementary Schools are the only ones with automated
circulation systems.

Some libraries do not have either computer or Internet access. Students are hesitant
to conduct research and learn about information sources on the Web.

Purchasing decisions for libraries reflect the priorities of the school principals
and/or the schools' site-based decision making committees.

Persistent problems with facilities maintenance, such as a leaking roof that ruin
books and slow response by district maintenance.

Vacant librarian positions because of low salaries and limited or no
paraprofessional support.

Recommendation 20:

Pay a stipend to a GISD librarian to head the library program and develop a plan to
addressissuesrelated to library operations.

In adidtrict the size of Galvestion, afull-time position is not necessary to supervise the
library program. Other districts of similar size typically pay one librarian a stipend above
the position's salary to spend additional time completing administrative responsibilities,
developing plans and budget information and interacting with central administrative staff.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The assistant superintendent for Curriculum and Instruction recommends a June 2000
candidate and stipend to the superintendent.
2. | The superintendent approves the candidate and the stipend and recommends June 2000
approval to the board.
3. | The board approves the recommendation and the stipend. July 2000
4. | The assistant superintendent implements the recommendation. August
2000

5. | Thelibrary program head develops a plan to address issues related to operations. | August
2000

FISCAL IMPACT

The stipend would be equivalent to the stipend paid to the Success For All facilitator, or
$3,000 annually.




Recommendation 2000-01 | 2001-02 | 2002-03 | 2003-04 | 2004-05 |
Pay a stipend to a GISD librarian to head the
library program and develop aplan to address | ($3,000) | ($3,000) | ($3,000) | ($3,000) | ($3,000)

issues related to library operations.




Chapter 2
EDUCATION SERVICE DELIVERY
AND PERFORMANCE MEASURES

C. Staff Development

The Texas Education Code prescribes certain criteria for staff
development in a Texas school district (Subchapter J. Staff Development,
Section 21.451). The key requirements are that staff development:

Must include training in technology, conflict resolution strategies
and discipline strategies;

Must be predominantly campus-based, related to achieving
performance objectives; and

May be developed and approved by the campus site-based
decision making committee.

Campus staff development may include activities that enable the campus
staff to improve their skills, to share effective strategies, to consider
curricular and instructional issues, to analyze student achievement, to
discuss ways to improve student achievement, to study research, to
identify students' strengths and needs, to develop meaningful student
programs, to implement site-based decision making and to conduct
research.

According to TEA, an effective staff development policy should specify:

How needs will be identified;

Training requirements,

How campus- level staff development operates,

A focus on staff development for student achievement;
Criteriafor how campus staff are to be reimbursed for attending
training on their own time;

Requirements for special programs training (for example, gifted
and talented, Title |, students with disabilities, athletics); and
An administrator training policy.

The district has a strategic plan for staff development that focuses teacher
and administrator training, monitoring and implementation on student
success. The plan was devel oped beginning with a written assessment of
all principals and teachers by the Director of Staff Development/Fine Arts
in February 1999. That assessment produced:

Staff development topics identified by all schools. classroom
management, TAAS instruction, math and specia education.



Staff development topics noted by most of the schools:
computer/technology training, reading, writing, time management
and motivational speakers for teachers.

Staff development topics noted by at least two schools: stress
management, bilingual education, instructional strategies, dyslexia,
parental involvement, gifted and talented, fine arts and new teacher
devel opment.

The staff of the Cur riculum and Instruction (C& 1) Department met,
reviewed the results and determined districtwide staff devel opment
initiatives needed in staff development. The Director of Staff
Development/Fine Arts is building a staff development team made up of
principals, teachers and C&| staff to make the assessment and planning
process of staff development ideas an ongoing process.

Through the Curriculum and Instruction Department, teachers and
academic support personnel, such as counselors and nurses, receive staff
development. Schools have plans aligned with the district plan. All staff
development plans are based on desired student outcomes. Staff in
individual departments develop their own plans for staff development.

The mission of staff development in GISD isto "support student
achievement.” According to the Director of Staff Development/Fine Arts,
the underlying principles for staff development include:

Staff development is considered indispensable to student
achievement.

There is planning for staff development throughout the school
system.

Activities and planning are primarily school focused, not district
focused.

Staff development is not driven by adult needs, but by student
needs and outcomes.

GISD is dedicated to the continuous improvement for everyone
who affects student learning.

Rather than focus on generic instruction, staff development isa
balance of generic instruction and content-specific skills.

Staff development is the function of all administrators and teacher
leaders.

Since the current director of Staff Development and Fine Artswas hired in
October 1998, the district has devel oped a series of programs provided by
a combination of internal staff and outside companies. New teachers to the
district receive basic instruction in classroom management and lesson
planning, training in the Success For All reading program and the new
math curriculum (Exhibit 2-58).



Exhibit 2-58

GISD New Teacher Staff Development
1998-99 - 1999-2000

Date Subj ect Participants Instructor Cost
Follow-up Staff Development
January 4, | Essential Elements | 130 new teachers Dr. Pat $5,250
1999 of Classroom Lawrence
M anagement
July 21-24, |Visua Math 30 new teachersand | Various $6,000
1999 other untrained presenters
GISD teachers
November | Elements of 150 teachers Various $4,300
8, 1999 Effective presenters
Instruction Follow-
up
Fal 1999 | Reading, Math, and | 20 new teachers at GISD 0
Writing Inservices | each inservice as academic
well as other coordinators
teachers
New School Year Staff Development
March 23, | Convocation: 150 new teachers Various $2,250
1999 Managing Conflict |and all GISD staff presenters
August 2, | Teambuilding 150 new teachers Various $3,000
1999 presenters
August 3-4, | Success For All All new elementary | Various GISD 0
1999 teachers staff
August 4-5, | Essential Elements | 150 new teachers Dr. Pat $3,125
1999 of Effective Lawrence
Instruction
August 6, | Elementary Visua |All new teachers Various GISD 0
1999 Math staff

Source: GISD director of Staff Devel opment/Fine Arts.

Didtrict-level staff development scheduled for 1999-2000 is described in
Exhibit 2-59. Staff for all education programs plan their own staff

development with the assistance of principals and site-based decision
making committees on a year-long calendar, month by month, which is

updated monthly by the Staff Development office.




Exhibit 2-59

GISD District-L evel Staff Development

1999-2000
Date Subj ect Participants

August 1999 | Conflict Management All GISD staff

TAASto TEKS workshop in All teachers

math
September Brain-Based Effective Teaching | All teachers and administrators
1999 Strategies

TAAS writing workshop All teachers

Just For Kids - TAAS data Administrators

analysis
October How to provide effective steff Administrators and trainers
1999 development for staff

New Teacher Classroom New teachers

Management follow-up
November Brain-Based Effective Teaching | All teachers and administrators
1999 Strategies

Cooperative Learning

TAAS reading inservice All teachers

Covey Teambuilding Program | Administrators
January 2000 | Brain-Based Effective Teaching | All teachers and administrators

Strategies

Children of Poverty workshop

All district personnel with
administrative support

High school restructuring

High school personnel

Source: GISD director of Saff Development/Fine Arts.

The campus site-based committees receive information from central office
personnel on required staff development.

FINDING

GISD has no staff development philosophy approved by the board, no
regular means of ng the training needs of individuals and of the
district as awhole, no mechanism to monitor how the training is applied




nor a feedback process on the quality of the training. GISD's policy on
staff development consists of one vague statement in the policy manual:
"Staff development should be conducted annually in accordance with the
minimum standards developed by the Commissioner of Education.”

One of GISD's peer digtricts, Port Arthur, has an excellent, well-defined
staff development policy, which includes sections on the district's
philosophy regarding staff development, how needs will be determined,
compensatory time for training, special programs training development,
administrator training development, requirements and professional and
college credit.

Recommendation 21;

Develop a comprehensive staff development policy that includes
mechanisms for monitoring and evaluating GISD's training
programs.

The policy should include a process by which the district can monitor the
implementation of the training, the success of training programs in
meeting district and individual needs, and a feedback mechanism to the
director of Staff Development and Fine Arts to facilitate future program
modifications.

Monitoring could occur in several ways, for example, during classroom
observations related to annual evaluations. Or department/team leaders
could discuss the results of training in meetings to identify what has been
successful, what has not and why not.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The director of Staff Development and Fine Arts meetswith | July 2000
central office Curriculum and Instruction staff, principals and
teachers to discuss what should be included in a districtwide
staff development policy.

2. | The director uses the discussion to prepare a draft of the August -
policy, which is shared with meeting participants for review September
and comment. 2000

3. | The director incorporates the comments and presentsit to the | September
assistant superintendent of Curriculum and Instruction for 2000
modification and approval.

4. | The assistant superintendent approves the plan and presentsit | October 2000

to the superintendent for modification and approval.

5. | The s inerintendent nresents the nolicv to the board for Novemher




modification and approval. 2000 ‘
6. | The board approves the policy and authorizes the December
superintendent to implement the plan. 2000

FISCAL IMPACT

This recommendation can be implemented with existing resources.



Chapter 2
EDUCATION SERVICE DELIVERY
AND PERFORMANCE MEASURES

D. Accelerated Education

Accelerated or compensatory education, as defined in Section 42.152 (c)
of the Texas Education Code, is a program designed to improve the
regular education program for students in at-risk situations. The purpose is
to raise their achievement levels and reduce the dropout rate. To determine
the appropriate accelerated or compensatory program, districts must use
student performance data from the state assessment instruments and any
other achievement tests administered by the district.

Based on this needs assessment, district and campus staff design the
appropriate strategies and include them in the campus and/or district
improvement plan. By law, the improvement plan must include the
comprehensive needs assessment, measurable performance objectives,
identified strategies for student improvement, identified resources and
staff, specified timelines for monitoring each strategy and evaluation
criteria. Each district is responsible for evaluating the effectiveness of the
locally-designed program.

The criteria used to identify students in at-risk situations are defined in
Section 29.081 of the Texas Education Code. The definition includes each
student in grades 7-12 who is under 21 years of the age and who: 1) was
not advanced from one grade level to the next for two or more school
years, 2) has mathematics or reading skills that are two or more years
below grade level; 3) 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; 4) did not perform satisfactorily on an
assessment instrument administered under Subchapter B, Chapter 39; or 5)
is pregnant or a parent. The definition also includes each student in pre-
kindergarten through grade 6 who: 1) did not perform satisfactorily on a
readiness test or assessment instrument administered at the beginning of
the school year; 2) did not perform satisfactorily on assessment instrument
administered under Subchapter B, Chapter 39; 3) is a student of limited
English proficiency, as defined by Section 29.052; 4) is sexually,
physicaly, or psychologically abused; or 5) engages in conduct described
by Section 51.03(a), Family Code.

Students in any grade are identified as students in at-risk situations if they
are not disabled and reside in aresidential 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).

Funding allocated under state compensatory education is based on the
number of economically disadvantaged students in the district. The
number of economically disadvantaged students is determined by
averaging the best six months' enrollment in the national school lunch
program of free or reduced-priced lunches for the preceding school year.

GISD's at-risk student population is growing. The percentage of students
classified either as economically disadvantaged or eligible for receiving
free and reduced-priced meals is approximately 60 percent districtwide. Of
the $1,583,228 in state compensatory funds budgeted by GISD for 1998-
99, 68.3 percent, or $1,081,540, was budgeted directly at a campus
(Exhibit 2-60). These funds are used to supplement other funding based
upon the needs of the campus. The highest per student allocation was at
Burnet Elementary School where 430 of the 656 students, or 70.1 percent,
were eligible for free and reduced- priced meals, the criterion for eigibility
for state compensatory funds.

Exhibit 2-60
GISD Campuses, At-Risk Students, and Compensatory Funding
1998-99
Number
of

Eligible Compensatory Non- Total Total

Camous Freeand | Compensatory | Expenditures | Compensatory InstrL?ctionaJ Total Instructional
P Reduced- Funding per Eligible | Instructional Fundi Enrollment | Expenditures

Priced Student Funding unding per Student

Lunch

Students
Alternative $280,068 $94,461 $374,529 81 $4,623
School
Austin 393 $86,186 $219 $2,108,115| $2,194,301 617 $3,556
Middle
School
Central 473 $85,802 $181 $2,360,428 |  $2,446,230 699 $3,499
Middle
School
Bolivar $2,710 $673,479 $676,189 204 $3,314
Elementary




Alamo
Elementary

459 $34,435 $75

$1,439,531| $1,473,966

495

$2,977

Morgan
Academy
of Fine
Arts

592 $245,275 $414

$1,645,052 | $1,890,327

678

$2,788

Ball High
School

1,234 $53,175 $43

$6,844,241 | $6,897,416

2,480

$2,781

Burnet
Elementary

430 $206,019 $479

$1,617,673| $1,823,692

656

$2,780

San Jacinto
Elementary

361 $24,541 $67

$1,482,120 | $1,506,661

$2,774

Parker
Elementary

258 $86,233 $334

$1,671,369 | $1,757,602

656

$2,679

Weis
Middle
School

260 $61,169 $235

$2,036,013 | $2,097,182

805

$2,605

Scott
Elementary

531 $138,392 $260

$1,708,582 | $1,846,974

709

$2,605

Rosenberg
Elementary

384 $21,558 $56

$1,265,215| $1,286,773

506

$2,543

Oppe
Elementary

206 $35,955 $174

$1,707,835| $1,743,790

705

$2,473

Source: TEA, AEISand Child Nutrition Reports, 1998-99.

Schedule 5B of the Federal Title | application requires districts to rank
their schools based on the percentage of students in the free and reduced-
priced lunch program. GISD's director of Accelerated Education uses this
information, as well as the total campus enrollment, to cluster the schools
by grade level (e.g. elementary, middle, and high school) and equitably
fund them. By using these two factors and looking at the services or
programs offered, GISD ensures equitable funding and programs at all
campuses. TEA uses this same basic process to monitor districts on the
use of state compensatory funds.

TEA and the federal government provide specific guidelines for using
schedule 5B to determine which services will be provided and the amount
of funds for each school. GISD submits an annual program evaluation for
al Title! funds, and TEA reviews the data submitted through PEIMS to
ensure equity and that compensatory funds are used to supplement and not



supplant regular education funds. TEA conducts a comprehensive audit
every three years of each district receiving compensatory funding. The
director of Compensatory Education for TEA said that GISD had never
violated any funding requirements.

Federal funding is based upon the poverty level in the area in which the
school district is located. Title I, Part A funding is designed to help
disadvantaged children at risk of failure to meet high standards. Part C is
for education of migratory students; Title 11, Part B is for Dwight D.
Eisenhower professional development program; Title IV is for safe and
drug-free schools; and Title VI is for innovative education program
strategies. These programswere first authorized in 1965 as part of the
Elementary and Secondary Education Act, which has been amended on
several occasions and was last reauthorized in October 1994. Funds the
district received in each of these programs are identified in Exhibit 2-61.

Exhibit 2-61
GISD Federal Program Funds
1997-98 - 1999-2000

Title | 1997-08 | 1998-99 | 1999-2000 |
| $2,962,360 | $2,960,036 | $2,960,036
Il $67,870| $73947| $70,917
\Y $55482| $54,890 $41,718 |
VI $58,141| $65,887| $66,531
Total | $3,143,853 | $3,154,760 | $3,139,202 |

Source: GISD director of Accelerated Education.

Title I, Part A programs are designated as either schoolwide assistance,
which means the funds can be used throughout the school to upgrade the
entire educationa program as long as the money is spent to help meet the
needs of the targeted students, or targeted assistance, which means that the
funds are used for only a designated purpose, such as a computer lab that
serves the targeted students only.

To qualify as a schoolwide assistance campus, 50 percent of the student
population must be identified as economically disadvantaged. All GISD
schools, with the exception of Ball High School, are schoolwide assistance
campuses.

Eisenhower program funds in GISD are used for staff development in al
core subject areas with preference in math and science.



Title 1V funds for safe and drug-free schools are used to support programs
that prevent violence in and around schools; prevent theillegal use of
alcohol, tobacco and drugs; involve parents; and coordinate with related
federal, state and community efforts and resources to promote safe and
drug-free schools and communities.

GISD has used Title VI funds to support innovative education strategies,
such as the Bridging the Educational Scene for Teachers of Tomorrow

(BESTT) Program and school media center improvements.

FINDING

In focus group meetings and interviews with principals, participants raised
concerns about the sufficiency of programs to address the at-risk student
population. GISD has seven programs designed to address the needs of at-
risk students. Exhibit 2-62 describes each program and its location.

Exhibit 2-62
GISD Accelerated Education Programs
1999-2000
Program Description Campus L ocation
Cresative CEl isacomprehensive CD-ROM based | Alamo, Morgan,
Education program for elementary studentsin Oppe, Parker,
Institute (CEl) | language arts and math. The curriculum Rosenberg, and
provides arich development sequence Scott Elementary
within which individualized, prescriptive | Schools Weis
instruction can be provided. Middle School
Success For All | SFA isaschoolwide program for students | All elementary
(SFA) in grades K-6. SFA is aprevention and schools and all
early intervention program that ensures middle schools
reading mastery for al students. The (grade 6)
program organizes resources to ensure that
virtually every student will reach the third
grade on time with adequate basic skills.
Lightspan Lightspan is a set of interactive, Austin and Central
curriculum-based educational software and | Middle Schools
Internet products in mathematics and Alamo, Morgan,
reading/language arts for grades K-6. The | Rosenberg and San
products combine curriculum with stories, | Jacinto Elementary
engaging characters, and challenging Schools
interactivity.
Summer camp | The purpose of summer canp is for student | Locations rotate;

for elementarv

remediation in the areas of readina and

for examole.




students

math and to reduce the rate of retention at

classes are held at

(summer the elementary level. Academic classes are | a schoal in the

school) offered in the morning and camp in the morning, and camp
afternoon using high school students as may be at apark in
counselors. the afternoon.

Capturing Kids | Thisis a classroom management/teacher Rosenberg

Hearts effectiveness training program that is Elementary

designed to help teachers learn skills for
effective class management, learn

School, Secondary
Alternative School,

techniques for dealing with behavioral and | Ball High School
disrespect issues, and learn how to build
productive relationships with all students.
Optional The purpose of OEY isto provide students | All campuses
Extended Year | additiona instructional time to master the | serving studentsin
(OEY) state's content standards and student grades K-8
performance standards. Students served by
the program are those students who are
identified as not likely to be promoted to
the next grade level for the succeeding
school year because they do not meet
district standards or policies for promotion.
BESTT BESTT is offered as a course to seniors Ball High School
(Bridging the | who are in good academic standing and
Educational have expressed an interest in pursuing
Scene for education as amajor in college and
Teachers of ultimately as a vocation. The course
Tomorrow) provides an intensive, one-year

introduction to education, including topics
on the psychology of learning, teaching
methodol ogies and the role of the teacher
in adiverse educational setting.

Source: GISD "District Programs®, 1999-2000, the director of
Accelerated Education, and information provided by principals on each

campus.

In 1999, the Texas Education Agency referred a reporter from a national
television network to Galveston 1SD because of the outstanding nature of
the district's Education Flexibility Partnership Demonstration Program
(Ed-Flex). Thisis a pilot program created by the federal government to see
if giving states the authority to waive provisions of various federa
programs will result in improved student performance. The Commissioner




of Education has the authority to waive many federal provisions. Districts
may request waivers for the entire district or for specific campuses within
adistrict.

The laws and regulations covered by Ed-Flex waiver authority include a
variety of programs, including the following programs in GISD: Helping
Disadvantaged Children Meet High Standards; Even Start; Migrant
Education; Neglected, Delinquent and At-Risk Y outh; Eisenhower
Professional Development; Safe and Drug-Free Schools and
Communities; Innovative Education Program Strategies, and The Carl D.
Perkins Vocational and Applied Technology Act.

COMMENDATION

GISD has a comprehensive compensatory education program offering
avariety of programsto meet students needs.



Chapter 2
EDUCATION SERVICE DELIVERY
AND PERFORMANCE MEASURES

E. Bilingual/English as a Second L anguage (ESL) Program

Federa and state laws require districts to provide Bilingual/English as a
Second Language (ESL) programs to students whose first language is not
English. Specifically, these programs are designed to help Limited-
EnglishProficient (LEP) students learn English.

GISD initiated bilingual/ESL education in 1982 and has bilingua
programs at five elementary campuses (Alamo, Burnet, San Jacinto, Scott
and Morgan); ESL programs at three elementary campuses (Oppe, Parker,
and Rosenberg); and bilingual/ESL programs at Austin and Central middle
schools.

Thirty-four bilingual teachers serve 552 students. Also within the
Bilingual program isthe ESL component. Both programs are under the
same director. The purpose of the ESL program isto provide an intensive
second language program for older students and students in grades in
which bilingual education is not available. Nineteen teachers instruct 585
students in the ESL program. Students in the ESL program are not served
all day asthey arein the bilingual program because the ESL students are
in atrangtion to English. As aresult, fewer teachers are needed in the ESL
program.

The district aso has 123 students at Morgan Academy of Fine Arts who
arein atwo-way immersion, or dual English-Spanish proficiency,
program. Sixteen educational aides also support the bilingual/ESL
program. Exhibit 2-63 shows the number in both programs by grade level.

Exhibit 2-63
GISD Bilingual and ESL Students by Grade L evel
1999-2000

GradeLeve Number of Students‘
Elementary school (grades K-5) 1,085‘
Middle school (grades 6-8) 65‘
High school (grades 9-12) 110
Total 1,260




Source: GISD director of Bilingual/ESL Education.

GISD hasa higher percentage of bilingual/ESL students than any of its
peer districts with the exception of Lufkin. GISD and all the peer districts
have a lower percentage of bilingual/ESL students than the regional and
state averages (Exhibit 2-64).

Exhibit 2-64
GI SD, Peer Didtrict, Region 4, and State Studentsin Bilingual/ESL
Program
as a Per centage of Total Enrollment
1998-99
Entity Bilingual/ESL ‘
Region 4 14%
State 12% |
Lufkin 11%
Galveston 10%
Port Arthur 8%‘
Waco 8%
Brazosport 7%‘
Bryan 7%
Longview 6%‘
College Station 4%‘
WichitaFalls 4%‘

Source: Texas Education Agency, AEIS 1998-99.

In grades pre-K-12, students in both programs are given the IDEA Ord
Language Proficiency Test once a year to determine their growth in ord
language. ESL students in grades 3-12 are given the IDEA reading and
writing tests at the end of the year to measure growth in English. In grades
3-5, students in both programs receive either the TAAS in English or
Spanish. TAAS scores for 1998-99 for students in the program are
included in Exhibit 2-65.

Exhibit 2-65
Per centage of GISD Bilingual/ESL Students Passing TAAS Tests
1998-99



Grade/Subject | TDE" Peg;;f.‘;zge
Spanish TAAS - Bilingual Students ‘
3rd/Reading 64 81%
3rd/Math 64 81%|
4th/Reading 15 67%
4th/Math 15 67/%
4th/Writing 14 79%|
Spanish TAAS - ESL Students
3rd/Reading 0 NA ‘
3rd/Math 0 NA
English TAAS - Bilingual Students
3rd/Reading 13 92%
3rd/Math 13 100%
5th/Reading 21 52%
5th/Math 21 62%
6th/Reading 2| Norating
6th/Math 2| Norating
English TAAS - ESL Student
3rd/Reading 7 86%
3rd/Math 7 100%‘
4th/Reading 13 62%
4th/Math 13 69%‘
4th/Writing 13 85%
5th/Reading 15 67%‘
5th/Math 15 80%
6th/Reading 1| Norating
6th/Math 0 NA |
7th/Reading 1| Norating
7th/Math 1| Norati ng|




8th/Reading 6 67%‘
8th/Math 6 83%
8th/Writing 5 80% \
10th/Reading 4 Norating
10th/Math 4| Norating
10th/Writing 3/ No rating‘
11th/Reading 11 36%
11th/Math 11 36%‘
11th/Writing 11 27%
12th/Reading 6 50% \
12th/Math 9 67%‘
12th/Writing 6 33% ‘

Source: GISD director for Bilingual/ESL Education.

Bilingual/ESL students can only be exempted by the Language
Proficiency Assessment Committee (LPAC), which islocated at each
campus and includes at least an administrator, a teacher and a parent. The
committee reviews the status of each bilingual and ESL student on the
campus to determine proficiency. The committee functions similar to the
Admission, Review and Dismissal (ARD) committee for specia
education.

Students exempted from taking TAAS either take the lowa Test of Basic
Skills (in English or Spanish), Aprenda (the Spanish equivalent of the
Stanford Achievement Test) or the IDEA reading and writing tests as
aternative assessments (Exhibit 2-66).

Exhibit 2-66
Results of Alternative Assessments of GISD Bilingual/ESL Students
1997-98
Number
Type of Measure |Number )
Grade Student Used Tested Showing
I mprovement
Reading
3rd Bilingua ITBS/Aprenda 12 12




3rd ESL ITBS 8

4th Bilingual/ESL | ITBS 11

5th Bilingual ITBS 3

5th ESL ITBS 1

6th ESL ITBS 9 8
7th ESL ITBS 13 10
8th ESL ITBS 11 8
Math

3rd Bilingual ITBS/Aprenda 12 12
3rd ESL ITBS/Aprenda 8 7
4th Bilingual/ESL | ITBS/Aprenda 7 5
5th Bilingua ITBS/Aprenda 3 3
5th ESL ITBS/Aprenda 1 1
6th ESL ITBS/Aprenda 9 7
7th ESL ITBS/Aprenda 13 11
8th ESL ITBS/Aprerda 11 9
Writing

3rd Bilingual IDEA 12 10
3rd ESL IDEA 8 6
4th Bilingual/ESL | IDEA 11 9
7th ESL IDEA 13 13
8th ESL IDEA 11 11

Source: GISD director of Bilingual/ESL Education.

Expenditures for the bilingual/ESL program have increased 56.6 percent
over the past five years while the student population served has increased

only 8.6 percent during that same period (Exhibit 2-67).

Exhibit 2-67

GISD Bilingual/ESL Education Expenditures

1994-95 - 1998-99

Category

1004-01

100K-0R

100R-97

1007-08

1008-09

Per centane




Actual Actual Actual Actual Budget Change
Bilingual/ESL | $1,140,699 | $1,091,191 | $1,451,920 | $1,659,584 | $1,785,766 56.6%
expenditures
Bilingual/ESL 925 1,199 1,246 1,062 1,005 8.6%
students
served
Bilingual/ESL $1,233 $910 $1,165 $1,563 $1,777 44.1%
expenditures
per student

Source: TEA, AEIS, 1994-95 - 1998-99.

Compared to its peer districts GISD spends the highest percentage of
instructional operating expenditures, spends the second highest dollar
amount on its bilingual/ESL education program ard has the second highest
per student expenditure (Exhibit 2-68). It should be noted, however, that
while GISD includes all sadlary dollarsin its bilingual/ESL program
expenditures, not all districts include those dollars, which may skew the
comparison.

Exhibit 2-68
GISD and Peer District Bilingual/ESL Education Expenditures
1998-99 Budget
Entity Eéilingua_\I/ESL Expenditures per
xpenditures | Eligible Student
Brazosport $1,736,121 $1,920
Galveston $1,785,766 $1,777|
Port Arthur $1,506,221 $1,673
Waco $1,819,176 $1,428
College Station $241,709 $959‘
Longview $493,453 $947
WichitaFalls $500,359 $910‘
Bryan $149,810 $150
Lufkin $45,521 $53

Source: TEA, AEIS 1998-99.




The bilingual/ESL program is designed to assist students who have limited
English proficiency (LEP) transition gradually from speaking only
Spanish to speaking proficiently in English. Bilingual programs are
offered in grades pre-K-3 or K-3, at which point, the district's ESL
program assists the transition, typicaly by grade six.

The director of Bilingual/ESL for GISD has designed a model of
instruction to facilitate and guide that transition process (Exhibit 2-69).
The model provides for specific instruction in both Spanish and English at
all grade levels pre-K through sixth grade.

Exhibit 2-69
GI SD Bilingual/ESL Modél of Instruction
1999-2000
Grade . : . .
L evel Spanish Instruction English Instruction
Pre-K | Concepts and skills developed in | District provides materials (20

Spanish

minutes daily)

K Language arts, reading, writing, | District provides materias (30
spelling, math minutes daily)

1st Language arts, reading, writing, | District provides materials: science,
spelling, math socia studies (60 minutes daily)

2nd Language arts, reading, writing, | District provides materials. science,
spelling, math socia studies (90 minutes daily)

3rd Language arts, reading, writing, | District provides materials: science,
spelling, math socia studies (90 minutes daily)

4th Language arts Writing (60 Formal literacy for two years ESL
minutes) Science and social through language arts and math: two
studies (expository reading for | hours daily Language arts Reading
Spanish TAAS) Math (New Spelling Writing ( LPAC decision)
concepts introduced in Spanish. | Math (New concepts introduced in
Skills previoudly introduced in | Spanish. Skills previoudly introduced
English.) in English.)

5th Science and social studies ESL through language arts and math:
(expository reading for Spanish | two and one- half hours daily.
TAAS) Math (New concepts Language arts Reading Spelling
introduced in Spanish. Skills Writing (LPAC decision) Math (New
previously introduced - in concepts introduced in Spanish. Skills
English.) previously introduced in English.)

6th Minimal sinnort in native District provided ESL materials




language

Source: GISD director of Bilingual/ESL Education.

Immigrant students entering GISD at the secondary level are placed in a
beginning ESL class. Of the 1,259 students in the bilingual/ESL education
program, only 110, or 8.7 percent, are in grades above the sixth grade.

FINDING

At Morgan Fine Arts Academy, GISD has implemented a two-way
bilingual immersion (TWBI) program called Project
C.E.L.E.B.R.A.T.1.O.N.: aprogram that "combines students from different
Cultures, who bring different Experiences and who have different
Languages in the same classroom. It is a program of Excellence and the
long-term goal is Bilingualism and Respect for all peoples. Thereisa
strong emphasis on Academics; another aspect of the program is training
in Technology. | magination and problem-solving are encouraged. This
program will provide economic Opportunities for employment in the
twenty-first century. The Newness of the program in the community is
countered by positive results of longitudinal research done on other
programs in other locations.”

The TWBI offers elementary students the opportunity to learn to
communicate in two languages, Spanish and English. The children from
these two language groups learn together in the same class. They provide
role models for each other and support each other's second language
acquisition. In 1999-2000, the program had 123 students in grades K-4
(Exhibit 2-70).

Exhibit 2-70
GISD Two-Way Immersion Program Enrollment by Grade and
Ethnicity
1999-2000
Grade Afri(_:an Anglo | Hispanic | Other | Total
American
K 2 4 11 0| 17|
1t 7 3 36 0| 46|
2nd 4 4 12 0 20
3rd 4 1 15 0 20\
4th 1 1 18 0 20




Total 18 13 92 0 123\
Per centage of Total 15% | 10% 75% 0 100%‘

Source: GISD project coordinator, Two-Way Bilingual Immersion
Program.

The program was started in 1995-96. Since 1997-98, part of the funding to
support the program has come from afive-year grant from the U.S.
Department of Education, Office of Bilingual Education and Minority
Language Affairs (OBEMLA). The grant pays for five aides, supplies,
computers, software, books, the salary of a program coordinator and
teachers for parent education programs.

Since acquisition of a second language takes many years, the program
accepts English-speaking students in kindergarten and first grade only. A
Six-year commitment to the program is essential to realize full benefits.

In kindergarten and first grade, both English and Spanish speakers receive
nearly full-time instruction in Spanish. Each year thereafter, the amount of
English instruction increases, so that by the fifthgrade, half of the
instruction is in English, and the other half isin Spanish. In the early
grades, the teacher speaks no English in the classroom. Therefore, another
teacher must be responsible for the English instruction.

The program emphasizes contert as well as linguistic development.
Parents are encouraged to be involved even if they do not speak the
second language. Weekly adult Spanish and English classes and computer
training and open technology labs are provided. Child care alsois
provided.

As part of the grant, the program must be evaluated every two years using
an outside evaluator who examines progress toward GISD's specified
goals.

According to the latest evaluation conducted for OBEMLA:

"The Native Spanish Speaking (NSS) students ... are learning English at
surprisingly fast rates. The NSS students are also learning Spanish literacy
skills at rates that match, and at times, exceed those in traditiona bilingual
classrooms. Similarly, the Native English Speaking (NES) students are
acquiring Spanish without sacrificing their English literacy skills. Perhaps
most important, these two groups of students, who in previous years might
not have interacted before middle school, are forging new social linkages.
In particular, Hispanic and African American students are learning, and



learning to appreciate, each other's language and culture ... Finally, parents
in the project are generally very pleased with their child's progress ..."

COMMENDATION

Thetwo-way bilingual immersion program increases the language
proficiency of studentsand helpsto create positive social
relationships.

FINDING

As part of the GISD desegregation court order, Morgan Fine Arts
Academy must have a program to attract Hispanic and Anglo transfers, but
the court order does not specify what kind of program. In 1996-97, GISD
established a fine arts academy at the school. GISD reconstituted the entire
staff and added new programs. The original depth and breadth of the
program did not prove successful, and the concept has failed to attract
student majority-to- minority transfers. The school has disbanded the
origina strings and ballet programs due to insufficient student interest but
maintains a band program. Art classes are included in the curriculum but
a no greater level than available at any other GISD elementary school.
The GISD director of Staff Development/Fine Arts said the decision to
reduce the fine arts offerings at Morgan Fine Arts Academy was made
because more time was needed in the schedule for core academic areas.

Morgan Fine Arts Academy has a two-way bilingual immersion (TWBI)
program that has proven successful and is highly rated by parents of
children in the program. The GISD director of Bilingual/ESL Education
indicated that the demand for the TWBI program is increasing.

Recommendation 22;

Redesignate Morgan Fine Arts Academy as a districtwide academy
for two-way bilingual immersion.

The review team checked with the attorney for GISD on the details of the
court order. According to the district's attorney, GISD must have a
program at Morgan Fine Arts Academy to attract transfers. According to
the district's attorney, the court order does not specify what kind of
program; so, the TWBI program would qualify. The dual language/two
way immersion program is successful and, according to GISD's attorney,
would fit the requirements.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The directar of Rilinmial/FSI Fdiication the directar of Staff Jilv -




Development/Fine Arts, the TWBI project coordinator and the | September
principal at Morgan Fine Arts Academy develop aplan to 2000
transition Morgan Fine Arts Academy from a fine arts academy

to atwo-way bilingual immersion academy by the 2001-02

school year.

2. | Thedirectors, project coordinator and principal review the plan | October -
withthe assistant superintendent for Curriculum and Instruction | December
and the district's attorney and make necessary modifications. 2000

3. | The assistant superintendent presents the plan to the January
superintendent for review, modification and approval. 2001

4. | The superintendent approves the plan and presentsit to the February
board for review and approval. 2001

5. | The board approves the plan and authorizes the superintendent | February
to implement the plan at the beginning of 2001-02. 2001

FISCAL IMPACT

This recommendation can be implemented with existing resources.
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F. Career and Technology Education (CATE)

Career and Technology Education (CATE) is a curriculum program
designed to prepare students to live and work in the future by providing
training in areas such as health sciences and technology, marketing,
industrial technology and trade and industrial occupations. Career and
Technology Education is a popular option for studentsin GISD.
Approximately 73 percent of all high school students-1,760 of 2,423-in
GISD areenrolled in a CATE course.

The CATE program is managed by the director of Secondary Education as
part of the director's overall responsibilities.

According to Exhibit 2-71, the number of students enrolled in CATE
programs in the region has stayed the same, 15 percent, the state has gone
up by 2 percent and Galveston declined by 1 percent.

Exhibit 2-71
GISD, Region 4, and State Students Enrolled in CATE Programs
as a Per centage of Total Enrollment
1994-95 - 1998-99

Entity |1994-95|1995-96 | 1996-97 | 1997-98 1998—99‘
Galveston 13% 12% 20% 14% 12%
Region 4 15% 16% 16% 14% 15% ‘
State 16% 17% 17% 17% 18%

Source: TEA, AEIS 1994-95 - 1998-99.

To ensure that the district submits accurate figures to TEA, the district
tracks number of students enrolled in CATE programs by the number of
courses taken. Exhibit 2-72 shows the student enrollment by ethnicity for
the current and prior school years. Because some students enroll in more
than one CATE course, the statistics contain duplicates.

Exhibit 2-72
Number of GISD Students Enrolled



in at Least One CATE Course by Ethnicity

1997-98 - 1998-99

Ethnicity 1997-98 | 1998-99 | 1999-2000 Pecrﬁ?nt;ege
AfricanrAmerican 754 626 798 5.8%
Anglo 417|370 568 36.2%
Asian/Pacific I1slander 26 20 45 73.1%|
Hispanic 510| 469 682 33.7%
Native American 2 0 2 0|
Total 1,709| 1,485 2005  22.6%

Source: GISD director of Planning and Evaluation.

The percentage of GISD students and peer district students enrolled in one
or more CATE courses is presented in Exhibit 2-73. Compared to its peer
digtricts, GISD ranks next to last in the percentage of students enrolled in

CATE programs.

Exhibit 2-73
GISD and Peer District Students Enrolled in CATE Programs
as a Percentage of Total Enrollment

1998-99

Entity CATE Students
Lufkin 24%
WichitaFalls 23%
Longview 22%
Brazosport 21%
College Station 21%
Waco 19%
State 18%
Region 4 15% ‘
Bryan 14%
Galveston 12% |
Port Arthur 11%




Source: TEA, AEIS1998-99.

CATE program spending declined by 9.6 percent over the past five years,
and student enrollment declined by 6.2 percent (Exhibit 2-74).

Exhibit 2-74

GISD CATE Expenditures
1994-95 - 1998-99

Catedor 1994-95 | 199596 | 1996-97 | 1997-98 | 1998-99 | Percentage
egory Actual Actual Actual Actual Budget Change
CATE $1,140,699 | $1,091,191 | $1,451,920 | $1,659,584 | $1,030,707 -9.6%

expenditures

CATE 1,288 1,222 2,032 1,352 1,208 -6.2%
students

served

CATE $886 $893 $715 $1,228 $853 -3.7%
expenditures

per student

Source: TEA, AEIS, 1994-95 - 1998-99.
FINDING

GISD is undertaking a series of initiatives to address the needs of students
who do not plan to attend college.

TechPrep is a program that can lead students toward associate or
baccalaureate degree programs and helps them prepare for high skill, high
wage jobsin at least one field of engineering technology, applied science,
health or business through a planned, sequential program of study. GISD
participates in a TechPrep partnership with Galveston College in eight
areas that are either in place or will be soon with the creation of the new
career academies at Ball High School in 2000-01: hospitality, culinary
arts, criminal justice, computer science technology, accounting, office
administration, health occupations and emergency medical services.

Exhibit 2-75 provides an example of how the culinary arts and hospitality
programs work. Each of the eight programs are fully articulated with
Galveston College, which means a student in any of the programs receives
high school credit toward graduation as well as college credit at Galveston
College toward an associate degree.




Exhibit 2-75

GI SD/Galveston College Proposed Culinary Arts and Hospitality

TechPrep Programs

Introduction to Hospitality and Tourism Course

{Exploratory Course)
(9th and 10th Grades - 1/2 credit)

Food and Nutrition
{10th or 11th Grade)

Hospitality 1
{11th and 12th Grades - 2 credits)
Articulated with Galveston College Introduction
to Hospitality (3 credits)

Culinary Arts 1
{11th and 12th Grades - 2 credits)
Articulated with Galveston College Basic Food

Preparation (3 credits) and Saucier (3 credits)

Hospitality 2
{12th Grade - 3 credits)

Articulated with Galveston College Front
Office/Guest Room (6 credits - 15t semester) and
Human Resources/Hospitality Facility
IManagement (6 credits - 2nd semester)

Culinary Arts 2
{12th Grade - 2 credits)
Articulated with Galveston College Fundamentals
of Balang (3 credits) and Intermediate Food
Preparation (3 credits)

At completion:
15 hours completed at Ball High School toward
A805 degree in Hospitality Administration

At completion:
fi-12 hours completed at Ball High School toward
Food Preparation/Culinary Arts certificate or
4455 degree n Culinary ArtsfHospitality
hlanagement

Source; GISD career academies facilitator.

GISD dso is developing school-to-work programs in building trades and
welding in which students work at a place of employment and receive
credit. GISD's school-to-work program facilitator is working to increase
the number of opportunities for students. The district also sponsors
cooperative classes through the marketing and home economics
departments of the high school, which involve sponsoring students to
work in various businesses to improve their skills in each area.

Beginning with the 2000-01 school year, Ball High School students will
choose a career academy. These academies divide large student
populations into "schools-within-a-school,” help students think about
career paths, open students eyes to the value of an academic curriculum
and offer career experiences during high school. The academy concept
provides students the ability to capitalize on their interests and aptitudes

while learning academic fundamentals.




The career academy model has become widespread over the past decade.
The curriculum is organized around a particular occupational or industry-
specific theme such as health, electronics, manufacturing technologies or
business and financial careers. Career academies focus on creating a more
supportive learning environment for students, orienting school curricula
toward transferable skills and involving the business community. They
feature small clusters of students taking classes together, with most
courses taught by teachers who remain with the students throughout their
four years in high school.

These school-within-a-school programs, with specific career themes and
strong ties to the business community, have become proven models for
school reform and an effective way to help students shift from school to
work. Recent evaluations of career academies have reported increased
graduation and post secondary enrollment rates. A recent study by the
Rand Corporation in 1999 found that the program reduced the district's
dropout rate, saved the district money and increased the students' lifetime
earnings.

Career academies prepare students for both college and careers.
Academies provide broad information about a field such as health care,
finance, engineering, media or natural resources. They weave this theme
into an academic curriculum that qualifies students for admission to a
four-year college or university.

In 1998-99, 60,000 students were enrolled in career academies. At least 50
percent of these students were at-risk or economically disadvantaged.

A recent study by the University of California at Berkeley showed that
career academies have positive impacts on school performance, including
attendance, credits, grades and graduation rates.

GISD officias believe the career academy concept will provide severa
benefits: a sense of belonging for students; a format for energizing
students, parents and the community; relevant curriculum and classes; an
impetus for raising academic achievement; and improved attendance.

In January 1999, the district created a visioning committee to evaluate
several aternatives for providing instruction in the high school.
Participation on the committee was voluntary and open to all high school
teachers. Approximately 15 high school teachers served.

The committee decided that a complete overhaul would be the best
approach to address the problems of attendance, achievement, dropout and
class sizes. Focusing on the career academy approach, the committee
examined a model from Grand Prairie ISD (GPISD).



The Grand Prairie model had proven successful according to student
performance and teacher satisfaction data provided by GPISD. In February
1999, a team from GISD went to GPISD to view the academy in

operation. The following month, the GPISD principal, academy
coordinator and other academy |leaders visited GISD. They reviewed the
GISD situation and spent time in meetings and breakout sessions with
teachers to respond to questions and concerns.

During this same time period, The University of Texas Medical Branch at
Galveston (UTMB) provided GISD a grant to develop a micro-academy in
health sciences. UTMB wanted to target 25 Hispanic students to involve
more Hispanic students in the health sciences. GISD developed a
curriculum with emphasis on health sciences and field trips to medical
facilities and initiated the micro-academy at the beginning of 1999-2000.
The grant also pays for computers and mentoring/job shadowing by

UTMB staff. GISD expanded the micro-academy to include 50 additional
students with emphasis on the health sciences.

The micro-academy gave teachers a model of how the academy approach
could work. In the spring and summer 1999, high school teachers voted on
which types of academies would be most relevant for GISD students.
GISD then selected the five most popular:

business, law and transportation;
communication, fine arts and media technology;
education, socia services and tourism;
engineering, industrial technology and science; and
health science (Exhibit 2-76).

Exhibit 2-76
GISD Planned Career Academies at Ball High School
2000-2001
Career Academy Description Potential Careers

Business, law and
transportation

This academy is designed for students
who are interested in the business,
financial or legal world. It
encompasses courses in the fields of
computer processing, marketing,
accounting, law, criminal justice and
office management.

Secretary,
administrative
assistant,
policeman, lawyer,
accountant or sales
representative

Communication,
fine arts and media
technology

This academy is designed for students
who are interested in the world of
creative expression. It encompasses
courses in the fields of art. music.

Artist, broadcaster,
newspaper reporter,
photographer,
araphics desianer or




drama, public speaking, dance,
journaism and media.

stage worker

Education, social

This academy is designed for students

Teacher, childcare

services and who are interested in the world of worker, cook, front
tourism education, public service or office manager or
hospitality. It encompasses coursesin | psychologist
the fields of counseling, teaching,
culinary arts and childcare.
Engineering, This academy is designed for students | Welder, automotive
industrial who are interested in a career that technician,
technology and involves problem solving, computer
science experimentation, technical design, or | maintenance,

mechanical systems. It encompasses
courses in the fields of math, science,
computer technology and automotive
and construction systems.

engineer or chemist

Health science

This academy is designed for students
who are interested in a career in the
health industry. It encompasses
courses in the fields of science,
psychology, health and medicine.

Nurse's aide, lab
technician, physical
therapist, dentist or
physician

Source: GISD career academy facilitator, Ball High School.

In August, the high school teachers voted 2:1 in favor of implementing the
academy concept. A full-time career academy coordinator oversees
implementation and restructuring the high school.

The academies offer athree-tiered set of alternatives to students;

First, CATE classes will be included as either core courses or as
electives to students, depending on their future educationa plans.
Second, GISD and Galveston College are developing six-year
programs that either will provide credit toward a work certificate
(similar to an apprenticeship) that would enable them to pursue
careers immediately after graduation or provide an associate
degree at Galveston College.
Third, dua credit programs will provide high school credit as well
as credit toward graduation from a four-year college or university.

COMMENDATION




GISD isdeveloping instructional strategiesthat involve both college
preparatory classes and technical/vocational training to addressthe
needs of all its graduates.

FINDING

At Ball High School, GISD adopted a two-year CATE program called the
Cisco Academy that prepares students to pass a computer network
certification test. Students learn the basics of computer networking,
cabling, configuring information routers and troubleshooting problems.
With this certification, a student qualifies for employment in an area
where there is a critical shortage of qualified workers. Students who do

not start the program until they are seniors can complete the second year at
Galveston College. More advanced courses also are offered at the college.

The program is named after the Cisco Corporation, a major entity in the
technology arena throughout the world. Cisco has found the results of the
program so successful that they use GISD and the Ball High School
principal as part of its advertising program.

COMMENDATION

The Cisco Academy at Ball High School isa unique training program
that prepares studentsfor the technology wor kplace.

FINDING

The director of Secondary Education manages the CATE program, but it is
only a portion of the position's total responsibilities. The director also is
responsible for curriculum development and teacher support in the regular
education program at the middle schools and high school. Consequently,
the director has insufficient time to provide the necessary direction given
the number of students in the program.

The program was previously headed by a coordinator who has since | eft
the district. The district isin the process of hiring anew CATE
coordinator.

Effective CATE programs, such as the one in Galena Park 1SD, prepare
studerts for careers that are in demand in regional job markets and prepare
students to meet high industry standards for entry-level positions.
Successful programs also emphasize direct supervision of teachers and
students, staff and program development and interaction with local
employers.



With the decision to establish the career academies, the district also has
created a full-time position for a career academy facilitator. The position's
primary responsibilities are to develop the courses necessary for each
academy and work with the teachers to develop appropriate curriculum,
develop school-business partnerships for job mentoring and job shadowing
programs, develop programs with area community colleges for articulation
and dual credit programs and review the composition of the academiesto
determine what changes are necessary.

All the CATE courses will be part of the academy course selections. The
career academy facilitator will be at the high school full time working with
teachers and the program content, including the CATE courses, to ensure
that the objectives of the career academy will be met.

Recommendation 23:

Redefine job descriptions of the CATE coordinator and the career
academics facilitator to reflect CATE program coordination in the
context of the new career academies.

The CATE coordinator should work closely with the career academies
facilitator to integrate CATE programs into the curriculum of each of the
career academies; coordinate internships, apprenticeships and other career
opportunities in the community; solicit grants and other funding; develop
curriculum, and coordinate career awareness in the middle schools.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The assistant superintendent for Curriculum and Instruction August 2000
reviews the responsibilities of the CATE program coordinator
and the career academy facilitator with the executive director
of Personndl.

2. | The assistant superintendent and the executive director re- August -
write the job descriptions to reflect CATE program September
coordination in the context of the new career academies. 2000

3. | The assistant superintendent reviews the change in functions | September
with the career academy facilitator. 2000

4. | The assistant superintendent interviews candidates for the October -
CATE coordinator position. December

2000

5. | The assistant superintendent recommends a candidate to the December
superintendent. 2000

6. | The s inerintendent annroves the candidate and recommends January 2001




approval to the board.

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

GISD students may choose from approximately 60 CATE courses
representing five different program areas including Business, Law and
Transportation; Health Sciences; Science, Engineering and I ndustrial
Technology; Human Services; and Arts, Communication and Media
Technology education courses. These groups of courses have been retitled
to fit within the five career academies that GISD has created.

For the past two years, Business Computer Information Systems has been
the course with the largest enrollment. Enrollment by program is shown
below (Exhibit 2-77).

Exhibit 2-77
GISD Career and Technology Enrollment by Course
1997-98 - 1998-99

ring 1998- | Fall 1999-
Course PSS 2000
Business, Law, and Transportation
Administrative Procedures | 16 NA
Administrative Procedures 11 5 NA
Business Education Prep | NA 8
Business Education Prep |1 NA 3
Business Computer Information Systems| and Il 290 287.5
Business Law 18 14
Recordkeeping NA 53
Introduction to Business NA 57
Accounting | 18 8
Business Communications NA 35
Banking and Finance NA 35
Marketing Career Preparation | 37 27
Marketing Career Preparation |1 13 5.5
Marketing Y ourself NA 57
Entrepreneurship 25 57
Courts and Criminal Procedure 13 12




Crime in America NA 13
Fundamentals in Criminal Law 11 18
Technical Introduction to Criminal Justice NA 18
Health Sciences

Health Science Technology | 21 8
Health Science Technology 11 3 4.5
Introduction to Health Science Technology 68 22.5
Science, Engineering, and Industrial

Technology

Construction Systems (wood) 108 88.5
Building Trades | 22 21
Building Trades 1 0 115
Mechanics Beginner NA 44
Business, Law, and Transportation

CAD Drafting NA 6.5
Automotive Technician | 23 16
Automotive Technician |1 10 3.5
Technology Systems (metals) 68 56
Manufacturing Systems 24 5
Introduction to Electrical Careers NA 25
Electricity/Electronics 61 40
Electronics| 20 11
Electronicsl| 8 1
Computer Maintenance NA 85
;I'rade and Industrial Education Career Preparation 11 11
;Il'rade and Industrial Education Career Preparation 3 1
Internet Technology (Cisco) NA 185
Welding NA 4
Human Services

Cosmetology | + Lab 13 115
Cosmetology Il + Lab 8 35
Child Development 38 40
Nutrition and Food Science 174 167
Apparel 5 16
Home Economics Career Preparation | 66 28.5
Home Economics Career Preparation 11 12 155
Individual and Family Life 39 44




Personal and Family Devel opment 276 242
PL/Child Care, Guidance, Management, and

: 44 23
Services |
PL/Child Care, Guidance, Management, and

: 1 6.5
Services |1
Teen Parenting | 80 135
Teen Parenting 11 0 7.5
Hospitality Services | 8 10.5
Hospitality Services 1| 2 2
Arts, Communications, and Media Technology
Webmastering NA 11
Telecommunications 11 35
Total 1,673 1,774

Source: Director of Secondary Education, GISD.

When devel oping the career academies at Ball High School for
implementation in 2000-01, GISD conducted an internal review of the
CATE program and al courses. This review identified severa key areas
for program expansion (for example, health care, hotel management and
tourism), which required creating more articulation agreements with
severa loca community colleges.

The majority of CATE courses, however, offered by the district have not
changed appreciably in 20 years, according to the director of Secondary
Education, who is aso responsible for CATE. The current set of coursesis
not tied to the Texas Workforce Commission's targeted list of high
demand, high paying jobs in the area. A number of the courses, such as,
Automotive Technician |1, Trade and Industrial Education Career
Preparation 11, Cosmetology | and Il + Lab, and Hospitality Services I,
have less than 10 students in the classes; yet, some of the classes, such as
Cosmetology, require extensive space and are expensive to operate. Asa
result, resources are spent in some areas where there is little market
demand.

Recommendation 24:

Redesign the courses offered in the Career and Technology Education
program to reflect targeted occupations identified by the Texas
Workforce Commission in the area.

Courses that are not preparing students for career opportunitiesin fields
that are in high demand and do not pay good wages should be eliminated
and where applicable, replaced with new courses.




IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The career academy facilitator compares the Texas August 2000
Workforce Commission's targeted jobs list to the district's and Ongoing
list of CATE courses.

2. | The career academy facilitator recommend changes to the August 2000
high school principal on the mix of courses offered in GISD. | and Ongoing

3. | The principal recommends changes to the director of September
Secondary Education in the course mix effective with the 2000
beginning of the second semester.

4. | The director incorporates the input of the principal in September -
developing the master course schedule for the second October 2000
semester and for the next year.

5. | The director recommends the course schedule to the October 2000
assistant superintendent for Curriculum and Instruction for
approval.

6. | The assistant superintendent approves the plan and November 2000
recommends it to the superintendent for approval.

7. | The superintendent approves the new master schedule. November 2000

8. | The new course schedule is implemented. January 2001

FISCAL IMPACT

This recommendation assumes that some courses will be dropped while

others will be added. If new teachers are required, their salaries should be
offset by some of the salaries of teaching positions eliminated. An overall
reduction of low enrollment courses is discussed earlier in this chapter so

that no additional savings are reflected here.




Chapter 2
EDUCATION SERVICE DELIVERY
AND PERFORMANCE MEASURES

G. Gifted and Talented Education Program

Since 1987, state law has required Texas school districts to offer
educational programs for gifted and talented students in all districts and at
all grades. Gifted and talented students are characterized as those who
have high levels of achievement, intellectual and academic ability,
creativity, leadership skills, and/or talent in the visual and performing arts.

Didtricts must have a system for identifying gifted and talented students.
The Texas Education Agency (TEA) issues guidelines on how to identify
gifted and talented students to ensure all of these students receive a quality
education. The system must include quantitative as well as qualitative
evaluation tools and instruments.

Funding is available from the Texas Foundation School Program for
identifying gifted and talented students from various cultural, linguistic
and socioeconomic backgrounds and for programs to benefit these
students.

In 1994-95, the GISD moved from a centralized elementary gifted and
talented program, located in the Administrative Annex and supported by
three teachers, to a campus-based program. This program covers students
in grades K-12 and serves them in four core content areas: math, language
arts, social studies and science. At grades K-11, students may be
nominated in the fall or spring of each school year by teachers, counselors,
parents or other interested persons.

At the elementary grade level, the program is called Special Activitiesin
Gifted Education (SAGE). A gifted and talented specialist is assigned to
each elementary campus. The elementary school specialist provides a
continuum of learning experiences to al gifted and talented studentsin
grades K-5.

Identified middle school students attend content area classes that are
designed to provide a differentiated and advanced curriculum. At the high
school level, students are provided differentiated instruction through
enrollment in advanced placement and pre-advanced placement courses.

All GISD students in grades K-7 are given the lowa Test of Basic Skills
(ITBY) in the spring of each year. Those students who score at or above
the 85th percentile rank in reading and/or math are provided further



screening on the Cognitive Abilities Test (CogAT). The CogAT scoreis
converted to an 1Q score.

Teachers provide information on students using the Renzulli-Hartman
Scale. Thisisacheck list that teachers complete on each student who
qualifiesinitially, based upon ITBS scores. The list is divided into three
sections: planning characteristics, motivational characteristics and learning
characteristics.

The information from each of these sources is converted to afinal total
score for each student using the Baldwin Matrix, a multi-dimensional
matrix. Economically disadvantaged students are given an additional one
point. To quaify for the gifted and talented program, a student must
receive a score of 28. If exceptional circumstances exist (for example, if
the child was sick on the day of one of the tests, or the student has
exceptional capability in a specific area such as writing), a teacher may
petition to include a student in the program who otherwise did not meet
the entry score reguirements.

Bilingual students are given opportunities to be considered using several
aternative instruments. Aprenda (for Spanish-speaking students in grades
K-5), which is the Spanish equivalent of the Stanford Achievement Test;
or Bilingual Verba Achievement Test (for students who don't speak
English or Spanish). Special Education students are also given an
opportunity to be included in the program through the use of aternative
and appropriate identification measures.

GISD's enrollment in the gifted and talented program is about the same as
the regional and state averages (Exhibit 2-78). GISD's enrollment in the
gifted and talented education program is in the mid-range compared to its
peer districts.

Exhibit 2-78
GI SD, Peer District, Region 4 and State
Studentsin Gifted and Talented Program as a Per centage of Total
Enrollment
1998-99

Entity Gifted and TaJented|

Bryan 16%
College Station 13%|
Brazosport 10%
Waco 10%




Galveston 8% |
Longview 8%
Lufkin 8%|
Wichita Falls 8%
State 8%

Region 4 8% |
Port Arthur 3%

Source: TEA, AEIS 1998-99.

GISD requires all core curriculum teachers of gifted and talented students
to meet the state minimum required 30 hours of in-service training and the

required six hours of annual training. Opportunities through Region 4,
district inservice, Texas Association of Gifted and Taented state
conferences and other special out-of-district services help teachers meet
this requirement.

GISD expenditures for the gifted and talented program are described in
Exhibit 2-79. Total spending and per-student funding have increased by
327.3 and 238.6 percent respectively since 1994-95. The number of
students in the program has increased by 26.2 percent over the same
period. The increases in expenditures stem from the change in the
elementary program from a one-location program with three teachersto a
program on every campus and eight teachers.

Exhibit 2-79

GISD Expendituresfor the Gifted and Talented Education Program
1994-95 - 1998-99

Catedor 1994-95 | 1995-96 | 1996-97 | 1997-98 | 1998-99 |Percentage
€O | Actual | Actual | Actual | Actual Budget Change

Giftedand | $384,796 $382,515 $686,719 | $797,322 | $1,644,153 327.3%

talented

expenditures

Gifted and 591 628 650 702 746 26.2%

talented

students

served

Gifted and $651 $609| $1,056| $1,136 $2,204 238.6%

talented




expenditures
per student

Source: TEA, AEIS 1994-95 -1998-99.
FINDING

The Special Activitiesin Gifted Education (SAGE) program serves
students in grades 1-5 through specialized pull-out (pull-out means a
student is removed from the regular class to attend a specia class for
gifted and talented only) classes on their campuses. For middle school and
high school students, advanced, pre-advanced placement and advanced
placement classes are offered.

A districtwide committee, which includes the eight gifted and talented
education teachers, coordinates the program and meets at least twice per
year, usualy in September and January, to qualify students for the
program. The director of Planning and Evaluation provides support such
as data, testing results and analysis to the committee.

All students in grades K-5 are screened annually for the SAGE program.
Students who meet initial screening criteria are evaluated, based on a
combination of achievement test scores, aptitude test scores and teacher
ratings. Students who do not qualify for the program, but have high
screening performance, may be considered for enrichment on a space-
available basis. Students new to the district are screened throughout the
year and must meet GISD requirements for permanent placement.

Each elementary school has a designated teacher or teachers who serve
identified gifted and talented students at least one day per week. All
elementary campuses follow a common curriculum. Secondary students
may choose from an array of advanced, pre-advanced placement (pre-AP)
and advanced placement (AP) classes (Exhibit 2-80).

Exhibit 2-80
Secondary Courses Available to Gifted and Talented Education
Students
1999-2000

Grade Level Course ‘
Middle School |
6th grade Advanced math

Science




English

Socia studies

7th

Algebra 1AB

English

Science

Social studies

8th

Algebra 1CD

English

Science

Social studies

High School

English 1 pre-AP

English 2 pre-AP

English 3AP

English 4 AP bloc

Spanish 1 pre-AP

Spanish 2 pre-AP

Spanish 3 pre-AP

Spanish 4 AP

Spanish 5 AP

Spanish 6 AP

German 1 pre-AP

German 2 pre-AP

German 3 pre-AP

French 1 pre-AP




French 2 pre-AP
French 3 pre-AP
French 4 pre-AP
French 5 AP

Pre-Calculus pre-AP |
CaculusBC AP
Georretry pre-AP |
Algebra 2 pre-AP

Computer Science pre-AP

Computer Science 2 AP

Biology 1 pre-AP

Biology AP
Science R/D pre-AP
Introduction to Physics/Chemistry pre-AP

Chemistry pre-AP
Chemistry AP
Physics pre-AP
PhysicsAP

World Geography pre-AP
World History pre-AP
US History AP

Macroeconomics AP

Government AP

Source: GISD director of Planning and Evaluation.

Asaresult of the gifted and talented program and pre-AP and AP classes
at the secondary level, GISD has produced an extraordinary number of
National Merit Scholars (Exhibit 2-81).



Exhibit 2-81
GISD National Merit Scholars

1989-2000
Number of
National Merit

Scholars
Year |Finalist | Commended
2000 1 4
1999 3 8
1998 3 3
1997 2 2
1996 7 8
1995 2 0
1994 2 3
1993 3 3
1992 2 2
1991 1 6
1990 1 10
1989 9 9
Total 36 58

Source: GISD director of Planning and Evaluation.

COMMENDATION

GISD'sgifted and talented education program has been successful in
developing students who have achieved national recognition.

FINDING

Minority students are not represented in the gifted and talented program in
percentages commensurate to their percentage of the overall student
population. Approximately one-third of the program's participants are
minority students, while more than two-thirds of the district's enrollment

are minority students Exhibit 2-82.




Exhibit 2-82
GISD Gifted and Talented Program Enrollment Percentage
by Ethnicity Compared to Total Enrollment by Campus

Asof December 10, 1999

Campus

Anglo

African
American

Hispanic

Other

Ball High School

Tota enrollment

31%

38%

29%

2%

G/T enrollment

58%

15%

21%

5%

Austin Middle School

Tota enrollment

17%

50%

30%

4%

GI/T enrollment

46%

33%

13%

8%

Central Middle School

Total enrollment

14%

51%

35%

G/T enrollment

52%

22%

26%

Weis Middle School

Total enrollment

54%

14%

28%

4%

G/T enrollment

74%

4%

16%

7%

Alamo Elementary School

Total enrollment

5%

48%

46%

1%

GI/T enrollment

40%

40%

20%

Bolivar Elementary School

Tota enrollment

82%

17%

2%

G/T enrollment

100%

Burnet Elementary School

Total enrollment

27%

16%

56%

1%

G/T enrollment

40%

8%

52%

Morgan Elementary School

Total enrollment

9%

40%

47%

4%

GI/T enroll ment

33%

6%

44%

Oppe Elementary School




Total enrollment 64% 17% 15%| 4%

GIT enrollment 76% 0 11%| 13%

Parker Elementary School

Total enrollment 49% 21% 25%| 5%

GIT enrollment 72% 0 13%| 15%

Rosenber g Elementary School ‘
Total errollment 17% 51% 22% | 10%

GIT enrolIment 33% 11% 11% | 44% ‘
San Jacinto Elementary School

Total enrollment 10% 52% 3r%| 1%
GIT enrolIment 0 100% 0 0 ‘
Scott Elementary School

Total enrollment 9% 55% 36% O‘
GIT enrollment 54% 33% 17%

Total ‘
Total enrollment 29% 36% 32% | 3%

GIT enrollment 62% 12% 19% | 7%

Source: GISD director of Planning and Evaluation.

GISD has attempted to increase the representation of minorities in the
gifted and talented education program. It added the Bilingual Verbal
Achievement Test for students who don't speak English or Spanish as an
alternative assessment tool to the ITBS. Based upon research that
demonstrates that |ower socioeconomic students do not have as advanced
language skills as other students, GISD increased the emphasis on the non
verbal section of the CogAt to diminish the impact of lower language
skills.

The lead teacher in the program and the director of Planning and
Evaluation also participate in the Southeast Gifted and Talented
Cooperative, which includes school districts in southeast Harris County,
Galveston County and Brazoria County. Each month, the group meets to
exchange ideas, hear speakers and discuss issues with TEA
representatives, such as identifying and qualifying minority students.



GISD has an enrichment program for elementary students who are close to
qualifying for the gifted and talented education program but do not quite
qualify. Additiona students, up to a combined total of 12-15 gifted and
talented and enrichment students per class, participate in the pullout
sessions. These enrichment students are not considered gifted and talented
and are not reported to the state as such, but they receive the benefit of the
education and may join the gifted and talented program at alater date.

Recommendation 25:

Establish a second group of enrichment studentsin the gifted and
talented education program based on a combination of achievement
and economic disadvantage to identify more minority candidates.

Adding a second enrichment group of students who score below the
current enrichment group but still meet the initial ITBS criteria could
expand the number of potential minority student candidates for both
programs. If the criteria for qualification into the second enrichment group
were a score of 85th percentile or above on the ITBS in reading or math
and economically disadvantaged, more potentially-qualified candidates,
particularly minority students, could be identified. This approach would
maintain the integrity of the current selection process and provide ways to
give additional challenging instruction to awider variety of GISD
students.

To increase the likelihood of identifying minority students, all GISD
teachers should receive the 30-hour training course mandated for gifted
and talented education teachers. A section of this training focuses on
identifying students who are talented but may require additional
observation.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The director of Planning and Evaluation recommends August 2000

creating a second enrichment group to the assistant
superintendent for Curriculum and Instruction.

2. | The assistant superintendent authorizes the program and August 2000

instructs the director to develop a plan to implement the
program.

3. | The director meets with the gifted and talented committee to | September

outline the program and develop an implementation 2000
approach.
4. | The director incorporates the committee members September -

s00estions info the imnlementation nlan and nresents it for | October 2000




approval to the assistant superintendent.

5. | The assistant superintendent approves the plan and

recommends it to the superintendent for approval.

November
2000

6. | The superintendent approves the plan and recommendsitto | December 2000

the board for approval.

7. | The board approves the plan and the director and the gifted | January 2001

implementation.

and talented education committee chair initiate

FISCAL IMPACT

The cost of implementing this recommendation would include the cost of
providing the 30-hour training program to all elementary teachers. The
University of HoustonClear Lake offers the course in four sessions for
$30/session or $120 total. Assuming that 400 elementary teachers would
receive the training the first year and 125 per year in each succeeding year
(based upon current number of new teacher hires), the total fiscal impact
would be: first year - 400 teachers x $120 = $48,000; each succeeding year
- 125 teachers x $120 = $15,000.

Recommendation

2000-01

2001-02

2002-03

2003-04 | 2004-05

Establish a second group
of enrichment studentsin
the gifted and talented
education program based
on a combination of
achievement and
economic disadvantage
to identify more minority
candidates.

($48,000)

($15,000)

($15,000)

($15,000) | ($15,000)




Chapter 2
EDUCATION SERVICE DELIVERY
AND PERFORMANCE MEASURES

H. Special Student Populations

The Individuals with Disabilities Education Act (IDEA) and Section 504
of the Rehabilitation Act of 1973 require all public school districts that
receive federal funds to establishcentral and campus processes to identify
students with learning disabilities or special learning needs. This category
of students includes students in specia education and students with
dyslexia, attention deficit, and/or hyperactivity disorders among others.
Among the accommodations for children with special needs are:
additional instruction in a particular subject through a resource teacher,
additional time to complete assignments and oral exams versus written
exams.

Most school districts establish separate functions and coordinators
centrally for each of these areas. Each campus usually has a different
person identified as the "504 coordinator” or the "special education
coordinator,” and that person is supported by a campus committee for each
area that reviews each situation and recommends appropriate action. This
process can be confusing to parents because the requirements of each act
are similar but the requirements for qualifying under 504 versus specia
education are much different.

GISD's special education program has a variety of programs and services,
which are summarized in Exhibit 2-83.

Exhibit 2-83
GISD Special Education Programs

Program/Service Description

Dual funded with Accelerated Education, this reading
Essential Learning | program is available at Alamo, Oppe, Parker and Rosenberg

System Elementary Schools; Austin and Weis Middle Schools; and
Ball High School.

Diagnostic team Dlagnostl cians are available to provide psycho-educational
servicesto students.

Speech team Speech pathologists and assistants provide language and

articulation speech services to identified students.

Related services The rdated services are nrovided bv occunational . nhvsical




and music therapists; teacher of auditory and visual
services,; and counselors, among others.

Services are provided to students who are placed on

Homebound homebound or health related services. This includes the

Shriner's Hospital.

Source: GISD director of Special Education.

GISD delivers these services to specia education students through a
variety of methods, including: helping teacher, a program that places two
teachers in a classroom for a limited period of time; inclusion
(mainstreaming special education students in regular education classes);
content mastery; co-teaching/inclusion; resource; self-contained; life
skills; behavior adjustment; preschool program for children with
disabilities; and mainstream.

GISD's specia education student population is 12 percent of the total
student population. This percentage is the same as the state average, above
the regional average of 11 percent, and sixth highest among its peer
districts (Exhibit 2-84).

Exhibit 2-84
G| SD, Peer District, Region 4 and State Studentsin Special Programs
as a Percentage of Total Enrollment

1998-99

Entity Special Education |
Bryan 17%
Brazosport 15%
Waco 14%
WichitaFalls 14%
L ongview 13%|
Galveston 12% |
Lufkin 12%
State 12% |
Region 4 11%
College Station 8%
Port Arthur 8% |




Source: Texas Education Agency, AEIS 1997-98.

In December 1999, GISD had 1,119 students in specia education across
all its campuses and special centers (Exhibit 2-85).

Exhibit 2-85
GISD Special Education Students by Campus
December 1999
Number of .
Campus Students Typesof Services

Ball High School 295 | Counseling, music therapy, orient mobility,
occupational therapy, physical therapy, speech
therapy, homebound, resource, vocational
adjustment and mainstream.

Alternative 22 | Adaptive equipment, counseling, vocational

schools and adjustment, music therapy, orient mobility,

special campuses occupational therapy, physical therapy and
speech therapy.

Austin Middle 97 | Adaptive equipment, orient mobility,

School counseling, vocational adjustment, music
therapy, occupational therapy, physical therapy
and speech therapy.

Central Middle 101 | Counseling, occupational therapy, speech

School therapy, homebound, resource and mainstream.

WeisMiddle 82 | Adaptive equipment, art therapy, counseling,

School occupational therapy, resource and mainstream.

Alamo 65 | Counseling, occupational therapy, speech

Elementary therapy, resource and mainstream.

School

Bolivar 34 | Counseling, occupational therapy, speech

Elementary therapy, resource and mainstream.

School

Burnet 83 | Counseling, occupational therapy, physical

Elementary therapy, speech therapy, resource and

School mai nstream.

Morgan Academy 46 | Adaptive equipment, counseling, occupational

of Fine Arts therapy, physical therapy, speech therapy,

resource and mainstream.

Onne Flementarv

52

Coiinsalina. ocalinational theranv. nhvsical




School therapy, speech therapy, resource and
mainstream.

Parker Elementary 64 | Adaptive equipment, counseling, music therapy,

School occupational therapy, physical therapy, speech
therapy, home campus, resource and
mainstream.

Rosenberg 54 | Counseling, occupational therapy, speech

Elementary therapy, resource and mainstream.

School

San Jacinto 48 | Counseling, occupational therapy, physical

Elementary therapy, speech therapy, resource and

School mainstream.

Scott Elementary 76 | Counseling, occupational therapy, physical

School therapy, speech therapy, resource and
mainstream.

Total 1,119

Source: GISD director of Special Education.

Expenditures for special education decreased 1.6 percent from 1994-95
through 1998-99. While the number of students served has declined 3.3
percent, the per-student expenditure has increased from $3,124 in 1994-95
to $3,179 in 1998-99, or 1.8 percent (Exhibit 2-86). Expenditures will
vary in special education due to the severity of condition of students
served, the services required by the student's individual education plan and
the availability of qualified professionals, such as speech therapists.

Exhibit 2-86

GI SD Expendituresfor the Special Education Program

1994-95 - 1998-99

Catedor 1994-95 1995-96 1996-97 1997-98 1998-99 | Percentage
€Y | Actual | Actual | Actual | Actua | Budget | Change

Specia $3,904,505 | $3,631,311 | $3,052,170 | $3,696,782 | $3,842,936 -1.6%

education

expenditures

Specid 1,250 1,168 1,270 1,289 1,209 -3.3%

education

students

served

Snecid $3,124 $3,109 $2,403 $2,868 $3,179 1.8%




education
expenditures
per student

Source: TEA, AEIS 1994-95 -1998-99.

The special education program provides aides, diagnosticians, therapists,
stipends for extra duties (for example, supervision of a certified
occupational therapist aide), transportation, materials and supplies,
adaptive and assistive equipment, contract services and workshops.

GISD participates in the Galveston Brazoria Cooperative for the Hearing
Impaired (GBCHI), which involves 90 students in a two-county area and
includes the following school districts: Alvin, Clear Creek, Dickinson,
Friendswood, Galveston, Hitchcock, LaMarque, Pearland, Santa Fe and
Texas City. Clear Creek is the fiscal agent for the cooperative and receives
1.25 percent of the expenditures, or $13,346 for 1999-2000 as its
administrative cost reimbursement.

GBCHI is governed by a shared services agreement, originally signed in
October 1997. The agreement automatically renews each year unlessit is
terminated in accordance with terms provided in the agreement.

The cooperative employs a director, two clerical staff, 12 teachers, 11
aides and one speech therapist. The total budget for the cooperative for
1999-2000 is $1,081,000. Each district pays $796 per pupil in the
cooperative. GISD's costs for 1999-2000 were budgeted at $8,756 for 11
students in the cooperative.

GBCHI is part of the Regional Day School Program for the Deaf
(RDSPD), which provided $692,000 to GBCHI in 1998-99. The Texas
Legidature created RDSPD in 1973, and it is supervised by TEA's
Division of Services for the Deaf. For 1998-99, 4,469 students from
approximately 500 school districts were served in RDSPDs. Regional day
school students are reviewed annually by an Admission, Review and
Dismissal committee that prepares and revises an annual plan for each
student's devel opment.

RDSPDs are funded from a Foundation School Fund appropriation,

federal Individuals with Disabilities Education Act (IDEA) funds and

local school district contributions. The total cost for this program
statewide is $36,071,385 or $8,071 per pupil for 1998-99, which compares
favorably to the $31,000 per pupil cost at the Texas School for the Deaf in
Austin. The per-student cost of the cooperative in GBCHI is $12,011 for
1998-99, which is above the state average. The GISD's cost per student is



$796 and the remainder of the funds come from the state to support
cooperative positions.

FINDING

In 1991, to eliminate the confusion and the duplication of effort associated
with identifying particular student needs, the district established the Multi-
Disciplinary/Family Support Team (M-Team). The M-Team is a campus
team that serves as a problem-solving tool so that students receive the
necessary help to be successful in al realms of their education.

The M-Team on each campus meets weekly to share information, discuss
referrals received, gather specific information concerning students, make
recommendations for placement in programs/support services and work on
preventive planning. Members of the team include the principal,
counselor, social worker, nurse, Success For All (reading program)
facilitator (grades K-5), referring teacher and others as deemed
appropriate. Each M-Team is encouraged to have an individual familiar
with student assessment, such as a diagnostician, as a member of the team
aswell. Parent participation is also encouraged.

Teachers and parents are encouraged to refer any student who is
experiencing difficulty in the classroom for any reason and students can
refer themselves for the same reason. Usually the counselor collects data
on each referral, and the team reviews the referral information on each
student. The student is assigned to a member of the team for action, which
can involve severa alternatives

(Exhibit 2-87).



Exhibit 2-87

Feferral initiated

Counselor gathers relevant information

M-Team schedules'conducts meeting

| Committes decision |
Ot Ot
Consideration Consideration Consideration of other
of IDEA of 504 modifications andfor services
Ho Ho
Digahility adwersely affects Handicap substantially limits Student extdbits the need for
educational performance ofe Of mote major life modifications to experienice
activities SuUCCEss
Yes Yes Tes
Education reasonably designed to Education comparable to that Ilodifications reconumended
cotufer benefit provided to non-handicapped by W-T eam
Specially-designed instraction Reasonable accomumodations Counseling
Iledical services
Clothing

Individual ecacation plan
» HRelated setvices

A ccommodation plan

* Physical

o Instractional

& Jpecialized instraction

o Related aides atd services

Source: GISD director of Special Education.

A rademic evaluation

Referred need met?
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Contite modifications
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The M-Team 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 process.

The team strives for a preventive and positive focus to ensure success for
all students through monthly reviews of attendance, school-based
intervention, parent involvement and school/community service
integration.

Principals, teachers representing all grade levels, and parents said that the
committee members discuss each student's situation carefully and attempt
to identify campus modifications that will address the concern. They felt
that the M-Teams work effectively.

COMMENDATION

GISD has developed a process to identify individual student needs,
devise appropriate modifications, and accomplish desired learning
and achievement levelswithin the least restrictive environment.

FINDING

The Special Education Department uses two software programs to assist
teachers, administrators and assessment personnel complete necessary
documentation related to the Admission, Review and Dismissal (ARD)
process: the Special Education Manager and the Comprehensive Learner
Adapted Scope Sequence (CLASS).

Special Education Manager includes more than 100 forms designed to
facilitate compliance with documentation required for special education
students. In addition to the Admissions, Review and Dismissal committee
meeting reports and associated supplements, the program includes an
individual education plan (IEP) with nearly 1,200 goals and 13,000 related
objectives. There are also digibility reports and referral forms.

The software functions in arelational database in which information is
typically entered only once. Fields, such as student name, social security
number, address, school and grade, which appear on many of the forms,
arefilled in automatically. Once a set of forms has been signed and
becomes a legal record, the set is locked and archived so that the forms



stored in the computer match those in the students' files and remain at the
users fingertips. When a new set of forms is started, information from the
previous set is placed in the appropriate fields so that only changes need
be entered.

The Special Education Manager software automatically calculates
instructional arrangements and speech counts (speech therapy) based on
the class schedule and related services for four consecutive semesters. It
also prompts the user to compl ete appropriate forms based on disability,
age and educational environment.

CLASS is used to develop an |EP for students enrolled in special
education. It contains a comprehensive set of curriculafor all specia
populations, goals and objectives for every subject and every area,
criterion-referenced tests in every subject and area and functional
assessments.

The software contains goals and objectives and tests designed to probe
student competency. The tests may aso be used to measure progress. A
teacher can test a student, determine critical weakness areas, choose
prerequisites from the CLASS curricula and then print out an |1EP.

COMMENDATION

GISD's Special Education Department uses technology to reduce the
administrative burden on teachers and administrators.

FINDING

The Individuals with Disabilities Education Act (IDEA) of 1975 requires
school districts to provide certain educationrelated health services to
children with disabilities to meet their unique needs. As of September
1992, the state's Medicaid program was amended to allow school districts
to enroll as Medicaid providers and to apply for Medicaid reimbursement
for services they are providing to children with disabilities.

School Health and Related Services (SHARS) are defined as those
services determined to be medically necessary and reasonable to ensure a
disabled child under the age of 21 receives the benefits of afree and
appropriate public education. These services include assessment,
audiology, counseling, medical services, school health services,
occupational therapy, physical therapy, speech therapy, psychological
services and related transportation.

School districts need not spend any new money but, instead, can smply
apply for reimbursement for specific services provided to Medicaid-



certified children. Districts must certify that they used state or local funds
to pay for the remainder. Reimbursements can be deposited in the general
revenue fund and do not necessarily have to be spent on specia education
services. To qualify for SHARS Medicaid reimbursement, claims must be
filed within 12 months of the date that services are delivered.

GISD hills Medicaid for SHARS. SHARS payments to GISD since 1994-
95 areincluded in

Exhibit 2-88. The district uses Medicaid Claim Solutions of Texas for its
billing and pays the firm 10 percent of al reimbursements received.

Exhibit 2-88
GISD SHARS Activity
1994-95 - 1998-99

SHARS Number of | 5\ age
: Unduplicated
Year |Reimbursement o e Payment
: Medicaid-Eligible
Received per Student
Students
1998-99 $62,049 508 $122
1997-98 $149,815 600 $250|
1996-97 $167,879 642 $261
1995-96 $113,541 674 $168|
1994-95 $43,083 787 $55

Source: GISD director of Special Education.

The number of Medicaid-€eligible GISD students decreased between 1994-
95 and 1998-99 from 787 to 508 students, or by 35.5 percent. SHARS
payments initially increased but declined in 1997-98 and 1998-99
(Exhibit 2-89). The director of Special Education attributes the drop in
SHARS funding to three factors:

1. A change was made in the regulations on the three-year
reevaluation process. Instead of the diagnostician automatically
retesting a student, the ARD committee may determine additional
testing is not required.

2. The process for reviewing individual student information about the
need for therapy services was revised, and the district changed the
physician it had used to review recommendations for therapy.

3. There has been a decrease in the number of forms signed and
returned by parents giving GISD permission for the district to



pursue Medicaid reimbursement for services despite repeated
follow-up, including home visits.

Exhibit 2-89

GISD Medicaid-Eligible Students and SHARS Payments

1994-95 - 1998-99

Number of Per centage Total Per centage
Year |Medicaid-Eligible| Change from the| SHARS |Change from the
Students Prior Year payments Prior Year
1998-99 508 -15.3% | $62,049 -58.6%
1997-98 600 -6.5% | $149,815 -10.8%|
1996-97 642 -4.7% | $167,879 47.9%
1995-96 674 -14.4%| $113,541 163.5% ‘
1994-95 787 N/A | $43,083 N/A

Source: GISD director of Special Education.

In 1996, the state started another special education reimbursement
program, Medicaid Administrative Claiming (MAC), to allow districts to
receive reimbursement for administrative services that cannot be billed
through School Health and Related Services (SHARS). Consortiums have
been established to pool participating districts so that each district's time
commitment is greatly reduced. About half of the districts in the state are
now participating in MAC.

Since the consortium handles most of the burdensome administrative
functions, it is relatively smple for districts to participate. MAC is
designed as a supplementa program and is not intended to cover al the
districts' health-related expenditures.

Since November 1997, GISD has been a member of the Aldine ISD
consortium, which includes more than 100 other school districts in Texas.
The consortium is supported by Medicaid Billing Corporation located in
Holt, Michigan. As compensation for its services, Medicaid Billing
Corporation receives 10 percent of the reimbursements received by GISD.
Aldine ISD receives one percent of the reimbursements as an
administrative fee.

In 1997-98 and 1998-99, GISD received reimbursements of $67,750 and
$45,860, respectively, through MAC.

COMMENDATION



GISD supplementsitslocal and state funding for special education by
actively seeking available federal reimbursementsfor eligible services.

FINDING

The 1999, Texas Legidature passed Senate Bill 870 requiring TEA to
develop and distribute copies of a comprehensive and easily
understandable specia education handbook explaining the rights and
responsibilities of parents of special education students. TEA must also
ensure that school districts provide the handbook to parents when a
parent's child isinitialy referred for specia education eligibility testing.
To date, TEA has not developed this handbook.

In the interim, GISD lacks any formal strategy for communicating with
specia education parents. GISD has few specia education parent support
groups, training or communication channels for these parents to voice
their concerns.

Teachers, parents and some principals said the Special Education
Department, and particularly the director, was not responsive to the needs
of students. When describing their experiences with the Special Education
Department, most of the comments were punctuated with three phrases:
"compliance”, "Region 4" (which the director uses as a frequent resource),
and "the attorney" (to whom the director frequently turns for information

and advice).
Among the comments from principals were the following:

"The director says 'it's my way or no way"."

"The attitude of that office is only compliance and procedures,
forget service."

"I have to fight with the director to get support and materials for
students. My teachers have amost given up.”

"Why does it take so long to get students qualified for services?"

Among teachers, in response to the TSPR written survey, 55 percent of the
respondents said GISD has an effective special education program, but 32
percent disagreed or strongly disagreed with the statement. In focus
groups, teachers said there were too many obstacles to get service and the
word "compliance" was always used to justify turning services down.

Less than one-half of the parents responding to the survey said that GISD's
specia education program was effective. Among comments at focus
groups from parents were the following:



"It took me almost six months to get my child tested and approved
for special education services."

"I had to repeatedly call the principal, who was sympathetic,
before | could even get a meeting to discuss my child's situation.”
"The director's sole aim is to frustrate parents and create so many
obstacles that we either give up or go elsewhere. It's not a pretty
picture.”

The director has been with the district for amost 20 years and is extremely
knowledgeable about special education requirements. Information about
services is available, but much of the information is difficult to read and
comprehend.

Didtricts that have successfully implemented special education programs
and maintained a positive rapport with principals, teachers and parents
promote services first and compliance second. Houston ISD provides a
wealth of servicesto specia education students and encourages principals
and teachers to discuss services and then determine how they can be
provided without jeopardizing compliance issues. HISD provides constant
training to principals and teachers on service delivery.

Houston ISD distributes clear, easy-to-understand information to parents
severa times during the year. The information describes who may be
eligible for services, services available and how to get more information or
contact someone at the cooperative. Area coordinators also hold meetings
at each school, with central and campus staff, and with interested parents
to discuss available services and methods for accessing them.

Recommendation 26:

Develop and implement training for parents of special education
students on their rights and responsibilities.

This should provide the parents of specia education students with
valuable information related to the rights and responsibilities and should
ensure that GISD meets the legidature's intent.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The Assistant Superintendent of Curriculum and August -

develop parent training.

Instruction directs the director of Special Education to September 2000

2. | The director of Special Education and appropriate staff September 2000

contact Region 4 for assistance in developing this training.

3. | The Snecial Fdication staff work with Renion 4 in QOctober -




developing modules. November 2000 ‘

4. | The Special Education staff schedules training sessions December 2000
and trains parents. and Ongoing

FISCAL IMPACT

This training could be developed and distributed to each school and copies
maintained in the division of Curriculum and Instruction for a cost of
$1,250. This cost is based upon the creation of CD-ROMs or diskettes for
distribution at a cost of $10 each (one to each of the 15 schools or (15 x
$10 = $150) and 10 for the curriculum instruction division or (10 x $10 =
$100)) and production costs of $1,000, for atotal of $150 for schools +
$100 for curriculum and instruction + $1000 for production = $1,250.

Other less-expensive options might include weekday or Saturday
workshops for special education parents.

2000- | 2001- | 2002- | 2003- | 2004-

Recommendation 2001 | 2002 | 2003 | 2004 | 05

Develop and implement training for
parents of special education students | ($1,250) | $0 $0 $0 $0
on their rights and responsibilities.

FINDING

GISD dso participates in a visually-impaired cooperative with LaMarque
ISD and Texas City ISD. The cooperative involves 27 students, of which
10 are GISD students. The cooperative employs a visually-impaired
therapist as the only staff position, and the cooperative had a total budget
of $52,248 in 1997-98. A budget has not been prepared for the 1999-2000
school year, but the cooperative agreement for the year assigns 50 percent
of the costs to GISD, 20 percent to LaMarque, and 30 percent to Texas
City.

GISD acts as the fiscal agent for the visually-impaired cooperative. In this
capacity, it provides routine administrative, bookkeeping and support to
the cooperative. It istypical for the fiscal agent in a shared services
arrangement to be reimbursed for these services, but GISD is not being
reimbursed for any of the services it provides or pays for on behalf of the
cooperative. Based upon the level of expenditures for the cooperative and
the related transaction processing, the amount of service provided by
district personnel and the cost of the annual audit, the GISD assistant
superintendent of Business Services estimated that the district's costs are
approximately $2,500 annually.



Recommendation 27:

Document services provided to the visually-impaired cooper ative and
seek reimbur sement from each member of the cooper ative.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | Business office personnel estimate activities and time spent August
supporting the cooperative. 2000

2. | The assistant superintendent of Business Services and members of | August
the cooperative agree on a recommended reimbursement for these | 2000
services.

3. | The assistant superintendent includes this item in the annual August
agreement. 2000

4. | Business office staff monitor their activities to determine if any Ongoing
adjustments to reimbursement are needed.

FISCAL IMPACT

Based upon the assessment of the assistant superintendent, the district
could receive $2,500 annually.

2000- | 2001- | 2002- | 2003- | 2004-

Recommendation 2001 | 2002 | 2003 | 2004 05

Document services provided to the
visually-impaired cooperative and
seek reimbursement from each
member of the cooperative.

$2,500 | $2,500 |$2,500 |$2,500 |$2,500




Chapter 2
EDUCATION SERVICE DELIVERY
AND PERFORMANCE MEASURES

|. Grant Writing

FINDING

GISD has contracted with an outside individual since the beginning of the

1998-99 school year to help prepare grant requests for the Texas

Education Agency and the federal government. The cost of the services as
of December 1999 was $18,000. During this same period, GISD has
received $2,901,000 in new grant funds (Exhibit 2-90).

Exhibit 2-90
Grants Secured by GISD
1998-99 - 1999-2000

I Funding
Program Description Received

Academics 2000: First This grant is designed to improve early | $890,000
Things First Reading childhood and elementary education so | over three
Improvement GISD students may be proficient in years

reading by the end of the fourth grade.
Comprehensive School | The purpose of this grant is to foster $1.2 million
Reform: Improving coherent schoolwide improvementsthat | over three
Teaching and Learning | cover all aspects of a school's years

operations through curriculum,

professional development and parental

involvement.
Texas After School The major goals of the program include | $300,000
Initiative for Middle increased academic achievement for over two
Schools participating students, reduction in years

referrals to the juvenile justice system

and increased involvement of parents.
Staff Development and | This grant partners GISD with the $80,000
Parent Training for Galveston Partnership for Better Living | over two
Campus Deregulation to provide greater focus on training years
and Restructuring to parents and community members to
Improve Student become a support/advisory group for
Achievement the micro-academy transition.




Kempner Foundation This grant funds curriculum $10,000 for
development for music, art and drama. | one year

Exemplary Partnership | This grant helps fund the strategic $21,000 for

Grant: Gulf Coast Tech | planning for restructuring the high one year

Prep School-to-Work school from atraditional setting to a

Careers Partnership career academy model.

Ninth Grade Assistance | This grant funds a "graduation team™ to | $180,000 for
work with "at risk" students to get them | two years
ready to graduate, summer algebra
courses for eighth graders who fail the
math portion of TAAS, a computer lab
and summer job-placement program for
program participants.

Total $2,681,000

Source: GISD assistant superintendent for Curriculum and Instruction.

COMMENDATION

GISD aggressively pursues grant fundsto support needed district

programs.




Chapter 2

EDUCATION SERVICE DELIVERY
AND PERFORMANCE MEASURES

J. Physical Education/Athletics

FINDING

In 1998-99, the director of the Physical Education/Athletics Department
began to rewrite the physical education curriculum to incorporate the
state-approved Texas Essential Knowledge and Skills (TEKS) for Physical
Education (PE) in the district's curriculum (Exhibit 2-91).

Exhibit 2-91
TEKS Requirements for Physical Education

Grade

TEKSFocus

Elementary School

Kindergarten

The focus for kindergarten students is on learning basic body
control while moving in avariety of settings. Students become
aware of strength, endurance, and flexibility in different parts of
their bodies and begin to learn ways to increase health-related
fitness.

1st

First- grade students continue to develop basic body contral,
fundamental movement skills, and health-related fitness
components such as strength, endurance, and flexibility. Students
can state key performance cues for basic movement patterns such
as throwing and catching. Students continue to learn rules and
procedures for simple games and apply safety practices associated
with physical activities.

2nd

Second-grade students learn to demonstrate key elements of
fundamental movement skills and mature form in locomotive
skills. Students learn to describe the function of the heart, lungs,
and bones as they relate to movement. Students are introduced to
basic concepts of health promotion such as the relationship
between a physically-active lifestyle and the health of the heart.

3rd

In third grade, students begin to learn and demonstrate more
mature movement forms. Students also learn age-specific skills and
the health benefits of physical activity. Students begin to learn
game strategies, rules, and etiquette.

4th

Fourth arade students learn to identifv the comnonents of healtl-




related fitness. Students combine locomotor and manipulative
skills in dynamic situations with body control. Students begin to
identify sources of health fitness information and continue to learn
about appropriate clothing and safety precautions in exercise
settings.

5th

Fifth grade students demonstrate competence such as improved
accuracy in manipulative skills in dynamic situations. Basic skills
such as jumping rope, moving to a beat, and catching and throwing
should have been mastered in previous years and can now be used
in game-like situations. Students continue to learn the etiquette of
participation and can resolve conflicts during games and sportsin
acceptable ways.

Middle School

6th-8th

Students understand in greater detail the function of the body, learn
to measure their own performance more accurately, and develop
plans for improvement. They learn to use technology such as heart
rate monitors to assist in measuring and monitoring their own
performance. At these grade levels, students participate in physical
activity both in and out of school while maintaining a healthy level
of fitness as their bodies grow and change.

High School

Oth-12th

Specific courses are offered including:

Foundations of personal fitness - The basic purpose of this course
is to motivate students to strive for lifetime personal fitness with an
emphasis on the health-related components of physical fitness.

Adventure/outdoor education - Students enrolled in this course are
expected to develop competency in outdoor education activities
that provide opportunities for enjoyment and challenge. Emphasis
is placed on activities that promote a respect for the environment.

Aerobic activities- A maor expectation of this course isfor the
student to design a persona fitness program that uses aerobic
activities as a foundation.

Individual sports

Team sports

Source: "Texas Essential Knowledge and kills, Physical Education”,

TEA.




During 1999-2000, the Physical Education/Athletics Department piloted
the new curriculum at eight schools: Ball High School; Austin, Central,
and Weis Middle Schools; and Bolivar, Morgan, Parker and San Jacinto
elementary schools. After meetings with PE teachers in January and April
2000 to discuss necessary modifications, the new curriculum will be
implemented in 2000-01.

The director aso has distributed manuals that provide instructions on all
sportsto all schools. For the elementary schools, the manual is entitled
Physical Education for Children, and for the secondary level, the manual
is entitled Quality Lesson Plans in Secondary Physical Education.

The director also has established an ongoing staff development program
for PE teachers. In 1997-98, the focus of the staff devel opment was on the
TEKS requirements by grade level. During 1999-2000, the director has
scheduled course on brain research and children in poverty.

COMMENDATION

The Physical Education/Athletics Department in GI SD has developed
a program that emphasizesthe physical health of studentsand
providesthetoolsfor teachersto implement the program.

FINDING

The Physical Education/Athletics Department provides an athletic
program for students in the middlie and high schools. Programs available
by grade level and gender are included in Exhibit 2-92. The district offers
six middle school and 17 high school sports.

Exhibit 2-92
GI SD Athletic Programs by Grade Level and Gender
1999-2000

Middle School HighSchooI|

Program |Male | Female |Male Female|
Athletic trainer X X
Baseball X |
Basketball X X X X
Cross-country | X X X X
Football X X X X |
Golf X X




Powerlifting X X
Soccer X X
Softball X
Swimming X X
Tennis X X X X
Track X X X X
Volleyball X X
Waterpolo X X

Source: GISD director of Physical Education/Athletics.

In 1997-98 and 1998-99, 2,097 and 2,074 students, respectively,
participated in athletic programs in GISD (Exhibit 2-93). Thistotal
comprises amost one half of the district's enrollment at the middle schools
and high school.

Exhibit 2-93
GISD Student Participation in Athletics
1997-98 - 1999-2000

High Schooal Middle School
Y ear Males| Females| Total | Males| Females| Total Total All
Schools
(119)99'2000 416|  225| 641 484 411| 895 1,536
1998-99 495 314| 809 758 507 | 1,265 2,074
1997-98 532 277 809 731 557 11,288 2,097

Source: GISD director of Physical Education/Athletics.
(2) Through winter sports.

The state's "no pass, no play" rule, requires students participating in
extracurricular activities to pass all subjects. Through the first two six-
weeks grading periods in 1999-2000, the percentage of participantsin
athletic programs who were passing al subjects was very high in al but
one or two sports Exhibit 2-94.



Exhibit 2-94
Per centage of GI SD Athletes Passing All Subjects

1999-2000

Six Weeks Grading Period

Sport L evel 1st 2nd

High School

Football Varsity 98 100
Junior varsity 80 91
Freshman 80 NA

Tennis Varsity 83 87
Junior varsity 93 9
Freshman 81 94

Golf (boys) Varsity 100 100
Junior varsity 80 60
Freshman 100 100

Golf (girls) Varsity NA 100
Junior varsity NA 50

Volleyball Varsity 93 87
Junior varsity 93 100
Freshman 83 92

Swimming 94 86

Middle Schools

Austin

Volleyball 7th and 8th grades 96 NA

Basketball (girls) NA 96

Football 7th and 8th grades 76 NA

Basketball (boys) NA 76

Central

Volleyball 7th and 8th grades 88 NA

Basketball (girls) NA 88




Football 7th and 8th grades 77 NA \
Basketball (boys) NA 91
Weis ‘
Volleyball 7th and 8th grades 95 NA
Basketball (girls) NA Y]
Football 7th and 8th grades 88 NA ‘
Basketball (boys) NA 84

Source: GISD director of Physical Education/Athletics.

In Spring ISD, the district determined that failure rates among secondary
students who participate in extracurricular activities such as athletics,
music, cheerleading and clubs were about 66 percent lower than the total
student population. By keeping students involved in athletics eligible to
play, GISD is reducing the likelihood of those students failing.

GISD uses academic advisors at the secondary level to help athletes. The
advisors are teachers who receive an additional stipend for providing
tutoring assistance. Since 1997-98, the advisors have been at Ball High
School. For the middle schools, 1999-2000 is the first school year that
academic advisors have been present.

COMMENDATION

GISD has developed a broad athletic program that appealsto a large
number of students and helps keep their attendance and classroom
performance high.

FINDING

The director of Physical Education/Athletics reports to the assistant
superintendent of Business Services. The primary responsibilities of the
position, however, relate to curriculum devel opment and coordinating
activities, which complement the instructional program.

Recommendation 28:
Transfer supervisory responsibility for the physical

education/athletics function to the assistant superintendent for
Curriculum and Instruction.



The assistant superintendent for Curriculum and Instruction should be
assisting the director in the development of curriculum and designing
programs to complement the instructional program.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The director of Physical Education/Athletics and the assistant July 2000
superintendent for Curriculum and Instruction develop a plan to
transfer the Physical Education/Athletics Department from
Business Services to Curriculum and Instruction and review the
plan with the superintendent.

2. | The superintendent reviews and approves the plan and informs | August

the board of the organizational change. 2000
3. | The assistant superintendent for Curriculum and Instruction September
implements the plan at the beginning of the fiscal year. 2000

FISCAL IMPACT

This recommendation can be implemented with existing resour ces.




Chapter 3
COMMUNITY INVOLVEMENT

This chapter examines the community involvement efforts of the
Galveston Independent School District (GISD) in three areas:

A. Community and Parental |nvolvement
B. Public Information
C. Collaborative Partnerships

Providing accurate, timely information to the public is an important
function of public institutions. The efficient delivery of this service fosters
trust and enables citizens to draw conclusions and take action based on
information, not rumor and gossip. The manner in which school districts
perform this function affects the way the public views a school district.

The most effective community involvement programs are inclusive, take
advantage of the variety of media outlets that exist in every community
and disseminate information in a timely manner.

BACKGROUND

Texas school districts use a variety of methods to generate community
involvement. Some school districts have large departments dedicated to
this function, while smaler districts, including GISD, must rely on a hand
full of people who perform a variety of community relations functions.

Boards of trustees can also play an important role in community
involvement. Boards perceived as accessible and sensitive to citizens
concerns are less likely to be seen as insulated from the community.

The methods districts use to involve the community and keep citizens
informed of district activities also vary. Newdletters, town hall meetings,
cable television programs, Internet Web sites, school calendars, brochures
and inserts in newspapers and other publications are some of the methods
used to communicate with parents and other citizens.



Chapter 3

COMMUNITY INVOLVEMENT

A. Community and Parental I nvolvement

Each GISD school has a Parent Teacher Organization (PTO) or Parent
Teacher Association (PTA), aswell as a site-based committee that allows
parents to be involved in school decision making. In addition, individual
schools enjoy the involvement of such community partners as the
University of Texas Medical Branch (UTMB), Galveston College, local
supermarkets, banks and restaurants, and Texas A&M University at
Galveston. Local affiliates of nonprofit organizations such as the Boys and
Girls Club, Young Men's Christian Association, Boy Scouts of America
and Communities in Schools offer activities in the schools in cooperation
with GISD. Examples of community involvement in the schools are
shown in Exhibit 3-1.

Exhibit 3-1

Examples of Volunteer Efforts by School

1999-2000

School

Summary of Activities

Alamo Elementary

Parents volunteer as Eagle Reading Buddies, BESTT
Students (students from Ball high School visit school twice
aweek to work with students); Texas A&M students serve
as tutors, members of the U.S. Army Corps of Engineers
serve as science fair judges.

Austin Middle

Science fair judges, UTMB mentors; health fair; CPR
training for students; copying of materials for teachers.

Ball High

Annual science fair; All District Musical; choir; Tor Camp
Parent Night, Open House; Freshman Information Night;
parent newsdl etter; graduation committee; Project
Graduation.

Bolivar
Elementary/Middle

Adults and students serve as Reading Buddies; once a week
an adult volunteers to complete the SFA StaR questioning
with 10 students; a parent volunteer copies, cuts and pastes
materials for Kindergarten, first, and second grade teachers
as needed; business partnerships provide rewards, treats,
pizza parties, books and soft drinks for students with perfect
attendance, 100% work completion for nine weeks or the
honor roll; during Fire Prevention Week, the Volunteer Fire
Denartment snonsors colorina hooks. rulers. nencils and




stickers for each student, and provides atour of the fire
truck and emergency readiness information; through
D.A.R.E. program, officers provide drug prevention lessons
for all studentsin K-eighth grade; parent volunteers provide
refreshments for class parties and treats for each holiday; at
least two parent chaperones per grade level accompany
students on field trips.

Burnet Elementary

Volunteers work with SFA reading program BESTT
program; parent chaperones.

Central Middle

PTO refreshment sales; mentoring student's; chaperoning of
dances; science fair; booster clubs; CIS student mentors and
guest speakers; history fair; media center volunteers,
copying for teachers.

Morgan Elementary

SFA Reading Buddies, special event chaperones, campus
newsl etter.

Oppe Elementary

PTO Carnival; PTO Sweet Shop; PTO Bingo Night; PTO
Baked Potato Dinner; PTO Art Enrichment; BESTT
students; science fair judges; copying assistants, Room
Moms; field trip volunteers; Kindergarten grandmas; third
grade grannies; book fairs; blood drive; Early Morning
Reading Buddies; Donuts for Dad; Muffins for Mom.

Parker Elementary

Reading Buddies; Accelerated Reader (AR) tests on
computers;, AR Store and AR bulleting boards for
incentives; building library shelving; assisting with Chess
Club; making math materials; decorating schoolwide theme
T-shirts; science fair judges; typing monthly newsletter;
PTO activities include catalog sales, candy sales, Potato
Dinner, Sweet Shop, book fairs, Carnival, Chit Chat Art
plate decorating, Bingo Night, yearbook, T-shirts. Adding
playground equipment and security cameras.

Rosenberg
Elementary

Volunteer tutors from Seaborne Corps from Texas A&M
University at Galveston; Ball High School BESTT student
tutors, science fair judges from University of Texas
Medical Branchand/or Texas A&M University; health fair
volunteers; Career Day volunteers; fire safety awareness
conducted by Fire Marshal and four firefighters; D.A.R.E.
program; visits from community guests, PTO meetings and
fund-raisers; Fall Festival; Field Day; Thanksgiving dinner.

San Jacinto
Elementary

Adoption of school by Galveston Leadership Group; Rotary
Club "BUG" program recognizing students for improving
grades.




Scott Elementary

Halloween Carnival booth workers and ticket takers; field
trips; Field Day; Thanksgiving feast; chaperones for
Livestock Show and Rodeo; drill team performances,
school dances; classroom volunteers; Staff Appreciation
Week.

Weis Middle

Parent volunteers perform copy work, bulletin board work,
etc. for teachers; update marquee outside building; work
concessions at athletic events; chaperone dances, field trips,
etc.; parent/business volunteers mentor students with
specia concerns; community volunteers assist studentsin
meeting academic, physical and socia needs.

Source: Communications Department, Galveston Independent School
District, December 1999.

Levels of volunteer involvement vary widely among the schools, as shown
in Exhibit 3-2. Volunteer involvement is highest at Oppe, Parker and
Alamo Elementary schools and lowest at the middle and high school level.
Among the elementary schools, San Jacinto and Morgan reported the
lowest numbers of volunteer hours. It is not unusual for volunteer
involvement to lag at the middle school and high school levels and for
schools with high numbers of at-risk students to exhibit lower levels of
volunteer involvement. Inflexible work schedules and the absence of non
traditional avenues for volunteering often keep the parents of at-risk
students from volunteering.

Alamo Elementary has a high number of at-risk students and also reported
a high number of volunteer hours. The principal attributes this atypical
pattern to special activities, such as afood fest.

Exhibit 3-2
Volunteer Hour s by School, as of October 1999
1999-2000 School Y ear

Schod Volunteers | tours.
Alamo Elementary School 55 1,450
Austin Middle School 5 45 |
Ball High School 25 25
Bolivar Elementary/Middle School 30-35 5oo|
Burnet Elementary School 40 350|




Central Middle School 75 425
Morgan Academy of Fine Arts 18 360
Oppe Elementary School 476 1,537 |
Parker Elementary School 340 1,500
Rosenberg Elementary School 35 600
San Jacinto Elementary School 7 100|
Scott Elementary School 75 500
Weis Middle School 20 600 |
GACE 2 11
SAILS 0 0

Source: Communications Department, Galveston Independent School
District, November 1999.

At one time GISD employed a volunteer coordinator, but the position has
been vacant since 1993. In the absence of a volunteer coordinator,
responsibility for fostering the involvement of parents and other
volunteers is assumed at the school level. At some schools, a parent
volunteers to coordinate the activities of volunteers.

Responsibility for coordinating community involvement activities, such as
fostering business partnerships and collaborating with nonprofit agencies,
is dispersed among severa individuals. The coordinator of
Media/Curriculum identifies Career Day speakers and the director of
Secondary Education facilitates partnerships with educational agencies,
such as Galveston College.

There is adistrict employee in the Curriculum department with the dual
title of project coordinator/homeless liaison and Parent Involvement
coordinator. The primary funding for the position isa Title | grant that
limits the role of this staff person to activities for homeless students and
their parents.

Community involvement includes interaction between citizens and the
board. The GISD board meets once a month at the GISD Administration
Building. Procedures for making a presentation to the board are printed in
a brochure available to the public.

FINDING



Only 29 percent of the teachers and 50 percent of the principals and
assistant principals responding to the TSPR survey felt that schools had
sufficient parent and community volunteers to help with school programs.

Also, many parents and some community organizations believe that they
and others could make more of a contribution to school activitiesif given
an opportunity. There is no centralized mechanism for the coordination of
volunteer activities, nor is there a uniform policy for screening volunteers.
Some schools have a volunteer coordinator, typically a parent volunteer.
The result is a difficulty in tracking the contribution of volunteers, alack
of a database of best practices and school-based policymaking with respect
to the selection of volunteers. For example, Scott Elementary aone has
adopted a volunteer selection policy, while no other school reported such a

policy.

Responsibility for the creation and nurturing of collaborative partnerships
is dispersed throughout the district. Participants in the business and
community focus groups were not able to identify a person in the district
whom they can approach with ideas for collaborative partnerships, and
some participants expressed a desire for change.

"There are plenty of committed people, but they are not called upon.”

"It would be good to have someone to "hustle up” partnerships.”

"I would like to see energy put into school and business partnerships.”

"Identification of a point person in administration would be good - a
liaison person.”

"GISD does not want parental involvement!"

"Parents feel aienated and intimidated. They don't feel welcome (in some
schools.)"

Recommendation 29:
Create a coordinator of Partnerships and Volunteer s position.

This position would be responsible for duties related to parental and
community involvement, including the following:

Maximize parental involvement in at-risk schools, including
forums where principals and PTO/PTA leaders can share idess;
Maximize the use of other volunteers, including senior citizens,



Facilitate the involvement of disadvantaged parents and parents of

middle and senior high school students;

Recruit a volunteer coordinator for schools that lack one;

Develop a uniform policy for screening volunteers to determine the

best role for each volunteer;
Identify ways to involve alumni in school activities;

Develop a database of best practices to share with other schools;

|dentify partnership opportunities;
Nurture established partnerships;

Convene a semi-annual grants coordination meeting; and

Develop partnerships with foundations.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent instructs the executive director of August 2000
Personnel to prepare ajob description for the position of
coordinator of Partnerships and Volunteers.

2. | The superintendent asks the board to approve the creation of | September
anew position of coordinator of Volunteerism and 2000
Partnerships.

3. | The Personnel Department posts the position of coordinator | October -
of Partnerships and Volunteers. December

2000

4. | The Personnel Department pre-screens candidates for the December
position of coordinator of Partnerships and Volunteers and 2000
refers prospects to the superintendent for interviews.

5. | The superintendent interviews candidates and fills the January 2001

position.

FISCAL IMPACT

Salary and benefits coordinator of Partnerships and Volunteers would be
comparable to the salary of the coordinator for Media/Curriculum Support

Services: $33,600 salary + benefits of $8,400

(25 percent of salary) = $42,000 annually. First year costs are one half of
annual salary and benefit rate since the position will be filled in January

2001.
Recommendation 2000- 2001- 2002- 2003- 2004-
2001 | 2002 | 2003 | 2004 | 2005
Create coordinator of
Partnershins and ($21,000) | ($42,000) | ($42,000) | ($42,000) | ($42,000)




Volunteers and
Volunteers position.

FINDING

GISD does not prepare a comprehensive plan for community outreach to
guide its outreach activities. There is no plan identifying parent concerns
and issues; describes strategies for getting citizen input regarding ways to
involve parentsin GISD schools; describes strategies for maximizing
parent, community, business, alumni and foundation involvement in
schools; and outlines strategies for providing feedback to citizens who
voice concerns and share ideas. Consequently, citizens express alienation
and frustration with the district:

"Parents are frustrated and have repeatedly been given excuses on
issues that are never dealt with concerning school issues.”

"We never get the whys and follow-up regarding results of
programs.”

"| feel there should be more parent-teacher involvement. The
children in the class seem to respond well to a parent in the room. |
have been in other districts that have used this and it has worked
well."

"There is no plan in place for community involvement.”

"GISD isolates themselves. They need to work more closaly with
the community."

Recommendation 30:

Prepar e an annual community outreach plan to guide the district's
community outreach activities.

As part of the annual planning process, the community outreach plan
should be developed and guided by a committee appointed by the
superintendent, in consultation with the board. The committee will consist
of PTO and PTA presidents, the Communications director, the Parental
Involvement coordinator, the employee responsible for volunteerism and
partnerships, school-based volunteer coordinators, the contract grants
writer, site-based committee chairs, business leaders and community
agency heads. The advisory group can help with the identification of needs
and objectives the plan should address.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent contacts each board member to obtain the | August
names nf han nrocnective committee memhers and twn 2000




alternates.

2. | The superintendent identifies three additional individualsand | August
three alternates to serve on the Community Outreach 2000
Committee.

3. | The employee responsible for partnerships and volunteers September
compiles a complete list of members and notifies them of their | 2000
appointment.

4. | The employee responsible for public information preparesand | September
issues a press release identifying committee members and 2000
describing the process.

5. | The employee responsible for public information compilesan | September
article about the community outreach plan for inclusioninthe | 2000
monthly newsdletter.

6. | The employee responsible for partnerships and volunteers September
develops awork plan for the committee. 2000

7. | The employee responsible for partnerships and volunteers October
convenes the first meeting of the committee to present the work | 2000
plan and identify community outreach ideas and strategies.

8. | The employee responsible for partnerships and volunteers October
convenes the second meeting of the committee to identify 2000
community outreach ideas and strategies.

9. | The employee responsible for partnerships and volunteers October
prepares a draft community outreach plan. 2000

10. | The employee responsible for partnerships and volunteers October
presents the plan to the committee for review and comment. 2000

11. | The employee responsible for partnerships and volunteers November
prepares a fina plan, incorporating the committee's inpuit. 2000

12. | The superintendent presents the plan to the board's planning November
and evaluation committee. 2000

13. | The board Planning and Evaluation Committee reviews the November
plan and submits it to the full board for adoption. 2000

FISCAL IMPACT

The recommendation can be implemented with existing resources.

FINDING




There is no forum for PTO/PTA presidents to come together periodically
to exchange information and ideas. PTO and PTA presidents stated that
they would like for GISD to facilitate periodic meetings of the PTO and
PTA leadership where an exchange of information and ideas can occur on
aregular basis.

Recommendation 31;

Createa PTO/PTA Council consisting of PTO and PTA presidents
and vice-presdents.

GISD'srole in the creation of a PTO/PTA Council would be to inform
potential members of the existence of the council, provide a place for
guarterly meetings and publish notice of the meetings in the new monthly
newsletter. The coordinator of Partnerships and Volunteers will staff the
meetings, if desired by members.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The employee responsible for partnerships and volunteers October 2000

contacts PTO and PTA presidents to inform them of the
creation of a PTO/PTA Council ard invite them to the first
quarterly meeting.

2. | The employee responsible for partnerships and volunteers November

includes a notice of council meetings in the monthly 2000 and
newsl etter. Ongoing

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

Board meeting notices are posted on the door of the Administration
Building and published in the Galveston County Daily Newsand
Galveston Fax, a publication that is sent by fax to subscribers five days a
week. Citizens said that posting board meeting notices on the
Administration Building door is inconvenient for citizens who do not visit
the building regularly and would like GISD to consider alternative means
of publicizing board meetings.

Examples of comments:

"Board meetings are posted at the Administration Building. If you
do not have business at the building, you do not seeit."




" | have no idea when and where school board meetings occur and
have never seen an agenda.”

GISD's peer districts reported that they use ssmilar methods as GISD for
informing the public of board meetings. However, several peer districts
also post notices at every building and use Internet Web sites and district
publications to aert the public about upcoming meetings.

Recommendation 32;

Post notices of board meetings on the Internet, on the marquees at
each school and in district newdetters.

GISD was able to place a marquee at each school. These marquees are
visible from the street and can be easily seen by parents who visit schools
to pick up their children and to take part in school activities. Some parents
have access to the Internet, which is an effective way to make information
available to more parents and citizens. The bi-monthly newsdletter
mentioned in an earlier recommerdation would also be a good way to
publicize the regular meeting schedule of the board.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The employee responsible for public information arranges | September 2000
for a student intern to post board meeting notices on the and Ongoing
GISD Web site.

2. | Principals direct people who maintain school marqueesto | September 2000
post board meeting notices. and Ongoing

3. | The employee responsible for public information places September 2000
information about board meetings in the bi-morthly and Ongoing
newsl etter.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

Although GISD states that members of the school board regularly attend
events at schools, many citizens said that the board is inaccessible, mainly
confining themselves to appearances at board meetings held at the GISD
Administration Building. Examples of citizen comments on this issue;

"The Board should have town hall meetings.”
"Communication between the school board and parentsis poor."



"The school board has an adversarial relationship with the
community."

"At our regular PTA meeting, the school board was invited a
number of times to attend to discuss the need for a new school.
Only one school board member saw fit to attend.”

" The Board does not receive public comments openly and goes
out of its way to keep public input at a minimum.”

Recommendation 33:
Convene a town hall meeting of the entire board twice a year to
identify and address the needs and concer ns of parentsand other

citizens.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The board establishes dates for two town hall meetingsin September 2000
the fall and spring.

2. | The employee responsible for public information publishes | October 2000
the town hall meeting dates in the bi- monthly newdletter.

3. | The board convenes the first town hall meeting. November 2000

4. | The board convenes the regular ongoing town hall meeting. | April 2001 and
Ongoing

FISCAL IMPACT

This recommendation can be implemented with existing resources.
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COMMUNITY INVOLVEMENT

B. Public Infor mation

GISD has three public information employees: a director of
Communications, a coordinator of Media/Curriculum Support Services
and a secretary to the director of Communications. The director of
Communications is the only full-time public information staff person. The
director serves as the district's public information officer and information
liaison with the media and the community; develops and maintains
relationships with the news media; publicizes and promotes events and
activities within the district; produces brochures, bulletins, fliers,
invitations and pamphlets; coordinates specia events and programs;
provides special services such as grant writing, meeting facilitation and
seminar leadership; and supervises the work performance of the
coordinator of Media/Curriculum Support Services and paraprofessional
support staff.

The coordinator of Media/Curriculum and the secretary both report to two
departments, Communications and Media/Curriculum Support Services.
Both positions have substantial responsibilities associated with Media and
Curriculum Support Services. The coordinator of Media/Curriculum said
that the job's focus varies with the time of year, but that overall, about 40
percent of staff time is spent on curriculum functions, and the remainder is
spent on communications and media relations. The public information
functions of the coordinator of Media/Curriculum consist primarily of
press release production and desktop publishing responsibilities.

Exhibit 3-3 compares the staffing of the GISD Communications
Department with that of Texas school districts of comparable size.

Exhibit 3-3
Comparison of Approachesto Public Information
GI SD and Peer Districts

Number of
School Public Comments
District Information
Per sonnel
Galveston |1 full-time Departmental staff include a full-time director of

employee, 2 part- | Communications, a director of
time employees | Media/Curriculum Support Services who devotes
aportion of staff time to communitv involvement




activities and a part-time secretary.

Brazosport | None Communications with the public are dealt with
primarily through the Superintendent's Office.
Bryan 3 full-time Staff includes a director of Communications, a
employees publications specialist and a secretary.
College 1 full-time Staff includes a public relations department
Station employee, 1 part- | director, who is also responsible for grant writing

time employee

and administration of atechnology grant, and a
part-time secretary.

Longview | 3full-time Community Relations Office is staffed by an
employees assistant superintendent for Community
Relations, a coordinator of Community Outreach
and a secretary.
Port Arthur | 2 full-time Staff includes a director of Public Information, a
employees, 1 publications assistant and a student who works
student part-time.

Source: TSPR Survey, December 1999.

GISD's public information staff is comparable to its peer districts.
Typicaly, one to three full-time employees are responsible for
disseminating public information.

FINDING

GISD publishes an annual Back to School brochure containing a school
calendar insert, a Facts publication that provides a snapshot of the district
and a colorful map depicting the el ementary and middle school
boundaries. These publications are distributed to parents, reators, major
employers and interested citizens. Also, GISD prepares an annual

"Winners Take All" insert for the Galveston County Daily News featuring
honor graduates.

GISD publishes amonthly Board Report, which summarizes school board
actions. This publication is hand delivered to every district employee. A
new publication, the School Board Code of Conduct, contains information
regarding board policies and procedures. This publication is distributed to
major employers, realtors, anyone who wants to speak before the school
board and anyone who requests information about the school board. GISD
also publishes a brochure describing the programs available at the L. A.
Morgan magnet school.



GISD also disseminates information through its Web site, which contains
an overview of the district, information regarding job openings, a profile
of each campus and Texas Assessment of Academic Skills (TAAS) scores.
The Communications Department provides the text for the Web site and
the MIS Department maintains it. The aternative school and Central and
Weis middle schools have links to the GISD Web site.

GISD recently received a grant that funded a marquee at each school.
GISD uses these marquees to publicize upcoming events and genera
district notices, such as holiday school closings.

GISD makes extensive and effective use of the local daily newspaper, the
Galveston County Daily News to publicize school events. An annual
insert, "Winners Take All," features high-performing students from each
school. Also, other school news is regularly published in the local
newspaper, such as honor rolls, news of perfect attendance awards and
board meeting notices.

The Communications department has used innovative methods for
reaching parents and other citizens. For example, GISD secures the
contribution of billboards every year to publicize the athletic banquet at
Ball High School, resulting in high rates of participation. Also, GISD
included news of the annual orientation held at the high school in the local
African American Chamber of Commerce's publication. African American
attendance at this event had traditionally been low, but this innovation on
GISD's part resulted in a substantial increase in the attendance of African
American parents.

Each year, the Communications Department prepares and disseminates an
information packet to major employers, realtors and other interested
parties, upon request. The packet includes the following publications: a
map of school boundaries; Facts, a brochure containing school-by-school
enrollment figures and statistics pertaining to student ethnic composition,
GISD personnel and educational background of teaching staff; the school
calendar; and a brochure with information about the school board. The
publications placed in the packet are informative, and several publications
feature a uniform graphic design that is attractive and visually appealing.

COMMENDATION

GISD makes effective use of external media sourcesto publicize
school activities and student accomplishments.

FINDING



Two of the staff members who are assigned to GISD's community
involvement function have too many nonrelated responsibilities. The
coordinator of Media/Curriculum Support Services performs a variety of
unrelated duties, which include the creation of brochures; coordination of
textbook distribution; implementation of an employee relations program
that includes a discount purchase program for teachers; identification of
Career Day speakers; support for librarians; and implementation of the
Student Gold Card program. The duties of the director of Communications
are focused amost solely on the distribution of public information and
districtwide planning activities. Lastly, coordination of volunteer activities
and the creation and nurturing of partnerships are functions that are
dispersed throughout GISD.

Recommendation 34:
Reor ganize community involvement efforts.

GISD should eliminate the Department of Communications, re-assign
community relations duties and create a Department of Community and
Employee Relations. Assign existing staff responsibilities as follows:

Convert the position of coordinator of Media/Curriculum Support Services
to coordinator of Public Information and re-assign the duties of the former
coordinator of Media/Curriculum Support Services as follows:

Assign the media duties of the coordinator of Media/Curriculum
Support Services, which consist primarily of desktop publishing
responsibilities, to the coordinator of Public Information;

Assign duties related to identifying Career Day speakersto
individual schools;

Assign duties related to implementation of the Student Gold Card
and the employee Star Card program to a newly created position of
coordinator of Partnerships and Volunteers,

Assign textbook distribution duties to the Curriculum Department;
Assign media center duties and coordination of librarians to the
Curriculum and Instruction Department;

Assign the publication of the personnel department newsdletter to
the coordinator of Public Information; and

Assign curriculum support duties to the department of Curriculum
and Instruction.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent presents a recommendation to the board for July
establishing a department of Community and Employee Relations. | 2000




2. | The board approves the recommendation, and the superintendent July
prepares a memorandum establishing a new Community and 2000
Employee Relations Department.

3. | The superintendent instructs the executive director of Personnel to | August
eliminate the position of coordinator of Media/Curriculum Support | 2000
Services, add a position of coordinator of Partnerships and
Volunteers, and add the position of coordinator of Public
Information.

4. | The superintendent re-distributes the functions of the coordinator of | August
Media/Curriculum Support Services to other staff persons. 2000

5. | The director of Personnel writes job descriptions for the coordinator | August
of Public Information and the coordinator of Partnerships and 2000
Volunteers.

6. | The director of Personnel rewrites the job descriptions of the staff August
persons to include the remainder of the coordinator of 2000

Media/Curriculum's duties.

FISCAL IMPACT

The position of coordinator of Public Information will replace the position

of coordinator of Media/Curriculum Support Services. Therefore, this
recommendation can be implemented with existing resources.

FINDING

Parents stated that although the individual schools do a good job
disseminating news about specific campus activities, the district does not
do agood job communicating districtwide news. The Communications
Department publishes an internal report summarizing the monthly
proceedings of the GISD School Board and the Personnel Department.
GISD publishes an employee newsletter containing news of district
activities. However, parents do not receive any routine communication
from GISD pertaining to districtwide activities. Also, parents stated that
the district cafeteria menu is only published once ayear, and it is difficult
to get replacements.

Public comments regarding this issue:

"Communication with parentsis inadequate.”

"Sixty-one percent of tax dollars go to the school district and we
don't get feedback from the school district.”

"Parents don't get information. If we do, it's after the fact.”
"Communication between the administration and parentsis
lacking."




"The bulletin goes to employees and staff of GISD, not to parents.
We need monthly genera information about the district.”
"We get things from the schools, but not the district.”

Recommendation 35:

Publish a bi-monthly newsletter that informsthe public of GI SD
activities.

Instead of publishing the Board Report, which is limited in scope and
circulated only to employees, GISD should publish and circulate to the
public a bi-monthly newsletter that includes a report of board activities, a
message from the superintendent, the school cafeteria menu and
announcements of upcoming events. A Spanish-language version should
also be available.

In order to continue to keep employees abreast of board activities, in place
of the Board Report, GISD can place board-related news on the GISD
Web site.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The employee responsible for public information gathers July 2000
information for the first issue of the districtwide newsdl etter.

2. | The employee responsible for public information publishesthe | August 2000
first issue of the districtwide newsletter.

3. | The employee responsible for public information prepares news | September
of board activities for posting on the GISD Web site. 2000

4. | The employee responsible for public information collaborates | September
with the M1S Department to post the information onthe GISD | 2000
Web site.

FISCAL IMPACT

According to the director of Communications, the cost of publishing the
Board Report is $10,000 a year. A net cost of the new bi- monthly

newd etter would equal the cost of the newsletter minus the cost of
producing the Board Report.

Reproduction costs for each edition of the new newsletter would be
$1,533, ($0.16 a copy x 9,584 parent households). The newsletter would
be produced six times ayear. The total cost of reproduction would be
$9,198 ($0.16 x 9,584 parent households x 6 = $9,198). Postage costs are
estimated at $0.18 per item at bulk rate, and there are 9,584 parent




households. Since the newdletter will be mailed six times a year, the total
cost of postage would be $9,198 ($0.18 x 9,584 parent households x 6 =
$10,351).

The total cost of reproduction and postage would be $19,549 for the new
publication. Since the cost of producing the Board Report is $10,000, the
fiscal impact would be $9,549 per year.

2000- 2001- 2002- 2003- 2004-

Recommendation 2001 2002 2003 2004 2005

Publish a bi- monthly ($9,549) | ($9,549) | ($9,549) | ($9,549)| ($9,549)
newsdl etter that informs the
public of GISD activities.

FINDING

GISD does not use the Internet to disseminate board information, school
menus, school closing information (emergency and planned closings) or
board meeting notices. The GISD Web site includes an overview of
district job postings, a profile of each campus and TAAS scores.

The high school offers a Webmaster course, which had 11 students during
the Fall 1999 semester.

Recommendation 36:

Use student internsto help post board information, school menusand
school closing information on the GISD Web site.

Each semester, students should be given an opportunity to work with the
GISD Web site and receive course credit for this activity.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The employee responsible for public information and the September
principal of Ball High School identify a student intern to work | 2000
on the GISD Web site.

2. | The employee responsible for public information gathers September
information for inclusion on the GISD Web site. 2000

3. | A student intern puts new information on the GISD Web site. Ongoing

FISCAL IMPACT




This recommendation can be implemented with existing resources.



Chapter 3
COMMUNITY INVOLVEMENT

C. Collaborative Partner ships

Collaborative partnerships with businesses, educational ingtitutions,
community agencies and civic organizations are an excellent way to
expand the resources of a school district. GISD has a number of
collaborative partnerships in place with local entities. Examples of
collaborative partnerships between individua schools, businesses and
nonprofit organizations are shown in Exhibit 3-4.

Exhibit 3-4
Examples of Collaborative Partner ships, by School

School Summary of Activities

Alamo Elementary | HEB Pantry and Moody Bank provide financia support;
HEB Pantry donates juice for monthly "Breakfast of
Champions;" K-Mart and Kroger donate bread and pastry
that is distributed to students and their families.

Austin Middle UTMB mentors.
Ball High Project Graduation.
Bolivar Business partnerships provide rewards, treats, pizza parties,

Elementary/Middle |books and soft drinks for students with perfect attendance,
100% homework completion for nine weeks or on the
honor roll.

Burnet Elementary | UTMB, U. S. Coast Guard. ‘
Central Middle UTMB computer donation; HEB Adopt-A-School.

Morgan Elementary |U. S. National Bank. ‘

Oppe Elementary Business partners include Pepsi, Coca-Cola, Randall’ s,
Mario's, Gino's, Subway, Papa John's, KFC, Bennao's,
Gaido's, UTMB, Texas A&M, Luke's, Home Cut, Moody
Gardens, Wal-Mart, K-Mart, Target and other merchants.

Parker Elementary | Papa Johns monthly Parker night, Target, Kroger and
Randall's 1% of sales cards; Arlan's (1% of receipts turned
in): HEB ($300 in store coupons); and Chit Chat Art plate
painting fund-raiser.

Rosenberg Career Day volunteers, fire safety awareness conducted by
Elementary Fire Marsna and four firefiahters. (whv is this different




from the first chart on collaborative programs? None of
these are sponsors...)

San Jacinto
Elementary

Adoption of school by Galveston Leadership Group,
Rotary Club BUG program recognizing students for
improving grades

Scott Elementary

Career Day volunteers

Waeis Middle School

Business volunteers mentor students with special concerns;
business donations for special recognition of students and
staff members; business donations for Schoolyard Habitat;
community volunteers assist students in meeting academic,
physical and socia needs.

Source: Communications Department, Galveston Independent School
District, December 1999.

Local affiliates of the Boys and Girls Club, Boy Scouts of America,
Communities in Schools, Moody Gardens, Galveston Leadership and
Noon Optimists are some of the nonprofit organizations that are involved
with GISD schools.

Other partnerships include collaborations with Galveston College, Texas
A&M University, HEB Pantry Foods, U. S. National Bank, Moody
National Bank, Leadership Galveston, Pepsico, Wal- mart and Kmart.
GISD has received funding from the Moody Foundation, the Jamail
Foundation, the Harris & Eliza Kempner Fund, the Permanent Endowment
Fund of Moody Memorial Methodist Church, the Tramonte Foundation,
the Galveston Foundation, the Galveston Education Foundation and other

local foundations.

PTOs and PTAS, the district director of Secondary Education and staff of
the Communications Department have helped create these partnerships.

FINDING

The GISD board and administration have agreed to collaborate with a
local community college, alocal foundation, and others starting in the Fall
of 2001 to make it possible for every individual graduating from a
Galveston high school to attend college. The Universal Access program
will provide a scholarship for up to $1,000 per year to cover tuition and
fees for full-time study at Galveston College for up to two years. GISD
was a key player in the development of the Universal Access concept,
along with the Galveston Education Foundation and Galveston College. In




addition, GISD merged its own foundation into the Galveston Education
Foundation to help make the Universal Access initiative possible.

The goal of the Universal Access program is to enable students to acquire
the skills necessary to become productive members of the community.
Numerous donors, including the Galveston Education Foundation, other
local foundations, religious and civic organizations, and corporations have
contributed funds to form the Galveston College Foundation, which
administers the Universal Access Scholarship Endowment Fund.

COMMENDATION

The Universal Access program isan exemplary collabor ative effort
and will be a great benefit to GISD students.

FINDING

GISD implemented a Student Gold Card program to motivate students
who excel, as well as a Star program that features employee discounts at
local businesses. The Gold Card is given to students who receive all A's
on their report cards. When a student accumulates two Gold Cards, the
student can redeem the cards at movies, restaurants and other participating
businesses. The Star card enables a district employee to receive a discount
at participating merchants.

COMMENDATION

The Student Gold Card Program and the Star program are positive
ways to motivate and reward students and employees.

FINDING

Participants in TSPR focus groups said there is insufficient emphasis on
the development of collaborative partnerships with businesses,
universities, nonprofit organizations and aumni. There is no employee
assigned this responsibility, although individual schools have developed
partnerships. Although the district was represented on the Galveston
Chamber of Commerce at one time, thereis currently no district
representation to this business group. Also, there is no mechanism for
coordinating the pursuit of grants. Lastly, business |eaders and community
agencies believe GISD is missing an enormous opportunity for
partnerships.

Foundations particularly represent a potential resource for GISD, which
does not have a district foundation to raise funds for specia programs,
such as dropout prevention initiatives, mentoring programs and after



school programs for parents. Galveston has a large number of foundations
for a community its size, a number of which collaborated with GISD in the
past. According to members of the community, GISD needs to do a better
job communicating and collaborating with local foundations, as well as
national foundations that fund educational initiatives.

Members of the community said:

"There is no on-going dialogue.”

"My organization offers to come into the schools, but there is no
response."”

"Moody Mansion made arrangements for buses, but GISD is not
taking advantage of it; they can't be bothered with the paperwork."
"Unless they need something, businesses are at the bottom of the
list."

"Other avenues the district could use to generate information are
not being used, such as membership in business organizations."
"There are lots of ways to work together that could happen.
Examples of mentoring programs exist nationally, also safety and
grandparenting programs.”

"Program development goals are desired, involving grant writing,
etc.”

" Schools should be more available to organizations.”

"GISD needs a strategy to open dialogue.”

"Resources can be money, partnerships, etc.”

"Use of schooal facilities (by nonprofit agencies) would be good.”
"Get national organizations into the district, such as Vista, Peace
Corps, Association of Business Administrators, Organization of
Retired UTMB employees, Conservation Corps, Seaborne.”
"There is no communication with alumni to get help.”

"There is no relationship with the business community; thisis
disappointing. It is not a priority."

"GISD needs to be more innovative. Involve universities, AAMA-
type organizations, etc."

"Mary Moody Northern Foundation and Kauffman Foundation are
trying to fund an entrepreneur training program and GISD is not
responsive."

Recommendation 37;

I ncrease effortsto develop and/or nurture partnershipswith
foundations, business organizations and nonpr ofit agencies.

The development and nurturing of partnerships could enable GISD to offer
additional programs and services for parents and students. A primary duty
of the employee responsible for partnerships should be to serve as the



district's representative to the Chamber of Commerce and other key
business groups. The employee should also convene quarterly meetings of
business and nonprofit working groups to identify partnership
opportunities and nurture established partnerships. They should also
convene a semi-annual grant coordination meeting for anyone involved in
the preparation of grants to ensure GISD seeks al available grants
addressing needs identified in the Community Outreach Plan.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The syperintendent assigns a district employee the responsibility | July 2000
of coordinating partnerships and designates that person as
representative to the Galveston Chamber of Commerce and other
key business organizations.

2. | The employee responsible for partnerships and volunteers August
organizes a business working group. 2000

3. | The employee responsible for partnerships and volunteers August
convenes the first meeting of the business working group. 2000

4. | The employee responsible for partnerships and volunteers August
convenes the first meeting of the nonprofit working group. 2000

5. | The employee responsible for partnerships and volunteers September

convenes the first meeting of the grants coordinating committee. | 2000

FISCAL IMPACT

This recommendation can be implemented with existing resources.




Chapter 4
PERSONNEL MANAGEMENT

This chapter examines the Galveston Independent School District's
(GISD) personnel functionsin four areas.

A. Organization and Staffing

B. Recruitment, Retention, and Turnover
C. Sdlary Administration

D. Policies and Procedures

Factors critical to the success of any personnel or human resources
function include the recruitment of qualified candidates for all positions;
the efficient processing of al personnel actions; appropriate staffing and
salary administration for all district functions, and compliance with state
and federal personnel laws.

BACKGROUND

In most public school districts, a personnel or human resources function
manages employee-related tasks. These tasks include:

development of wage and salary schedules.

administration of salary systems, including the placement of
positions on salary schedules and a periodic review of the
schedules to ensure that they are competitive withother area
employers.

classification of all positions.

development of job descriptions for all positions and the periodic
update/modification of the job descriptions to reflect changesin
responsibilities.

development of personnel staffing tables and review of staff
allocation formulas.

administration of an employee grievance process.

recruitment of personnel to fill vacant positions.

maintenance of required employee records.

administration of certification and permit processes.

issuance of contracts and nonrenewal or dismissal notices.
placement of substitute teachers.

recruitment and placement of student teachers.

development of board policies regarding personnel issues.
development and administration of an employee benefits program.
preparation of periodic reports addressing local board and state
reporting requirements.



GISD's personnel function is administered by the executive director for
Personnel, who is assisted by a resource specialist, a personal secretary,
two paraprofessionals, and a receptionist (Exhibit 4-1).

Exhibit 4-1
Per sonnel Department Organization
1999-2000

Executrre
Ciarector

Hutnan Eesources
Specialist

Secretaty to the
Executive Director

Secretary [ Secretary 1 Office
Assistant

Source: GISD executive director of Personnel.

The director is responsible for coordinating the recruiting function,
responding to employee relations issues, updating personnel policies,
responding to employee grievances, and managing and updating the salary
plan. The five paraprofessional positions are:

the secretary to the executive director, who provides direct support
for the executive director and assistance as needed throughout the
office.

the human resource specialist, who coordinates job applications
and the recruitment program, develops annual salary schedules,
reviews certifications, and determines where special permits may
be required.

a secretary | who enters new employee information into the
computer and prepares information on benefit aternatives selected
by new hires so that the district's Business Services Department
personnel can calculate necessary payroll deductions. This position
also maintains all active and inactive employee files.

a Secretary |1 who schedules all recruiting trips, coordinates
substitute teacher training, enters criminal history checks into the
computer, and receives and sorts mail.

an office assistant who answers the telephone, responds to
inquiries, and sets up applicant interviews.



These employees assist in other department activities as needed.

In addition to the director, the secretary to the executive director and the
secretary | in the department have experience in school personnel
functions. The remaining staff had al been in their positions for less than
six months at the time of TSPR's primary field work.

In discharging the division's responsibilities, the executive director relies
on department and campus personnel to participate in recruiting visits,
solicit applicants, and conduct candidate interviews. In

some instances, certain personnel-related activities are handled by other
departments exclusively or in conjunction with the executive director

(Exhibit 4-2).

Exhibit 4-2

GI SD Personnel Management Responsibilities

Responsibility Department or Position Involved
Recruiting staff Personnel
Hiring staff Personnel; all departments participate

Background checks

Personnel

Reference checks

Personnel; all departments participate

Initial salary determinations

Superintendent; department directors; Business
Services

Superintendent; department directors; Business

Salary adjustment calculations Services
Compensation studies Personnel
Attendance monitoring All departments

(employees)

Benefits administration

Business Services

Employee grievances

All departments; Personnel

Training / staff development

All departments; Curriculum and Instruction

Termination

All departments; Personnel

Panning for staffing levels

Superintendent; Board

Source: GISD interviews and job descriptions.



Like most employers, GISD must comply with federal laws governing
human resources management, including the Fair Labor Standards Act,
which governs wages and hourly payments; the Americans with
Disabilities Act, which requires employers to provide reasonable
accommodation to any employee or job applicant who has a disability; and
the Equal Employment Opportunity Act, which prevents employers from
making hiring and firing decisions based on age, race, religion, gender, or
other factors not related to performance. In addition, state laws govern
school district personnel administration in areas suchas employee
grievances, due process, termination, and contract renewal.

Payroll accounted for more than three-fourths of GISD's 1997-98 and
1998-99 budget (Exhibit 4-3).

Exhibit 4-3
GI SD Expenditures by Category
1997-98 - 1998-99

Per centage of Total Expenditures
Category 1997-98 1998-99
Actual Budget
Payroll costs 78% 1%
Professional and contracted services 7% 8% |
Supplies and materials 6% 7% |
Other operating expenses 3% 2%
Debt service 5% 5%|
Capital outlay 1% 1%

Source: Texas Education Agency AEIS Reports, 1997-98 - 1998-99.
Note: Totals may not add to 100 due to rounding.

For the purposes of its Academic Excellence Indicate System (AEIS), the
Texas Education Agency (TEA) provides staff counts for the following
categories. teachers, professional support staff, campus administrators,
central administrators, educational aides and auxiliary personnel.

The total number of full-time equivalent positions (FTES) for the district
for 1994-95 through 1997-98 and the budgeted total for 1998-99 appear in
Exhibit 4-4. Total GISD staffing has risen much faster than the student
population (a 9 percent increase versus a decline of 0.5 percent) over the
past five years. The largest percentage increases have been in professional



support personnel, educational aides, and teachers. Both campus and
central administrative positions have declined over the five-year period.

Exhibit 4-4
GISD Staff FTEs
1994-95 - 1998-99

Actual Budgeted
Staff 1994- | 1995- | 1996- | 1997- | 440 o9 |Percentage
Category 95 96 97 98 Change

Teachers 634.3| 6523 678.8| 699.2 702.0 10.7%
Professional 105.8 86.4| 108.8| 125.2 134.8 27.4%
support
Campus 22.1 20.4 209 20.1 17.3 -21.7%
administration
Centra 125 11.5 10.0 10.0 11.9 -4.8%
administration
Educational aides 1240 126.3| 1385| 149.0 142.8 15.2%
Auxiliary staff 409.0| 3826 4259| 4912 417.0 2.0%
Total staff 1,307.7| 1,279.6 | 1,382.9 | 1,494.7 1,425.7 9.0%
Total students 9,926| 9,910| 10,042 | 10,007 9,873 -0.5%

Source: TEA, AEIS 1994-95 - 1998-99.

GISD's central administrative staff includes the superintendent, assistant
superintendent, instructional officers (e.g., the director of Bilingual/ESL
Education), athletic director, tax assessor-collector, and executive director
of Personnel. Campus administration includes principals and assistant
principals. Professional support includes a therapist, counselor,
diagnostician, librarian, nurse, and social worker. Auxiliary staff members
include maintenance personnel, custodians, and cafeteria workers.

Exhibit 4-5 compares GISD's percentage of employees budgeted for each
group in the 1998-99 school year with budgets of peer districts. GISD had
the third- lowest share of teachers, at less than 50 percent of total staff.
GISD had the highest percentage of professional support positions, the
lowest percentage of campus administrative positions, and was in the
midrange in the other categories.

Higher professional support percentages at GISD are due to several district
staffing assignments:. afacilitator for the Success For All program at each



of the nine elementary campuses; a counselor on all campuses due to the
high proportion of economically disadvantaged students; and 11 full- or
part-time social workers, also due to the high proportion of economically
disadvantaged students.

Exhibit 4-5
GISD Staffing Compared to Peer Didtricts
1998-99
- Professional Campus Central Educational | Auxiliary
District | Teachers Support | Adminigtrators | Administrators Aides Staff

Wichita 56.2% 7.9% 2.3% 0.2% 13.0% 20.4%
Fdls
Region 4 51.8% 8.3% 2.5% 0.6% 9.1% 27.6%
Waco 51.7% 8.0% 3.2% 0.3% 1.3% 35.5%
State 51.4% 7.2% 2.5% 0.9% 10.3% 27.7%
Brazosport 51.1% 7.4% 2.8% 0.5% 9.1% 29.1%
College 50.8% 9.0% 2.1% 1.0% 10.0% 27.1%
Station
Lufkin 50.1% 5.4% 2.9% 0.7% 13.9% 27.0%
Longview 49.7% 6.1% 2.1% 1.0% 12.7% 28.4%
Galveston | 49.2% 9.5% 1.2% 0.8% 10.0% 29.3%
Port 49.0% 7.9% 2.5% 0.4% 12.4% 27.8%
Arthur
Bryan 48.3% 7.0% 2.4% 0.7% 10.0% 31.6%

Source: TEA, AEIS1998-99.

Exhibit 4-6 shows ratios of studentsto GISD staff in several categories
over the past five years. The number of students per teacher fell by 9.6
percent from 1994-95 to 1998-99, meaning that class sizes were shrinking.
At the same time, however, the number of students per campus
administrator has increased, which has increased the workload of
principals and assistant principals.

Exhibit 4-6
Number of Students per Staff Member by Category
1994-95- 1998-99



Number of Students per Staff Member by Category

Staff 1994- | 1995- | 1996- | 1997- 1998-99 | Percentage
Categor 95 9% 97 98 Budgeted| Change
egory Actual | Actual | Actual | Actual 9 9
Teachers 15.6 15.2 14.8 14.3 141 -9.6%
Professional 93.8| 1147 92.3 79.9 73.2 -22.0%
support
Campus 449.1| 485.8| 4805| 4979 570.7 27.1%
administrators
Central 794.1| 861.7| 1,004.2| 1,000.7 829.7 4.5%
administrators
Educationa aides 80.0 78.5 725 67.2 69.1 -13.6%
Auxiliary staff 24.3 25.9 23.6 20.4 237 -2.5%

Source: Compiled from AEISinformation.

GISD's teacher population has grown, as has the number of teachersin al
but one experience category (Exhibit 4-7). The one exception is teachers
with 11-20 years of experience, where the number has fallen by 20.4

percent since 1994-95.

Exhibit 4-7
GISD Teacher FTEs by Years of Experience
1994-95 - 1998-99

o;rg)?]p;ilrﬁie 1994-95 | 1995-96 | 1996-97 | 1997-98 | 1998-99 Pecrﬁznntg‘ge
Beginning teachers 52.9 726 1472 90.2 92.6 75.0%‘
1-5years 1428| 1448| 1263] 1714| 1646  153%
6-10 years 87.5 775 65.7 88.5 97.7 11.7%\
11-20 years 1836| 1775| 1659 1540| 1462| -204%
Morethan 20 years| 1675 179.9| 173.6| 1951| 2009 19.9%
Total 6343 6523| 6788 6992 7020  10.7%

Source: TEA, AEIS1993-94 - 1997-98.

The experience profile of GISD teachersis very similar to regional and
state averages (Exhibit 4-8). While GISD has a higher percentage of



beginning teachers and teachers with more than 20 years of experience,
teachers with fewer than five years of experience comprise 36.6 percent in
GISD, compared with 36.0 and 34.4 percent for the region and state,
respectively. Teachers with 11 or more years of experience make up 49.4
percent of the district's teachers compared to 46.5 and 48.0 percent in the
region and state.

Exhibit 4-8
Per centage of GI SD, Region 4, and State
Teacher FTEsby Years of Experience

1998-99
Years of Experience | Galveston | Region 4| State
Beginning teachers 13.2% 9.0%| 7.7%
1-5years 23.4% 27.0% 26.7%
6-10 years 13.9%| 17.5%|17.7%
11-20 years 20.8%  26.2% 27.5%
More than 20 years 28.6% 20.3% | 20.5%

Source: TEA, AEIS 1998-99.

Since 1994-95, GISD has hired less experienced teachers, and the overall
experience of GISD teachers has falen by 3.7 percent compared to
increases in Region 4 and statewide of 0.8 and 2.6 percent, respectively
(Exhibit 4-9). The average experience of GISD teachers till is greater

than average for teachers in both the region and the state.

Exhibit 4-9
GISD, Region 4, and State Average Years of Teaching Experience
1994-95 - 1998-99

Entity |1994-95]|1995-96 | 1996-97 | 1997-98 | 1998-99 | Per centage Change
Galveston| 135 13.2 12.3 13.1 13.0 -3.7%
Region 4 115 11.6 11.6 11.7 116 0.8%

State 115 11.7 11.7 11.8 11.8 2.6%

Source: TEA, AEIS 1994-95 - 1998-99.

The salaries for GISD professional personnel fall below Region 4 averages
in all four categories of employees and below the state average in al
categories except central administration (Exhibit 4-10). Professional




personnel include teachers, professional positions (e.g., counselors,
diagnosticians), and central and campus administrative personnel.
Compared to its peer districts, GISD is third-highest in teacher salaries,
third- lowest in professional support salaries and central administration
sdaries, and in the midrange for campus administration salaries.

GISD, Region 4, State, and Peer District

Exhibit 4-10

Average Actual Salariesof Professional Personnel

1998-1999
Entity Teachers Professional C_ar_npus _ C;er_nral _

Support | Administration| Administration
Brazosport $37,838 $41,276 $58,470 $85,353
WichitaFals $33,806 $44,108 $53,039 $87,282
Galveston $33,643 $38,780 $51,768 $65,291
College Station| $33,381 $40,077 $52,442 $72,795 \
Port Arthur $32,726 $42,085 $53,516 $88,685
Lufkin $32,125 $38,799 $47,835 $63,981 ‘
Bryan $31,624 $37,140 $51,519 $68,003
Longview $31,234 $39,075 $51,502 $64,092
Waco $30,634 $37,804 $48,993 $75,976|
Region 4 $35,598 $42,981 $56,557 $71,419
State $34,336 $41,654 $53,427 $64,583 |

Source: TEA, AEIS 1998-99.

Over the past five years, the salaries of GISD professional personnel other
than teachers, have increased: professional support salaries have risen at
about the same rate as the state average, while campus and certral office
administrative salaries rose at about half the state average (Exhibit 4-11).

Exhibit 4-11
GISD and State Average Salaries of Certified Personnel Other than
Teachers
1994-95 - 1998-99

Category of
Per sonnel

1994-
95

1995-
96

1996-
97

1997-
98

1998-
99

Per centane

GISD

State
Per centane




Change Change
Professional | $34,402 | $36,506 | $38,061 | $38,360 | $38,780 12.7% 12.8%
support
Campus $48,673 | $49,708 | $51,349 | $51,751 | $51,768 6.4% 12.0%
administration
Centrdl $60,739 | $62,328 | $64,246 | $66,878 | $65,291 7.5% 13.7%
administration

Source: TEA, AEIS 1994-95 - 1998-99.

Any employee required to have a commercial driver's license is subject to
drug and alcohol testing. Teachers, coaches, and other employees who
primarily perform duties other than driving are subject to testing
requirements only when they are driving. This program is coordinated by
the director of Transportation. Tests are administered by an outside
vendor, for bus drivers and other GISD personnel who drive district
vehicles.

All employees are evaluated annually by their immediate supervisors.
Written evaluations for all administrator and teacher positions are
completed on generic forms prepared by TEA. Paraprofessional and
auxiliary personnel are evaluated using forms prepared by the Personnel
Department. Each department head is responsible for ensuring that
evaluations are conducted on all employees annually.

The executive director of Personnel conducts an annual staff training
session on the district's Professional Development and Appraisal System
(PDAY) as part of the district's new teacher inservice training program.
The executive director also conducts an annual workshop on effective
employee performance documentation in advance of the December 1
notification period for employee improvement plans or changes in contract
status.

Staff training is handled primarily by the director of Staff
Development/Fine Arts and by individual campuses based upon their
campus performance objectives. The executive director of Personnel
provides limited training in PDAS, classroom management for all
elementary teachers, and various training for substitute teachers, such as
behavioral management and teaching strategies.

Each year during the first part of the Spring semester, the assistant
superintendent for Curriculum and Instruction and the executive director
of Personnel survey all new GISD professional and teaching employees on




their training needs. Respondents are asked to identify additional training
needs and to evaluate training received during the prior year.

For each central administration department, the department head allocates
an annual training budget based upon historical usage patterns or requests
for specific training. The department head recommends appropriate
training for staff personnel and refersit to the appropriate senior staff
member.

The digtrict has developed salary schedules for all its positions, using pay
ranges that identify minimum, midpoint, and maximum rates for al
positions.

Payroll calendars identify the number of days a position isto be paid. In
1999-2000, the district used 27 payroll calendars. Payroll calendars are
developed for each job, or group of jobs. The calendars specify the
number of days for which all jobsin that calendar are paid. For example,
the payroll calendar for teachersis 185 days.

Salary supplements are provided to individuals who assume additional
responsibilities. These can be academic, such as the Academic Decathlon
advisor, class sponsor, and debate sponsor; cocurricular, such as the band
director and cheerleader sponsor; or athletic responsibilities. These
supplements range from $12,000 for the head football coach to $100 for a
campus monitor and rifle team advisor.

Group insurance is available to al full-time employees and includes
health, dentd, life, supplemental life, workers compensation,
unemployment compensation, and "cafeteria plan” coverage. Before
annual enrollment, each employee receives an information packet on the
coverage plans, options and their costs. The district makes an annual
contribution to cover a portion of the insurance premium cost.

GISD's plan is salf-funded. The maximum amount of any one claim the
district would have to pay is $125,000. Beyond that dollar amount,
catastrophic coverage then picks up any remaining costs on a claim.
GISD's care provider network is Premier Health Care. Health
Administrative Services, Inc. serves as the district's third-party
administrator, designing and managing the plan and serving asits claims
administrator. The benefit plan is coordinated by the benefits coordinator,
who reports to the assistant superintendent for Business Services.

Other employee benefits, such as personal leave, sick leave, temporary
disability, family and medical leave, military leave, and jury duty also are
provided to employees. These benefits are described in the employee
handbook issued to each employee annually.



The district maintains a set of personnel policies and updates themin
accordance with changes mandated by the federa and state law. The
annual employee handbook reflects all current GISD personnel policies.
Each employee must sign a form indicating receipt of the handbook.
Copies of these forms are maintained for central administration staff at
each campus and worksite.

An external vendor, DCS Information Systems, conducts criminal history
reviews for al positions.

The Personnel Department conducts exit interviews for employees leaving
the district, manages the district's employee grievance process, and
prepares a quarterly newsletter, GISD Personnel Department Network,
which is distributed to all employees.



Chapter 4
PERSONNEL MANAGEMENT

A. Organization and Staffing

FINDING

Compared to its peer districts, GISD's Personnel Department seems
overstaffed (Exhibit 4-12). GISD has the third-lowest ratio of staff to
Personnel Department positions. Four of the peer district departments, like
GISD, also handle other functions such as employee benefits and
substitute placement, including both districts with lower ratios than

GISD's.
Exhibit 4-12
GISD and Peer District Personnel Department Staffing
1999-2000
Number of Personnel Department Staff
Total
Total Para- Staff Handles
District | Staff |Professional Professional Total | FTE per other
FTE = Personnel | functions?
Staff

Lufkin (1) 11,130.8 0.5 15 2 565.4 | No

Longview |1,241.3 1 3 4 310.3|No

Brazosport | 1,530.4 1 4 5 306.1 | Yes-
employee
benefits

Wichita | 2,030.8 2 5 7 290.1 | Yes-

Fals substitute
placement

Port 1,421.5 1 4 5 284.3 |No

Arthur

Galveston |1,425.7 1 5 6 237.6 |No

Bryan 1,981.4 3 6 9 220.2 | Yes-
employee
benefits,
substitute
placement




College 946.0 1

Station

189.2 | Yes-
substitute

placement

Source: Telephone survey conducted by WCL ENTERPRISES, January

2000.

(1) One professional employee is assigned on a half timebasis to

personnel matters.

GISD's current job descriptions indicate too many instances of
overlapping duties and responsibilities (Exhibit 4-13). Many Personnel
employees told TSPR that they are not fully aware of their department's
functions or their own position's duties. Severa employees indicated that
they are told of new responsibilities only as pertinent questions or issues

arise.

Without clear definitions of roles and responsibilities, GISD cannot staff
its Personnel Department to meet the department’'s workload. While cross
training of employeesis essential in a small department, GISD's lack of
focus on precise job functions can lead to unnecessary or underused staff.

Exhibit 4-13
Duplicative Responsibilities Among Personnel Department Staff

Responsibility

Positions Responsible

Coordinate application and recruitment
process

Executive director Human resource
specialist

Substitute roster preparation and
assignment of substitutes

Human resource specialist Secretary
I

Organize and manage routine work
activities of the Personnel Department

Secretary to the executive director
Secretary 11

Prepare correspondence, forms, reports, etc.

Secretary to the executive director
Secretary 11

Assist in compiling information

Secretary to the executive director
Secretary 11

Receive, sort, and distribute mail

Secretary to the executive director
Secretary 11

Maintain files

Secretarv to the exectitive director




Secretary |1 Office assistant

Process paperwork for certification Human resources specialist

Secretary |

Contact applicants and schedule interviews | Secretary to the executive director

Office assistant

Provide clerical support to the executive Secretary to the executive director

director Secretary |

Maintain schedule of appointments Secretary to the executive director
Secretary 1l

Make travel arrangements Secretary to the executive director
Secretary 11

Maintain information for employee service | Human resource specialist Secretary
awards I

Source: Job descriptions for positionsin GISD Personnel Department.

Current GISD staff who formerly worked in the Personnel Department
indicated that a constant flux of position responsibilitiesis a problem.

Recommendation 38:
Clearly define the roles of Personnel Department staff.

IMPLEMENTATION TIMELINE AND STRATEGIES

1. | The superintendent meets with the executive director of Personnel | July
to redefine the roles and responsibilities of the department's staff. | 2000

2. | The executive director rewrites the job descriptions and the August
superintendent approves the changes. 2000

3. | The executive director meets with the department staff to discuss | August
their functions by position. 2000

FISCAL IMPACT

This recommendation can be implemented with existing resources.
FINDING

The Personnel Department processes information about all newly hired

employees, enters information in the payroll system, and responds to
guestions about salaries and benefits.




GISD's employee benefits function is handled in the business office by a
benefits coordinator who works regularly with the Personnel Department
on the preparation of information and on employee questions.

Employees of both departments said that the two units do not coordinate
the hiring, orientation, and benefits functions effectively. Employees cited
personality conflicts, limited communication, different physical locations,
and alack of knowledge about what both departments are doing as
contributors to this problem.

Many districts combine the employee benefit and personnel functionsin
one department to improve communication and reduce the need for
additional personnel. Two of GISD's peer district, Brazosport and Bryan,
combine the two.

Recommendation 39:;

Transfer the employee benefits coor dinator to the Personnel
Department.

IMPLEMENTATION TIMELINE AND STRATEGIES

1. | The superintendent meets with the executive director of July 2000
Personnel and the assistant superintendent of Business Services
to discuss the timing of the transfer of the employee benefits
function.

2. | The executive director and assistant superintendent agree on the | August

timing of the transfer. 2000
3. | The transfer of the function and position is effective with the September
beginning of the new fiscal year. 2000

FISCAL IMPACT

This recommendation can be implemented with existing resources.




Chapter 4
PERSONNEL MANAGEMENT

B. Recruitment, Retention, and Turnover

In its February 1999 publication, Texas Teacher Recruitment and
Retention Sudy, TEA noted that "Texas is experiencing a teacher shortage
that is a serious and growing problem." According to the report, the
primary factors behind this shortage are rising student enrollments,
decreasing enrollment in teaching programs, and a lack of state and local
resources to maintain competitive saaries.

The report aso notes that districts respond to shortages first by filling
vacant positions with teachers certified in other fields, then by hiring
teachers on emergency permits or using long-term substitutes. According
to the TEA study, these actions "may have consequences for student
performance.”

Region 4 recently completed an evaluation of teacher supply and demand
for 2000-01 in its service area (Exhibit 4-14). It concludes that the region

will be short by more than 3,000 teachersin
2000-01-about 6 percent of the total teachers required.

Exhibit 4-14
Region 4 Evaluation of Teacher Supply and Demand
2000-01

Factor Situation‘
Student enrolIment 879,000 ‘
Teachers needed 54,165
Teachers retained from 1999-2000 46,335 ‘
Teacher turnover from 1999-2000 (1) 6,499
New teaching positions 1,331 ‘
Teaching positions to be filled 7,830
Nevy .teeghers from Texas colleges/universities and aternative 4773
certification programs '
Additional teachers needed 3,057




Source: Region 4 Education Service Center.
(1) Assumes teacher turnover rate of 12.3 percent.

FINDING

GISD maintains an automated process that allows applicants to apply for
employment with GISD over the Internet. Applicants can log onto the
district's Web page and click on the link, How to Join Us on the Beach.
This link connects to an on-line application form that alows the user to
provide personal information, schools attended, licenses and certificates
held, prior job information, personal references, and a statement
explaining reasons for wanting a position with GISD. The automated
application was developed by an external vendor and the district's MIS
Department.

After the application is completed and submitted, it is sent electronically
to the secretary |1 and/or the personal secretary. They can either print a
hard copy or store the application electronically. As of March 2000, 73
applications had been received via the on line application.

The district aso posts vacancies on seven Web sites. During the 1999-
2000 school year, four employees were hired from contacts made by these
postings.

COMMENDATION

The Personnel Department uses technology effectively to solicit
applications from candidates throughout the country.

FINDING

GISD has used several different strategies to address its teacher needs. In
1998-99, GISD was one of eight school districts selected by TEA to
recruit in Spain. The district hired seven Spanish teachers for bilingual and
Spanish classes. GISD has been approved to recruit in Spain in 2000-01.

GISD also serves as a professional development site for the University of
Houston-Clear Lake. The district hosts interns during the last year of their
teacher or administrator educational programs. Since 1997-98, GISD has
hired 16 students from this UH program. Five current interns have been
recommended for employment beginning with the 2000-01 school year.

Finally, the district has created a tuition assistance program to assist its
employees in pursuing certification in bilingual, reading, special
education, and math specialties. Participants must be GISD employees,



commit to work in the district for three years after completing
certification, take 12 semester hours per year, and maintain a 2.5 grade-
point average. At thiswriting, 25 district employees are in the program at
Galveston College, the University of HoustonClear Lake, the University
of Houston-Downtown, and Texas Southern University.

COMMENDATION

GI SD has developed innovative ways of recruiting and training
teachers.

FINDING

GISD's Personnel Department's executive director is the district's
designated personnel recruiter. The executive director, however, makes
fewer than 10 recruiting trips per year, with the remaining efforts handled
by principals, assistant principals, and central administrative workers. The
recruiting clerk coordinates schedules and logistics for these trips, while
the receptionist contacts candidates about district interviews and
coordinates schedules for applicants and principals with whom the
applicants interview.

In a personnel department in a small district such as GISD, the executive
director usually is an active participant in the recruitment process.
Districts successful in recruiting teachers usually include a professional
recruiter on most visits to ensure consistent evaluation ard to provide the
district's perspective to applicants. Moreover, follow-up is facilitated when
a personnel department employee handles the information generated
during the interviews. Among GISD's peer districts, the director of
Personnel in Brazosport, the executive director of Human Resourcesin
Bryan, the director for Human Resources in Longview, the director for
Certified and Administrative Personnel in Wichita Falls, and the executive
director of Human Resources in College Station all serve as primary
recruiters for their districts. The director of Personnel in Brazosport also is
responsible for athletics, while the director for Human Resources in
Longview also administers facilities.

Recommendation 40:
Make the executive director of Personnel GISD'sprimary recruiter.

The department needs a full-time recruiter to accompany other GISD
personnel on most if not al recruiting trips; determine which locations to
visit; conduct all follow-up contacts and coordinate applicant visits to the
district. This assignment would bring consistency to interviews,
evauation, and the assessment of locations for recruiting.



IMPLEMENTATION TIMELINE AND STRATEGIES

1. | The superintendent meets with the executive director of Personnel | July 2000
to redefine the position's role and responsibilities.

2. | The executive director rewrites the job description and the August
superintendent approves the changes. 2000

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

According to the executive director of Personnel, GISD recruits about 125
to 130 new teachers each year. Yet in December 1999, GISD had 45

teacher vacancies, the equivalent of one fully staffed elementary school.
As aresult of its persistent inability to recruit teachers and the district's

high number of teacher vacancies, GISD increasingly relies on emergency

permits and temporary assignments (Exhibit 4-15). In 1994-95, GISD

used two emergency permits, but in 1998-99 the district issued 40

temporary or emergency permits.

Exhibit 4-15

GISD Use of Temporary and Emergency Permits
1994-95 - 1998-99

petpamic | 500 [ i i s | i
Emergency teaching permit 2 NA NA NA NA
Emergency (for certified NA 0 1 6 14
personnel)

Emergency (for uncertified NA 22 20 26 20
personnel)

Nonrenewable 5 0 3 O‘
Temporary classroom assignment 1 0 2 5
District teaching NA 0 0 1 1 \
Temporary exemption 0 0 0 0 0
Total 2 28 21 38 40




Source: TEA, AEIS1995-96 - 1998-99, and GISD, director of Personnel,
1994-95.

GISD's recruiting process lacks focus. For example, while Katy 1SD visits
alarge number of colleges, universities, and job fairs, 70 percent of the
new teachers it hires each year have prior experience in the field. The
district makes a conscious effort to attract experienced teachers from the
greater Houston area. This focus directs their primary recruiting efforts.

GISD's recruitment and applicant processing is conducted manually. No
automation supports any portion of the process after an application has
been received. Other districts, such as Clear Creek and Katy, scan hard
copies of resumes and applications into software that alows principals,
using the district's network, to access applications at any time of the day or
any day of the week.

GISD responds to information from colleges and universities as well as
job fairs throughout the country. When a request is received, one of the
department's support staff includes it on alist of potential recruiting sites.
The executive director reviews this list weekly at the administrative staff
meeting and identifies principals or other administrators available to
participate in site visits.

Once avisit has been scheduled, the support staff arrange the logistics and
provide information to be handed out to potential applicants at the
recruiting visit. While the executive director makes some recruiting visits
each year, no other Personnel Department staff regularly participate in
recruiting visits. Exhibit 4-16 shows the district's recruiting schedule for
the last three years. Decisions about which colleges, universities, or job
fairsto visit are largely determined by the schedules and wishes of central
and campus administrative staff.

Exhibit 4-16
GISD Teacher Recruiting Schedule
1997-98 - 1999-2000

College/University/ Job Fair 1997-98 | 1998-99 | 1999-2000
Sam Houston State X X X
Region 1V-Alternative Certification Program X X
S.F. Austin X X X
UH-Clear Lake X X X
UH-Main Campus X X




UT-Austin

UT-Pan American

Southwest Texas State

Eastern New Mexico

Texas A&M-College Station

Texas A&M-Kingsville

Texas A&M-International

Texas A&M-Corpus Christi

Baylor

Texas Job Fair

North Alabama

NAFEQ Job Fair

Southwestern Louisiana

L ouisiama State

Northern Illinois

Northeastern Illinois

Eastern Illinois

Illinois-Urbana

Illinois State

Oklahoma

Prairie View A&M

Texas Southern

Central Oklahoma

Eastern Michigan

Lamar

NABE

Texas Alliance of Black School Educators

Multi-Cultural Job Expo

New Orleans Area Universities Teacher Fair

Spain Exchange Program




Northern Colorado X ‘
Bay Area Job Fair X X
McNeese State X ‘
Arkansas X
National Minority Careers in Education Expo X
Nebraska X ‘

Source: GISD recruiting schedules furnished by the director of Personnel.

When each visit is completed, the GISD participants forward the resumeés
of qualified applicants to Personnel for review and follow-up. The district
uses the Star Teacher Selection Interview developed by The Haberman
Educational Foundation, Inc. to interview and evaluate teacher applicants.
However, not al GISD personnel who make recruiting trips are trained in
this method.

Moreover, the district lacks a rigorous application review and interview
process. Unless the applicant wants to work in one of the state-designated
shortage areas (special education, bilingual/ESL, math, or science), the
resumés are filed until an opening occurs, usualy in late Spring. By this
time, many of the best candidates have already committed to positions
with other districts.

The executive director refers the resumes of qualified applicants that are to
be interviewed immediately to the receptionist, who calls each applicant to
schedule an interview. If the applicant cannot or does not want to make a
visit at the time of the telephone call, the resumé is filed and no further
follow-up is made.

When applicants agree to visit the district, the receptionist schedules
interviews. The receptionist informs the executive director, who tells the
receptionist which schools should be contacted about an interview. The
receptionist then contacts each school and arranges atime for the
interview. The applicant's files are copied and forwarded to the principal
at each school.

Upon completion of an applicant interview, each principal must inform the
Personnel Department of his or her intent regarding the applicant. If the
principal wants to hire the applicant immediately, the principal completes
aletter of intent to hire, signsit, and forwards it to Personnel. If the
principal waits to make an offer, however, he or she must call Personnel to
verify the applicant's availability. Personnel does not send information on
the status of applicants to principals except by request.



Principals told TSPR the following about the level of service provided by
Personnel regarding candidate recruiting:

"When | go on arecruitment trip, Personnel does not provide me
with information regarding the vacancies that are available, i.e., the
school and subject.”

"Personnel is no help - it's a nightmare. | don't get any help calling
teacher recruits, and there's no prioritization of recruits.”

"They always lose applications. There's no follow-up.”

"They say they need technology, but what they have they don't
know how to use."

"No one from Personnel ever goes along. It's hard to give an
applicant a perspective of the whole district.”

"Ultimately, al principals and department heads must do their own
recruiting.”

"Personnel is an organized mess. No leadership, no follow-up, no
results.”

In response to TSPR's written survey, 45 percent of principals, assistant
principals, and teachers said GISD's employee recruitment program is
ineffective.

School districts with successful recruiting processes, such as Clear Creek
and Katy 1SDs, have aformal process that begins with the scheduling of
recruiting visits. Information on the recruiting site is prepared; a recruiter
from the personnel department and a principal or assistant principal are
assigned to the trip, and a response/followup mechanism ensures that
each applicant receives aresponse in atimely manner. Interviews are
scheduled either in the fall (for December graduates) or early spring
(beginning in February or March for May graduates), and information is
sent periodically to principals apprising them of the status of applicants.

Recommendation 41:
Develop a formal employee recruiting process.

GISD should develop a specific focus for its recruiting efforts that
establishes points such as what mix of experienced and beginning teachers
should be hired. Recruiting visits should be based upon the number of
teacher graduates available, critical need areas (such as bilingual/ESL
teachers), prior successes in attracting candidates from the school, and the
performance of teachers previoudly recruited from the school.

Other districts use a variety of techniques besides recruiting trips and job
fairs. Among those cited by area districts as useful are advertisementsin
college newspapers, local college job bulletin boards, state education



conference job bulletin boards, booths at the state education conference,
and educational associations electronic direct mail (such as the National
Clearinghouse of Bilingua Education).

Several districts aso mentioned that booths at |ocal festivals have been an
effective recruiting tool. TEA has cited efforts by Corpus Christi 1SD to
recruit teachers for 1998-99 by advertising for teaching positions during
the spring break tourist rush. CCISD aso held job fairs during spring
break when many students were in the city and set up recruiting locations
at the beach.

Spring Branch makes specia efforts to hire teacher candidates graduating
in December. If the district does not have an immediate vacancy, it hires
the graduate at the pay level of along-term substitute with the promise
that an opening will be made available in the next school year. In 1999-
2000, the district was able to meet 10 percent of its teacher position needs
by hiring December graduates.

GISD's application processing should be streamlined. Some districts, such
as Clear Creek and Fort Bend, have software that allows them to scan
applications and put the complete package (including references, interview
notes, and criminal history checks) on their network, where it is readily
accessible to principals.

IMPLEMENTATION TIMELINE AND STRATEGIES

1. | The executive director of Personnel visits several other July 2000
districts to study useful models for the GISD recruiting
Pprocess.

2. | The executive director develops a process for GISD and August -
reviews it with principals, department heads, and the September
superintendent, and incorporates their comments. 2000

3. | The executive director completes the process plan and September
presents it to the administrative staff. 2000

4. | The executive director implements the new process. Ongoing

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

The Teacher Retirement System (TRS) of Texas administers a defined
benefit pension plan for school district employees. Under this plan, the




state pays retirees a retirement annuity based on the employee's years of
service, multiplied by a benefit rate of 2.2 percent for each year of service,
times the average of the three highest annual salaries.

TRS members are eligible for full retirement at age 65 with five or more
years of service, age 60 with 20 or more years of service, or age 50 with
30 or more years of service. TRS members with any combination of age
and years of service equal to 80 are eligible to retire. Members a'so may
opt to retire early with reduced benefits.

Beginning in 2000-01, 179 GISD professional employees will be eligible
for full retirement. Another 101 professional employees will become
eligible over the next four years (Exhibit 4-17). This total includes 220
teachers, 43 professional support personnel, 12 campus administrators,
and five central office administrators.

Exhibit 4-17
GISD Employees Eligible for Retirement
2000-01 - 2004-05

Position Category

2000-01

2001-02

2002-03

2003-04

2004-05

Total

Campus administration

7

1

1

1

12

Central administration

3

1

0

0

Professional support

34

3

1

1

43

Teachers

135

21

19

25

20

220

Total

179

26

21

32

22

280

Source; TRSand GISD director of MIS.

Exhibit 4-18 displays the employees by category and as a percentage of
total employeesin each category and as a percentage of the total. The 280
employees represent almost one-fifth of GISD's total employment. Thirty-
one percent of teachers, 31.9 percent of professional staff personnel, 42
percent of central office administrators, and more than two-thirds of
campus administrators will be eligible to retire over the next five years.

Exhibit 4-18
GISD Employees Eligible to Retire as a Per centage of Total GISD
Employees

Position Category

Total
FTEs

Employees
Fliaihle

Employees
Fliaihle

Employees
Flinihle




to Retire to Retireas to Retire as
a Percentage | aPercentage of
of Total GISD
Total in Employees
Category
Campus 17.3 12 69.4% 1.4%
administration
Centrd 119 5 42.0% 0.6%
administration
Professional 134.8 43 31.9% 4.9%
support
Teachers 702.0 220 31.3% 25.4%
Total 866.0 280 32.3% 32.3%

Source: TEA, AEIS, 1998-99, and TSPR calculation.

The total salary for the 179 employees eligible to retire in 2000-01 is
$7,927,830. This total represents 18.6 percent of the district's total payroll
costs of $42,730,465. Exhibit 4-19 presents salary information for each
category of employees eligible to retire in 2000-01; the average annual
salary of those eligible to retire; and the average annual salary of all
employees in the category.

Exhibit 4-19
Total and Average Annual Salary of GI SD Employees Eligible to
Retirein 2000-01

Average Salary of
Total Salaries of Employees Average Salary of
. Employees Eligible All Employees
Position Category Eligible to Retire in Position
for Retirement in Position Category
Category
Campus $395,291 $56,470 $51,768
administration
Centra $258,820 $86,273 $65,291
administration
Professional support $1,393,808 $40,994 $38,780‘
Teachers $5,879,911 $43,555 $33,643
Total $7,927,830 N/A N/A




Source: TEA, AEIS, 1998-99, and GISD director of MIS.

Given the high number of retirement-eligible employees in GISD, the
district could be disrupted by their departure. Implemented over the next
fiscal year, aretirement incentive such as a lump-sum payment otherwise
not available to retiring employees could help the district manage its
turnover and might provide funds not only for hiring replacements but for
other district priorities.

Recommendation 42:
Create a controlled retirement incentive plan.

GISD should conduct a comprehensive analysis to fully understand the
impact of such a program on the district and its management structure.

One possible implementation methodology would structure the plan as a
one-time cash incentive of 50 percent of the employee's annual salary
whose retirement is effective at the end of the 2000-01 school year. The
employees taking advantage of the program need not necessarily retire
from TRS. Eligible GISD employees would be offered the following
retirement options:

Retire from GISD and receive the district's retirement incentive
only;

Retire from GISD and from TRS and receive both the district's
retirement incentive and the TRS retirement benefit; or
Continue working.

When designing the plan, GISD administrators should consider all the
legal issues surrounding retirement incentives and clearly explain them to
interested employees as well. To comply with the federal Age
Discrimination in Employment Act, the plan must be voluntary and
applicable to al classes of employees. Money received by retiring
employees is considered taxable income by the Internal Revenue Service
but is not treated as income by TRS.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent reviews the list of district employees with August 2000

creditable service in TRS digible for the retirement plan.

2. | The superintendent, the district's attorney, the assistant August -
superintendent of Curriculum and Instruction, the executive October
director of Personnel, and the assistant superintendent of 2000

Business Services consider the impact of a retirement nlan on




overall district operations.

3. | The superintendent presents findings to the board for discussion | November
and/or approval. 2000

4. | Information on the plan is prepared and disseminated to eligible | January -
employees, an eligibility period iscreated, and the program is March 2001
implemented.

5. | The impact of employee participation is assessed and April - June
adjustments are made to recruiting plans and salary schedules. | 2001

6. | Selected GISD employees elect to participate in the incentive August 2001

plan effective at the end of the 2000-01 school year.

FISCAL IMPACT

Possible savings from the implementation of a retirement incentive plan

arereflected in Exhibit 4-20. Key assumptions in the fiscal estimate

include the following:

One hundred and seventy-nine GISD employees eligible for

retirement in 2000-01 also are eligible to participate in the plan.
The average sdlary of areplacement is the average salary for a
teacher with five years of experience in the area as determined by
the salary study conducted by the Texas Association of School

Boards ($32,579).

About 60 percent of the eligible employees (107 employees) elect
to participate in the plan. Annual salaries for these employees total

$4,756,698 (60 percent X $7,927,830 = $4,756,698).

Participants receive a lump-sum payment of 50 percentof the

average salary for their position category, payable in two annual

installments. The district's lump sum cost for participants is

$1,925,614 or $962,807 in each of the first two years (position
category average salary x number of employees eligible in 2000-01

X 60 percent).

One hundred and seven new hires replace retiring employees. The
district, however, should evaluate each position before refilling it.
The district spends $3,485,953 on new hires salaries (107 new

hires x $32,579 = $3,485,953).

Based upon these assumptions, the total savings from this plan would be

$3,157,366 over the four years beginning in 2001-02.

GISD may incur additional costs for accrued sick leave, but this amount
should be capped for each employee based on a finite number of days at a
reduced daily rate. These costs are not included in this estimate but should

not exceed $50 per day per employee.




Exhibit 4-20
Possible Savings from a Retirement Incentive Plan

Recommendation 22%%2 2001-2002 | 2002-2003 | 2003-2004 2004-05

Empl oyees accept $O| $4,756,698 $4,756,698| $4,756,698| $4,756,698
plan

Lump-sum $0| ($962,807)| ($962,807) $0 $0
payment to

employees

accepting plan

Hire new $0 | ($3,485,953) | ($3,485,953) | ($3,485,953) | ($3,485,953)
employees to

replace employees

accepting plan

Net savings (cost) $0 $307,938 $307,938| $1,270,745| $1,270,745




Chapter 4

PERSONNEL MANAGEMENT

C. Salary Administration

GISD has a comprehensive pay system including goals and supporting
salary structures. The district uses pay ranges and a series of schedules to
place positions in its overall structure (Exhibit 4-21). Teachers and
librarians are assigned to separate salary structures to comply with state

laws.
Exhibit 4-21
GISD Salary Structure
1999-2000
Number Examples
Salary Structure | of Pay of PositFiJons
Ranges
Teacher 1 Teachers
Librarian 1 Librarians
Administrative 8 Pe_rso_nnel coo_rdl nator, tax assessor-collector,
principals, assistant superintendents
Professiond 5 Speech pathologist, counselors, diagnosticians,
support nurses
Buyer, systems operator, safety coordinator,
Management 4 energy manager/HVAC supervisor
Paraprofessional 8 Aide, attendance clerk, secretary to an assistant
protres principal, secretary to the superintendent
Manual trades - Crossing guards, locksmith, bus driver,
warehouse manager

Source: GISD Salary Plan furnished by the director of Personnel.

FINDING

A beginning teacher with a bachelor's degree in GISD received $30,199
for the 1999-2000 school year. A beginning teacher with a master's degree
received an additional $750. The salary schedule for teachers reaches a
maximum at 20 years of experience and a salary of $41,100.




In implementing the state- mandated $3,000 increase in teacher salaries for
the 1999-2000 school year, the district also provided a partial or full-step
increase to each teacher at each year of experience. Partial step increases
ranged from $50 to $670. A full- step increase was $750. The purpose of
the step increases was to keep the salary grades from getting too close to
each other, which is called compression. Compression makes movement
on a salary schedule ineffective because inadequate increases are provided
to meet cost of living requirements. All other personnel received a 3
percent increase based upon the mid-point of their salary range.

Turnover among GISD teachersis high. Turnover averaged 15.7 percent
over the past five years and exceeded the regiona and state averagesin
each of the last five years (Exhibit 4-22). In 1998-99, teacher turnover hit
afive-year high of 17.8 percent.

Exhibit 4-22
GISD, Region 4, and State Teacher Turnover
1994-95 - 1998-99

Entity |1994-95|1995-96 | 1996-97 | 1997-98 | 1998-99
Galveston | 15.7% | 15.2% | 13.7% | 16.0% | 17.8%
Region4 | 11.0% | 10.9% | 134% | 13.9% | 15.9%
State 12.2% | 121% | 12.6% | 13.3% | 15.5%

Source: TEA, AEIS 1994-95 - 1998-99.

GISD lost 84, 101 and 114 teachers, respectively, in the past three years.
Exhibit 4-23 shows this turnover by level of experience. The largest
turnover was among teachers with one to five years of experience, and this
number has increased in each of the past two years. Principals said that
new teachers who come to GISD often become frustrated and move to
another district in the area where they can receive higher pay. Seventy-
eight percent of principals and assistant principals said teacher turnover
was high, while 61 percent said teachers are not rewarded for

performance.

Exhibit 4-23
GISD Teacher Turnover by Level of Experience
1996-97 - 1998-99

Y ear ‘
Level of Teacher Experience | 1996-97 | 1997-98 1998—99‘




Beginning teacher 1 2 0 ‘
1-5years 55 77 87
6-10 years 18 12 15\
11-20 years 2 8 8
Over 20 years 8 2 4
Tota 84 101 114 ‘

Source: GISD Personnel Department.

Indeed, the most important factor contributing to high turnover appears to
be teacher salaries. Seventy-five percent of teachers responding to TSPR's
survey said they are not rewarded for performance. The executive director
of Personnel indicated that, when the district goes to job fairs, other
districts simply hold up signs showing their beginning salaries, and the
higher numbers attract the most attention.

The Texas Association of School Boards (TASB) has conducted two
studies in the last five years on the pay rates of GISD personnel. The most
recent one was completed in July 1999. According to TASB, "classroom
teacher pay shows a dightly overall better market relationship...than that
of other professional/administrative jobs." The TASB study compared
GISD with 15 districts in the Galveston County area with which GISD
competes for teachers. While none are considered peer districts for
comparison on student demographics and achievement, financial
management, or educational services delivery, these are the districtsto
which GISD islikely to lose teachers.

GISD's beginning teacher salary isin line with the area average. With
experienced teachers included, however, GISD's average teacher sdary is
$906 lower than the average for the area districts (Exhibit 4-24).

Exhibit 4-24
GISD Average Teacher Salaries Compared to Area Districts
1998-99
Beginning Average

District Teacher Salary | Teacher Salary

Alvin $27,100 $32,478
Angleton $27,000 $34,870 |

Barbers Hill $26,692 $38,596




Brazosport $27,000 $37,324 |
Clear Creek $27,561 $34,263
Deer Park $28,050 $34,875
Dickinson $26,500 $35,133
Fort Bend $28,500 $30,606
Goose Creek $27,872 $34,718 |
LaMarque $25,428 $30,650
LaPorte $28,692 $37,388 |
Pasadena $27,632 $35,992
Pearland $27,193 $33,521 |
Santa Fe $26,000 $35,114
Average (1) $27,230 $34,681
Galveston $27,199 $33,775 |
GISD variance from average ($1) ($906)

Source: TASB study for GISD, July 1999.
(1) Average excludes GISD salaries.

GISD teachers with 11 or more years of experience make up 49.4 percent
of the district's teachers, versus 46.5 and 48.0 percent for the region and
the state, respectively. The disparity in pay for experienced teachers
becomes even more pronounced when salaries for teachers with five, 10,
15, and 20 years of experience are compared; GISD trails the average of
areadistricts by $1,079, $1,375, $1,193 and $1,094, respectively (Exhibit
4-25).

Exhibit 4-25
GISD Teacher Salariesat Various L evels of Experience Compared to
Area Districts
1998-99
_— Five- Ten Fifteen Twenty-
— Beginning Y ear Y ear Y ear Y ear
District Teacher
Salary Teacher | Teacher | Teacher Teacher
Salary | Salary Sary Salary
Alvin $27,100 | $29,700| $31,747 $34,850 $38,030




Angleton $27,000 | $30,400| $33,400 $36,400 $39,400 ‘
Barbers Hill $26,692 | $29,899| $33,700| $36,389 $40,353

Brazosport $27,000 | $30,500, $33,860 $38,420 $39,500

Clear Creek $27,561 | $30,161| $32,761| $35,361 $38,302

Deer Park $28,050 | $31,300, $34,550 $37,800 $41,050

Dickinson $26,500 | $27,600| $30,730| $34,760 $37,800 ‘
Fort Bend $28,500 | $30,606, $33,759 $37.044 $40,331

Goose Creek $27,872 | $29,937| $31,960| $35,950 $38,982 ‘
LaMarque $25,428 | $27,088 $30,860 $35,281 $38,606

La Porte $28,692 | $30,592| $32,967 $36,172 $39,192 ‘
Pasadena $27,632 | $30,218| $32,785| $35,985 $39,202 ‘
Pearland $27,193 | $28,360| $31,730 $35,760 $38,800

Santa Fe $26,000 | $28,771| $31,231 $35,155 $38,352 ‘
Texas City $26,775| $29,548| $32,582 $36,813 $40,005

Average (1) $27,230 | $29,645| $32,575| $36,143 $39,194 ‘
Galveston $27,199 | $28,500 $31,200 $34,950 $38,100

GISD variance ($31) | ($1,079)| ($1,375)| ($1,193) ($1,094)

from average

Source: TASB study for GISD, July 1999.
(1) Average excludes GISD salaries.

Principals said that the stress levels of teachers on their campusesis very
high and that "the focus of the district is so much on the negatives that the
positive is left out." Shortly after Wels Middle School received notice that
it had achieved exemplary status by TEA, the board held a meeting at the
school without making any public mention of the achievement.

According to the principals, "teachers work hard and are drained but there
is no economic reward.” Central office staff frequently visit campuses to
monitor implementation of the district's plan to achieve TEA recognized
status and evaluate the performance of teachers regarding the plan's
objectives. According to the principals, however, their focus is primarily
on "gotchas' with very little emphasis on positive accomplishments.
Central office staff making these visits do not discuss their activities with



the teachers, who are often unaware of who the individua visiting their
classroom is.

Moreover, attracting candidates to Galveston can be difficult. According
to the executive director of Personnel and the principals, recruiting is
complicated by several factors:

Galveston is isolated from the mainland.

Galveston's cost of living is high and may be unaffordable for new
teachers.

GISD is not convenient to Houston and its attractions and
activities.

Administrators and principals expressed concerns about salary levels for
key professional positionsin central administration, for all principal
positions, and for librarians. The assistant superintendent for Curriculum
and Instruction indicated that, for recent openings for directors for
Bilingual/ESL Education and Secondary Education, she received only four
applications for each position; two applicants for one of the positions
withdrew after they learned its salary. Severa principals indicated that
they had vacant librarian positions because the salary for a starting
librarian is the same as that for a beginning teacher, even though the
librarian position requires an additional level of certification and training.

According to TASB, GISD's 114 administrative and professiona positions
are paid at 93 percent of market rates. Since the positions on these
schedules are found almost entirely in school districts, TASB used
Salaries and Benefits in Texas Public Schools, 1998-99 as its market data
source. Examples of GISD positions and market averages are included in
Exhibit 4-26. TASB used the same districts for this comparison as it did
for its teacher salary evaluation.

Exhibit 4-26
GISD Salary Comparisons for Administrative and Professional
Positions
1998-99
GISD GISD Salary
Benchmark Xr?rr]:j:tl Annual as a Percentage
Position Salar Average of the Market
y Salary Salary
Assistant superintendent - $79,636 $70,129 88%
instruction
Director, instruction $65,693 $51,170 78%




Instructional coordinator $51,080 $40,020 78%‘
Principal - high school $73,584 $67,153 91%
Principal - middle school $62,813 $61,344 98%‘
Principal - elementary school $60,645 $55,656 92%
Assistant principal - high $52,710 $45,928 87%
school

Assistant principal - middle $47,232 $46,590 99%
school

Librarian $38,259 $34,646 91%

Source: TASB study for GISD, July 1999.

In addition to lower average salaries, employees in certain positions work
longer periods than comparable employees in other area districts. For
example, GISD principals a al grade levels have 12- month contracts. Of
the 15 districts surveyed by TASB, 13 had high school principals on 12-
month contracts, 10 had middle school principals on 12- month contracts,

and seven had elementary principals on 12- month contracts.

Recommendation 43;

Increase salariesfor experienced teachersand administrators at least
totheaveragefor areadistricts.

If GISD wants to continue its upward trend in student achievement and
reach recognized status, it must attract high-quality teachers and retain

them.

For administrative positions, priorities should be established beginning

with those positions furthest below the market.

IMPLEMENTATION TIMELINE AND STRATEGIES

1. | The superintendent includes the recommended increasein | July 2000
the budget for 2000-01 and presentsit to the Board of
Trustees for review.

2. | The board approves the increase and authorizes the August -
superintendent to include the cost in the budget. September 2000

FISCAL IMPACT




Assuming that GISD's mix of teachers by level of experience remains the
same as it was at the beginning of 1998-99, 702 total teacher positions will
include 92.6 beginning teachers, 164.6 with one to five years of
experience, 97.7 with six to 10 years of experience, 146.2 with 11 to 20
years of experience, and 200.9 with 20 or more years of experience.
Assuming that the five-year salary average developed by TASB covers
teachers with one to five years of experience, the 10-year salary average
covers those with six to 10 years, the 15-year average covers half of those
with 11 to 20 years, and the 20- year average covers everyone else, the
estimated annual fiscal impact is $706,142 (beginning teachers, $0; one to
five years of experience, 164.6 x $1,079 = $177,603; six to 10 years of
experience, 97.7 x $1,375 = $134,338; 11 to 20 years of experience, 0.5 x
146.2 x $1,193 = $87,208; and 20 or more years of experience, 0.5 x 146.2
x $1,193 = $87,208 plus 200.9 x $1,094 = $219,785).

Based upon TASB's study, increasing the salary levels of the 114
administrative and professional schedule employees would cost $251,343.

Recommendation | 2000-01 | 2001-02 | 2002-03 | 2003-04 | 2004-05 ‘

Increase
experienced
teacher slariesat | ($957,485) | ($957,485) | ($957,485) | ($957,485) | ($957,485)
least to the average
for areadidtricts.




Chapter 4
PERSONNEL MANAGEMENT

D. Policies and Procedures

FINDING

Personnel Department employees said the auxiliary departments
(Transportation, Warehouse, Maintenance, Operations, and Food Service)
maintain personnel files on site for their employees. Personnel Department
employees said that they have no idea what information is in these files.
Employees of the auxiliary departments said they have always maintained
separate employee files.

These files may contain more information than is required, create
unnecessary exposure to grievances and legal proceedings for the district,
and the effort duplicates the central system.

Recommendation 44:

Transfer all personnel filesto the Personnel Department.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent and the director or Personnel notify each | July 2000
GISD department that any personnel files are to be
transferred to the Personnel Department.

2. | Each department transfers existing personnel files and August -
notifies the superintendent when the task is completed. September
2000

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

One of the paraprofessionals in the Personnel Department is responsible
for maintaining active and inactive employee files. The active employee
files are maintained in file cabinets in one office in the department, and
files for the last three years are maintained in similar file cabinets in
another office. The file cabinets are not fire-retardant, and paper files take
up asignificant amount of space in both offices.



Files of inactive employees more than three years old are stored at the
warehouse. A site inspection of the warehouse by the project team
indicated that the files are not stored in a climate-controlled atmosphere,
which means that they are likely to rot and decay.

The employee responsible for maintaining the files was not aware of what
information TEA requires to be kept in each employee'sfile. Asaresult,
the employee indicated that training certificates, newspaper articles, and
other unnecessary information are included in the files, some of which
have grown to considerable size as a consequence.

TEA requires that the following records on professional personne must be
readily available for review: credentials (certificate or license); service
record(s) and any required attachments; contract; teaching schedule or
other assignment record; and absence from duty reports.

Areadistricts, such as Beaumont, Clear Creek, Spring, Galena Park, and
Ft. Bend, have purchased software allowing them to scan information into
acomputer and store it on adisk. The City of Dallas aggressively
incorporates document imaging in developing its records
retention/storage/destruction schedules. Document imaging allows an
organization to store up to 30,000 pages of paper on a disk to reduce
physica storage needs.

The Texas State Library and Archives Commission (Texas Administrative
Code, Title 13, Chapter 7) has adopted standards for document imaging
and storage on a disk that meet legal requirements for both permanent and
temporary records. The development of imaging systems has replaced the
need for filing systems and increased district and citizen access to
information.

Imaging would eliminate file cabinets in the department. Job descriptions
could be stored on disks and any other necessary information could be
retained or made available to other departments.

Recommendation 45:

Eliminate the storage of unnecessary information in employee files
and institute a document imaging program.

An example of abasic, single-station system configuration is included in
Exhibit 4-27.

Exhibit 4-27
Elements of a Document Imaging System



ltem Configuration

Computer | 350 MHz Pentium processor, 64 MB RAM, 6 GB hard drive,

Windows 95 or 98

Scanner | 40 pages per minute, 50-page auto document feeder CD-ROM

recorder system

Monitor | 20", color

Software | Alchemy, single user, and CD-ROM Companion

Digtricts performing this function internally often handle this work in the
summer, using teachers or paraprofessionals on nine-month contracts who
want to earn extramoney. As an aternative to purchasing a system, GISD

could contract for such service. The City of Bellaire outsources its

document imaging to alocal vendor.

The district should evaluate its needs and determine if it is more cost-
effective to perform this process internally or contract for it. The scanning
and filing of 50,000 or more total pages costs about 10 cents per page. At

this volume, it may become cheaper to contract for the service.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The executive director of Personnel and department staff January 2001
review current employee files and remove all unnecessary
information.

2. | The executive director and the director of Management January-
Information Systems evaluate alternatives to document February 2001
imaging, including purchasing hardware and software and
contracting out for the service.

3. | The executive director and MIS director develop a set of February -
specifications and prepare requests for proposals for both March 2001
hardware and software and for contracted service and
distribute them to qualified vendors.

4. | The executive director and MIS director receive and review | March - May
proposals and select a method. 2001

5. | The executive director and MIS director recommend an June 2001
alternative to the superintendent for approval.

6. | The superintendent approves the recommendation and June 2001
includes funds in the budget to initiate the process.

7.| The Board of Trustees approves the budget. August 2001




8. | The executive director completes a purchase order and issues | September
it to the selected vendor. 2001
9. | The executive director initiates and oversees the process. Septenber
2001 and
Ongoing

FISCAL IMPACT

A system similar to the one described above could be purchased and
installed for approximately $20,000. In subsequent years, the district

would have to purchase disks and other materials necessary to support the

effort; these costs should be more than offset by the corresponding
reduction in the number of paper copies that must be made by the

department.

If the district decides to contract with an outside firm to run the process,
the typical cost per page would be about 10 cents. Assuming the district
started with 100,000 pages the first year and added 50,000 pages in each
subsequent year, the cost would be $10,000 for the first year and $5,000 in

each subsequent year.

Recommendation 2000-01 | 2001-02 | 2002-03 | 2003-04 | 2004-05
Purchase and install a
document imaging system. ($20,000)
Contract with outside firm to
run the process. ($10,000) | ($5,000) | ($5,000) | ($5,000) | ($5,000)
Total Savings/Costs ($30,000) | ($5,000) | ($5,000) | ($5,000) | ($5,000)

FINDING

GISD tests applicants for paraprofessional positions on an irregular basis.

A retired GISD employee comes in occasionally and administers some

basic typing or keyboarding tests. If that individua is unavailable, one of

the paraprofessional employees conducts keyboarding exercises. The tests
are administered and scored manually.

Districts such as Cypress-Fairbanks and Clear Creek use automated testing

with self-scoring capabilities. Their systems also can test for ssmple math,

grammar, and sentence construction.

The Mental Health Mental Retardation Authority of Harris County
contracts with atemporary employment firm to conduct all
paraprofessional testing. The firm varies the test based upon the position




and scores al tests. The firm charges a fee based upon the components of
the test (i.e., spelling only; spelling and grammar; or spelling, grammar,

and math).

Recommendation 46:

Redesign the par aprofessional applicant testing processto test for
specified sKkills, such as spelling, math and grammar, as a prerequisite

for that position.

Tests should be designed specifically for the requirements of each
position. Either an automated testing program or an outside vendor that
can supply the necessary service would reduce the amount of staff time
needed and allow the tests to be configured as needed for each type of

paraprofessiona position.

IMPLEMENTATION STRATEGIESAND TIMETABLE

1. | The executive director of Personnel eliminates all manual July 2000
testing for paraprofessional positions.

2. | The executive director reviews requirements for August -
paraprofessional positions to determine which require September 2000
testing.

3. | The executive director reviews automated testing systems | October -
used in other area districts and the availability of outside November 2000
firms to conduct such testing.

4. | The director recommends selection of an automated testing | December 2000
system or several local vendors to the superintendent.

5. | The superintendent approves the recommendation. January 2001

6. | The executive director implements the process. February 2001

and Ongoing

FISCAL IMPACT

Automated testing software costs about $4,000 with an annual

maintenance contract of about $500. The cost of contracted services varies
but typically costs $25 to $40 per test administered. According to the
executive director of Personnel, the district tests about 250 applicants per
year. Assuming that 250 applicants would be tested annually at a cost of
$40 each, GISD would pay $10,000 a year. The fiscal estimate for the first
year assumes that testing under this new system would begin in February
2001 and that the district would test about 60 percent of the applicants
under this system the first year (250 x 60 percent x $40 = $6,000).




Recommendation | 2000-01 | 2001-02 | 2002-03 | 2003-04 | 2004-05 |
Purchase automated
testing software. ($4,000) |($500) | ($500) | ($500) | ($500)
ecxoa?n‘;f administering | s 600) | ($10,000) | ($10,000) | ($10,000) | ($10,000)
Total Savings/Costs ($20,000) | ($10,500) | ($10,500) | ($10,500) | ($10,500)




Chapter 5
FACILITIES USE AND MANAGEMENT

This chapter reviews Galveston Independent School District's (GISD)
facilities use and management functions in five areas.

A. Facilities Planning

B. Organization and Staffing
C. Maintenance

D. Custodia Operations

E. Energy Management

A comprehensive facilities, maintenance, and energy management
program coordinates all the physical resourcesin the district, and
effectively integrates facilities planning with other aspects of school
planning. The most effective and efficient plant operations and
maintenance programs involve facilities managers in strategic planning,
design, and construction. Furthermore, al facilities departments should
operate under clearly defined policies and procedures.

Facilities managers should ensure that district facilities are designed and
built in away that enhances the educational process and meets other godls,
such as maintaining equipment in peak operating condition; providing a
clean school and working environment; ensuring that facilities comply
with local, state, and federal building regulations; and minimizing the
district's utility costs.

Efficient facilities operations help districts keep up with changing
enrollments and instructional needs; they are essential to building public
trust and confidence in district management.

BACKGROUND

GISD owns and operates 20 facilities encompassing more than 1.5 million
square feet (Exhibit 5-1).

Exhibit 5-1
GISD Facilities
1999-2000
Capacity
Number of

Classrooms




Number

Facility Ye_ar Square of Permanent | Portable
Built | Footage
Students

Alternative School 1996 16,701 200 14 0
Scott Elementary School | 1996 91,004 805 42 0
Oppe Elementary School | 1987 69,632 700 34 4
Morgan Academy of 1979 76,798 760 41 8
Fine Arts
Parker Elementary 1978 81,742 760 37 3
School
Rosenberg Elementary 1965 63,044 620 38 0
School
San Jacinto Elementary 1965, 63,044 680 40 2
School
Weis Middle School 1965, 104,109 700 41
Burnet Elementary 1960| 68,475 680 34
Bolivar Elementary 1956 18,480 120 11
School
Central Middle School 1954 | 249,136 1,375 70 6
Ball High School 1954 | 380,000 3,000 150 1
Austin Middle School 1939 | 121,364 850 54 0
Alamo Elementary 1935 79,638 640 31 0
School
Administration Building | 1968, 20,000 N/A N/A N/A
Administrative Annex 1972 20,000 N/A N/A N/A
Fieldhouse 1972 6,146 N/A N/A N/A
St. John's Pre-K 1972 7,330 N/A N/A N/A
Transportation Facility 1976 1,400 N/A N/A N/A
Warehouse 1930's 1,750 N/A N/A N/A
Total 1,539,793

Source: GISD and Bay Architects.




GISD passed a $25,435,000 bond issue in February 1994. The bonds were
issued and sold in March 1994, and the funds were received by the district
in March 1994. Exhibit 5-2 shows how the proceeds were used. The
projects were completed by August 1996. (The north campus of Ball High
School was converted to Scott Elementary School.)

Exhibit 5-2

Use of Bond Funds Approved in February 1994

Use Amount
Ball High School renovation/conversion $1,661,000
Central Middle School renovations $1,672,000|
Austin Middle School renovations $1,158,000
Weis Middle School renovations $2,232,000 |
Ball High School - south campus addition $16,716,000
Elementary schools facilities improvement program|  $400,000
Asbestos removal $1,500,000 |
Insurance cost $96,000
Total $25,435,000|

Source: GISD director of Maintenance.

In the last two years, the Maintenance Department has completed a series
of facility repair and renovation projects throughout the district (Exhibit

5-3).

Exhibit 5-3

GI SD Facility Repair and Renovation Projects

1998-1999

L ocation

Type of Repair/Renovation

Alternative School

Painted dry storage area and science labs

Austin Middle School

New transformer installed

Ball High School

Installed heaters in pool area

Painted lockers, walls, and trim

Bolivar Elementary School

New restroom built

Replaced lighting




Bolivar, Burnet, and San Jacinto
Elementary Schools

New fire alarm systems installed

Burnet Elementary School

New security screensinstalled

Replaced carpet in gym office

Centra Middle School

Installed drop ceilings

Painted outside gym

Installed new flooring in weight room

Morgan and Parker Elementary
Schools

New kitchen serving lines completed Relocated
plumbing and electrical systems

Oppe Elementary School

Installed new ceiling in kitchen and storage
room

Tiled floor in one room

Parker Elementary School

Painted gym

Rosenberg Elementary School

Installed plugs and wiring for computer lab

San Jacinto Elementary School

Installed fire alarm system

Scott Elementary School

Replaced lighting

Weis Middle School

Painted new hallways

Installed lighting at football field

Tore out walls between rooms

Built three 12-foot classroons

Dropped ceiling and painted

Various schools

Replaced HVAC cails

Various schools

Replaced handrails

Various schools

Cleaned al cooling towers

Various schools

Calibrated all pneumatic thermostats

Security department Installed separate air conditioning system
Administration annex Installed carpet
Painted interior

Source: GISD director of Maintenance.

In 1999-2000, the district received more than $1.7 million in maintenance
tax notes through the Texas Association of School Boards for use in




repairing its facilities. The proposed uses for these funds is described in

Exhibit 5-4.
Exhibit 5-4
Proposed Use of Maintenance Tax Funds
1999-2000
School/Facility Purpose Amount Total

Ball High School Guiter replacement $80,000 ‘

Restroom renovation $84,000

Chiller repairs $37,400 ‘

Stair treads $12,000

Ceiling tiles $10,000| $223,400
Austin Middle School Restroom renovation $70,000

Stair treads $10,000

Condensing units $64,400

Door replacements $13,500

Elevator upgrade $29,800

Security screens $10,985| $198,685
Central Middle School Door replacements $28,200

Carpet $7,500

Ceiling tiles $7,500 $43,200‘
Weis Middle School Chiller replacement $83,000

Security screens $34,159 $117,159\
é(l;ﬁ?; Elementary Restroom renovation $14,000

Variable speed control system | $24,000

Security screens $26,102| $64,102
ggggg Elementary Firealarm $7,750

Air conditioning unit $8,000

Needs assessment $10,000

Elevate portable buildings $60,000| $85,750




Burnet Elementary

School Firealarm $7,750

Canopy around front and side | $55,000

Security screens $12,786| $75,536
Morgan Elementary .
School Roof flashing $15,000

Security screens $20,797| $35,797
Oppe Elementary School | Carpet $55,000

Chiller $100,000

Security screens $16,563 | $171,563
Parker Elementary ,
School Security screens $25,258|  $25,258
Rosenberg Elementary
School Asbestos abatement $416,000

Security screens $12,740 | $428,740
San Jacinto Elementary
School Gym roof $30,000

Security screens $12,741| $42,741
Scott Elementary School | Restroom renovation $28,000

Security screens $27,959|  $55,959
Administration building | Climate control replacement $14,500 ‘

Air handling units $16,900| $31,400
General Plumbing, heat installation $5,200 $5,200‘

. Bleachers at Weis Middle

Athletics School fidd $56,016

Fence at Central Middle

School fields $4,000

Renovate/extend press box $4,500

New sound system $4,000

Construct two batting tunnels $7,500

Roof - boys/girls locker rooms | $24,000

Wood fence - Torsfield $8,000| $108,016




Total

$1

, 712,506

Source: GISD director of Maintenance.

GISD has the fourth-lowest maintenance and custodial expenditures
among its peer districts

(Exhibit 5-5).
Exhibit 5-5
GI SD and Peer District Maintenance and Custodial Budgets
1998-99
Maintenance

Disirict | ¢ 0

Budgets

Waco $9,565,924

WichitaFals |$9,312,394

Port Arthur $8,480,480

Brazosport $8,285,583

Bryan $8,257,596

Galveston $7,157,891

Longview $5,612,968

College Station | $4,958,515

Lufkin $4,842,101

Source: Texas Education Agency, AEIS 1998-99.

Compared to its peer districts, GISD's spending on maintenance and
custodial servicesisrising quickly (Exhibit 5-6).

Exhibit 5-6
GI SD and Peer District Maintenance and Custodial Budgets
1994-95 - 1998-99

District | 199495 | 109596 | 199697 | 109708 | 109899 (7O
College 426,563 $3.650,334/$3.871.994 $4.140,562/$4.958,515 44.7%
QIS 163.406,563) $3,659,334$3,871,994) $4,140,562/54,958,515| 44.79%




Galveston $5,495,189| $6,271,797/$6,457,073| $6,827,387/$7,157,891| 30.3%
Longview |$4,656,801| $5,123,805|$4,490,572| $8,660,528/$5,612,968| 20.5%
Lufkin $4,107,468| $4,051,205|$4,132,784| $4,643,176/$4,842,101| 17.9%
Bryan $7,013,964| $7,483,113|$7,500,261 $8,529,544 $8,257,596| 17.7%
\Ii\gllcsh Ita $8,071,201| $9,643,989|$8,610,167|$11,411,707/$9,312,394| 15.4%
Brazosport |$7,328,725| $7,615,820|$8,174,043| $8,139,650/$8,285,583| 13.1%
Port Arthur |$7,762,618| $8,007,339/$7,854,760 $7,998,573/$8,480,480| 9.2%
Waco $9,140,740|$10,121,661 $9,860,462 $8,421,170/$9,565,924| 4.7%

Source: TEA, PEIMS, 1994-95 - 1998-99.

GISD's student population has falen by 0.5 percent since 1994-95, while
its maintenance and custodial budget has risen by 30.3 percent (Exhibit 5-

7.
Exhibit 5-7
GISD Changein Maintenance and Custodial Budget vs. Student
Population
1994-95 - 1998-99
Area | 199495 | 199595 | 109697 | 1097-98 | 1998-99 | oSNt
Change
Student_ 9,926 9,910 10,042 10,007 9,873 -0.5%
population
Maintenance
iﬂi odial $5,495,189 | $6,271,797 | $6,457,073 | $6,827,387 | $7,157,891 | 30.3%
budget
Source: TEA, PEIMS, 1994-95 - 1998-99.
Exhibit 5-8 shows that the largest increases in the maintenance and
custodial budget were in payroll ($658,000) and in capital outlay
($405,000). Capital outlay expenditures had the largest percentage
increase.
Exhibit 5-8
GISD Maintenance and Custodial Budget
1994-95 - 1998-99
1994-95 | 199596 | 1996-97 | 1997-98 | 1998-99 | Percent

Object




Change

Payroll $2,458,453 | $2,919,391 | $3,071,983 | $3,245,406 | $3,116,891 26.8%
g;r\lltircaged $1,873,398 | $2,028,588 | $2,090,769 | $2,324,424 | $2,184,420 16.6%
Supplies

and $536,162 | $617,789| $547,616| $573,050| 9$681,230 27.1%
materials

Insurance

and $298,858 | $317,472| $349,905| $324,064| $360,000 20.5%
bonding

Other

operating $304,294 | $326,298 | $353,315| $337,801| $385,825 26.8%
costs

Capital

Outlay $24,024 $62,259 $43,485 $22,642| $429,525|1,687.9%
Total $5,495,189 | $6,271,797 | $6,457,073 | $6,827,387 | $7,157,891 30.3%

Source: TEA, PEIMS, 1994-95 - 1998-99.

Since 1961, GISD has been under court order to eliminate a "dua school
system” and end desegregation. To accomplish this goal, GISD
implemented a neighborhood school assignment program. By 1968, grades
9-12 were considered to be totally integrated, but the district still had three
predominantly black elementary schools.

In 1975, GISD received voter approval of a bond issue to build L.A.
Morgan Elementary School to replace the three predominantly black
schools; however, the court concluded that the new school would not solve
the segregation issue in that area of the district. In 1978, the court
approved a plan, with specific percentage goals by ethnicity, to
desegregate Morgan by implementing a district-wide majority-to- minority
transfer program and operating Morgan as a magnet school. In 1981, the
court modified the plan by eliminating the required percentage goals, but
also ordered GISD to continue to implement the court-approved
desegregation plan "until such time as the Court might conduct afinal
hearing to determine whether GISD had achieved unitary status." Since
then, the only actions taken by GISD have been obtaining approval from
the court to build a new elementary school in 1986 and to modify
attendance boundaries in 1995.




Chapter 5
FACILITIES USE AND MANAGEMENT

A. Facilities Planning

A school district's long-range comprehensive master plan is a compilation
of district policies, information, and statistical data that provides a basis
for planning the construction, modification, and use of educational
facilities to meet the community's changing needs. The master plan
becomes the district's policy statement for allocating its resources and
offers potential aternatives for facility improvement.

Effective school facilities master planning incorporates the following
elements:

Facility Capacity: The capacity of each school facility should be
established by setting standards governing student/teacher ratios and the
amount of square feet required per student in a classroom. These standards
also should address the minimum size of core facilities (such as gyms,
cafeterias, and libraries) so that schools do not overload these facilities or
overuse portable classrooms.

Facility Inventory: An accurate facility inventory is an essential tool for
managing the use of school facilities. Each school inventory should
identify the use and size of each room. This allows planners to accurately
determine the capacity of each school. Modifications to schools should be
noted in the inventory so that it can be kept up to date.

Enrollment Projections: Effective planning requires accurate enrollment
projections. These projections should be made for at least five years into
the future. Accurate projections require planners to examine neighborhood
demographics and track new construction activity in the district. Many
school planners work in coordination with county and city planners to
track growth patterns.

Attendance Zones: While the use of portable classrooms can temporarily
alleviate overcrowding due to fluctuations in enrollment, they can become
a deficit to the educational program if they are overused as away to
handle overloading of core facilities. Therefore, an effective enrollment
management plan calls for adjustments in attendance zones whenever
necessary, to ensure that all school facilities are used effectively and to
avoid overcrowding at any one facility. While such adjustments often
prove unpopular with parents and students, they are necessary if all
students are to have appropriate access to school facilities.



Capital Improvement Master Plan: Effective planning requires the
district to anticipate its future needs and balance them against available
resources. A capital master plan charts future improvements to school
facilities and identifies funding sources for them. The planning process,
which should involve the community at large, identifies district goals and
objectives and prioritizes projects accordingly.

FINDING

GISD lacks both a long-range facilities master plan and a preventive

maintenance plan for its buildings. The district's facilities are old,

averaging more than 37 years each. Critical elementsin many of the
schools, such as heating/ventilation/air conditioning (HVAC) systems,
need attention. The Maintenance Department addresses only the most
immediate and critical maintenance and repair projects on an ad hoc basis.
The funds and staff used to accomplish these projects generally come from
the Maintenance Department's budget.

GISD has reviewed its facilities and maintenance regquirements twice in
the last two years and prepared comprehensive assessments of its needs,
but, these assessments have not yet been trandated into a long-term plan.

Thefirst of these assessments, conducted in November 1998, carried an
estimated price tag of over
$17 million. Key recommendations from this assessment that carried
estimated costs are summarized

in Exhibit 5-9. These recommendations were made to the assistant
superintendent of Business Services by the director of Maintenance and
each of the Maintenance Department's supervisors. The district never
acted on these recommendations.

Exhibit 5-9

Key ItemsIncluded in a GISD Facilities Needs Report

Prepared by the Maintenance Department

November 1998

Campus Recommended Repairs Estci:n(;;ted
Ball High School Replace air conditioning system $3,912,380
Maintain air handler annually $30,000‘
Replace plumbing $575,350

Install stair treads

$30,000 ‘




Asbestos abatement $250,000
Repair concrete and rebar supports $750,000
Renovate various athletic facilities $1,586,000
Austin Middle School Repair leaking roof $500,000
gner?ﬁi two air conditioning units $30,000
Replace plumbing $303,410
Repair concrete and rebar supports $450,000 ‘
Install fire alarm $50,000
Replace stair treads $18,000 ‘
Repair rest rooms $8,000
Renovate various athletic facilities $145,000
;egl;e cafeteriafire suppression $2.400
Central Middle School Replace air conditioning system $2,938,426
aRner?LLZICI?/ two air conditioning units $30,000
Replace plumbing $432,095 ‘
Asbestos abatement $250,000
Replace stair treads $25,000 ‘
Install fire alarm $75,000
;espt);a;:]e cafeteriafire suppression $2,400
Weis Middle School Maintain air handler annually $30,000
Renovate various athletic facilities $135,000
sRyesFt)le?f]e cafeteriafire suppression $2,400
Alamo Elementary School | Install fire alarm $50,000‘
Maintain air handler annually $30,000
Repair concrete and rebar supports $275,000 ‘
Replace plumbing $225,785
Resurface parking lot $25,000




Bolivar Elementary School

Replace floor covering

$26,000

Install fire alarm $40,000
Replace two air conditioning units $30,000
annually
Replace cafeteriafire suppression $2,400
system

Burnet Elementary School | Repair parking lot $35,000
Maintain air handler annually $30,000
Replace cafeteriafire suppression $2,400
system

Morgan Elementary School | Repair parking lot $25,000‘
Maintain air handler annually $30,000
Various cafeteriarepairs $27,400 ‘

Oppe Elementary School Repair parking lot and lights $44,000
Replace carpet $60,000 ‘
Replace |eaking roof $310,000
Various cafeteriarepairs $27,400

Parker Elementary School | Repair parking lot and lights $32,000‘
Install fire alarm $30,000
Various cafeteriarepairs $27,400 ‘

Rosenberg Elementary

School Asbestos abatement $356,000
Install fire alarm $40,000
Maintain air handler annually $30,000
Replace cafeteria fire suppression $2.400
system

San Jacinto Elementary Install fire alarm $40,000

School
Maintain air handler annually $30,000
Replace cafeteriafire suppression
system $2,400

Scott Elementary School Maintain air handler annually $30,000




;espt)gcqe cafeteriafire suppression $2,400
Courville Stadium Repair concrete and rebar supports $500,000 ‘
Replace bleachers $120,000
Replace press boxes $200,000 ‘
Update field houses $200,000 ‘
Replace restrooms $30,000
Tor Baseball Field Renovate facilities $200,000 ‘
mjl?:srvigghouse Renovate/update facility $1,555,000
Administration building Replace furniture $15,000‘
Administration annex Renovate/update facility $140,000
Total $17,438,846

Source: An Update on Academic and Athletic Facilities, November 1998.

Maintenance Department supervisors also said that they submitted long-
term facilities needs documents to the assistant superintendent of Business
Servicesin both 1995 and 1996 but these were not comprehensively
addressed in the budgets.

In July 1999, a citizens committee again reviewed the district's facilities
needs. The priorities established by this committee are included in Exhibit
5-10. To address some of the high-priority items, the maintenance budget
was increased pursuant to a recommendation by the superintendent and
approval by the Board of Trustees.

Exhibit 5-10
Priorities of Citizens Facilities Committee for GISD
July 1999
School Description of Key Priorities

Elementary schools | Rosenberg asbestos abatement
Firealarmsin al schools

Overhaul bathrooms

Systematically repair/replace roofs
Systematically replace air conditioners
Replace carpet/tile at Oppe

Panic buttons in classrooms at all schools




Middle schools Renovate restrooms, elevator, and cafeteria at Austin
Central asbestos abatement in auditorium

Ball High School Asbestos abatement in auditorium

Refurbish al restrooms

Refurbish wood shop and auto shop

Refurbish two homemaking rooms

Bring electrical outlets up to date

Repair roof leaks

Replace all furniture

Replace al plumbing pipes under building
Maintain air conditioning to operate at maximum
efficiency

Alternative School | Update restrooms

Enlarge kitchen

Enlarge classroom space

Enhance physical education facility area
Replace furniture

Transportation Install bus-washing facility
facility
Warehouse Weather-proof walls and repair roof

Bolivar Elementary | Complete assessment
School

Athletic facilities Build new all-sports fieldhouse

Repair gymnasium and multi-purpose field at Austin
Middle

Repair/remodel football stadium

Repair baseball complex

Source: Citizens Facilities Committee Report, July 1999.

The board, however, has not yet prepared or approved a plan to address all
the district's facilities needs and identify funding aternatives. The
chairman of the board's finance committee requested such information
during committee meetings in December 1999. The issue has been a hot
topic in the community, which seems divided over the question of whether
athletic facilities or campus buildings should be the biggest priority.

The Texas Education Agency (TEA) recommends a facilities planning
process model to assist districts in organizing and planning for growth
(Exhibit 5-11). Such a process addresses a variety of planning issues that
should lead toward the development of a master plan.



Exhibit 5-11

TEA Recommended Facilities Planning Process

Program . e .
Element Mission Responsibilities Deliverables
Panning | Needs Identify current and | Demographics, enrollment
Assessment | future needs projections, facilities survey,
boundary, funding, education
program, market, staff
capability, transportation
analysis
Scope Outline required Programming, cost estimating,
building areas; scheduling, cost analysis
develop schedules
and costs
Strategy |dentify structure Facilities project list, master
schedule, budget plan,
organization plan, marketing
plan
Public Implement public Public and media relations
Approval relations campaign
Approach| Management | Detail roles, Program management plan and
Plan responsibilities, and | systems
procedures
Program Review and refine Detailed delivery strategy
Strategy details
Program Educational specifications,
Guidelines design guidelines, Computer-

Aided Design (CAD) standards

Source: Planning model recommended by TEA.

A facilities master plan identifies each major repair or renovation needed
on each campus. The plan considers external factors such as community
needs as well asinternal factors such as financing alternatives. It
establishes apriority for each project, establishes a timeframe for the work
(such as year three of afive-year plan), and estimates the cost of each
project. GISD has approached this part of the facilities planning processin
a piecemeal fashion:

Some funds are allocated to the Maintenance Department through
the budget each year.




The district has secured $1.7 million in maintenance tax notes
through the Texas Association of School Boards (TASB) to
finance facilities maintenance for 1999-2000.

GISD uses funds from the Lovenberg Trust, established in 1939 to
fund repairs to district middle schools, but has no plan specifying
how and when to use these funds. As aresult, the $1.7 million in
TASB financing includes projects for middle schools that could be
funded totally or in part by these trust funds.

Recommendation 47:
Develop along-range facilities master plan.

Through the two assessments conducted during the past 18 months, GISD
has developed a comprehensive list of its facility needs.

The district should establish a facilities committee, similar to the July
1999 task force, to review the recent needs assessments, work completed
since those assessments, and priorities developed by the citizens
committee and the staff. The committee should have 25 to 30 members
including GISD administrators, teachers, and maintenance staff and
members of the community representing each of the schools. Principals
should work with the committee to confirm the priorities set out in prior
needs assessments.

Each year the master plan must be reviewed and updated to reflect
changing priorities and events. Such reviews provide an opportunity to
involve the community in understanding the complexities of facilities
issues and determining priorities.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The Board of Trustees establishes a committee and nominates | July 2000
citizens from across the community to participate.

2. | The superintendent selects GISD staff to serve on the July 2000
committee.

3. | Thedirector of Maintenance and the assistant superintendent | July 2000
of Business Services provide support to the committee and
schedule the initial meeting.

4. | The committee establishes a meeting schedule, reviews the August -
needs assessment documents, and, if necessary, conducts a September
tour of al facilities. 2000

5. | The committee prepares a priority list of facilitiesneedsand | October -
holds meetinas at each school to dather feedback from parents | November




and residents. 2000

6. | The committee includes the community input in their February

recommendations and combines the priorities into a 2001
recommended master plan.

7. | Thedirector of Maintenance and/or the assistant February

superintendent of Business Services provide cost datafor each | 2001
recommended item and recommend a schedule for
accomplishing the plan based upon the district's projected
financial capabilities.

8. | The superintendent reviews the plan and recommends March 2001

approval to the board.

9. | The board reviews the plan, makes modifications, approves | April 2001

the overall plan, and directs the superintendent to include
"year one" items in the budget preparation process.

10. | The director annually updates the plan, reviews the cost Ongoing

information, and presents recommendations to the board.

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

GISD has nine attendance zones for each of its elementary schools and
three for its middle schools. These attendance zones have not been
reviewed for three years.

During 1998, attendance at GISD schools was affected by several key
events, including the demolition of a public housing project near Oppe
Elementary School and the creation of the Odyssey charter school. Asa
result, the district's overall enrollment fell from 9,873 students at the
beginning of the 1998-99 school year to 9,378 students as of December 1,
1999, adrop of 495. Exhibit 5-12 compares capacity at each GISD school
with enrollment as of December 1, 1999.

Exhibit 5-12
GISD Enrollment Compared to School Capacity
December 1, 1999

1999-2000 Student
Enrollment | Capacity (1)

Ball High School 2,423 3,000 -577

Campus Variance




Austin Middle School 532 850 -318 |
Central Middle School 621 1,375 -754
Weis Middle School 756 700 +56 |
Alamo Elementary School 536 640 -104
Bolivar Elementary School 206 120 +86
Burnet Elementary School 613 680 -67|
Morgan Academy of Fine Arts 530 760 -230
Oppe Elementary School 623 700 -77 |
Parker Elementary School 617 760 -143
Rosenberg Elementary School 519 620 -101|
San Jacinto Elementary School 511 680 -169|
Scott Elementary School 658 805 -147|

Source: Bay Architects and GISD administrative assistant.

Note: Enrollment numbers do not include the Alternative School and S.
John's, which is a leased facility.

(1) Permanent facilities only.

With the exception of Bolivar Elementary School and Weis Middle
School, al GISD schools are below their stated building capacity. In the
case of Weis Middle School, an interview with the school's principal and a
tour of the facility by the project team indicated significant overcrowding
in its classrooms. The principal said that this condition creates additional
stress for teachers and that class sizes that are too large to facilitate proper
learning conditions. The other two GISD middle schools, Austin and
Central, are significantly below capacity.

Recommendation 48:

Review current attendance zones and revise their boundariesto more
equitably distribute students acr oss schools.

Since the district is under court-ordered desegregation, any changein
attendance zones must be approved by the court.

IMPLEMENTATION STRATEGIESAND TIMELINE



The administrative assistant meets with principals and reviews
current building capacities, enrollments, and student
projections.

July 2000

2. | The administrative assistant identifies the location of students | July -August
in proximity to current school attendance boundaries and 2000
calculates the impacts of several different scenarios for
boundary adjustment.

3. | The administrative assistant reviews these scenarios with the | September
principals. 2000

4. | The administrative assistant schedules a series of community | October -
meetings to review potential adjustments to the current November
attendance boundaries. 2000

5. | The administrative assistant incorporates the community input | February
into the alternatives and presents arecommended plan to the | 2001
superintendent.

6. | The superintendent reviews the plan and presentsit to the March 2001
board.

7. | The board reviews the plan, holds a public hearing, makes April - May
modifications, and approves an alternative. 2001

8. | GISD petitions the court to change school boundary lines. May 2001

FISCAL IMPACT

This recommendation could be implemented with existing resources.




Chapter 5
FACILITIES USE AND MANAGEMENT

B. Organization and Staffing

The Maintenance Department maintains facilities for both routine and
major repairs. The department has 33 positions (32.5 FTES) including a
director, supervisors for HVAC and building trades, a safety officer, and a
technical staff of five mechanics, two plumbers, two electricians, two
carpenters, one painter, one locksmith, two general laborers, nine lawvn
crew members, and four sweep team members.

The department organization is shown in Exhibit 5-13.

Exhibit 5-13

GISD Maintenance Organization
Director

Maintenance

[ata Entry
Ciperator —
tone-hald time)
Supervisor Supervisor Safety
HVAC Building Trades Officer
Technical Technical Lawn Sweep
Staff (9) Seaff (6) Crew (9) Team (4)

Source: GISD director of Maintenance.

The director of Operations supervises GISD's custodial operations. Three
supervisors oversee custodial operations for specific geographical areas
within the district. The department has a total of 107 employees. With the
exception of one clerical position and five laundress positions, al are
custodial workers.

The two departments have two directors and five supervisors. The
superintendent said the two departments had been combined previously
but were separated due to financial mismanagement by a previous
department head.



FINDING

Principals told TSPR that they find it difficult to have routine maintenance
performed in their schools. The custodians are not responsible for
maintenance. Friction often arises between custodial and maintenance
personnel; maintenance personnel wonder why custodians cannot do
more, while custodial personnel resent being pulled from their assigned
tasks to perform work they feel should be handled by Maintenance.

Maintenance and Operations do not coordinate their activities. In 1998-99,
the Maintenance Department incurred excessive overtime. The Operations
Department found itself included in the criticism of this situation that
followed during the ensuing budget- cutting process; this situation caused
additional antipathy between the directors of the two departments.

The Association of School Business Officials (ASBO) in its manual,
Custodial Methods and Procedures, recommends that custodians conduct
certain routine maintenance functions to reduce the workload on skilled
craft workers. These functions include checking mechanical rooms to
ensure that HVAC systems are functioning properly; completing minor
repairs and preventive maintenance such as touch up painting, minor
building repairs (suchas a unclogging commodes), and replacing HVAC
filters; cutting grass; and installing new bulletin boards and lights.

Of GISD's peer districts, six combine the maintenance and custodial
functions (Port Arthur, College Station, Brazosport, Lufkin, Wichita Falls,
and Bryan).

Recommendation 49:

Combine the Maintenance and Oper ations Departments.

The new department would be headed by a director of Maintenance and
Operations. Combining the two functions in one department could lead to
better cross- utilization of personnel to handle routine and preventive
maintenance functions and allow existing maintenance employees to focus
on Magjor repairs.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent recommends to the board the consolidation | July 2000

of the Maintenance and Operations Departments, the
elimination of the two current director positions, and the
creation of anew position of director of Maintenance and
Operations.




2. | After receiving the board's approval, the superintendent and the | August 2000
executive director of Personnel create a new job description
and advertise the position.

3. | The executive director refers qualified applicants to the September
superintendent for interviews. 2000

4. | The superintendent selects a candidate and recommends October
approval to the board. 2000

5. | The board approves the superintendent's recommendation, and | November
the director begins work. 2000

6. | The director reviews and revises responsibilities of custodial January -
and maintenance personnel to make better use of all personnel. | February
2001

FISCAL IMPACT

The elimination of two director positions would result in annual salary
savings of $105,900 and annual employee benefit savings of $26,475, for
atotal of $132,375. Creating a new director position would cost $52,950
in salary plus 25 percent in benefits ($13,238) for atotal of $66,188. Net
annual savings to GISD would be $66,187 ($132,375 - $66,188 =
$66,187). In the first year, savings would be higher because the two
positions would be eliminated at the beginning of the 2000-01 year and
remain vacant for four months until a new director is hired. For the
remainder of 2000-01 and in subsequent years, only the salary of one
position would be saved. Thiswould result in additional savings of
$17,474 in salary and $4,369 in benefits, or $21,843. Total first-year
savings would be $88,030 ($66,187 in annual savings from one position
and an additional $21,843 from keeping both positions vacant for four
months).

2000- | 2001- | 2002- | 2003- | 2004-

Recommendation o1 02 03 04 05

Combine the Maintenance and

Operations Departments. $88,030 | $66,187 | $66,187 | $66,187 | $66,187

FINDING

GISD maintains a lawn crew to cut the grass on its campuses and maintain
their landscaping. The crew has nine members. The budget for this
function in 1999-2000 was $359,789.




During the fall of the 1999-2000 school year, Oppe Elementary School
needed to have bushes around the school cut and its landscaping
refurbished. Repeated requests to the Maintenance Department resulted in
no action; the school parent-teacher organization finally paid an outside
contractor $1,800 to do the work. Principals at other schools said that this
was not an isolated incident.

The county judge, a former member of the GISD board, has emphasized
Galveston County's willingness to provide services to other local entities
at cost. GISD used the county's Road Department in 1999-2000 to pave
the parking lot at Burnet Elementary School for $2,500. The director of
Maintenance said this cost was much lower than GISD could get from any
vendor.

Galveston County has an extensive network of parks and recreational
facilities and employs personnel to maintain these facilities and mow
lawns. It also has lawn crews in other departments for specific areas of
maintenance and landscaping, such as the Seawall Maintenance
Department.

Recommendation 50:

Contract with Galveston County for school grounds maintenance.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent meets with the county judge and appropriate | July 2000
county staff to discuss contracting for grounds maintenance
services.

2. | The county reviews GISD's maintenance needs and preparesan | August 2000
interlocal agreement with appropriate performance measures.

3. | The superintendent and the director of Maintenancereview the | September
proposal and recommend its approval to the board. 2000

4. | The director and the appropriate county department head October
determine a schedule for grounds maintenance at each facility 2000
and initiate the service.

FISCAL IMPACT

According to the County of Galveston Beach and Parks Department, the
county could maintain GISD school grounds for $308,400 annualy, a
savings of $51,389 over current expenses ($359,789 - $308,400 =
$51,389).




. 2000- | 2001- | 2002- | 2003- | 2004-
Recommendation o1 02 03 04 05
Contract with Galveston County | ¢ 39| 451 389 | $51.380 | $51.380 | $51.389

for school grounds maintenance.




Chapter 5
FACILITIES USE AND MANAGEMENT

C. Maintenance
FINDING

One of the GISD community's key concerns has been the maintenance of
district facilities. This issue was raised during 1998-99 at school board
meetings, in reports prepared by GISD Maintenance Department staff,
through articles in the local newspaper, and by the citizens task force that
reviewed the current state of GISD facilities.

In TSPR's written surveys of teachers and principals, the quality of GISD's
facilities maintenance was rated very low (Exhibit 5-14). Almost half of
the teachers and athird of the principals and assistant principals
responding to the survey disagreed or strongly disagreed that the
Maintenance Department makes repairs in atimely manner.

Exhibit 5-14
Evaluation of Facilities M aintenance by GISD Principals and
Teachers
Principals Response Teachers Response
Strongly Strongly Strongly Strongly
Survey Statement | Agreeor Disagreeor | Agreeor Disagreeor

Agree Disagree Agree Disagree
Buildings are 55% 33% 50% 43%
properly maintained
in atimely manner.
Repairsare madein a 56% 43% 49%
timely manner. 33%
Emergency 84% 59% 23%
maintenance is 17%
handled promptly.

Source: TSPR survey, November 1999.

Note: Totals may not add to 100 due to rounding.

Exhibit 5-15 illustrates the Maintenance Department's expenditures for
1995-96 through 1998-99 and its budget for the 1999-2000 school year.



The department's budget rose by 51.2 percent over this period. Contracted
services, which includes the district's utility costs, rose by the greatest
dollar amount ($1,494,725).

Exhibit 5-15
GISD Maintenance Budget
1995-96 - 1999-2000

Operating 1995-96 1996-97 1997-98 1998-99 | 1999-2000 | Percent
Expense Actual Actual Actual Actual Budget |Change

Salaries, $1,140,894 | $1,134,194 | $1,322,047 | 1,386,782  $1,420,748| 24.5%

wages,

overtime,

and benefits

Contracted $2,324,807 | $2,407,561 | $2,525,629 | $2,994,204 | $3,819,532 | 64.3%

services

Maintenance, | $352,500| $382,600, $336,832 $566,869| $532,152| 51.0%

equipment,

materials and

supplies

Total $3,818,201 | $3,924,355 | $4,184,508 | $4,947,855 | $5,772,432 | 51.2%

Source: GISD budgets, 1995-96 - 1998-99.

GISD maintains 1,539,793 total square feet in 20 facilities. Maintenance

employs skilled crafts workers in severa trades. The 33 Maintenance
Department employees each are responsible for an average of 46,660
sguare feet. The staff handles most routine repairs and contracts with

various vendors for magjor equipment repair/replacement (such as HVAC

chillers), roofing repairs or replacement, lawn care at Bolivar Elementary
School, carpet and tile work, and glass replacement.

The Association of Physical Plant Administrators (APPA) has developed a
set of staffing standards for crafts positions based upon gross square

footage in a district. The current GISD Maintenance Department staffing

is compared to these standards in Exhibit 5-16. Based upon this

comparison, GISD's Maintenance Department is understaffed by nine to
12 positions. This shortage of personnel is underscored by the $97,000 in

overtime costs GISD was forced to pay to Maintenance Department
personnel in 1998-99.

GISD Maintenance Department Craftspeople Compared to APPA

Exhibit 5-16




Standard

1999-2000
Variance
Craft Current APPA Recommended | Above (+)
Staffing | Standard Staffing /Below (-)
Standard
Genera maintenance 3 1:500,000 3 0
mechanic gross square
feet
(GSF)
. 1:450,000
HVAC mechanic 3 GSE 3-4 0-1
1:390,000
Plumber 2 GSF 4 2
. 1:380,000
Electrician 3 GSF 4 1
Carpenter and 1:200,000
locksmith 3 GSF -8 - 45
) 1:200,000
Painter 1 GSE 7-8 - 6-7
General maintenance 1:500,000
workers 7 GSF 3 +4
Total 22 31-34 -9-12

Source: GISD Maintenance Department and Association of Physical Plant

Administrators.

According to the salary study conducted by TASB in July 1999, GISD's
manual trades employees, which includes the Maintenance Department,
were paid at 91 percent of market rates, with six jobs paid less than 90
percent of the market average. Market comparisons were made with other
area school districts and other local employers, such as the University of
Texas Medical Branch. Three Maintenance Department crafts positions
were included in the survey: carpenter, plumber, HVAC mechanic, and
electrician. In al three cases, these positions were paid less than the
average paid in the competitive market (Exhibit 5-17).

Exhibit 5-17

Comparison of Maintenance Department Position Wages




Included in TASB Survey to Market Wages

July 1999
Position ngaerllﬁitur WaC;IeISI—IIDour Difference/Hour
HVAC mechanic $14.03 $11.44 -$2.59
Plumber $14.86 $12.83 -$2.03
Electrician $14.86 $12.83 -$2.03 ‘
Carpenter $15.01 $13.27 -$1.74

Source: TASB Salary Study and Compensation Plan, July 1999.

Maintenance Department supervisors said it is difficult to recruit qualified
crafts workers. An HVAC mechanic position has been vacant for severa
months; a supervisor must fill the role. The supervisor said that it has
proven impossible to retain a preventive maintenance mechanic to work in
the evenings. The building trades supervisor said he lost his finish
carpenter and received no applications when the position was advertised.

The Mental Health Mental Retardation Authority of Harris County
contracts with Johnson Controls for maintenance workers to handle repairs
and renovation, routine maintenance, and preventive maintenance at more
than 60 facilities. Johnson Controls provides a dedicated maintenance
manager and 12 full-time equivalent (FTE) maintenance positions. The
mai ntenance manager determines what skills are needed on both along-
and short-term basis and brings in skilled craftspeople as necessary.

Recommendation 51;

| dentify appropriate sour ces of skilled craftspeople and contract for
necessary Services.

The district's most critical needs are for experienced HVAC mechanics,
carpenters, electricians, and plumbers. By contracting for the craftspeople
needed, the district should be able to eliminated the $97,000 annually paid
in overtime.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The assistant superintendent of Business Services and the July 2000
director of Maintenance review the department's workload, the
prior study of the department, and the plans for facilities
maintenance developed in the facilities master plan.




2. | The assistant superintendent devel ops a request for proposals | July 2000
(RFP) to contract for maintenance craftspeople and presents it
to the superintendent for review and approval.

3. | The superintendent approves the RFP and authorizes the July 2000
assistant superintendent to issue the RFP and modify the
proposed budget for 2000-01 to reflect the additional cost.

4. | The assistant superintendent issues the RFP, reviews responses, | August -
and recommends a firm to the superintendent for approval. October

2000

5. | The superintendent approves the recommendation and November
recommends it to the board for approval. 2000

6. | The board approves the contract and eliminates the $97,000 in | December
overtime from the budget. 2000

FISCAL IMPACT

Assuming that the number of positions for HV AC mechanics, carpenters,
and plumbers isincreased to the level recommended by APPA standards,
GISD would contract for four carpenters, one electrician, and two
plumbers. Assuming the annual wages for these positions are st at the
market average determined by TASB and based upon 2,080 hours of work
annually, they would be $124,884 for the four carpenters ($15.01 x 2,080
= $31,221 x 4 = $124,884), $30,909 for the electrician ($14.86 x 2,080 =
$30,909), and $62,442 for the two plumbers ($15.01 x 2,080 = $31,221 x
2 = $62,442). The total for annual salaries thus would be $218,235.
Including the additional management costs associated with such a
contract, an annual budget of $250,000 seems reasonable. By contracting
for the craftspeople needed, the district should be able to eliminated the
$97,000 annually paid in overtime ($250,000-$97,000=$153,000).

Recommendation | 2000-01 | 2001-02 | 2002-03 | 2003-04 2004—05‘

|dentify appropriate
sources of skilled
craftspeople and
contract for
necessary services.

($76,500) | ($153,000) | ($153,000) | ($153,000) | ($153,000)

FINDING

Maintenance Department supervisors prepare budgets based on the
amount of work they think is necessary in their areas. Interviews with
employees, however, indicated that there is little relationship between the



budgets turned into management and the revised versions sent back after
approval by the assistant superintendent of Business Services. The
assistant superintendent of Business Services does not provide feedback to
the supervisors regarding any changes or priorities.

Recommendation 52;

Develop a processthat ties maintenance needsto the budget and
involves all Maintenance Department supervisorsin the process.

The facilities master plan should serve as a starting point for determining
annual Maintenance Department priorities. Work intended to be
completed by GISD personnel should be reviewed to ensure that costs are
accurate.

Principals should be surveyed and tours conducted of each facility in the
spring to confirm work that is in the master plan and identify additional
work that needs to be done. Costs should be developed for each project not
aready in the master plan.

The projects and cost figures should be reviewed by the Maintenance
director and each supervisor and approved or modified based upon current
staffing and workload. Priorities should be set and included in the budget
in this manner so that decisions regarding the department's budget are
based upon priorities and actual costs.

The budget and associated priorities should be presented and discussed
with the superintendent, assistant superintendent of Curriculum and
Instruction, and all principals and modified to reflect final district
priorities. These priorities should be presented with associated costs in the
budget process.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The director of Maintenance reviews the facility master plan. | January 2001

2. | The director of Maintenance meets with Maintenance January 2001
Department supervisors to review priority needs for the next
fiscal year based on the plan and to identify any other priorities.

3. | The director uses the information provided by the plan and the | January -

supervisors to prepare a recommended budget tied to the February
priority needs of the district. 2001

4. | The director reviews the budget with the supervisors and makes | February
modifications, as necessary. 2001

5. | The director meets with nrincinals and totirs each district March - Mav




facility. 2001

6. | The director modifies the budget, as necessary, and reviewsit | April 2001
with the supervisors for any additional revisions.

7. | The director discusses the revised priorities and budget with the | May - June
superintendent, assistant superintendent of Curriculum and 2001
Instruction, and all principals to finalize priorities.

8. | The director includes these priorities with their associated costs | July 2001
in the budget.

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

The Maintenance Department uses an automated work order system from
Applied Computer Technologies. The stand-alone system is not connected
to the district's wide area network, so all work orders must be processed
manually. Principals and central office departments submit work order
requests on three-part forms. The originator keeps one part and sends the
other two to the Maintenance Department. The data entry operator enters
each work order into the system. Principals and departments can check the
status of awork order by sending an e-nail or calling the Maintenance
Department.

The director of Maintenance said that the system has not been fully used
until this year, so older data regarding work order completions and
average time to complete work orders are not available. All work orders
are to be "processed, not completed, within one week" of receipt.

Exhibit 5-18 shows work orders completed by the Maintenance
Department since August 1, 1999 and the average completion time by
priority level.

Exhibit 5-18
GISD Work Order Totals by Location and Average Completion Time
by Priority Level
August 1-December 7, 1999

Priority
L ocation L- 2- 3- To(t)arl dVe\/rc;r ‘
Urgent | Routine | Deferred Completed




Administration building 3 80 15 98
Alamo Elementary 78 19 98
School

Alternative School 2 45 5 52
Austin Middle School 3 137 14 154
Ball High School 15 413 69 497
Bolivar Elementary 1 61 12 74
School

Burnet Elementary 6 141 18 165
School

Transportation facility 1 16 4 21
Central Middle School 0 136 30 166
Courville Stadium 1 78 20 99
Morgan Elementary 3 88 12 103
School

Oppe Elementary School 10 127 15 152
Parker Elementary School 5 108 15 128
Rosenberg Elementary 1 85 6 92
School

San Jacinto Elementary 8 97 12 117
School

Scott Elementary School 4 96 18 118
St. John's 1 41 6 48
Warehouse 1 44 7 52
Weis Middle School 6 194 29 229
Total 72 2,065 326 2,463
Average completion 44days| 11.7days| 34.0days

time

Source: GISD director of Maintenance.

The three priority levels of the work-order system determine the

completion timeframe:




1-Urgent: Corrective actions of such a nature that the failure to
take immediate action will jeopardize the operation of the facility.
2-Routine: Corrective actions that should be performed at the first
opportunity, but of a nature such that they do not significantly
affect the facility's primary function.

3-Deferred: Corrective actions for problems that in no way affect
the facility's primary function and service. These are scheduled
with similar work in the preventive maintenance schedule or inthe
weekly schedule as opportunity permits.

No estimated timeframe is associated with each priority, such as: priority
one - emergency, complete within 24 hours; priority two - routine
maintenance, complete within 7-10 days; priority three or

four - complete on an "as available" basis.

TSPR toured each GISD facility as part of their review. Their overall
impression was that while the facilities were old, their overall condition
was very good given the available budget for maintenance. The key
exceptions were for major replacement/repair of HVAC and plumbing
systems that mirror the age of their facilities.

During this tour, the project team reviewed the recommendations of the
citizens task force from July 1999 and the 1998 report of the Maintenance
Department with the principa at each school to determine the
appropriateness of the priorities included in each document. None of the
principals was aware of how the priorities had been determined.

The project team also asked each principal for a qualitative assessment of
the work completed by the Maintenance Department and the
responsiveness of the department in addressing their needs. Representative
comments from principals were the following:

"[The Maintenance Department] treats my school like a second-
classcitizen."

"[The Maintenance Department] is real slow. | have no idea what
the work-order priority systemis."

"I have no idea what the sweep team does. They never let me know
what they are going to do nor what they've done when they leave
my school..

"Submitting a work order is like dropping it into a'black hole' - |
never get any feedback on the status.”

"If I call them numerous times and badger them to get my work
done, then they will pay attention. But if | just submit a work
order, forget it."



Asnoted earlier in this chapter, amost half of the teachers and a third of
the principals and assistant principals responding to a TSPR survey
disagreed or strongly disagreed that the Maintenance Department makes
repairs in atimely manner.

When asked about the work-order system, the principals said that no one
in the Maintenance Department had ever told them the difference between
the three priority levels. The principals also said that the priorities that
they put on the work order form often are changed by the director of
Maintenance.

Maintenance and other district personnel said that work orders sometimes
are not entered into the system in atimely basis or at al; that feedback is
not provided to originators of work orders; and that department personnel
play "favorites' as to which work orders get addressed first.

Recommendation 53;

Develop a maintenance work priority list and distributeit to all
schools.

The list should include an estimate of the timeframe within which the
work order will be addressed. All data should be entered into the system
within 24 hours of receipt and a response sent to the originator reporting
an estimated time to complete the request. The director of Maintenance
should send a monthly report to each principal listing all work orders
submitted that month and the status of each.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The director of Maintenance and Operations meets with July 2000
Maintenance Department supervisors to identify types of
projects for each work-order system priority level.

2. | The director uses the information provided by the supervisors | July 2000
to prepare a list to be distributed to the schools and centra
office departments.

3. | The director distributes the list to all appropriate personnel. | August 2000

4. | The director conducts follow- up visits to each school to August -
ensure that each principal understands the system, priority September
levels, and associated completion timeframes. 2000

5. | The director initiates a feedback system for all work-order October 2000
originators and begins preparation of the monthly report.

FISCAL IMPACT




This recommendation can be implemented with existing resources.
FINDING

The Maintenance Department "sweep team" is made up of four general
mechani cs/laborers who visit each school for one or two days every four
to six weeks to perform routine maintenance, such as hanging bulletin
boards, patching small holes, conducting minor carpentry work, and
making minor repairs to equipment and furniture. During the summer, the
sweep team is disbanded and its members assigned to regular maintenance
work.

The superintendent said that the original intent of the sweep team was to
make monthly visits to each school to handle routine items that are not
emergency repairs and yet could not be handled by the building engineer
or acustodian. The list of items to be addressed usually is compiled by the
principal and sent to the Maintenance Department prior to each scheduled
visit. The Maintenance Department reviews the list to determine what
items can be done by the sweep team and what materials would be needed.

In theory, the sweep team should review the work list with each principal
to confirm al necessary repairs and to discuss what items cannot be
handled by the sweep team. At the corclusion of the visit, the sweep team
should review the work completed with the principal, using the work list
asaguide.

In practice, however, principals said that they are not provided with any
list of repairs that can be addressed by the sweep team. As aresult, they
are uncertain as to what work the sweep team can and cannot do.
Maintenance Department personnel, in turn, have complained about
principals asking the sweep team to do work that is not included in their
standard routines.

Recommendation 54:

Develop and distributeto principalsalist of acceptable sweep team
work activities and provide feedback to the schools on the status of
work order requests.

At the conclusion of each school visit, the lead person on the sweep team
should review work completed and work still remaining to be done and
address any questions or concerns voiced by the principa. A form to
provide feedback should be developed by the director of Maintenance, and
each principal should complete the form after a sweep team visit.

IMPLEMENTATION STRATEGIESAND TIMELINE



1. | The director of Maintenance meets with the supervisor for July 2000
Building Trades to identify acceptable types of projects for
the sweep team.

2. | The supervisor prepares alist to be distributed to the schools | July 2000
and central office departments and reviews it with the
director.

3. | The director makes any necessary modifications and July 2000
approves the list for distribution.

4. | The director distributes the list to all appropriate personnel. | August 2000

5. | The supervisor conducts follow- up visits to each school to August -
ensure that each principal understands the sweep team September
process and responsibilities. 2000

FISCAL IMPACT

This recommendation can be implemented with existing resources.




Chapter 5
FACILITIES USE AND MANAGEMENT

D. Custodial Operations

Custodial duties should be coordinated with the school program and repair
projects so that work performed during school hours produces a minimum
of disturbance to pupils and other school personnel. Many custodial tasks

need to be performed on aregular basis, including:

Regulating heating and air conditioning equipment as required.
Unlocking doors, opening windows for ventilation, and turning on
lights.

Setting up rooms for specia activities.

Cleaning restroom facilities, replacing all commodities, and
making sure dispensers work properly.

Cleaning classrooms, teachers' lounges, and other areas.
Performing special tasks within classrooms based upon teacher
requests.

Moving furniture.

Disposing of trash.

Locking doors and gates, closing windows, turning off lights, etc.,
to school buildings and grounds.

Duties of aweekly, monthly, or quarterly nature should be defined and
scheduled. Tasks that may be included in this classification include:

L ubricating equipment.

Cleaning interior walls.

Painting indoor surfaces.

Waxing floors and cleaning carpeting.

Washing windows and blinds and arranging for the cleaning of
draperies.

Resurfacing floors and refinishing furniture.

The budget for the Operations Department is included in Exhibit 5-19.
Since 1995-96, the budget has risen by 15.4 percent, primarily due to
payroll increases.

Exhibit 5-19
GI SD Operations Department Budget
1996-97 - 1998-99

Operating | 1995-96 1996-97 1997-98 1998-99 | 1999-2000 | Per centage
Expense Actual Actual Actual Actual Budget Change




Saaries, $1,501,410 | $1,804,289 | $1,947,467 | $1,894,025 | $1,754,377

wages,

overtime,
and benefits

16.8%

Contracted $360 $580 $1,700 $2,500 $2,500
services

594.4%

Maintenance, | $151,022| $190,048| $154,128| $169,648| $149,648
equipment,
materials and
supplies

-0.9%

Total

$1,652,792 | $1,994,917 | $2,103,295 | $2,066,173 | $1,906,525

15.4%

Source: GISD budgets, 1995-96 - 1998-99.

The director determines the number of custodians per facility. The director
uses a combination of full-time and part-time custodians to meet each
facility's needs.

GISD has three categories of custodians: a building engineer, the senior
custodian at each campus who is responsible for opening the school each
morning, directs the other custodianstobegin their work schedule performs
various custodial functions and responds to specific requests from the
school principal during the day; a"B" custodian, which is a 12- month
position; and (3) a"C" custodian, which is a 10- month position. All
custodians have defined work areas and responsibilities during their work
periods.

Custodians report to the director of Operations and respond to specific
regquests from the principal at the school where they work. Ninety percent
of custodial work is done after school ends each day. Eight staggered
shifts are used to handle the responsibilities: 6:30 am - 3:30 pm; 7:00 am -
4:00 pm; 8:00 am - 5:00 pm; 10:00 am - 7:00 pm; 11:00 am - 8 pm; 12:00
pm - 9:00 pm; 3:30 pm - 8:30 pm; and 2:00-11:00 pm. Thirty substitute
custodians are on call in case aregular custodian is unable to come to
work. Exhibit 5-20 shows the number of custodians assigned to each
campus and the schedules at each facility.

Exhibit 5-20
GI SD Custodians by L ocation
1999-2000

Number of Custodians

Campus Sauare Ruildina R C Hours ‘




Footage

Engineer

Custodian

Custodian

on Duty

Alamo Elementary
School

79,638

2

4

B: 6:30-
3:30

11:00-
9:00

Alternative School

16,701

B:
12:00-
9:00

Austin Middle
School

121,364

Eng:
11:00-
8:00

B: 6:30-
11:00
C
11:00-
11:00

Ball High School

380,000

12

B: 6:00-
11:00
C: 2:.00-
11:00

Bolivar Elementary
School

18,480

Eng:
6:30-
3:30

1i:00—
8:00

Burnet Elementary
School

68,475

Eng:
6:30-
3:30

1é:OO-
9:00

11:00-
8:30

Central Middle
School

249,136

B: 6:30-
11:00
C. 2.00-
11:00

Moraan Academv

76,798

Fna:




Of Fine Arts

6:30-
3:30
1i:00—
8:00
1i:00—
9:00

Oppe Elementary

School

69,632

Eng:
6:30-
3:30

B: 6:30-
11:00
C
11:00-
9:00

Parker
Elementary
School

81,742

Eng:
6:30-
3:30

12:00-
9:00

C. 9.00-
9:00

Rosenberg
Elementary
School

63,044

Eng:
6:30-
3:30

12:00-
9:00

C: 9:00-
8:30

St. John's Pre-K
School

7,330

C: 9:00-
6:00

San Jacinto
Elementary
School

63,044

Eng:
6:30-
3:30

12:00-
9:00

C. 3.30-
8:30

Seott

91,004

Fna:




Elementary
School

6:00-
3:00

12:00-
9:.00

C: 9:00-
9:00

Wes
Middle
School

104,109

Eng:
6:30-
3:30

B: 2:00-
11:00
C: 2:.00-
11:00

Administration
building and annex

40,000

Eng:
1:.00-
10:00
B: 6:30-
3:30

Total

11

30

53

Source: GISD director of Operations.

FINDING

Since becoming director of the Operations Department two years ago, the
current director has made a series of progressive changes to the operations

and procedures of the department, including the following:

Updated the equipment used by custodians, such as floor buffers,
to increase productivity, limit personnel requirements, and increase
cleaning quality.

Initiated and conducts a five-week training program for all

supervisors, building engineers, and B custodians regarding

cleaning practices. At the conclusion of the program, each

participant receives a certificate.
Initiated an annual training program for all Operations Department
staff conducted by GISD vendors on the proper use of chemicals
and equipment.
Redesigned the cleaning schedule of custodians so that 90 percent
of al cleaning is conducted after students leave the building and so
that each custodian has a defined set of cleaning responsibilities
and cleaning areas.




The TSPR project team found that, while GISD's facilities are old, their
overal cleanliness is excellent. Exceptions to this overall impression were
limited to one or two schools where conditions, such as stained carpeting
that had not been replaced, were beyond the control of the custodial staff.

During facility tours, the project team asked each principal to comment on
the quality of the custodial work done in his or her school. The custodial
staff received high marks overall with only isolated instances of criticism.

In response to the statement, " Schools are clean,” in TSPR's written
survey, 89 percent of principals and assistant principals, 66 percent of
teachers, and 74 percent of parents strongly agreed or agreed.

COMMENDATION

The Operations Department iswell organized, has established work
priorities, and provides quality service to the schools.

FINDING

The current assignment of custodians is based in part upon an audit done
by an outside consultant in October 1997 using time standards developed
by that consultant. M odifications to schedules, such as break times, also
were made. During the budget shortfall at the end of the 1998-99 fiscal

year, some positions were eliminated.

The Association of School Business Officials, using widely accepted
industry standards, has developed cleaning guidelines or standards for
schools that a district can tailor to its needs depending upon the type of
facility, facility use, and types of surfacesto be cleaned (Exhibit 5-21).
These standards identify the type of facility, the daily use, the types of
surfaces to be cleaned, and an estimate of the time necessary to complete

each task.

Exhibit 5-21

Examples of Recommended Custodial Work Standards
Established by the Association for School Business Officials

: Unit Work Rate
Space Service Measure i)
;_legsrooms (average routine clean 850 sg. ft. | 24 minutes
ﬁ(f)gf es- resilient routine clean 1,000 sq. ft. | 24 minutes




Offices - carpet routine clean 1,000 sq. ft. | 24 minutes
Floors dust mop 1,000 sg. ft. | 12 minutes
damp mop 1,000 sg. ft. | 20 minutes
Spray buff - daily 1,000 sg. ft. | 20 minutes
spray buff - weekly 1,000 . ft. | 40 minutes
Spray buff - monthly 1,000 sg. ft. | 120 minutes
light furniture scrub 1,000 sg. ft. | 240 minutes
medium furniture scrub 1,000 g. ft. | 300 minutes
heavy furniture scrub 1,000 sq. ft. | 400 minutes
Bathrooms gn(()jr\fve)a/\slherbgm;nodes, urinals, each 4.5 minutes
morethan 3 each 3.0
Stairs damp mop 1 flight 12 minutes
wet mop 1 flight 35 minutes
hand scrub 1 flight 48 minutes
dust handrails 1 flight 2 minutes
dust treads 1 flight 6 minutes
Wals wash 1,000 g. ft. | 210 minutes
wash heavy soil 1,000 sg. ft. | 290 minutes
Blinds dust each 15 minutes
damp dust each 30 minutes
wash 200 sg. ft. | 340 minutes
Windows- single | .o 1,000 sq. ft. | 240 minutes
pane
Windows - multi- 1, o 1,000 sq. ft. | 320 minutes
pane
h{%:g;ﬁires i dust 41t. 5 minutes
I(;rigtgt fixtures- €99 |\ a6 41t. 40 minutes
Light fixtures - open |wash 41t. 20 minutes
[ iaht fixtures - dust Each 5 minutes




incandescent

Light fixtures -

) wash
incandescent

Each

15 minutes

Source; Custodial Methods and Procedures Manual, ABO.

Applying the best practices industry standard of one custodian per 19,000

gross square feet,

Exhibit 5-22 shows the variance between current GISD custodia staffing
and the recommended totals for each school.

Exhibit 5-22
GISD Custodians by Campus Compared to ASBO Standards
1999-2000
_ Variance
Facility Eggggee Equi valj: grilt tclirﬂgtod ilans A?f)ve
(@) /Below (-)
Standard
Current | Recommended
Alamo Elementary School 79,638 5.30 4.20 +1.10
Alternative School 16,701 1.00 0.88 +0.12
Austin Middle School 121,364 6.90 6.40 +0.50
Ball High School 380,000 17.80 20.00 -2.20
Bolivar Elementary School 18,480 2.00 0.97 +1.03
Burnet Elementary School 68,475 4.30 3.60 +0.70
Central Middle School 249,136 9.20 13.11 -3.90
Morgan Academy of Fine Arts | 76,798 4.30 4.00 +0.30
Oppe Elementary School 69,632 4.90 3.67 +1.23
Parker Elementary School 81,742 5.30 4.30 +1.00
Rosenberg Elementary School | 63,044 3.30 3.30 0.00
St. John's Pre-K School 7,330 1.00 0.38 0.62
San Jacinto Elementary School | 63,044 3.30 3.30 0.00
Scott Elementary School 91,004 5.60 4.80 +0.80
Weis Middle School 104,109 5.90 5.50 +0.40




Administration building and 40,000 2.00 2.10 -0.10
annex
Total 82.1 80.51 +1.59 \

Source: GISD director of Operations.
(1) One FTE equals eight hours of work. Minimum of one FTE at each
facility.

GISD custodians clean 18,756 square feet each, which is close to the
industry best practice.

Recommendation 55:

Reevaluate custodial cleaning areas of responsibility at each school
using industry standardsto mor e effectively distribute custodial staff.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The Superintendent instructs the director of Maintenance and July
Operations to redesign the cleaning areas and schedul es of 2000
custodians using industry square footage standards

2. | The director, area supervisor, and building engineer at each campus | August
redesign the cleaning areas and restructure the work schedules. 2000

FISCAL IMPACT

This recommendation can be implemented with existing resources.




Chapter 5

FACILITIES USE AND MANAGEMENT

E. Energy Management

FINDING

Beginning in 1990, GISD developed an energy management program that
involves energy audits conducted at times when facilities are both
occupied and unoccupied; central control of HVAC units; retrofits of
certain equipment; installation of efficient lighting aternatives; and audits
of utility bills. The Maintenance Department's HV AC supervisor
administers the program. Exhibit 5-23 lists key elements of the energy
management program by location and estimated annual savings.

Exhibit 5-23
GISD Energy Management Actions and Cost Savings by Facility

halide fixtures

Estimated
Facility Key Actions Annual Cost
Savings
. Thermal storage
Ball High School system $640,734
Central and Weis Middle Schools Thermal storage
system
Alamo, Burnet, Morgan, Oppe, Parker,
Rosenberg, San Jacinto, and Scott Th;rer;]qal storage
Elementary Schools ¥
Installed F40 light
Austin Middle School fixtures with
reflectors
Installed electronic
ballast
: nstalled fluorescent $12,400
amps
. . Installed electronic
Weis Middle School ballast
Installed metal $9,255

Alamo. Moraan. Parker. Rosenbera.

Installed dectronic




and San Jacinto Elementary Schools | ballast

Installed F40 light
fixtures

Scott Elementary School

Installed electronic
ballast

Installed F40 light
fixtures

Total

Source: HVAC supervisor, GISD Maintenance Department.

The thermal storage system installed at 11 schoolsis an ice storage system
that permits the district to shut off the chillers at each facility each day at
12:50 pm; the thermal storage system then cools the buildings until 8:00
pm. At this time the system shuts down and builds ice for the next day.

The district also employs compact fluorescent lighting and F40 34-watt
lamps at all campuses, and T-8 lighting at some campuses. All pneumatic
thermostats are calibrated and checked for proper operation annually, and
each thermostat is set at 72 degrees and controlled by maintenance
personnel. All chiller controls are checked for proper calibration and
operation annually. When possible, al outside lighting is controlled by
photocells and a timer to ensure that they do not operate in daylight.

COMMENDATION

Thedistrict hasmade a series of effective ener gy-saving actions that
result in significant annual savingsto the district.

FINDING

The HVAC supervisor has been aggressive about pursuing other energy
cost savings opportunities:

In 1997, Johnson Controls conducted an study examining the idea
of refitting Ball High School with T-8 lamps and electronic ballast.
In 1998, Control Systems International conducted a study similar
to the one completed by Johnson Controls.

In 1998, Houston Power Services Co. proposed to install a power
correction system that the company estimated would result in
annual savingsto GISD of $47,923 with an estimated payback of
implementation costs within 12.6 months.

In 1998, the State Energy Conservation Office completed a review
that estimated that a variety of energy savings projects could result

$31,005

$7,221

$700,615




in annual savings of $95,400 with an estimated payback of
implementation costs within 5.2 years.

In each of these instances, the supervisor referred the recommendations to
the assistant superintendent for Business Services, but none of the
recommendations were ever funded. During the period from 1995-96
through the 1998-99 budget, the district's electricity costs increased from
$1,110,500 to $1,389,317, or 25.1 percent.

In 1999, the supervisor evaluated other cost savings alternatives,
including:

A comparison of the gas rates of the district's current provider,
Houston Lighting & Power, with those of Southern Union Gas.
The applicability of arule passed in September 1999 by the Texas
Public Utility Commission implementing a key portion of the
recent utility deregulation passed by the Texas Legidature and
signed into law by the governor. The rule directs the General Land
Office to contract with deregulated electric companies to convert
oil and gas from state-owned lands to electricity and to sell it at a5
to 10 percent discount to public schools, local governments, and
state agencies.

While it has been ignoring these savings opportunities, GISD has been
spending money on maintenance projects that appear likely to increase
operational costs. Among these projects are:

Construction of a computer lab in an elementary school in one
room and, then two months later, relocating the lab to arother
room at an estimated cost of $3,000.

Installation of a new, separate air handler in the Security
Department at Ball High School to alow the staff to leave the
computers turned on at night even though not in use, at an
estimated cost of $12,000.

Installation of air conditioning in a coach's office at the athletic
facility for an estimated cost of $6,000 plus monthly electric costs.
Allowing the air conditioning to run an extra half- hour at the end
of school day in each school in GISD to give teachers extratime to
work at school, at an estimated cost of $200,000.

This year, the district has begun letting the air conditioning run for
an additional half hour beyond the half hour added last year. This
will further raise energy costs by $200,000.

Recommendation 56:



Establish an energy management plan that isincluded in the district's
over all facilities management plan and review all maintenance
projectsin light of their likely energy costs or savings before initiating

them.

IMPLEMENTATION STRATEGIES AND TIMELINE

1. | The HVAC supervisor prepares a draft energy management | July - August
plan based upon prior studies and maintenance needs of 2000
each facility.

2. | The supervisor reviews the plan with the director of August -
Maintenance and Operations, selected building principals, | October 2000
and central office staff.

3. | The supervisor incorporates modifications, as necessary. October -

November 2000

4. | The supervisor forwards the plan to the director for review | December 2000

and inclusion in the facilities mager plan.

FISCAL IMPACT

This recommendation could be implemented with existing resources.




Chapter 6
FINANCIAL MANAGEMENT

This chapter reviews the financia operations of the Galveston Independent
School Digtrict (GISD) in the following aress:

A. Financial Management Practices
B. Financia Reporting and Budgeting
C. Payrall

D. Tax Collections

Successful financial management operations ensure that a school district receives
all available revenue from state and federal governments; maintains a track record
of sound financial decisions and adequate and equitable budget allocations; issues
timely, accurate and informative reports on the district's financial position;
maintains adequate internal controls; employs a skilled, well-trained staff; and
maintains a consistent record of unqualified opinions by its external auditors.

BACKGROUND

The assistant superintendent for Business Services is responsible for major
business functions, related support activities and athletics. Exhibit 6-1 shows the
organization structure summary of Business Services.

Exhibit 6-1
Organization of GISD Business Services

Aussiciate Superintendent
for Business

PBX Operaton Secrelary

Alhletics Irirector of Budger Purchasing Tax Chfice
Darectonr and Finance Irector Assessor Collector

Transporation

Dhresctor

Bemefits
Coordinator

Maini

EEnee

Director

I¥irector

Cperutiimng Child Mutrition Services

Dyirecior

Source: GISD assistant superintendent for Business Services.




GISD uses a Comprehensive Information Management for Schools (CIMS)
financial accounting software package that operates on an IBM AS400 mainframe
computer. GISD customized this software extensively to accommodate the
district's financial needs. The Business Services office uses the software for
accounting and budgeting. Each school and department uses the software for
access to the purchase order system, which authorizes Accounts Payable to pay
vendors upon receipt of goods and services. GISD also uses the payroll module of
the CIMS system to generate all paychecks, and uses the resulting entries to
record payroll transactions. Business Services employees enter cash receipts into
the CIMS genera ledger system each day.

The assistant superintendent for Business Servicesis responsible for cash
management and investment activities. The director of Financial Servicesis
responsible for al investment receipts and transfers. The director of Financial
Services reviews balances in each bank account daily, and makes invesment
decisions.

More than two thirds of GISD's property value is designated for residentia use,
compared to an average of 47.2 percent for the state and for Regional Education
Service Center 1V (Region 4). GISD has about 50 percent less business property
value than the state, peer district and regional averages (Exhibit 6-2).

Exhibit 6-2
GISD, Region 4, State and Peer District Property Values
by Category as a Percentage of Total Property Value

1998-99

Entity Business| Residential | Land | Oil and Gas | Other
Galveston 24.7% 68.4% | 6.6% 0.2% | 0.0%
Wichita Falls 44.0% 54.2% | 1.6% 0.1%| 0.2%
Bryan 37.0% 49.8% | 9.8% 2.3% 1.1%\
Waco 49.6% 48.4%| 1.9% 0.0%| 0.1%
Region 4 47.2% 47.2% | 3.8% 0.5% 1.2%\
State 40.7% 47.2% | 7.3% 4.1% | 0.6%
College Station|  31.3% 40.0%| 7.0% 0.3% 0.1%\
Longview 52.4% 40.0% | 5.1% 2.3% 0.2%\
Lufkin 53.7% 38.8%| 7.0% 0.0%| 0.4%
Port Arthur 76.9% 21.1% | 1.7% 0.3% 0.0%\
Brazosport 81.1% 17.0% | 1.7% 0.3%| 0.0%




Source: Texas Education Agency, AEIS 1998-99. Includes general, debt service
and food service funds.

In 1998-99, Texas school districts received an average of 47.8 percent of their
budgeted funds from local property taxes and 44.3 percent from state funding. In
GISD, those percentages were 60.4 and 30.2 percent, respectively. The averages
for the region are 54.7 and 37.6 percent, respectively (Exhibit 6-3). Compared to
the region and the state, GISD is deriving much more revenue from the local
property tax and is getting a comparatively low percentage of its funding from the
state.

Exhibit 6-3
GISD, Region 4, State and Peer District
Sour ces of Budgeted Revenue as a Per centage of Total Budgeted Revenue

1998-99

Entity Pro;ln_e?ct:slTax Ando'[lr:l?erlﬁggilate State | Federal
Brazosport 85.5% 40%,| 7.9% 2.5%‘
College Station 81.0% 4.6%| 12.7% 1.6%‘
Longview 64.1% 5.1%| 25.4%| 5.4%
Galveston 60.4% 4.4% | 30.2% | 4.9% |
Port Arthur 53.0% 44%)| 37.2% | 5.4%
Region 4 54.7% 4.6% |37.6% 3.1%\
Lufkin 50.9% 3.8%| 41.4%| 3.8%
State 47.8% 4.4% |44.3% | 3.4%
Wichita Falls 46.0% 5.1% | 44.7% 4.1%\
Bryan 42.0% 5.1%| 52.7%/| 0.2%
Waco 33.9% 2.9% | 57.0% 6.1%‘

Source: Texas Education Agency, AEIS 1998-99. Includes general, debt service
and food service funds.

From 1995-96 to 1998-99, local revenue as a source of GISD funding increased
from 58.0 percent of total revenues to 60.4 percent. During the same period, state
revenue decreased from 31.4 percent to 30.2 percent of total revenues (Exhibit 6-
4). Federal funds decreased from 8.7 percent to 4.9 percent of total revenues.



However, much of the drop can be attributed to record keeping-the state stopped
collecting data on federal program funds and capital project fundsin 1996-97.

Exhibit 6-4
GISD Sources of Revenue as a Per centage of Total Revenue
1995-96 - 1998-99

Sour ce of Revenue 1095-96 | 1996-97 | 1997-98 | 1998-99 | P centage
Change
Local property tax 58.0% | 59.1%| 58.6% 60.4% 4.1%
Other local and intermediate funds 1.9% 4.2% 4.4% 4.5% 136.8%
State funds 31.4%| 32.3% 325% 30.2% -3.8%
Federal funds 87%| 44% 45%  49%|  -43.7%
Total 100.0% | 100.0% | 100.0% | 100.0%

Source: Texas Education Agency, AEIS 1995-96 through 1997-98 and District
Annual Financial Report for 1998-99. Includes general, debt service and food

service funds.

The local property tax rate increased 1.3 percent from 1995-96 to 1998-99, while
student enrollment declined 0.4 percent. Local property values increased 2.9
percent during the same period (Exhibit 6-5).

Exhibit 6-5

GISD Tax Rates, Assessed Property Values
and Per Student Property Values and Debt Service Costs
1995-96 - 1998-99

Category 1095-96 | 1996-97 | 1997-98 | 1998-.99 |"ecentage
Change

Maintenance and $1.39 $1.39 $1.40 $1.42 2.2%
operations tax rate
Interest and sinking fund $0.11 $0.11 $0.10 $0.10 -9.1%
tax rate
Total tax rate $1.50 $1.50 $1.50 $1.52 1.3%
Total property value $2,037,448 | $2,015,562 | $2,095,809 | $2,095,820 2.9%
(in thousands)
Enrollment 9,910 10,042 10,007 9,873 -0.4%




Vaue per student $205,595| $200,713| $209,434| $212,278 3.3%

Source: Texas Education Agency, AEIS 1995-96 - 1997-98 and district financial
data.

Compared to five peer districts, the state and the region, GISD has higher
property values per student than five peer districts and a higher tax rate than six
peer districts (Exhibit 6-6).

Exhibit 6-6
GISD Tax Rate and Property Value per Student Compared to Peer Districts
1998-99

Entity Tax Rate Val uzzr)oeeerstt)tljdent
Waco $1.513 $132,977 \
Bryan $1.682 $144,965
Wichita Falls $1.499 $163,014‘
Lufkin $1.500 $177,930
Port Arthur $1.489 $186,209
State $1.539 $190,769
Region 4 $1.602 $211,278
Galveston $1.520 $212,278 ‘
Longview $1.429 $235,059
College Station|  $1.780 $284,402
Brazosport $1.372 $379,451

Source: Texas Education Agency, AEIS 1998-99.

Exhibit 6-7 shows how GISD funds were distributed in 1998-99 compared to
regional and state averages. GISD's spending is similar to regional and state
averages in most categories. However, GISD's nonoperating expenditures are only
half of state and regional averages, while security and monitoring costs are more
than twice state and regional averages.

Exhibit 6-7
GISD, Region 4 and State Expenditures by Function



as a Per centage of Total Expenditures

1998-99
Function Galveston RESC IV State of Texas

Amount | Percentage Amount Per centage Amount Per centage
Instruction $29,321,779 53.0% | $2,509,295,691 51.5%| $11,830,068,827 51.2%
Instructional related $1,059,951 1.9% | $122,728,883 25%| $611,977,662 2.7%
services
Instructional leadership | $1,041,276 1.9% | $58,994,624 1.2%| $284,266,388 1.2%
School leadership $2,491,250 45% | $264,537,645 5.4%| $1,208,860,290 5.2%
Support services - $2,291,460 4.1% | $198,870,161 4.1%| $902,584,499 3.9%
student
Student transportation $1,423,186 2.6%| $145,457,663 3.0%| $577,963,515 2.5%
Food services $2,946,212 5.3%| $244,305,124 5.0%| $1,149,708,322 5.0%
Co- $1,157,134 21% | $76,057,591 1.6%, $524,145,186 2.3%
curricular/extracurricular
activities
Central administration $2,274,342 4.1%| $156,577,427 3.2% $859,513,754 3.7%
Plant maintenance and $6,728,366 12.2%| $512,621,682 10.5% $2,304,705,440 10.0%
operations
Security and monitoring $805,293 1.5% | $30,184,125 0.6%| $114,988,867 0.5%
services
Data processing services $749,052 1.4%| $50,519,158 1.0%| $214,598,187 0.9%
Total operating $52,452,340 94.7% | $4,379,523,437 89.9% | $20,651,260,318 89.4%
expenditures
Debt service $2,373,577 4.3% | $373,010,798 7.7%| $1,763,445,436 7.6%
Capital outlay $539,744 1.0%| $120,980,294 2.5%| $678,240,156 2.9%
Total non-operating $2,913,321 5.3% | $493,991,092 10.1% | $2,441,685,592 10.6%
expenditures
Total Expenditures $55,365,661 100.0% |$4,873,514,529 100.0% |$23,092,945,910 100.0%

Source: Texas Education Agency, AEIS 1998-99. Includes general, debt service
and food service funds.




On a per-student basis, from 1995-96 to 1998-99 expenditures have increased
nearly 2 percent (Exhibit 6-8). Instruction and instructional leadership spending
has decreased 2.2 percent, or $69 per student, while school Ieadership spending
has decreased 1.6 percent, or $4 per student. Other operating costs have increased
23 percent, or $325 per student, and non operating expenditures, which include
capital outlay and debt service costs, have decreased nearly 7 percent, or $23 per

student during the same period.

Exhibit 6-8
GI SD Expenditures Per Student
1995-96 - 1998-99

Expenditure Category 1%%5' 1%976' 1%987' 1%%8' Peéﬁznntgaege
Instruction and instructional $3,144| $2,910| $3,023| $3,075 -2.2%
leadership
School leadership $256 $231 $252 $252 -1.6%
Central administration $352 $209 $220 $230 -34.7%
Other operating $1,413| $1,533| $1,644| $1,738 23.0%\
Total operations $5,166| $4,884| $5,140| $5,296 2.5%
Total non-operations $335| $397 $320| $312 -6.9%‘
Tota per student $5,501| $5,281| $5,460| $5,608 1.9%

Source: Texas Education Agency, AEIS 1995-96 - 1998-99.

Exhibit 6-9 shows Galveston ISD 1999-2000 expenditures by function.

Exhibit 6-9
GISD 1SD Total Budgeted Expenditures by Function 1999-00 School Y ear

Function (Code) Galveston ;efl.cstnél
Instruction(11,95) $29,294,648| 51.1%
Instructional Related Services(12,13) 1,077,329 1.9\
Instructional Leadership(21) 990,746 17
School Leadership(23) 2,618,927 4.6|
Support Services-Student(31,32,33) 2,164,692 3.8‘
Student Transportation(34) 1,553,007 2.7‘




Food Services(35) 3,100,864 5.4
Cocurricular/Extracurricular Activities(36) | 1,104,201 19
Central Administration(41,92) 2,255,871 3.9
Plant Maintenance and Operations(51) 7,782,907 13.6
Security & Monitoring Services(52) 916,265 16
Data Processing Services(53) 716,551 1.2
Debt Service 2,346,533 4.1
Capita Outlay 869,142 15
Other* 544,277 0.9
Total Budgeted Expenditures $57,335,960 |  100%

Source: PEIMS Data, Texas Education Agency.

* Expenditure not listed above and non-operational expenditures such as

community and parental involvement services.




Chapter 6
FINANCIAL MANAGEMENT

A. Financial Management Practices

FINDING

GISD does not have an internal audit function orconduct internal auditsin
any other manner. The TEA's Financial Accountability System Resource
Guide includes a section on management reviews and aludes to the
importance of the internal audit function. The TEA indicates that
management or internalaudits do not satisfy the requirements of the Single
Audit Act Amendments of 1996 for external reporting purposes, but may
be conducted by an independent certified public accountant, internal
auditor or a state auditor.

Most governmental and business organizations recognize the importance
of an internal audit function to their ongoing operations. The interna audit
function has no operating responsibility or authority. It is part of an
independent appraisal activity within an organization. The function
conducts reviews of operations as a service to management. Internal
auditing is a managerial control that measures and evaluates the
efficiency, effectiveness and cost/benefit of operations, programs and
other controls and systems. The objective of internal auditing is to help
management effectively discharge its responsibilities by providing
analyses, appraisals, recommendations and pertinent comments on the
activities reviewed.

The digtrict relies heavily on its certified public accounting firm to
perform its annual financial and compliance audit and to prepare its annual
audited financial statements. This firm or an alternative firm could also
perform internal audits for the district.

Recommendation 57;

Contract with an external audit firm to perform annual internal
audits.

The firm selected should report directly to the finance committee of the
Board of Trustees. The finance committee should report back to the full
board on the actions that should be taken to resolve issues raised in
internal audit reports that are presented.

IMPLEMENTATION STRATEGIESAND TIMELINE



1. | The assistant superintendent for Business Services negotiates an | August 2000
agreement with an external audit firm for internal audit
services.

2. | The board approves the agreement. September

2000

3. | The assistant superintendent for Business Services works with | October
the selected firm to create an internal audit plan. 2000

4. | The external audit firm begins implementation of the internal January
audit plan. 2001

FISCAL IMPACT

Based on the review team's discussions with the director of Financial

Services, the superintendent and representatives of GISD's current external
audit firm, selected internal audits can be performed annually in 200 to
250 hours. At an average charge of $95 per hour and an average total of

225 hours per year, estimated costs for these services are $21,375
annually.

Recommendation 2000-01 | 2001-02 | 2002-03 | 2003-04 | 2004-05

audit firm to perform
annual internal audits.

Contract with an external | ($21,375) | ($21,375) | ($21,375) | ($21,375)

($21,375)

FINDING

GISD serves as the fiscal manager for three grants for community-based
youth services that are not a part of the district's normal operating grants
for educational activities received through the TEA (Exhibit 6-10). These
grants, worth nearly $1 million combined, require additional work by the
district's Business Services staff and other operationa departments. GISD

hired an additional employee to administer the grants.

Exhibit 6-10
GISD Community-based Grant Information

. Grant
Grant Title Regulatory Agency Amount
Innovative local law U.S. Department of Justice, Texas $290,000
enforcement ard Crimina Justice Division, Houston

community policing grant | Galveston Area Council




Community Y outh U.S. Department of Health and Human |  $532,600

Development Services, Texas Department of
Protective and Regulatory Services

Weed and Seed U.S. Department of Justice $175,000
Total $997,600

Source: Business Services records and grant agreements and 1999
audited financial and compliance report.

The grants include contracts for local agencies that provide community-
based services to children outside of school, and although these grants
fund a GISD grant administrator's salary, the district assumes a fiscal

agent position for these grants. The grants do not provide funding for
additional Business Services office employees, but require additional
responsibility for financial and administrative compliance monitoring. The
Business Services staff istoo small to provide these services. GISD has
exposure to risks associated with financial non-compliance for these
grants.

Recommendation 58:

Transfer the fiscal agent responsibility for community-based youth
services grantsto another local gover nment or nonpr ofit agency.

GISD should contract with the City of Galveston or Galveston County to
provide this service.

IMPLEMENTATION STRATEGIES AND TIMELINE

1. | The board approves eliminating the fiscal agent responsibilities | August
for the grants based on information obtained from the director of | 2000
Financial Services.

2. | Thedirector of Financial Services contacts the regulatory agency | August
grantors for the grants and obtains instructions for transferring 2000
the fiscal agent responsibility to another local government or

agency.

3. | Thedirector of Financial Services contacts other local September
governments or agencies that could perform these 2000
responsibilities.

4. | The director of Financial Services receives clearance from September
reaulatorv agencv arantors to transfer fiscal anent responsibility | 2000




to the selected local government or agency.

5. | The superintendent recommends elimination of the grant October
administrator position to the board. 2000

6. | The director of Financial Services transfersall grant recordsand | December
contracts to the new fiscal agent and notifies the regulatory 2000
agency grantors of the new fiscal agent.

FISCAL IMPACT

This recommendation can be implemented with existing
resources.Although precise savings cannot be estimated, the transfer of
fiscal agent responsibility for these grants will reduce work-time for
Business Services staff.

FINDING

The district's finance committee acts as an audit committee for the board.
It receives and reviews the annual financial audit of the district from
external auditors. The audit assesses the adequacy of GISD's internal
financial controls. Although written responses to audit findings are
prepared by the GISD Business Services staff, there is no formal policy or
procedure for the superintendent, the finance committee or the board to
review corrective actions during the year to ensure findings were
appropriately corrected.

The fiscal 1999 audit noted serious problems related to bidding
procedures, budgeting and approval of board minutes (Exhibit 6-11).

Exhibit 6-11
Findings from GI1SD's Fiscal 1998-99 Financial and Compliance Audit

Finding - o -
Reference Type of Finding Description of Finding
99-1 Internal control and | Insufficient pledged collateral for deposited
noncompliance bank balances.
99-2 Internal control and | No bids or quotes obtained as required by
noncompliance law for five purchases; Items were purchased
from vendors not awarded bids in five
instances.

99-3 Noncompliance Expenditures exceeded budgeted
appropriations in two functional expenditure
aress.




99-4 Internal control Board minutes were not approved in regular
meetings from July to October 1999.
99-5 Internal control Expenditures were paid without proper

documentation or authorization.

Source: GISD 1998-99 Annual Financial and Compliance Report.

The 1997-98 audit noted the public bidding problem as well. Findings
such as these are serious enough to warrant a policy or procedure to ensure
that GISD carries out corrective actions explained in the report during

2001.

According to the TEA's Financial Accountability System Resource Guide,
if the auditor's compliance or internal controls report discloses areas of
noncompliance with laws, rules or regulations, questioned amounts or
material weaknesses, the school district must file comments and
recommendations with the TEA's Division of School Audits. These filings
should include a plan for corrective actions taken or planned, and
comments on the status of corrective actions taken on prior findings. This
information may be included in the required annual audit report or in a
separate letter that accompanies the report. GISD has included a corrective
action plan on al findings as part of the report.

Recommendation 59:

Create formal proceduresto ensure corrective actions recommended
in annual auditsaretaken in atimely manner.

The finance committee of the board, working with the superintendent and
director of Financial Services, creates formal procedures to ensure
corrective actions recommended in annual audits are taken in atimely

manner.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The director of Financial Services and the superintendent August
prepare a plan for following up with annual audit findings. 2000

2. | The superintendent presents the follow-up plan to the finance September
committee and the public at a monthly finance committee 2000
meeting.

3. | Thedirector of Financial Services presents the corrective action | December

plan for annua audit findings to the finance committee for 2000
approval.




4. | The director of Financia Services updates the finance
committee quarterly on the status of the corrective actions and
any changes from the previous update.

March 2001

5. | The director of Financial Services prepares the status of prior
year audit findings for the external auditors to review before
preliminary audit fieldwork begins.

May 2001

6. | The finance committee reviews and approves the status of prior
year audit findings for the external auditors.

June 2001

7. | Thedirector of Financial Services submits the status of prior
year audit findings to the external auditors prior to preliminary
external audit fieldwork.

July 2001

FISCAL IMPACT

This recommendation can be implemented with existing resources.




Chapter 6
FINANCIAL MANAGEMENT

B. Financial Reporting and Budgeting

Texas school districts must comply with financial reporting guidelinesin
TEA's Financial Accountability System Resource Guide. The guide
includes the accounting and financial reporting requirements of
recognized, generally accepted accounting principles, federally mandated
auditing and financial reporting requirements and specific TEA accounting
and financial reporting requirements. A district's annual audited financia
statements must include all necessary financial information and related
disclosures as prescribed by the Financial Accountability System Resource
Guide.

The link between planning and budget preparation makes school district
budgets unique. Budgets in the public arena are often considered the
ultimate policy document since they are the financia plan a school district
uses to achieve its goals and objectives reflecting:

Public choices about what goods and services the district will and
will not produce;

School districts priorities among the wide range of activitiesin
which they are involved,

Relative weight given to the influence of various participants and
interest groups in the budget development process; and

Methods a school district uses to acquire and use its resources.

The budget itself, then, becomes a political document representing school
district administrators accountability to citizens.

The state, TEA and local districts formulate legal requirements for school
district budgets. State and federal grants a'so may impose additional legal
requirements, however, this report does not address them.

Responsibility for preparation of district budget guidelines and the budget
calendar lies primarily with district administrators and the superintendent.
Because these guidelines and the calendar create a framework for the
entire budget development process, their careful designiscritical to an
efficient and effective process.

The budget calendar lists critical dates for the preparation, submission and
review of campus budgets for the school district, and is prepared at the
district level during the budget planning process. A variety of simple
technigues can be used to build the district calendar. The simplest isto



modify the previous year's calendar. Timing problems from the previous
year's process should be reviewed and appropriate changes made in the

current calendar. The budget calendar should be reviewed to ensureiit is
appropriate for the current year's budget. Exhibit 6-12 shows the district's
1999-2000 budget calendar.

Exhibit 6-12
GISD Budget Calendar
Date Action
February 18 | State and Federa alocations sent to
director of Financial Servicesfor inclusion in the
budget workbook.
February 25 | Budget material distributed and
mini workshop conducted during
regular staff meeting.
April 1 Campus and division budgets including
form 1s submitted to Business Services office.
Review personnel staffing and proposed salary schedule.
April 21 Update finance committee on status
of next fiscal year budget.
May 3 Review projected revenue estimates.
May 19 First budget draft reviewed
by finance committee.
May 25 Preliminary tax roll received.
June 16 Second draft of budget
to finance committee.
June 30 Finance committee budget review.
July 14 Final finance committee budget review
in preparation for public hearing.
July 21 Public hearing.
July 26 Certified tax rolls received.
August 18 | Budget adoption.

Source: GISD Budget Planning Guide 1999-2000.

If the budget devel opment process has been altered substantially from the
previous year's process, the development of an entirely new budget




calendar may be necessary. The following three steps may be used to
prepare a new budget calendar:

Determine the level of detail needed. A district may have several
budget calendars with varied levels of detail. A general calendar
may be presented to the school board while a detailed calendar
may be used at the campus level. If severa calendars are used, they
are summarized in a district master calendar to ensure that all
activities and dates are consistent and compatible;

Identify all activities that must be included in the calendar, and
arrange them in chronological order; and

Assign completion dates to each activity on the calendar.
Completion dates are assigned working backward through the
activities from August 20, the legally mandated date for
presentation of the preliminary school district budget to the school
board. Dates are also assigned to ensure sufficient time is allowed
for completion of each activity on the calendar. Some school
districts may assign only completion dates for each activity and
allow budget actors/groups to determine when an activity begins.
Other school districts assign suggested or mandatory start dates for
activities to ensure their timely completion.

FINDING

The district received public criticism for its monthly financial and budget
reports, specifically for the lack of detail in budget information available
to the public, and the inability to provide timely financial information to
the board's finance committee and the public.

The digtrict provides budget information to the public on a monthly basis
and conducts a monthly open finance committee meeting workshop prior
to the regular board meeting. The finance committee includes two
members of the board, the superintendent, the assistant superintendent for
Business Services and other Business Services administrators that attend
as needed.

Exhibit 6-13 shows the information provided by the Business Services
office at monthly finance committee meetings.

Exhibit 6-13
GISD Monthly Financial Information
for Monthly Finance Committee M eeting

ltem Pertinent | nformation

Puhliclv nosted anenda for the

Posted at the school administration huildina in ‘




meeting.

the same manner as regular board meeting
agendas.

Cumulative listing of information
and action requests from prior
meetings.

There were 24 items on the listing from the
December 15, 1999 packet.

Minutes of previous meeting for
approval at the current meeting.

List attendees and activities for previous
agenda items.

Information submitted by the
staff on significant financial
actions from the regular board
meeting.

Includes a cover letter from an administrative
official explaining requested actions, and
supporting documentation for requested action
items. Eight items were included in the
December 15, 1999 packet.

Budget reports for the general
fund.

Includes budget and actual comparisons and
percent received or expended by major
revenue source and expenditures for the
current fiscal year-to-date period and the same
period of the prior fiscal year.

Ongoing budget initiative status
and recommendations report
from the assistant superintendent
for Business Services.

Includes status and suggestions for 27
recommendations of various subcommittees of
administrative personnel formed to improve
the district's program budgets.

Source: GISD Finance Committee Packets prepared by the Business

Services office.

The budget information in the finance committee packet did not include
variances in comparison to budget amounts, and the level of detail in
expenditure presentations did not detail significant transactions of interest
to the public. Business Services personnel are not routinely able to answer
detailed questions concerning significant transactions at the finance
committee meeting without further research.

Thedistrict's CIM S financia system can provide budget comparison
reports at any level of the district's operations. GISD maintains the
financial accounting structure of this system in accordance with the TEA's
Financial Accountability System Resource Guide. The system includes
necessary coding to identify revenue sources and expenditures by
functional area, expenditure type, program area and campus or facility. All
of these detailed line items for revenues and expenditures include
budgeted data and financial information. The district was able to generate
detailed reports containing budgeted and actual data requested during

TSPR's review.




Recommendation 60:
Generate a monthly budget comparison report.

The report should include the district's ongoing budgeted and actual
financial results. The report should include the budget amount, actual
financial result and variances from budget at a selected level of detail
(Exhibit 6-14), and should include explanations of large budget variances.
Thisinformation is available on the district's CIMS financia system.

Exhibit 6-14
Example Standard Monthly Budget Comparison Report

Budget | Actual

Amount | Amount Variance

Description

Fund:

Revenue:

»
»
&+

Categories

Total Revenues

Expenditures:

Function:

Expenditure type:

Program area

Campus or facility

e - A I I - - =2
P A| BB P B B PP
P B AR BB AR B

Total expenditures

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The finance committee and superintendent meet with the director | July 2000
of Financial Services from the Business Services office and a
representative from MIS to review budget report options
available from the district's CIMS financial system.

2. | The finance committee, superintendent, director of Financial August
Services and MIS representatives decide on the minimum 2000
requirements for a monthly standardized report that includes
information necessary for evaluating the district's financia status.

3. | Thedirector of Financia Services and MIS representatives September
arrange for areview by the finance committee and 2000
snerintendent. MIS renresentatives assist the director of




Financial Services with the monthly report of data from the
CIMS financial system.

4. | The finance committee presents the report to the public for input | October
at aregular meeting and receives input from the public asto level | 2000

of detail and contents necessary. The finance committee makes
final recommendations to the superintendent, director of

Financial Services and MIS representatives on the contents of the
standard report.

5. | The Business Services office includes the standard report in November
monthly finance committee meeting packets. 2000

FISCAL IMPACT

This recommendation can be implemented with existing resources.




Chapter 6
FINANCIAL MANAGEMENT

C. Payrall

The Business Services office is responsible for the timely and accurate
payment of district employees, benefit deductions and premium payments,
IRS-related matters, court-ordered deductions and deductions for
participation in the Teacher Retirement System and Medicare/Social
Security.

Business Services, which includes two payroll clerks and the director of
Financial Services, provides monthly checks to 1,133 salaried GISD
employees, including teachers, substitutes, paraprofessionals and
administrators, and bi-weekly checks to 351 hourly employees, including
food service, operations, maintenance and transportation workers.

FINDING

GISD incurs direct costs of $79,350 ($63,480 in salary costs plus $15,870
in benefits) for payroll processing personnel (Exhibit 6-15). These costs
do not include twenty percent of the accounts payable clerk's time spent
processing substitute payrolls or other costs allocable for other Business
Services employees and MIS support activities.

Exhibit 6-15
Personnel Costsfor GISD Payroll Function
Position Bi?lffi%/ grc]) (sjts
Payroll specialist - monthly payrolls $47,479 |
Payroll and benefits clerk for hourly employees (paid bi-weekly) $31,871
Total $79,350

Source: GISD Business Services Records.

Galveston College, several school districts and other government entities
have found that outsourcing payroll is an attractive aternative to
maintaining the staff and automated systems necessary to perform these
duties. Many governments lack the ability to attract and retain the
appropriate level of personnel, and must continualy train new employees.
When these duties are outsourced, the partner assumes these



responsibilities, and additional turnover does not burden upper-level staff
and clerical personnel.

Recommendation 61:
Contract for payroll processing.
Other advantages to outsourcing payroll include:

The ability to use existing personnel in other areas, reducing
overal costs,

Elimination of routine MIS support for payroll system purposes,
further reducing long-term costs;

Elimination of resources applied to federal and state tax filings,
including W-2 preparation;

Elimination of payroll program updates for changing federal and
state tax laws; and

Elimination of payroll cycle problems associated with direct
deposit data transmission, and changes in employee pay rates.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The assistant superintendent for Business Services, in September
cooperation with Purchasing, prepares a request for proposals | 2000
(RFP) for payroll processing services from available vendors.

2. | The assistant superintendent for Business Services, in November
cooperation with Purchasing, reviews proposals received and | 2000
makes a recommendation with the review of the
superintendent.

3. | The superintendent presents a recommendation for apayroll | January 2001
processing vendor to trustees for formal approval.

4. | The payroll processing vendor and GISD personnel begin the | January 2001
transition to vendor processing of GISD payroll. and Ongoing

FISCAL IMPACT

According to the firm providing Galveston College's payroll services,
outsourcing payroll processing would cost about $20,000 annually and
allow termination or reassignment ofthe payroll and benefits clerk for
hourly employees. This would result in cost savings of $11,871 ($25,497
salary plus $6,374 in benefits less $20,000 for contracted payroll
processing services). GISD can redirect unallocated costs for other
Business Services employees and MIS support personnel involved in the
payroll processing function to other activities.




Recommendation

2000-01

2001-02

2002-03

2003-04

2004-05 \

Contract for payroll processing.

$11,871

$11,871

$11,871

$11,871

$11,871 ‘




Chapter 6
FINANCIAL MANAGEMENT

D. Tax Collections

Local property taxes provide the largest share of GISD operating funds. A
cost-effective and efficient tax collection system that produces a high
collection rate is essential to generating the resources necessary to cover
daily operations.

School districts adopt atax rate each year for general operations and debt
service. Calculation of thisrate is dependent upon the certified tax roll
provided by acentral appraisal district. School districts levy taxes on real
and personal property, while offering exemptions for homesteads with an
age 65 classification, and for agricultural property.

GISD received more than $30 million in 1998-99 from property tax
collections, more than 48 percent of the district's revenues. Galveston Tax
Collections (GISD Tax Office) collects property taxes for GISD. The
GISD Tax Office also collects taxes for Galveston College and the City of
Jamaica Beach. Galveston College provides office space for the GISD Tax
Office. The City of Galveston used this tax office until fiscal 1999, when
the Galveston County Tax Assessor-Collector's office (County Tax
Office) assumed tax collection duties.

The Galveston County Appraisal District establishes property values used
to assess taxes annually, and transmits the values to the district. The
appraisal district sends corrections and updates to the district periodically.

The district's tax assessor-collector supervises the GISD Tax Office,
whichincludes three staff members. The GISD Tax Office is responsible
for generating and mailing tax notices and collecting payments.

The GISD Tax Office uses Pro-Tech software, which operates on an IBM
ASA00 computer. This software allows GISD to download appraisal rolls
from the appraisal district as well as accommodate tax statement requests
from mortgage companies. Payments from mortgage companies include a
tape listing every account paid. This eliminates the necessity for Tax
Office personnel to manually enter the amount of collections for each of
GISD's 43,197 accounts.

FINDING

The GISD tax collection operation is costly. The GISD Tax Office's
operating budget was $488,223 for 1999-2000, of which $269,093 was a



fixed cost paid to the appraisal district for appraising property values.
State law requires al taxing entities to use county appraisal districts for
this purpose.

The remainder of the budget ($219,130) covers salaries and benefits for
four GISD Tax Office employees, printing, stuffing and mailing, computer
hardware and software, equipment and other operating expenses. The
district receives a cash reimbursement of $1,200 for tax collection services
from the City of Jamaica Beach. The budget does not include allocated
support costs from the Business Services and Management Information
Service (MIS) offices. Exhibit 6-16 shows a breakdown of this budget.

Exhibit 6-16
GI SD Tax Office Budget
1999-2000 Fiscal Year

Budget Item Amount |
Personnel costs $133,840|
Contracted services $39,600 |
Supplies $42,550
Other $4,340 |
Jamaica Beach contribution | $(1,200)
Sub-total $219,130
Appraisal district contribution $269,093|
Total $488,223

Source: GISD Business Services Office Records.

Employees include a director (tax-assessor collector), atax clerk
supervisor/computer operator and two tax clerks. Except for annual
telephone charges of about $2,000, GISD does not incur facility and utility
costs for the tax office. These costs are borne directly by Galveston
College, which owns the facility.

The Property Tax Code allows school districts to contract out collections
to a public entity in accordance with the Interlocal Cooperation Act. A
Texas Attorney Genera's opinion states that in all cases a school district
must name a tax assessor-collector as the responsible party for all tax
collection operations. School districts that contract for their tax collection
operations rely on the contractor to perform all technical and day-to-day
operations on the district's behalf. The staff person designated as tax



assessor-collector manages the tax collection function and oversees the

contractor's activities.

The Galveston County Tax Assessor-Collector made a proposal to the
district in March 1999 to collect the district's taxes. The proposal indicated
that the County Tax Office could operate a full-scale tax collection
operation for GISD for $29,918 in the initial year of collection, and for
$25,918 annually thereafter. The additional $4,000 in the initial year
would cover the cost of data conversion from the district's system. A
private tax collection firm in Galveston was also contacted, but could not

provide the service at a lower cost than the County Tax Office.

The County Tax Office can collect the district's taxes at alower cost than
the GISD tax office because it aready collects other taxes from GISD's
taxpayers, thus avoiding duplicative mailing costs. The County Tax
Office, which collects taxes for 23 different taxing entities in Galveston
County, including La Margue I SD, provides al of the same services ard
payment arrangements provided by the GISD Tax Office. Exhibit 6-17
shows the entities, tax levies and total parcels collected by the County Tax
Office in 1999 and compares these totals to GISD information. GISD's tax
collection operation would represent 28.6 percent of the total levies
collected and 11.8 percent of the total properties taxed by the County Tax

Office.
Exhibit 6-17
Tax Levy and Parcelsfor Entitiesthat Use Galveston
County Tax Office for Collections Compared to GISD
Entity Total Tax Number_ of
Levy Properties
Galveston County $57,477,757 151,680
LaMarque ISD $19,329,752 16,606
College of the Mainland $12,214,651 72,965
City of Galveston $10,019,606 29,464
City of LaMarque $1,904,768 8,640‘
City of Dickinson $1,576,312 7,504
City of Hitchcock $687,875 5,787 \
Drainage District # 2 $668,158 14,622
Navigation District # 1 $594,267 22,107




Drainage District # 1 $530,901 14,335
Emergency District # 1 $490,320 12,036
gﬁslt\iieginGCounty Fresh Water Supply $354,348 1,353
Reinvestment Zone # 10 $346,393 290 ‘
City of Bayou Vista $267,298 1,331
Municipal Utility District (MUD) # 12 $255,681 1,786
City of Clear Lake Shores $254,365 1,481 ‘
City of Tiki Idand $226,803 1,343
MUD 29 $220,378 485 \
City of Kemah $218,630 1,350
Drainage District # 3 $150,516 912
Bayview MUD $114,314 747
\1/\éater Control and Improvement District # $25,461 647
Total County Tax Office $107,928,554 367,471
GISD $30,898,352 43,197
Percent for GISD 28.6% 11.8%

Source: GISD and Galveston County Tax Offices.

GISD collected 96.8 percent of taxes owed by property ownersin 1999.

When adding delinquent tax collections from previous years, the

combined collection rate for 1999 is 99.4 percent. The County Tax Office

had an overall collection rate of 102.9 percent countywide in 1999.
Exhibit 6-18 shows tax collection rates for GISD and the County Tax

Office (al entities) for the past 10 years.

Exhibit 6-18

GISD and Galveston County Tax

Collection Percentages by Fiscal Year
1990 through 1999

Fiscal Year GISD

Galveston County

Current |Overall*

Current |Overall*

1999 96.8%

99.4%

97.0% | 102.9%




1998 96.9%| 101.4%| 97.2%| 102.6%)
1997 95.7%| 99.2%| 96.9% 102.7%
1996 95.6%| 100.2%| 96.7%| 102.1%)
1995 94.8%| 98.2%| 96.5% 102.4%
1994 95.0%| 985%| 96.4%| 102.5%
1993 935%| 103.3%| 96.3%| 102.2%)
1992 93.2%| 106.7%| 95.7%/| 102.0%
1991 91.2% | 94.9%| 94.6% 100.6%‘
1990 92.1%| 96.9%| 94.6%| 101.1%

Source: GISD and Galveston County Tax Offices.
*Qverall ratesinclude current and delinquent taxes.

The Galveston County Tax Office remits collected funds on each day that
total balances exceed $1,000. The Galveston County Tax office collected
95.1 percent of 1999 county taxes within GISD boundaries through June
30, 1999, the date delinquent tax attorneys receive delinquent tax balances
for further collection action. The county's delinquent tax attorney says that
asignificant amount of these taxes were collected by August 31, 1999, the
end of the fiscal year. Both the County Tax Office and GISD contract with
atax attorney to collect delinquent taxes. State law allows the tax attorney
to add a 15 percent collection fee to taxes outstanding on July 1. When
delinquent taxes are collected, the attorney retains the 15 percent, while
the district keeps the taxes collected plus penalties and interest.

Recommendation 62;

Transfer GISD tax levy and collection functionsto the Galveston
County Tax Office.

GISD should establish an interlocal agreement with the Galveston County
Tax Assessor-Collector to provide tax levies and collections handled by
the district's tax office. This agreement should address all pertinent GISD
tax policies, such as the frequency and method of fund transfers,
calculation of the effective and roll-back tax rates, mail-out and payment
schedules, reporting requirements and tax refunds. Agreement provisions
should include consideration for specia contingencies such as the cost of
mailing corrected bills when necessary.



GISD should designate a Business Services office employee as GISD's tax

assessor-collector for the district, as required by law. This employee

would not need hands-on technical expertise in tax collections, since that

would be the responsibility of the County Tax Office.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The board approves development of a cooperative agreement July 2000
between GISD and the Galveston County Tax Assessor-
Collector.

2. | The superintendent signs an agreement with Galveston County August
Tax Assessor-Collector. 2000

3. | The assistant superintendent for Business Services develops a September
trangition plan for transferring tax functions from the GISD Tax | 2000
Office to the County Tax Office, including staff reductions and
designation of a Business Services office employee as GISD's tax
assessor-collector.

4. | The County Tax Office begins handling GISD's tax levy and October
collection functions. 2000

FISCAL IMPACT

Excluding appraisal district costs, the tax office's operating budget is about

$219,130. Based on cost estimates from the Galveston County Tax
Assessor-Collector, the costs for outsourcing GISD's tax collection

operations would be $29,918 in the initial year and $25,918 annually

thereafter. A Business Services office employee could be designated as the
district's tax assessor-collector for no additional cost. The district would

save $189,212 the initia year, and $193,212 per year thereafter.

Recommendation 2000-01 | 2001-02 | 2002-03 | 2003-04 | 2004-05

Transfer GISD tax levy and | $189,212 | $193,212 | $193,212 | $193,212 | $193,212

collection functions to the
Galveston County Tax
Office.




Chapter 7
ASSET AND RISK MANAGEMENT

This chapter reviews the Galveston Independent School District's (GISD's)
asset and risk management functions in four aress:

A. Cash and Investments

B. Fixed Assets

C. Employee Insurance and Benefits Administration
D. Long Term Debt

Asset management involves the management of the district's cash
resources and physical assets in a cost-effective and efficient manner. This
includes accounting for and safeguarding these elements against theft and
obsolescence. Risk management includes the identification, analysis and
reduction of risk through insurance and safety programs that protect the
district's assets and employees.

BACKGROUND

The Business Services office operates both GISD's asset management
function and its risk management program, including all employee benefit
insurance and property and casualty insurance coverage.

GISD's cash management and investment policy ensures the safety of idle
funds; the availability of operating, capital and debt service funds when
needed; and a competitive return on investments. Trustees review and
approve the policy annually.

The district's investment portfolio includes financia instruments that earn
arate of return within GISD's safety and liquidity objectives. The district
normally uses federal and commercial paper for investment purposes.
GISD's investment objectives and policies vary with the nature of the
fund, using income generated as a supplementary source of revenue.

Property and casualty policies include liability for facilities, equipment
and vehicles, personal injury, professional and genera liability and loss of
property. Asillustrated in Exhibit 7-1, property and casualty insurance
premiums cost the district $430,631 in 1999. The district's insurance
consultant has indicated that the 25.9 percent decrease in total premiums
from the 1998-99 year is mostly due to timing differences in some of the
major policy coverage periods. The district plans to have common
expiration dates on all property and casualty policiesin the future.



Exhibit 7-1

GISD Property and Casualty Insurance Coverages and Premiums
1998-1999 - 1999-2000

- 1998- 1999- . Per centage
Liabilit Difference
Type oo tsy 1999 2000 | isosy | Change
Premium | Premium ' “1Inc./(Dec.)

Storage tank - $1,000,000 $0 $473 $473| 100.00%
pollution liability
ROTC - Surety $7,000 $50 $50 $0 0.00%
bond
Employee $75,000| $3,441| $3441 0.00%
dishonesty bond
Public official $13,000 $650 $650 0.00%
bond
Computer $6,069,000| $13,058| $13,564 $506 3.9%
Boiler and $25,000,000, $8,651| $3,684| $(4,967) (57.4)%
machinery
St. John's school $1,000,000| $4,515 $1,554| $(2,961) (65.6)%
- generd liability
PTO - genera $1,000,000| $1,076 $505 $(571) (53.1)%
liability
Inland marine - $1,472,197| $8,862 $3,711| $(5,151) (58.1)%
miscellaneous
equipment
Commerciadl fire $122,201,294 | $232,763 | $127,146 | $(105,617) (45.49)%
Businessauto - | $100/$300/$100 | $166,134 | $112,039 | $(54,095) (32.6)%
liability/specified $25/$500
perils/collision deductible
Windstorm $42,266,832 | $107,046 | $128,158| $21,112 19.7%‘
Crime- $1,000/$5,000|  $2,022 $835| $(1,187) (58.7)%
burglary/theft
Flood $10,997,200| $32,790| $34,821 $2,031 6.2%
Total $581,058 | $430,631 | $(150,427) (25.9)%

Source: GISD Business Services Office-Director of Finance.
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A. Cash and I nvestments

GISD uses Moody National Bank as its depository. Texas school districts
typically bid and issue depository contracts for a two-year period;
however, recent legidation allows them to renew depository contracts for
two additional yearsif they consider the service satisfactory. Moody
National Bank maintains the district's checking accounts for general and
payroll disbursements. The bank paid the district 3.6 percent (the United
States Treasury Bill rate less 1.68 percent) in December 1999 on all idle
balances in interest-bearing checking accounts and 4.5 percent for
balances placed in certificates of deposit. The depository agreement also
allows the district to take out an available working capital loan of up to $1
million at the prevailing prime interest rate. The depository agreement
provides for a surety bond or acceptable collateral securities to cover all
bank balances in excess of federal depository insurance limits, as
established by the Federal Depository Insurance Corporation.

Each day, the director of Finance reviews the balances of 26 district bank
accounts and makes investment decisions based on these balances.
Because the interest rates for these accounts typically are lower than those
earned from other investments, the district attempts to keep these balances
at aminimum.

The didtrict is classified as a "type 3 payee" for state funding purposes.
Type 3 payees receive most of their state funding in the first two months
of the fiscal year. Therefore, the district typically has excess funds in the
first part of the fiscal year and can invest them on a short-term basis. As of
December 31, 1999, the district had $7,698,897 in checking accounts
earning 3.6 percent (Exhibit 7-2). This amount represents 22.5 percent of
the district's total cash and investment balances. As of December 31, 1999,
GISD had other funds invested in higher-yielding investments, including
federal agency securities and commercial paper that were earning higher
interest rates of from 5.6 percent to 6.1 percent. (The district's Lovenberg
Maintenance Trust is a nonexpendable trust fund that GISD investsin a
portfolio of securities and other investments managed by alocal bank's
trust department.)

Exhibit 7-2
GISD Schedule of Cash and Investments by Deposit/l nvestment
Asof December 31, 1999

Deposit/I nvestment Balance | Percentanenf ||nterest Rate




T