LETTER OF TRANSMITTAL

April 12, 2000

The Honorable George W. Bush

The Honorable Rick Perry

The Honorable James E. "Pete" Laney
Members of the Texas Legisature
Commissioner Jm Nelson

Ladies and Gentlemen:

| am pleased to present our performance review of the Austin Independent
School District (AISD).

This review is intended to help AISD hold the line on costs, streamline
operations and improve services to ensure that more of every education
dollar goes directly into the classroom where it belongs. To aid in this
task, the Comptroller's office contracted with Deloitte & Touche.

We have made a number of recommendations to improve AISD's
efficiency. We have also highlighted a number of "best practices' in
district operations--model programs ard services provided by AISD's
administrators, teachers and staff. This report outlines 163 detailed
recommendations that could save AISD more than $70 million over the
next five years, while reinvesting nearly $13 million to improve
educational services ard other operations. Net savings are estimated to
reach more than $57 million.

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

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

Sincerely,



(Conisle Zitir, EML_,

Carole Keeton Rylander
Comptroller of Public Accounts



Austin Independent School District
April 2000

In July 1999, | announced my intention to have my Texas

School Performance Review (TSPR) conduct a management
and performance review of the Austin Independent School
District (AISD). I was motivated by reports that AISD
officials had manipulated student dropout data and the
results of the state-mandated student achievement test,
the Texas Assessment of Academic Skills (TAAS); by
AISD's lagging student performance; and by its escalating
property tax rate.

AISD has the largest percentage of low-performing schools

in the state, and the student passing rate on the TAAS test

is 10 points below the state average and 11 points below

regional averages. In addition, it is one of the wealthiest

school districts in Texas, yet it spends just 48 cents of

every education dollar on classroom instruction--and that's
unacceptable.

| i not wait for an engraved invitation
before auditing this district. | graduated
from AISD. My sons graduated from
AISD and received an outstanding
education. Now, | want my
grandchildren and all of the children and
million through grandchildren of the Capital City to have
2005, that same opportunity. Implementation
of these recommendations will certainly
help the district achieve that goal.

TSPR s
recommending
163 changes that

will, if implemented,
save AISD §70

As a result of my staff's six-month review, | am prepared
today to recommend a 15-percent cut in administration,
the sale of the Carruth Administration Building on Sixth
Street and subsequent relocation of administrative services
to the vastly underused Reagan High School, the
reconstitution of the lowest performing schools, and the
transformation of Reagan High School into an AISD
Regional Magnet Campus.



These are only a few of the 163 recommendations detailed
in this review that could save $70 million over the next five
years. The report also proposes nearly $13 million in
reinvestments to improve the district's educational services
and other operations. Net savings are estimated at more
than $57 million.

The $57 million in net savings that we have identified in
this report and counted as dollar savings are hard,
certifiable savings. But there are a number of other
recommendations in this report that we did not calculate
into cost savings that we believe can help the district make
up the difference from the money it will lose due to
Chapter 41 and save additional millions each year.

Kiddos in Classrooms--AISD has experienced an
anemic average annual growth rate of 1.1 percent in
student enrollment over the last five years while the
city's population boomed. If AISD's student
enrollment had kept pace with Austin's growth, the
district would be in better financial shape.
Surrounding districts have grown between 5 and 10
percent annually--Round Rock ISD grew nearly 5
percent, Del Valle by more than 6 percent,
Pflugerville by more than 8 percent and Leander by
10 percent.

AISD should develop a plan with the city and county
and business community to bring students and
families back to the district. A formal strategy should
be established to attract new students and an
aggressive dropout recovery program should be
implemented. Because each new child in school
equates to about $5,000 in revenues that the district
would be able to keep, a 1 percent increase in
enrollment over the current growth rates would
generate an additional $3.85 million annually for the
district.

Mothballing--We recommend that the district use a
balanced approach of school closings, shifts of grade
levels to underused facilities, and attendance zone

changes to ensure that facilities are used to capacity.
Until additional students are recruited to the district,



underutilized schools should be temporarily closed.
Each mothballed school could save the district $2
million to $3 million annually.

Comprehensive Technology Plan--The district
may be able to free up between $6 million and $8
million annually of the $83 million earmarked for
technology upgrades over the next five years by
creating a comprehensive plan that identifies all
costs and aggressively seeks grant funding. Without
a solid plan of action, the district should set aside
that money annually so it is not lost.

W?M,

Carole Keeton Rylander
Comptroller of Public Accounts



Key Findings and Recommendations

During its six-month review, TSPR examined AISD operations and
interviewed employees, school board members, teachers, students,
parents, and community and business leaders. TSPR also held
public forums at 10 district high schools, hosted 12 focus groups
with community members and district stakeholders, and conducted
written and telephone surveys.

Major proposals

District Organization and Management

Reduce central administration staff by 15 percent. AISD's
central administration budget has grown by 22 percent since
1996-97 while student enrollment grew by only 4.6 percent.
By initiating a reduction in force of 15 percent to bring down
the number of administrative positions specifically assigned
to work in the central office, the district can redirect
resources into direct classroom instruction. A 15 percent
reduction in force of central administration would result in a
five-year saving of more than $18 million.

Sell AISD central office on Sixth Street and move
administrators to Reagan High School. The boardroom's
location and design does not promote public participation or
facilitate trustee communication, and parking is limited. By
moving the district's entire central administration to Reagan
High School, AISD could make more efficient use of an
existing facility and bring administrators back to a school
environment. As an added benefit, AISD can net nearly $12
million from the sale.

Evenly stagger board elections to promote greater continuity
in board knowledge and experience. Currently, six of nine
AISD trustees are elected to four-year terms in one election
cycle. Two years later, three trustees stand for election. A
better system would provide for election of four trustees one
election cycle and five the next.

Hire a small in-house legal staff to handle routine work.
Compared to other districts of similar size and complexity,
AISD's legal expenses are excessive. The district
outsourced all of its legal services and spent more than $4
million on legal fees from 1996-97 through 1998-99. A small,
in-house legal staff could manage routine legal services and
assist with litigation for estimated savings of $1.1 million over
five years.



Educational Service Delivery

Implement a policy on reconstitution for chronically low
performing schools. AISD has a higher-percentage of low-
performing schools than any district in the state. A school
that is rated low-performing based on Texas Assessment of
Academic Skills (TAAS) scores for two years in a row should
be placed on probationary status. If the school fails to
improve by the end of the third year, the superintendent
should order a complete reconstitution of the entire school, a
step that brings a new faculty and staff to the campus.
Transform Reagan High School into an AISD Regional
Magnet Campus. By relocating the Science Academy from
LBJ High School and the Liberal Arts Academy from
Johnston High School to Reagan High School and adding a
high-tech component, AISD could create an all-magnet
campus that would be open to transfer students from
surrounding districts.

Retain, recruit and reassign highly qualified teachers to low
performing schools. On average, teachers in low-performing
schools have less experience than teachers at exemplary
schools. High-quality teachers are needed to teach in low
performing schools. These teachers should receive an
incentive to boost their students' performance. AISD should
provide a bonus--up to $3,000--to teachers who work at
schools that improve from low-performing to acceptable,
recognized or exemplary status.

Facilities Use and Management

Fill underutilized schools. Three of AISD's high schools are
significantly underused and some middle and junior high
schools are underused as well. By using a balanced
combination of school closings, shifts of grade levels to
underused schools, and attendance zone changes, the
district can make better use of its facilities.

Use or sell surplus portable buildings. AISD purchases over
$1 million worth of portable buildings each year, and
continues to acquire more. If AISD sells its excess portables
it can save more than $16 million during the next five years.

Financial Management
Require fiscal impact statement showing the effect on cash

reserves of each board action. AISD maintains too little in
cash reserves, and its board is not clearly informed of the



impact budget amendments have on these cash reserves. A
fiscal impact statement should accompany budget
amendments to help board members understand the fiscal
impact of their spending.

Centralize budget forecasting and tracking to restore
accountability. Prior to the hiring of a new financial officer in
January 2000, AISD financial operations were in disarray,
with personnel scattered among various departments. The
new financial officer should centralize forecasting and
tracking of the district's $547 million budget.

Outsource district payroll functions. AISD has a
computerized payroll system, but its defects force the district
to use yellow paper index cards to manually track payrolls.
The district should hire an outside company to process
payrolls, a change that would result in more efficient
operations.

Computers and Technology

Plan for technology. A 1999 property tax increase generated
$16.7 million a year for overhauling and upgrading the
district's outdated computer systems for business and
student records. A viable plan must be adopted, and the
school board must make sure the money is spent only for
that purpose.

Reorganize technology services. The reorganization would
encompass elimination of some positions, the hiring of
students to do some work and the hiring of an outside firm to
provide some technical support services.

Safety and Security

Report crime on a campus-by-campus basis. The district
needs to meet state requirements for reporting crime on a
campus-by-campus basis, and to write campus plans for
crime prevention and intervention programs. Sharing this
information with teachers, students and parents will enhance
efforts to make the campuses safer.

Obtain a drug and weapons detection dog. In past years,
AISD has experienced a sharp increase in the number of
students referred for disciplinary actions or arrested for
offenses related to the sale or use of tobacco, alcohol or
other drugs. Since 1997, disciplinary actions increased by
115 percent, and student arrests increased by 154 percent.
A drug and weapons detection dog would promote greater



security and serve as a deterrent to alcohol, drugs and
weapons possession and use.

Asset and Risk Management

Upgrade identification and tracking of fixed assets. Twenty-
eight district-owned VCRs and a violin were found in a local
pawnshop in 1999, yet none of the items had been reported
stolen by the district. A thorough fixed-asset system would
ensure accountability and protect the district against theft,
deterioration or other losses.

Purchasing and Warehouse Services

Require principals to document and control textbook
inventories. The district paid the state $576,000 from 1996-
97 through 1998-99 for lost textbooks, and some students
began the 1999-2000 school year without enough textbooks.
Each principal must be held responsible for textbook
inventories at their school to ensure that all students have
textbooks and reduce the reimbursement payments to the
state.

Transportation

Evaluate the benefits of outsourcing transportation. AISD
contracts for a portion of its transportation operations. AISD
should determine whether privatizing its school bus
operations would save money.

Stagger all school hours. Not all campuses stagger bell
schedules to allow AISD to use each bus to service an
elementary, middle and high school. If all campuses were
required to coordinate with the staggered schedule, the
district would save an estimated $2.3 million by 2005.
Improve tracking of where students live. Gathering accurate
data on where students live would allow the district to better
plan its bus routes, and could add $1.2 million in savings.

Personnel

Document poor performing employees. Principals and
administrators who don't perform well are often transferred,
but their shortcomings aren't documented. AISD should
document the reasons for involuntary reassignments so that
supervisors can counsel or discipline problem employees



and administrators should be held accountable for annual
employee evaluations.

Overhaul personnel policies to conform to the Texas
Education Code. The AISD board should overhaul outdated
personnel policies to comply with changes in state laws and
regulations and to reduce district risks and litigation.

Limit the number of long-term employment contracts. The
district should end the widespread use of long-term
employment contracts for positions that are not required by
law to be certified.

Food Services

Evaluate the benefits of outsourcing food services. AISD
food services have been losing money since 1997-98. An
extensive series of recommendations are made by TSPR to
ensure that students receive the highest quality meals at the
lowest cost. The district also should evaluate hiring outside
contractors to manage food service operations.



Exemplary Programs and Practices

Several AISD programs and practices are models for other school
districts.

AISD operates three magnet schools that provide advanced
courses in the liberal arts, science, math and technology
subjects. One of the three magnet schools, the LBJ High
School Science Academy, graduated 55 of its 120 seniors
with national scholarships or national scholarship exam
honors in 1999.

Account for Learning is a locally funded initiative designed to
help improve reading and math skills at schools with high
proportions of economically disadvantaged students.

AISD offers the School to Career program that moves high
school students from career exploration to career
preparation. The program allows students to move from one
career path to another as they define their interests and
skills.

The nationally recognized Community Education program
has worked for 25 years with local organizations to provide
tutors and after-school services for more than one million
children and their families.

Another student service initiative provides a high level of
health care to students through partnerships with Travis
County, the city of Austin and the Children's Hospital of
Austin.

AISD works with business and community organizations
through its nationally recognized Austin Partners in
Education program to provide in-kind contributions, financial
support and more than 2,600 volunteers to 123 district
schools and programs.

AISD's automated substitute teacher-calling system has
proved effective in assuring the availability of qualified
substitute teachers. Teachers who will be absent call the
system, enter a code, and the system automatically calls
qualified substitutes until a replacement is found. The
system fills approximately 480 positions daily - 92 percent of
requests - with principals arranging coverage for the rest of
the absentees.

AISD hired its new superintendent on a contract that
emphasizes specific goals to be met, a feature that will help
trustees objectively measure performance.

In managing its $424 million building and renovation
program, the district uses building prototypes to ensure



guality and to control building costs. AISD also uses a novel
insurance program, the Rolling Owner Control Insurance
Program, that has saved an estimated $3.6 million for the
district and expanded the use of small local contractors in its
bond construction program.

Paying off some of its 1996 bonds early saved AISD $4.8
million and demonstrated the district is effectively managing
its debt.

As a partner in the Greater Austin Area Telephone Network,
a fiber optics network connecting government and public
educational institutions, the district is ensured a state-of-the-
art capability of delivering data anywhere within the district.
AISD has innovative collaborative programs with county law
enforcement providing hotline reporting of students engaging
in criminal activity through Campus Crime Stoppers, and by
providing early response to student absenteeism through the
Absent Student Assistance Project. The district also has
designated school resource officers who serve as focal
points of district safety and security efforts.



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 35 Texas school districts serving 900,000
students, or 23 percent of the state's 3.9 million public school
students. More than $406 million in five-year net savings have been
identified in the previous 35 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 July 1999, Texas Comptroller of Public Accounts Carole Keeton
Rylander announced her intention to have her nationally recognized Texas
School Performance Review (TSPR) team conduct a management and
performance review of the Austin Independent School District (AISD).
Comptroller Rylander is an AISD graduate, former AISD teacher, former
AISD school board president, mother of AISD graduates, and her first
granddaughter will enter AISD kindergarten this fall. The Comptroller was
motivated by reports that AISD officials had manipulated student dropout
data and the results of the state- mandated student achievement test, the
Texas Assessment of Academic Skills (TAAS); by AISD's lagging student
performance; and by its escalating property tax rate.

After six months of work, this report suggests concrete ways to improve
the district's operational efficiency, while identifying exemplary district
programs. TSPR offers 163 detailed recommendations that could save
AISD more than $70 million over the next five years, and proposes nearly
$13 million in reinvestments to improve the district's educationa services
and other operations. Net savings are estimated at more than $57 million.

I mproving the Texas School Performance Review

Soon after taking office in January 1999, Comptroller Carole Keeton
Rylander consulted school district officials, parents, and teachers from
across Texas and carefully examined past reviews and progress reportsin
an effort to make the Texas School Performance Review 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 the accountability of local school districts toward the
communities they serve.

Recognizing that statewide only 51 cents of every education dollar is spent
on instruction, Comptroller Rylander's approach is designed to give local
school officialsin Austin and in other Texas communities the ability to
move more of every education dollar directly into the classroom.
Comptroller Rylander also has ordered best practices and exemplary
programs to be shared quickly and systematically among 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 that 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 that public schools deserve all the attention and
assistance they can get.

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

AISD in Profile

Unlike many urban school districts, AISD generally has enjoyed
widespread community support. But in recent years, this support has
eroded under the strain of one management failure after another.

AISD is Texas fourth-largest school district, with more than 78,000
students. But from the 1995-96 school year through 1999-2000, student
enrollment grew at an average annua rate of dightly more than 1 percent-
at atime when the city's population and enrollment in surrounding school
districts boomed.

Some 49 percent of AISD students are economically disadvantaged, about
on par with the state average. At the same time, with a property tax wealth
per student estimated to exceed $301,000, AISD is one of the state's 88
"property-wealthy" districts and, in 2000-01, will become subject to
provisions of the Texas Education Code, requiring it to share its property
wealth with the state's poorer districts. Although AISD is among the
wealthiest of the state's school districts, the district spends only 48 cents of
every education dollar on instruction.



A1SD's 1999-2000 budget is more than $579 million. More than 80
percent of its revenues come from local property taxes. From 1996-97 to
1999-2000, A1SD's budgeted expenditures rose by an average of $39
million ayear. AISD's 1999-2000 tax rate is $1.54 per $100 of property
valuation, 12 cents higher than in the previous year. The rate hikeis
expected to generate an estimated $34 million per year in additional
revenue.

In 1999- 2000, the district had more than 9,600 full-time employees,
making it one of the largest employersin the greater Austin area. More
than 5,000 of these employees are teachers. The student body is 44 percent
Hispanic, 36 percent Anglo, 17 percent African-American, and 3 percent
"other." The teaching staff is 70 percent Anglo, 21 percent Hispanic, 8
percent AfricanrAmerican, and 1 percent "other." The district has more
than 100 campuses, including 11 high schools.

TSPRin AISD

Typicaly, the Comptroller's review team goes to a school district in
response to alocal call for assstance. The AISD study, however, is the
second school review that Comptroller Rylander has ordered under her
statutory authority and under criteria she established for selecting school
digtricts for reviews. Under these criteria, the Comptroller gives priority to
districts that are judged poor performing academically or financially and
to hands-on reviews that will benefit the greatest number of students.
These are the school districts and children that need help the most.

In the 1990s, AISD had six superintendents, a recipe for instability. Before
the start of the 1999-2000 school year, the AISD Board of Trustees hired
Dr. Pascal D. Forgione, Jr. as the district's new superintendent.

Dr. Forgioneis aformer U.S. Commissioner of Education Statistics, with
experience in educational administration at both the state and federa
levels. He won early, enthusiastic praise in Austin for his blunt assessment
of AISD's chronic managerial problems. With board approval, he
reorganized AISD's executive cabinet and put a new management team
into place.

Under a previous Comptroller, TSPR reviewed AISD in 1993. That report
contained 174 recommendations with projected five-year savings of $9.3
million. Following its release, AISD's administration initially rejected the
recommendations outright. Subsequent work by the board resulted in the
district accepting 88 percent of the recommendations, but the district
reported savings of only $1.8 million.

Comptroller Rylander began this second review of AISD in October 1999,
just after Dr. Forgione assumed |leadership of the district. The new



superintendent inherited an educational system that lacked accountability
a al levels. In recent years AISD's board--and parents, taxpayers, and
community members--faced repeated setbacks in student performance,
data integrity, and financial management.

AISD's student performance falls below state and regional averages. The
district's overall 1998-99 TAAS passing rate of 68 percent (most recent
dataavailable) trailed behind both the statewide average of 78 percent and
the Central Texas regiona average of nearly 79 percent. Under the state's
school accountability system, the Texas Education Agency (TEA) assigns
annual ratings to each district and campus based upon its TAAS student
passing rate, student attendance and dropout rates, and data quality, as
measured by information reported to the state.

In 1998-99, AISD had 16 schools rated by TEA as "low-performing,” up
from four in 1997-98. The 1998-99 results gave AISD the highest
percentage of lowperforming schools in the state. Two are alternate
schools. Of the remaining 14 low-performing schools, 13 have a mgjority
of minority students. Six of the district's 10 regular high schools were
rated as low-performing for high dropout rates or poor TAAS scores. Five
AISD schools have been rated as low-performing for three of the last five
years. When a school isin trouble and does not improve, children are
trapped. On the other hand, A1SD also has had some remarkable
successes, with nine schools rated as exemplary and seven as recognized
schools for about 17 percent of its campuses.

AISD's reporting of dropout students is another agonizing challenge for
the district. TEA created a new category, "Unacceptable: Data Quality,”
for AISD and three other Texas districts whose dropout data was judged to
be so severely flawed that the state could not be confident of its accuracy
or completeness. In February 2000, TEA revised AISD's ratings for the
1997-98 school year (most recent data available), bringing the district's
overall dropout rate to 8.5 percent, more than four times the rate AISD
originally reported.

In April 1999, a Travis County grand jury indicted the AISD Board of
Trustees on criminal charges of tampering with 1998 state--reported
TAAS data. The board later reached a settlement with the county attorney
and pledged to create dropout prevention strategies and better controls on
its data reporting system. AISD officials acknowledge that its methods for
data gathering and reporting--including student enrollment and dropout
information required by the state--have been flawed and unreliable for
years. AISD blames its data integrity problems on outdated information
systems. An AlSD-funded assessment of its information technology,
however, found that human error has been a significant factor in its data



integrity problems--one previously unrecognized and unacknowledged by
the district.

For years, AISD has had inefficient, obsolete, or cumbersome systems for
personnel, business and technological functions. Some remain manua and
paper-driven. From 1997 through 1999, AI1SD was unable to produce
accurate, timely student report cards, progress reports or transcripts.
While, as aready noted, AISD cites outdated technology as the cause of
its data integrity problems, it has taken no significant action to upgrade its
information technology. In 2000, AISD began a new initiative to replace
its current business and student information systems.

AlISD's financial oversight and accounting practices are unsound at best.
The digtrict's finance personnel are located on school campuses and in
various departments, including Food Services, Athletics, and Community
Education. These separate functions have little direct interaction with the
central finance department. A1SD's new chief financial officer is
attempting to consolidate the district's fragmented financia services, an
encouraging first step.

The district's employee policies and performance expectations are not
clearly defined and documented, making performance appraisals
ineffective. Some campus administrators have been repeatedly moved
from one position or school to another, without meaningful job appraisals
or counseling.

Another persistent challenge is AISD's inefficient use of school facilities.
On many elementary campuses, enrollment growth is high and classrooms
are crowded. Elsawherein AISD, facilities at several middle and high
schools are significantly underused--afact TSPR had noted in its 1993
performance review. In 1996, Austin voters approved a $369 million bond
package to finance one of the state's largest school construction and
renovation projects. Cost overruns and additional scope later added $54.9
million to the program, and total costs are currently estimated at $424
million. With funding from the 1996 bond issue, AISD opened three
elementaries and one middle school in 1999 and a middle school in
January 2000. A high school and two more elementary schools are set to
open later in 2000 and one more elementary school opens in 2001.

In summary, AISD has a new leadership team that is not tied to previous
administrations and business-as-usua practices. By selecting this team, the
AISD board has set a promising new course for the district. AISD now
must seize the opportunity to regain the community's confidence. To do
this, the superintendent must demonstrate that AI1SD is accountable,
committed to improving low-performing schools, ready to meet the needs



of at-risk students, and serious about redirecting dollars back into the
classroom.

Listening to the AISD Community

Deloitte & Touche was selected to assist the Comptroller with this review.
The TSPR team interviewed district employees, school board members,
studerts, parents, business leaders, and community members. TSPR also
held informal public forums over two nights at 10 district high schools.
Participants were invited to submit written observations on major topics of
concern or to be interviewed by a member of the TSPR review team. The
team also collected comments from letters to the Comptroller and calls to
the Comptroller's toll-free hotline. TSPR a so sent written surveysto a
random sample of district administrators and support staff, principals,
teachers, and students.

To gain additional insight into community concerns and perceptions,
TSPR held 12 focus groups with AISD stakeholders, including the Greater
Austin Chamber of Commerce; the Austin Area Research Organization;
the League of United Latin-American Citizens; Austin Latino Alliance;
the Austin Council of Parent-Teacher Associations; the Community
Education Consortium; representatives of the Hispanic and African
American communities; Spanish speaking parents; and AISD principals,
assistant principals, teachers, and bilingual teachers. Community members
and AISD staff who participated in focus groups gave ora and written
comments about 12 functional areas under review in this report.

TSPR aso conducted 650 telephone interviews with adults in arandom
sample of households in AISD's service area. Details from TSPR's surveys
and public forums appear in Appendices A through H. It should be noted
that comments received by TSPR illustrate community and AISD school
staff perceptions and do not necessarily reflect the findings or opinions of
the Comptroller or TSPR.

TSPR also consulted two databases of comparative educational
information maintained by TEA--the Academic Excellence Indicator
System and the Public Education Information Management System.
Finaly, TSPR asked AISD to select "peer" school districts with similar
characteristics for comparative purposes. AISD chose Alief, Corpus
Christi, Fort Worth, Northside (Bexar County), and Pasadena | ndependent
School Digtricts as peers. TSPR aso compared AISD to district averages
in TEA's Region 13 Education Service Center, to which AISD belongs,
and to state averages.
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The Comptroller and Deloitte & Touche wish to express their appreciation
to the AISD Board of Trustees, Superintendent Forgiore, and the many
district employees, students, and community residents who helped during
the review. Special thanks are due to Drs. David C. Duty and Lyndal L.
Haynes, who acted as AISD's liaisons with TSPR. Drs. Duty and Haynes
worked tirelessly and cheerfully to accommodate the review team's
requests for staff interviews, campus visits, and information. They also
devised an innovative method to facilitate TSPR's findings meeting with
the district--no small feat for adistrict of AISD's size and complexity.

Exemplary Programs and Practices

AISD isaschool district with some notable successes, and TSPR has
identified numerous "best practices." Through commendations in each
chapter, this report highlights model programs, operations, and services
provided by AISD administrators, teachers, and staff members. 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 include the following:

Superintendent's Performance Contract: The AISD board has
hired a new superintendent using a contract including job-specific
goals that will aid trustees in objectively measuring performance.
Magnet Program: Through three magnet schools, AISD has done
an outstanding job providing opportunities for students to explore
advanced, challenging curricula in science, mathematics and
liberal arts. At LBJ High Schooal, the class of 1999 (120 students)
included 14 National Merit Scholars, 17 National Merit
semifinalists, 17 National Merit Commended Scholars, two
National Achievement Scholarships for Outstanding Negro
Students and five National Hispanic Scholarships. At Kealing
Junior High, about 60 students received state recognition for
academic achievement in the Duke University Talent Search.
Account for Learning: AISD has developed a locally funded
initiative, Account for Learning, to assist campuses with a high
percentage of economically disadvantaged students in improving
their reading and mathematics performance.

School to Career: AISD offers a School-to-Career program that
moves students into career preparation while alowing them
flexibility for movement from one pathway to another as their
interests and skills evolve.

Student Health Care: Through partnerships with Travis County,
the City of Austin, and the Children's Hospital of Austin, AISD
provides high-quality health care services to its students.

Austin Partnersin Education: This nationally recognized program
involves businesses and community organizations in enriching all



AISD schools through volunteer services, in-kind contributions,
and financia support.

Community Education: Over its 25-year history, AISD's
Community Education program has worked effectively with local
organizations to provide tutorial and after-school services for more
than one million area children and their families. The program has
received national recognition.

Qualified Substitutes: AI1SD's automated substitute teacher calling
system has proven effective in ensuring the availability of qualified
substitute teachers.

Building Prototypes: AISD uses building prototype designs to
ensure quality and control school construction costs. In 1996,
AISD developed building prototypes for elementary, middie,
junior- high, and high schools with specific interior and exterior
features. The district uses these prototypes in all new construction
and renovation.

Insurance: AISD adopted a novel insurance initiative known as the
Rolling Owner Control Insurance Program (ROCIP) as part of its
1996 bond construction program. ROCIP has achieved estimated
savings of $3.6 million and has expanded the participation of
smaller local contractorsin the district's bond construction
program.

Bonds: AISD saved $4.8 million after refunding its Series 1996
bonds and has effectively managed its debt since the 1996 bond
election.

Telecommunications: The Greater Austin Area
Telecommunications Network is a state-of-the-art wide area
network capable of deivering virtually unlimited volumes of data
directly to any computer system anywhere in the district.

School Resource Officers: AISD's school resource officers are the
focal point of the district's safety and security efforts. They work
harmoniously with schools and provide an important asset to the
AISD community.

Absent Student Assistance Project (ASAP): ASAP, acommunity-
based collaborative effort involving the Austin and Del Valle
school districts and the Travis County constables, improves school
attendance by providing timely responses to student absenteeism.
Campus Crime Soppers. A collaborative community effort
between AISD and the Travis County sheriff's office, Campus
Crime Stoppers provides a "hot- line" and rewards for students who
report weapons and possible criminal activity in and around
schoals.

Key Recommendations and Findings

District Organization and Management



Board Election Sequence: The trustee structure and election
sequence of the district's board do not contribute to stable
governance, as two-thirds of the AISD board can be up for election
at ore time. By board resolution, AISD can restructure its trustee
elections to change the number of positions up for election to an
aternating four- and five- member sequence every two years. The
new structure would improve continuity in the board's decision
making process.

Central Administration: AISD's central administrative budget has
grown by 22 percent since 1996-97 while student enrollment grew
by only 4.6 percent. By initiating a reduction in force of 15 percent
to bring down the number of administrative positions specifically
assigned to work in the central office, the district can redirect
resources into direct classroom instruction. A 15 percent reduction
in force of central administration would result in five-year savings
of more than $18 million.

Central Office: The layout of AISD's central offices on West 6th
Street is not functional and parking is limited. The boardroom's
location and design do not promote public participation or
facilitate trustee communication. By moving the district's entire
central administration to the campus of Reagan High School, AISD
could make more efficient use of an existing facility and bring
administrators back to a school environment. As an added benefit,
AISD can net nearly $12 million from the sale.

Legal Costs: Compared to other districts of similar size and
complexity, AISD's legal expenses are excessive. The district
outsources all of itslega services and spent more than $4 million
on legal fees from 1996-97 through 1998-99. A small in-house
legal staff could manage routine legal services and assist with
litigation. Moreover, Al SD's board should adopt a policy to control
costs while outlining a framework for the use of legal counsdl.

Educational Service Delivery

Chronically Low-Performing Schools: AISD has an unacceptably
high number of campuses consistently rated low-performing by
TEA. When a school fails repeatedly, new and decisive measures
should be implemented. One such measure is reconstitution, a step
that brings a new faculty and staff to the campus. By developing a
formal district policy to allow for the reconstitution of chronically
lowperforming campuses, AISD could begin to free children from
aschool's cycle of failure.

Magnet Programs: AlSD's magnet school program is challenging
and exemplary, and many parents have urged the district to expand
the program to other curricula. By relocating the Science Academy
at LBJ High School and the Liberal Arts Academy at Johnston to



the Reagan campus and adding a high-tech component, A1SD
could create aregional magnet program open to transfer students
from surrounding districts, giving more qualified students an
opportunity to succeed. Moreover, the district's magnet middle
school at Kealing serves only 7th and 8th grade students, and
prospective students completing elementary school must attend 6th
grade at another campus. Expanding the magnet program at
Kealing to include a 6th grade would allow the district to better
meet the needs of its middle school magnet students.

Soecial Education: Although AISD reports high expenditures for
gpecial education and low student-to-teacher ratios, a number of
serious concerns have been voiced by parents and teachers. AISD
can improve its specia education services and bring accountability
to its program by creating prereferra intervention teams, creating
an accountability system to track successful changes to the regular
education curriculum, and improving data reporting to
appropriately allocate teachers throughout the district.

Facilities Use and Management

Facility Management: Facilities at three AISD high schools are
significantly underused, as are the district's middle schools as a
group. In contrast, many elementary campuses are crowded and
require portables to sustain their current enrollment. By using a
balanced combination of facility closings, shifts of grade levelsto
underused facilities, and attendance zone changes, the district can
make better use of its resources.

Portable Buildings: AISD has the highest number of portable
buildings per student among its peer districts and continues to
acquire more, while many permanent facilities are not used to
capacity. Each year, AISD spends in excess of $1 million on new
portable buildings, which are more expensive to maintain than
permanent facilities. By adopting a policy to control portable
purchases and relocations, AISD could manage its portable space
more effectively and reduce the number of portablesin use, with
accompanying savings in maintenance and custodial costs. By
better use of existing underused space in brick and mortar
buildings, new purchases could be curtailed and surplus portable
buildings could then be sold. Five-year savings are projected at
more than $16 million.

Facilities Master Plan: Although AISD isimplementing a $424
million bond program, it lacks a comprehensive facilities master
plan. For any future bond programs, such a plan would allow the
ditrict to identify the current and future needs of its educational
programs, the condition of existing schools, student and
community growth, and capital requirements.



Custodial Shifts and Saffing: AISD has not standardized its
custodial shifts and responsibilities. Although the district central
office makes recommendations to improve the quality and
efficiency of custodial services, school principals, who manage
custodians on campuses, are not obligated to follow them. A
consistent approach to maximizing the efficiency of AISD's
custodia services, including the elimination of some custodial
positions, would yield savings of more than $1.8 million over five
years.

Financial Management

Cash Reserves: AISD is not maintaining an optimum fund balance,
and the board is not clearly informed of the impact of budget
amendments on the district's total reserves. By amending board
policy to require afiscal impact statement showing the impact on
the optimum fund balance, the board will be able to make more
fiscally appropriate decisions.

Financial Accountability and Continuity: The district recently
hired an experienced and respected school financial administrator
to serve as chief financia officer (CFO). Until this action, AISD's
financial functions were in disarray, with staff located in a number
of departments, resulting in uncoordinated procedures and
controls. By forecasting and tracking AI1SD's financial cordition,
the new CFO can ensure accountability for the district's half-billion
dollar budget.

Payroll Functions: AISD's payroll operation is manual and paper-
intensive. As a substitute for an efficient, fully automated payroll
system, AISD maintains a separate, color-coded index card file for
each employee in the district. By outsourcing payroll data
collection, processing, check printing, and direct deposit functions
to an externa vendor, AISD can improve services and streamline
operations.

Internal Audit: AISD'sinternal audit function chiefly audits
student activity funds instead of district operations, and audit
activities receive little attention from board members. The district
would benefit from a balanced audit approach that involves an
annual audit planning process and aformal risk assessment of
AISD operations, programs, and controls. To ensure an
independent reporting relationship, trustees should create an audit
committee of the board that would hear audit findings directly and
oversee Internal Audit activities.

Personnel



Personnel Policies: AISD's personnel policies are outdated. A
comprehensive overhaul of personnel policies can ensure that the
district complies with recent changes in the Texas Education Code
and reduce the district's exposure to risk and litigation.

Employee Performance Evaluations. State law requires each
school district to evaluate each administrator annually, yet AISD
has no formal policy holding supervisors accountable for
completing these evaluations. An important first step is an
automated system to track the timely completion of employee
performance appraisals.

Poor-Performing Employees. AISD reassigns some principals and
campus administrators to various positions each school year with
little documentation to explain the reason for such reassignments.
By clarifying its policy on involuntary reassignments, the district
can ensure that administrators address employee performance
problems through counseling, development plans, or progressive
discipline.

Employee Contracts. AISD issues employment contracts to awide
array of employees. The district should provide only those
employment contracts required by law for positions that require
certification. By limiting employment contracts to certified
personnel, the district would lessen its exposure to the risk and
expense of litigation. In addition, this recommendation would
reduce the time spent administering contracts.

Asset and Risk Management

Employee Health Care Services: AISD has no strategy for
reducing or controlling its employee health-care costs at atime
when group health care costs are rising across the nation. The
expertise of its benefits consultant could help the district oversee
the legal, pricing, and quality issues associated with group health
plans.

Fixed Assets: In 1999, 28 district VCRs and a violin were
discovered in aloca pawnshop, yet none of the equipment had
been reported stolen. As early as 1990, internal and external
auditors raised concerns about AlSD's fixed-asset control
weaknesses. A thorough fixed asset system would ensure
accountability for district assets, provide accurate values for assets
for internal and external reporting purposes, and protect the district
againgt theft, deterioration, or other losses.

Purchasing and Warehouse Services

Textbooks From 1996-97 through 1998-99, AISD repaid the state
$576,000 for lost textbooks, and students in some classes began the



1999-2000 school year without books. By requiring principals to
document and control textbook inventories in their schools, the
district could reduce lost textbook charges and ensure an adequate
supply of textbooks for all students.

Computers and Technology

Technology Planning: AISD has repeatedly attempted to acquire
new technologies, but the board has not acted on long-range
technology solutions. The district has earmarked a $16.7 million
annual tax increase to fix its business and student information
systems, and the board must take steps to ensure that this money is
spent only to replace and overhaul technology. By committing to a
viable technology plan that identifies necessary changesin
information systems over the next five years, the district could
make significant progress. AISD also should reorganize its
technology servicesto provide better service to customers and
support a new technology infrastructure. This reorganization would
allow AISD to hire knowledgeable staff to support its new
systems.

Transportation

Sudent Transportation: AISD experiences some benefits from
privatization in the form of savings realized from its outsourcing of
transportation for magnet program students. By developing a
request for proposals, the district could attract competitive bids that
will enable the district to decide if outsourcing would deliver better
transportation service and result in savings.

Staggered Bell Schedule: AISD has adopted a staggered bell
schedule for its school start and end times, but not all campuses
follow it. Staggered bell times allows a district to use its buses
more efficiently, with each vehicle servicing an elementary,
middle, and high school. Failure to comply with the schedule
forces the district to run more buses than necessary. Five-year
savings are estimated at nearly $2.3 million.

Sudent Census Data: AISD does not currently have accurate and
timely student census data. With student census and demographic
information, AISD can create more efficient routes, increasing the
ratio of ridersto miles and the district's state transportation
reimbursement. Better routing should result in afive-year savings
of nearly $1.2 million.

Food Services



Food Service Deficit: AISD has not addressed and remedied key
operationa deficiencies in food services that have contributed to
substantial financial losses since 1997-98. A series of extensive
corrective measures are detailed for making the district's operation
more effective and efficient. A regular evaluation of the
desirability of outsourcing food services could also be a useful tool
in ensuring that students receive the highest-quality meals at the
lowest cost.

Safety and Security

Crime Incident Data: AISD has not updated its district and campus
improvement plans to meet new state requirements for disclosure
of statistics on the number, rate, and type of violent or criminal
incidents occurring on each district campus. State law also requires
campus improvement plans to contain goals and methods for crime
prevention and intervention. By sharing such information with the
AISD community, AISD can enhance its commitment to a safe and
secure learning environment for all students.

Savings and | nvestment Requirements

Many of 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 savings or the enhancement of productivity and
effectiveness.

Summary of Net Savings

Full implementation of the recommendations in this report could produce
net savings of nearly $6 million in the first year (Exhibit 1). AISD could
achieve total net savings of more than $57 million by 2004-05 if al of
TSPR's recommendations are implemented.

Exhibit 1
Summary of Net Savings
TSPR Review of Austin Independent School District

Y ear Total
2000-01 Initial Annual Net Savings $ 5,823,066
2001-02 Additional Annual Net Savings $ 11,085,927
2002-03 Additional Annual Net Savings $11,995,103
2003-04 Additional Annual Net Savinas $9.023.951




2004-05 Additional Annual Net Savings $ 9,265,372
One Time Net Savings $ 10,248,384

TOTAL SAVINGS PROJECTED FOR 2000-2005 | $ 57,441,803|

A detailed list of costs and savings by recommendation appearsin Exhibit
2. The page number for each recommendation is listed in the summary
chart for reference purposes. Detailed implementation strategies,

timelines, and estimates of fiscal impacts follow each recommendation in
this report. The implementation section associated with each
recommendation highlights the actions needed to achieve the proposed
results. Some items should be implemented immediately, some over the
next year or two, and some over several years. Many TSPR
recommendations would not have a direct financial impact but nonetheless
would improve the district's operations.

TSPR recommends that the AISD board ask district administrators to
review the recommendations, develop an implementation plan, and
monitor its progress. As dways, TSPR staff members are available to help
implement these proposals.



Chapter 1
DISTRICT ORGANIZATION AND MANAGEMENT

This chapter reviews the Austin Independent School District's (AISD)
organization and management in five sections:

A. Governance

B. Planning

C. Policies and Procedures

D. District Management

E. School Management and Site-Based Decision-Making

School boards are responsible for setting policies to be devel oped and
carried out by the district administration. School boards that govern well
ensure that the district obtains and delivers the services, products, tools,
and equipment that its employees need to do their jobs; adheres to state
law; and sets local policiesthat chart the direction of educational programs
and services and establish standards to measure success.

When the board, district employees, parents, students and the community
work together to achieve their goals as a team, they can adapt to and
embrace change and build an enduring reputation for educational and
administrative excellence.



Chapter 1

A. GOVERNANCE

School board governance is determined by the leadership of a Board of
Trustees. Board leadership roles includes the hiring of a superintendent to
administer ad lead day-to-day district operations. Trustees also set district
policies, approve the budget, monitor expenditures, set the tax rate and call
bond elections. Trustees must reflect community expectations when
setting policies that guide educational achievement and district
administration.

AISD's legislated board structure consists of nine members elected to
four-year terms. Seven of the trustees are elected from single- member
digtricts; the president and vice-president are elected at large. Three board
seats and then six seats are filled during elections held every two years on
the first Saturday in May. If avacancy occurs, it isfilled by appointment
until the next regularly scheduled election. In keeping with the Texas
Education Code, board members are not financially compensated for their
board service. AISD's board is listed in Exhibit 1-1.

AISD holds regular board meetings on the second and fourth Mondays of
each month at 7:00 p.m. in the Carruth Administration Center, 1111 West
Sixth Street. Posted public notices are required for all called board
meetings. Board meetings are held to transact the business of the district
and are open to the public in accordance with the state's Open Meetings
Act. Board meetings may be closed to the public only during executive
sessions when personnel matters, student hearings, real estate transactions
and other specific legal matters are discussed. Trustees hold special
meetings and work sessions as needed. All public meetings are broadcast
live on AISD Cable channel 22 and are periodically rebroadcast.

Exhibit 1-1
AISD Board of Trustees
1999-2000
Term Length of
. . Service .
Name Title Expires f Occupation
May asof May
2000
Kathy Rider |President |2002 8 years Clinical Socia Worker
Doyle Vice :
Valder President 2002 2 years Business Owner




Ted
Whatley* Secretary | 2000 8 years Consultant
Loretta Research Manager, Austin
Edelen Member 12002 byears Community College
Rudy Deputy Director, Office of
Member | 2000 5years the Attorney Genera of
Montoya, Jr.
Texas
Liz .
Hartmart* Member | 2000 8 years Education Advocate
Ave Member | 2002 2 years Business Owner
Wahrmund y
Peatricia
Whiteside Member | 2002 2 years CPA
Specia Projects
OlgaGaza |Member 2002 2years Consultant, Texas
Education Agency

Source: AlSD Director of Special Projectsand Intergovernmental
Relations.
*Trustee who did not seek reelection.

Citizens may sign up to speak at board meetings on the day of the meeting
from 7:45 am. to 4:45 p.m. in the Superintendent's Office, Room A250 of
the Carruth Administration Center, and during the hour preceding the
meeting in the Board Auditorium. Speakers must sign up in person and
compete a form indicating the issue about which they will speak and
whether they want the administration to provide a response. Citizens may
voice complaints about specific district personnel, but these individuals
may not be named. Each speaker is given three minutes before the board,
but the board reserves the right to shorten speaking periods to ensure that
everyone who has signed up has the opportunity to speak within the hour
allowed for citizens communications.

According to local policy, the board and superintendent take no votes or
specific actions on citizens' requests or complaints during the meeting.
Following the board meeting, citizens communications that require
responses are forwarded by the superintendent's office to the appropriate
staff members. These employees respond to the citizen, document the
communication, and return the completed response to the superintendent's
office. The special assistant to the superintendent reviews and files these
responses. Board members are kept up to date about the progress of any
particular issue. In cases where requiring additional follow-up is required,



the special assistant confers with staff members and restarts the resolution
process until the citizen's concerns are addressed or resolved.

In December 1999, the superintendent and board completed a
reorganization and hiring process that finalized the superintendent's top
administrative team. In January 2000, the superintendent redefined his
cabinet as follows (Exhibit 1-2):

Exhibit 1-2
Superintendent's Cabinet
1999-2000

Title

Deputy Superintendent, Accountability & Information Systems

Deputy Superintendent, Bilingual Education and Human Resources Devel opment

Deputy Superintendent, Curriculum, Instruction & Professional Development

Deputy Superintendent, Finance/Chief Financial Officer

Area 1 Superintendent

Area 2 Superintendent

Area 3 Superintendent

Area 4 Superintendent

Area 5 Superintendent

Associate Superintendent, Development and Community Partnerships

Special Assistant to the Superintendent

Source: AISD Director of Special Projects and Intergover nmental
Relations.

The superintendent's cabinet meets weekly to discuss the devel opment ard
progress of major district initiatives and other important issues related to
district operations and upcoming board meeting agenda items. Weekly
cabinet agendas are distributed to cabinet members and other senior staff
members in each division. Cabinet members are encouraged to involve
other division employees in cabinet meetings when the agenda includes
items specific to their work.

As of January 2000, the superintendent's office is using a more consistent
approach to better inform the board of progresson major district
initiatives. For example, the board receives quarterly reports prepared by
deputy superintendents overseeing various programs. The report dates are




reflected in the board agenda calendar. The calendar is aworking
document that includes board meeting agendas through September 2000 as
well as a schedule of annual items brought before the board, such as the
yearly district calendar, the District Improvement Plan, Campus
Performance Objectives and other items.

Agendas are developed with direct input from the superintendent's cabinet
and the Board of Trustees. Notices for lunch- hour agenda- setting meetings
are posted and open to all board members. The district is experimenting
with aternatives to these agenda- setting meetings, however, as the lunch
hour is not convenient to al board members. After the superintendent's
team devel ops the board agenda, the cabinet completes the research and
planning required for the board's deliberations.

Agenda development requires careful planning, attentionto detail, good
communication and trust. A good agenda covers the important business of
aschool district aswell as routine processes. It should be ordered so that
critical items recelve the time they need to be adequately addressed. If a
board has a high level of trust in its superintendent, based on demonstrated
competence and leadership, routine decisions, such as the paying of bills,
personnel hiring and the selection of contractors should take a minimum
amount of the board's meeting time. Every agenda should be designed to
address the development and implementation of board policy and district
management over the long term.

FINDING

During the 1990s, AISD had six superintendents. Exhibit 1-3 summarizes
their tenure since 1990.

Exhibit 1-3
AISD Superintendent Tenures
1990-Pr esent
Title Dates of Service ‘
Gonzalo Garza (Interim) | June 1990 - February 1991 ‘
Jim Hensley February 1991 - July 1993 ‘
Terry Bishop (Interim) | July 1993 - December 1994
Jim Fox January 1995 - May 1998 \
A. C. Gonzaez (Interim) | May 1998 - August 1999
Pascal D. Forgione, J. | August 1999 - Present ‘




Source: AlSD Director of Special Projects & Intergovernmental
Relations.

In TSPR's review published in February 1993, AI1SD was described as
possessing few if any of the characteristics essentia to effective
governance and management. Interviews with board members and senior
administrators at that time indicated that the relationship between the
board and district managers was at best adversarial and at worst
counterproductive.

In 1998-99, well-publicized reports of Texas Assessment of Academic
Skills (TAAS) tampering, inaccurate dropout data, an inability to produce
report cards, school facilities design and construction errors, and

miscal culated food service department revenues all added to the
perception of a district gone awry. Participants in TSPR focus groups
consistently reflected public doubts concerning the board's ability to
choose a competent, dedicated superintendent.

Former AISD boards offered superintendents and interim syperintendents
contracts that did not include clear goals and performance measures to
facilitate their achievement. These contracts also did not tie performance

to pay.

In October 1999, interviews with board members revealed that they are
keenly aware of the need for stability and are willing to make changes
from past practices. Before the start of the 1999-2000 school year, trustees
hired a new superintendent and approved a new superintendent contract
that ties performance to compensation by including a bonus for the
achievement of stated goals. The district is now one of a handful of Texas
districts with such superintendent contracts.

In a September 1999 board retreat, board members worked with the
superintendent to develop superintendent performance goals, as required
by Texas state law. In December, the board and superintendent met again
to develop afinal product. Key elements of the superintendent's
performance goals developed at the December retreat included the
following:

1. Students show improved achievement.

2. Students graduate on time.

3. AISD will have quality teachers and principalsin all schools.

4. AISD will collaborate and communicate with parents and the
greater community.

5. All data systems provide reliable, accurate and useful information.

6. All schools and district facilities are safe, clean and have orderly

environments.



7. The bond program will be successfully implemented.

Each of these elements includes specific goals and indicators and one- and
three-year deliverables for each, and designates the primary
(superintendent) and secondary person(s) responsible for achieving them.
The first evaluation of Superintendent Forgione will take place before the
end of August 2000. At the end of each contract year, the superintendent is
eligible for a performance bonus as determined by the board in a formal
annual review.

COMMENDATION

The AI1SD board has hired a new superintendent using a contract that
includes job-specific goalsthat will aid trusteesin objectively
measuring per for mance.

FINDING

The structure and election schedule of the AISD board do not contribute to
stable governance. Two-thirds of the AISD board members are up for
election at one time. Three positions are up for reelection in May 2000; the
remaining six will stand for election in 2002. If al of the 2002 group
decline to run again, six positions will change at once, including the
president and vice president. In 1998, four members of the board changed.

The business of a public school district of AISD's sizeis challenging and
complex and it may take severa years for some new trustees to feel
confident in the role. When up to six members can change at one time, the
board's ability to function smoothly through the transition can be sorely
tested. Most Texas school districts elect their board members in a more
balanced, yearly sequence. Typically, Texas districts have seven member
boards with three-year terms and hold elections for two or three seats
every year.

The 1991 Legislature, however, made changes to Section 21.023 of the
Texas Education Code that specifically affected AISD. These changes,
which took effect in 1992, required the district to adopt four-year terms,
create single-member districts, and hold at-1arge elections of the board's
president and vice-president. Later legidlation (reflected in Section 11.059)
keeps these provisions in force. Section 11.062 allows the board to change
the board election structure regarding the three/six split through a
resolution.



Recommendation 1:

Restructure AI1SD's process for board elections by passing a
resolution to change the number of trustee positions up for election to
afour- and five-member sequence every two years.

The board should pass a resolution to alow for an election cycle that
would put four and then five board members up for election every other
year. Thisis allowable under Education Code 11.059 and 11.062. Because
seven of the members are elected from single-member districts and the
president and vice-president are elected at large, it would be advisable for
both the president and vice-president to be up for election at the same
time.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The board directs the superintendent to assign the director of October
Special Projects and Intergovernmental Relations to formulate 2000
the restructuring plan.

3. | The board approves the plan and seeks community consensus November
for the structural change. 2000

4. | The board passes a resolution to implement the restructuring December
plan. 2000

5. | The plan isimplemented and the new structure begins with the December
May 2001 board €election. 2000

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

Some AISD board members have departed from their legitimate policy-
making roles to become involved in the day-to-day management roles that
should be performed by the superintendent and his staff. In interviews,
some trustees said they make a conscious effort to avoid becoming
involved in district management issues such as employment decisions.
However, participants in administrative staff interviews and community
focus groups said that some trustees do occasionally assume the
management prerogatives of principals and central administrators. In a
TSPR survey, 51 percent of principals and assistant principal s disagreed,
while 31 percent agreed, that board members understand their role as
policymakers and stay out of the day-to-day management of the district.




Some board members may view such interference as benign or even as
necessary. However, board forays into the administration's domain can
undermine trust in the relationships that exist among principals, teachers,
central administrators, and the board as a whole. While the mgjority of the
board said that they understand their role as a policymaking body, board
micromanagement in administrative and operational areas still occurs.

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 that they may tend to jump in to try to "fix"
some situations. The Spring Independent School District board has 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
the management of 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 I1SD's board presidents and administrators

have made presentations to other school district boards regarding board
management, use of board committees, and long-range planning at state
and national educational conferences and in other school districts.

Recommendation 2;

Establish board self-censor ship guidelinesto avoid micromanagement
activities.

The AISD board could benefit from examining the Texas Association of
School Boards (TASB) guidelines for self-policing, as Spring ISD has
done. Recognizing that training alone is not sufficient, the board and
superintendent should continue their present efforts to communicate
frequently outside of board meetings. Special AISD board meetings and
retreats should include ongoing discussion of good governance practices.

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 parent/student problems,
board members should inform citizens about the proper use of the chain of
command for addressing such issues. The use of afacilitator for guidance
and the support of knowledgeable, externally designated volunteers for
feedback also would be helpful.

While the board and administration have specific roles and functions that
should be clearly delineated, their roles and functions are interrelated and



interdependent. Additional internal AISD board training and discussions
on governance should focus on legal and local updates of board policy and
procedures and guidelines concerning planning, accountability, and
personnel.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | Thedirector of Specia Projects and | ntergovernmental July 2000
Relations obtains self-censorship guidelines from TASB.
2. | The board reviews the guidelines. August 2000

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

4. | The board members attend training sessions, designate September 2000
external "feedback™" persons and use a facilitator in specia and Ongoing
district meetings and retreats.

5. | The board members, using an evaluation instrument January 2001
devel oped by the Superintendent's Office, assessthe value | and yearly
of additional training and the use of facilitators and thereafter

"feedback” persons.

FISCAL IMPACT

Additiona costs for training and facilitators would be $2,000 per year
based on an eight-hour session ayear at a cost of $250 an hour for a
facilitator ($250/hr. x 8 hours = $2,000 a year).

Recommendation 2000-01 | 2001-02 | 2002-03 | 2003-04 200405‘
Establish self-censorship
guidelinesto avoid ($2,000) | ($2,000) | ($2,000) | ($2,000) | ($2,000)
micromanagement activities.

FINDING

AISD's board conducts two regular meetings a month. The meetings each
last an average of five or more hours. An October 1999 board meeting that
TSPR attended began at 6:30 p.m. and lasted until 1:45 am. (Severd
central administrative personnel indicated that this particular board
meeting was unusually long.)

However, afocus group meeting with an Austin civic group and
interviews with present and former board members revealed that the time



spent on board duties is a key issue that should be examined. Several
members of the civic group said that, due to alack of proper meeting
preparation and management, "being on the board has turned into a full
time job." Former and present board members also expressed concern
about the length and frequency of board meetings. Severa said that more
time spent in meetings did not trandate into greater confidence that they
received better or more useful information about district matters.

In addition to the two regular meetings per month, the board also holds
two agenda- setting meetings per month, and can hold special meetings as
well. Including planning time, these meetings require the involvement of
the superintendent's cabinet and other district employees essentialy for the
whole month.

Many large Texas districts hold a board "work session” in the week prior
to regular board meetings. These sessions include a review of the agenda
developed by the superintendent's administrative team and board officers
the week before. Reports from administrators are presented at this time.
The work session allows the board an additional period to ask questions
before the regular board meeting. No votes are taken during work
sessions.

Recommendation 3:

Reduce the number of regular board meetings to one meeting a month
and begin holding board work sessions prior to each meeting.

Reducing the number of board meetings would encourage better use of
trustee and administration time and would require district administration
to better plan how items are presented to the board.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The board charges the administration to plan for reducing the July 2000

number of regular board meetings from two to one meeting a
month

2. | The administration presents a restructuring plan to the board. August
2000
3. | The board votes to reduce the number of regular board meetings | September
to one meeting a month and to begin holding board work 2000

sessions prior to each meeting.

FISCAL IMPACT




The time required for regular board meetings would be reduced,
encouraging better use of time and better organization. Meeting costs also
would be reduced as would the cost of reproduction for printed materials
and of producing and airing the meetings for cable viewing. However,
these savings cannot be estimated.

FINDING

AISD's board uses a timed agenda where every board agendaitem is
allocated a certain amount of time for discussion. The time allocated for
some items, however, seemstoo long and often these periods are
prolonged further due to board questions or speakers and presenters who
exceed their alotted agendatime.

Meetings aso are lengthened in part by presentations or reports that are
not adequately summarized. Many presentations contain extensive
personal references and stories and do not focus on key points. Current
and past board members say that reports often lack executive summaries
and are not clearly written or presented, particularly financial and budget
reports. Current and past board members said that asking some
administrators for better reports produced little in the way of results.

Recommendation 4:

Develop an executive reporting format for board materials that
provides pertinent summary data to better enable the board to make
informed decisions.

The format should incorporate current guidelines and use graphics such as
bar graphs and pie charts to illustrate comparative data and explain
significant variances.

Improved executive summaries, along with better presentations by
administrators, should result in a better-informed board. Training and
presentation feedback sessions should be used to support improved
reporting by administrators and staff. Reports and presentations should
include information that is relevant and the content should be developed in
amanner and framework that can be clearly understood.

A more knowledgeable board should be able to make better decisions.
This should help build and sustain a greater level of confidence, trust and
cooperation between the board and administration. Less repetitive and
unproductive discussion would take place and board meetings would be
shorter and more effective.



This recommendation would require administrators to devote some time to
the improvement of their board presentations, but eventually should result

in shorter, more productive board meetings. This would alow

administrators to spend more time attending to other district business.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent, together with his cabinet, devel ops several May 2000
samples of executive summary reports and submits them to the
board for review and comment.

2. | The board responds with suggested revisions and the June 2000
administrative staff finalizes the reporting format.

3. | Human Resources and Professional Development form a team June 2000
of administrators and others who make presentations to the and Ongoing
board to practice and critique the style and content of each as needed
other's presentations. Outside trainers are brought in for a
presentation and report training session.

4. | The superintendent submits executive summary reportsto the | July 2000 and
board for appropriate agenda items. thereafter

FISCAL IMPACT

This recommendation can be implemented with existing resources.




Chapter 1

B. PLANNING

Proper planning establishes a district mission and identifies goals and
objectives, sets priorities, identifies ways to complete the mission, and
determines performance measures and benchmarks to chart progress
toward the achievement of the goals and objectives. In its purest sense,
planning anticipates the effect of decisions, indicates the possible financial
consequences of alternatives, focuses on educational programs and
methods of support, and links student achievement to the cost of
education.

Certain plans and reports are required by law. These include the District
Improvement Plan (DIP), an annual report on student achievement goals;
Campus Improvement Plans (CIPs), annual reports on each school's
student achievement goals; a biennial district evaluation report, and a
district performance report. To further meet the requirements of the
Education Code, the district must form specific committees to develop the
DIP, CIPs and other mandatory plans. These committees include a district-
level DIP committee and campus-level CIP committees. The district- level
committee also must consult with the superintendent concerning the
planning, operation, supervision, and evaluation of the district's
educational program (Education Code 11.252(f)).

Other plans and reports not specifically required by law are nonetheless
essential to sound district operations and can have a significant impact on
district management and fiscal accountability. These planning efforts
include the calculation and planning of student enrollment projections;
facilities planning; planning for food service, textbook acquisition and
distribution, and school staffing; and districtwide budgeting and financial
planning. The accuracy of these plansis extremely important to the
smooth functioning of any district.

FINDING

Over the last five years, AISD's student enrollment has grown at an
average annual rate of only about 1 percent, at atime when the city's and
county's population have grown by 3 to 4 percent per year, according to
the City of Austin Planning Department. Moreover, in contrast to this
enrollment trend in AI1SD, student enrollment in surrounding school
digtricts is booming. The Round Rock 1SD is growing by nearly 5 percent
per year; Del Vale ISD by more than 6 percent; Pflugerville ISD by more
than 8 percent; and Leander ISD by more than 10 percent.



If AISD's student enrollment had kept pace with Austin's growth, the
district would be in better financial shape as it enters Chapter 41 status.
Each new child enrolled in AISD equates to about $5,000 in revenues that
the district would be able to keep. The state's funding formulas are tied
directly to the average daily attendance of students.

The calculation of a district's property wealth per student is simply the
total appraised property values in the district divided by the weighted
average number of students in attendance. As the number of studentsin
attendance goes up, the calculated property wealth per student goes down,
and the amount of money the district has to send back to the state goes
down. And, as long as a Chapter 41 district does not charge tuition for
nonresident students, the district benefits from any non-resident students
that transfer into the district.

Other districts in the state have taken aggressive steps to increase student
enrollment to maximize funding, improve staff productivity and make
better use of underused facilities.

In 1996, for example, the Ydeta ISD in El Paso was faced with a declining
student enrollment, similar to that experienced by many other urban
districts. Y deta capitalized on its strong student performance and opened
its doors to students from outside the district, if space was available. In the
first year, 1,250 students from other districts took advantage. In 1998,
more than 2,000 students transferred into Y sleta; some transfer students
must travel from one end of the county to the other to attend the school of
their choice. Parents are expected to show some commitment by providing
transportation to and from school-and they do.

Those transfer students and their parents must show their will to learn in
other ways as well. Y deta sets student standards for conduct, attendance,
and grades-and enrollment can be revoked if these standards are not met.
Moreover, Y deta specifically requires a parent or guardian to participate
inall parental activitiesin the district or at the student's campus.
Opponents to the district's transfer policy claim that Y deta's taxpayers are
subsidizing other districts children. But under the state's funding formulas,
education dollars are attached to the students. And, asisthe casein AISD,
the district had excess capacity at certain schools and in certain classes
within certain schools. Therefore, the district could make better use of
facilities and improve the productivity of staff by serving more studentsin
these underused locations.

Recommendation 5:

Develop a comprehensive strategy to boost student enrollment and
average daily attendance in the district.



In concert with city, county and area business and civic leaders, AISD
should develop a comprehensive strategy to bring students back to the

digtrict. This plan should include strategies for drop out recovery, truancy
reductions and enhancements to current magnet and special programs that

could attract other students and families to the district. In addition, the

district may want to enlist the help of area businesses in publicizing the

many positive programs available in AISD.

IMPLEMENTATION STRATEGIESAND TIMELINES

1. | The superintendent creates a task force made up of civic, business | May 2000
and governmental groups and supported by AISD educators,
public relations staff and other administrators to research the
issue including best practices in other districts, and to develop
recommendations.

2. | The task force concludes their study and presents areport tothe | December
board and administration for consideration and approval. 2000

3. | The superintendent and board consider, modify and finally January
approve the recommendations of the task force. 2001

4. | The board and administration begin the task of implementing the | February
task forces recommendations. 2001

5. | The administration regularly reports to the board, either monthly | Ongoing

or quarterly, on the district's progress in implementing the
recommendations and on the current student enrollment and
attendance figures.

FISCAL IMPACT

This recommendation can be implemented with existing resources.
Although o fiscal impact is being claimed as part of this
recommendation, Al1SD could achieve additional revenues of $3.85
million annually if student attendance were to increase by even an
additional 1 percent next year (77,000 students X 1% = 770 students X
$5,000 = $3.85 million). A 5 percent enrollment increase over the next
five years could result in additional annual revenues of $19.25 million
(77,000 X 5% = 3,850 X $5,000 = $19.25 million).

FINDING

Coordination between AISD departments and divisions and school
campuses in developing student enrollment projections has not been

effective. For the 1999-2000 school year, initial enrollment projections for
elementary schools and the total for all regular education campuses were

accurate.




However, 1999-2000 studert enrollment projections for AISD high
schools and middle and junior high schools were from 1 to 5 percent of the
target figure. Thus while overall district enrollment projectionsin 1999-
2000 were accurate, some secondary campus-specific data varied in
quality. Even avariance of several hundred students can have a significant
effect on planning for facilities, textbooks, school staffing, food service
and other vital district functions.

The accuracy of enrollment projections can aso be undermined by flawed
student attendance data collected by individual district campuses,
particularly at the high school and middle school level. Given the district's
recent problems with the integrity of student dropout data, the higher
student enrollment projections developed for individual high schools and
middle schools are at least partially affected by the inaccurate attendance
numbers from those particular campuses.

Exhibit 1-4 provides the projected and the actual enrollment figures for
the 1999-2000 school year for four consecutive six- week enrollment
periods ending on February 18. All of the columns listed as "Difference”
and "Percent Off-Target" represent the difference between the projected
1999-2000 student enrollment figures and the actua figures reported from
the schools for the six-week period. Student enrollment on special
campuses is represented separately in the exhibit.

A February 2000 reorganization placed the primary responsibility for
devel oping student enrollment projections in the Office of Student
Services and Planning under the deputy superintendent for Accountability
and Information Systems. Before this reorganization, responsibility for
developing enrollment projections was split between the office of Student
Services and a planning group in the department of Construction
Management and Maintenance Services. These two planning groups also
obtained input from school principals and from support service
administrators about conditions that would affect student enrollment.
Some of the data collection is outsourced.

The methodology that is employed includes long-range planning models
with up to ten years of historical data as well as shorter four-and one-year
planning models. AlSD's geographic approach includes monitoring
household growth and decline in fully built subdivisions and projected
building in undeveloped or in-fill property areas. A small area model
divides the district into 1,042 planning areas within the 230 square mile
AISD boundary. A cohort survival model, which uses a four-year history
that shows enrollment progression from year-to-year through grade levels
within schools, is used to project enrollment for new schools.



Student Services and Planning looks at growth and decline trends and uses
ten years of historical data by school and by grade level. These numbers
are further impacted by the average daily attendance reports generated by
the schools, new boundaries tied to the opening of new schools and
readjustment of boundaries for overcrowded schools. The first

benchmarks for the next year projections are taken at the end of the first
six weeks of classes. Final projections are made in March and are used in
the budgeting process.

Exhibit 1-4
Projected and Actual Enrollment
1999-2000 School Y ear

Projected Six Week Per cent
School Level 1999-2000 Period Difference| Off-
Enrollment Enrollment Target

High Schools 20,266 | 1% Sx | 20,045 -221 1%
Weeks
Ending
09/17/99

2" gix
Weeks
Ending
10/31/99

19,901 -365 2%

3dgx
Weeks
Ending
12/16/99

19,720 -546 3%

4" gix
Weeks
Ending
02/18/00

19,151 -1,115| 5.5%

Middle/ Junior Highs 16,069 | 1% Sx | 15,550 -519 3%
Weeks
Ending
09/17/99

2" gix
Weeks
Ending
10/31/99

15,631 -438 3%




39six
Weeks
Ending
12/16/99

15,556

-513

3%

4" Six
Weeks
Ending
02/18/00

15,695

-374

2%

Elementary Schools

42,113

1% Six
Weeks
Ending
09/17/99

42,442

+329

1%

2" gix
Weeks
Ending
10/31/99

42,157

+44

Less
than
.10%

395x
Weeks
Ending
12/16/99

42,091

-22

Less
than
.10%

4" S§ix
Weeks
Ending
02/18/00

42,327

+214

0.5%

Special Campuses

187

1% Six
Weeks
Ending
09/17/99

159

-28

n/a

2" Six
Weeks
Ending
10/31/99

164

-23

n/a

395ix
Weeks
Ending
12/16/99

143

n/a

4™ Six
Weeks
Ending
02/18/00

135

-52

n/a




Tota for al regular Schools
Total for Special Campuses
District Total

78,448
187
78,635

1% Six
Weeks
Ending
09/17/99

Regular

78,037

-411

0.5%

1% Six
Weeks
Ending
09/17/99
- Special

159

-28

n/a

2" gix
Weeks
Ending
10/31/99

Regular

77,689

-759

1%

2" Six
Weeks
Ending
10/31/99
- Special

164

-23

n/a

395ix
Weeks
Ending
12/16/99

Regular

77,367

-1,081

1.4%

395ix
Weeks
Ending
12/16/99
- Special

143

n/a

4" Six
Weeks
Ending
02/18/00

Regular

77,173

-1,275

1.6%




4" Six
Weeks
Ending 152 -35
02/18/00
- Special

n/a

Source: AISD Office of Student Services and Planning.

While these current enrollment numbers do not agree with enrollment
figures reported to TEA or in other areas of this report, these were the
most up-to-date numbers available from the district.

School districts that have similar or greater challenges than AISD and are
able to consistently generate significantly better enrollment projections are
Cypress-Fairbanks ISD (CFISD) and peer district, Northside I SD.
According to CFISD's director of Planning and Research, their goal and
the target that they achieve is within 1 percent of accuracy for each level

of high school, middle and junior high school, and elementary. One
percent is a genera standard for districts the size of AISD.

Recommendation 6:

Create a cross-functional planning team to develop reliable student
enrollment projections.

AISD should examine the core causes of inaccurate student enrollment
projection. The district has now combined the function of projecting
student enrollment that was previously split across Student Services and
Planning Services in Construction Management. The next step isto
develop a cross-functiona district wide team to investigate current
problems and shortcomings in methodology. The cross-functional team
approach should be an ongoing district effort. More accurate projections
will have a positive impact on many of AISD's planning efforts.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The board president directs the superintendent to investigate the | May 2000

methodology and other possible sources or causes of inaccurate
student enrollment projections.

2. | The superintendent directs the Office of Student Services and June 2000

Planning to create a cross functional districtwide planning team
to investigate and to develop a better methodol ogy.

3. | The superintendent and team report the results to the board. September

2000




4. | The superintendent directs the team to reeval uate the 2000-2001 October
school year enrollment projections and make recommendations 2000
for necessary adjustments.

5. | The board and superintendent receive periodic progress reports | Ongoing
from the team regarding the methodology and the accuracy of
student enrollment projections.

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

Since the early 1990s, AISD's overall planning efforts have been
fragmented and have not consistently met Texas Education Code
requirements. The AISD board, superintendent, and the superintendent's
leadership team are responsible for the district's overall planning effort.
While the district does a generally good job of involving key playersin the
planning process-such as the board, central administration, school campus
personnel, parents, business, and community leaders-AISD also has a
history of starting a planning process and then failing to follow it through
to completion.

The Texas Education Code requires school districts to develop a new DIP
every year. Until recently, the last AISD DIP was completed and approved
by the board in the early 1990s. A new DIP was drafted in 1997-98 but
was not approved by the board. Superintendent Forgione completed afinal
draft DIP in November 1999. On January 10, 2000, the AI1SD board
approved DIP district goals and objectives. The completed DIP was
finalized and passed by the board in February 2000. The district had been
without a current DIP since 1992.

A long-term strategic plan for the district was completed and approved by
the board for the period of 1992 to 1997. A "Comprehensive Plan” was
completed in 1997 to be implemented until 2001. This Comprehensive
Plan, however, was never formally approved by the board. At the time of
its completion, the board did not consider this plan to be a functional long-
term strategic plan. Nevertheless, central administrators and principals
made an effort to accomplish the plan's goals, which included a number of
administrative initiatives.

In al, AISD lacks a comprehensive planning approach that ties long-term
strategic goals to short-term management goals. In addition, the plans and
reports that are produced vary in quality and usefulness. This problem
affects all of the numerous types and levels of district plans and reports,




and suggest a need for better methods. Administrators do not use strategic
planning as a management tool at the central or levels to achieve their
stated goals and objectives. Good strategic planning can be used to support
long- and short-term management plans.

A sample of completed plans approved by the board shows that most do
not include an implementation methodology, timetables, assigned
accountability for various action steps, analyses of their immediate and
long-term impact on the district's budget, or methodologies for measuring
plan outcomes. AISD's budget, moreover, is not used as a tool to support
the planning process.

A best-practice example is Cypress-Fairbanks ISD's use of a
comprehensive planning and budgeting process that integrates all of the
district's plans and budgeting within a yearly timetable.

Exhibit 1-5 shows CFISD's planning and budget process. Exhibit 1-6
describes the various plans, processes and reports.



Exhibit 1-5
Timetable
Cypress-Fairbanks|SD Yearly Planning and Budget Process

Planning Activities MMonth (by number)

and Products 11 (12 |1 2 13 |4 |5 |s |7 8 |9 [1o]11
Long Range Plan * |¥Xx | |E |E |[E |E |E |[E |E [E |E
Board Goal Setting ¥ |¥ |o |E |E |E |[E |E |E |E |E |E
District Improvermnent XX |X |=|0 |E |E |E |E [E |E
Plan
Budget Development ¥ |¥ |=|l=|=|=|==|0 |E |E |E |E
Student Enrollment ¥ | ¥ |=|0 |E |E |E |E |E |E |E |E
Staffing ¥ |¥|=|© |E |E |[E |E |E |E
Salary Paclage® E |X | X |=|=|0
Superintendert/ x |0
Principal Student
Achievernent Meetings
Superintendernt’s Staff o |0 |0 |O |0 |0 o O [0
Development for
Principals
Campus Improvermnent E |E |E |E | X [X |X |=|X |0
Plans
District Evaluation o]
Report E | X |E |E |E |E |E |E |E |E
District Performance ]
Feport E |X |E |E E |E |E E |E |E
Legend: x = planning begins, X = planning process begins, = = planning process is ongoing,

O = process is complete’product preserted; E = monitoring and evaluation is ongoing,
* = non legislative year

Source: CFISD Central Administration/Superintendent’s Office.

Exhibit 1-6
Description of
Cypress-Fairbanks I SD Yearly Planning and Budget Process

CFISD Plansand Description of CFISD Plans, Reports and Processes
Reports

Long Range Plan The Long Range Plan encompasses five years and is
developed based on the State Board of Education's Long
Range Plan. District progress is constantly monitored and
evaluated. The plan then is modified yearly to reflect
current trends and measurements.

Board Goal Setting | The board sets annual district goals based on the Long
Ranae Plan and evaluation and performance report data.




The board drafts goals in February after receiving input
from the community and staff.

Didtrict
Improvement Plan

The District Improvement Plan is aso referred to as the
Didtrict Action Plan. It is developed based upon board
goals. The DIP is approved by the board in May and then is
given to the principals for their use in developing the
Campus Improvement Plans. The annua DIP is required by
the Texas Education Code for the purpose of guiding the
district and campus staff in the improvement of student
performance for all student groups to meet state standards
concerning academic excellence indicators. Several district
committees representing school personnel, central
administrators, parents, business and community volunteers
are part of subcommittees that form the DIP committee.
These subcommittees provide recommendations and input
into the development of the plan.

Budget
Development

The development of the district budget begins in December
and is adopted in July or August. Budget data are
incorporated in the development of the DIP and CIPs.

Student Enrollment

Planning begins for the calculation of yearly student
enrollment numbers in November of every year for the next
school calendar year beginning in August. CFISD also has
an ongoing, long-range planning process for projecting
student enrollment.

Staffing Projections for the staffing needs of schools and
administration support services begin in January of every
year for the next school calendar year that beginsin
August. Staffing isintegrally linked to the student
enrollment projections.

Salary Package Planning for the employee salary package beginsin
January of every year. The package is developed based on
the fiscal impact of student enrollment projections and the
district's budget for the next calendar year.

Superintendent/ The superintendent meets with every campus principa

Principal Student through the months of October, November, and December

Achievement to discuss each campus' performance and goals,

Meetings improvement opportunities and actions the central

administration can take to help each school achieve its
goals. The progress of each campus is monitored and
evauated by and meetings continue to take place as
required.

Sunerintendent's

The snerintendent provides staff develonment for




staff development principals each month. Training is focused on leadership.
for principals

Campus Planning for the development of Campus Improvement
Improvement Plans | Plans beginsin May of every year. CIPs are completed and
then approved by the board in October of every year. Each
school forms a CIP Committee, made up of representatives
of school personnel, parents, and business and community
representatives, who help develop the plan.

Didtrict Evaluation | The District Evaluation Report, as required by the Texas
Report Education Code, is reported concurrently with the District
Student Performance Report and provides statistical data
that evaluates the accomplishment of board goals and the
Digtrict Action Plan or DIP.

District (Student) The District (Student) Performance Report, required by the
Performance Report | Texas Education Code, is reported concurrently with the
District Evaluation Report and provides statistical data that
evaluates Goal 1a- Student Performance and Academic
Achievement, in the DIP. Also included in the evaluation
data is the Academic Excellence Indicator System Report.

Source: CFISD Central Administration/Superintendent's Office.
Recommendation 7:

Create and link various district plans based on proven planning and
evaluation principles and processes.

By using the CFISD or asimilar example above as a model and adapting it
to AISD, the district could begin to institutionalize a planning process that
meets Texas Education Code requirements and results in a structured,
reliable approach to district planning.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The board directs the superintendent to develop a July 2000
comprehensive planning process based on the CFISD or a
similar model.
2. | The board approves and supports the model. September
2000
3. | The superintendent makes an annual report to the board Ongoing
regarding the implementation and impact of the model.




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

In interviews and a focus group, AISD principals said they find the
centrally imposed CIP development process cumbersome and the product
inadequate as a management tool. Section 11.252(d) of the Texas
Education Code requires each district to evaluate its decision making and
planning policies, procedures, and staff training activities at least
biennially to ensure that they are effective. AISD's principals indicated
that this evaluation either is not being done or is ineffective in making real
change in the CIP development process.

The principals believe that the CIPs take an inordinate amount of time to
develop, considering their benefits. They say that the CIP is a chore rather
than a meaningful exercise because the result is not a useful tool. A strong
complaint is that the required software provided by central administration
for developing the plan is inadequate. It does not allow space for the full
expression of the developers plans and is seen as aroadblock to
meaningful content.

Principals also said the value of the CIP should be in how it inspires the
achievement of plans and goals in everyday practice and the regular use of
it in faculty meetings and within the vertical teams. According to this
group, that does not occur.

Another obstacle is how the plan's student and school performance data
requirements must be generated and evaluated. School administrators,
teachers, and support staff do not want to nor are necessarily capable of
digging through al of the data. Central administration is perceived as
providing little or no support for this data collection and analysis. In
addition, because the AISD CIP is so TAAS-driven, principals of high
performing schools or those who are concerned about motivation of
individual high performing students feel that they are not encouraged to
set goals outside of its curriculum limitations and specia program
boundaries. Principals generally agreed that higher-goal setting would
help al students.

Recommendation 8:
I mprove the development of Campus I mprovement Plans.

An evaluation of the current process and subsequent implementation of
appropriate changes would result in a CIP that can help each campus focus



on student achievement goals and learning, and should also eval uate how
central administration's weak support for data devel opment, management,
and analysis affects the devel opment and use of CIPs.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The board directs the superintendent to assemble an July- August
evaluation team made up of principals, teachers, district 2000
administrators, and others who make up CIP committees
conduct an evaluation of the CIP development process.

2. | The superintendent assigns responsibility for the evaluation July- August
project to the deputy superintendent of Accountability & 2000
Information Systems.

3. | The deputy superintendent conducts the evaluation and September-
devel ops recommendations. November
2000
4. | The superintendent recommendations presents to the board November
for approval. 2000
5. | The superintendent recommendations implements for the next | September
CIP development cycle school year of 2002-2003. 2000
6. | Every two years, the superintendent assembles another Ongoing

evaluation team to repeat the process.

FISCAL IMPACT

This recommendation can be implemented with existing resources.




Chapter 1

C. POLICIESAND PROCEDURES

Policies and procedures are necessary to the management of any
organization, particularly those as complex as alocal school district.
Policies support and sustain the organization's guiding principles and
goals. They become a contract that holds an organization to a standard of
behavior. Procedures are developed to implement policy.

Texas independent school districts have two levels of policiesthose that
derive from Texas law, particularly the Education Code, and local school
board policies devel oped to support the implementation of state policies.
Procedures developed at the local level to implement state and local
policies become part of a district's administrative guidelines or regulations
manual.

Exemplary school districts have up-to-date policy manuals and
accompanying administrative procedures that support sound management
practices. Successful districts see policy as an opportunity to implement
district goals, and develop procedures to ensure that these outcomes are
achieved.

FINDING

Neither AISD's Board of Trustees Policy Manual nor its administrative
procedures are up-to-date. The Education Code requires school districts to
keep board policy manuals and administrative management guidelines up-
to-date, yet much of the state policies contained in AISD's manual are
incomplete or outdated. Some local policies and procedures are outdated
as well. While some sections of the manual have been updated, AISD has
not comprehensively reviewed and updated its entire policy manua since
the mid-1980s.

Administrators of large urban districts often assume that their issues and
problems are unique. They attempt to reinvent programs, processes and
systemsthat can be acquired elsewhere for far less than the cost of
creating and developing them in-house. School districts, for instance, can
use TASB's policy development service to update state policies and
develop local ones to comply with the Education Code. TASB aso hasa
"Policy On-Line" service that offers online access to the manual. Users
can navigate through the manual by accessing a discrete district site. A
search engine alows users to conduct "keyword" searches. Two of AISD's
peer digtricts use the online policy service. Spring ISD subscribes to the



service and plans to put its own administrative guidelines and regulations
online as well.

One board member said that AISD's board previously approved the use of
TASB policy service and participation in "Policy On-Line." As of January
2000, however, the district was not using the policy service fully and was
not online. In February 2000, the A1SD administration presented a plan to
the board to use TASB's policy service and to put the district's polices on-
line. In focus groups, principals and other AISD employees expressed a
strong interest in the online service. This group is keenly aware that
AlISD's policies and procedures are severely outdated.

Recommendation 9:

Update the board Policy Manual and regulations and put the manual
online.

The board should immediately enlist the policy update services of TASB
to ensure that AISD's policy manual is current for all Texas legal statutes
and local policy. TASB's system for distributing legal updates is routine;
changes in leadership or administration should not interfere with the
updating and maintenance of the legal sections of the manual. Keeping it
current then would become an in- house task of distributing TASB updates
to the appropriate administrators and board members.

The next step, after the local policy in the manual is updated, is to
subscribe to TASB's "Policy on Line."

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent assigns the director of Special Projects and February
Intergovernmental Relations responsibility for coordinating 2000-
state policy updates and the development and revision of local | Completed
policy with TASB.

2. | The board approves the use of the TASB policy update February
service. 2000-
Completed
3. | The director develops atimeline with TASB to compl ete state February
and local policy development and revisions that include the 2000-
process of board review and adoption. Completed
4. | The director develops atimeline to subscribeto TASB's May 2000

"Policy On-Line" that alows for board review and approval.

5. | The director updates district policies. June 2000-
Ongoing




FISCAL IMPACT

TASB policy update development charges are based on actual consultant
time at a rate of $80 an hour. The hourly rate includes the consultant's
compensation and benefits and the cost of proofing, production support,
and administrative overhead. Because AlISD has significant policy issues
to resolve, cumulative billing may reach 150 hours, or approximately
$12,000. Thiswould be a one-time, up-front charge. Participating in the
updating service costs an average of less than $2,000 per year.

The first-year fee for TASB's "Policy On Line" service is $1,700. This
pays for a software license, installation, and support. In subsequent years,
"Policy On Line" customers are assessed a $750 maintenance fee.

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

Update the board Policy

Manual and regulationsand | ($13,700) | ($2,750) | ($2,750) | ($2,750) | ($2,750)

put the manua online.

FINDING

Given its lack of an updated policy manual, AISD has no central source to
which administrators and the public may refer to determine and correctly
implement state and local policies. Participants in a principals focus group
said that "there is no person or source to tell you the policy on any issue
or, if thereis a policy, what procedures should be used to implement it"
and "there are no updates to policy being sent to administrators.”

Local AISD policy holds the superintendent and administrative staff
responsible for developing and enforcing procedures for the district's
operation. This policy is consistent with the duties of the superintendent
outlined in Education Code 11.201(d). Procedures must be consistent with
board policy and law and should be designed to achieve the district's goals
and objectives. All administrative regulations, including manuals,
handbooks, guides, and forms, must be kept up-to-date. The Government
Code aso requires that regulations and support materials be made
accessible to staff and to the public.

El Paso ISD distributes a comprehensive binder containing bulletins with
specific directions and procedures for implementing district policies. The
binder is distributed to each district department and is used to interpret the
meaning of both state and local policies. The binder contains bulletins
covering the following functional areas:

Communications and Business Partnerships




Finance

Operations (includes custodial, facilities, food service,
transportation, and warehouse operations)

Regions

Superintendent's Office

Support Services (includes curriculum and instruction, human
resources, research and evaluation, special services, and
technology and information systems)

Recommendation 10:

Develop administrative procedures and guidelinesincorporating
instructive examplesto aid the implementation of district policy.

This process will also give AISD the opportunity to reengineer district
programs in consultation with departmental staff.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent assigns the director of Special Projectsand | May 2000
Intergovernmental Relations the responsibility for
coordinating and devel oping administrative procedures and
guidelines.

2. | The director develops a timeline to complete the devel opment June 2000
of administrative procedures and guidelines that includes
coordination with the policy update and devel opment process,
coordination with district staff and board reviews.

3. | The director begins the coordination and devel opment of July 2000
administrative procedur es and guidelines.
4. | The director begins to compile a binder of administrative August 2000
procedures and guidelines and regulations.
5. | The director ensures that the binder is completed and is November
available to the public and is updated on a regular schedule. 2000 and
Ongoing

FISCAL IMPACT

This recommendation can be implemented with existing resources.
FINDING

AISD is not complying with the Education Code in regard to charter

schools and programs (Section 12.058). The code requires all school
districts to adopt local policies addressing campus charters and campus




program charters by January 1, 1998. The concepts of open enrollment
charters were approved by the State Board of Education in 1995. In

rewrites of the Education Code during the 1997 legislative session, school
boards were given the authority to grant charters to designated campuses

and programs within their districts.

A school granted a campus charter remains part of the school district but is
granted the freedom to operate according to provisions in its charter and
free from certain district rules and policies. A campus charter is given to
the parents and teachers of an existing school who, under the charter, can

put in place their preferred instructional programs.

Unlike open enrollment charters, locally granted charter schools and
programs come from and remain a part of the districts that form them.
Local boards have avoice in their establishment and continuation and
students attending a charter campus or program remain students of the
digtrict. In passing this legidation, the Legidature indicated its support
innovation and flexibility in traditional public education.

Recommendation 11;

Develop alocal policy and guidelinesfor charter campuses and
charter programs.

for

The local policy should define a process for the application and approval

of campus charters or campus program charters based on state legal
guidelines. For example, a petition for support of a campus charter or
program must be signed by a majority of both the school's parents and
teachers.

AISD can refer to TASB's Policy On-Line Service to obtain atool kit
called Sarting Pointsthat contains information regarding legislative
requirements as well as suggestions for how local policies should be
written to comply with state law.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent develops alocal policy to implement astate | May 2000
mandate guiding the creation of Charter Campuses and Charter
Programs within the district.

2. | The board approves the policy along with implementation July 2000
procedures and guidelines.

3. | The superintendent offers atraining and information session to September
inform district parents and teachers about the policy. 2000




4. | The superintendent implements the policy. September
2000

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

AISD complies with state law in retaining records for the appropriate
length of time. However, the district has no system to assure that records
are not kept too long or are tracked or labeled adequately. Systematic
districtwide storage procedures are not in place. The result is paper piling
up in office areas and an abundance of file cabinets. The manua and
paper-intensive nature of many of the district's business and education
management processes creates a challenge for managing the control,
tracking, retention, storage, and disposal of paper records. In central
administration, each department or service areais given a space in the
basement of the Carruth Administration Building. AISD has taken some
steps to reduce the space needed for storage by placing some records onto
microfiche, scanning some records, and archiving data onto CD-ROM.

All public school districts in Texas are required to follow detailed state
laws and guidelines for records retention (Local Government Records Act
of 1989). These guidelines govern management and retention of records
including, among others, student academic records, district financia
records, transportationand food service records, and individual employee
records. The Texas State Library and Archives Commission is the state
agency responsible for distributing the records retention guidelines and
schedule to all school districts.

AlISD's Office of Student Services and Planning receives and is
responsible for distributing these guidelines on an annual basis. While the
office coordinates the district's records retention and management
activities, it does not regul ate enforcement. Student Services and Planning
distributes the State Library's guidelines to each school and department.
From that point, each principal and department head is the party
responsible for adhering to the state guidelines. The office also
coordinates periodic meetings with various department heads and
operations personnel to discuss strategies for dealing with records
management and alternative methods for storing documents.

The Arlington Independent School District created a department of
Records Management in the mid-1990s. The mission of the group was to
develop a records management program to meet the requirements of state



law and to better manage and purge accumulated records. The sequence of
implementation steps the district took to accomplish the mission follow.

Created a records maragement group accountable for developing,
implementing and maintaining the program

Designated discrete facilities as central records storage centers
Acquired a software package that controls and tracks records from
creation to destruction which can be used and expanded on both a
network and on personal computers

Used the software's support package that includes updates on new
schedules published by the Texas State Library and Archive
Commission

Did a comprehensive inventory of records located throughout the
district

Developed the loca retention schedule required by law using the
software

Added, deleted and customized records

Used the software to do one-time entries of departments, forms,
local owners, location of records and other data

Formed a records management committee to approve creation of
al new forms

Standardized file storage of records into uniform file cabinets and
storage containers and how files are labeled

Standardized the classification and status of records

Developed a system for destroying records at the end of each
calendar month

According to Arlington ISD's Records Management Officer, the district
has saved thousands of dollars each year with a computerized and better
organized record labeling, storage and purging system.

Recommendation 12;

Develop a districtwide recor ds management policy, guidelines and
procedur es.

A good records management system that includes a computerized
component can support a district's efforts to comply with state law. It can
also save thousands of dollars a year in storage space requirements, in
time spent filing and retrieving records and in deciding how records will
be retained and when they will be destroyed.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | With the direction of the board of trustees, the July 2000

q Inerintendent acsinns the reannnsihilitv of develonina A




district records management policy to the office of Student
Services and Planning.
2. | The office forms a multi-disciplinary task force to develop a July 2000
new records management policy. The task force should
consist of various service department heads and school
administrators.
3. | The task force drafts a new records management policy, July 2000-
guidelines and procedures. August 2000
4. | The task force seeks board approval of the policy and the September 2000
acquisition of necessary resources, including the purchase of
software.
5. | The task force develops a training course for al department | October 2000
managers and administrators in how to use the software,
conduct an inventory and other applicable processes.
6. | The task force trains all department managers and November
administrators. 2000- December
2000
7. The policy is implemented district-wide. January 2001

FISCAL IMPACT

The recommendation will require a one-time cost of approximately
$14,000 for arecords control, management and retention schedule
software package. Annual updates will cost approximately $1,200 per
year. As a cost savings, uniform records containers can be recycled and
purged paper can be sold in compliance with Texas Local Records Law

(September 1986) to arecycling company.

Recommendation 2000-01 | 2001-02 | 2002-03 | 2003-04 2004-05‘
Develop adistrictwide records
management policy, ($14,000) | ($1,200) | ($1,200) | ($1,200) | ($1,200)
guidelines and procedures.




Chapter 1

D. DISTRICT MANAGEMENT

Texas school districts are managed by a superintendent and senior
administrators or cabinet members. The superintendent's primary duties
include:

Administrative responsibility for the planning, operation,
supervision, and evaluation of the educational programs, services,
and facilities of the district and for employees annua performance
appraisals.

Administrative authority and responsibility for the assignment of
all district personnel.

Termination or suspension of staff members and the nonrenewal of
staff members' term contracts.

Day-to-day management of district operations.

Preparation of proposed district budgets.

Preparation of policy recommendations for the board and the
administration of the adopted policies.

Development of appropriate administrative procedures, guidelines,
and regulations to implement board policies.

Leadership in the attainment of student performance.

Organization of the district's central administration.

AISD's board encouraged and supported the new superintendent’s review
of top-level administrators and expected a reorganization of the
administration. In December 1999, the superintendent announced his
reorganization as essentially complete. His goal is to create a structure that
lends itself to better managerial accountability. He is arranging
departments and divisions under deputy superintendents who have
experience and expertise in the areas they manage.

All four of his deputy superintendents were hired, with a few positions
remaining to be filled within four administrative areas and Internal Audit.
The deputy superintendents manage Accountability and Information
Systems, Curriculum, Instruction and Professional Development,
Finances/Chief Financia Officer, and Bilingual Education and Human
Resources Development. Three of the four deputy superintendents hired
are new to the digtrict.

In addition to the deputy superintendents, five other administrators report
directly to the superintendent; these include a special assistant and
divisions responsible for Special Projects and Intergovernmental



Relations, Communication and Media Services, Internal Audit, and
Development and Community Partnerships.

In addition to six department and division heads, the deputy
superintendent of Curriculum, Instruction and Professional Development
manages five area superintendents who in turn manage vertica
administrative teams made up of secondary, middle, and elementary
principals.

Exhibit 1-7 illustrates the organization structure of AISD.



Al SD District Organization and M anagement

Exhibit 1-7

Organization Structure
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Source: AISD Director of Special Projects & Intergovernmental

Relations.

FINDING

Superintendent Forgione arrived in August 1999 and quickly assessed the
leadership in top administrative positions. With the support of the board,
he proceeded to reassign administrators and hire individuals to fill vacant
and newly created positions. While this decisive approach created some
anxiety, it also helped to create a useful sense of urgency. The
superintendent has made it clear that he expects results from district
employees and will help them succeed.

The superintendent asked AISD principals and administrators to send him
their thoughts on a shared vision for the district and to list their
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suggestions about the types of actions and procedures that could make a
real difference in the district's operations. This was, in effect, a quick
organizational audit. In October 1999, he shared their responsesin an
informal communication that listed the issues described and his analysis.
Making the results of thisinquiry public revealed many systemic problems
that affect the district's support services and how these problem areas
affect student achievement.

Moreover, with board support, he reorganized A1SD's executive cabinet
and put a new management team into place. This team is made up of
nationally recognized expertsin their respective fields.

COMMENDATION

Al SD's superintendent has demonstrated decisive leader ship and
vision in managing organizational change and moving the district
toward achieving its stated mission and goals.

FINDING

Considering that A1SD's primary mission is the education of students,
funding priorities seem focused inward. The number of deputy
superintendents, assistants, associates, special assistants, directors and
other executive and management personnel suggest "title inflation" and
"position creep” within the ranks of central administration.

The chain-of-command in an organization is the network through which
communication occurs and work is achieved. In AISD, lines of
communication have broken down. Focus groups told TSPR that seeking
information, starting at the school level and working through the chain-of-
command, can be a frustrating process.

Since 1996-97, AISD's budget has grown by more than 48 percent, from
$390.7 million to $579 million in 1999-2000, while student enrollment
during this same time period has risen by only 4.6 percent. The central
administrative budget, which includes board travel, training and legal fees,
salaries for the superintendent, human resource staff, textbook custodians,
public relations, purchasing, financial management, and vehicles and
repair costs for equipment used by central administration, has grown from
$12.5 million in 1996-97 to $15.2 million in 1999-2000, an increase of 22
percent.

The definition of central administration can, in some cases, be misleading.
For example, the Carruth Administration Building alone houses 441 AISD
employees; 68 more AISD employees are located in two other
administrative centers. The general public refers to these 509 people as



administrators. Y et AISD reported only 50 central administrators to the
Texas Education Agency (TEA) in 1998-99, using the definitions that all
school districts use for accounting and reporting purposes. For reporting
purposes, these central administrators do not include such positions as
assistant and deputy superintendents for guidance and counseling or
coordinators, directors, or assistant superintendents for instruction that are
classified by TEA as Instructional Leadership or Support functions.

Recommendation 13:

Reduce the levels of administration between line staff and the
superintendent.

At aminimum, AISD should set agoal of reducing the number of
administrative positions specifically assigned to work in the central office,
regardless of thetitles or TEA classifications, by 15 percent. When
ingtituting these reductions in force, the district should examine positions
to determine the value being added to classroom instruction by the
retention of that position.

IMPLEMENTATION STRATEGIESAND TIMELINES

1. | Superintendent notifies each department and division in central May
administration to prepare a plan for a reduction in force by a 2000
minimum of 15 percent.

2. | Human Resources staff assists departments and divisionsin June
preparing their plans to comply with all contract provisions and 2000
assist in an orderly transition.

3. | The superintendent compiles the plans and presents a new staffing July
plan to the board for final approval. 2000

4. | Staffing reductions are implemented in each department and August
division in central administration based upon the approved plan. 2000

FISCAL IMPACT

Assuming that 15 percent of the administrative staff currently housed in
the Carruth Administration Building and el sewhere are reduced, 76
positions would be eliminated. Average central administrators,
professionals and classified employee base salaries range from $25,000 to
$85,000, without benefits. Benefits include $1,947 for hedlth, life and
dental insurance plus 7.65 percent for FICA and 1 percent for workers
compensation for administrative, professional and clerical staff. Assuming
an average salary for each position eliminated of $42,242 plus benefits, or
$47,843, annual savings of $3,636,068 (76 X $47,843) are estimated.




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

Reduce the levels
of administration

between line staff | $3,636,068 | $3,636,068 | $3,636,068 | $3,636,068 | $3,636,068

and the
superintendent.

FINDING

The Carruth Administration Center is inadequate for the functional and
economical operation of AISD's school and business administration.
Before the district purchased the property and redesigned and renovated its
buildings, the Carruth Administration Center was a dual- use small
commercia retail and multi-family apartment complex. The cost of
operating the complex is high. Separate air conditioning units must be
maintained and are more expensive to operate than a single large plant
would be. The multiple roofs and many outside walls and entrances add to
the site's maintenance costs. The multi-building layout also is awkward.
The genera public and parents who visit the complex find that locating the
right office can be difficult and available parking during the business day
is sparse. Structurally, the center offers limited flexibility, since walls
cannot be moved without great expense.

The boardroom is a case in point. The arrangement of the daisin the
boardroom and the pillars interspersed throughout the public seating area
do not enhance communication. The dais is not curved so that board
members can see each other during board discussion. Instead, members
often must look at monitors to see the faces of those who are speaking.
The public and district Saff also are forced to look around pillars to see
the board and each other; otherwise they must also look at atelevision
screen. Board members sometimes ask presenters to move so that they can
be seen. In dl, the room does not support easy board interaction and
communication.

The Carruth Administration Center cannot be economically redesigned for
optimal use. As of March 2000, the Carruth Administration Center housed
441 persons. About 60 other employees were moved from Carruth to the
district's Baker complex because of crowded conditions.

AISD has existing school facilities that are significantly underused and
that could readily accommodate the district's central administrative staff.
For example, Reagan High School operates at only 60 percent of its
permanent classroom capacity.

Recommendation 14:




Sdll the Carruth Administration Center and move the central
administration function to the Reagan High School facility.

By relocating its central office to the campus of Reagan High School,
AISD could make more efficient use of an existing facility and bring
administrators back to a school environment.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The board directs the superintendent to develop plans to transform June
Reagan High School into AISD's central administration office and, 2000
with redistricting, to transfer students currently assigned to Reagan
to other area high schools.

2. | The board votes to sell the Carruth Administration Center and to August
renovate Reagan High School. 2000

3. | The superintendent and executive cabinet begin to renovate Reagan | June
High School and Carruth Administration Center is put up for sale. 2002

4. | The superintendent oversees renovation of Reagan High School July
until the work is substantially completed and move-in begins. 2002

and
Ongoing

5. | Students currently assigned to Reagan High School begin to attend | August
other AISD high schools. 2002

FISCAL IMPACT

The 1999 Travis County Appraisal District valuation of Carruth

Administration Center is $12.1 million. Based upon an estimated 4 percent

increase in appraised values, TSPR estimates that AISD could realize one-

time revenue in 2002-03 of $13 million for the sale of the Carruth

complex. TSPR also assumes that AISD will incur one-time moving and

renovation expenses of $1.25 million, resulting in additional net revenue

of $11,750,000.

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

Sell the Carruth

Administration Center and

move the central

administration function to $0 $0/ $11,750,000 $0

the Reagan High School

facility.




FINDING

AISD established five area superintendent positions in 1992. The persons
filling these five positions since that time have had relatively short tenures.
Since 1996-97, there has not been a full school year in which al five
positions were filled. As of January 2000, one position was vacant and
another had just been filled. The area superintendents are managed by and
report to the deputy superintendent for Curriculum, Instruction, and
Professional Development. The deputy superintendent has significant
additional responsibilities in managing six support departments, including
curriculum, specia education, and professional development, whose
missions are vital to educating children.

The area superintendents manage and evaluate district principalsin
vertically aligned teams that include secondary schools and their "feeder”
primary and middle schools. The original premise of this structure was
that the area superintendents would be strong managerial and instructional
mentors who would serve as model leaders and coaches for principals. In
interviews, focus groups, and surveys during fall and early winter 1999, a
common theme emerged among board members, parents, administrators,
community members, and business people: The role of the area
superintendents is not clear and their record of performance as agroup is
mixed.

Principals vary in their evaluation of area superintendents. Many
principals, for example, believe that central administration support
services, particularly in the areas of technology and human resources, are
not addressing the schools' needs effectively. Some principals who are
new to the district see the area superintendents as a source of help when
asking for services from central administration. Others with more
experience in the district have developed their own relationships with
central support services departments and do not require their area
superintendent’s help.

The amount of time area superintendents spend in their respective schools
varies. One principal said in a survey that "more time should be spent
evauating principals at the schools, not just on paper." Another said "we
need campus administrators to be supervised closely by area
superintendents.” Another principal observed: "AISD [vertica teams] are
run by area superintendents that intimidate people and have forgotten that
the bottom line is what's best for the kids."

The lack of consistent |eadership from the area superintendentsis a
problem for AISD's vertical teams. In fall 1999, the superintendent
announced plans to "reinvent” the area superintendent positions. His goal



is to define their role as a student-focused curriculum and instructional
leader and mentor to principals.

Recommendation 15:

Clearly define therole and responsibilities of area superintendents
and changetheir reporting relationshipsto the superintendent.

The area superintendent position's role and responsibilities should be
clearly defined. The responsibilities should be defined within categories
such as evaluation of principals, curriculum and instructional leadership
and mentorship, central administration support services, and community.
The job definition also should define the limits of the role-what the job is
not. This approach should help create appropriate expectations on the part
of the area superintendents, principals, central administration staff, the
board, parents, and the community at large.

Area superintendents should be managed by and report directly to the
superintendent, who in turn should hold them directly accountable for the
performance of principals and schools within their area. Their annual
evaluations should include specific performance measurements that focus
on student achievement and |eadership as well as an annual survey that
asks principals, administrators, and others to evaluate how they are doing.
Every year, ajob match evaluation should be conducted to ensure that the
people in these five positions fit the job and can perform the role.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendert forms a task force to develop a job May 2000
description and evaluation for the area superintendent position.
The task force includes the superintendent, all four deputy
superintendents, a parent and a business representative, two
current area superintendents, and others whom the superintendent
deems appropriate.

2. | The task force develops a job description and evaluation and July 2000
presents them to the board for review and comment.

3. | The job description and evaluation are adopted and put into August
place. 2000

4. | Area superintendents are interviewed by the superintendent, the August
deputy superintendent for Curriculum, Instruction and 2000

Professional Development and others to review the position and
assure a match between the job and the person, looking at
expectations, commitment, experience and skills.

5. | The sinerintendent and dentitv s inerintendents. toaoether with the | Sentember




area superintendents, evaluate the results of the interview and 2000
identify the strengths and weaknesses of the area superintendents.

6. | The superintendent, along with the deputy superintendent for September
Curriculum, Instruction and Professional Development and others 2000
as assigned, designs a professional development program for
each of the area superintendents that will become part of their
annual evaluation.

7. | The area superintendents commit to work together asateamto | Ongoing
share their strengths and build greater competency in areas of
weakness.

8. | Interviews and evaluations occur twice a year. Ongoing

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

AISD outsources al of its legal services. For three years, from 1996-97
through 1998-99, AISD spent $4,066,295 on legal fees. Compared to other
districts of smilar size and complexity, AISD's legal expenses are
excessive. Exhibit 1-8 shows AISD lega expenses, by category. Some
firms are retained for more than one area of legal counsel. For example
AISD's General Counsel Servicesincludes all legal services categories
under the lead law firm, AISD's general counsel. Another firm is retained
for four different types of legal work and the totals reflect expenses for al
four categories. AISD retains about a dozen law firmsin all. The costs of
hearings and settlements are separated at the bottom of the exhibit starting
with the category of "Personnel Hearing."

Exhibit 1-8
AlSD Legal Expenses

Legal Category 1996-97 1997-98 1998-99 | TOTAL
Administrative Legal Costs
Genera Counsel Services $564,914 | $787,619 | $1,080,544 $2,433,077‘
Specia Education $165,827| $126,545| $183,455 $475,827‘

Trustees, Students, Personnel,
Greater Austin Area
Telecommunications Network
(GAATN)

$273,697| $97,518| $42,813| $414,028




Eﬁjﬁﬁﬁﬁfﬁﬂéﬁf’ $53,881| $73559| $113,390  $240,830
Trustees $206,556 | $206,556 \
Bond $124,349 $124,349
Tax Roll Audit $57,585 $57,585‘
GAATN $13511| $41,513 $55,024 \
Capital Metro $2,964 $1,377 $4,341
Sub-Total $1,061,283 | $1,224,478 | $1,725,856 $4,011,617‘
Hearings/Settlements/Court Costs

Personnel Hearing $3,351 $367| $11,658 $15,376‘
Special Education Hearing $5,750 $1,500 $7,250
Hearing $5,717 $5,717
Specia Education Settlement $6,549 $8,100 $14,649
Title VI $1,027 $1,027
Other court hearing fees $10,659 $10,659‘
Sub-Total $33,053 $1,867| $19,758| $54,678|
TOTAL $1,094,336 | $1,226,345 | $1,745,614 $4,066,295‘

Source: AISD Central Administration and Bickerstaff, Heath & Smiley,

AlSD General Counsel

The exhibit above includes al categories, including operational expenses
of attorney and legal services that the district uses. An example of atype
of legal expense AISD incurs under general servicesis legal counsel used
to review and respond to open records requests. State law does not allow
AISD to charge for the legal feesit incurs in reviewing and responding to
open records requests. As AISD does not have in-house counsd, it refers
to its general counsal. In 1999, over the course of three months, AISD
used 30 hours of legal services to review open records requests at a cost of
about $4,000. Other examples are a March 1998 invoice from the district's
genera counsel that billed AISD $6,450 for legal counsel in regard to a
contract with a soft drink firm for vending machine sales. The firm also
billed the district $28,163 for Policy Manual updates in the same month.

AISD conducted a survey of the legal expenses for the 1998-99 school
year of anumber of school districts throughout the state in February of
2000. Of the districts that responded by early March, the cost of legal
services ranged from approximately $465,000 for El Paso ISD, $750,500



for Corpus Christi 1SD, $1.065 million for San Antonio ISD and $2.127
million for Houston ISD.

While Cypress Fairbanks is smaller than AISD by about 17,000 students,
it has some similar urban characteristics on its east side and has a growing
minority and special education population. Cypress-Fairbanks has also
been one of the fastest growth districts in the State of Texas over the last
decade. In the past five years, the rate of growth of bilingua students has
been significantly higher than non-bilingual students.

Before Cypress-Fairbanks Independent School District hired an in-house
attorney in November of 1996, its three-year average for lega expenses
for the 1993-94, 94-95 and 95-96 school years was $329,475. This figure
includes litigation costs but does not include bond counsel expenses for
bond issues. The district's associate superintendent of Business Services
indicated that each bond sale incurs between $20-$25,000 in legal
expenses which are charged to the bond issue. After the in- house lawyer
was retained, the three-year average for legal expenses for the 1996-97,
97-98 and 98-99 school years dropped to $249,236. Again, this total does
not include bond counsel expenses for a building program that was being
implemented. These figures, both before and after the district hired in-
house counsdl, are significantly below AISD's expenses for the same
period.

According to the associate superintendent of business services, Cypress-
Fairbanks ISD reports a cost savings of $75,000 per year since hiring an
in-house attorney and a secretary to assist the attorney. Cost savings do
not reflect the savings gained by the in- house attorney's containment of
legal expenses over three years or the benefit to the district of having
counsel to refer to on adaily basis. The attorney attends all district board
meetings and besides the practice of genera law, has significant expertise
in three areas, special education, personnel, and policy development. The
district strategically hired an attorney who brought this type of expertise
with her to the job so that outside counsel expenses could be reduced.

Some AISD's legal costs are related to the district's lack of updated board
policies and absent procedures and regulatory guidelines. Training is also
deficient in areas of special education and personnel. Once the district gets
these areas in order, its legal expenses should begin to diminish. The board
and superintendent will not be obliged to use outside legal counsel to do
work that could be done by administrative staff.

Recommendation 16:

Hirean in-house attorney, a legal assistant, and a secretary to reduce
thedistrict'slegal costs.



An inrhouse lawyer and a small staff could greatly assist the district in

bringing its legal expenses to alevel more in line with its peers. The legal
group would handle routine legal services and assist with litigation. The

district should hire an attorney, who reports to the superintendent, with

proven expertise in genera education law as well as some experiencein
specific areas such as specia education. The district should consider top
expense categories such as special education, personnel, and policy
development when hiring its legal group.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The board recommends that the positions of attorney, legal June 2000
assistant, and alegal secretary be created.
2. | The director of Human Resources ensures that job descriptions are | July 2000
developed and advertised.
3. | The director fills the positions. August
2000

FISCAL IMPACT

The cost of hiring an attorney and staff for AISD is based on asaary of

$90,000 for the attorney plus benefits of $9,732, $45,000 salary for alega
assistant plus benefits of $5,840 and $26,000 salary for alegal secretary
plus benefits of $4,196 and an additional allowance of $40,000 a year for
training, supplies, legal documents and reference materials. Based on this
estimate, the cost of hiring the group would be $180,768 per year plus an
annual allowance of $40,000. AISD should be able to reduce its costs for
outside legal services by up to 50 percent over the next five years
assuming average annual legal costs of $1,485,979 (the average of 1997-
98 and 1998-99). In 2000-01, TSPR assumes AISD can reduce lega costs
by 10 percent; in 2001-02, by 20 percent; in 2002-03 by 30 percent, in
2003-04 by 40 percent; and in 2004-05 by 50 percent. Five year savings
would amount to more than $1.1 million.

Recommendation

2000-01

2001-02

2002-03

2003-04

2004-05

Hire an in-house
attorney, alega
assistant, and a
secretary to reduce
the digtrict's lega
costs.

($220,768)

($220,768)

($220,768)

($220,768)

($220,768)

Reduced legal
costs.

($148,598)

$297,196

$445,794

$594,392

$742,990




Net Savings

(costs) ($72,170)| $76,428| $225,026  $373,624| $522,222

FINDING

AlISD'slocal legal policy is not adequate to control costs and provide a
framework for the use of legal counsel. In addition, the district has no
written procedures to guide the board and staff in making the best use of
attorney time and expertise.

A local policy issued in October 1998 allows the board attorney, general
counsel or referred counsel to "be available, within reasonable limits, to
serve as a consultant to individual board members, the superintendent and
other designated personnel, and to advise them in the formulation of
recommendations or discussions they may be required to make in
execution of their responsibilities.” In September 1999, the board
authorized the superintendent to use specialized legal aid on a case-by-
case basis due to the need for specialized experts. This change went into
effect when the TAAS investigation was initiated.

The lack of clear guidelines within this framework allows the board ard
administration to indiscriminately call on legal counsel for advice. An
example is AISD's costs associated with trustee- generated legal requests,
see Exhibit 1-8.

Specific referra policies on legal matters are managed by AISD's general
counsel. A 1995 memorandum from the general counsel to the board and
superintendent provides an explanation of how the referral policy operates.
The document states that "legal matters will be referred by the district to
the general counsel." The decision as to whether a legal matter is referred
to another firm is based "on the professiona judgment of the generad
counsdl.” Generally, areferral will be made if a conflict of interest is
involved or if specialty counsel has significant expertise in the relevant
field or prior experience with a particular matter. This policy is broad and
gives the general counsel a great deal of discretion.

Recommendation 17:
Develop a new local policy and guidelinesfor using legal counsel.

Better local policy and guidelines for the use of legal counsel by
administrators and trustees should help reduce AISD's legal costs. The
policy and guidelines should be designed to provide stricter control over
thereferral policies of AISD's general counsel. Clear guidelines regarding
trustee and administrative staff use of all internal and external legal



counsel should be developed by the administration and in-house legal
counsel and supported by the board.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The board directs the administration to develop new local policy | May 2000
and guidelines for using legal counsel; these would include
consideration of the costs involved in requests for proposals for
outside or external professional legal services.

2. | Thedirector of Specia Projects and Intergovernmental Relations | June 2000
and in-house legal staff, if hired, ensures that the policy and
guidelines are devel oped.

3. | The palicy is approved by the board and guidelines are September
completed and reviewed periodically. 2000
and
Ongoing

FISCAL IMPACT

This recommendation can be implemented with existing resources.




Chapter 1

E. SCHOOL MANAGEMENT AND SITE-BASED DECI SION-
MAKING

Effective schools meet the needs of communities they serve. Population
diversity, the economic and ethnic background of the students, special
service requirements, the adequacy of facilities, staffing resources, and the
instructiona priorities of the community all help to shape the unique
organization of each school.

State law requires a site-based model for decision making in Texas school
districts. The Texas Education Code specifies many requirements for site-
based decision making (SBDM), including the following:

A district improvement plan and campus improvement plans must
be devel oped, reviewed, and revised annually.

District and campus performance objectives that, at minimum,
support state goals and objectives must be approved annually.
Administrative procedures or policies must clearly define the
respective roles and responsibilities of the superintendent, central
office staff, principals, teachers, and district-level committee
members in the areas of planning, budgeting, curriculum, staffing
patterns, staff development, and school organization.

District and school-based decision making committees must be
actively involved in establishing administrative procedures.
Systematic communications measures must be put in place to
obtain broad-based community, parental, and staff input and to
provide information to those persons about the recommendations
of the district-level committee.

Administrators must regularly consult with the district-level
committee on the planning, operations, supervision, and evaluation
of the district's educational program.

SBDM provides a mechanism for teachers, parents, and community
membersto assist central and campus administrators in improving student
performance. Schools must have adequate resources and the flexibility to
develop programs tailored to meet the unique needs of the students they
serve.

AISD has more than 100 schools spread out over 230 square milesin the
Greater Austin area. The schools are divided into "vertical teams' led by
five area superintendents. Each area superintendent has two to three
vertical teams within his or her area. The vertical teams are organized by
feeder patterns. For example, a number of elementary schools feed into



several middle schools and junior high schools that then feed into one or
two high schools.

Exhibit 1-9 lists the vertical teams and special campuses of AISD, with
the Texas Education Agency's 1998-99 school accountability ratings for
Recognized, Exemplary, and Low-performing campuses in regular
education programs.



Exhibit 1-9
Summary of AISD Schools by Area/Vertical Teams

1999-2000
AREAL AREA2 AREA 3 AREA4 AREAS
Vertical Team Vertical Team Yertical Team Vertical Team Vertical Team
High School High School High School High School High School
TleCallum (LF) A king Loustin Crockett (LE) Reagan (LF)
Tmior High Iliddle Iliddle Iliddle Iliddle
Kealing Paredes O Henry Bedichek Diobie (LFY
Eletuentary Elementary Elernentary Eleruentary Eleruentary
Blackshear (LP} Casey Barton Hills (E} Cidom Graham
Camphell Langford Bryker Woods (R) Pleasant Hill Jordan
Lee (E) Ilenchaca (B) (Caziz (E) Williams Horman
Ilaplewnod Palra (LF) Ilathews
Oak Springs Pease Iliddle Walnut Creek
Yertical Team Zilker (R} Covington Winn Creek
Iliddle
Lamar High Schonl Tuliddle Elementary Iliddle
Bowie Smmall Boone Webb
Elernentary Cowan
Brentwood Iliddle Elementary Currangham Elerentary
Gullett (E) Bailey Iiills (E} Barmington
Highland Park (E) Oak Hill (R} Iliddle Brown
Ridgetop Elementary Patton (Ey Porter Hart
Baranoff’ I.I. Pickle
Kiker (R Elementary Reilly
Koourek (R) Galinda
Joslin
5t. Elmo
Sunset Vallew
Vertical Team Vertical Team Yertical Team Vertical Team Vertical Team
High School High School High School High School High School
Larier (LF) Tohnston (LF) Travis (LF) LBI Lndersan
Iliddle Tunior Iliddle Iliddle Iliddle
Burnet Ilartin Fulmore Pearce (LF) Twlurchison
Elernentary Elementary Elementary Elementary Elerentary
Cook Allan Becker Andrews Diavis (R
IicBes A llizon Dawson Blanton Dioss (E)
Pillow Brooke Linder Harris Hill{E}
Wooldrdge (LF) Govalle (LF) Travis Heights Pecan Springs (LF) Surnrnitt
Wooten etz Sirns
Ortega Tuliddle
Sanchez Mlendez (LF)
Zavala
Elementary
Houston
Rodriguez
Widen
Garza [ndependence Gardner Betts Rosedals Clifton Center
Dill
Alternattee Learning
Center

Source: AlSD Office of Student Services and Planning. LP = Low-
performing R = Recognized E = Exemplary.

FINDING

More than 50 percent of AISD's principals are relatively new to their jobs,
with five or fewer years of experience in the job or in the district.



According to a deputy superintendent and a human resources
administrator, the known causal factors in these percentages include the
lack of adequate attrition projections that include regular and early
retirement projection planning, requested or assigned transfer, and
termination. Other specific factors thought to influence AISD principal
turnover are poor or intrusive managerial oversight, reassignment to "less
desirable" schools, inadequate compensation, and lack of campus or
administrative support. High turnover and a lack of experience in the job
create an excessive burden for schools.

In its 1998-99 accountability ratings, the Texas Education Agency rated
16 AISD schools as lowperforming due either to unacceptable dropout
rates or low TAAS scores. While these poor results can have numerous
causes, the district lacks the sort of accountability measures that can
guarantee improvement. No principals are on a growth plan to help them
improve their performance. Known problems with reliable data collection
and analysis make it more difficult for principals to examine problem
areas, adjust their curricula, and redirect staff.

Spring and Cypress-Fairbanks I SD superintendents and top administrators
conduct regular one-on-one meetings with principals. While student
performance and Campus Improvement Plan goals are discussed, an
equally important aspect of these meetings involves asking principals how
central administrators can help them to achieve their campus goals. A high
level of trust is developed when this type of communication leads both
sides to contribute to solving problems.

Recommendation 18:
Createaplan toimprove principal performance and longevity.

Principal tenureis adistrict issue and should be addressed with
systemwide solutions. AISD should develop a strategic plan that includes
necessary improvements to technological systems and other support
services; recruitment and training; school assignment policies; regular
interviews with the superintendent, area superintendent, and the deputy
superintendent of Curriculum, Instruction and Professional Devel opment;
and compensation.

IMPLEMENTATION STRATEGIES AND TIMELINE

1. | The superintendent designates a task force to develop the plans. | July 2000

The task force includes the deputy superintendents for
Curriculum, Instruction and Professional Devel opment,
Accountability and Information Systems, and Bilingual
Fdiication and Hiiman Recniirces Davelonment  annronriate




staff members from each of their areas, and selected principals
from elementary and secondary schooals.

2. | The task force devel ops the plans and confers with the August to
superintendent on their progress once a month. October
2000
3. | The task force presents the plans to the superintendent. November
2000
4. | The plans are approved by the superintendent and areport is December
presented to the board. 2000
5. | The plans are implemented. January
2001
6. | The plans are periodically reviewed and revised as needed. Ongoing

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

AISD lacks a decision-making model for the implementation of site based
decision- making. Although central administrators generally believes that
SBDM isworking at the school level, principals disagree. Principals at all
levels stated during interviews and focus groups that they do not feel
adequately supported in campus-level decision-making. They are
especialy troubled when parents and community members take problems
to board members and central administrators rather than the campus for
resolution. Another example cited by principalsis that they are often
assigned assistant principals or "helping teachers' and given little to no
discretion regarding who will work in these positions. They also expressed
the need for greater clarity in regard to their control over SBDM at the
campus level.

AISD conducts periodic SBDM training and follows a set of council
bylaws in implementing the SBDM plan required by the Education Code.
At the beginning of the 1999-2000 school year, AISD conducted a SBDM
training program for all of the school principals and their Campus
Advisory Councils. The schools were separated for the day of training into
each of the five area vertical teams. Each area was trained on separate day.
In October 1998, approved revised bylaws for the schools Campus
Advisory Councils, the district's five Area Advisory Councils, and the
District Advisory Council (DAC). The bylaws determine how the councils
are formed and structured and also state their purpose, objectives and
member duties. In focus group meetings, principals felt that the response



to these efforts is generally positive. However, principals and members of
the CACs say they need additional resources and clarification to be sure
that both they and their area superintendents are using SBDM
appropriately according to the Education Code.

Recent changes in state law required AISD to revise its board policy and
district bylaws for SBDM. Beginning in October 1999, the AISD District
Advisory Council Policy and Bylaws Subcommittee and designated
administrative staff members began to work on the necessary revisions.
The group is retooling the decision-making structure, clarifying the role of
the DAC, and rewriting the bylaws. This processis to be completed and
presented to the board for approva during the 2000 spring semester.

While the bylaws are helpful in describing an organizationa framework,
they do not adequately address how SBDM policy is to be implemented at
the campus level. These should be devel oped and presented in a matrix
type of format so that each campus's authority is clear.

Educators in Spring I1SD use a SBDM model adapted from a model first
developed by Spring Branch ISD. The model uses a matrix to organize
eight functiona categories along the vertical axis and a group of letters,
defined in alegend, that assigns authority or accountability on the
horizontal axis. These eight functional categories are planning, staffing
patterns, organizational development, budgeting, curriculum, school
organization, district organization, and data collection and accountability.
The six functional categories are further divided into one to two levels of
sub- functions.

For example, the district improvement plan and campus improvement plan
are under planning. Recruitment, personnel units/staffing,

sel ection/placement, and eval uation/discipline/contract renewal are under
staffing patterns. Exhibit 1-10 provides an example of the SBDM
functional category of staffing patterns.



Exhibit 1-10
Example of a SBDM Model

SBDM Model Example — Staffing Patierns

Legend:

4 — Approve, representing anthorty to make decisions regarding 1ssues

ACE — Advisory Cornumittes on Education: the distrct-level decision-making committes
BOT — Board of Tristess

CIC — Campus Improvemernt Coruntttes, the cammpus-level decision-making conunittes
Ci0 — Central Office; adrumstrators of centralized fimetions

CP — Campus Prncipal; the school adwunistrator

DIP — District Impmovement Plan; the arumal objectives of the Five-Tear Edacation Plan
I — Input; representing aathority to provide comment regarding issues

E — Feconunendation, representing anthomty to propose actions regarding issuss

508 — Superintendent of Schools

TL/DiZ — Team LeaderDepartment Chair; the grade-level or subject area instructional leader

b, Mininpum staffing levels for specific
programs andior staff

FUNCTION CIC TL# CP Co ACE 203 BOT
II. Staffing Patterns D
A4 Feemitment
1.  Eesearch and design recrmtment strategies, I A I I
materals, and schedules
2. Comnmmicate to Personmel Office perfremance I E A I
of auhstitute and stadent teachers
E. Personnel Tnits and Staffing
1.  Dewvelop staffing guidelines based on: I I I K I K iy
a. Personnel umts to be allocated basedupon
enrallment and programs and

2. Determine staffing for special programs sach I K iy
as yvocational, special education, federal

3. Dewelop a campus staffing planbased on I I K K iy
personnel umits allocated and staffing
guide line s

4. Manage teacher transfers and assizmument of I K iy
excess teachers

5. Select new bulding praneipal I I I 4

C. SelactioniPlacement

1.  Determine certification requiremments of K iy
applicants

2. Make final reconunendations for selection of I E E 4

new personnel and assignment of new and
ourrent campus staft

3. Offer cortracts B B iy

Source: Soring Independent School District.

The modd is easy to read and understand and makes the lines of authority
in decision-making clear at all levels.

Recommendation 19:

Develop a site-based decision-making matrix.




This recommendation will help al involved in SBDM develop appropriate

policies and processes that adhere to the Education Code.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent directs the creation of atask force to July 2000
develop a SBDM matrix model for AISD. The task force should
include the deputy superintendents for Bilingual Education and
Human Resources Devel opment and Curriculum, Instruction
and Professional Development and a staff member from each
area, two area superintendents and three principals, aswell as
other staff as deemed appropriate by the superintendent.

2. | The task force begins its work to develop a SBDM matrix August
model, using other districts models as a guide. 2000

3. | The task force completes a draft that includes required changes | September
in administration processes and procedures to fit the Education 2000
Code.

4.| The SBDM matrix is presented to the superintendent for review October
and approval. 2000

5. | The matrix is distributed and periodically reviewed and updated. | November

and
Ongoing

FISCAL IMPACT

This recommendation can be implemented with existing resources.




Chapter 2
EDUCATIONAL SERVICE DELIVERY

This chapter discusses the Austin Independent School District's (AISD's)
educational service delivery system and student performance measuresin
nine sections:

A. Student Performance and Education Service Delivery
B. Dropout Prevention, Recovery and Leaver Codes

C. Instructional Resources

D. Bilingual Education

E. Advanced Academic Services

F. Special Education Programs

G. School to Career Programs

H. Health Services

|. Compensatory Support Programs

Effective educational service delivery requires appropriate instructional
guidance, capable teachers, adequate resources and a thorough
understanding of students instructional needs. Well-designed and
implemented instructional programs are essential to meet the needs of all
studentsin adistrict as diverse as AISD. Instructional leadership from
AISD's central office and on campusesis directly responsible for these
programs' effectiveness.

BACKGROUND

AISD selected five Texas school districts to serve as their peer districts for
this review's comparative purposes: Alief, Corpus Christi, Fort Worth,
Northside (Bexar County) and Pasadena. The Texas Education Agency
(TEA) provided information on the state- mandated student achievement
test scores, the Texas Assessment of Academic Skills (TAAS) results and
other student performance measures, such as the Scholastic Aptitude Test
(SAT).

Demographic, staffing and financial data for each school district and
campus also are reported in TEA's Academic Excellence Indicator System
(AEIS) report. These reports are sent to each campus and district and are
available on TEA's Internet Web site (www.tea.state.tx. us). The latest
AEIS data published by TEA in November 1999 are for 1998-99.

Exhibit 2-1 presents demographic information for AI1SD, the selected peer
districts, Regional Education Service Center 13 (Region 13) and the state.
TEA's AEIS report for AISD showed that the district's student enrollment
for 1998-99 reached 79,496. AI1SD's director of accountability said that the



actual enrollment figure that should have been reported to TEA was
77,200. The director said the discrepancy of more than 2,000 students was
prompted by a procedural/technical problem, where student information in
one data file was overriding information in another file. The problem of
data accuracy occurred throughout the review and is reflected throughout
this report.

Exhibit 2-1

Demographic Characteristics of AISD
And Peer School Districts

1998-99
Student . Eco-
Enrollment Ethnic Groups Disadvantaged
0,

o 5Year /o % % % 5Year

District | Number % African Hispanic| Andlo Other Per cent %
Change* |/American $ 9 Change*
Austin 79496 8.6%| 17.4%| 44.1%35.7% 2.8%)| 49.0% | (1.6%)
\Ij\%trth 77,956  7.8%| 32.3% 41.1%|24.0% 2.5% 54.8% (2.5%)
Northsde| 61,308 9.3%|  6.79% 52.0%|39.0%| 2.4%| 44.5% 14.7%
gﬁ:f’;ls 40290| (3.8)% 5.8% 69.1% 23.8% 1.3%| 53.0%| 3.7%
Pasadena| 41,240 52%|  5.6% 58.79%|32.1%| 3.6%| 53.9%  3.5%
Alief 41,056 18.4%)| 359% 32.8%]| 13.8%/17.4%| 482% 27.2%
Z?g'on 258,660 16.3%|  9.9% 32.3%|55.3%| 2.5% 37.3% (2.4%)
State 3,945,367  7.5%)| 14.4% 38.6%|44.1%) 2.8%| 485%  4.8%

Source: 1998-99 Academic Excellence Indicator System (AEIS) Reports. *
Percent Change is defined as 1998-99 values minus 1994-95 values
divided by 1994-95 values.

Fort Worth is closest in size, with a student enrollment of 77,956.
Minority student enrollment in the districts ranges from 86.2 percent in
Alief to 61 percent in Northside; AISD has the second lowest percentage.

The percentage of economically disadvantaged students among the five
peer districts ranges from 44.5 percent to 54.8 percent. AISD ranked
approximately in the middle with 49 percent economically disadvantaged
students. The percentage of economically disadvantaged students has
increased in three of the peer districts over the past five years. As reported
to TEA's Public Education Information Management System (PEIMS),




economically disadvantaged student enrollment in AISD has decreased by
2 percentage points.

As noted in Exhibit 2-2, AISD has the highest property value per student
of the peer districts and is significantly wealthier than the state average.
While the comparative data indicate AISD had the lowest tax rate, in
October 1999, AISD's Board of Trustees increased the tax rate to $1.5486
$100 of property value, about equal to the state average, but still below
four of the five peer districts.

A school district's Administrative Cost Ratio is defined as the ratio of
actual administrative costs to actual instructional costs as defined in the
Texas Education Code, Chapter 42, Subchapter D. Higher values mean
that more money is spent on administration compared to instruction. AISD
has a higher Administrative Cost Ratio than all but one of the peer
districts. AISD's cost ratio is also higher than the state average, but it is
still within an acceptable range.

Exhibit 2-2
Property Value per Student and Administrative Costs
1998-99
Administrative Costs*
. Value/ 1996-97
District Student | Cost Ratio Rank

Corpus Christi|$147,772 8.3% 2
Austin $341,637 7.8% 1
Northside $183,277 1.7% 3
Fort Worth  |$155,860 7.6% 4
Pasadena $124,615 7.2% 5
Alief $128,161 6.0% 6
State $190,769 8.5%

Source: 1998-99 TEA AEIS Reports.
* Source: Texas Association of School Boards Bench Marks 97-98.

AISD has 96 regular campuses that were included in the state
accountability rating system in 1998-99. The number of students per grade
level is provided in Exhibit 2-3. There are alarger number of studentsin
grade nine than other grades because a large number of students are
retained at this grade level. This pattern is common among most school
districts in Texas.



Exhibit 2-3
Number of Students by Grade L evel

1998-99

Grade Level Number of Students | Percent
Early Childhood Education 643, 0.8%
Pre-Kindergarten 3258 4.1%
Kindergarten 6,502 8.2% ‘
Gradel 6,653 8.4%
Grade 2 6,587 8.3%)
Grade 3 6,428| 8.1%
Grade 4 6,016 7.6%
Grade 5 6,184 7.8% ‘
Grade 6 5,683 7.1%
Grade 7 5551 7.0%)
Grade 8 5,630 7.1%
Grade 9 7,348  9.2% ‘
Grade 10 5173 6.5%
Grade 11 4,268, 5.4%
Grade 12 3572 45% \
Total 79,496

Source: 1998-99 TEA AEIS Reports.

Comparing AISD to its peer districts, AISD's $2,941 in expenditures per
student places it fourth among the six districts (Exhibit 2-4). Only
Pasadena | SD and Fort Worth 1SD spent less per student than AISD.

Approximately 80 percent of the district's instructional expenditures are
directed to regular education. This percentage is higher than the peer
districts. AISD reports that only 0.2 percent of its instructional
expenditures are allocated for gifted and talented education, even though,
as seen in Exhibit 2-5, 7.6 percent of AISD students are listed in a gifted
and talented program. AISD's and Pasadena's expenditures for gifted and
talented are much lower than the peer districts. AISD and the peer districts
have different patterns of expenditures.



Exhibit 2-4
Instructional Expendituresin AISD and Peer Districts

1998-99

Instruct % o % o
Siric Total Expend | % | Gifted Spgéi |Career| % | %

IStric Expenditures Per |Regular & Educ & Bil/ESL sato?

Student Talented " | Tech. y
Northside| $365,308,672| $3204| 71.6%| 14%| 16.6%| 4.1%| 0.6% 5.8%
Alief $234.817,086| $3077| 70.6%| 21% 104%  15%| 10.3% 4.2%
Corpus 220,664,433 $2,996| 69.9% 14% | 114%| 37%  7.2% 2 5%
Chrigti $220,664, $2, .9% A% 4% 7% 2% 5%
Austin $474,799,719| $2941| 788% | 02% | 16.2% | 1.6% 0.9% 2.3%
Pasadena | $216,004,014| $2.900) 70.0%| 02%| 88% 29%| 28%| 153%
\';\‘/’(r)trth $430,250596| $2.882| 67.4%| 38%| 11.3%| 35%  6.3% 7.6%
State $23092,945910| $3071| 71.3%  16% 12.3%| 4.0%| 35% 7.3%

Source: 1998-99 TEA AEIS Reports.

As seen in Exhibit 2-5, AISD is similar to the state and the peer districts
in the percentage of students enrolled in Gifted and Talented, Specia
Education, and Career and Technical education. The percentage of
expenditures for students enrolled in bilingua or English as a second
language (ESL) varies among the districts.

Exhibit 2-5
Student Enrollment by Program
1998-99
% % % %
District Gifted & | Special | Career & |Bilingual
Talented | Education | Technology | / ESL
Northside 8.5% 15.1% 13.6% 4.0%
Fort Worth 5.9% 11.2% 17.7% 23.2%
Alief 7.7% 11.3% 9.4% 24.0%
Austin 7.6% 11.5% 13.6% 13.5%
Pasadena 4.8% 7.3% 11.3% 19.1%




Corpus Christi

4.3%

14.6%

17.7%

8.4% |

State

8.4%

12.1%

17.8%

12.1% |

Source: 1998-99 TEA AEIS Reports.

Exhibit 2-6 contains information on expenditures by category for AISD
and its peer districts. The data show AISD expenditures by category are
similar to the peer districts and the state average.

Exhibit 2-6

Per cent of Expenditures by Function

AISD and Peer Districts

1998-99
Expenditure . , Corpus | Fort |North | State
Category Austin | Alief Christi | Worth| gde P Ml Ave.
Instruction * 57.9% | 62.1%| 58.8%| 54.2%| 59.0%| 57.7%| 57.5%
| nstructional-
Related sy | 24%|  25%| 42%| 32% 29%| 3.0%
Services '
'L”;;‘gts'h‘i’ga" Lave| L1%|  23%| 21%| 24%  18%| 14%
&:hOOI 0 0, 0, 0 0, 0,
Leocrship 64% | 53%| 6.0%| 65%| 54% 58% 59%
Support
Services - gy, | 47T%| 46% 57%| 53% 41%  4.4%
Student :
ﬁ‘;ﬂztort dion | 370p| 30%|  22%| 28%| 41% 20%| 2.8%
Food Services | 6.8% | 59%| 54%| 52%| 5.6% 70% | 5.6%
Sﬁ‘g&?ﬁg{a L4 | L1O%| 24%| 16%| 18% 1.8%| 2.5%
inr:i?'“ wration | 260 | 29%| 31% 26%| 27%|  27%| 42%
Plant
Maintenance 10.3% 9.9% | 10.6% | 125%| 9.0% 11.9% | 11.2%
and Operations '
fﬂegﬁ{ t'gl ﬁgd gy | 08% 09%| 18% 07%  07% 06%




Services

Data Processing

0 0 0, 0, 0
Sarvices 13% 0.9% 1.3%| 0.8%| 0.8% 1.6% | 1.0%
Per Pupil
Expenditures $5.973 $5,719| $5,477| $5,519 | $5,959 $5,260 | $5,853

Source: 1998-99 TEA AEIS Reports.
* Note: AEISreports exclude capital outlay and debt service. When
capital outlay and debt service are included as expenditures, the
instructional category (objects 11 and 95) percentages are as follows:
Sate 51.2 percent; AISD, 47.7 percent; Alief, 52.8 percent; Corpus
Christi, 52.6 percent; Fort Worth, 50.3 percent; Northside, 51.7 percent;
and Pasadena, 53.5 percent.

Exhibit 2-7 shows the percentage of professional staff in various
categories. AISD has a higher percentage of teachers than the peer districts
and the state, but employs a relatively low percentage of educational aides.

Exhibit 2-7
Professional Staff
AISD and Peer Districts

1998-99

Professional . , North- | Corpus | Fort | State

Staff Austin | Pasadena | Alief | " | ~piai | Worth | Ave.
Teachers 52.9% | 51.7%|51.7% 50.9% 49.6% 49.2%  51.4%
gru"go”a' 7.4% 71%| 720  81%  7.0% 86%| 7.2%
gﬂ?ﬁ? ration | 27% 25%| 22%| 22%| 27% 32%| 25%
g(ej”rgi?'“ sration | 0-5% 02%| 06% 04%| 07% 05%| 09%
i?gf‘ond 6.7% | 106% 9.4%| 121%| 9.6% 8.4%  10.3%
Auxiliary Staff | 290.8% |  27.8%|28.9%| 26.2%| 30.4%| 30.1% 27.7%
T
é‘t’a'\f’]['”or'ty 437% |  325%|38.20| 424%  61.6% 50.2%| 36.5%

Source: 1998-99 TEA AEIS Reports.



Exhibit 2-8 shows teacher experience and turnover rates for AISD and the

peer districts. Average teacher experience in AISD is similar to the state

and to the peer didtricts.

Exhibit 2-8
Teacher Experience and Turnover Rate
AlSD and Peer Districts

1998-99
, Fort . North- | Corpus | State
Aliet Worth Austin | Pasadena sde Christi | Ave.
Eg‘gﬂggg 12.7% | 10.6% | 8.6% 83%| 58%| 53% 7.7%
1-5 Years 36.5%  28.9%|275% |  27.20| 26.1%| 19.0%| 26.7%
Exporiance . . . . . . .
6-10 Years 0, 0 0, 0, 0 0, 0,
oo |166% 163% 166% |  17.0%| 183%| 20.9%| 17.7%
11-20Years 119 000| 24796|26.9% |  24.6%| 27.8%| 31.20| 27.5%
Experience
Over 0Years | 153001 1950|20.4% | 22.0%| 22.09%| 23.6%  20.5%
Experience
Average Years
Experience 903 112| 114 121 121|130/ 118
(total)
Average Years
Experience 58 86| 84 88 80 909/ 80
(district)
Turnover 16.7%| 16.4%)|15.9% | 16.3%| 13.4%| 15.4%  155%

Source: 1998-99 TEA AEIS Reports.

AISD has more teachers with Masters degrees than the state average and
ranks third among the peer districts in the number of teachers with a
Masters degree (Exhibit 2-9). With the exception of Northside, AISD has

the lowest percentage of teachers who do not have a degree.

Exhibit 2-9
Teacher Degrees
AlSD and Peer Districts
1998-99




Chrrg | Passdena | et || yot | austin| N | S0
gggree 1.1% 2.2%| 0.7% 0.5%| 0.1% 0.0% 1.3%
Bachelor 54.6% 74.1% | 76.6% 73.7% | 72.4% 63.2%| 73.6%
Master 43.8% 23.2%22.3%| 25.3% 26.9% 36.5% | 24.7%
Doctorate 0.5% 0.6%| 0.3% 0.5%| 0.5% 0.3% 0.4%

Source: 1998-99 TEA AEIS Reports.

While AISD is similar in size to Fort Worth, it has only one-third as many
teachers with an Emergency Permit (certified) (Exhibit 2-10). A
superintendent can activate an emergency permit for the professional
services of a certified individual (Emergency-certified) or for the
professional services of an uncertified individual (Emergency-uncertified).
Nonrenewable permits are issued to alow an individual to complete the
testing requirement stipulated for continued employment. A Temporary
Classroom Assignment Permit can be activated by the local school district
for ateacher who is certified to teach in departmentalized grades 6-12, but
who will be assigned outside the certified area(s) at the secondary level.
District Teaching Permits are activated by the local school district and
approved by the Commissioner of Education for a degreed teacher who is
uniquely qualified to teach a particular assignment and does not hold any
type of teaching credential. A district can activate a Temporary Exemption
Permit for a certified, degreed teacher who is not certified for the
classroom assignment. This exemption cannot be renewed.

Exhibit 2-10
Teacher Permits
AISD and Peer Districts

1998-99
V\sg:th Austin | Alief (é?]rrrl);ls Pasadena N;.)(rj;h'
@;‘f{ﬁgg)cy 244| 109 24 o7 27 14
(Eur:?e?t?g%) 69 80| 104 0 60 19
Nonrenewable 42 41| 32 11 6 48
I\eggr?rrnagt classroom 51 - 5 L 1 3




District Teaching 0 5 0 0 0 0 \
Temporary 0 ol o 0 0 0
Exemption

Source: 1998-99 TEA AEIS Reports.

Under the state's school accountability system, TEA assigns annual ratings
to each district and campus based upon (1) TAAS, (2) attendance, (3)
dropout rates and (4) data quality. In 1999, TEA added two new rating
categories. Unacceptable: Data Quality (district level) and Acceptable:
Data Issues (campus level). The accountability system includes five
ratings for districts: Exemplary, Recognized, Academically Acceptable,
Academically Unacceptable and Unacceptable: Data Quality. These new
rating categories were assigned to certain districts and campuses when
serious errors in data reporting affected one or more of the base indicators
(TAAS, attendance, and dropout rates) used to determine accountability
ratings. Campuses or districts are assigned thisrating if the data errors are
of such magnitude that the results are deemed unsuitable for ratings
purposes. The Unacceptable: Data Quality rating can be assigned in cases
where districts acknowledge that the accuracy of their datais seriously
compromised or where a TEA investigation discovers that significant
reporting errors have occurred.

To receive an Exemplary rating, at least 90 percent of all students, as well
as 90 percent of African American, Hispanic, Anglo, and Economically
Disadvantaged students must pass the TAAS reading, writing and
mathematics subtests.

To achieve a Recognized rating, 80 percent of all students and each
student group must pass the same TAAS reading, writing and mathematics
subtests. In 1999, to be rated Academically Acceptable, 45 percent of each
student group must pass TAAS. Beginning in 1998-99, scores for students
with disabilities and results from the Spanish version of TAAS, reading
and mathematics in Grades 3 and 4, were included in the accountability
calculations. A district was rated Academically Unacceptable if less than
45 percent of students passed TAAS. Starting in 1999-2000, the standard
increases to 50 percent passing. Although the state accountability system
also considers attendance and dropout rates, TAAS is the primary
determining factor in ratings. According to TEA, failure to meet TAAS
standards is the primary reason that a campus is rated Low-performing.

The peer districts and AISD typically received an Academically
Acceptable from 1995 through 1999. Pasadena was rated Recognized in
1998 and 1999. AISD received an Unacceptable rating in 1999 due to data
quality issues (Exhibit 2-11).



Exhibit 2-11
Accountability Ratings
AlSD and Peer Districts

1994/95 to 1998/99

1995* 1996 1997 1998 1999
Austin Accredited | Acceptable | Acceptable | Acceptable | Unacceptable**
Alief Accredited | Acceptable | Acceptable | Acceptable | Acceptable
Corpus .
Chrisii Accredited | Acceptable | Acceptable | Acceptable | Acceptable
\Ij\(/)cr)trth Accredited | Acceptable | Acceptable | Acceptable | Acceptable
Northside | Accredited | Acceptable | Acceptable | Acceptable | Acceptable
Pasadena | Accredited | Acceptable | Acceptable | Recognized | Recognized

Source: TEA Accountability Reports 1994-94 through 1998-99. *

Terminology was changed after 1995, Accredited and Acceptable are
equivalent. ** Unacceptable due to Data Quality issues.




Chapter 2

A. STUDENT PERFORMANCE AND INSTRUCTIONAL DELIVERY
(PART 1)

Effective instruction depends upon adequate human and fiscal resources
and on support from the district's central office. The campus
administrative and instructional team must be qualified and active in
planning and implementing the curriculum. TAAS performance, the
primary factor in determining a district's accountability ratings, depends
on effective instruction.

TAAS is administered in grades 3-8 and 10 and currently includes a
reading and mathematics subtest in grades 3-8 and 10 and a writing
assessment in grades 4, 8 and 10. Science and Social Studies subtests are
included at grade 8. The Spanish version of TAAS is given in grades 3-6.

Included in the TAAS system are examinations in Algebra |l in grades 7-
12, Biology | in grades 8-12, English Il and United States History. On an
incremental basis between 2000-03, changes will be made to the TAAS
administration schedule, particularly at the high school level. By 2003,
TAAS will be administered in grades 9, 10 and 11. Reading and
mathematics subtests will be added at grade 9. The exit level examination
will be moved to grade 11 and will include science, socia studies English
language arts and mathematics. A science subtest will be added to grade 5.

Between 1995 and 1999, TAAS scores improved in AISD, Region 13 and
the state overall (Exhibit 2-12). The largest improvements are seen in
grades 7 and 8. In grade 7, there was an improvement of 20 percentage
points in the percentage of students passing all tests taken. In grade 8,
there was a 23- percentage point improvement. However, these grade
levels had alow percentage of students passing compared to other grade
levels five years ago. The largest gains have been made on the
mathematics subtest.

Exhibit 2-12
Change in Percent Passing
All Tests Taken (1994-95 to 1998-99)

N 1995 L % Change
District Rank 1995 | 1996 | 1997 | 1998 | 1999 Change| Rank
Northside 1| 61% | 68% 74% | 79% | 78% 28% 5

Alief 2| 58% | 65% | 72%| 76%  75% 29% 4




Corpus 3| 56% | 64% | 70%| 77% | 76%| 36% 3\
Austin 4|54% |59% |66% | 70% | 68% |  26% 6
Pasadena 5| 53% | 63% | 70%| 78% | 80%| 51% 1\
Fort Worth 6| 47% | 52% | 57% 63%| 67% 43% 2
Region 13 65| 69% | 75% 7% | 7% 2%

State 61| 67% 73% | 78%  78%| 28% \

Source: 1998-99 TEA AEIS Reports.
*1999 include scores for special education students and Spanish TAAS

While AISD has improved its TAAS scores, it has not kept pace with the
peer districts

(Exhibit 2-13). The percentage of students passing all tests taken
increased from 54 percent in 1995 to 68 percent in 1999, but AISD's peer
districts have shown more improvement.
Exhibit 2-13
Percent of Students Passing All Tests Taken*

1994-95 to 1998-99

B Austin

W Alief

O Corpus

@ Fort Worth
W Morthside

OPasadena

Source: TEA AEISreports (1994-95 through 1998-99).
* All Test Taken include Reading Writing and Mathematics. At grade 8,
Science and Social Sudies are also included.



Performance on all tests taken depends upon passing reading, writing and
mathematics. Writing tests are given in grades 4, 8 and 10. The percentage
of students passing writing, as noted in Exhibit 2-14, is significantly

lower than the state average in grade 8. At grade 8, science and social
studies subtests are also included. This normally makes grade 8 the lowest
performance grade level for all tests taken because five subtests are
included in the computation of all tests taken. (Science and social studies
are not included in determining accountability ratings.)

Because reading and mathematics are given at every grade level, these two
subject areas are most important from an accountability point of view. As
illustrated in Exhibit 2-14, there is a significant gap between the state and
AISD in average percentages of students passing reading. However, the
gap is considerably larger for mathematics. While there has been again in
mathematics performance, the percentage of students passing mathematics
is still lower than the percentage passing reading.

Exhibit 2-14 indicates that students are improving from grade 3 to grade
5, but there is a sharp decline in mathematics performance from grade 5 to
grade 6. The same pattern was also reported in 1994-95.

Exhibit 2-14
Per centage of Students Passing TAAS
In AISD, Region, and State

1994-95 to 1998-99
. . . : Social |All Tests
Reading |M athematics\Writing |Science Studies Taken
GradelLevell 95 99 95 99/ 95| 99| 95| 99| 95| 99| 95/ 99
Grade3
AISD 77| 83 68 77 63 71
Region 13 81| 88 75 84 69 80
State 80| 88 73 83 67, 79
Grade4
AISD 78| 83 67 78| 83| 84 61 70
Region 13 82| 89 72 86, 85| 88 66 78
State 80| 89 71 88 85| 88 64 78
Grade5
AISD 74| 81 65 84 60 76
Region 13 81 87 74 90 69 83
State 79| 86 73 90 67, 83
Grade6
AISD 73/ 76/ 55 74 | | | | | | 53 67




Region 13 82 86 69 87 67, 80
State 79 85 65 87 61 80
Grade7

AISD 70, 75 49 72 46| 66
Region 13 81| 85 67 85 64, 79
State 79 84 62 85 59 78
Grade 8

AISD 67, 79 48 72 68| 76| 72| 78| 59| 61 40| 63
Region 13 78, 87 62 85 77| 85| 82 89| 70| 73| 52| 66
State 88 86 86 87 70 47| 63
Grade 10

AISD 74, 84 60 74, 83| 87 54| 68
Region 13 82 90 67 82 89 91 62 77
State 76, 89 60 82 86| 91 55| 76

Source: 1998-99 TEA AEIS Reports.

In 1999, 47 AI1SD campuses were rated Acceptable, seven rated
Recognized, and nine were rated Exemplary. Three campuses-Doss
Elementary, Highland Park Elementary and Hill Elementary- have been
rated Exemplary in each of the last five years.

AISD has made gains in the number of campuses rated exemplary or
recognized. In 1994-95, sixty-five campuses were rated Acceptable, eight
were rated Recognized, four were rated Exemplary, and fifteen campuses
were rated as Lowperforming. Exhibit 2-15 lists campuses that were
rated Exemplary in 1994-95 and in 1998-99.

Exhibit 2-15
AISD Campuses Rated as Exemplary
1994-95 and 1998-99

1994-95 1998-99

Barton Hills Elementary

Casis Elementary

Doss Elementary Doss Elementary

Gullett Elementary Gullett Elementary

Highland Park Elementary | Highland Park Elementary

Hill Elementary Hill Elementary




Lee Elementary

Mills Elementary*

Patton Elementary

Source: TEA AEIS Reports (1994-95 and 1998-99). * Not established in
1994-95.

In 1994-95, 13 percent of AISD campuses were rated either Exemplary or
Recognized, compared to 21.4 percent of campuses statewide. In 1998-99,
17 percent of AISD campuses and 47.5 percent of campuses statewide
were rated Exemplary or Recognized (Exhibit 2-16). While AISD has
seen the number of campuses rated Exemplary double over this period
from four to nine schools, the percentage of campuses statewide rated
exemplary has quadrupled from 255 to 1,120. There has been a dight
decrease in the percentage of campuses rated Recognized in AISD, while
the statewide percentage has risen 12.4 percentage points.

Exhibit 2-16
Per centage of Campuses Rated Exemplary and Recognized
AlISD and State
1994-95 and 1998-99

Rating AISD 1994-95 State 1994-95 AISD 1998-99 State 1998-99 ‘
Number | Percent | Number | Percent | Number | Percent | Number Percent‘
Exemplary 4 4.3% 255 4.1% 9 9.5% 1,120 17.9%
Recognized 8 8.7% 1,004 | 17.1% 7 7.4% 1,843 29.5%
Acceptable 65| 70.7% 4347 74.0% 47| 49.2% 3,147 50.4%‘
Acceptable:
Data n/a n/a n/a n/a 16| 19.8% 36 0.6%
| ssues*
Low-
. 15| 16.3% 267 4.5% 16| 16.8% 96 1.5%
performing
Total 92 5,873 95 6,242
Number

Source: 1999 Accountability Reports, Texas Education Agency
Performance Reporting Web Ste.
* Acceptable: Data Issues rating was not used in 1994-95. Accountability



ratings of "Not Rated" and " Alter native Education” are not included for
comparability purposes.

FINDING

AISD has an unacceptably high number of campuses rated Low
performing. Thirteen campuses were originaly rated lowperforming in
August 1999, including five that received this rating for three of the last
five years. In January 2000, after reviewing district datafiles, TEA
changed the accountability rating of three high schools, increasing the
number of Low-performing schools to sixteen. Out of 96 campuses,
approximately 16 percent of AISD's campuses are rated L ow-performing.
Exhibit 2-17 lists the campuses that were rated L ow-performing from
1994-95 to 1998-99.

Exhibit 2-17
AlSD Campuses Rated as L ow-performing

1994-95 and 1998-99

1996-

1994-95 1995-96 97 1997-98 1998-99
Blanton El
El'ffks'“ear Blackshear EI** | Blackshear EI**
Govalle El
Harris El
. Sms
Sims El £l
Palm El
Pecan Springs El
Travis Heights
El
Wooldridge EI***
Dobie Mid** Dobie Mid** Dobie Middle**
Fulmore Mid
Kealing JH
Lamar Mid

Martin Mid




Mendez

Mendez Mid** Mich* Mendez Mid**
O Henry Mid
Pearce Mid Pearce Mid
Webb Mid
Anderson HS
Augtin HS
Bowie HS
Crockett HS®
Johnson HS
Johnston HS
Lanier HS Lanier HS
McCallum Hs+* | MEaUT McCallum HS** | McCallum HS® **
Reagan HS** Reagan HS** Reagan HS**
TravisHS TravisHS®
ACC/Robbins*
Alternative
Learning Center
glpaiceilient Speci al* Placement
Center* Center

Source: TEA Accountability Reports (1994-95 to 1998-99).
* Not established in 1994-95.
** Rated as Low-performing for three of last five years.
*** Year-round school.
° These schools were added in January 2000, after a TEA review of
AlSD's data records.

Five AISD campuses-one elementary, two middle schools and two high
schools-have been rated low performing for three of the last five years,
Compared to the peer school districts, this represents a significant number
of schools. Exhibit-2-18 shows the number of schools rated L ow-
performing for the last two years for AISD and the peer districts.




Number of Campuses Rated L owperforming

Exhibit 2-18

1997-97, 1998-99

Number of Number of Number of Number of
District Campuses | L ow-Performing | Campuses | L ow-Performing

Rated Campuses Rated Campuses

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

Austin 96 16 9 4
Northside 66 3 60 0
Corpus Christi 62 1 61 1
Pasadena 52 0 51 0
Fort Worth 126 0 116 1
Alief 34 0 34 0

Source: 1997-98, 1998-99 TEA AEIS Reports.

In January 1999, TEA conducted an accreditation visit in three AISD
Low-performing schools. Known as the Peer Review Accreditation Team,
including members from TEA and The Texas School Improvement
Initiative (TSII), the team visited McCallum High School, Travis Heights
and Blackshear Elementary schools. The TEA team made several
recommendations such as regular assessments to determine how students
are progressing and monthly meetings (at a minimum) with area
superintendents.

The team also recommended that teachers on Low-performing campuses
receive significantly more assistance from support teams than normally
provided. Blackshear Elementary particularly concerned the peer review
team. TEA found that communication from the principal to the teachers
was unclear and ineffective, and alack of instructional support throughout
the campus was evident. For Blackshear Elementary, the peer review team
recommended:

"...the district take immediate action to develop a strong
intervention process....In light of the school's history of low
performance since 1993-94, the peer review team
recommends the district to consider al options at its
discretionincluding the possible restructuring of the
school- to ensure that the students on the campus have an
educationa program that meets their needs and fosters
success on a long-range basis.”




In 1999- 2000, the district assigned a new principal to Blackshear
Elementary, along with a district intervention team consisting of two
curriculum specialists, two retired principals and the new principal.
Members of this team said this was clearly a"quick-fix" and lacked
confidence the team could implement long-term solutions to improve
student performance. The principal expressed concern with the
intervention process.

Because personnel hiring began too late in the school year, most of the
experienced teachers in the district had already been assigned to other
schools. In addition, the principal said she did not have the option to hire
most of her staff. She said that it has been difficult working with
inexperienced teachers. Teachers said the school had experienced a 75-
percent teacher turnover rate and that the majority of teachers had less
than two years experience.

Teachers in this school were significantly frustrated and said that the
district did not provide any support for the new staff. Staff said,
"everything isamajor ordea and nothings gets done...." Teachers also
said they had a difficult time obtaining such things as pencil sharpeners
and blinds for the classrooms. Teachers felt that the children are
exemplary and ready to learn, but said that the district is not providing an
appropriate instructional environment.

Blackshear Elementary underwent facility renovations in the summer of
1999. Dueto alack of campus leadership and coordination, teachers said
several agpects of the school's remodeling were mismanaged. For
example, the new library was not wired for computers and the library did
not have a cataloguing system.

Despite social and economic inequities that hinder the delivery of equa
educational opportunity, in Texas and around the nation, there are
numerous examples of successful schools in which underprivileged
students meet high academic standards. Schools that chronically produce
low test scores and high numbers of high school dropouts must be
challenged to change.

When adistrict isin trouble, and help has been provided over a period of
time and the school has not improved, then new and decisive measures
should be implemented. One such measure is reconstitution. According to
aWhite House press release (January 20, 1999), thirty-five mgor city
school districts nationwide have moved to overhaul their chronically Low-
performing schools. Though most of these efforts have not been fully
evaluated, the press release notes "preliminary data indicate that these
measures...are improving student achievement in big city school systems
across the country..." School districtsin San Antonio, Houston, Corpus



Christi and El Paso have reconstituted schools. Most of these districts
report some measures of success. School officials with the most
experience in reconstitution agree it is a strategy of last resort, only to be
exercised when intensive and sustained efforts to improve a school do not
succeed. Reconstitution is not a solution in and of itself, but a mechanism
to open a school to change, by replacing existing staff and providing
adequate resources.

Severa organizations like the American Federation of Teachers and the
New American Schools Development Corporation have developed well-
conceived models of how to fix a failing school, including intervention
models, re-design and reconstitution. Local parents and school leaders can
choose the right model to fit their community. In 1998, the U.S.
Department of Education published Turning Around Low-Performing
Schools: A Guide for Sate and Local Leaders.

School intervention teams are created to overhaul a school. The team must
develop guidelines and plans that detail what must be accomplished to
transform individual failing schools in the district. The right interventions
are essential whether or not a schoal is reconstituted. Ron Wolk, a member
of the Pew Forum on Standards-Based Reform, (Education Week,
November, 1998) argues that school districts, not just local schools, must
be willing to change policies and practices that contribute to the problem,
such as the practice of assigning the newest teachers to the most difficult
schools. To produce the right intervention strategies, Wolk suggests
focusing on three critical questions.

What are the definitions of "failure” and "success?’

What interventions are most likely to transform a failing school
into a successful school?

What is in the best interest of the children in the school ?



Chapter 2

A. STUDENT PERFORMANCE AND EDUCATION SERVICE
DELIVERY (PART 2)

Recommendation 20:

Implement a formal district policy on school reconstitution for
consistently low-perfor ming schools.

Create a district school intervention team to develop a specific plan that
considers a variety of intervention strategies, like reconstitution, re-design
or overhaul.

A public school that israted Low-performing for TAAS failures for two
consecutive years should be placed on probationary status. The school
should make use of the technical assistance available at the Region 13
Education Service Center, which can provide advice in areas such as
staffing and resource allocation. If the school fails to improve by the end
of the third year, the superintendent should order the complete
reconstitution of the campus.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The assistant director of the Office of Program Evaluation June 2000

performs a literature review and develops alist of current
successful reconstitution practices across the country. The
director makes this information available to the school
intervention team.

2. | The superintendent creates a district-level school intervention June 2000

team that includes two teachers, two principals, counselors and
district staff from the Department of Curriculum, the Department
of Accountability, the Budget Office and the Office of Program
Evaluation.

3. | The superintendent contacts teacher associations to obtain teacher | September

concerns and suggestions on a school intervention/reconstitution
policy.

2000

4. | The superintendent develops a school intervention/reconstitution | October

policy and a detailed plan listing AISD's intervention approach
for chronically lowperforming schools.

2000

FISCAL IMPACT




This recommendation can be implemented with existing resources.
FINDING

AISD has no interna controls to ensure the integrity of TAAS
participation data, including the correct number and percentage of students
tested. In September 1998, TEA cited AISD for problems related to the
inappropriate manipulation student identification numbers during the
spring of 1998. TEA found that "AISD manipulated TAAS results last
spring to make it appear as if severa schools performed better that they
did" (Austin American Satesman, September 15, 1998). An audit
conducted by an outside consulting firm found that the district boosted
ratings at four schools by changing the identification numbers of some
students taking the TAAS. When the student identification numbers did
not match the previously assigned numbers aready recorded in TEA data
files, the students' tests were automatically excluded in the calculations
that determine school ratings. TEA said (Austin American Statesman,
September 15, 1998) that these changes were calculated changes, not
mistakes. As aresult of thistampering, TEA lowered the ratings of three
schools: Travis Heights, Bryker Woods and Blackshear elementaries.

As aresult of the data tampering, the Travis County District Attorney's
office initiated an investigation into whether AISD broke any laws when it
manipulated student identification numbers to improve school ratings. In
September 1999, AISD's case with Travis County was settled in an
agreement that included the creation of a dropout task force.

Under the state's accountability system, schools are not just rated for the
percentage of all students passing the TAAS. Schools and districts also are
rated based on the TAAS passing rates for certain student subgroups, such
as ethnic minorities. Through the 1998-99 school year, for a student group
to be included in the accountability system, there must have been 30
students tested, and these students must account for at least 10 percent of
the tested population. For example, if there are 31 Hispanic students tested
across all grade levels on a campus and they comprise 15 percent of the
tested population, this forms a group for which the campus is responsible
in the accountability system. On the other hand, if the number of Hispanic
students falls to 29 students, there will not be a Hispanic group examined
for this campus. This characteristic of the state accountability system
means that minor changes in the number of students tested can have a
major impact on a school's rating.

Recommendation 21;



Closely monitor student TAAS participation data to ensure the
correct number and per centage of studentsaretested and included in
the accountability system on each campus.

The district must institute a mechanism to monitor problems related to
inappropriate data manipulation. The district should analyze the
differences between student enrollment data and the number of students
tested and the number of students included in the state accountability
system. TEA, for instance, used a statistical model to determine if the
percentage of students included in specia education is outside of
reasonable expectation. A similar approach can be used to determine when
the percentage of a specific student group tested appears inappropriate.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | Thedirector of accountability sets standards for the percentage of June
each student group expected to be tested in each grade level and 2000
subject area.

2. | Theinterna auditor reviews campus records in which the June
percentage of student groups tested and included in the 2000

accountability system appear in conflict with the standard set by the | Ongoing
director of accountability.

3. | If the internal auditor finds discrepancies, the area superintendent July
institutes appropriate disciplinary action or provides, as needed, 2000
appropriate training for data clerks and other campus personnel.

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

AISD middle school students perform at alower level on TAAS than do
elementary school students. Exhibit 2-19 demonstrates that this difference
is greater than in three of the five peer districts and exceeds the difference
at the state level and in Region 13 for reading. In tested mathematics
performance, AI1SD has the greatest difference between elementary and
middle schools and is at the bottom overall in performance in middle
school. Because AISD has a combination of K-5 and K-6 elementary
schools, the performance difference may be greater than shown because
some grade 6 students are still enrolled in elementary schools while others
are in middle schools.

Exhibit 2-19
Per cent of Students Passing TAAS Reading




Differ ence between Elementary and Middle Schools

1998-99
Reading Mathematics

. Middle | ~. Middle| .
District |Elementary School Difference | Elementary School Difference
Austin 82.3% | 76.7% 5.6 79.7% | 72.7% 7.0
gﬁrpu.s 890.0%| 80.7% 8.3 86.3% | 81.0% 5.3

risti
Fort 0 0
Worth 81.0% | 75.0% 6.0 79.0%| 74.0% 5.0
Pasadena 90.7%  85.3% 5.4 91.3% 87.0% 4.3 \
Northside 89.0% | 84.7% 4.9 86.3% | 82.7% 3.6 \
Alief 87.0% | 85.4% 1.6 86.0% | 90.0% (4.0)
State 87.7% | 85.7% 2.0 87.0% | 86.0% 1.0

Source: 1998-99 TEA AEIS Reports.

In interviews, principals, counselors and teachers said students often have
difficulty making the transition from elementary to middle school. The
effectiveness of the district's transitional activities to prepare students for
middle schools is uneven across the district. Middle school students also
believe that they are becoming more independent of school and
responsibilities. Motivation for the student to perform well on the TAAS

may be lacking for many students, and there are few serious consequences
for students failing TAAS in the middle school years.

At the 1999 National Forum to Accelerate Middle-Grades Reform,
information was presented on identifying high-performing middle schools.
After ayear of collaboration, the forum identified criteriato describe high-
performing schools that serve students in the middle grades. Such schools
are academically excellent, responsive to the developmental challenges of
young adolescents and socially equitable with high expectations for all
students. The Forum conducted a national search for three "schools to
watch" that meets its criteria, and so far have identified two schools that
have been recognized: Barren County Middle School in rural Kentucky,
and Jefferson Middle School in Champaign, Illinois. Thisinformation is
available at the Educational Development Center's Web site
(www.edc.org).



The Texas Mentor School Network (TMSN) began in 1991 with a group

of middle schools that were implementing research-based practices
identified in Turning Points: Preparing American Youth for the 21st
Century, the Carnegie report published in June 1989. Texas Mentor
School Network connects school staff and policy makers to important

research and promising practices. The network shares findings statewide

with the goal of creating afirst step in crafting effective solutions to

improve middle schools. Through the mentor network, all campuses in the

state have access to the knowledge about other campuses with similar
demographics and high student performance.

Recommendation 22;

Establish a districtwide middle school initiative and dedicate selected

central office curriculum staff to focus and support additional
attention to middle school issues.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The deputy superintendent for curriculum designates at least one June
central office curriculum staff member as a middle school 2000
curriculum specialist to each of the areas of reading, mathematics,
science and socia studies.

2. | The deputy superintendent for curriculum directs central office July
middle school staff to examine and disseminate successful practices | 2000
to al middle school principals and teachers.

3. | The superintendent directs more compensatory support to middie August
schools. 2000

4. | Staff in the Office of Program Evaluation evaluates the August
effectiveness of additional support and the impact of participatingin | 2002

the Middle School Network.

FISCAL IMPACT
This recommendation can be implemented with existing resources.

FINDING

In September 1999, AISD required campuses to administer practice TAAS

tests to all students in grades where TAAS is given. In addition, an

achievement test, the lowa Test of Basic Skills (ITBS) is aso administered

to studentsin grades 3, 5, and 8.




Interviews with principals and teachersin AISD campuses confirmed that
one of the best waysto predict whether a child will pass atestisto
examine how the child has performed on similar tests in the recent past.
Teachers and principals said that students who have difficulty passing the
TAAS benefit from the opportunity to take a practice test. Some noted,
however, that for some higher performing students, taking a practice
TAAS test isa"waste of time." Staff members noted that many students
were bored by taking a practice TAAS and that this boredom could extend
and affect a student's performance on the actual TAAS.

To help campus staff decide which students should take or re-take a
practice TAAS, in December 1999 the director of accountability
developed guidelines for campuses to determine which students should
take the practice TAAS. The relationship between the guidelines
suggested selection criteria and subsequent student performance has not
been examined to determine if the criteria are helpful in determining
which students actually pass and fail TAAS. These criteria include an
examination of student performance as indicated by the Texas Learning
Index (TLI).

The AISD Division of Systemwide Testing consists of three professionals
and one support staff. Staff in this office is responsible for distributing,
collecting and documenting testing materials for the practice and actual
TAAS, end-of-course examinations and the ITBS among other duties.
Staff scan answer sheets for the practice TAAS and ITBS and produce
reports using AEISIT software. Staff said that a great deal of extratime
(nights and weekends) is required to meet these demands. According to
AISD, booklets and other materials costs are $64,914 for each practice
TAAS administration.

Each of the peer districts had a different testing policy for practice TAAS
tests and for administering norm-referenced instruments such as the ITBS.
The number of employees dedicated to testing varied from one to nine.
However, in several districts, staff were responsible for both program
evauation and testing.

In AISD, there are 20 permarent positions, plus temporary staff, assigned
to program evaluation and testing (in two separate divisions). Three of the
peer districts do not have a policy requiring campuses to administer a
practice TAAS. One district creates new tests from an item bank and uses
an external scoring service. Only one district administers two practice
TAAS tests. For districts that did not have a policy on practice TAAS,
most often the campuses were responsible for either hand-scoring the tests
or using funding from the campus budget to secure outside scoring
services. The district administering two practice TAAS during the year



gives the first in mid-October, the second in January and relied on their
MIS department for scoring services.

Recommendation 23:

Ensurethe appropriate students ar e selected to take the practice
TAAS by validating and expanding AI1SD's procedures for TAAS
practicetesting.

While TSPR supports the decision to allow campuses to decide which

students should be administered a practice TAAS, the guidelines covering
which students are likely to benefit from taking the practice TAAS should

be further developed. Current A1SD guidelines should be examined and
more detailed information should be included in the decision making
process.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | Office of Program Evaluation (OPE) staff analyzes AISD student- | August
level datato determine appropriate guidelines for predicting 2000
students who are likely to pass subsequent testing based on TLI
values.

2. | OPE staff provides campuses lists of students likely to fail future August
TAAS examinations based on performance on the TAAS 2000
administered in 2000.

3. | Campuses test al grade 3 students and other grade levels/students | October
using the testing guidelines developed by OPE. 2000

4. | Campuses test only students most likely to benefit from the January
practice TAAS. 2000

5. OPE staff analyze the effectiveness of guidelines in selecting July
students based on TAAS performance. 2001

FISCAL IMPACT
This recommendation can be implemented with existing resources.

FINDING

The AISD budget document for 1999-2000 states "SAT and ACT average

composite scores will continue to exceed the state and national averages.”
While the district's SAT and ACT scores and the percentage of students
taking these examinations do exceed the state average, there are
significant differences in the performance of the district's high schools.




The ACT Assessment (ACT) includes English, mathematics, reading and
science reasoning with scores ranging from 1 to 36 on each component.
The ACT composite is the average of the four component scores. The
SAT |: Reasoning Test (SAT 1) is aso a college entrance examination.
Scores range from 200 to 800 for each test component (verba and
mathematics). The combined total is the most frequently reported score
and ranges up to a maximum of 1600.

Exhibit 2-20 presents SAT and ACT information for the 1998 class at
AISD and the peer districts. AISD has the third highest percentage of
students taking either the SAT or ACT. A district's SAT or ACT scoreis

related to the percentage of students taking the test. In general, the higher
the percentage of students taking the examinations, the lower the scores

will be.

AISD exceeds al of the peer districts in performance as measured by the
percentage scoring over the criterion points of 21 on the ACT and 1,110
on the SAT. In addition, AISD students have the highest average scores on
the SAT and ACT.

Exhibit 2-20

College Entrance Examination Scores
A1SD and Peer Didtricts

Class of 1998
District % Scor_ing_ % T_aking Average SAT |Average ACT
Above Criterion| Examinations Score Score

Austin 42.6% 62.6% 1,063 21.4 ‘
Northside 29.9% 67.1% 998 21.2
Corpus Christi 24.8% 60.2% 985 19.4 ‘
Alief 23.5% 73.9% 961 19.2 ‘
Fort Worth 23.4% 56.2% 951 18.8
Pasadena 22.7% 44.2% 978 195
State Average 27.2% 61.7% 992 20.3

Source: 1998-99 TEA AEIS Reports.

Exhibit 2-21 shows that while AISD as a district has a high percentage of
students taking either the ACT or SAT, there is considerable variance
among the high schools. The exhibit shows the scores for Anglo, African
American and Hispanic students and includes the percentage of students



taking either the ACT or SAT. (Scores for economically disadvantaged
students are not available).

The exhibit shows that scores for Anglo students are higher than for
African American and Hispanic students. However, the difference
between Anglo students' scores from the lowest to highest campus (350
points) actually exceeds the average difference between Anglo and
African American students (255 points) within AISD as a whole.

Even excluding the two magnet programs, the difference between Anglo
students on the highest scoring campus and the lowest is 207 points. In
addition, there is a 193-point difference between African American scores
on the highest and lowest performing campuses. According to the College
Board, the organization responsible for administering the SAT, the more
advanced courses a student takes, the higher the SAT score. Thereisa
large discrepancy among AlSD's high schools in the percentage of
students compl eting advanced courses.

Exhibit 2-21
College Entrance Examination Scores
High School Campuses Within AISD, Class of 1998

African

Anglo American

Hispanic

% % %
Taking | Ave |Taking| Ave |Taking | Ave
Either | SAT | Either | SAT | Either | SAT
% % SAT I SAT I SAT I
% Econ |Advanced| or Total or Total or Total
Campus |Minority Disadv | Courses | ACT |Score| ACT |Score| ACT |Score

gﬁgg)sfn 716%| 322% |  29.2% | 86.7%| 1319| 51.1%| 920| 75.6% 1180
NMSON | 5o 000 47.0% | 125%| 86.8%| 1212 40.7%| 956 418%| 959
Austin 0, 0 0 0, 0 0

High 437%| 234%|  205% | 85.6%  1176| 62.1%| 902 38.4% 1020

Anderson 35.2% | 15.4% 26.2% | 78.0% 1148| 58.3%  859| 60.9% 983

McCallum 43.0% | 23.0% 21.1% | 70.4%| 1129 40.0%| 891| 48.7% 998

Bowie 32.7% | T1.7% 23.9% | 74.4% 1062| 71.4% 993| 54.6% 1021

Crockett 59.1% | 26.0% 13.5% | 76.8% | 1044 | 65.6% 800 455%| 942

Reagan 93.1% | 59.7% 5.3% | 66.7%| 1006 51.3%| 812 33.3%| 888




Lanier 75.5% | 51.6% 52%| 51.5% | 987| 53.8% 812 23.9%| 887
Travis 83.8% | 53.2% 56% | 43.9%| 969| 524% 844 26.1%| 911
Austin 0 0 0
(District) 74.8%| 1127 | 51.5% 872| 41.0%| 992
State Ave. 69.4% | 1045| 55.9% 848 44.6%| 904

Source: 1998-99 TEA AEIS Reports.

* Magnet School.

Recommendation 24:

I dentify effective strategiesin selected high schoolsthat prepare and

improve students performance on the SAT and ACT for

implementation at lower-performing campuses.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | Office of Program Evaluation (OPE) staff surveys non magnet May 2000
high schools on preparation for ACT and SAT.

2. | OPE staff surveys seniorsin high schools on their preparation May 2000
for ACT and SAT.

3. | The curriculum director publicizes the relationship between August
students taking advanced courses and the SAT and implements a 2000
plan to increase the percentage of students taking advanced
COUrSses.

4. | OPE and curriculum staff analyzes and reports information for October
implementation at high schools with lower scores and 2000
participation rates.

5. OPE and curriculum staff analyzes and report information on November
middle schools in feeder patterns associated with high and low 2000
performance patterns

FISCAL IMPACT

This recommendation can be implemented with existing resources.




Chapter 2

B. DROPOUT PREVENTION AND RECOVERY

Ensuring that all students receive a quality education and graduate from
high school is the primary goal of al schools. Accurately tracking students
who leave schooal is critical to the district's achieving this goal. To
intervene with students who have dropped out or are at-risk of dropping
out of school, schools must be able to distinguish between which students
have dropped out and those who have moved to other schools.

TEA and the state accountability system have made this task a priority.
TEA requires districts to report information on their dropout rates so TEA
can use the data in its accountability rating system. Districts must use the
guidelines in the TEA Leaver Codes and Definitions to report information
on students who withdraw from school (Exhibit 2-22).

Exhibit 2-22
TEA Leaver Codes and Definitions

Code Interpretation

01* | Student graduated

02 Student withdrew from/left school to pursue a job

03* Student died while enrolled in school or during the summer break after
completing the prior school year

04 Student withdrew from/left school to join the military
Student withdrew with no declared intent to enroll elsewhere, but the

06* |district has received acceptable documentation of enrollment in another
school district or private school outside Texas

« | Student withdrew from school with declared intent to enroll in another

07 ) : )
public or private school outside Texas

08 Student withdrew from/left school because of pregnancy

09 Student withdrew from/left school to marry

10 Student withdrew from/left school due to alcohol or other drug abuse
problems

11 | Student withdrew from/left school because of low or failing grades

12 Student withdrew from/left school because of poor attendance

13 Student withdrew from/left school because of language problems




14

Student withdrew from/left school because of age

15

Student withdrew from/left school due to homelessness or non-permanent
residency

16*

Student withdrew from/left school with documentation of having returned
to home country, but with no evidence of enrollment in school in home
country

17

Student was expelled for behavior qualifying as Class C misdemeanor or
worse (Code of Criminal Procedure), the behavior occurred on school
property or at school-related functions, and appropriate actions resulted in
placement in an alternative setting or the offense was reported to the
appropriate law enforcement agency

19*

Student failed exit TAAS, but has met all other graduation requirements

21*

Student officially transferred to another Texas public school district
through completion of ACC-041B, Transfers Prior to May 1

22*

Student withdrew from/left school to attend an alternative program (GED,
JTPA, trade school, drug rehabilitation program, etc.), isin compliance
with compulsory attendance laws (TEC Sections 25.085-25.086), and
district has acceptable documentation that the student is working toward
the completion of high school (diploma or GED certificate)

24*

Student withdrew from/left school to enter college with documentation that
he or she is working towards Associate's or Bachelor's degree

25*

Student withdrew from/left school to enter college with no evidence of
working towards an Associate's or Bachelor's degree

26

Student was expelled (due to reasons other than criminal behavior), with
no further participation in a school or educationa program to continue
working towards the completion of a high school diploma or GED
certificate

27

Student failed exit TAAS, has not met all other graduation requirements,
and has no evidence of further participation in a school or educationa
program to continue working towards the completion of a high school
diplomaor GED certificate

28*

Student withdrew from school with declared intent to enroll in another
Texas public school district

29*

Student withdrew from school with declared intent to enroll in a private
school within Texas

30*

Student withdrew from/left school to enter a health care facility

31*

Student completed the GED, and district has acceptable documentation
and student has not returned to school




60*

Student withdrew at request of student, parent, guardian, or other person
with legal control of the student for home schooling

61*

Student was incarcerated in afacility outside the boundaries of the district

62*

Student was withdrawn by the district when it was discovered that the
student was not a resident or had falsified enrollment information

63*

Student had graduated in a previous school year, returned to school, and
then left again

64*

Student had received a GED in a previous school year, returned to school
to work toward the completion of a high school diploma, and then left

65

Student did not return to school after completing a JJAEP term, and the
student had not graduated or completed/received a GED

66*

Student was removed from the district by Child Protective Services (CPS)
and the district has not been informed of the student's current status or
enrollment

6r*

Student was withdrawn from school after failing to provide immunization
records within 30 days of enrollment

70

Student withdrew from school to attend an alternative program (GED,
JTPA, HEP, trade school or drug rehabilitation program) but is not in
compliance with compulsory attendance laws

71

Student withdrew from school to attend an aternative program (GED,
JTPA, trade school or drug rehabilitation program), is in compliance with
compulsory attendance laws, but district does not have acceptable
documentation that student is working toward completion of high school
(diploma or GED certificate)

72*

Student was withdrawn from school by court order to attend a specific
alternative program, is under compulsory attendance age, and district has a
copy of the court order on file

73*

Student withdrew from/left school with no declared intent to enroll
elsewhere, but the district has received acceptable documentation of
enrollment in another school district in Texas

74+

Student withdrew from/left school with no declared intent to enroll
elsewhere, but the district has received acceptable documentation of
enrollment in a private school in Texas

99

Other (reason unknown or not listed above)

Source: TEA PEIMS documentation.
* These reasons are not associated with a dropout classification.

FINDING




AISD continues to experience record-keeping errors related to Leaver
Code information. In 1998-99, AISD received arating of Unacceptable:
Data Issues because of its data quality problems, which concerned the
district's inaccurately reporting Leaver Code information.

AISD initially reported a 2 percent dropout rate for the 1997-98 school
year. After reviewing and correcting Leaver code records, the rate was
amended to 5.5 percent. Thisrate is an annua rate computed from grades
7 through 12. In January 2000, after a TEA staff audit, TEA changed the
accountability ratings for three schools-Travis, Crockett and McCallum
high schools-from Acceptable: data issues to Low-performing. TEA found
that eight secondary schools had a dropout rate that exceeded 6 percent,
enough to receive a Low-performing rating. Five of the eight schools
identified were aready rated Low-performing. The review found a number
of previously "unreported students’ were actually dropouts. The overall
dropout rate for the district was changed to 8.5 percent.

This problem in data reporting is not new to AISD. AISD's Office of
Program Evaluation (OPE) reported a problem with the dropout ratesin a
longitudinal study. According to the report, the number of dropoutswho
were underreported to PEIMS ranged from 216 in 1994-95 to 100 in 1997-
98. The number of underreported dropouts was in excess of 100 in the
intermediate years. According to the report, the problems centered on
duplicative record-keeping procedures, the use of local instead of PEIMS
student identification numbers and missing documentation among other
problems. The report also concluded that difficulties in understanding
TEA Leaver codes contributed to error rates.

An AISD press release dated October 11, 1999, noted that the district's at-
risk student count on the 1997-98 PEIMS report was incorrect, resulting in
afinancial loss to the district of approximately $2 million in state funds
for the Optional Extended Y ear Program, a program designated to serve
students, identified as potential dropouts, through a summer intervention
program. Because of similar reporting problems, the district's digibility
for aNinth Grade Success Initiative grant was in serious question. In
January 2000, TEA, however, awarded AISD a $3.8 million grant to
implement this program.

In the superintendent’s first quarterly report (November 1999), ensuring
data quality and accuracy was identified as one of the district's top
priorities. To meet this goal, the district has implemented several
measures, including hiring more data clerks for al secondary campuses
and commissioning two independent reviews to assess the district's record
keeping and data reporting. One of these reviews included an independent
audit of the PEIMS data file, before its delivery to TEA in October 1999.



Many registrars at AISD campuses have reported difficulties
understanding the definitions in the Leaver Code. Interviews with the
director of accountability as well as campus staff revealed a great deal of
confusion over Leaver Codes. Campus and district staff also said that there
is difficulty in obtaining consistent, understandable interpretations from
TEA.

The director of accountability said the district is taking serious measures
to help school staff accurately complete Leaver Code documentation. The
director said that in the fall of 1999, campuses were given reports and
summaries three times, showing the frequency of use of every Leaver
Code, grouped according to whether the code would cause a student to be
counted as a dropout, graduate or other |eaver.

To reduce or eliminate confusion over Leaver Codes, the director said the
district has given personnel at every campus copies of the leaver reason
codes, and that TEA staff will attend meetings of data clerks and registrars
so areas of confusion in coding can be clarified. Though the director said
that random audits of leaver data are planned for this year, no specific plan
on how to implement the audits is available.

Recommendation 25:

Develop a comprehensive plan for accurately reporting dropout rates
that includes campus and districtwide strategies.

AISD has taken positive steps to create a process that will ultimately
produce accurate and high quality dropout information. Toward this end
the district should implement stringent auditing practices to verify the
strengths and weaknesses of current reporting practices. When
discrepancies are found, individuals must be held accountable.

All staff must understand how to interpret Leaver Code and dropout
information, including school registrars, data clerks, school staff, the
Office of Program Evaluation and counselors and teachers working with
students on a daily basis. AISD should calculate a graduation rate for each
campus to supplement the dropout informetion obtained through the
Leaver Codes and to develop a more comprehensive assessment of every
school.

Using historical dropout data, it is possible to determine, for each campus,
information which could help identify inaccurate data. For example, given
that a certain number of students have dropped out each year from a given
high school over the last five years, statistical methods can determine
when areported number of dropouts is unlikely to be correct. Values
outside the determined range would warrart an investigation.



IMPLEMENTATION STRATEGIESAND TIMELINE

1. | With data from areview of TEA Leaver Codes, and from historical May
dropout rate patterns, the director of accountability determines, for 2000
every campus, the critical values that include the number of students
expected to be reported for each Leaver Code.

2. | The district internal auditor will review al campuses exceeding the June
critical values developed by the director of accountability. 2000

3. | If the internal auditor finds data discrepancies, the area superintendent | July
institutes appropriate disciplinary action or provides, as needed, 2000
appropriate training for data clerks and other campus personnel.

4. | The director of accountability develops and publicizes an estimate of July
graduation rates for the district and for each high school. 2000

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

The director of AISD Guidance and Counseling said that counselors are
assigned to campuses based solely on the enrollment of the campus.
Exhibit 2-23 includes the procedures for assigning counselors to
campuses.

Exhibit 2-23
AISD Counselor Assignments

campus Assignment Rule
Type
High School One per grade level plus one additiona with an enrollment of
2,000.
Middle
School One per grade level.
Elementar One half time for up to 599 students, one full time at 600 students,
y and one and a half for 1,000 students.

Source: AlSD, Guidance and Counseling.

Currently, there are few ways to change this formula based on dropout
rates or other variables. Campuses may add a dropout prevention
specidlist, but this position must be funded through campus local and or



external funds. McCallum High School has added such a position by
providing 15 percent of the salary, with vertical team and transition funds
distributed from central office, paying the remaining 85 percent of the
position.

In addition, eleven counselors are assigned half-time (20 hours per week)
to 22 elementary campuses that have a high percentage of students
identified as at-risk. Campuses may choose to supplement their counselor
allocation with state compensatory funds. Some high schools have
identified specific counselors who specialize in dropout prevention and
recovery, while others do not have a specidist in this area.

Two drug/alcohol abuse counselors have been assigned to aternative
campuses. The director of guidance and counseling said that, with these
additional funding sources, the districtwide counselor to student ratio is
1:500. Interviews with counselors indicate they have little opportunity to
determine when their actions prevented a student from leaving school.
There is no formal feedback system to help counselors judge the
effectiveness of their interventions.

Recommendation 26:

Develop a formal evaluation system and monitoring strategiesto
ensur e counseling services ar e effective.

Appropriately matching the number of counselors to identified problem
areas is afirst step to making dropout prevention more efficient. To make
the process more effective, however, will require providing counselors
information about how and why their intervention efforts were (or were
not) successful. Using techniques that are effective with students in Garza
High School-AISD's dropout recovery high school-and that can be
reasonably be applied in other schools should also increase the dropout
prevention program's effectiveness.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | Counselors at Garza High School conduct working sessionswith | Ongoing
other high school counselors to help them understand why
students have dropped out of school.

2. | The director of the Office of Program Evaluation and director of | December
the Department of Guidance and Counseling develop aformal 2000
system to evaluate and refine counselor intervention strategies
and report findings to increase counselor effectiveness.

3. | The director of the Department of Guidance and Counseling April 2001
develops a better svstem for determinina the number of




counselors that should be assigned to schools based on actual
need as determined by dropout rates among other factors.

FISCAL IMPACT

This recommendation can be implemented with existing resources.




Chapter 2

C.INSTRUCTIONAL RESOURCES

Instructional resources are the materials available to ensure successful
learning, in the broadest sense, including fiscal and human resources.
While half of AISD's students are listed as economically disadvantaged,
the district has high per student wealth. TEA has notified AISD that in
2000-01 the district will be subject to provisions of Chapter 41 of the
Texas Education Code requiring AISD to share its property wealth with
the state's poorer districts. With estimated property tax wealth per student
that will exceed $295,000 in 2000-01, AISD is among the wealthiest of the
state's school districts.

FINDING

Started in the 1999-2000 school year, Account for Learning (AFL) isa
locally funded district initiative to help campuses with a high percentage
of low-income students to improve their students reading and math skills.
Program funds are used for a variety of purposes, including: providing an
increased per pupil allocation; tutorials and other extended learning
opportunities for students; more enrichment activities (field trips) for
elementary students; one instructional specialist per campus; funds for
parent training specialists; and extra duty days for planning and/or staff
development for teachers, counselors, librarians and assistant principals.

The district also used Federal Class Size Reduction funds to provide extra
support to the elementary campuses. The district provided an additional
teacher in grades 1,2 or 3. Low-performing schools received two
additional teachers. This project aso has a strong evaluation component to
determine the effort's impact on improving student learning, the quality of
teaching and parental involvement. Several principals reported positive
feedback on this program. For example, on one campus, extra staff duty
days were used to bring teachers to school on a Saturday for a combined
staff development/parent conference/fall festival day. The principal
reported that many more parents attended this event than in atraditiona
parent conference day and teachers were provided training that same
afternoon.

Though most principals welcomed the AFL initiative, little is still known
about this program's affect on improved school performance. Because the
program has only been implemented for one year, it is still early to
evaluate the program's specific impact.



COMMENDATION

Al SD has developed and implemented a locally funded initiative,
Account for Learning, to help campuses with a high per centage of
economically disadvantaged students to improve the students reading
and mathematics skills.

FINDING

Teachersin the lower performing campuses in AISD have fewer average
years of experience than teachers on exemplary campuses. Furthermore, at
the time of this report, the district does not have a plan on how to address
staff retention in low-performing schools.

Exhibit 2-24 presents information for elementary schools. The difference
in teacher experience is substantial. Teachers on exemplary campuses
have more total years experience and more yearsin AISD. Only a small
difference between less and more experienced teachersis seen in the
percentage of teachers with advanced degrees. However, the percentage of
teachers teaching with specia certification is much greater at the low-
performing campuses.

Percent of AISD Elementary Teachers

Exhibit 2-24

Experience, Degrees, Special Certification
Exemplary versus L ow-performing Campuses

% Average Years %

Campus | Teachers Years Outsde | Total BA MA/ | Special |Average
Rating With No AISD AISD Years Ph.D. | Certifi- | Salary
Experience | Experience | Experience cation
Exemplary 2.7% 9.7 30| 12.7/71.7%28.3%| 2.1% $35,059|
Low 18.4% 5.7 24| 81|75.7% 24.3%| 12.2% | $31,638

performing

Source: AlSD Central Office.

There are currently seven schools that are low-performing for TAAS
scores and these schools employed 389 teachers in 1998-99. Asoriginally
planned, the Account for Learning initiative would have alocated $1,000
stipends for participating teachers during the second and third years of the
program. These stipends, however, were not included in the 1999-2000
AFL program budget. The director of Special Education said that the
district does plan to investigate possible incentives that might be used in



the future to address staff retention at schools with high percentages of
low income students.

Recommendation 27:

Retain, recruit and reassign highly qualified teachersto high-need
campuses, and reward student improvement with a bonus of up to
$3,000.

High-quality teachers are needed to teach in low-performing schools, and
these teachers ought to receive an incentive to boost their students
performance. Providing a bonus to teachers who work at schools that rise
from a Lowperforming status to Academically Acceptable, Recognized,
or Exemplary status would draw better teachers into these schools and
reward them for making the effort necessary to turn the schools around. A
bonus of $2,000 should be given to teachers at schools that move from
Low-performing to Acceptable, $2,500 for moving from Low-performing
to Recognized and $3,000 for moving from Low-performing to
Exemplary.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent directs the deputy superintendents to prepare | May 2000
aplan for administering this bonus program.

2. | The superintendent takes the plan to the board for approval. August
2000

3. | The deputy superintendent for Curriculum in conjunction with the |  August
deputy superintendent for Accountability implement the program. | 2000 -
Ongoing

FISCAL IMPACT

One high school, one middle school and five elementary schools are rated
low performing for TAAS scores. If every school were to bring student
scores up to acceptable levels, bonuses of $778,000 would be given based
on 389 teachers x $2,000 in bonuses. The maximum one-year cost of this
program is $1,167,000 ($3,000 x 389 teachers), assuming every Low-
performing campus moved to Exemplary status in one year. For estimating
purposes, TSPR is assuming that one-quarter of the eligible schools will
move from Low-performing to Acceptable and one-quarter will move
from Low-performing to Recognized, for a first-year cost of $441,000 in
2001-02 ((98 teachers x $2,000 ) + (98 teachers x $2,500)). If in the
second year and each year thereafter, the number of Low-performing
campuses is reduced to one-half of current numbers, the cost of the
program would be reduced by one-half each year.




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

Retain, recruit and
reassign highly
qualified teachers to
high- need campuses, $0 | ($441,000) | ($220,500) | ($110,250) | ($55,125)
and reward student
improvement with a
bonus of up to $3,000.

FINDING

A review of documents provided by AISD indicates there are curriculum
guidesin every core instructional area, physical education, fine arts and
English for speakers of other languages (ESOL). These guides follow state
standards, the Texas Essential Knowledge and Skills (TEKS) and national
standards.

The district does not have specific curriculum guides for the gifted and
talented education program.

Curriculum guides are distributed to campuses as each document is
completed or revised, for new teachers and upon campus request. In
interviews, however, campus staff said that not al teachers have a copy
for their persona use. Both the language arts and mathematics curriculum
supervisors in the district said that all teachers do have access to the
district's curriculum guides.

Curriculum guides should be dynamic in nature. As new curriculum
developments occur, guides should be quickly updated to reflect the latest
information. Though the Department of Curriculum has explored ways to
provide the curriculum guides online, there are no specific plan or
implementation strategies in place to make the guides easily available on
the district's Internet site.

Curriculum guides are large, detailed documents that need constant
revision and updating. It is adifficult task to supply paper copiesto all
teachers and other interested district and community members. Carrollton
Farmers Branch ISD isin the process of transferring all of the district's
curriculum guides to the Internet. To accomplish this task, the district has
allocated district staff and hired a consultant. Currently, guides are only
available on the district's intranet, but are readily available to al district
staff. In 2000, the district plans to place the curriculum guides on the
Internet, for general public access.



The Travis High School Communication Academy is a school-to-career
program that allows studerts to specialize in the areas of multimedia,
teleproduction, and telecommunications. In multimedia, students learn
how to use advanced software and how to create web pages. Junior and
senior studentsin the Travis High School Academy have the opportunity
to participate in paid and unpaid internships. AISD's curriculum staff
should partner with the Academy by providing internship positions for
students to assist in posting the curriculum guides on the district's web
Ste.

The Texas Association of School Boards maintains a copy of board rules
on the Internet for access by local boards of trustees. These policy
manuals can be quickly updated when necessary. Large documents, such
as curriculum guides, can be posted to intranets with readily available
software. These documents can be easily updated without the need for
extensive printing and additions to paper copies of curriculum guides.

Students at Travis High School have demonstrated technical proficiency in
working with technology, specifically computer applications.

Recommendation 28:
Post Al SD curriculum guideson the AISD Web site.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The Department of Curriculum establishes internship August
opportunities for Travis High School Academy Students to 2000
assist in posting curriculum guides to the AISD Web site.

2. | Staff in the Travis High School Communications Academy August
make students aware of these internship opportunities. 2000

3. | Students are selected to participate in the internship program. August

2000 - May
2001
4. | Students receive course credit for internship. May 2001

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

A TEA accreditation visit to AISD in January 1999 focused on the low
performance in TAAS mathematics as a primary reason for low




accountability ratings. Although TEA noted that AISD had two initiatives
in mathematics, Curriculum Framework for Mathematics and a project
grant from the National Science Foundation, the peer team noted a "lack
of urgency ... by either the principals or the teachers of mathematics."
According to the accreditation report, "The peer review team
recommended quick, dramatic intervention to ensure maximum student
performance in the short term.”

To support the efforts of low-performing schools, the district developed a
plan-Framework for Success, 1999-2000 Focus Campuses. In addition,
principals of low-performing schools are required to attend monthly
meetings, known as the Principal Problem Solving and Support Meeting.
At these meetings, principals, area superintendents and curriculum staff
discuss needs and develop action plans.

New for 1999-2000, each low-performing school is required to prepare a
Condition of Performance Campus Action Plan to help the campus
improve its performance. Although AISD has implemented these
strategies to address the needs of individua low-performing schools, the
district does not have a comprehensive districtwide strategic plan, strict
implementation tasks and timelines. There is no plan that specifically
addresses high areas of need, like mathematics and social studies.

The district should have district curriculum specialists capable of helping
schools analyze, design and develop a plan to meet the unique needs of
each campus. According to the AISD budget document (Exhibit 2-25),
five full-time positions are allocated to social studies and seven for
mathematics. The positions include professional, administrative and
classified personnel.

Exhibit 2-25
Full-time Equivalent Staff in AISD Central Office
Versus TAAS Performance
1999-2000 (Budgeted)

1999
Full-time Grade8
Equivalents| Percentage

TAAS Passing
Science 10 80.9|
English Language Arts 14.03 78.5*
Mathematics 7 72.4

Socia Studies 5 61.0‘




Source: AISD Central Office: 1999-2000 Proposed Budget.
*TAAS Reading

Exhibit 2-25 includes positions funded through state, local and federal
sources. Additional competitive grants also fund eight primary literacy
specialists in language arts and nine specialists who support mathematics
initiatives.

Recommendation 29:

Develop a comprehensive strategic plan that identifies specific
strategiesto improve student performance in mathematics and social
studies.

To implement this recommendation the district must first re-allocate staff
in the Department of Curriculum to increase the number of mathematics
and social studies specialists. The district should examine the curriculum
and involve teachers and administrators in developing a strategy. District
testing and accountability experts should provide on going support for this
plan, by interpreting the district's TAAS performance in mathematics and
socia studies. Staff should identify similar schools with successful
practices.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent directs the director of curriculum to June 2000
develop a plan to identify strategies to improve performancein
mathematics and social studies and the superintendent assigns
staff in critical areas (principals, teachers and testing experts)
to be involved in this process.

2. | Thedirector of curriculum identifies national and state June -
strategies to increase students mathematics and social studies September
performance. 2000

3. | The director of curriculum determines appropriate staff June 2000

reallocation to improve students mathematics and social studies
performance.

4. | The director of accountability provides on-going technical August 2000
support in TAAS interpretation and student achievement. and Ongoing

FISCAL IMPACT

This recommendation could be implemented with existing resources.




Chapter 2

D. BILINGUAL EDUCATION

Texas Education Code Chapter 29 requires al school districts with an
enrollment of 20 Limited English Proficient (LEP) students in the same
grade level to offer a bilingual/ESL (English as a Second Language) or an
alternative language program. The law specifies that bilingual education
must be provided in pre-kindergarten through the elementary grades and
that bilingual education, instruction in ESL or other transitional language
instruction approved by TEA is provided in post-elementary grades
through grade 8. For students in grades 9-12, only instruction in ESL is
required. A LEP student is defined as one whose primary language is other
than English and whose English language proficiency limits the student's
participation in an Englishlanguage academic environment.

AISD defines bilingual education as a program that uses two languages for
instructional purposes. the student's native language and English. The
primary native language of the student is developed in addition to English
as a Second Language (ESL). Content area instruction, like math, science
and social studies, is provided in both languages. The district defines an
ESL program asinstruction in English listening, speaking, reading and
composition through the use of any one method or combination of
methods for teaching English to primary speakers of other languages.

AISD's Handbook for Bilingual Education/English as a Second language
Programfor the 1999-2000 school year states that the district provides
bilingual education to LEP Hispanic, Vietnamese, Korean and Chinese
students in grades PK-6. In the 1997-98 school year, most LEP studentsin
AISD were native Spanish speakers (92 percent), followed by Vietnamese
(3 percent), Korean (1 percent), Chinese (1 percent), Cambodian (1
percent), and al other languages (3 percent). LEP students in other
language groups receive ESL instruction.

Exhibit 2-26 shows the per student expenditures, as shown in the AEIS
report, for students enrolled in bilingual or ESL education. For the 1998-
99 school year, AISD had the second largest bilingual/ESL enrollment of
its peer group. District per student expenditure for the peer districts ranged
from $65 to $1,120. AISD's per student expenditure for Bilingual/ESL for
the 1998-99 school year was $187, the second lowest among its peers, and
well below the average per student expenditure for the peer districts as a
whole. This figure represents approximately 1 percert of the overall
budgeted expenditures, the third lowest alocation compared to the
district's peers.



Exhibit 2-26
Bilingual/ESL Per Student Expenditure
AlISD and Peer Districts, 1998-99

Students Per cent Per cent of Per
District E”riﬂ”ed of Total Exi‘éﬂgﬁf% Budgeted |  Student

Bil/ESL Enrollment Expenditure | Expenditure
Alief 9,842 24.9% | $11,022,087 8.9% $1,120
Fort Worth 18,067 24.9% | $13,693,004 6.3% $758
Northside 2,448 40% | $1,041,212 0.6% $425
Pasadena 7,877 19.1% | $3,218,591 2.8% $409
Austin 10,732 13.5% |  $2,009,212 0.9% $187 \
i 3,376 84%|  $218081 0.2% $65

Source: TEA 1998-99 AEIS Reports.

FINDING

Significant discrepancies exist between information reported in PEIMS
and AEIS reports and the information provided to the TSPR audit review
team. These include:

Budgeted Expenditures for Bilingual/ESL Education. The director
of Bilingual Education said that significantly more funds are
allocated for bilingual education than the amount shown in the
AEIS report, which was $2,009,212. The director said AISD
dedicates nearly $32 million to bilingual/ESL education. She said
teacher salary allocations were not reported to TEA. Peer district
expenditures do include teacher payroll in the budget reported to
TEA. When $32 million is factored among the approximately
10,000 hilingual/ESL students served in the district, the per pupil
expenditure amount is $3,200. This number accounts for staffing
733 bilingual teachers (Exhibit 2-27) reported in the AEIS reports,
which in salary alone (approximately $30,000 per year, per
teacher), would account for approximately $22 million.
Incorrectly reporting the number of students served. A TEA audit
of student attendance for 1997-98 (Audit SA98-842, #227-901)
concluded there were 120 students in the program in 1997-98 who
were indligible for bilingual/ESL education due to parental denial

for program services. (Parental permission is required for



participation in the bilingual program; some parents deny the
participation of their children in the bilingual program, preferring
to enroll their children in the regular education program.) The
students were earning bilingual/ESL days of attendance in error.
The director of Bilingual Education said that district had to
reimburse TEA approximately $90,000 for gudents who were not
being served. In addition, the director of bilingual education said
that the district was not appropriately reporting the number of LEP
students that exit the bilingual/ESL program. Because of this
flawed reporting process, the district over-identified the number of
LEP students and, as a result, had to reimburse TEA for funds that
it received for students that were identified as LEP, but had in fact
already exited the bilingual program.

Number of Bilingual/ESL students enrolled versus the number of
students served. The AEIS 1997-98 and the 1998-99 reports
indicate that AISD served the same number of students that were
identified as LEP; that is, all of the students identified as LEP were
enrolled in either a bilingual or an ESL program (Exhibit 2-27).
Thisisinconsistent with the rest of the peer districts. In all of the
peer digtricts, asis the case in most districts in Texas, thereisa
percentage of students who are not enrolled in a program, usually
due to parental denials. The director of Bilingual Education
provided the TSPR staff the number of parental denials for the
district. The district does report these figures in their yearly

reports. The latest of these, the Bilingual/ESL Program Evaluation
Report, 1997-98, reports that for the 1997-98 school year (data for
the 1998-99 school year are not yet available), there were 758
parental denials, indicating that 93 percent of L EP students
received bilingual or ESL instruction. This percentage is similar to
the percentage of students served in bilingual and ESL education in
the peer districts.

The Deputy Superintendent, Curriculum, Instruction and Professional
Development said that district staff acknowledges that the data,
particularly related to the PEIM S 1999 submission reference, is
inaccurate. She said areas of specific concern include programs for
students who are bilingual, gifted and talented or eligible for School and
Career and specia education. The Department of Bilingual Education has
taken measures to ensure students exiting LEP status are appropriately
reported to TEA by redesigning its data collection process and developing
new forms, setting new strict timelines and maintaining its own separate
database. Despite these efforts, however, teachers and counselors are still
experiencing a difficult time providing the necessary information to the
district office in atimely manner.



Recommendation 30:

Implement an appropriate data collection processthat correctly

reportsthe number of limited-English proficient students served and

the correct budgeted expenditures.

To appropriately staff and fund the bilingual education program and serve

LEP students, AI1SD should have adequate reporting systems in place that

correctly count the number of students served in the bilingual/ESL
program. This process should be coordinated with other student data

collection management efforts in the districts, like the PEIM S coordinator

and the Department of Human Resources.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | Staff in the Department of Bilingual Education, appropriate campus July
staff and the district PEIM S data collection coordinator assess how 2000
the number of LEP students and the number served in abilingual or
ESL program is reported to TEA. The director of Bilingual
Education identifies areas of weakness in this process.

.| The superintendent directs the director of Bilingual Education and August
the district PEIM S coordinator to develop a data collection strategic | 2000
plan for Bilingual Education. This plan will detail every aspect of
the data collection process and address all corrective measures
needed to ensure accurate record keeping.

.| The director of Bilingual Education and the district's budget director | October
correctly report the budgeted expenditures to TEA. 2000

.| The Department of Bilingual Education and the district PEIMS data | October
collection coordinator report the correct number of students served 2000

in Bilingual Education to TEA.

FISCAL IMPACT
This recommendation can be implemented with existing resources.

FINDING

Although AISD has a high number of bilingual teachers (733) reported in
the AEIS reports, the bilingual education program is not adequately and

consistently staffed across the district. Specifically, some campuses appear

to have a greater need for bilingual teachers than others. The director of

Bilingual Education explained the district has not kept up with the

changing demographic enrollment patterns in many schools. As aresullt,




some schools that traditionally did not enroll alarge percentage of limited
English proficient students are experiencing a teacher shortage.

In interviews, teachers and campus staff consistently said thereisa
shortage of bilingual and ESL education teachers. In focus group
meetings, teachers and principals said the LEP students are not adequately
served and there are not enough full-time ESL teachers. Representatives
from the Austin Area Bilingual Education Association said that there are
not enough teachers, particularly ESL teachers, in AISD's middle schools.

InAISD, 10,732 students, or 13.5 percent of the student enrollment for the
1998-99 school year, were identified as LEP and received bilingual or
ESL instruction (Exhibit 2-27). Al1SD ranked second in the number of
students who received bilingual/ESL education, and first in the number of
bilingual and ESL teachers reported as full-time equivaent employees.

Exhibit 2-27
Limited English Proficient Students

Bilingual/ESL Program Enrollment
AISD versus Peer Districts

1998-99
Number
of Per cent of Per cent
Number Students of
District of Percent of | Enrolled Ensré)rllvrgdent Nurc;ber Teachers
LEP |Enrollment in in Bil Teach in Bil
Students Bilingual JESL eS| /esL
/IESL Program
Education
Forth
Worth 19,398 24.9% 18,067 93.1% 310 7.0%
Austin 10,732 13.5% 10,732 100.0% 733 15.1%
Alief 10,241 24.9% 9,842 96.1% 261 10.3%
Pasadena 9,243 22.4% 7,877 85.2% 300 12.4%
Corpus 3,841 9.5% 3,376 87.9% 177 7.2%
Christi
Northside 3,135 5.1% 2,448 78.1% 31 0.8%

Source: TEA 1998-99 AEIS Reports.




Datain Exhibit 2-27 show that, according to the 1998-99 AEIS report,
there are 733 bilingual education teachers, indicating an approximate 15:1
teacher student ratio in the bilingual education program. The director of
bilingual education said that of these, approximately 500 are certified
teachers, and about 200 have a permit and are enrolled in the alternative
certification program. This number is more than double the number of
teachers available in any of the peer districts. Alief has a similar number
of enrolled LEP students as AI1SD, but has only 260 bilingual education
teachers. Fort Worth has almost twice the number of identified LEP
students, yet has less than half as many (310) bilingual education teachers.
Fort Worth, however, has an early-exit program that goes only through the
third grade, and consequently, would have fewer bilingual teachers.

An examination of AISD's employee list shows that some teachers are
listed as bilingual teachers, yet are not currently assigned to bilingual
classrooms. In Mills Elementary, for instance, there are 26 LEP students,
yet there are four bilingual/ESL teachers and nine ESL teachers. These 13
teachers (listed as either bilingual or ESL), out of atotal of 43 teachers
employed at Mills Elementary, account for 30 percent of the teachers on
the campus, yet only 4.4 percent of the student enrollment is LEP. The
director of Bilingual Education said many teachers may be properly
certified to teach ESL, but these teachers must be assigned the
responsibility of providing ESL instruction across cortent areas. Teachers
and principals said that, because of inadequate allocation of bilingual/ESL
staff, class sizes are, in many schools, too large. Teachers said that some
classrooms have over 30 students.

Recommendation 31:

Allocate bilingual/ESL staff to each campus based on student
enrollment.

Inappropriately alocating ESL staff to campuses in need of more ESL
teachers has hindered the effective delivery of bilingual education. To
appropriately staff the bilingual education program and serve LEP
students, AISD should have a teacher assignment system in place that
appropriately assigns the number of teachers in the bilingual/ESL
program. Given that the district employs 733 bilingual teachers, many
with ESL endorsements, a review should be conducted of how all ESL
teachers are used. This process should be coordinated with other student
data collection management efforts in the district, like the PEIMS
coordinator and the Department of Human Services.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | Thedirertar of Rilinnnial Fadiication camni i nrincinals and «taff in

Tl




the Department of Human Services assess the status of all 2000
bilingual/ESL teachers, by campus, to determine how many

bilingua or ESL teachers do not have bilingual/ESL teaching
responsibilities.

2. | The AISD demographer conducts areview of the changein July
demographic patternsin Austin to predict effectively the campuses 2000
that will need bilingual and ESL teachers.

3. | The director of Bilingual Education and campus principals use Jduly
information about demographic patternsin Austin to better allocate 2000

bilingual/ESL teaching staff.

4. | The director of Bilingual Education and the Department of Human August

Services appropriately distribute the number of teachers to meet
each campuses reed for bilingual/ESL instruction.

2000

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

A campus Language Proficiency Assessment Committee (LPAC) has
decision-making authority over the identification, instructional placement
and reclassification of the LEP students at each school. The LPAC
membership is composed of at least four people, including a campus
administrator, a bilingual-certified teacher, ateacher involved in teaching
English language skillsto LEP students and a parent of a LEP student who
is not employed by the district. Other professional staff may be included in
the LPAC if the principal deems it necessary. According to AISD's
Bilingual/ESL program policy, the LPAC is responsible for reviewing al
LEP students progress at the end of the year and determining future
placement.

In many schoolsin AISD, LPAC committees are convened for every LEP
student. In interviews, however, staff said that in severa schools LPAC
reviews are not conducted for every LEP child. Bilingual teachers said
they are not given any extratime to review and prepare paperwork for
LPAC committee meetings. One teacher explained that the counselor is
responsible for coordinating LPAC meetings, but that meetings are not
conducted for every child. Another teacher noted that teachers do not have
time to conduct or coordinate meetings for every student. A Peer Review
Accreditation Report conducted in Blackshear Elementary by TEA in
January 1999 reports there were inconsistencies and inaccuracies in
identifying, testing and meeting the individual academic needs of LEP
students. A bilingual education teacher at Mendez Middle School stated




that every year, students come to the middle school from the elementary
schools incorrectly identified. Many students are still identified for ESL
but have already exited the program.

Recommendation 32:

Evaluate the L anguage Proficiency Assessment Committee's (LPAC'S)
process for reviewing student progressto ensure that student needs
are being met.

To ensure every LEP student's needs are met and that students are exited
from the program appropriately, LPAC meetings should be conducted for
every student.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The Office of Program Evaluation and the Department of June -
Bilingual Education jointly conduct a thorough assessment of December
the LPAC committee's role, responsibility and effectiveness. 2000

2. | The Department of Bilingual Education develops and January 2001

implements necessary changes in the LPAC procedures
identified in the study.

3. | Campus principals will ensure an LPAC meeting is conducted | August 2000
for every student enrolled in bilingual/ESL education. Ongoing

4. | The area superintendent will use compliance with this policy as| August 2000
afactor in aprincipa's evaluation. Ongoing

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

In 1999, AISD ranked last among the peer districts in the percentage of
students passing the Spanish version of the TAAS math test, and second to
last for the TAAS reading test. In grade 4, the district significantly lags
behind the peer districts performance. In all categories, AISD trails the
state averages for TAAS taken in Spanish.

Exhibits 2-28 and 2-29 present TAAS scores for the grades 3 and 4
Spanish versions of TAAS. In both grade levels, the percentage of
students passing the Spanish version of TAAS significantly increased
from 1997 to 1999.




Exhibit 2-28
Per cent of Students Passing Spanish TAAS
Grade 3 AISD and Peer Districts

1997-99

District Reading Mathematics | All Tests Taken
1997|1998 | 1999 | 1997 | 1998 | 1999 | 1997 | 1998 | 1999

Austin 35% | 61% | 64% | 42% |59% | 62% | 26% |48% 53%|
Alief 46% | 71%  65% | 70% | 83%  66% | 43%  68% | 53%
Corpus Christi | 19% | 67% | 78% | 35% | 50% | 72% | 19%  42% 63%|
Forth Worth | 43% | 68% | 68% | 56% | 65% | 78% | 35% | 56% | 63%
Pasadena 53% | 67% | 84% | 64%  72% | 85% | 47%/| 57% 76%|
Northside 30% | 53% | 62% | 43% | 59% | 67% | 17% | 44% | 54%
State 45% | 65% | 74% | 53% | 65% | 75% | 37%  54% | 65%

Source: 1997-99 TEA AEIS Reports.

Grade 4 AISD and Peer Districts

Exhibit 2-29
Per cent of Students Passing Spanish TAAS

1997-99

District Reading Math All Tests Taken
1997|1998 | 1999|1997 | 1998 | 1999 1997|1998 | 1999

Forth Worth | 31% | 34%  N/A* | 41% | 58% | N/A* | 23% | 29% | N/A*
Corpus Christi | 19%| 29% | 50% | 20% | 50% | 90% | 6%/ 21% 54%|
Pasadena 31% | 37%| 50%  52%| 63% | 87% | 26% | 33%| 49%
Alief 27% | 35% | 43%| 47% | 70% | 78% | 22% | 27% 40%|
Northside 54% | 41% | 45% | 46% | 56% | 67% | 34% | 26% | 35%
Austin 24% | 22% | 36% | 34% |34% | 52% |19% | 19% | 33%
State 37% | 39% | 46%  48% | 59% | 72% | 30%  33% 40%|

Source: 1997-99 TEA AEIS Reports.
* TAAS scores for grade 4 were not reported in the 1998-99 Fort Worth

|SD reports.



Recommendation 33:

Provide teacherswith detailed TAAS, Spanish version performance
analysesin atimely manner so they can be used for instructional

planning for limited-English proficient students.

Providing TAAS data to teachers allows them to examine individual
students' performance and to develop an individual instructional plan that
identifies specific areas of weakness. Using these data also can alow a
teacher with particular instructional strengths to be paired with a teacher

who needs help in specific aress.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The Office of Program Evaluation provides teachers with August 2000
Spanish TAAS objective level and item analysis data at the
student level.

2. | The Office of Program Evaluation trains campus staff on September -
Spanish TAAS score interpretation. December 2000

3. | Teachers and campus improvement teams use TAAS data September -
to develop goals and objectives for each weakness December 2000

identified.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

While AISD employs 733 bilingual teachers, AISD principals, teachers
and members of the Austin Area Association of Bilingual Education said
that recruiting and retaining qualified, native Spanish speaking staff
continues to be a problem. Finding qualified and experienced bilingual
education teachersis a challenge for al districts. Some schools are
struggling with this issue, hiring inexperienced teachers, permanent
substitute teachers, teachers that are or have gone through the Alternative
Certification Program and requesting emergency waivers for bilingual
education classrooms. AISD has identified this problem as a critical issue.

In interviews, bilingual education teachers and the director of Bilingual
Education said the district is not adequately addressing the needs of the
increasing number of recent immigrants, particularly those students
enrolling in middle and senior high schools. Though this problem relates
in part to the districts staffing allocation practices, it also isrelated to

teacher quality.




Several teachers throughout the district said that their biggest challengeis
to provide quality content area instruction to middlie school ESL students.
Content area instruction is extremely important, yet many teachers are not
certified in both ESL and other content areas like math and science.
Though the regular teacher is supposed to provide content area instruction
to these students, many, because of language barriers, need extra
reinforcement using a bilingual/ESL instructional approach. Many ESL
teachers don't have enough time during the school day to provide both
ESL and content areainstruction. As aresult, many students get further
behind-a problem that becomes more difficult to overcome as students
move into high schooal.

TEA has instituted the Texas-Spain Teacher and Student Initiative. This
program, sponsored by TEA and the Spanish Ministry of Education,
includes a program for visiting teachers from Spain, and a teacher
exchange program. AISD participates in this program and has hired 11
Spanish teachers who are employed in elementary and middle schools.
Though the program has had success in filling needed teaching positions,
staff indicates that it has been difficult for some teachers to assimilate the
cultural differences between Spanish, American and the other cultures of
(primarily Mexican and Central American) Texas limited English
proficient students.

Recommendation 34:

Assess the quality of all middle school ESL teachers and implement
recruiting practicesthat attract the largest possible pool of qualified
bilingual/ESL teachers.

Region 4 Education Service Center and TEA have developed ways to
improve the recruitment of quality, native Spanish-speaking teachers.
Region 4 coordinates a program, The International Initiative, with two
universities in Mexico, The Universidad Autdnoma de Guadalgjara and
the Universidad Regiomontana de Monterrey. Through this program,
qualified Spanish-speaking teachers (with a degree from an accredited
university equivalent to a U.S. bachelor's degree) who meet minimum
requirements, can obtain a bilingual education teacher certification
through the Alternative Certification Program (ACP), approved by the
State of Texas.

According to Region 4 coordinators, current data indicate that ACP
teachers score as well as traditionally trained teachers on evaluation
instruments, have a high retention rate in the profession and demonstrate a
high degree of professional competence. The program appears to have
particular success recruiting ESL teachers for academically challenging
courses in middle schools, like mathematics and physics.



IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The deputy superintendent for Bilingual Education and Human August
Resources Devel opment take the lead to develop a program 2000-May
with Region Education Service Center 13, neighboring districts 2001
(like Del Vale 1SD, Round Rock ISD, Leander ISD, Dripping
Springs I SD, Georgetown |SD), and area universities to
establish asimilar international program to increase the pool of
gualified Spanishspeaking teachers.

2. | When recruiting efforts are under way, the Department of Ongoing
Bilingual Education and the Division of Human Resources
jointly establish recruiting booths at all state-level and at |east
one national- level conference to increase the pool of qualified
applicants.

3. | Thedirector of Bilingual Education and the assistant director of | May 2000-
the Office of Program Evaluation work together to identify September
Bilingual/ESL teacher quality issuesin AISD. 2000

4. | The deputy superintendent for Bilingual Education and Human | September
Resources Devel opment instructs the director of Bilingual 2000-May
Education to take appropriate measures to enhance the quality 2001
of the Bilingual/ESL teaching staff.

5. | The Department of Human Resources surveys districts across | June-August
the state to identify other successful bilingual education teacher 2000

recruiting strategies, including recruiting native Spanish
speaking teachers.

FISCAL IMPACT

One national- level conference at a cost of $1,500 per person and two state-

level conferences at a cost of $400 each are used to calcul ate travel

expenses. Travel for three staff costs $6,900; this includes two state- and
one national-level conferences (3 x ($1,500 + $800)). Genera conference
expenses, like set-up fees, are estimated at $2,000 for all three conferences
and for all three staff. The total cost for three staff members to attend three

conferences is $8,900 ($6,900 +$2,000 = $8,900).

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

2003-04

2004-05

Assess the quality of all middle
school ESL teachers and
implement recruiting practices
that attract the largest possible
pool of aualified bilinaual/ESL

($8,900) | ($8,900) | ($8,900)

($8,900)

($8,900)




teachers.




Chapter 2

E. ADVANCED ACADEMIC SERVICES

The Office of Advanced Academic Services for AISD is responsible for
coordinating several programs, including the gifted and talented programs,
honors programs, the Duke Talent Search Program, three magnet school
programs, advanced placement studies, the International Baccal aureate
program, Future Problem Solving and the summer institute.

FINDING

AISD has three magnet programs, one in a junior high school and two in
high schools. The junior high school magnet program, housed at Kealing
Junior High School, offers both a science and liberal arts magnet curricula.
The Science Academy, housed at LBJ High School, offers science and
math curricula. The third program, housed at Johnston High School, offers
aliberal arts magnet curriculum. These three schools combined accept
approximately 1000 students every school year. Currently, the district is
planning to open a second junior high magnet program at Fulmore Middle
School in the 2000-01 school year.

Magnet schools provide a challenging and innovative educational
environment for qualified middle and high school students. The main goal
is academic acceleration and excellence, with an emphasis on indeperdent
study and learning. These programs prepare students for higher-level
educational opportunities. AISD students may apply to these programs by
completing an application form that considers grades, ITBS scores,
teacher evaluation and a personal essay. Usually, students must score at or
above the 70th percentile on an achievement test and have grades of 80 or
above.

Teachers and parents interviewed said that magnet programs are places
where teachers can observe exemplary practices, and new, successful
approaches to instructional delivery. Among the various programs and
activities, one finds arich variety of course offerings and an active
involvement with area colleges, universities and local businesses. This
involvement offers internship programs for both AISD and university
students and brings expert speakers and tutors from various educational
fields.

Students from every campus are encouraged to apply. Program directors
make efforts to increase participation from schools with high minority
student enrollment. Kealing Junior High School recruits from every sixth
grade in the district. The school has a partnership with the University of



Texas at Austin and with Ortega, Zavala, TA Brown, Walnut Creek,
Barrington and Pecan Springs Elementary Schools to participate in a

Y oung Scientists program that identifies and prepares students in the
district's predominately minority schools for Kealing Magnet Program. In
one elementary, a science teacher from Kealing works one period every
other day with the grade 6 teachers.

At LBJ High Schoal, the class of 1999 (120 students) included: 14
National Merit Scholars, 17 National Merit Semifinalists, 17 National
Merit Commended Scholars, 2 National Achievement Scholarships for
Outstanding Negro Students and 5 National Hispanic Scholarships. The
Scholastic Aptitude Test (SAT) was administered to 120 students. The
average verba score was 613, and the average mathematics score was
636. At Kealing Junior High, approximately 60 students received state
recognition in the Duke Talent Search.

COMMENDATION

Through the three magnet schools, Al SD has done an outstanding job
providing opportunities for studentsto explorein depth, advanced,
challenging curriculain science, mathematics, technology and liberal
arts.

FINDING

AlISD's magnet program is challenging and exemplary, and many parents
have urged the district to expand magnet programs to include other
curricula. Seventy-two percent of community members responding to a
survey said A1SD should expand its magnet school offerings to include
additional programs like engineering and fine arts. Community members
also said that they would like the district's high school magnet programs to
have their own campus.

AISD magnet programs function as a "school within a school,” with one
segment of the student body enrolled in the magnet program. Interviews
with program directors, teachers, principals and community members
demonstrate an uncertainty over whether the original intended effect of
housing magnet programs in campuses that educate high percentages of
economically disadvantaged students helps the host schoal, or if they
create an antagonistic, resentful relationship between magnet and non
magnet student and teacher groups.

AISD's first magnet program, the Science Academy at LBJ High Schooal,
was established in 1985 with magnet directors reporting directly to the
assistant superintendent for Secondary Education. The origina intent was
to create a program that would have sufficient autonomy to allow program



directors to develop innovative instructional programs. When the Liberal
Arts program was established in Johnston High School in 1987, magnet
directors began reporting to the school principal. Magnet program
directors still report directly to the school principal, although area
superintendents also routinely call upon them. Directors said that many
times they are reporting to two people, and that they are not evaluated
regularly, or by the same person from year to year.

In Kealing Junior High School, magnet students make up two-thirds of the
school. In this case, the magnet director is responsible for two-thirds of the
school, yet must report to the school principal. Several issues that should
be left up to the magnet director's discretion, like budget decisions, teacher
evaluations and when to hire teachers, must be approved by the school
principal. Magnet directors and principals said their relationship is
strained, and at times has led to resentment and distrust. Magnet directors
are often called on to help the school principal perform duties that are
completely unrelated to their jobs as magnet program directors.

Reagan High School's facilities have been significantly underused for
years and operate at only 59 percent capacity. Underused facilities are
costly, wasteful, and a drain on adistrict's resources. Reagan High School,
located near the intersection of Interstate 35 and US Highway 290 in
Austin's preferred growth corridor, is centrally located and accessible from
surrounding Central Texas communities. The facility has both large
permanent classroom capacity and ample parking.

Kealing Middle School, with a capacity of 1,176 students, has a 1999-
2000 enrollment of 958, with approximately 600 magnet students. The
district's magnet school at Kealing serves only 7th and 8th grade students;
prospective magnet students completing elementary school must attend
6th grade at another campus before enrolling at Kealing. The Kealing
magnet director and parents of magnet students agree that the Kealing
magnet program needs to be open to 6th graders. Magnet directors and
community members also said that middle school magnet offerings should
be expanded and that magnet schools need their own campuses.

Recommendation 35:

L ocate a new Regional Magnet Campus at the Reagan High School
and make Kealing Middle School a magnet-only campus for grades
six through eight.

The Science Academy at LBJ High School and the Liberal Arts Academy
at Johnston High School should be relocated to the Reagan campus.
Reagan High School would become a Regional Magnet Campus, open to
students from AISD and other Central Texas school districts.



The Regional Magnet Campus should offer advanced programs in science
and liberal arts, develop new magnet programs such as afine arts
academy, and establish a technology academy for students who wish to
develop the skills that will make them employable in the Austin economy.
The district should bring together representatives from Austin's high tech,
business, and higher education communities to provide resources toward
making the Reagan Regional Magnet Campus the educational crown jewel
of Central Texas.

The magnet schools at LBJ and Johnston high schools currently serve
1,100 students (774 in the Science Academy and 326 in the Liberal Arts
Academy). The capacity of Reagan High School means that it initially
could accommodate at least 1,500 magnet students while aso housing
AISD central administrative staff. (TSPR recommends that AISD relocate
its central office to the Reagan High School Facility. See Chapter 1,
District Organization and Management.)

Creating an AI1SD Middle School Magnet Campus will enable the district
to better meet the needs of its qualified middle school magnet students.
Kealing Middle School should be a magnet-only campus for grades six
through eight with expanded magnet program offerings.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | Superintendent designates an area superintendent to whom June 2000

magnet directors will report.

2. | The superintendent directs the deputy superintendents to July 2000

develop a plan for converting Reagan High School into a
Regional Magnet Campus, housing a Science Academy, a
Liberal Arts Academy and a Technology Academy and for
converting Kealing Middle School into the district's Middle
School Magnet Campus.

3. | The superintendent and the executive cabinet redraw March 2001

attendance zones so that students who would currently track to
Reagan High School and Kealing Middle School will track to
other high schools and middle schools.

.| The superintendent presents the magnet campus plan and August 2001
redrawn attendance zones to the board for approval.
.| The board approves the plan. September
2001 and

Ongoing




FISCAL IMPACT

This recommendation can be implemented with existing staff and
facilities. Magnet staff will follow students to the new Reagan Magnet at
an estimated cost of $300,000 relocation and renovation expenses for the
Science Academy and $200,000 for the Liberal Arts Academy.
Transportation costs should not change significantly as students will need
to be transported to two instead of three district magnet campuses.

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

Locate a new Regional
Magnet Campus at the
Reagan High School facility
and make Kealing Middle
School a magnet-only campus
for grades six through eight.

$0 $0 | ($500,000) $0

FINDING

AISD does not regularly report student information separately, such as
TAAS and ITBS scores or the percentage of students taking the SAT, for
students enrolled in magnet programs and for students enrolled in the
regular program on the same campus. If thisinformation is available at the
district office, it is not fully disseminated to parents or the community at
large.

In interviews and focus groups, teachers, principals, parents and
community members said that without this information, the real
performance of nonmagnet students is masked. TEA does not require
districts to provide magnet vs. norn magnet program information, and
accountability ratings do not reflect magnet program participation.
Teachers, principals and parents said that schools that host magnet
programs would be serioudly at-risk of receiving alow-performance
accountability rating if the magnet programs were not housed at these
schools.

Exhibit 2-30 shows the percentage of students attending magnet schools
and the percentage of students not attending magnet schools who passed
the TAAS in 1996-97 and 1998-99. The data show that thereis alarge
performance gap between students at magnet schools and students at non
magnet schools. For nort magnet students, |ess than 50 percent passed the
mathematics test, except for Kealing Junior High School in 1998-99.
Exhibits 2-31, 2-32 and 2-33 present TAAS, math, reading and writing
scores for 1998-99.




Exhibit 2-30

L BJ and Johnston High School and Kealing Junior High School
Magnet vs. Non-Magnet TAAS (Percent Passing - All Students)
1996-97, 1998-99

Reading Mathematics Writing
Non- Non- Non-
Magnet M agnet Magnet M agnet Magnet M agnet
LBJ High School*
o 98% 67%| 9% 4%| 9% 68%
o | 100% 63%|  98% 44%|  100% 70%
Johnston High School*
%1 100% 69% |  93% 44%|  100% 75%
o 98% 62%|  94% 43%|  100% 73%
Kealing Junior High School*
o 95% 58%|  90% 4%  91% 60%
213898' 100% 62% 99% 59%  100% 60%
Source: AlSD Information Item presented to school board on March 23,
1998, AISD data request.
* Johnston and LBJ figures include first-time 10" grade test-takers only.
Kealing figures include 7" and 8" grade students.
Exhibit 2-31
L BJ and Johnston High School and Kealing Junior High School
Magnet, Non-Magnet, and All Students
Mathematics TAAS (Per cent Passing)
1998-99
All African , , Economically
Students | American Hispanic | Anglo Disadvantaged
LBJ High School*
Magnet 98% 92% 95% | 100% 82%




Non

magnet 44% 37% 68% |  ** 47%
Combined 74% 47% 82%  98% 54% \
Johnston High School*

Magnet 94% 80% 94% | 96% 82%|
r'\r']ggn o 43% 6% 42%| 65% 37%
Combined 56% 43% 46% | 88% 41%
Kealing Junior High School*

Magnet 99% 98% 98% | 99% 99%
r'?‘]ggn o 59% 54% 56% | 92% 54%
Combined 84% 64% 73% | 99% 64%

Source: TEA 1998-99 Accountability Campus Data Tables, AISD data

request.

* Johnston and LBJ figures include first-time 10th grade test-takers only.

Kealing

figures

include 7th and 8th grade students. ** Data not reported due to small

numbers of students.

Magnet, Non-M agnet, and All students

Exhibit 2-32
L BJ and Johnston High School and Kealing Junior High School

Reading TAAS (Per cent Passing)

1998-99
All Afriqan Hispanic | Anglo E_conomically

Students | American Disadvantaged
LBJ High School*
Magnet 100% 100% 100% | 100% 100%
r':gg;] ot 63% 5% 84% *x 65%
Combined 84% 65% 93% | 98% 71%
Johnston High School*
Magnet 98% 80% 100% | 100% 100%




Non

magnet 62% 67% 59% | 82% 57%
Combined 71% 69% 62% | 96% 60% \
Kealing Junior High School*

Magnet 100% 100%|  100% | 100% 100% |
r'\T']ggn o 62% 61%  55%| 92% 54%
Combined 86% 69% 74% | 99% 65%

Source: TEA 1998-99 Accountability Campus Data Tables, AISD data

request

* Johnston and LBJ figures include first-time 10" grade test-takers only.
Kealing figuresinclude 7" and 8" grade (except writing, which was given
to 8" graders only). ** Data not reported due to small numbers of
students.

Magnet, Non-M agnet, and All students

Exhibit 2-33
L BJ and Johnston High School and Kealing Junior High School

Writing TAAS (Per cent Passing)

1998-99

Stu%ltlants A'?rzgrﬁ?:gn Hispanic | Anglo [I)Elgg\?ranjlf:lglgd
LBJ High School*
Magnet 100% 100% 100% | 100% 100%
2(;;1 3y 70% 6% 4% ** 68%
Combined 87% 75% 88% | 98% 73%
Johnston High School*
Magnet 100% 100% 100% | 100% 100%
rl\rlg;;] ot 3% 81% 70% | 79% 68%
Combined 80% 84% 72% | 95% 70%
Kealing Junior High School*
Magnet 100% 96% 98% | 100% 100%




Non- 60% 64% 48% | 80% 56%
magnet
Combined 85% 70% 67% | 98% 65% \

Source: TEA 1998-99 Accountability Campus Data Tables, AISD data
request.

* Johnston and LBJ figures include first-time 10" grade test-takers only.
Kealing figures include 7" and 8" grade (except writing, which was given
to 8" graders only).

**Data not reported due to small numbers of students.

The Austin Magnet Committee Report (December 1998), said that there
are concerns that the current magnet model (school-within-a-school) has a
"negative impact on the delivery of effective curriculato the non-magnet
students in the host schools.”

The committee report states, "The current magnet model serves to mask
the academic difficulties of non-magnet students." Using accountability
standards for the 1998-99 school year, TAAS scores for these schools
reinforce these concerns. The committee believes that disclosing the
performance of nor magnet students would bring attention and possible
state and federal financial resources to help improve the performance of
nor- magnet students at these campuses.

Recommendation 36:

Evaluate the educational and economic impact of magnet programs
on host campuses.

Use comparative magnet/nornmagnet test scores, course selection and
other indicators to identify and focus services on students in host schools
who are not succeeding academically.

To address all students needs, school and district staff must have
information that provides information on the performance of all students
in a school. Teachers, campus administrators, parents and community
members should have access to this information to make appropriate
instructional decisions.

IMPLEMENTATION STRATEGIESAND TIMELINE

temporarily postpone opening a third magnet campus at Fulmore
Middle Schonl 11ntil findinns and recommendatinng from an

1. | The superintendent directs the appropriate departments to May 2000




evaluation can be assessed.

. | Magnet directors, campus principals and district data June 2000
management staff coordinate efforts and provide comparative Ongoing
data for schools that host magnet programs. Data will include
for each school: ITBS scores, TAAS scores, SAT participation
and scores, grade point averages and dropout and attendance
rates.

.| The superintendent directs the appropriate departments to June 2000
identify federal and state funds that current magnet schools
would receive if magnet programs were housed el sewhere.

.| The director of the Department of Transportation determines June 2000
costs of providing transportation for students to one versus two
CampuSes.

.| The assistant director of the Office of Program Evaluation June -
devel ops and implements strategies to assess the benefit of November
hosting magnet programs on campuses with specific socio- 2000
economic characteristics.

. | Campus principals make data available to all parentsin the August
annual school performance report. 2000

.| Principals and teachers use data to address specific student August
performance issues and develop strategies to include in campus 2000
improvement plans.

. | Staff in the Office of Program Evaluation identify the positive December
and negative impact of AISD'S program placement policy. 2000

.| The superintendent directs the appropriate departments to February
implement recommendations on optimal placement for magnet 2001
programs.

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

There is no clear evidence that the district's approach for teaching gifted
and talented children is effective. Texas state law requires all school
districts to identify and provide services for gifted and talented students. In
1990, the State Board of Education (SBOE) adopted the Texas State Plan
for the Education of Gifted and Talented Sudents. This plan isaguide on
how to meet the law's requirements. In 1996, the State Board of Education
(SBOE) updated the plan to incorporate Texas Education Code Section



29.123 requirements. The updated plan forms the basis of program
accountability for state-mandated services for gifted and talented students.

AlISD's Office of Advanced Academic Services defines gifted and talented
students as students who are advanced intellectually and academically.
Their gifts may be apparent in one or more subjects, like English, math,
science and socia studies, or in their ability to learn rapidly.

In many cases, aregular or honors curriculum cannot meet the needs of
gifted and talented students. According to the coordinator of Advanced
Academic Services, the district does not meet the program standards
recommended in the State Plan. Compliance varies from school to school.
Some principals could describe the process of gifted and talented student
identification and list the services provided for these students. Others,
however, said there was no effort made to provide services for these
students. Several principals, teachers and central administration staff said
AlISD's gifted and talented educational program was weak and in many
instances non-existent.

Bilingual teachers and district administrators said there are no specific
efforts to identify gifted bilingual education students. Campus and district
staff said that even though it is recommended in the State Plan, there is no
identification process for science and social studies; gifted studentsin
those core subjects are not identified. Interviews with campus teachers
involved in gifted education and with members of the Austin Association
of Gifted and Talented Education indicated that, while the Office of
Advanced Academic Services responsibilities include coordinating
severa programs for high achieving students, the office does not have
adequate resources to fulfill its responsibilities. Overall, AISD is not
complying with the state plan for gifted and talented students.

State law requires teachers of gifted and talented students to receive 30
hours of instruction in teaching gifted and talented students. The format in
which gifted and talented services are delivered to students is a campus
decision. All teachersin the district are encouraged to receive training.
Training al teachers, with the current district turnover rate, however, isa
difficult task. Even if ateacher is trained, that teacher may or may not be
teaching gifted children. Teachers told TSPR that most do not have
enough time to provide appropriate services to gifted students. Although
training may improve a teacher's instructional methods, it does not ensure
that properly trained teachers will be teaching gifted students.

Program staff, parents and community association members noted that
AISD does not have a district-level accountability system in place for
assessing the quality of the gifted and talented program. Staff and parents
said that the district is now implementing its own gifted and talented plan,



and that this plan is still in draft form. The agenda published for the Office
of Program Evaluation for the 1999-2000 school year, however, does not
include any plansfor evaluating gifted and talented education in this
district. The assistant director of the Department of Accountability said
that the gifted and talented educationa program has not been evaluated in
at least five years.

Recommendation 37:

Implement the Texas State Plan for the Education of Gifted and
Talented Students

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The Office of Program Evaluation and the Office of August 2000 -
Academic Studies evaluate the effectiveness of the district's | February 2001
gifted and talented education program.

2. | The Office of Advanced Academic Services determines if January 2001
every campus in the district is implementing the
recommendations in the Texas Sate Plan for the Education of
Gifted and Talented Sudents

3. | The Office of Advanced Academic Services develops March 2001-
measures to ensure that every campus follows the State Plan. | August 2001

4. | The Office of Advanced Academic Services uses the State March 2001 -
Plan to develop an accountability system for gifted and December
talented programsin AISD. 2001

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

Severa district and campus- level staff, in addition to members of the
Austin Area Association of Gifted and Talented Education said how the
district manages its information on its gifted and talented education
program does not help teachers and principals to identify gifted and
talented students on their own campuses. Most high school teachers do not
know who their gifted students are. One principal, for instance, said, "We
don't know if anything is accurate...Sally may be identified as gifted and
talented on three different campuses.” Another high school principal said,
"I cannot obtain alist of students on my campus that are gifted and
talented; if it is available, it is extremely difficult to obtain.”




The assistant director of the Office of Research and Evaluation said that
AISD does not have a code in the student master file that allows
administrative staff to track gifted students. Although the data may be
available, it isin different files and not easily accessible. The current
information system does not provide administrators with information to
improve services for gifted students, nor does it help in the decision
making process.

Number and Percent of Gifted and Talented Students and Teachers

Exhibit 2-34

AISD versus Peer Districts

1997-99

G/T Student Enrollment GIT Teachers |

1998 1999 1998 1999 |
District | Number | Percent | Number | Percent | Number | Percent | Number Percent|
Austin 5296 6.9% | 6,010 7.6% 6.7 0.1% 40| 01%
Northside
(Bexar 5239| 87%| 5234 85%| 69.2] 18%| 749 19%
County)
Forth 5589 7.3%| 4617| 59%| 786 18%| 926 21%
Worth ' '
Alief 2839 72%| 3160 7.7%| 489  2%| 525 21%
Pasadena | 1,902 4.7%| 1,964 48%| 262 11%| 231, 1.0%
gﬁ:f’:tf 1,852 45%| 1752 43%| 702| 28%| 336 14%

Source: 1997-99 TEA AEIS Reports.

Asshownin Exhibit 2-34, compared to the peer districts, AISD had the

second highest number of students identified as gifted, yet the number and

percentage of teachers assigned to gifted programs was the lowest. This
number, however, does not accurately represent the number of teachers
teaching gifted studentsin AISD.

The interim coordinator for Advanced Academic Services said that the
number of teachers reported in the AEIS report is incorrect. She said that
for the 1999-2000 school year, the correct number of certified gifted and
talented teachersis 1,642. This number is significantly higher than the
number of teachers reported in the AEIS reports for the peer districts. Both
the interim coordinator for Advanced Academic Services, and an



administrative assistant in TEA's Office of Advanced Academic Services
said that the number of teachers reported in the AEIS report could vary
considerably depending on the type of instructional delivery.

In AISD, gifted instruction is provided through the regular classroom, and
because all teachers are encouraged to become certified, it is expected that
the number of certified gifted teachers would be high. This number,
however, does not provide any information on how much time regular
classroom gifted and talented certified teachers all ocate to gifted and
talented instruction.

Recommendation 38:

Establish a system to accurately identify, track and report the number
of gifted studentsand certified gifted and talented teachersinvolved in
teaching gifted students.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The Office of Academic Studies coordinates with the district August 2000
data management system staff to add a field to the student -February
database so gifted students are identified and the information is 2001
accessible to approved campus staff.

2. | Review number and percentage of teachers alocated to gifted | August 2000

and talented education reported to TEA and report a number -February
that accurately reflects the number of teachersin gifted and 2001
talented education.

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

In AISD, there is no evidence how gifted and talented funds are used to
meet the needs of gifted students. The coordinator of Advanced Academic
Services and members of the Austin Area Gifted and Ta ented Education
Association said that is impossible to track expenses for gifted education,
in part, because the budget process does not include line-item descriptions
of allocations for the gifted. Because of this problem, it is not known if the
expenditures for gifted and talented education indicated in the AEIS
reports are correct.




Exhibit 2-35

AISD Expendituresfor Gifted and Talented Programs
Al SD vs. Peer Districts

1998-99
Budgeted Per cent of Per
District Students GIT Budgeted Student
Expenditures| Expenditure | Expenditure
Forth Worth 4,617| $8,274,301 3.8% $1,792
Northside 5234| $2,657,130 1.4% $508
Alief 3,160, $1,646,103 1.3% $521
Corpus Christi 1,752 $557,976 0.5% $318
Austin 6,010 $473,346 0.2% $79 |
Pasadena 1,964 $262,785 0.2% $134

Source 1998-99 TEA AEIS Reports.

Exhibit 2-35 shows AISD's expenditures for gifted and talented

education. For the 1998-99 school year, AISD ranked second to last
among its peer districts on spending for gifted and talented education. Peer
districts with ssimilar numbers of identified gifted and talented students
(more than 5,000) spent significantly more on gifted education. Budget
alocations for gifted and talented education comprised 0.2 percent of the
budgeted expenditures, also amongst the lowest compared to the peer
districts. Compared to the peer districts, AISD ranked lowest in the per
student expenditures for gifted education.

According to TEA's Division of Advanced Academic Services, AISD
received approximately $1 million in state Gifted and Talented funds for
the 1998-99; and for 1999-2000, according to TEA's Division of State
Funding, the district received $1,161,118. According to the AEIS report,
AISD budgeted less than half of the funds that it received for gifted and
talented education.

The district has known about this reporting problem since at least 1996.
To remedy this problem, the district's Comprehensive Plan (preliminary
recommendations, April 19, 1996) states that "Beginning in 1996-97 and
annually thereafter, the AISD administration will produce an annual report
of the distribution of all funds targeted for gifted and talented education
which clearly identifies how these funds were allocated for expenditure.”
The annual report has not been produced. Members of the Austin Area



Gifted and Taented Association have requested copies of this report, but
the district has not provided the association with the report.

Recommendation 39:

Annually report thedistribution of funds allocated to gifted and
talented education.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The Budget Director and staff in the Office of Advanced Academic
Services produce an annual report showing how all funds targeted for
gifted and talented education were actually spent.

2001

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

AISD requires teachers to modify the regular curriculum to meet the
individual needs of each gifted student. The coordinator for Advanced
Academic Services said that AISD does not have a grade-level,
appropriate curriculum for gifted and talented education. Severa parents
expressed concern over the quality of the instruction that was considered
gifted and talented. Likewise, several teachers expressed concern about
their ability to meet their students' needs. Members of the PTA Council
said there should be a defined gifted and talented program curriculum for

different subjects and for each grade. They stressed this curriculum or lack

thereof should not depend on the school or the teacher.
Recommendation 40:

Develop gifted and talented curriculum guides by grade level and
content.

This will require the district to extend the contracts of four gifted and
talented certified teachers during the summer months for four years to
complete this task.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The Department of Human Resources extends the contracts of | May 2000 -

elementary grades and two for secondary level.

four gifted and talented certified teachers, two for the May 2002




2. | The Office of Advanced Academic Services works with these | June 2000-
teachers to develop gifted and talented curriculum guides for August 2002
every grade level and every content area.

3. | The Office of Advanced Academic Services distributes August 2000~
curriculum guides. August 2002

4. | The assistant director of the Office of Program Evaluation June 2000
surveys teachers to evaluate the quality and effectiveness of Ongoing
the curriculum guides.

5. | The superintendent funds the summer gifted and talented June 2000 -
curriculum development program until all guides have been Ongoing

completed.

FISCAL IMPACT

Four teachers will have their contracts extended for approximately two
months or 42 working days. The average daily rate for teachersin AISD is
$196.94, for atotal of $33,086 in teacher salaries ($196.94 x 42 days x 4
teachers). Benefits for the extended contracts will be $4,612 (($5,133/187

days) x 42 days x 4 teachers), for atota cost of $37,698.

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

Develop gifted and

talented curriculum guides | ($37,698) | ($37,698) | ($37,698) | ($37,698) $0

by grade level and content.




Chapter 2

F. SPECIAL EDUCATION PROGRAMS

The federa Individuals with Disabilities Education Act (IDEA) provides
free, appropriate public education for all children with disabilities
regardless of the severity of the handicap. This law, which also is designed
to protect children and parents in educational decisionmaking, requires
the district to develop an individualized education program (1EP) for each
child with a disability.

The law also requires the district to provide students with disabilities an
education in the least restrictive environment. In 1997, the federal
government re-authorized IDEA. The new law states that the IEP must be
more clearly aligned with those of children in general classrooms and
include regular education teachers in the decision- making progress. The
new law aso requires including students with disabilities in state and
district assessment programs and in setting and reporting performance
goals.

To serve the multiple needs of all students with disabilities and to comply
with IDEA's requirements, an effective special education program should
implement the following practices (derived from Public Law 101-15, the
1997 amendments to the Individuals with Disabilities Education Act).

1. Prereferral intervention in regular education. When a student
experiences academic problems in regular education, an
intervention can and should occur to solve the problems. If steps
taken to solve the problem don't produce results, the problem
should be referred to special education staff.

2. Referral to special education for evaluation. Referring a student to
specia education means writing an official request supported by
documentation. The referral information must include an
explanation of steps that have been taken in regular education to
solve the student's problem before the referral.

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

4. Initial placement through an Admission, Review, and Dismissal
(ARD) committee meeting. After the evaluation is complete, a
meeting is held to discuss the results of the evaluation, decide if
the student qualifies for special education servicesin one of 12
federal special education categories, and, if so, write a plan for the
student's education.



5. Provision of educational services and supports according to a
written Individualized Education Plan. The individualized
education plan (IEP) developed by the ARD committee includes
information about which classes the student will take, how much
time will be spent in regular education, and related needs like
speech therapy or counseling.

6. Annual programreview. Each year after a student'sinitial
gualification and placement, an ARD committee conducts areview
to ensure the student's program is appropriate.

7. Threeyear re-evaluation. Every three years, the student undergoes
a comprehensive individual assessment. Another ARD committee
meeting is held to discuss the results of the reevaluation and
determine if the student still qualifies for special education in the
same category.

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

In AISD, afull continuum of servicesis available for students with
disabilities. To ensure the least restrictive environment appropriate for
each student, district personnel first consider providing services in regular
education with supplementary aids. Students with disabilities who spend
all of their classroom hoursin aregular classroom are called
"mainstreamed.”

As a student's needs require, additional instructional and related services
are provided, including options for full-day services in special education
settings. If a student's disability is so severe that satisfactory education
cannot take place in aregular classroom, he or she will be served in a
separate "self- contained” classroom. Appropriate curriculum
modifications and services are provided to al students. Admissions,
Review, and Dismissal (ARD) committees, composed of parents and
professioral staff, determine program eligibility and participation,
educational plans and placement in and dismissal from the special
education program. |EPs are developed for each student with a disability.

Exhibit 2-36
Number and Percent of Special Education Students and Teachers
Al SD vs. Peer Districts
1998-99

District Special Education Student
Enrollment

1998 1999 1998 1999 ‘

Special Education Teachers (FTES)




Number | Percent | Number | Percent | Number | Percent | Number | Percent
Northside
(Bexar 8889| 14.8%| 9229 15.1% 475 12.3% 461
11.6%
County)
Austin 0120| 11.9% | 9177| 11.5% 612| 13.3% 654 13.5%
&‘,’gtrth 0045/ 11.8%| 8702 11.2% 268|  6.2% 283  6.4%
gﬁ:f):us 6,021 14.7%| 5874 14.6% 270| 10.9% 282| 11.4%
Alief 4487 11.4%| 4,655 11.3% 264| 10.7% 263| 10.4%
Pasadena | 2974| 7.3%| 2999| 7.3% 174 7.1% 170 7.0%
State 466527| 12.0%| 476,712 12.1% 24049 9.4% | 24743 95%

Source: 1997-99 TEA AEIS Reports.

Exhibits 2-36 and 2-37 provide special education program enrollment
information. For the 1998-99 school year, AISD has the second largest
enrollment of students with disabilities of its peer districts. AISD's 11.5
percent of students enrolled in specia education is average compared to its

peer digtricts.
Exhibit 2-37
Ethnicity of AISD Students Enrolled Special Education

1998-99
African- | . : Economically
Total | Anglo American Hispanic| LEP Disadvantaged
Special | Number | 9,177 | 2,884 2,227 3971| 693 5,407 |
Bducation | percent | 100% | 31.4%|  24.3% 433%| 7.6% 58.9%
Disrict Number | 79,496 | 28,412 13,825| 35,067 10,732 38,987|
Percent | 100% | 35.7% 17.4%| 44.1%| 13.5% 49%

Source: 1998-99 TEA AEIS Reports.

FINDING

Texas students who are deaf or hard of hearing may receive instructional
services at the Texas School for the Deaf, aresidential placement facility
located in Austin; at their home campus, with support from teachers with a



deaf education background or at a Regional Day School Program for the
Deaf (RDSPD).

RDSPDs, created by the 1973 Legidature, are supervised by TEA's
Division of Services for the Deaf. The fiscal agent for the RDSPD usually
is the district where the students attend classes and is the "receiving"
district. These districts receive funds from a Foundation School Fund
appropriation included in TEA's appropriation, federa Individuals with
Disahilities Act funds, and sometimes from local school district
contributions to provide instructional services to eligible students.

State Deaf Foundation School funds are distributed for every student who
receives at least 45 minutes of direct services aweek based on the student
population on December 1 of each year. Federal funds are channeled to
the receiving districts through TEA each year based on the number of
students enrolled the previous December and the number eligible for
various federal programs. Neighboring districts may contribute
administrative funds to the RDSPD through an interlocal agreement
signed at the beginning of each school year between the fiscal agent
district providing the services and the sending district.

Sending districts payments ranged from nothing to $7,500 per student for
fiscal 1999, depending on the cost and level of services required. In
addition, the fiscal agent district providing the services contribute cash and
in-kind support including classroom space, support services,
transportation, equipment and some salaries.

If astudent attends the RDSPD less than half the school day, he or she
generates both Average Daily Attendance (ADA) funding and RDSPD
funding. Whichever district reports the student on its PEIMS reports
receives ADA funding for the child if the child is eligible. Special
Education funding, however, is generated from the December federal child
count, not PEIMS.

AISD serves as a RDSPD fiscal agent and provides special servicesto
hearing-impaired students through the Austin Regional Day School
Program of the Deaf. The number of eligible students has declined by ten
since 1997-98, as shown in Exhibit 2-37. In 1999-2000, AISD will serve
78 deaf students from five Central Texas School Districts (AISD, Eanes
ISD, Del Valle1SD, Pflugerville ISD and Lexington 1SD). Eight of the
students come from neighboring districts. Since the number of studentsis
so small, AISD does not charge an administrative fee. The home districts
provide transportation for the students. The district will receive atotal of
$639,929 in state and federal funds, a per capita expenditure of $8,204.



Exhibit 2-38

Al SD Regional Day School Program for the Deaf
Funding Information

1997-2000
1999-2000 | 1998-99 | 1997-98
Total Student Count Ages0- 21 78 81 88
State Deaf Funding $578,293 | $610,412 $666,011|
State Funding per Child $7,414| $7536 $7,568
Federal Child Count Ages 3-21 70 75 77|
IDEA -B Formula $35,000| $35,806| $30,334
IDEA Capacity Building (New for 1999-2000) $840 |
IDEA - B Discretionary $16,814 | $22,807 | $18,519
Federa Child Count 3-5 14 16 14
Federal Funding per Child Ages 3-21 $240 $305 $240|
IDEA-B Preschool $6,814 | $9,851| $6,737
Federal Child Count Ages0-2 8 1 1|
Early Childhood Instruction (ECI) Part C $2,168 $328 $307
Federal Early Childhood Funding Per Child $271 $328 $307
Total State and Federal Funding $639,929 | $679,204 | $721,908
State and Federal Funding per Child $8,204| $8,385| $8,204

Source: TEA Division of Services for the Deaf.

This program serves children ages 0-21 with varying degrees of hearing
impairment and communication needs. An ARD committee writes and
revises each student's Individual Education Plan and reviews students
enrolled in the Regional Day School annually. Teachers speciaizing in
deaf education assist students, although many deaf students also
participate in regular classrooms with the aid of interpreters. The program
provides special services that include transportation, audiological services
(audiograms, impedance testing, hearing aid evaluation and ear molds),
counseling, interpreting services and sign language classes for family

members and friends.

In addition to services provided to students enrolled full timein the
Regional Day School Program, itinerant teachers provide help to hearing-
impaired studerts enrolled in regular education programs in their home



schools or in basic special education programs. The district holds a parent
program to help parents of infants or young children who are deaf or hard
of hearing. Exhibit 2-39 provides the RDSPD enrollment and staffing for
1999-2000.

COMMENDATION

AISD servesasthefiscal agent for the Regional Day School for the
Deaf that servesfivedistrictsin Central Texas.

Exhibit 2-39
Enrollment and Staffing of
Al SD's Regional Day School Program For the Deaf

September 1999
Campus gt#rdoel?; Teachers

I nfant/Preschool 7 1* ‘
Reilly Elementary 10 3
Brentwood Elementary 20 4‘
Murchison Middle School 4 1 ‘
Lamar Middle School 5 1
Anderson High School 2 1*
Direct Service 28 2 Itinerant
TOTALS 76 13
Additional Staffing: 1 Administrator 1 Audiologist

1 Secretary 3 Speech Therapists

Source: AISD Regional Day School Program for the Deaf.
* These teachers are also itinerant.

FINDING

AISD's special education program lacks accountability and does not meet
the needs of some specia education students. Although AISD reports high
expenditures and low student-to-teacher ratios, special education teachers
are often overburdened and lack sufficient resources to instruct their
students. Both regular and special education teachers said they need more
assistance in coordinating the needs of regular and special education
students served in the same classroom. Interviews with teachers indicate



that they do not have enough time to effectively provide instruction,
conduct ARD meetings, and keep up with all the paperwork involved in
the ARD and each student's |EP. Teachers also must find their own
substitutes to conduct ARD meetings. Specia education was a recurring
source of concern for parents and community members; in ten public
forums conducted over two nights, TSPR heard repeated complaints about
the quality of AISD's specia education services.

In one formal complaint filed with TEA, parents of an AISD specid
education student alleged that they were unable to obtain appropriate
evauation and placement for their child during a period that lasted from
their child's 3rd grade to the 7th grade. These complaints put the district at
potential risk of legal exposure arising from lawsuits.

Recommendation 41:

Comprehensively reevaluate special education servicesto better meet
the needs of special education students.

As atop priority, AISD should establish:

(1) pre-referral intervention teams in regular education, (2) an
accountability system to track how successfully the regular education
curriculum is being modified to meet the needs of special education
students, and (3) improved data reporting capabilities to effectively track
the number of special education student and teachers, enabling the district
to appropriately allocate teachers throughout the district.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The deputy superintendents for Curriculum, Instruction, and June -

Education director develop a plan to restructure AISD's special
education program and policies.

Accountability and Information Systems, and the Specid October 2000

2. | The deputy superintendents for Curriculum, Instruction, and November

Education director present plan to superintendent, who
presents it to board.

Accountability and Information Systems, and the Special 2000

3. | The board reviews the plan, makes necessary modifications February
and approves the plan. 2001
4. | Specia Education director implements program. August 2001
and Ongoing

FISCAL IMPACT




This recommendation can be implemented with existing resources.
FINDING

The district has a detailed, coordinated plan for early, pre-referrd
intervention practices, but this process at the school level isignored or
poorly implemented. According to the director of Special Education, each
AISD campus has a Local Support Team (LST) with a designated
coordinator. Though many teachers and schools provide services for
students who are experiencing difficulties, these are not necessarily
coordinated through a L ST.

There is no evidence that sucha practice is used. Most important, teachers
do not consistently have access to remedial efforts that were provided to
students in earlier years, something critica in a pre-referral system, where
all efforts are documented.

If astudent has aready received specific services and improvement is not
observed, a specia education referral may be warranted. Because
coordination is lacking, however, teachers may provide services that have
already been provided (like tutoring), when an intervention may be called
for. As aresult, students may be identified for special education services
too late to receive full benefits from intervention. Though special
education services are provided in AISD's early childhood program,
identification practices are weak.

AlISD's pre-referral services are not subject to review or to any
accountability or assessment system that consistently evaluates and
corrects the district's LST teams. Specifically, no answers are apparent to
the following questions. Are the teams used? How often? Are they
effective? Do they help ensure student needs are identified and filled early
in the child's education? Does it help to provide services in the least
restrictive environment?

Several districts in Texas have implemented successful pre-referral
systems. In 1997, Corpus Christi ISD implemented a pre-referral pilot
program in eight schools that emphasizes early intervention. The program
is showing positive results with both regular and at-risk students.

Though asignificantly smaller district than Austin, Mount Pleasant 1SD
(MPISD) has made significant strides to document and track any student
who is experiencing difficulties in the classroom, whether the problem is
reading or behavioral problems. MPISD'S process should be examined for
possible adaptation in AISD, paying particular attention to the differences
in the size of the two school districts that would affect AISD's using
MPISD's model.



To improve this process, MPISD established the Campus Intervention
Team (CIT), designed to "...provide strategies for intervention when a
need begins to arise for any student.” Each CIT is made up of one
Maximum Achievement Learning Lab (MALL) teacher, the school
counselor, the student's classroom teacher and the principal. Once a
teacher fills out a pre-referral form on any students with difficulties, the
committee conducts a meeting to discuss the student's needs. A goa of
this process, is to identify, document and implement intervention
strategies, always considering the least restrictive alternatives first.
According to principals and teachersin MSISD, in 75 to 80 percent of
cases, campus modifications accomplish needed results with the least

restrictive environment for the student.

Recommendation 42;

Establish a system to ensurethat AISD personnel efficiently use pre-

referral intervention teams at each campus.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | Each campus principal will designate a Local Support Team August
coordinator. 2000

2. | Campus principals will conduct monthly meetings with the August
Local Support Team to discuss the efficacy of the team and to 2000
provide continuous feedback.

3. | The principa will inform parents about the Local Support Team | September
procedures. 2000

4. | The director of Specia Education will periodically evaluate the | Ongoing

Local Review Teams to ensure they are actively involved in
pre-referral activities.

FISCAL IMPACT
This recommendation can be implemented with existing resources.

FINDING

Consistently, teachers and principals said there are not enough special

education teachers in AISD. The district employs special education classes
using targeted caseloads: 12:1 for elementary, 20:1 for middle schools and

22:1 for high schools. With the exception of the Rosedale School, a

separate campus that serves any gudent whose disability is so severe that
satisfactory education cannot take place in the regular school setting, some
teachers reported that they had many more studentsin their caseload than




the ratio reported by the district. Aswith the number of bilingual teachers,
the number of special education teachers reported in the AEIS report does
not coincide with the student/teacher ratio reported by teachers and school
staff.

Exhibit 2-40 presents budgeted expenditures for the special education
program. Al1SD ranked the highest in both budgeted expenditures and in
expenditures per student. In 1998-99, AISD spent approximately $5.4
million more than Northside 1SD, yet enrolled 52 fewer students. The
director of Special Education said that these expendituresinclude a 7.65
percent social security allocation for AISD employees, while Northside
and Fort Worth do not. Accounting for this difference by subtracting 7.65
percent of $36,795,665, the district budgeted expenditures was
approximately $1.6 million less, or $35,149,968. Currently, AISD spends
approximately $4 million more than the peer districts. The director of
Specia Education said that funding variations between districts also
depend on the specific needs of student in each district.

Exhibit 2-40
Expendituresfor Special Education
AISD vs. Peer Districts

1998-99
ng(i?t aled Per cent of Per
District Students : Budgeted Student
Educaz'uon Expenditure | Expenditure
Expenditures

Austin 9,177, $36,795,665 16.2% $4,010 |
Northside 9,229 $31,403,924 16.6% $3,403 |
Forth Worth 8,702| $24,445527 11.3% $2,809
Pasadena 2,999| $10,194,710 8.8% $3,400 |
Alief 4,655 $18,056,807 14.5% $3,879
Corpus Christi 5,874| $15,118,589 13.0% $2,574

Source: 1997-99 TEA AEIS Reports.

In 1998-99, there were 654 special education teachers, or 14 students for
every teacher, the lowest ratio among the peer groups. Teachers
interviewed, however, said that they have much higher student/teacher
ratio than the ratio presented in the AEIS data reports.

Recommendation 43;



Establish a system to ensure that the correct number of special
education teachersisreported to TEA.

Data reporting problems have hindered special education in the district.
AISD should have adequate reporting systems in place that correctly count
the number of teachers and students. This process should be coordinated
with other student data collection management efforts in the district.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | Staff in the Department of Special Education, appropriate campus June
staff and the district PEIM S data collection coordinator assesses 2000
how the number of special education teachersis reported to TEA.

2. | The Department of Bilingual Education and the Department of June
Human Resources jointly review and update number of special 2000
education teachers.

3. | The Department of Human Resources corrects employee list. July

2000

4. | The Department of Special Education reports the correct number of | October

teachers served to TEA. 2000

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

Both regular and specia education teachers reported they need more help
coordinating the needs of both regular students and students with
disabilities served in the same classroom. Teachers said that while they
liked the process of inclusion, they were simply unable to individually
meet their students needs. There is no district-1evel accountability system
in place for assessing how effectively the regular curriculum is modified
to meet the individua needs of students.

In AISD, special education teachers duties include instruction, writing and
implementing 1EPs, monitoring and reporting progress to parents every six
or nine weeks (in addition to report cards), and scheduling and preparing
for and attending ARD meetings. ARD meetings must be conducted at
least once a year for every student in special education. Teachers report
they do not have enough time to effectively provide instruction, conduct
ARD mesetings and keep up with al of the paper work involved in the
ARD meetings and each student's individual education plan.




Many students with disabilities need intensive, sometimes one-orn-one
instruction and supervision. Maintaining a 12-to-one student to teacher
ratio, as reported in the AEIS report, is difficult. One middle school
teacher said her current caseload (students for whom she develops |EPs
and conducts ARD meetings for) is 30, yet she is aso responsible for
providing instructional services to severa other students that she serves
through the inclusion program, increasing her total student ratio to almost
40. The director of Special Education said that the middle school
caseloads are targeted at 1:20-22. For elementary schools, the caseload per
teacher should be 12, but currently, 39 elementary schools have casel oads
above 12 (as of December 1999). The director said that most students have
at least two ARD meetings per year, and severa students have more than
two.

To conduct ARD mestings, teachers must find their own substitutes.
Currently, district policy states that each campus must make arrangements
to meet their specific needs. Some schools use permanent substitutes,
teacher assistants or schedule ARD meetings during a teacher's conference
period. This year, ARD meetings must include one regular teacher.

Participation of regular teachers in the ARD process enhances the
educational plan developed for the student. This new requirement,
however, has made it even more difficult for teachers to cover for each
other's classes. One specia education inclusion teacher said that on several
occasions, she had to cover for the regular teacher and other special
education teachers. When this happens, she does not have time to provide
any instruction to her own students. Options for covering classes vary
from campus to campus, and efforts are made to ensure that instructional
time is not lost.

Recommendation 44:

Allocate additional staff to assist with ARD/IEP workload to ensure
that teacher s spend adequate time with students.

While teachers must attend ARD meetings, staff can be provided to assist
with ARD/IEP paperwork. Allocating three ARD facilitators for every
area superintendent would provide more classroom time for teachers.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The Department of Specia Education and The Department of Human |  June
Resources implements a one-year pilot program, providing three 2000
ARD Facilitators for each area superintendent.

2. | The Denartment of Snecial Education evaluates the nilot'simnact on | Mav -




specia education teachers. July
2001

3. | The superintendent directs the Department of Human Resources to June
allow all special education and regular teachers to use the district's 2000
teacher substitute pool so they can attend and conduct ARD meetings
without penalizing their students.

FISCAL IMPACT

A yearly salary of $19,000 and benefits of $3,590 for an Administrative
Special Education Aide staff is used to calculate 15 ARD Facilitators. For
15 positions (three per area superintendent), salary is calculated at
$285,000 ($19,000 x 15 facilitators salary), and benefits at $53,850
($3,590 benefits x 15 facilitators), for atotal cost of $338,850 for 15
positions.

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

Allocate additional
staff to assist with
ARD/IEP
workload to ensure
that teachers spend
adequate time with
students. ($338,850) | ($338,850) | ($338,850) | ($338,850) | ($338,850)




Chapter 3
COMMUNITY INVOLVEMENT

This chapter discusses Austin Independent School District's (AISD's)
relations with the community, parents, business leaders and its internal and
external communication efforts in the following sections:

A. Organization, Management and Program Evaluation
B. Volunteer and Business Partnership Programs

C. Interna and External Communications

D. Community Relations and Fund Raising

Community involvement is an important part of a quality education
system. It enables parents, taxpayers, business and civic leaders,
community organizations, public officials and others with a stake in public
education to understand the challenges facing the district and become
involved in activities that support student learning. Many of these
activities have high visibility in the community and are often coordinated
through a district office that reports directly to the superintendent.

BACKGROUND

The mission of AISD's community involvement program is to develop
effective partnerships with community organizations and non-profit
agencies. These partnerships should support school goals, provide
resources to schools to meet students needs and connect Austin families
and individuals to educational resources available at schools. The district
can accomplish its mission by providing information to the community to
enlist their support and strengthen their communications with parents,
taxpayers and the community to hear their ideas, concerns and perceptions
about the district.

AISD's community involvement and communication function is separated
into four divisions and departments. The Development and Community
Partnerships Division and the Office of Communication Services & Media
Services report directly to the superintendent. The Parent and Family
Program and the Community Education Department are located in the
Curriculum, Instruction, & Professional Development Division. The
Parent and Family Program is located in the Department of School
Support Services.

Exhibit 3-1 illustrates the current organization structure of community
involvement and communications for AISD.



Exhibit 3-1
AISD Community Involvement and Communications
Current Organizational Structure

C Dmmu;r.ﬁcatiurll Setvices Superintendent Developent .-‘.C Ottt by
& MediaBervices(14) Partnerships (2)

Partriers in AIBD F oundati on
Education (4 (17

Deputy Supetintendent
Curricuum, Instraction &

Professional Devel opment

C omumutity Achool Support
Education (42 .50 Hervices

Parert/Family
Program Team

Parent Program
Specialist ()

Seventy-one and one-half full-time equivalent (FTE) staff manage and
implement AI1SD's community involvement and communication function.
Exhibit 3-2 presents a summary of the type and number of staff associated
with each of the organizational units responsible for community
involvement and communication.

Source: AISD Directory.

Exhibit 3-2
Al SD Organizational Units Responsible
For Community I nvolvement and Communications

Division and : Number
Department Unit and Program Staff of Staff
Development and Associate Superintendent; 2.00
Community Administrative Secretary
Partnerships
Partnersin Director; Campus Liaison 4.00
Education Coordinator: VVolunteer and




Mentor Coordinator;

Secretary
Austin Public Coordinator 1.00
Education
Foundation and
Development
Projects
Parent and School Support Parent Program Specialist; 2.00
Family Program | Services Clerk
Department;
Curriculum,
Instruction and
Professional
Devel opment
Division
Department of Director; Program 4.00
Community Planner/Manager;
Education Secretary/Receptionist,
Secretary
Community School | Community School 26.28
Programs Coordinator; Program
(organized into four | Specialists, Child Care
geographic areas) | Assistants; Clerk
Program Support Program Supervisors, 14.25
Specialists
Budget & Supervising Accountant; 4.00
Accounting Account Technicians
Office of Director 1.00
Communication
Services &
Media Services
Communication Communication Specialists, 8.00
Services Multimedia Coordinator; Web
Design Specidlist; Media
Specialist; Campus
Information Liaison;
Secretary, Special Service
Workers (Switchboard)
Media Services Production Chief; Program 5.00

Schedulers; Programming
Assistant: Rilinaoial Prodicer




and Editor

Source: AlSD 1999-2000 budget.

AlISD's annual budget for community involvement and communication
activitiesis $5,838,223 of which $1,800,740 (31 percent) comes from
AISD and $4,037,483 (69 percent) comes from sources such as the City of
Austin, Austin Community College, state and federal grants and fees.
Exhibit 3-3 provides a breakdown of the operating budget by
organizational unit.

Exhibit 3-3
1999-2000 A1 SD Community I nvolvement
and Communications Budget Information

Development Partners Communication | Parent
Description & in Services and Community
P Community Education & Family | Education
Partner ships Media Services | Program
Number of "
Staff 2.0 4.0 14.0 2.0 48.5
Salaries $145,357 | $185,955 $631,829 | $110,079| $3,426,104
Professional
& Contract $9,499 $6,580 $188,250 $0 $133,107
Services
Supplies &
Materials $2,000 $6,850 $18,200 | $2,873 $450,766
Other
Operating $22,433| $46,000 $49,832 | $3,962 $318,820
Expenditures
Capital "
Outlay $600| $40,089 $38,538 $500 $0
Total $179,889 | $285,474 $926,649 | $117,414 | $4,328,797**

Source: AISD 1999-2000 Budget.
* AlSD receives $40,089 for a .60 FTE from an external source for

Partnersin Education and $3,997,394 from an external source for

Community Education. (Although not an actual capital outlay expenditure
for the district, this FTE isincluded here for classification purposes only.)




AISD alocates more resources per student to community involvement
than its peer districts. AISD's actual per student expenditures for
community involvement functions in 1997-98 were $62.00, based on
expenditures reported to the state's Public Education Information
Management System (PEIMS) (Exhibit 3-4). These expenditures, taken
from the Texas Education Agency's (TEA) PEIMS datafiles, consist of
community services including recreation, civic activities, and services for
nonpublic school students. The actual expenditures of AISD's peer
districts ranged from alow of $6.00 in Pasadena ISD to a high of $45.00
in Corpus Christi 1SD.

Exhibit 3-4
Community Involvement Budgeted Expenditures
Al SD, Peer Districts, and State and Region 13 Averages

1997-98
Community
| nvolvement
District Expenditures
1997-98
(Dollarsper Student)
Alief $25.00 |
Austin $62.00
Corpus Christi $45.00 |
Fort Worth $28.00
Northside $28.00
Pasadena $6.00
State Average $26.00
Region 13 $36.00

Source: Texas Association of School Boards, Bench Marks.



Chapter 3

A. ORGANIZATION, MANAGEMENT, AND PROGRAM
EVALUATION

FINDING

The location of community involvement and communications programsin
different divisions or departments does not contribute to the most effective
coordination and communication among the programs both districtwide
and on campuses. Strategic program planning and delivery is particularly
important and required in schools with multiple programs that target the
same students in order to avoid duplication of efforts and use resources
and funds in the most efficient manner. AISD's community involvement
program is located in three divisions. Division of Development and
Community Partnerships; Curriculum Instruction and Professional
Development; and the Department of School Support Services.

According to program staff, communication and coordination among the
different programsis difficult and time consuming. Each division or
department oversees different community involvement programs targeted
at students, parents and other adults in the community. The programs
administered by the different departments are implemented independently
on the same campuses. Austin ISD does not have a community
involvement strategic plan that addresses the programs implemented by
the different departments and the plans and operational procedures of
these departments do not address coordination among the programs.

In addition, no current inventory exists of al the community programs
being administered in the division so it is unknown how many of these
programs target similar students or produce similar tasks. For examplein
the past two years, Partners in Education expanded its program and offers
tutorial servicesto elementary school students; services that the
Community Education Department also offers.

Severa of the community involvement programs, Boys and Girls Clubs of
the Capital Area, Junior Achievement programs and Partners in Education
all offer career exploration programs. Each organization develops its
programs independently of what others offer. Coordination among these
organi zations creates potential duplication of the same services and does
not allow for efficient use of resources.

Recommendation 52;



Inventory all community involvement programs and develop a

strategic plan to maximize communication and coor dination among

these programs.

The strategic plan should be developed with input from program staff,

funding sources (A1SD, Chamber of Commerce, City of Austin),
principals and teachers. The plan should inventory programs on each

campus and create a set of procedures to manage them. After preparing the

strategic plan, the division and the Community Education Department
should train program staff on the new procedures. Principals should be

informed of the procedures’ content.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The Director of Development/Community Partnerships with May 2000
assistance from the Communication Services & Media Services
director and the Deputy superintendent of Curriculum,

Instruction & Professional Development prepares an inventory of
community involvement programs by campus.

2. | The Director of Development/Community Partnerships convenes | July 2000
meetings with program staff, funding sources, principals and
teachers.

3. | The Director of Devel opment/Community Partnerships and the July-
Communication Services & Media Services director and the August
Deputy Superintendent of Curriculum Instruction & Professional 2000
Development develop a community involvement strategic and
operational plan.

4. | The Director of Development/Community Partnerships submits August
the strategic and operational plan to the superintendent for 2000
approval.

5. | The superintendent approves the plan. August

2000

6. | The Director of Development/Community Partnerships trains September
program staff in coordination and collaboration procedures. 2000

7. | The Director of Development/Community Partnershipsinforms | September
principals about coordination and collaboration procedures. 2000

FISCAL IMPACT
This recommendation can be implemented with existing resources.

FINDING




Parent education specialists in schools with a significant percentage of
Hispanic students are not always bilingual. Parent Education specialists
organize parent meetings and train parents to work with and help their
children. They also train school staff in strategies to develop home, school
and community partnerships. Currently there are 52 parent education
specialists. One-quarter of the parent education specialists (13 out of 52)
are nonSpanish speaking. All 13 are in schools where 34 to 75 percent of
the students are Hispanic. Five of these 13 parent education specialists are
located in schools where more than 60 percent of the students are
Hispanic. Few of the parent education specialists are assisted by bilingual
aides or volunteers.

Recommendation 53;

Ensure parent education specialistsin schoolswith a Hispanic
population are bilingual.

School principals hire and supervise parent education specialists. The
Parent and Family Program specialist should stress to school principals the
importance of hiring bilingual parent education specialists in schools with
Hispanic students whose parents do not speak English and encourage the
principals to incorporate into the parent education specialists job
description the need to be bilingual.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | Parent and Family Program specialist recommends to principals May
incorporating a requirement for bilingual skillsin job descriptions of 2000
parent education specialists hired by campuses with Hispanic students.

2. | Parent program specialist works with those parent education May
specialists who are not bilingual to develop strategies to meet needs of | 2000

non English-speaking parents.

FISCAL IMPACT

This recommendation can be implemented with existing resources.




Chapter 3

B. VOLUNTEER AND BUSINESS PARTNERSHI P PROGRAMS

The digtrict's volunteer and business partnership programs are located in
two divisions. the Development and Community Partnerships Division
and the Curriculum, Instruction & Professional Development Division.

The Development and Community Partnerships Division houses the
Austin Partners in Education (APIE) Program and coordinates with
several other volunteer programs such as Austin Eastside Story, Boys and
Girls Club, Junior Achievement of Central Texas, Keep Austin Beautiful,
Texas Alliance for Minorities in Engineering (TAME), Austin Area Urban
League and the Austin Mental Health Association. The Austin Partnersin
Education Program is managed by a director and has three staff: a campus
liaison coordinator, a volunteer coordinator and a program specialist.
Austin Partners in Education is a collaboration with the Austin Chamber
of Commerce and is overseen by a 66- member volunteer Board of
Directors, achair, executive committee and committees.

The Curriculum, Instruction & Professional Development Division houses
the Community Education Department and the Parent and Family
Program. The Community Education Department is managed by a director
and includes area coordinators, project supervisors, community relations
staff, planning and operations staff and accounting staff. Community
Education manages a number of after-school tutorial and recreational
programs for students and adults.

FINDING
Nearly 64 percent of AISD residents surveyed in October-November 1999

believed the local business community "does a lot to support AISD
programs’ as shown in Exhibit 3-5.

Exhibit 3-5
Public Opinion Survey

Al SD-Business Strongly No . Strongly
Community Relationship | Agree Agree Opinion Disagree Disagree
The local business
community INAUSINGOSS | 6500 57300 18496 | 181% | 10%
alot to support AISD
programs.




Source: Survey of AISD Residents, October -November 1999, may not add
up dueto rounding.

Austin Partners in Education is a collaborative effort between AISD and
the Greater Austin Chamber of Commerce. It encourages cooperative
business and community involvement in public schools to enhance the
quality of education for Austin students. Its mission is to create and foster
effective community partnerships that support and enrich student learning
and success. Partners are matched with the school or AISD program of
their choice and provide volunteer services, in-kind contributions and cash
donations. The program is campus-based. AISD central office staff and the
Chamber of Commerce facilitate the program and support the campus
representatives. Schools consult their Campus Improvement Plans (CIPs),
conduct needs assessments and develop Partner Plans to guide their
partners efforts.

Austin Partners in Education recruits and sustains partners, recruits and
trains mentors and recruits volunteers. All mentors have to go through a
mentor training program. In 1998-99, the program had between 800 and
2,000 mentors on 70 campuses, mainly in elementary schools. In 1999, it
received 530 applications from community members who want to be
mentors. APIE acts as a clearinghouse for volunteers.

Austin Partners in Education was established as Adopt-A-School in 1983
in partnership between the Austin Chamber of Commerce and the AISD.
The program began with 12 business and community organizations
adopting 25 schools. The Adopt-A-School program was expanded
between 1986 and 1988 to all schools and district programs with 576
partners. The number of adopters increased nearly four-fold to 2,059
between 1984 and 1995. In 1998-99, the program included 2,118
community partnerships and provided services or resources to 123 schools
and programs.

The program changed its name in 1988 to Austin Partners in Education.
During 1998-99, Austin Partners in Education consisted of 363 Partners
and 1,774 Friends. Partners are organizations committed to a consistent,
sustained relationship with a school or district program. Friends provide
direct support or service to a school or district program through one-time
or occasional offerings of assistance.

In its 16-year history, Partners in Education provided more than $52
million in donations of time and financial resourcesto AISD schooals. In
1998-99, the program generated about $7 million in contributed resources,
a $90- per-student return on investment versus a cost of $5 per student.
Exhibit 3-6 reflects the 1998-99 APIE contributions.



Exhibit 3-6
1998-1999 API E Contributions

P(;Ip-)irlgﬁton Inkind Cash |Volunteers Vlo_l|;rjlrtseer
Elementary Schools $1,129,282 | $368,311 8,324 164,895
Middle and Junior High Schools| $132,781 | $119,808 1,485 23,323
High Schools $851,715| $171,882 4,197 34,255
Districtwide $682,191 | $154,934 1,108 17,099
Total $2,795,969 | $814,935 15,114 239,572

Source: APIE 1998-99 Contributions Report.

The program has high visibility among AISD administrators and teachers.
In a survey conducted by AISD in 1998-99, all surveyed administrators
and 87 percent of surveyed teachers reported they are familiar with
Partners in Education as seen in Exhibit 3-7.

Exhibit 3-7
AlSD Employee Survey
Spring 1999
Areyou familiar with the Middle
Partnersin Education Elementary | and Junior High | Weighted
(formerly Adopt -A-School) y High School Total
program? 9
Teachers 86.3% 88.1% 89.1% 87.2% ‘
Campus administrators 100% ‘

Source: Spring 1999, Employee Survey - Partnersin Education.

Since 1997, Austin Partners in Education has begun to focus more on
specific school needs, as defined in Campus Improvement Plans (CIPs),
particularly on student performance. Exhibit 3-8 describes programs
initiated by Austin Partners in Education.



Exhibit 3-8
Austin Partnersin Education Programs

Program _—
Name Program Descriptions

ExtraMile | Developed jointly with the AISD in reading and math, the program

Program istargeted to grade 4 and 5 students for additional support, tutoring
and training.

Family Designed in partnership with the UT Dana Center, programs offer

Learning hands-on activities to build career awareness for both students and

Nights parents.

Choices A middle school career awareness program developed by the U.S.
West Foundation will be implemented through Partners in Education
volunteers in every eighth grade classroom. The turnkey interactive
program gives students a chance to see into the future and recognize
the importance of persona and academic choices they make today.

Vertical Five APIE board members will work with area superintendents and

Team principals to learn more about the special achievements and

Initiative | challenges of each Vertica Team. The program will share best
practices, promote successes and address needs through enhanced
communications among the vertical teams, AISD and APIE.

Saute to A major annual community event held in the spring to recognize

Partners partners selected competitively for their outstanding efforts.

Source: Austin Partnersin Education, August 1999 Special Skyliner

Edition.

Austin Partners in Education has a Planning and Evaluation Committee,
which is responsible for developing a strategic plan and also evaluates
program effectiveness, partnership standards and quality. The program
engages in ongoing program evaluation and includes al stakeholdersin its
evaluation efforts. It has surveyed campus partner programs and received
feedback through a series of luncheons and meetings, direct mail, inserts
in its monthly newdletter, Skyliner, and individual follow-up calls with the

media

COMMENDATION

Austin Partnersin Education is a nationally recognized program that
involves business and community organizationsto enrich all A1SD




schoolswith volunteer services, in-kind contributions, and financial

support.

FINDING

The National Community Education Association selected AISD's
Community Education Department in 1998 as the Outstanding
Community Education Organization in the nation. Community Education
was founded in 1973 by a group of concerned citizens in South Austin
looking for ways to battle neighborhood apathy, vandalism and illiteracy
around alocal school. The program expanded to meet needs districtwide
with the goa of "helping families improve student attendance,

achievement and progress toward graduation.”

At present, AISD's Community Education Department in partnership with
the City of Austin, Travis County, Austin Community College,
Communities-1n-Schools and Austin Interfaith is providing tutorial and
after-school services at 50 schools and eight public libraries. During 1997-
98, Community Education provided servicesto 15,321 children and youth
and 20,445 adults. In addition, 300,517 children, youth and adults
participated in activities other than classes. Over its 25 year history,
Community Education has provided access to educational services to over
one million children and their families. Programs provided by Community
Education are presented in Exhibit 3-9.

Exhibit 3-9

Community Education Programs

Commu_nlty Program Program
Education "
Description Outcomes
Programs
Prime Time In collaboration with the City | Participating students have

of Austin and Austin Interfaith,
the program served 9,000
children in 28 elementary and
six middle schools with low
income populations in 1998-99.
Program plans to serve over
14,000 in 1999-2000. Program
provides free after-school
classes (over 1,800 classesin
1998-99) and activities.

better school attendance rates,
are less likely to be held back
in grade and less likely to drop
out than students who do not
participate. Ninety-four
percent of students who
participated expressed
satisfaction with the program.
Over 90 percent of the parents
said the program expanded
children’s horizons and had a
positive effect on children's
attitude towards school.




School attendance was 3
percent higher for participating
than non-participating students
from the same schools.

Victory In partnership with the City of | 1n 1997-98, 782 students
Tutorial Austin, Victory providesfree | received tutoring from 510
Program tutoring to studentsingrade 1 | volunteers for 8,393 hours.
through 12 who need Tutored middle and high
assistance. Trained volunteers | school students received a
serve as tutors. Tutoring is higher GPA than in the
provided in eight branch previous year, 76 percent
libraries during after-school passed the course in which
and evening hours. Victory they were tutored, and none
recruits volunteers from area dropped out of school.
colleges and universities,
professional organizations,
businesses and neighborhood
associations.
Third Base Program provides after-school | During 1997-98, 870 children
Child Care child care to children enrolled | participated in program.
in eight elementary schools.
Services provided enhance the
host school's curriculum.
Project HELP | HELP seeksto remove barriers | 869 homeless children
(Homeless to education of homeless youth | received services from HELP:
Education and | and enrich their educational 354 wereenrolled in
Learning experience through access to enrichment activities, after-
Project) support services. school programs, summer
camp, summer school, and
tutoring; 406 received school
supplies, 180 at-risk students
were served.
Summer Programs designed for children | 2,444 children participated.
Enrichment in grades 1-6, offered day
camps and classes at 13 schools
in 1997-98.
Southeast In collaboration with the Texas | 719 students in the 78744 zip
Austin Department of Protectiveand | code participate in summer
Community Regulatory Services, the camp activities. Participants
Y outh program focuses on servicesto | had a 88.5 percent attendance
Development | prevent juvenile crimethrough | rate. Eighty-two percent of
Project positive youth development in | participants were very

the 78744 zip code area.

favorahle ahotit the nroaram




while 100 percent of parents
were satisfied with program.

Adult Basic In collaboration with the Austin | 652 persons enrolled in Adult
Education Community College, Austin Basic Education and GED test
Interfaith, Travis County and preparation; 2,655 persons
the City of Austin coursesare | enrolled in English asa
provided to adults with a Second Language courses.
reading and math proficiency
below the eighth grade level.
Program also offers GED test
preparation and English as a
Second Language.
Adult Adult enrichment coursesare | 1,827 adults enrolled in
Enrichment offered during off-school courses in 1997-98.

hours. evenings and weekends
in business, computers, health,
fitness, safety, arts, and
personal enrichment.

Source: Community Education Annual Report 1997-98.

COMMENDATION

Over its25-year history, AISD's Community Education program has
wor ked effectively with local organizationsto provide tutorial and
after-school services for more than one million area children and their
families and has been recognized nationally as an exceptional

program.
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C. INTERNAL AND EXTERNAL COMMUNICATIONS

District communications has two components: internal and external
communications. Internal communication refers to communication with
district employees. While external communication addresses
communication with the community.

The Office of Communication Services & Media Services disseminates
information through newsletters, press releases, brochures and
programming on two cable channels. The office's initiatives have focused
on internal communications, external communications, media relations
and promotions of special events.

In 1998, the district reorganized the Office of Communication Services &
Media Services. Based on a plan entitled "External Communication Plan,”
developed by a Communications Advisory Committee. The committee
was composed of communications professionals, parents, teachers and
AISD staff. The Board of Trustees adopted the plan in December 1997.

FINDING

The Office of Communication Services & Media Services prepares a
variety of publications. The office outsources the publications production
and printings. Since AISD's student enrollment is 43.7 percent Hispanic,
the main external publications are prepared both in English and Spanish.
Examples of internal and external publications are shown in Exhibit 3-10.

Exhibit 3-10
Office of Communication Services & Media Services
External and Internal Publications

I nter nal/External Office of Communication Services M edia Services
Publications Publications
Facts and 1999-2000 A one-page fact sheet with information on the

Austin 1SD's budget, students, facilities and human
resources. Published in English and Spanish.

School Y ear-Round A one page calendar reflecting school days, teacher
Calendar inservice days, and holidays.
Austin Insider Published four-times a year in English and Spanish,

the District newsnaner hiahliahts student and staff




achievement and provides pertinent information on
district issues. The newspaper is distributed to every
family in the AISD and to Austin's key
communicators and civic and business leaders.

Back-To-School News

Published in English and Spanish each year before
school starts.

Progress Report on the
Austin Independent School
District 1996 School Bond
Program

Published in spring 1999, the report described the
Austin ISD Bond Program objectives, history,
progress, accomplishments and benefits to students.
The report aso listed the schools affected by the
program, the construction phase and the expected
construction completion period.

Brochures

Published brochures include: PTA Council,
L eadership and Board of Trustees, New School
Facts and 1999 School Bond Notice.

Postcards

The postcards produced addressed briefly topics
such as technology, Partners in Education and the
Texas Blue Ribbon Schools.

Austin Schools NewsBreak

A monthly newdletter, published in both English and
Spanish, is distributed to principals. The newsd etter
contains important information on district issues and
events that principals can include in their school
newsletter or distribute directly to parents.

Bright Ideas: PR Tips for
School Leaders

A monthly publication on how campus leaders can
improve their communication skills.

The Preview

AISD Cable Channel 22 Instructional Television
Program Guide

Source: Office of Communication Services & Media Services.

The Office of Communication Services & Media Services also
disseminates information through the AISD Web page, radio and
newspaper advertising in English and Spanish and direct mail in English
and Spanish. In addition, the Office of Communication Services & Media
Services produces an annual report to the Board of Trustees entitled
"Creative Solutions for Communication Challenges.” The annual report
reviews how the office has been "telling Austin's ISD's story of academic

momentum."

The Media Services Department prepares programming for cable
Channels 18 and 22. Channel 18 is dedicated to professional development




programs, and Channel 22 carries instructional programs, board meetings,
news, information, graduation ceremonies and sports events.

AISD employees, including principals, assistant principals, teachers and
administrative and support staff, are pleased with the district's
communication with parents. Sixty percert or more of AISD employees
surveyed by AISD in November 1999 agreed the district communicates
regularly with parents (Exhibit 3-11). About 70 percent of principals and
assistant principals, 63 percent of teachers and 60 percent of district and
administrative support staff agreed with this statement.

Exhibit 3-11
AlISD Survey
Thedistrict regularly Strongly No , Strongly

communicates with parents. | Agree Agree Opinion Disagree Disagree
District administrative and 10.1% 49.4%| 21.3%| 16.9%| 2.2%
support staff
Principals and assistant 8.6% 605%| 11.7%  17.9%  0.6%
principals
Teachers 6.1%|57.3%| 10.4% 16.5% 7.3%

Source: AISD Survey, November 1999.
Note: May not add up due to rounding.

COMMENDATION

The Office of Communication Services & Media Services publishesa
comprehensive set of printed materialsto inform district personnel,
students, parents and the community about AISD's activities and
accomplishments.

FINDING

The Office of Communication Services & Media Services redesigned
AlISD's Web site in 1998. The AISD Web page includes information such
as messages, speeches, comments from the superintendent and board,
schedules of middle school and high school football games, the Channel
18 Program Guide and school bus schedules. AISD's Web site also
provides current news releases, board briefs, the district calendar, the
District Technology Leadership Team newsletter, lunch menus, Materias
Management bids and contracts, a Parents' Quick Menu Guide and
Partners in Education information.



The office established a Web Advisory Committee to oversee changes and
additions in content areas to ensure all of AISD's departments are
adequately represented on the Web site and to develop better online
technical support materials and user guidelines for school Web masters.
The office also increased AISD's server access and security through
encrypted passwords. The Office of Communication Services also funded
Web instruction classes through Professional Development Assessment
(PDA). AISD's Web home page use increased from 14 hitsin November
1998 to 64,749 in September 1999.The annual total number of hitsin 1999
reached more than 10 million.

COMMENDATION

The Office of Communication Services & Media Services has
established a successful AISD Web site whose use has dramatically
increased.

FINDING

Although AISD's Office of Communication Services & Media Services
provides a considerable amount of information to employees, parents and
the public, it is not as effective as it should be in establishing two-way
communications. For example, a TSPR general public telephone survey of
arandom sample of 650 residents of AISD in fall 1999 revealed that less
than half of the residents surveyed expressed satisfaction with the quality
of communications and public relations between the district administration
and the community. Forty-five percent of AISD residents disagreed that
"communications are good between AISD district administration and the
community." Thirty-six percent of those surveyed disagreed that "AISD
administration does alot to promote good public relations between the
district and the community.” The community, the survey reveaded, has a
more critical view of AISD's communications than the view expressed by
AISD employees as seen in Exhibit 3-12.

Exhibit 3-12
Public Opinion Survey
Al SD-Community
. Strongly No . Strongly
Communicationsand Agree . Disagree| ~.

Public Relations Agree Opinion Disagree
Communications are good
between AISD district
administration and the 2.0%|33.8% 145%  39.5% 5.5%
community.
A1SD administration does a 3.7%(39.8%| 15.1% 29.8% 5.8%




lot to promote good public
relations between the district
and the community.

Source: TSPR Public Opinion Survey of AlSD Residents, October-
November 1999.

Note: May not add up to 100% due to survey excluding no response
category.

Although evaluation was specifically incorporated in its External
Communication Plan, the Office of Communication Services & Media
Services has not evaluated the effectiveness of its internal and external
publications, promotion of specific events and media relations since its
reorganization in 1998. They also have not assessed the extent to which
the programsiit televises on Channels 22 and 18 are watched and
considered informative. The size of the viewership of Channel 22
programs was last estimated in 1991. At that time it was estimated at 0.2
percent. The size of viewership of Channel 18 programs has never been
fully estimated, nor has viewers' satisfaction with Channel 22 and Channel
18 programs been evaluated.

Recommendation 54:

Annually evaluate the effectiveness of internal and external
publications, television programming, public relations campaigns and
media relations, and use the results to modify publications and
programs.

The Office of Communication Services & Media Services should conduct
asystematic evaluation of itsinternal and external publications, cable
channels, public relations campaigns and mediarelations. The evaluation
should use both a survey and focus groups. The Office of Communication
Services & Media Services should use the evaluation results to modify its
publications and programs. Exhibit 3-13 lists elements that an AISD
communications evaluation should consider using.

Exhibit 3-13
Evaluation of AISD Communications

External and Internal
Communication Components Evaluation Design
Evaluation

Publications and
Television Programs




Evaluation
objectives

1. Assess each publication and
program of the Office of
Communication Services.

2. Determine the extent to
which publications are read
and television programs are
viewed.

3. Evaluate the usefulness of
information communicated.

4. ldentify information needs
not being met.

5. Evauate AISD officias
preparednessto deal with
media.

Target
population

Principals, assistant principals,
teachers and parents

Methodology

Readership and viewing survey and
focus groups

Media Rdations

Evaluation
Objectives

1. Assess media perception of
access to information about
district.

2. Evauate media coverage of
AISD issues.

Target
population

Newspaper, radio, and television
media representatives

Methodology

Focus group

Source: Texas School Performance Review.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The Office of Communication Services & Media Services
director with assistance from the Office of Program Evaluation
designs asurvey of AISD's internal and external publications,
television programming, media relations and public relation

campaigns.

May 2000

The Office of Communication Services & Media Services
director and staff conduct survey and focus groups.

May-June
2000




3. | The Office of Program Evaluation analyzes survey and focus July 2000
group data.

4. | The Office of Communication Services & Media Services August-
director uses evaluation results to make appropriate changes in | October 2000
its publications, television programming, public relation
campaigns and media relations.

5. | The Office of Communication Services & Media Services May 2001
director with assistance from the Office of Program Evauation | and thereafter
conducts an annual survey. annually

FISCAL IMPACT

Costs to the Office of Communication Services & Media Services will

consist of reproduction of questionnaires, supplying envelopes for survey

mailing and return, and getting the survey ready for mailing.

Assuming the survey will include 200 administrators, 600 teachers, 600

students and 600 parents, and use a four-page guestionnaire (8,000 pages
$.05 per page totaling $400) with 2,000 envel opes to mail questionnaires

and 2,000 envelopes for questionnaire returns @ $.10 an envelope, the
cost will be $400 (4,000 envelopes x .10) The total cost will be $300
($400 + $400 = $800). No postage will be required due to in- house

distribution; parents will receive their surveys viatheir children.

Recommendation 2000-01 | 2001-02 | 2002-03 | 2003-04 | 2004-05
Annually evaluate the
effectiveness of internal and
external publications, television
programming, public relations ($800) | ($800) | ($800) | ($800) | ($800)

campaigns and media relations
and use the results to modify
publications and programs.

FINDING

The instructional programs shown on the AISD's cable channels are

viewed or used in the classroom by a small percentage of AISD teachers.

AlISD's Media Services Department manages the programming for two
educational access channels: Channel 22 and Channel 18. Accessis
provided free of charge from Time Warner Entertainment Company.
Channel 18 is used primarily for professional development programs.
Channel 22, AISD's "flagship" channel, in operation since September




1982, consists of instructional programs for students on weekdays from
8:00 am. to 5:30 p.m. Each second and fourth Monday of the month,
Channel 22 televises the meetings of the Board of Trustees beginning at
7:00 p.m. and ending at 10:00 p.m. These meetings are televised again the
following Saturday and Monday. During evenings and weekends, Channel
22 offers general interest programs including programs produced by the
Media Services Department.

During off-hours, AISD's Media Services runs the "chalkboard" screen, a
bulletin board for the district. The Media Services Department publishes
twice ayear The Preview---a Channel 22 instructional programs guide.
About 5,400 issues are printed per semester. Information about Channel

22 programs is also published in the Austin American Statesman daily and
in Sunday's Show World. Information on Channel 18 programsis available
only on AISD's Web page.

The programs offered by the Media Services Department come from three
sources. Sixty-five percent come from KLRU, about 18 percent from the
Media Services, and 17 percent come from other independent sources such
as the U.S. Department of Education, Agency for Instructional Television,
AGC/United Hearing, T-Star as well as other PBS Stations. The Media
Services Department produces fewer than 20 percent of the programs
shown on Channel 22 and less than 10 percent of the programs shown on
Channel 18. Programs produced by the Media Services Department
include school commencements, games, banquets (Teacher of the Y ear
and Partners in Education), board meetings and public hearings.

The Media Services budget included $10,001 for temporary staff and
$3,000 for consultants. The temporary staff are mainly production
(camera) people that are hired on atemporary basis to operate camerasin
Situations where multiple camera operators are required. The consultants
are equipment installation and training specialists. In addition, $10,500
was budgeted by Media Services for general and other supplies, as well as
$47,000 for fees and dues above and beyond the fees dready paid to
KLRU.

The district hasused KLRU as its magjor source of educational and
instructional programming because KLRU telecasts six hours of programs
per day for classroom use. While the same programs are available on
KLRU and AISD's Channels 22 and 18, KLRU broadcasts the
instructional programs between 12:00 p.m. to 6:00 am., while AISD
broadcasts these programs during the day (8:00 am. to 5:30 p.m.).

During 1998-99, AISD paid $107,878 in membership feesto KLRU
Educationa Services. AISD, along with a consortium of other school
districtsin the local area, pays KLRU $1.50 per Average Daily



Attendance annually to broadcast KLRU educational programs on the
district's cable channels. This membership fee also allows AISD's
Learning Resource Center (LRC) to record and duplicate programs. In
1998-99, LRC recorded more than 1,000 hours of KLRU programs (from
KLRU cable Channel 9) and duplicated more than 800 videotapesin
response to teacher and administrator requests. In addition to KLRU
membership fees (which are paid by AISD and are not part of the Media
Services budget), the Media Services Department paid more than $35,000
in feesfor licensing, duplication rights and purchase of cassettes and
teacher support materials (Exhibit 3-14).

Exhibit 3-14
Fees Paid to M edia Sour ces

Sour ce Purchases Fegs
Paid
PBS Home Video 2 titles $45|
PBSALSS 4 titles- cable license, life of tape $300
PBSALSS 144 titles - cable license for one year $600
Annenberg and CPB Project | 144 ties - 3/4" videocassettes $8,900
Videos
Agency for Instructional 85 titles - three year cable license $13.387
Television with tapes '
: . 61 titles - three year cable license

AGC and United Learning with tapes $10,675
Fairfax Network 75 titles- cable license for life of tape |  $2,000

Source: Media Services Memo, January 5, 2000.

In 1998-99, the Media Services Department sold about 400 videotapes.
Most of them were of high school commencement exercises. The
duplication of most of the videotapes was outsourced to Austin Digital
Media. The Media Services Department generated a net income of $5,052
from the videotape saes.

The size of total viewership of AISD's cable channels is unknown. Some
information is available on the viewership of AISD's instructional and
professional development programs. According to a 1998-99 survey
conducted by AISD's Department of Management Information, Office of
Program Evaluation, one-third of the teachers who responded to the
survey incorporate videotapes and television broadcasts into their
classroom instruction once or more a month.



Teachers obtain the instructional videotapes they use in class from a
variety of sources. Channels 22, 18 and 9 (KLRU), commercial outlets,
and other sources or channels. Overall, less than 10 percent of teachers use
Channel 22 and 18 instructional programs in their classrooms and only
about 2 percent of the teachers view instructional programs when they are
actually televised. The teachers who show instructional programs in their
classroom tend to use videotapes. However, only 2.4 to 4.6 percent of the
teachers surveyed reported that they used videotapes of Channel 22 and 18

programs. A larger percentage of teachers used KLRU Channel 9
videotapes, which they had taped (10.7 percent) or videotapes of KLRU
programs they received from the LRC (25.4 percent), videotapes they
rented or purchased from a commercial outlet (19.9 percent), or videotapes
from another channel (6.7 percent) or source (6.1 percent). Exhibit 3-15
shows in detail the AISD employee survey.

Exhibit 3-15
AlSD Employee Survey
Spring 1999
| use videotape (tape played Middle
on the VCR in my classroom) Elementary | and Junior High Total
and/or TV from the following y Hiah School | Teachers
sour ces: 9
Videotape recorded from AISD
cable Channel 22 (regardless of 2.3% 4.3% 0% 2.4%
who recorded it)
Videotape recorded from AISD
cable Channel 18 (regardless of 5.5% 1.4% 4.9% 4.6%
who recorded it)
Videotape recorded from
KLRU cable Channel 9 11.1% 8.7%| 12.2% 10.7%
(regardless of who recorded it)
Videotape recorded from
another channel (regardless of 4.6% 72%| 17.1% 6.7%
who recorded it)
Videotape from the school
library or Learning Resource 29.5% 20.3%| 12.2% 25.4%
Center and Media Services
Videotape rented or purchased 108%|  17.4% 244%|  19.9%
from acommercial outlet
Videotape from another source 0 0 0 0
not listed above 7.4% 2.9% 4.9% 6.1%




TV, cable Channel 22 0.9% 1.4% 0% 0.9%
TV, cable Channel 18 1.4% 1.4% 0% 1.2%
TV, KLRU cable Channel 9 3.7% 4.3% 0% 3.4%

Source: Spring 1999, Employee Survey - Media Production.

Professional development programs televised on Channel 18 have a larger
viewership. Based on a small sample of AISD teachers and administrators,
about one-quarter of the teachers and 25.5 percent of administrators who
were asked, reported they viewed one or more of the professional
development programs or live teleconferences on AISD's Channel 18
during the 1998-99 school year. Exhibit 3-16 shows in detail the AISD
employee survey on Channel 18 usage.

Exhibit 3-16
AlSD Employee Survey
Spring 1999
| have viewed one or mor e of the professional
development programsor live teleconfer ences (for Yes | No Not
example, T-STAR from TEA) on cable Channel 18 Sure
during this school year.
Elementary school teachers (N=115) 23.5% | 67.0% 9.6%‘
Middle and Junior high teachers (N=33) 30.3% | 66.7% | 3.0%
High school teachers (N=20) 20.0% | 70.0% 10.0%‘
Campus administrators (N=6) 66.7%  33.3% 0.0%‘
Central office administrators (N= 47) 25.5% | 74.5% 0.0%‘

Source: Spring 1999, Employee Survey - Media Production.
Recommendation 55:

Restructure and consolidate Al SD programming into one cable
channel.

AISD should eliminate al instructional programs from its cable channels
that are available through KLRU. AISD's cable channels should not show
KLRU programs because these programs can be videotaped directly from
KLRU, or show videotapes that can be purchased from the Learning
Resource Center. The Media Services Department should broadcast only
those nonKLRU programs (purchased or obtained at no charge) that are



viewed by a significant number of teachers for classroom instruction. The
Media Services Department also should identify which of its professional
development programs and the information, news and other programs it
produces or televises have a significant viewership. The Media Services

Department should consolidate the progams that have a significant

viewership into a single channel and determine the number of hours a day

it should operate.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The Media Services Department production chief identifies the June-July
non-KLRU programs it should continue to broadcast, the number 2000
of hours of broadcasting, and how to organize these programs in
one channel.

2. | The Office of Communication Services and Media Services August
director submits the plan to the superintendent. 2000

3. | The superintendent approves the plan and submits it to the board | September
for approval. 2000

4. | Upon the board's approval, the Media Services Department October
production chief begins to implement the plan. 2000

FISCAL IMPACT

Eliminating one channel and KLRU programs and reducing the number of

purchased non-KLRU programs could produce savings of $40,000
annually. While the number of staff operating one channel would not
change, a 50 percent reduction in fees paid for non KLRU programs
($23,500), in temporary staff and consultants ($6,500), and in supplies
($5,250) would generate savings of $34,750.

In addition, the Media Services Department would not publish a program

guide because its guide has been devoted to instructional television
programs. The cost of publishing the guide has been $5,250 annually,

which would now be saved. The district could still publicize the schedule
of its cable channd in the Austin American Statesman daily and in Show

World on Sundays, saving $5,250 in reproduction costs.

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

Restructure and consolidate

AISD programming into one $40,000 | $40,000 | $40,000 | $40,000 | $40,000

cable channel.

FINDING




Public input forums and focus groups with parents and community groups
revealed the district has a credibility problem. According to community
members, the problem is the result of the board's and district's seeking
public input to develop plans but then ignoring community input or never
implementing the plans. For example, the board sought public input to
develop a Comprehensive Plan, which was intended to serve as a district
strategic plan. The district's previous strategic plan was developed for the
period of 1992-97.

The board completed the Comprehensive Plan in 1997, but the board
never approved the plan. In addition, community members said the board
and district did not inform the community about what has been done with
the input they provided or with the plan.

Since August 1999, AISD's new superintendent has met with a wide range
of representatives of business, education and community groups and
addressed issues such as dropouts, data integrity and food service but it is
uncertain how long these efforts will continue.

Recommendation 56:

Institute quarterly meetings of the superintendent and central office
staff with parents and community membersto discuss educational
issues and obtain public input.

The superintendent and senior central office staff members should talk
face to face with parents and members of the community through quarterly
public forums. The objectives of the forums would be (1) to report to the
community on progress and accomplishments; (2) inform the community
on how the administration is addressing or plans to address pertinent
issues and (3) identify new needs and issues. The public forums should be
scheduled in school facilities located throughout the district. The forums
should be publicized in the Insider, on AISD's cable channels, in school
newsletters, as well as through public service announcements (PSAS) on
local television stations.

Needs and issues identified in the forums should be explicitly and
formally addressed in publications such as the Insider and in the
superintendent’s update to the board.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | Thedirector of the Office of Communication Services & Media | May 2000
Services with input from the superintendent devel ops the
schedule and format of public forums.




2. | The Office of Communication Services & Media Services Quarterly
publicizes the forums in external publications, AISD's cable
channel, and local television.

3. | The Office of Communication Services & Media Servicesin Quarterly
coordination with the Office of the Superintendent convenes
forums.

4. | The superintendent reports to the community on the district's Continuous
actions and accomplishments and obtains community input.

FISCAL IMPACT

This recommendation can be implemented with existing resources.




Chapter 3

D. COMMUNITY RELATIONS AND FUND-RAISING

School districts develop good relations with parents and the community by
reaching out to parents and by providing information and activities of
interest to parents and to the community at large.

FINDING

AISD welcomes and supports parent involvement in school. As shown in
Exhibit 3-11, 60 percent or more of AISD employees surveyed in
November 1999 agreed that the district communicatesregularly with
parents.

The district, through its parent education specialists, also trains school

staff in the development of home, school and community partnerships.
More than half of the school professionals and about 60 percent of the
campus administrators surveyed by AISD in the spring of 1999 reported
they participated in 1998-99 in such training. The parent education
specialists program has been commended in focus groups for the
important role it fills. Forty percent of school professionals and over 50
percent of administrators surveyed about parent involvement, reported that
parental involvement on their campus has increased in 1998-99 relative to
previous years.

Exhibit 3-17
AlSD Employee Survey
Parent I nvolvement

Thereismore
parental
involvement on my | Strongly . Strongly | Don't
campusthisyear Agree Agree| Neutral | Disagree Disagree | know
than in previous
years.
Other professionals 88% 31.9%  15.4%  19.8% 55%/| 18.7%
Ca'npUS 0 0 [0) 0, 0
administrators 18.4% | 32.7% | 22.4%| 10.2% 2.0% | 14.3%

Source: Spring 1999, Employee Survey - School Support Services.




AISD residents and parents echoed satisfaction with district-parent
communication. Nearly three-quarters of AISD residents who participated
in a telephone survey agreed that AISD gives parents opportunities to play

an activerole in public schools. More than 60 percent said they feel

welcome when they visit schools. More than 85 percent of AISD residents
whose children attend AISD schools said that they feel welcome when
they vigit their child's school. Nearly 77 percent of parents whose children
attend AISD schools reported that they participate in school activities and
organizations (Exhibit 3-18).

Exhibit 3-18
Public Opinion Survey of AISD Residents

Parent | nvolvement

Strongly
Agree

Agree

No
Opinion

Disagree

Strongly
Disagree

AISD parents are given
opportunities to play an
activerole in public
schools.

13.5%

58.9%

9.8%

10.8%

2.5%

AISD parents feel welcome
when they visit aschool (al
survey respondents).

8.5%

52.9%

18.8%

10.0%

1.2%

AISD parents feel welcome
when they visit a school
(parents whose children
attend AISD schools).

15.3%

69.9%

4.2%

8.5%

2.1%

AISD parents participate in
school activities and
organizations (al survey
respondents).

4.9%

50.3%

16.3%

19.4%

1.8%

AISD parents participate in
school activities and
organizations (parents
whose children attend AISD
schools).

9.1%

67.5%

6.5%

14.3%

2.6%

Source: Public Opinion Survey of AISD Residents, October-November

1999.

Note: May not add up to 100% due to survey excluding no response

category.

COMMENDATION




AlSD communicates with parents, uses parent education specialists
and welcomes parent involvement in school.

FINDING

Although AISD has recruited more than 15,000 volunteers through its
Partners in Education program, volunteers are not equitably distributed
across its 102 campuses, many campuses do not have a sufficient number

of volunteers. Results from a November 1999 TSPR survey of AISD

employees showed that school personnel echo this concern. The majority
of AISD employees-54 percent of administrative and support staff, 77
percent of principals and assistant principals, and 65 percent of teachers-
disagreed their schools have a sufficient number of volunteers to help
students and school programs (Exhibit 3-19).

Exhibit 3-19
AISD Survey
Community I nvolvement
Schools have plenty of
volunteersto help Strongly No . Strongly
student and school Agree Agree Opinion Disagree Disagree
programs.
District administrative and 34%|21.3% | 202%| 39.3%|  14.6%
support staff
Principals and assistant 25%|11.7%|  7.4%| 556%  21.6%
principals
Teachers 2.4% | 23.2% 7.9%| 45.1% 19.5%

Source: AISD Survey, November 1999.
Note: May not add up due to rounding.

Furthermore, 81 percent of the teachers and nearly al principals surveyed
earlier in 1999, as part of AlISD's Office of Program Evaluation's annual
employee survey, reported that they would use volunteers, if available

(Exhibit 3-20).

Exhibit 3-20
AlSD Employee Survey
Spring 1999
Would you use Middle and High |Weighted
volunteersif available? Elementary Junior High School Total




Teachers

85.6% 83.3% 63.6% 81.0% ‘

Campus administrators

97.0% ‘

Source: Soring 1999, Employee Survey - Partnersin Education.

AISD's efforts to involve the community received positive feedback from
42 to 52 percent of AISD residents who participated in the telephone
survey conducted by TSPR. However, between 20 and 27 percent of AISD
residents expressed concern about both community members' involvement
and the administration's efforts to involve them.

More than 45 percent of AI1SD residents did not think that the community
isproud of public education in AISD (Exhibit 3-21). More than one-
quarter disagreed that community members take an active part in the
education of children in the district. More than 20 percent disagreed that
the superintendent and staff work to involve community membersin
campus activities. More than 15 percent reported they do not feel welcome
when they attend AISD school board meetings.

Exhibit 3-21

Public Opinion Survey

Community
I nvolvement

Strongly
Agree

Agree

No
Opinion

Disagree

Strongly
Disagree

Community members take
an active part in the
education of children at
AISD.

4.6%

45.5%

16.2%

25.5%

2.0%

Community members feel
welcome when they attend
AISD school board
meetings to express their
views.

2.9%

39.5%

27.4%

14.0%

3.4%

The superintendent and staff
work to involve the
community in school
activities.

2.8%

46.9%

20.9%

19.5%

1.8%

The school principals work
to involve the community in
campus activities.

4.6%

48.3%

18.8%

18.0%

2.0%

The community is proud of
the nublic school education

2.6%

34.8%

12.6%

37.2%

8.6%




in AISD.

Source: Public Opinion Survey of AISD Residents, October-November
1999.

Note: May not add up to 100% due to survey excluding no response
category.

Recommendation 57;

Aggressively recruit school volunteersfor campuses with low
volunteer involvement.

AlISD's Development and Community Partnerships Division director, with
input from the Partners in Education volunteer coordinator and the
Community Education Department director should prepare an inventory of
volunteers by school. The division should identify the schools with low
volunteer involvement and make these schools a priority in volunteer
recruitment and in training staff in community involvement strategies. The
division should train the staff and administrators of schools with low
volunteer involvement in volunteer recruitment and use strategies to help
them develop volunteer recruitment and retention plans.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The Development and Community Partnerships Division director May
assigns a staff member to review availability of volunteers by 2000
school.

2. | The director works with Austin Partners in Education (APIE) May
volunteer coordinator and Community Education director 2000

preparing an inventory of volunteers by school.

3. | The director identifies schools with low volunteer involvement and May

reviews their volunteer recruitment and use strategies. 2000
4. | The director trains staff and administrators at these schools in June
recruiting and using volunteers. 2000
5. | The principal at each school with low volunteer involvement July 2000
prepares volunteer involvement plans.
6. | The principal at each school with low volunteer involvement August
implements plans. 2000
7. The principal at each school with low volunteer involvement January
reports to division semi-annually. 2000,
June

2001




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

AISD's Public Education Foundation, established in 1992, has been
inactive since 1994. In 1994, the A1SD Foundation coordinator resigned to
take a university position. The person subsequently appointed by the
superintendent to act as the liaison with the foundation board was not
experienced in dealing with foundations. In addition, the superintendent's
and district's efforts to pass the school construction bond and change
schools' boundaries made the foundation a low priority issue.

AISD's Public Education Foundation was established in December of
1992 to "facilitate student academic skill and personal devel opment,
recognize and encourage staff excellence, and expand community
involvement from individuals, business, and civic organizations." The
foundation planned to achieve these goals by offering grants to schools
with innovative practices or initiatives. By December 1993, about one year
after it was established, the A1SD Public Education Foundation raised
nearly $50,000. About half of these funds were used to pay for consultants
who helped set up the foundation. Other funds went toward teacher
development and recognition, leaving the foundation with about $10,000.

In November 1999, AISD hired a coordinator to develop fund-raising
targets and fund-raising strategies under the guidance of the foundation's
board. Members of the board visited with the superintendent to discuss
reactivating the board and selecting new or additional board members. The
board and coordinator are re-considering the foundation's direction. The
intent is to use the AISD Public Education Foundation to directly affect
the schools through professiona development programs such as the High
Performance L earning Communities (developed by the University of
Pittsburgh) or through innovative programs.

School districts and individual schools use foundatiors, both non-profit
and tax exempt, to help meet current and future public education needs
through private sector dollars and to promote positive community
relations. For example, the Northside Education Foundation, a foundation
in a peer district, had 1999 assets of $571,570 and isaiming for a $1
million endowment. The foundation, which aims "to foster community
involvement in innovative educational programs by generating and
disbursing funds and other resources to provide enrichment for Northside
students,” distributed $161,275 through 206 grants in 1999. These grants
included 193 Innovative Teaching Grants of up to $1,000 each and 27
Business Career High School scholarships.



Pasadena I SD, another peer district, benefits from the Pasadena Chamber
Education Foundation. The foundation, founded in 1998 and operated by
the Pasadena Chamber of Commerce, provided $23,000 in grants to

Pasadena I1SD teachers for innovative instructional programs in 1998-99.

Recommendation 58:;

Develop a comprehensive plan for the Al SD Public Education
Foundation that addresses the generation of funds, setsfund targets
and specific usesfor the funds.

The AISD Public Education Foundation board with the assistance of the
AISD coordinator should research effective district and school foundations
(such as Travis Foundation, the Northside Education Foundation and the
Pasadena Chamber Education Foundation) in Texas and nationally.
Through interviews with AISD district and school administrators and staff,
the board should identify existing needs that are not being met through
district funds. The foundation board should develop a strategic plan based
on the input provided by AISD administrators and staff. The strategic plan
should identify potential sources of funds, set fund targets, address tactics
to increase awareness of the foundation among district employees and
community members and describe ways in which funds will be
distributed.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | AISD's Public Education Foundation board, with assistance from May
AISD's coordinator, research effective school district foundations. 2000
2. | The Foundation board obtains input from AISD district, school June
administrators and staff on current unmet needs. 2000
3. | The Foundation board develops a strategic plan for the foundation. July
2000

4. | The Coordinator begins implementation of the plan. August
2000

FISCAL IMPACT

This recommendation can be implemented with existing resources.




Chapter 4
PERSONNEL MANAGEMENT

This chapter reviews AISD's personnel management functionsin six
sections:

A. Organization and Management

B. Performance Appraisal System

C. Recruitment, Staffing and Retention
D. Compensation Administration

E. Employee Relations

F. Professional Development

Staffing typically is a school district's largest single expenditure and
personnel management consequently should be a high priority. An
effective human resources department devel ops human resources policies
and procedures manuals; maintains personnel records; develops and
updates job descriptions; recruits, selects, hires and retains employees;
develops comprehensive training programs and requirements; ensures that
standardized performance evaluations are conducted for al employees,
ensures that promotions, transfers and dismissals are conducted in
accordance with state law and board policies; tracks employee statistics
such as absenteeism, turnover, terminations and grievances; develops
employee relations programs; and ensures that all managers are trained on
the correct procedures for documenting steps in a progressive discipline
process.

BACKGROUND
Exhibit 4-1 compares AISD's staffing levels to those of its peer districts.

AISD has a student-to-staff ratio of 7:1 and a student to teacher ratio of
16:1, in line with peer-district averages.



Exhibit 4-1

Administrative/Professional Personnel
AISD versus Peer Districts

1998-1999
Stud. Stud. Stud. Stud. Stud.
Stud Total To Pr of to Central Cez'?ral School Sc:]OooI Prof P:?)f Stud. to
District Enroll. | Staff Total Staff Prof. Admin. | Admin. | Admin. | Admin. | Supp. | Supp. Teacher Teacher
Staff Staff Ratio
Ratio Ratio Staff Staff Staff
Ratio Ratio Ratio
Austin 79,496 | 11,650, 7:1(5,825| 14:1 50| 1,590:1 248 | 321:1| 676|118:1 4,851 16:1
\';\%trth 77,956 | 11,035 7:1|5516| 14:1 42| 1,856:1 287 272:1 772 101:1 4,418 18:1
Northside
(Bexar 61,308 | 9,650 6:1(4,825| 131 30| 2,044:1 174 352:1 637| 96:1 3,984 151
County)
Pasadena | 41,240| 5,729 7112864 14:1 9| 4582:1 118 349:1| 332| 1241 2,406 17:1|
Alief 41,056| 6,049 711 3,024 14:1 1,369:1 109 377:1| 354| 1161 2,532 16:1|
Corpus . . . . . .
Christi 40,290 | 5,990 7:11299| 13:1 35| 1,151:1 133 303:1| 350| 1151 2,477 16:1
Average
w/o 52,370 7,691 7:1|13,845| 14:1 29| 1,806:1 164 331:1| 489| 107:1 3,163 17:1
Austin

Source: AEIS 1998-99.



Chapter 4

A. ORGANIZATION AND MANAGEMENT

Effective human resources management is essential to maximize the
district's return on this large investment. AISD spends 84 percent of its
total operating budget on payroll.

AISD's Human Resources Development Department recruits and hires all
of AISD's nearly 12,000 employees, administers wage and
salary/compensation programs, manages al employee records; tracks
employee leave and absence records; provides comprehensive employee
relations services, including contract dispute resolution, terminations and
grievance procedures; provides substitute services for all district
campuses; and provides policy development and consulting services on
human resources issues.

AlISD's Human Resources mission statement is " The Department of
Human Resources provides, promotes, and enhances the hiring and
retention of a quality work-force to ensure the success of al studentsin
the Austin Independent School District.”

Exhibit 4-2 summarizes the 1999-2000 Human Resources program
budget.

Exhibit 4-2
Human Resour ces 1999-2000 Program Budget
- 0,
Category “Budget | Burge
HR Staff (Salary + Benefits) $1,720,391| 13.3%
Additional campus positions (Salary + Benefits) | $5,402,945| 41.9%
Other Payroll Costs $70,000 5%
Signing Bonuses $664,750| 5.2%
Contracted Services $48,600 4%
Genera Supplies $28,000 .2%|
Travel & Other Expenses $325,000, 2.5%
Capital Outlay $48,000 .4%|
Consultants - Deaf Services $35,000 3%




Substitutes - Instructional $4,408,627 34.2%\
Substitutes - Other Professional $54,325 A%

Classified Substitutes $91,766 .7%\
Total $12,897,404 | 100%

Source: AISD 1999-00 Program Effectiveness Profile.

Exhibit 4-3 illustrates the current organization structure of AISD's Human
Resources department.

Exhibit 4-3
AISD Human Resour ces Department
Current Organization

Deputy Superintendert for
Bilincasal Educaion &
Huren Resources Development
Departrrert

Crepartment Drirector (1) I

Secretany
to Departmert Drirector (1)

Dire char Crirzctor Supends or Dir echor
Recruiting & Staffing (1) Compers ationHRIS (1) Substitute Services (1) Employes Relations (1)
Secretany Seacy etany | Secretany J
ta Director (17 B tn Director (1) | Clerical to Director ([ 1)
Sub Office (1)
Legal Professional Legal Classified Human Resourcs |
Coordinator (1) Coordinator (1) Anabyst(1) Clerical
Sub ffice R eceptionist(1)

Clerical Class ified H'R Programmer’
Cerification Coordinator (1) Coordingtor 2 Anabest(1)
P rofessional Secretary Supernvis or
H/R Coardinator () Claz=ified () RecordsfLeava 1)
Secretany J Clerical J |
to Coordinator () Clas=ified R eception (1) Clerical
Ria cordsfAccounting ()

Clerical

Leave Office ()
Clerical

Feeption (1)




Source: AlSD Director, Employee Relations.

Exhibit 4-4 compares AI1SD's Human Resources staffing levels and
employee-to-Human Resources staff ratios with those of its peer districts.

Exhibit 4-4

Human Resour ces Staff

Peer District Comparison

Northside Average
Pasadena | (Bexar |Alief Cé(;]rr?;is V\Ilzg::h without |Austin
County) Austin
E"f HR 22 28 18 2| 43 271 39
mployees
Employee--to-- 260:1 U51(336:1 | 272:1| 257:1| 2851 299:1
HR Ratio

Source: Austin, Pasadena, Northside (Bexar County), Alief, Corpus
Christi and Fort Worth School Districts Human Resources Department.

AlISD's ratio of human resources staff to employeesis dlightly higher than
the peer district average. However, the general trend in industry calls for

one human resources staff member for every 100 employees; school
districts tend to lag behind this trend.

The Human Resources department director is responsible for overseeing

the district's personnel functions. Five employees report directly to the
director, including the directors of Recruiting and Staffing,
Compensation/Human Resources Information System (HRIS), and

Employee Relations, as well as the lead classified coordinator and the
supervisor of Substitute Services. The director of Recruiting and Staffing
isresponsible for professional recruitment efforts within the district
designed to ensure adequate staffing levels in the administrative and
professiona areas; monitoring of the certification process for professional
staff; and the approval of employee transfers.

The director of Compensation/HRIS is responsible for compensation
program development and administration, records management, leave and
absence tracking, human resource information and automation and

administrative oversight of employee performance appraisal documents

and systems and procedures manuals.

The director of Employee Relations monitors the employee grievance
process for al professional and administrative employees, various contract
and employment issues, and a broad array of workplace issues.




The lead classified coordinator is responsible for all recruitment efforts
within the district for all classified employees (bus drivers, food service,
and maintenance workers) and must ensure adequate staffing levelsin the
classified area and for monitoring the grievance process for al classified
employees as well as various employment issues.

The supervisor of Substitute Services is responsible for recruitment,
staffing and retention efforts associated with the thousands of substitute
teachers and clerical workers needed each year.

District employees and applicants are served through three separate human
resources offices, al of which fall under the authority of the department
director of Human Resources. One office concentrates on providing
human resources services to professional and administrative employees,
another provides services to classified employees while the third provides
substitute services.

Two key human resources functions are not managed through the Human
Resources Department. The employee benefits function is managed and
monitored by the Finance Department while most staff training is
developed and tracked through the Professional Development Academy.
The Professional Development Academy is the central training area within
the district for all employees.

Exhibit 4-5 lists the Human Resources 1999-2000 deliverables.

Exhibit 4-5
AISD Human Resour ces 1999-2000 Departmental Deliverables

Target | mplementation

Deliverable Purpose Date

Designand implement a | Reduce the time March 2000

conflict resolution system | necessary to resolve

disputes and increase
the number of
conflicts resolved
satisfactorily for al
persons involved

Select and implement an
automated applicant
screening system

Improve the
application process
for the clientele of the
Human Resources
Department with an
automated software
program

March 2000




Enhance the reality of Develop a December 1999 - May 2000
"team" in the Human "team" (Phased approach)
Resources Department approach in
the
department
Increase the
department's
ability to
complete all
tasks
effectively
and efficiently
Build and
model new
"culture" of
customer
service
Finalize the existing Provide for better December 1999
internal equity salary equity within
compensation initiatives | each general pay
regarding administrators, | classification
helping teachers/P8
employees, and upper-
level classified employees
Assess, document, and Provide for better March 2000

refine Human Resources
systems and procedures

consistency and
clarity in serving
customers

Institute Human Resources
related
personal/professional
development offerings
through the Professional
Development Academy

Provide human
resources training in
the following areas:

Leave

Sexual
harassment
Americans
with
Disahility Act
Common
Bonds

Stress
Management
Anaer

February 2000 - March 2000




Management

Fill the 50 current Fully staff all schools December 1999
vacanciesthat existed on | with the highest
October 25, 1999 quality personnel
available
Ensure no repest of last Have all vacancies March 2000 (target

summer's recruitment

filled by 8/1/2000

Implementation for

challenges Winocular system)
Institute focused initiatives | Fully staff the high December 1999
to fill the 46 vacancies that | needs areas with the
existed on October 21, highest quality
1999 in the following personnel available
areas. Account for
Learning (AFL) schools,
bilingual education,
specia education and math
Recruit alarger pool of Reduce the shortage January 2000
substitutes gituation in filling
daily assignments

Retain alarger pool of Improve January 2000
substitutes quality of

substitutes by

increasing

longevity

Improve

quality of

substitutes by

increasing

time spent in

the classroom

Encourage

and assist

schoolsin

finding

permanent

substitutes
Hire a new permanent, Continue the February 2000

long-term Human
Resources director

revitalization of the
Human Resource
Department and the
focus on service.




accountability, and
integrity

Source: AISD interim director, Human Resources.
FINDING

The Human Resources department has had six directors since 1994,
including the current interim director. AISD's personnel policies are, on
average, 11 years old. For example, policy number DEA-R describes the
salary stipend for bilingual teachers; this policy was adopted in 1985 and
states that bilingual teachers should receive an annual $1,500 salary
supplement. In fact, the district pays a $1,000 salary supplement to
bilingual teachers, a practice conflicting with the district's policy.

The board must approve al new policies and changes to existing policies
before they can be adopted. Although Human Resources updated 35
percent (19) of the district's personnel policies during 1998-99, the board
approved only one in six months. The remaining 18 still are awaiting
board approva. The superintendent has initiated the integrated review of
all of the district's current policies and anticipates completion of this
process by April 1, 2000. A comprehensive overhaul of personnel policies
can ensure the district complies with recent changes in state education law
and regulations and can reduce the district's exposure to risk and litigation.

Recommendation 59:
Review and revise all outdated personnel policies.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The director of Employee Relations develops procedures to June 2000
review and update all personnel policies.

2. | The director of Human Resources appoints Human Resources Beginning
staff members to update the policies and then presentsthemto |  July 2000
board. and Ongoing

3. | The board approves the policies. Ongoing

FISCAL IMPACT

This recommendation could be implemented with existing resources.




Chapter 4

B. PERFORMANCE APPRAISAL SYSTEM

Major reasons for evaluating employees include improving performance
or identifying potential problems; providing direction for professional
growth; and justifying administrative decisions about employees.

AISD has four separate performance appraisa tools (Exhibit 4-6).

Exhibit 4-6
AISD Performance Appraisal Tools
1999-2000
Tool Audience Rating Scale Description
Classified All Classified 1-5 Short, one-page tool
Employee Employees focusing on generic
System performance criteria.
Supervisors are given
sample guidelines to
assist themin
evaluating different
types of employees.
Adminigtrative | All Four Categories: Tool has severa
Appraisa administrative components including
System employees, No Evidence |aProfessional
including Little Improvement Plan,
campus and Evidence Goal Section, Student
nor-campus Substantial Performance
administrators Evidence Measurement, and a
High General Criteria
Evidence section with
descriptors. The
appraisal is initiated
by the individual
through a self-
appraisal and
reviewed and
modified by the
Supervisor.
Non-Teaching | Non-teaching 1-5 Employeeisrated on
Professional professionas six different generic

AnpbraisA

sich as athletic

catenories. The




System

trainers,
counsdglors,
librarians,
psychologists,
etc.

supervisor is provided
guidelines for these
categories based on
jobtitle. A
professional growth
plan isincluded in the
tool.

Teacher
Appraisa
System

All teachers

Four Categories.

Distinguished
Proficient
Emerging
Unsatisfactory

Teacher israted on
four categories called
domains, each with a
detailed description
for each rating within
the domain. Tool
includes an optional
performance
development plan.
Teachersare
evaluated based on
formal observation,
spontaneous walk-
through observations,
and goals et for the
year.

Source: AISD Human Resources

Beginning in 1997-98, all Texas school districts were given two options to
appraise teachers. ateacher appraisal system recommended by the Texas
commissioner of Education or alocal appraisa system. The
commissioner's recommended system, the Professional Devel opment and
Appraisa System (PDAS), was developed in accordance with Section
21.351 of the Texas Education Code (TEC). School districts may choose
to develop their own teacher appraisal system aslong asit follows TEC

21.352 and is approved by their board of trustees. AISD chose to develop
their own teacher appraisal system, which was approved by the board on
April 27, 1998.

Both the state-approved PDAS and AISD's system contain similar criteria
for measuring performance, athough the criteria are classified differently.
Both systems allow teachers to work with administrators in setting
professioral goals for the upcoming school year and create action items to
accomplish these goals (Exhibit 4-7).



Exhibit 4-7

Summary of PDAS and AISD's Teacher Appraisal Tool

1999-2000

Domain PDAS AlSD Teacher Appraisal System

I Active, successful L earner-Centered Knowledge This domain
student participation | measures whether content taught is closely
in the learning aligned with AISD's curriculum, instructional
process approaches are goal/competency driven, and

whether or not most students are successful in
learning.

Il L earner-centered L earner-Centered Instruction and Student
instruction Performance This domain measures whether

instruction is planned and implemented to
provide students with the tools for learning,
whether strategies are used to create an
atmosphere of openness and trust, and whether
students are able to connect learning to their
own lives.

"l Evaluation and L earner-Centered Classroom management and
feedback on student | organization This domain measures how well a
progress teacher manages his/her studentsin the

classroom as well as how well the teacher
evaluates students' understanding of a concept
and modifies instructional strategies based on
student needs.

A% Management of L earrer-Centered Communication This domain
student discipline, measures how effectively teachers communicate
instructiona with colleagues, students, and students families
strategies, timeand | and responds to their concernsin atimely,
materials constructive and confidential manner.

\% Professional L earner-Centered Professional Devel opment
communication This domain measures the extent to which a

teacher creates and follows hig/her professional
development plan. This plan should include
activities based on the needs, characteristics and
goals of the students. It also measures the extent
to which the teacher engages in activities which
are aligned with their Campus Improvement
Pan.

VI Professional Equity in Excellence for All This domain
Development measures the extent to which the teacher

incornorates cross-cultural/diversitv exneriences




into his’her classroom and shows respect and
sensitivity to all students regardless of cultural
heritage.

policies, operating and requirements This domain measures the

procedures and extent to which the teacher complies with all
requirements policies, operating procedures, and legal
requirements.
VI Improvement of None
academic
performance of all
students on the
campus

Source: TEA and AlSD Human Resources.

The mgjor difference between the two systemsis PDAS contains a
separate section for measuring student performance. The AISD teacher
appraisal system combines "learner-centered” instruction and student
performance.

FINDING

AISD has no automated system to track the completion of employee
performance appraisals. Without such a system, supervisors cannot easily
track performance appraisal due dates. Human Resources is responsible
for distributing performance appraisal forms and monitoring their return,
but this is a manual function. Principals have a set period of time to
comply before the superintendent is notified of noncompliance; the
superintendent, however, makes little effort to follow up on late
appraisas. The district does not have any formal policy holding
supervisors accountable for completing performance appraisals for their
employees.

TSPR randomly reviewed 67 AISD employee files and found that only 37
percent of them contained current performance appraisals.

The Texas Education Code, Section 21.351(c), requires each school
district to appraise each administrator annually. Section 21.351(d) states
that an administrator may not be paid with district funds if he or she has
not been evaluated in the preceding 15 months.

Recommendation 60:

Compliance with Compliance with policies, operating procedures,




Hold all supervisorsaccountable for ensuring that all performance
appraisals are completed in atimely manner.

The district should adopt a personnel policy that would be supported by
the superintendent and should provide consequences for noncompliance.
In addition, Human Resources should develop a better processto track the
completion of employee performance appraisals. The district should make
every attempt to comply with state law with regard to timely administrator
appraisals.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The director of Human Resources devel ops procedures for June 2000
conducting performance appraisals. The procedures clearly state
deadlines for submitting appraisals to Human Resources.

2. | The director of Human Resources works with the superintendent | July 2000
to develop a policy holding appraisers accountable.

3. | The superintendent presents the policy to the board for approval. August
2000

4. | The board and superintendent implement the policy. September
2000

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

AISD reassigns campus administrators to different positions each school
year with little documentation explaining why such reassignments are
made. Since 1996, 46 campus administrators have been reassigned, many
of them multiple times. Severa principals have been assigned to five
different schools in the past five years. Many district employees believe
that these individuals are inadequate performers who are smply moved
each year rather than let go.

The review team examined personnél files for each employee who was
reassigned since 1996 to determine if any performance issues were present
based on their performance ratings. An overwhelming majority of these
reassigned individuals had performance appraisals thet showed no
evidence of inadequacies. However, other indications in severa files
suggested that performance problems did in fact exist, such as an
individual who previously held athree-year contract and received
subsequent one- year renewals without any apparent performance problem.




However, the director of Employee Relations said this was not a common
practice unless the district was trying to "send a message" to the affected
employee. The district is not using performance appraisals effectively in
the case of low performing employees who are repeatedly reassigned. The
files contained no clear documentation explaining why the reassignments
were made.

Before December 1999, decisions concerning employee reassignments did
not involve the Human Resources Department. Area superintendents
simply recommended reassignments to the superintendent; if approved,
the reassignments were implemented through Human Resources.
Recently, the department has been given alarger role in the reassignment
process, including file documentation review, counseling where
appropriate and an assessment of overall district needs and impacts.

AISD's Section D: Personnel Policies-DK-Assignment and Schedules,
adopted in 1984, originally was intended to allow principals to transfer
teachers involuntarily due to decreases in enrollment or a surplus of
teachers. Over time, the policy has evolved into what is known informally
in AISD asthe "reserve list" policy. Many employees fed that individuals
placed on the list are inadequate in their jobs, even though district policy
states that teachers on a performance improvement plan are not eligible to
be transferred to other campuses.

The performance improvement plan is part of AISD's teacher evaluation
system. This plan documents areas for improvement and allows
supervisors and teachers to develop an action plan aimed at improving
performance in the identified area. Other than the performance
improvement plan stipulation, there are no other criteriafor placing
teachers on the reserve list. AISD's policy also gives reserve list
employees preference for vacant positions throughout AISD.

This policy adversely affects AISD's recruitment process in two ways.
First, school administrators are reluctant to notify Human Resources of
their vacancies, in order to avoid the placement of a "reserve list" teacher
due to the overall perception of the reserve list. Second, Human Resources
must postpone any offers to outside applicants until all reserve list
teachers have been placed. By delaying such outside recruitment efforts,
the district often loses qualified candidates to other districts.

As of February 2000, the district revised its current procedures regarding
the reserve list. AISD now requires principals to select reserve force
teachers based on seniority and their certification. In addition, AISD will
not allow teachers to be placed on the reserve force list for two
consecutive years unless a written justification and approval are obtained



through Human Resources. However, AISD's formal policy on
reassignments has not been updated.

Alief 1SD has adopted a transfer policy that gives voluntary transfers first
priority and alows involuntary transfers by seniority only. In other words,
principals are not allowed to transfer teachers based on performance but
rather on seniority only. The campus principal identifies the teacher on his
or her campus with the least seniority in the district. This staff member can
be reassigned unless it causes a vacancy or avoid in a
certification/endorsement area, such as math or science. In this case, the
next-to-last person hired should be reassigned. If two or more teachers are
equal in seniority, the date on which the teachers signed their contractsis
used to determine who should be reassigned.

Recommendation 61;

Hold all supervisors accountable for documenting poor performance,
and monitor improvement plansfor employees.

Area superintendents should manage poor performers without simply
reassigning them elsewhere in the district. This practice should be
discontinued and Human Resources should be involved in all involuntary
transfer requests to ensure that the transfer is aresult of alegitimate need
at the campus or department level. Specific reasons should be documented
on the improvement plan that explain why an employee is being
reassigned.

The district should clarify its policy on involuntary reassignments and
force administrators to address performance problems through counseling
and progressive discipline. The reserve list policy is perceived throughout
the district as a mechanism for shuffling inadequate teachers to other
campuses within the district. The district should force principals to
document and address performance issues and place employees on
development plans instead of transferring perceived problems to other
areas in the district. The involuntary transfer policy should be updated and
presented to the board.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The director of Employee Relations develops policies and June 2000

procedures outlining all the acceptable reasons for reassigning
administrators and teachers involuntarily, documenting poor
performance and monitoring improvement plans for district
employees.

2. | The superintendent annroves the nolicies and nrocedures and July 2000




presents them to the board for approval.

3. | The deputy superintendent for Bilingual Education and Human | August 2000
Resources Development and the director of Human Services
implements the new policies and procedures.

4. | The director of Employee Relations provides training sessions | September -
on the new policies and procedures to all employees. October 2000

FISCAL IMPACT

This recommendation could be implemented with existing resources.
More effective management of marginal performers might produce
savings for AISD, either through improved productivity or terminations,
but these savings cannot be estimated.

FINDING

AISD uses four different performance appraisal forms. Each has different
rating scales and evaluates employees using different methods.
Maintaining these separate systems is cumbersome for the district and
inhibits its ability to evaluate employees consistently based on general
standards and district goals.

The current performance appraisal system for nonteaching professional
employees has been used since 1987. This system was designed to
measure professionals in the areas of planning, implementing/managing
his/her area with respect to policies and procedures and managing staff,
productivity/outcomes, personal/interpersonal skills, professionalism,
communication (both verbal and nonverbal) and job-specific skills. The
performance appraisal form, however, does not contain an areato rate
employees on job-specific skills. In other words, there is no section that
outlines what the actual duties of the position are and how well the
employee is doing those. The nonteaching Professional Personnel
Appraisal Handbook provides specific examples as to what each generic
standard means for various groups of employees. These were written to
provide supervisors and managers with a better understanding of how to
rate employees using these generic standards.

The current administrative appraisal system was first used in 1997. The
system was designed to evaluate administrators in the following
roles/areas: learner, facilitator of learning, interpreter of knowledge,
decision maker, fiscal manager, innovator, adapter, motivator,
communicator, evauator, caring professional, district mission/goals and
collaborator. The system was designed to provide administrators with
guarterly and annual feedback from supervisors. However, a random




review of employee files suggests that these performance appraisals are
not being used.

The classified performance appraisal system was designed to evaluate
classified employees based on their quantity and quality of work,
knowledge of their jobs and equipment, use of materials and equipment,
cooperation, dependability, communication, resourcefulness, safety and
security and supervisory/executive ability, if applicable. Guidelines are
written for each job to assist supervisors in evaluating their employees.
The system allows supervisors to rate employees using ascale from 1 to 5;
atotal score istabulated at the end of the form. The form also alows the
supervisor to document areas of strengths and recommerded
improvements.

Anideal system would allow each employee to be evaluated on the same
set of generic competencies such as teamwork, communication, service
orientation and interpersonal skills. A separate section on the form could
allow supervisors to identify job-specific criteria. These criteriawould be
devel oped with employees at the beginning of each evaluation cycleto
accurately evaluate their specific positions. A sample of such an appraisa
formis shown in Exhibit 4-8.



Exhibit 4-8
Sample Performance Appraisal

ABC District

Annual Performance Appraisal

Performance Ratings

Consistently Exceeds Expectations
Qcrasionally Exceeds Expectations
Meets Expectations

Qecasionally Does Mot Meet Expectations
Consistently Does Mot M est Expectations

O = Pl L

Appraisal Date

Overall Performance Rating

£l




Exhibit 4-8

Sample Performance Appraisal, Continued

General Performance Standards

Digrict ABC helievesthat all employvees should demonstrade common
behaviors regardless of position and depatment.

Standard D efinition Weighting X Rating
Handles dificult customers and other difficult studions
: in a cooperdive, polte, couteous and helpful mannet,
Custorner 5 eqvice Fesponds quickly to chanoing circumatances and
cuistom er' s needs; E shibits paience with athers when
trwing to solvether proflens.
Departiental Ex amp los
Feportzto work on-time, s2ldom cadls in unespectedly
D ependahbility G-:u?ud attendance record; Follovs through ir.|
azagnments a2 scheduled 12 extremely reliable and
suppodive of depsrtiment's goal
Dopartirental Bx anp fos

Comimunication

Expresses ideas and exchanges infoem stion dearly and
persuazively, Communicates effectively with all lesels of
the organizaion Litens carefully o covnorkers and
others; Preserts information and directions cleady,
effectively and fadually

Departuremtal Bxanplos

WWiorks well with all team members, providing
szagancairformation a2 needed; Contributes to the

Teamwork ST :
depatment's goalzs by providing supporticooperation to
all staff, Azsigt=team members a5 needed

Dopartirontal Bx amp fos
Produces high-quality and accurate work; Meets
Work Product deadlines, as necessary, Demonstrates good knowdedge
of joby and recuired duties.
Departuremtal Bxamplos
s & R e=olves routine problems independertly, Gahers all
D ecision Maki !
ks fadts before making a decision Recanmends a poszible
=olution when binging problems to 8 superdsor
Dopartmemntaf Bx amp los
Thirk = outsidethe box Willing to leam new duties,
_ approaches, o rodtines; Look s for waysto streamline
Adaptabi
prabity office procedures; | open to change in office policy and
procedures.
Departuremtal Bxamplos

p2




Exhibit 4-8
Sample Performance Appraisal, Continued

General Performance Standards

District ABC believes that all employees should demonstrate common
behaviors regardless of position and department.

Standard Measurements Weight X Rating

1

Comment

CnmmerrtJ

Comments

Comments

Comments

P




Exhibit 4-8
Sample Performance Appraisal, Continued

Supervisor's Comments

Summary

Employee's Comments
Action Plan
[Gnal #1 Steps Dae Besnumces Hepded |
1
2
3
4
A
|Goal #2 Steps Date |ResourcesNeeded |
1
2
3
4
A
lGoal #3 Sleps Dae Besources Heeded |
1
2
3
4
A

n4

Source: Deloitte & Touche.

Recommendation 62;

Develop a single performance appraisal for all of A1SD's nonteaching

employees.




The district should consolidate the three nonteaching performance

appraisas into one. The new appraisal process should reflect common
competencies the district values. Each employee should be evaluated on
the same set of generic competencies, such as teamwork, communication,
service orientation and interpersonal skills. In addition, the appraisal form
should feature a separate section alowing supervisors to rate employees
on job-specific criteria. Supervisors should develop these job-specific
criteriawith employee input at the beginning of each evaluation cycle.
Although this would require a good deal of initial work by supervisors to
create job-specific standards, it also would force supervisors to become
more involved in the evaluation and development of their employees.

Supervisors must be educated on the appraisal process and must be made
accountable for the management of poor performers through the district's
employee relations policies and procedures. A new performance appraisal
process that places more ownership on the supervisors is a necessary step

in managing employee performance.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The deputy superintendent for Bilingual Education and June 2000
Human Resources Development assigns a multi-disciplinary
task force of administrators, department directors and other
district employees to develop a new nonteaching performance
appraisal system.
2. | The task force collects best-practices data from other districts | June 2000 -
and private industry. July 2000
3. | The task force designs the new performance appraisal system | August 2000-
and form. September
2000
4. | The task force seeks board approval. October 2000 ‘
5. | The task force develops atraining course for all district December
supervisors and employees. 2000
6. | Thetask forcetrains all district supervisors and employees. January 2001
7. | The director of Human Resources implements the appraisal February
system. 2001

FISCAL IMPACT

This recommendation could be implemented with existing resources.



Chapter 4

C. RECRUITMENT, STAFFING AND RETENTION

Districts must devel op aggressive recruitment strategies to attract and
retain qualified teachers and staff. To accomplish this goal, districts must
ensure that their recruitment efforts are focused on appropriate targets and
that their compensation and work environments are competitive with peer
districts.

AlISD's Human Resources Department is responsible for filling al
vacancies throughout the district. The department recruits and staffs all
teacher positions as well as al classified workers (such as accountants and
bus drivers). In addition, the department oversees the district's contract
with the Texas Department of Public Safety for criminal background
checks on all potential employees.

Four professional coordinators within Human Resources are responsible
for filling teacher vacancies. Each coordinator is responsible for teacher
vacancies within one and one quarter of AISD's five geographic areas. The
classified coordinators, by contrast, are each responsible for filling
specific positions for the entire district.

AISD's recruitment and retention strategies include:

Stipends - The district pays an annual $1,000 stipend for hard-to-fill
positions including certified bilingual, special education, and math
teachers.

Sgn-on Bonuses - The district pays $1,500 sign-on bonuses to
math, special education, bilingual, and Latin teachers.

Alternative Certification - Alternative certification programs attract
teachers into the profession from nontraditional sources, such as
individuals from the business world and retirees with experience in
accounting and computers. Alternative certification programs are
used on an as-needed basis each year.

District Permits- AISD issues eight specia teaching permits that
allow individuals without teaching backgrounds to fill specific
vacant positions. Such permits are allowed by the Texas Education
Code.

AISD Job Fair - AISD sponsored its first-ever job fair in early June
19909 to attract potential teachers and other employees from
throughout the state.

Participation in job fairs- AISD participated in 23 job fairs during
the spring and fall of 1999. At these fairs, principals as well as
other staff members interview prospective candidates for current



and anticipated vacancies. Due to Human Resources' lack of
automated recordkeeping, however, it has proven difficult to gauge
the success of these fairs.

National Advertising - The district places ads in local newspapers
and professional journals to solicit applications and expand its pool
of prospective job candidates.

Most school districts use staffing formulas to project the number of
teachers, administrators and other positions they need to operate the
district. These formulas are critical in maintaining control of staffing
levels and staffing equity across schools within the district. Accurate
student projections and competitive staffing formulas, compared with
other similar-sized districts, allow districts to control staffing costs while
delivering quality educational services.

AISD representatives meet each year (usualy in early December) to
discuss and modify staffing formulas to prepare for the upcoming school
year. This team consists of the deputy superintendent for Curriculum and
Instruction, various school administrators and area superintendents and the
Human Resources directors. Exhibit 4-9 summarizes AISD's recent
teaching staffing formulas.

Exhibit 4-9
Staffing Formula History
Austin I1SD
1995-2000

Y ear Summary

Schools were staffed based on 100 percent of the projected
student population. High schools and middle schools rarely

Prior to 1995-1996 | experienced any staffing changes in the fall after the initial,

formula-driven alocation. The budget alowed for about 25
to 30 unfilled teacher positions to be filled when necessary.

New staffing allocation measures reduced official student
projections to 97 percent of the actual projection. In other
words, AISD planned for 97 percent of the anticipated
student enrollment for the next year. At the end of 1994-95,
this caused schools to receive a reduced number of planned

1995-1996 teacher positions for the 1995-96 school year. This, in turn,

displaced about 350 teachers who had to be moved to a
different school as part of the "reserve force" process during
the summer of 1995. The "reserve list” refersto AISD's
process in which teachers are reassigned to different
campuses based on adjustments to student enrollment.




1996-1997

The director of Student Services made adjustments to the
officia student projection. Elementary schools were staffed
at 98 percent to 100 percent of the projection (rather than 97
percent), based on historical student enrollment trends at each
school. High school class sizes were targeted for 31-32 per
teacher. Middle school/junior high class sizes were targeted
at 28.

1997-1998

Most student projection and teacher allocation formulas for
1996-97 were carried forward into 1997-98, which resulted in
no changes in the staffing formulas from the previous year.

1998-1999

Most student projection and teacher allocation formulas for
1997-98 were carried forward into 1998-1999. Beginning in
this year, 140 unfilled teacher positions were filled at the
beginning of the school year to meet educational needs and
reduce large classes.

1999-2000

The high school and middle school teacher allocation
formulas for 1998-99 were carried forward unchanged from
the previous year into 1999-2000. The 140 unfilled teacher
positions were filled at or near the beginning of the school
year to meet educational needs and reduce large classes. The
staffing formula for specia education teachers also was
reduced to lower the per teacher caseload.

Source: AlSD director of Recruiting, Hiring and Saffing.

The current teaching formulas target class size. Targeting class size isthe
preferred staffing formula methodology used by the peer districts. Target
classsizesfor AISD and other peer districts are shown in Exhibit 4-10.

Exhibit 4-10
Target Classroom Size
Al SD vs. Peer Districts

1999-2000
Northside Average
Grade (Bexar |Alief Fort Pasadena Corpus without | Austin
L evel Worth Christi .
County) Austin
Pre-K 22| 1g/No 22 22 21| 18
formula
K-4 22| 22|NO 22 22 2| 2
formula
5N and 61" 26| 25/No 26 28 26 25




formula

Middle
School/
Junior
High

23

18

No
formula

27

28

24

28

High
School

25

20

No
formula

27

28

25

32

Source: Austin, Pasadena, Northside, Alief, Corpus Christi and Fort
Worth ISD's Human Resour ces Departments. (YNorthside considers 6th
grade as a part of middle school; its number is for 5th grade only.

AISD's teacher staffing formulas are in line with the peer districts except
for high schools; AISD's targeted class size for high school classesis
dlightly higher than the peer district average. Sixty percent of the teachers
who responded to the TSPR survey were critical of the district's ability to
project future staffing needs. More than 50 percent of the teachers did not
think that the district has an effective employee recruitment program.

Sec.21.049 of the Texas Education Code alows districts Board of
Trustees to propose rules to provide for educator certification programs as
an aternative to traditional educator preparatory programs. This regulation
was designed to provide an additional source of qualified educators. In
response to this regulation, the Texas Education Agency (TEA) has
developed an Alternative Certification Program (ACP) to alow college
graduates not trained as educators to become certified as teachers through
other means. AISD took advantage of the ACP by hiring 263 individuals
in 1998-99 that either lacked teaching certificates or had teaching
certificates for classes or areas other than the ones they were hired to
teach. Exhibit 4-11 compares AISD's use of teachers on ACP status with
the peer districts.

Exhibit 4-11
Alternative Certification Program for Teachers
A1 SD versus Peer Districts
1998-1999

Northside
(Bexar
County)

Average
without
Austin

Fort
Worth

Corpus

Chrigti Alief

Category Pasadena

Austin

Emergency
(for
certified)

97

244

14

27

24

81.2

109




Emergency
(for 0 69 19 60| 104 50.4 80
uncertified)
Non-
renewable 11 42 48 6| 32 27.8 41
Permits
Temporary
Class Room 1 = 3 12| 6| 146 28
Assignment '
Permits
School
District 0 0 0 0 0 0 5
Permit
Temporary o o 0 ol o ol o
Exemption

Source: AEIS1998-99.

Exhibit 4-12 compares AlISD teachers degrees with those of the peer

districts.

Exhibit 4-12
Teacher Education Summary
Al SD versus Peer Districts
1998-1999
Northside Average

Degree . Fort | Corpus .

Hald Alief |Pasadena| (Bexar Worth | Chriti w/q Austin

County) Austin

No 0, 0 0 0 0 0,
Degree 0.7% 2.2% 0.0%| 0.5% 1.1% 0.9%| 0.1%
Bachelors | 76.6% 74.0% 63.2% | 73.7%| 54.6% 68.4% | 72.5%
Masters | 22.4% 23.2% 36.5% | 25.3%| 43.8% 30.2% | 26.9%
Doctorate | 0.3% 0.6% 0.3%| 0.5% 0.5% 0.4% | 0.5%
Total 100% 100% 100% | 100% | 100% 100% | 100%

Source: AEIS, 1998-99.

FINDING



In 1997, AISD implemented an automated substitute caller system.

Teachers who will be absent can call the system and enter a code. The
system then automatically calls qualified candidates from a database of

substitutes until a replacement is found. Once a candidate accepts the
assignment, the process is complete. If the system isunable to fill a
request, the principal is notified and must make arrangements to cover the

vacant position.

This automated system has proven to be highly effective in maintaining an
established pool of qualified applicantsto fill substitute assignments. On
average, the district fills about 92 percent of all substitute requests daily-
approximately 480 positions.

COMMENDATION

Al SD's automated substitute-teacher calling system facilitatesits
contacts with substitutes and has proven effective in ensuring the

availability of qualified substitute teachers.

FINDING

AISD actively recruits at college and university campuses with significant
minority enrollments, and holds regular planning sessions on how to
recruit minority professionals. However, A1SD has no formal recruitment
strategy or process to attract minority teachers to the district.

TEA maintains statistics on student and staff race and ethnicity through

the state's Public Education Information Management System (PEIMYS)

(Exhibit 4-13).

Exhibit 4-13

Ethnic Summary of AISD Students and Teachers

A'Ar\r::eirﬁ?:gn Hispanic Other M-irr?éfilty Anglo Total

# % # % # % # % # % #
Students |13,825|17.4% | 35,067 | 44.1% | 2,192 | 2.8% | 51,084 | 64.3% | 28,412 | 35.7% | 79,496
Teachers 39| 7.7% | 1,054 |20.4% 66/1.3%| 1,516/29.3%| 3,660 70.7% | 5,176

Source: 1998-99 PEIMS data and Human Resour ces Employee Roster.

As these numbers illustrate, nearly two-thirds of AISD's students are
minorities, but less than one-third of its teachers are minorities. Almost 36




percent of the district's student population is Anglo, but 71 percent of its
teachers are Anglo.

The demand for minority educators is high in Texas, with its growing
Hispanic population and pressing need for bilingual teachers, counselors
and teachers aides.

While AISD does attend numerous recruiting events at colleges and
universities across Texas and the southern U.S,, the district does not
evaluate its successes at these recruiting events. The district does not track
how many job applications it receives, how many teachers are hired as a
result of ajob fair or how successful each fair is at meeting the district's
immediate needs. During 1998-99, AISD spent about $12,781 on outside
recruiting events. Exhibit 4-14 lists the recruiting events AISD attended.

Exhibit 4-14
Al SD Recruiting Events
1998-99
Recruiting Event L ocation
National Association of Bilingual Educators | Denver, CO
Diversity Career Fair Houston, TX
Trinity University San Antonio, TX
Concordia University Austin, TX
Paine College Augusta, GA
Nashville Area Nashville, TN
Texas A&M Bilingual Conference Kingsville, TX
Baylor University Waco, TX
Southwestern University Georgetown, TX
St. Edward's University Austin, TX
University of Texas Presentation Austin, TX
Sam Houston State University Huntsville, TX
Southwest Texas State University Job Fair San Marcos, TX
Texas A&M International University Laredo, TX
University of Texas Interviews Austin, TX
Mid-America Tour [llinois

Texas Christian University

Fort Worth, TX




University of Mary Hardin-Baylor

Belton, TX

University of North Texas Denton, TX
University of Arkansas Pine Bluff, AR
Texas Woman's University Denton, TX
Tri-University Teacher Fair Abilene, TX

St. Mary's University San Antonio, TX
Prairie View A&M University Prairie View, TX
University of Texas at Pan America Edinburg, TX

University of Texas at Brownsville

Brownsville, TX

West Texas A&M University-Canyon

Canyon, TX

New Mexico State University

Las Cruces, NM

Texas Tech University

Lubbock, TX

Texas A&M University-Corpus Christi &
Kingsville

Corpus Christi, TX & Kingsville,
X

University of Texas at El Paso El Paso, TX
University of New Mexico Albuquerque, NM
University of Texas - Far Austin, TX

Texas A&M University - Commerce

Commerce, TX

Texas A&M University

College Station, TX

Bluebonnet State Fair

Austin, TX

Source: AlSD's Human Resources Department.

Because AISD, like other Texas districts, must conduct its recruiting
efforts with limited resources, a formal recruitment strategy and processis
essential to maximize the benefits of these efforts.

Exhibit 4-15 illustrates the number of new AISD teachers hired over the

last four years.




Exhibit 4-15
Summary of AISD New Teacher Hires

1996-2000
Ethnicity 1996-97 | 1997-98 | 1998-99 | 1999-00 |
Anglo 500 568 542 646
African American 29 45 35 4o|
Hispanic 116 130 140 170
Other 6 17 11 21|
Total # of New Hires 651 760 728 877|

Source: AISD Human Resources Department.

Based on these results, the district's recruitment efforts have not yielded
intended results.

Recommendation 63;

Develop a formal recruiting process and strategy to track the district's
success at using recruiting eventsto hire minorities.

AISD should establish a mechanism to track its recruiting efforts and
outcomes. The district should identify the types of recruiting it will
conduct, the expected outcomes and the mechanisms to be used to track
and evaluate actual outcomes. For example, the district should develop
and maintain a database including each recruiting event, the number of
contacts made, the number of employees hired as a result of the event, and
its cost. Thiswould allow AISD to focus its recruiting efforts on those
schools and events that produce the greatest number of hires and
discontinue recruiting at events that produce very few hires. This would
allow the district to spend its recruitment funds efficiently.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent directs the director for Human June 2000
Resources to develop aformal recruitment policy with
specific initiatives.

2. | The director of Human Resources along with the director of | July - August
Recruiting and Staffing work collaboratively to develop the 2000

policy.




3. | The director of Human Resources implements the policy. September 2000 ‘

4. | The director of Recruiting and Staffing monitors the September 2000
progress of the recruitment plan. - Ongoing

FISCAL IMPACT

This recommendation could be implemented with existing resources.



Chapter 4

D. COMPENSATION ADMINISTRATION

The Human Resources Department uses data from various published
surveys to assess the competitiveness of AISD's employee pay. In
addition, the department also participates in surveys conducted by other
area school districts.

AISD has three separate salary structures for its three categories of
employees: professional, administrative and classified. Each structureis
updated annually to ensure competitiveness with other area districts.

Unlike most Texas school districts, AISD participatesin Social Security,
the federa retirement benefit. As aresult, AISD employees must
contribute 7.65 percent of their base salary to Social Security. Although
this produces a long-term benefit to employees, most professional
employees would not have to make these contributions if they were
employed by another school district. This placesthe district at a
competitive disadvantage because, to compete with other districts, AISD
must pay its professional employees at least 7.65 percent more than other
districts smply to match their salaries.

As noted above, AISD provides sign-on bonuses for hard-to-fill teaching
positions such as bilingual educators, special educaors and math and
science teachers. In addition, the district provides stipends to teachers who
lead in extracurricular activities.

In 1999, the district developed a new salary structure for campus
administrators. The new program provided salary adjustments for
administrators based on years of administrative experience, both within
and outside the district.

Exhibits 4-16 and 4-17 compares AISD's average salaries by
classification with those of its peer districts.

Exhibit 4-16
Average Actual Salaries by Employee Category
Al SD versus Peer Districts
1998-99

District Teachers Professional School Central

Support | Administration | Administration
Austin $35,256 $44,494 $54,218 $66,473




Fort Worth $36,528 $45,021 $55,356 $77,194 \
Northside (Bexar

Courty) $35,075 $41,939 $54,680 $69,208
Pasadena $35,311 $44,938 $56,342 $92,632
Alief $35,720 $43,943 $56,193 $74,404 \
Corpus Christi $35,661 $44,237 $52,573 $69,391
Aver agew/o $35650|  $44,016 $55,029 $76,566
Austin

Source: AEIS, 1998-99.

AISD's average salaries by employee category seem in line with those of
its peer districts. The district has used published survey data for public
education to maintain relatively competitive salary levels.

Exhibit 4-17
Teacher Salariesby Years of Experience
Al SD versus Peer Districts

1998-99

Northside Average
Eigglse(r?j:e Alief |Pasadena| (Bexar V\I;S:tth gﬁ:ﬁ);ls without | Austin

County) AISD
Beginning |$27,436| $25,961| $25,242|$30,438|$25,893 | $26,994 | $26,728
1-5Years |$31,078| $29,152| $27,498 | $30,655 | $27,891 | $29,255 | $29,553
6-10 Years |$34,682| $32,024| $31,006 | $33,062 | $30,973| $32,349 | $32,581
\1(16;2 $40,790| $38263 $38,171|$39,381 | $38,506 | $39,022 | $37.968
Over 20
Vs $48,537| $45256| $46,155|$47,801 | $44,513 | $46,452 | $45,117

Source: AEIS, 1998-99.

AlISD's teacher salaries also are competitive with those in its peer districts.

FINDING

AISD pays employees travel expensesin three different ways. The district
pays a monthly stipend to those employees whose job responsibilities
require them to travel to various locations/campuses within the district. In




1999-2000, the district spent $723,086 on these travel stipends, which are
paid to 787 employees every year. These stipends are included in monthly
pay and taxed as regular salary dollars. These employees are not required
to turn in travel logs or receipts, and it is possible that some of these
employees are receiving the stipends without actually incurring any travel
expenses during the year.

Employees that do not receive the travel stipend are reimbursed for their
mileage at arate of 28 cents per mile. These employees are required to
turn in mileage logs to receive reimbursement. 1n 1998-99, the district
spent $73,340 on these mileage reimbursements.

The district also reimburses employees for travel outside the district to
attend conferences, seminars and other work-related meetings. AISD has
written procedures for travel arrangements and limits travel expenditures
by requiring employees to book travel through a designated travel agent.
In addition, per diem rates limit expenses. These guidelines address air
travel, hotel arrangements, rental cars, parking, meals and other
miscellaneous expenses. 1n 1998-99, the district spent $1,838,380 on these
travel-related expenses (including the cost of seminar/workshop
registrations).

Traditionaly, travel stipends are provided to employees to offset the cost
of business-related travel expenditures. Most organizations require
employees to provide receipts for al expenses incurred. Some school
districts pay travel stipends to area superintendents and superintendents
while others do not pay travel stipends to any district employee.

Recommendation 64:

Alter the formal travel stipend policy to limit it to the superintendent
and area superintendents.

Travel stipends should be awarded to the superintendent and area
superintendents to ensure better accountability and control of travel funds.
All other employees should be required to submit receipts for in-district
travel mileage and business-related travel expenditures. A policy should
be developed that sets strict guidelines for what types of in-district travel
will be reimbursed and at what rate.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The director of Human Resources collaborates with June 2000
representatives from Payroll to draft a policy outlining eligibility
for travel stipends and sets guidelines for reimbursements to
other employees.




2. | The director of Human Resources presents this policy to the August
board for approval. 2000
3. | Human Resources and Payroll jointly implement the policy. September
2000

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

AISD has no formal compensation philosophy or policy. A compensation
philosophy establishes guidelines within an organization that drives the
design and implementation of al compensation and benefits programs.
These philosophies generally establish where to target salaries and who
the organization wishes to compare themselves to with regard to
compensation. All decisions regarding compensation programs should be
made using the formal compensation philosophy and strategy that the
district establishes. Such philosophies provide a framework for the design
of compensation programs;, they can be compared to a strategic plan for
employee pay. For example, a school district should be ableto clearly
identify where it wants to position teachers salaries in relation to the
market.

A sample compensation philosophy could be: "AISD will target al
professional salaries between the market average and the 75th percentile
of the market among all Texas school districts.” In addition, a formal
compensation philosophy should include what types of resources will be
used to make salary comparisons, such as a published salary survey, and
whichsimilarly-sized peer districts AISD should compare itself to.

Recommendation 65:
Develop a formal compensation philosophy.

This philosophy statement would provide a blueprint for al AISD
compensation programs. The district should examine its compensation
programs to determine its effectiveness, and decide where in the market to
position itself with respect to salary and benefits. AISD should identify the
appropriate compensation philosophy and complete an annual study using
published survey data and peer district data to determine whether its
compensation strategies are competitive and effective in retaining
qualified employees with respect to the employment market.

IMPLEMENTATION STRATEGIESAND TIMELINE



1. | The superintendent appoints a committee to develop aformal June 2000
compensation philosophy for the district. Human Resources
leads this group.

2. | The committee develops a philosophy outlining the district's July 2000 -
competitive position for each employee group. August 2000

3. | Thedirector of Human Resources presents the philosophy to September
the board for approval. 2000

4. | The director of Compensation/Human Resources Information Beginning
Systems (HRIS) uses the philosophy to develop al employee | October 2000

pay structures and programs.

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

AISD typically gives annual wage and salary increases to all employeesin
aclass, regardless of individual performance. In such a system, employees
are neither rewarded for good performance nor discouraged from
performing poorly. Seventy-five percent of the teachers who responded to
the TSPR survey think that the district neither rewards competence and
experience nor spells out qualifications for promotion. Seventy percent of
these teachers did not think that district salaries are competitive.

However, employees receiving the best performance ratings received
larger increases than those receiving above-average ratings; employees
with average (satisfactory) performance ratings are not eligible for a merit
increase, although they may still receive a cost-of- living increase if the
entire pay structure is adjusted. Unsatisfactory performers do not receive a
pay increase or only those percentage increases awarded to all employees
for cost-of- living adjustments.

At Spring 1SD, the board sets aside two amounts within its budget for
salary increases: one for employees on aregular pay schedule and another
for those in a performance-based pay plan. All administrators above
assistant principal are required to participate in the performance-based pay
plan. The district's administrative performance evaluation system provides
a basis for the performance-based plan and is used to determine salary
rewards.

Administrative work plans completed by each Spring 1SD administrator
indicate what administrators will do in a given year to help achieve district
and school objectives. The work plans are developed to reflect relevance




to district objectives, internal consistency, feasibility and consistency with
job description functions and district policies and procedures. In addition,
at least one objective must relate to the individua's professional
development. Each administrator and his or her supervisor set these
objectives together. Once the objectives and performance criteria are set
and confirmed by each employee's supervisor, the administrative
performance appraisal process monitors progress toward the objectives.
Using the personnel evaluation system, supervisors measure how well
administrators succeeded in accomplishing their objectives.

Principals consider each teacher's performance independently when
recommending salary increases for teachers who are under the
performance-based pay system. To be eligible for the maximum increase,
teachers must have an outstanding evaluation and have completed 12
hours of approved staff training. Middle-range increases are given to those
exceeding expectations with 12 hours of staff development. Bottom-range
increases are given to those with no eligibility requirement; however, the
individual may need a professiona growth plan. The eligibility
requirement refers to those teachers who are meeting job expectations.
Spring 1SD's pay-for-performance plan has received widespread praise
from both inside and outside the district.

Pasadena ISD has another innovative approach to tie pay to performance.
Pasadena implemented a performance-pay plan during 1998-99. Awards
are paid out as lump sums and do not affect the individua's base pay. The
plan is designed to reward a campus team for attaining TEA's Recognized
or Exemplary status; the system is reviewed annually to determine
whether the program is improving overal performance within the district.
The district allocates funds to the program annually based on the district's
TEA ratings.

Although the funds are allocated to each successful campus based on the
number of classroom teachers, paraprofessionals, and administrative
positions they employ, the principal decides how to distribute the funds.
Each campus establishes a performance-pay steering committee charged
with distributing the funds fairly. The following scale is used in allocating
funds to Recognized or Exemplary campuses.

Recognized
$600 per teacher
75 per paraprofessional

$500 per administrative employee

Exemplary



$780 per teacher
98 per paraprofessional
$650 per administrative employee

In addition, a Recognized or Exemplary campus can earn additional
funding based on the following scale, if its economically disadvantaged
student population is:

From
1 to 20%: $2,000
21 to 40%: $3,000
41 to 60%: $4,000
61 to 80%: $5,000
81 to 100%: $6,000

These funds may be used only for performance pay for personnel assigned
to the campus during the year upon which the award is based. They may
not be used for instructional supplies, equipment, materials or any other
purpose.

Principals at Pasadena ISD are eligible for a different program that pays a
lump-sum bonus to principals at campuses that receive a Recognized
($1,000) or Exemplary ($1,500) rating. In addition, principals can receive
an additional amount based on their campus' percentage of economically
disadvantaged students. These additional amounts are as follows:

From
1to 20% : $200
21 t0 40% : $300
41 to 60% : $400
61 to 80% : $500
81 to 100% : $600
In November 1999, Pasadena ISD awarded 25 campuses for achieving

Recognized or Exemplary status, and has received high praise within the
district and plans to continue the program.

Recommendation 66:

Establish a pay-for-performance system for Al1SD employees.



This system should be implemented concurrently with the new
performance appraisal system.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The director of Compensation/HRIS works with the January 2001
superintendent and the board to change district policy to allow | - May 2001
for performance-based increases for eigible employees.

2. | Employees and supervisors arrive at goals to serve asthe basis |  June 2001 -
for their evaluations. August 2001

3. | The director of Compensation/HRIS works with the board and | June 2001 -
superintendent to decide the percentage increases alowable August 2001
for employees receiving various performance ratings.

4. | The superintendent and board determine the total amount of September
money that may be spent on performance increases during the 2001
2001-02 school year.

5. | Based on the total amount allocated to their department(s), May 2001

directors determine the percentage increase to be applied to
each dligible employee's salary for the 2000-01 school year.

FISCAL IMPACT

This recommendation could be implemented with existing resources. The

district should use the money budgeted for its annual increases and
distribute those dollars to employees who are meeting or exceeding

expectations on their performance appraisals.

FINDING

AISD has not established aregular schedule for reviewing job descriptions
or amethod for determining which job descriptions are current. AISD
hired an outside consulting firm to update all district job descriptionsin
1996. The department said that it updates individual job descriptions

whenever a position becomes vacant. If a position remains filled for

severa years, but the position's responsibilities change, this updating
method would not capture the changes. Furthermore, many of the job
descriptions are generic at best. For example, Food Services uses generic
job descriptions for its director and assistant director positions that do not

describe their actual duties and responsibilities.
Recommendation 67:

Update all job descriptions every three years.




Human Resources should establish a policy stating that each department
and school must review and update its job descriptions on a three- year
cycle, with one-third of the job descriptions to be reviewed each year. The
job description template should include a field indicating when the job
description was last reviewed. This would alow the district to confirm that
it has reviewed all job descriptions even if the person holding the position
has not changed.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The director of Compensation/HRIS assigns a staff member June 2000
to modify the existing template to include areview date.

2. | Thedirector of Compensation/HRIS devel ops procedures to June 2000
review one-third of al job descriptions annually.

3. | The director of Compensation/HRIS, along with assigned September 2000
Human Resources staff members, begins to update one-third | and Ongoing
of the job descriptions annually.

FISCAL IMPACT

This recommendation could be implemented with existing resources.




Chapter 4

F. EMPLOYEE RELATIONS

AISD manages its employee relations functions through two different
offices. Professiona and administrative employees receive employee
relations support through the director of Employee Relations. Classified
employees receive this support through the coordinator for Classified
Employees. All employee relations issues are resolved in accordance with
Section D of the district's policy manual.

Human Resources documents procedures used to handle all grievances.
The director of Employee Relations conducts annual training sessions for
all supervisors to educate them on employee grievance procedures and the
contractual process, which can be used by administrators and area
superintendents for nonrenewal of contracts for poorly performing
employees. In addition, the process has provisions outlining how to
terminate contracts with employees in the middle of a three-year term
based on performance issues.

All grievances and contract difficulty disputes for professional and
administrative employees are tracked within a secure database located
within the Employee Relations area of Human Resources. This database is
used to produce various reports and document trends. The Classified
Office has no similar tracking system.

Severa employee organizations represent AISD's workers, including
Education Austin, the Austin Association of Texas Professional Educators,
the Texas Classroom Teachers Association and the Austin Association of
Public School Administrators. The district amended its policy concerning
cooperation with these groups on May 24, 1999. The revised policy alows
professional and classified employees to elect a"consultation agent™ for
each employee group. The district is required to notify employees of the
election of the consultation agent through announcements posted
throughout the various work areas. An election administrator appointed by
the board president is responsible for ensuring the integrity of the election,
setting voter eligibility and election dates, and investigating any potential
violation of election rules.

The consultation agent obtains and analyzes input from employees and
other recognized organizations (other union/teacher organizations) and
provides feedback regarding the issues back to the affected employees and
employee groups concerning the status of issues. The consultation agent
also isrequired to conduct quarterly meetings with employees to exchange
information on topics related to the consultation process. The



superintendent must meet with the elected consultation agent once a
month unless the consulting team agrees to meet more or less frequently.
The consulting team consists of the consultation agent's designee which
consists of two to five members, and the superintendent's designee, which
represents administration.

The consultation agent may bring to the board's attention any issues
related to policies, working conditions and other general concerns that
affect the quality of educational and professional services. The board
retains the complete authority to make decisions regarding those concerns.
According to policy, if agreements between the consultation agent and the
consulting team cannot be reached, the superintendent must notify the
board president in writing. The board then will appoint a three- member
subcommittee to resolve the issue in up to three meetings during a three-
week period. If no resolution can be reached, the issue is taken to the
superintendent and the full board. The board has the authority to make the
final decision.

FINDING

AISD offers employment contracts to noncertified administrative and
professional employees. Most of AISD's central administrative employees,
as well asits teachers and school administrators, are employed on three-
year contracts.

Texasis an "a-will" state, meaning that its employers have the right to
hire and terminate employees with or without notice. In school districts,
TEA requires contracts for professions requiring a valid certificate or
permit; noncertified personnel are not required to contract for
employment.

Contracts make it difficult to terminate individuals who do not perform
their job responsibilities adequately. Generaly, in cases in which an
employee under contract is terminated, his or her salary must be paid
through the end of the contract term.

Recommendation 68:

Discontinue the practice of awarding contractsto employeeswho are
not required by state or federal law to hold certificates or per mits.

The district should provide only those employment contracts required by
law. By limiting employment contracts to certified personnel, the district
would lessen its exposure to the risk and expense of litigation. Eliminating
contracts for noncertified positions would provide the district with greater



flexibility in staffing decisions. In addition, this recommendation should
reduce the time spent by Human Resources in administering contracts.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The board changes district policy to state that only those employees July
who are required to hold valid certificates or permits will be 2000
employed on contract.

2. | The director of Human Resources holds an informational session August
with all central administrative personnel affected by the policy 2000
change to explain the impact the change will have on their
employment relationship with the district.

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

The Human Resources Department's employee relations functions are
understaffed. As noted above, one director performs all employee relations
activities for professional employees while one coordinator does so for the
classified employees. The director of Employee Relations spends 100
percent of her time managing and educating professional staff on
employee relations issues. The coordinator of the Classified Section
spends only a portion of histime on employee relations issues. The other
portion of the coordinator's time is spent on recruiting classified
employees. Both employees have a difficult time effectively managing all
of the employee relations issues within the district.

According to the 1998 Saratoga Institute Human Resource Financial
Report, the average number of employees to human resources staff among
all types of organizationsis 100. The report further breaks down each
function of human resources. For an organization of AISD's size (5,000 to
10,000 employees), the report states that the ideal percentage of human
resources staff assigned to enployee relations is 18 percent. According to
this formula, AISD's Human Resources Department could be ailmost three
times larger (91 employees) and have an Employee Relations staff of 16.

Recommendation 69:
Reor ganize all employeerelations activities under the director of

Employee Relations and add one employeeto assist the director with
the additional workload.




Adding afull-time Employee Relations representative would allow the
director of Employee Relations to concentrate on developing policies,
training programs and handling litigious employee cases for the entire
district. The director's role as policy-maker should be focused on efforts
that prevent employee grievances from escalating into formal grievances.
The Employee Relations representative could free the director from
handling the myriad routine employee relations issues such as responding
to questions from supervisors.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The director of Employee Relations drafts a job description of July 2000
the new Employee Relations representative.

2. | Thejob description is approved by the director of Human August 2000
Resources.
3. | The new position is approved by the superintendent. September
2000
4. | The director of Employee Relations works with the director of October
Recruiting and Staffing/Hiring to post the position. 2000

5. | The director of Employee Relations selects a candidate and the | December
new employee begins. 2000

FISCAL IMPACT

This recommendation would have an annual cost of $47,580, based on an
average salary of $42,000 plus benefits of $5,580. This fiscal impact
assumes that the new employee would be paid for nine months in 2000-01.

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

Reorganize al employee
relations activities under
the director of Employee
Relations and add one ($35,685) | ($47,580) | ($47,580) | ($47,580) | ($47,580)
employee to assist the
director with the
additional workload.




Chapter 4

F. PROFESSIONAL DEVELOPMENT

Texas law requires school districts to offer their personnel professional
and in-service training. The state allows school districts to reduce the
number of school days offered to students to allow more time for staff
training.

AlISD's Professional Development Academy (Academy), which is separate
from Human Resources, conducts the magjority of the district's professional
educator training. Each year, the Academy publishes a catalog of course
offerings for the year-more than 300 in 1999-00. These courses are offered
at multiple times and locations. Most are targeted at educators, with only
10 percent of current course offerings aimed at other employees.

All training provided through the Academy is tracked through a database.
Employees may request a transcript of completed coursework to meet
TEA certification renewal guidelines. In addition, employees may register
online through the district's Web site.

Training is conducted by central office staff as well as by master teachers.
Additional trainers from outside the district are hired to supplement
training offerings in specific areas. For example, expertsin gifted and
talented education lead seminars for teachers and parents.

The Academy plays an integral part in providing support to experienced
teachers who wish to obtain national certification through the National
Board Certification Process. At thiswriting, 21 AISD teachers are
applying for natiorel certification.

Additional employee training is provided at the campus and department
levels. The Academy provides basic support to these training efforts by
scheduling classrooms as needed. The superintendent hired an outside
consultant to work on the district's professional development program.

FINDING

AISD has a very positive relationship with the local chapter of the
American Society for Training and Development, an organization that is
made up of training professionals whose mission is to provide leadership
to individuals, organizations and society to achieve work-related
competence, performance and fulfillment in the area of workplace learning
and performance. The organization has adopted and supports AISD at no
cost to the district and has developed a series of training offerings for



supervisors in the areas of communication, coaching and employee
discipline. These courses are provided to the district at no cost.

COMMENDATION

Al SD takesfull advantage of the comprehensive selection of
coursework offered by the Austin Chapter of the American Society
for Training and Development.

FINDING

Curriculum specialists, supervisors and teachers who have had specia
training in cognitive coaching do most of the training at the Academy. The
Academy also offers training for principals and supervisors. Most
professional development for teachers occurs on inservice days at the
campus level. In contrast, most Academy classes are offered in summer
and after school hours. Course schedules are published and provided to
each teacher. The district has an electronic registration system, which, like
other technical systems, needs to be upgraded to improve the capability of
making transcripts.

In interviews, teachers said they liked professional development offered at
campuses better than what is offered at the Academy, such as those
offered on reading, literacy and mathematics. However, several math
teachers had good things to say about professional development offered by
the Academy.

Although the district takes full advantage of outside training opportunities,
many staff had a less than favorable opinion of the training offered in-
house. While the new teacher training and principal training appear to be
solid, only about one-third of the teachers responding to the TSPRsurvey
felt the district's staff development program was effective; less than half of
the teachers felt the district's new employee orientation program was
effective and timely.

Recommendation 70:
Conduct periodic surveys of district staff to determinethe
effectiveness of staff development offerings and adjust cour sesto

improve service.

The results of the surveys should be used by the Academy and the
campuses to determine the professional development needs of the teachers
and principals.

IMPLEMENTATION STRATEGIESAND TIMELINE



.| The deputy superintendent of Curriculum, Instruction and
Professional Development directs the Professional
Development Academy staff to develop a survey to be
administered to district staff to gauge the effectiveness of staff
devel opment course offerings.

August 2000

.| The Professiona Development Academy staff work with the
Network Systems and Support Operations manager to design
and administer the survey on AISD's intranet.

August 2000

.| The Professional Development Academy gathers and
summarizes the survey results and presents them to the deputy
superintendent of Curriculum, Instruction and Professional
Development and the area superintendents.

October 2000

.| The Professiona Development Academy holds focus groups
with teachers and principals to gain additional input on staff
devel opment offerings.

November
2000

.| The Professional Development Academy posts the survey
results on the intranet.

November
2000

. | Based on the survey and focus group results, the Professional
Development Academy reexamines its course load to fit
district employee needs. The campuses and departments also
use the information to tailor staff development courses.

December
2000 -
February 2001

.| The Professional Development Academy begins offering new
staff development offerings reflecting the survey feedback.

March 2001
and Ongoing

FISCAL IMPACT

This recommendation could be implemented with existing resources.




Chapter 5
FACILITIES USE AND MANAGEMENT

This chapter of the report addresses the Austin Independent School
Didtrict's (AISD) facilities use and management function in six sections:

A. Facilities Planning and Design

B. Construction Management

C. Plant Maintenance

D. Custodia Services

E. Energy Management

F. Yellow Pages Test of Maintenance and Custodial Services

A comprehensive facilities, maintenance, housekeeping and energy
management program should effectively coordinate all physical resources
in the district. The objective of this program is to provide a safe and clean
environment for students and to integrate facilities planning with other
aspects of school planning. Moreover, facilities personnel should be
involved in design and construction activities and be knowledgeable about
operations and maintenance activities. Finaly, facilities departments
should operate under clearly defined policies and procedures that can be
adapted to changes in the district's resources and needs.

BACKGROUND

AlISD's Construction Management Department is responsible for facility
planning, construction, renovation, maintenance, vehicle services, redl
estate services and housekeeping. AISD's facilities, land and other assets
represent a taxpayer investment of amost $1 billion. The district has 102
campuses and 22 other facilities accounting for 11.5 million square feet of
building space and 1,820 acres of land. The average age of the district's
buildings is 35 years. The oldest building in the district---Pease
Elementary School---was built in 1881; the newest building---Américo
Paredes Middle School---opened in January 2000. In 2001, after
construction of new schools funded by the 1996 bond issue is completed,
the average age of AISD's buildings will declineto 30 years.

In 1996, the district undertook a $369.5 million construction project to
build 11 new schools, improve 96 existing schools, and conduct 78 other
miscellaneous projects. As of October 1999, 76 of the 185 projects were
not completed. Since 1996, the bond program budget has been increased
to $424.4 million due to $40 million in additional projects and $14.9
million in added expenses.



Exhibit 5-1 presents a summary of the AISD Construction Management
Department's budget for 1998-99 and 1999-2000.

Exhibit 5-1
Construction Management Department Budget Summary
1998-99 and 1999-2000

Per cent of Per cent
1998-99 1999-2000 | 1999-2000

Total change

Personnel/ Benefits $20,792,050 | $21,166,954 59.0% 1.8%
Contracted Services 3,307,064 | 2,838,064 7.9% -14.2%|
Maintenance Expenses 970,045 994,545 2.8% 2.5%
Custodia Expenses 395,570 414,469 1.2% 4.8%|
Overtime 559,596 550,347 15%| -17%
Capital Outlay 433,967 433,967 1.2% 0.0%
Campus Utilities 7,732,211| 8,554,441 23.8%| 10.6% |
Non-campus Utilities 902,730 902,730 2.5% 0.0%
Other Expenses 20,000 20,000 0.1% 0.0%|
Total $35,113,233 | $35,875,517 100.0% 2.2%

Source: AISD Budget Office.

Exhibit 5-2 shows plant, maintenance and operations costs, debt service
and long-term debt per student for AISD and selected peer districts.

Exhibit 5-2
Plant, Maintenance and Oper ations Costs, Debt Service and L ong-
term Debt Per Student
Al SD, Peer Districts, Region and State Average

1996-97 through 1998-99

District Plant, Maintenance and Operations Debt Service Per
Expenditures Per Student ($) Student ($)
1996-97 | 1997-98 | 1998-99 | 1996-97 | 1997-98 | 1998-99
Alief $474 $486 $492 $0 $0 $0
Northside
(Bexar County) 490 483 505 14 4 0




Corpus Christi 488 516 509 5 3
Austin 449 486 519 34 56
Pasadena 675 631 643 14 4
Fort Worth 652 666 659 20 18

Source: AlSD Budget Office.
Construction Management has 890.5 full-time equivalent employees
(FTEs), 884.5 of which are funded through the operating budget and six
through the 1996 bond program. Exhibit 5-3 presents Construction
Management's organizational structure.

Exhibit 5-3

Construction Management Department’'s Organization

Director
(1)

Cffice Services Secretary( 1)
Coordinator 1) |
Secretary Firaneial
Receptionist (1) | Adtainistrator (0.5)
Lueconmting
H Lussistant (1)
I I I 1
Plart Iregaoereents Pingrarn Hewr Constrction Eagsistant Divectorof
Supersor (13 Ivhnagernent Superiaor (17 Nvlamtenance (1)
{(Comsl tan)
Energy | || Pioject Project Adreinistratie -
Coordiretar (1) Mhnager (1) Manager (1) Assistant (1) AI5D Service
Clenter (2070
Buildirg Supervisor | | | Building Supervisor
Roofing (1) Ikchanical (1)

Buildirg Supervisor | | | CADD Technician (1)
Electrical (1)

Ldwinistition Center | | | Admiistration Certer
Facility Ilarager (1) Custodial Staff (2)

Source: AlSD, Construction Management.

Exhibit 5-4 shows the number of AISD's facilities management FTEs by
position for 1998-99 and 1999-2000.




Exhibit 5-4
AISD's Facilities Management Employees by Position
1998-99 and 1999-00

Position 1998-99 | 1999-00 | Per cent Change
Supervisors 14 14 0.0%
Skill Craft (Maintenance) workers 163 163 0.0%
Custodial Staff 619 643 3.9%|
Office Support Staff 155 145 -6.5%
Groundskeepers 56 56 0.0% |
Total 867.5| 890.5 2.7%

Source: AlSD Budget for 1999-2000 and Construction Management
Department.



Chapter 5

A.FACILITIESPLANNING AND DESIGN (PART 1)

Facilities planning and design must ensure that all facilities built or
maintained by the district create an environment for productive
instruction. Long-range facilities planning is one of the most critical
aspects of facilities management. The district must continuously project
changes in student enrollment and assess the state of its existing facilities.

AlISD's Planning Services Department's responsibilities include:

Planning and coordination of the rezoning process,
Planning and coordination of portable unit relocations; and
Land acquisition for future schools.

An accurate understanding of enrollment trends is vital to facilities
planning, since student enrollment is the single most important factor in
determining the number of schools and classrooms the district needs.
Exhibit 5-5 shows AISD enrollment from 1995-96 to 1999-2000.

Exhibit 5-5
Five-Year Enrollment Trend,
1995-96 through 1999-2000

79,000 q 78,196
75,000 A 77,589
77,000 4 76,401 76,590
75,000
75,000
74,000

73,000 . . . . .
1995-96 1996-97  1997-95 1998-99  1999-2000

74,744

Student Enrollmen

Source: AlSD, Office of Sudent Services; Construction Management,
Planning Services.

Note: The 78,196 enrollment number includes 728 students housed at
special programs and campuses and certain statistical adjustments
between campuses. For facility planning purposes throughout this
chapter, a student enrollment figure of 77,468 is used to represent
students at regular campuses during 1999-2000.



During this five-year period, AISD's student population grew at an
average annual rate of 1.1 percent.

Upon completion of the 1996 bond program, AISD will have added one
high school (Akins, July 2000), and two elementary schools (Cowan and
McBee, July 2000). In addition, Paredes Middle School opened January
2000. Another elementary school, Pickle Elementary, is scheduled to open
in 2001. Exhibit 5-6 shows AISD's projected permanent capacity and use
in November 2000.

Exhibit 5-6
Al1SD Permanent Facility Capacity and Use Rate Upon Substantial
Completion
of the 1996 Bond Program in November 2000
Excess
Permanent
Facility
**Projected| Capacity | Projected
Number of |*Permanent | Current Student in 2000-01 | Permanent
School | Classrooms| Capacity in | Student | Enrollment (in Facility
Level in 2000-01 2000-01 | Enrollment | in 2000-01 | students) | UseRate
Elementary 2,082 45,804 42,543 43,011 2,793 93.9% ‘
Middle 833 19,992 15,300 15,468 4,524 77.4% ‘
High 1,031 24,744 19,625 19,841 4,903 80.2% ‘
Total 3,946 90,540 77,468 78,320 12,220 86.5% ‘

Source: AISD Department of Planning Services and TSPR.

* Permanent capacity is based on 24 students per secondary classroom
and 22 students per elementary classroom. ** Student enrollment is

projected by assuming a 1.1 percent annual growth rate, the historical
average growth rate for the last five years.

In 2000-01, upon substantial completion of the 1996 bond program,

AlISD's permanent facility use rate will be 86.5 percent (Exhibit 5-6).
Moreover, the district will have an excess permanent facility capacity that
could support an additional 12,220 students.

FINDING

WEell-planned building "prototypes’ or standardized models ensure that
construction and renovation projects are cost-effective. In 1996, AISD's
Construction Management Department developed building prototypes for
elementary, middle, junior-high and high schools with specific interior and



exterior features. The district uses these prototypesin al new construction
and renovation. The prototypes are based on concepts described in
educational specifications created and updated by the district's
Administrative Working Committee for Educational Specifications.

Prototypical design furthers the following goals:

Incorporate educational specifications
Provide functional equity across the district
Increase cost-effectiveness

Reduce project delivery time.

Initially, Construction Management favored standardized models for the
prototypes. After further analysis of site conditions, the department came
to prefer a "kit-of-parts’ model, which combines fixed components (such

as classroom clusters and cafeteria/gym areas) and variable components
(i.e. medialibrary centers, corridor configurations and multi-story

options).

Exhibit 5-7 shows a prototype design manual for AISD's elementary

schools.

Exhibit 5-7

A Prototype Design Manual for AISD's Elementary Schools

Collection of Data

Processing (Analysis)

Results

Research the Science
and History Prototype
Design

Examples of Prototype
Design

Purpose of Prototype Benefits
of Prototype Prototypical
Concepts

Review of AISD
Educational Specs,
Design Guidelines
and Systems Manual

Priorities of Educationd
Specs: Programs (admin,
instructional, support) and
Facilities (budget,
equipment) Spatial
Relations and Adjacencies

Working knowledge of
Educational Specs
Application of Educational
Specs to prototypical design
Criteriafor rating prototypical
concepts

Meetings with AISD
Staff, Educational

Consultation with each
group in conjunction with

Weight of criteria for rating
prototypical concepts

Specs Committee prototypical design Immediate feedback on
Members, process design development
Construction

Management Team

Toursof AISD Current state of Application of Educational
Elementary Schools | Elementary School design | Specs to existing schools

Site review of snatial

Which snatial relations and




relations and adjacencies

adjacencies work well and
which do not work well

Study of Rutherford
Elementary School
Site Study of Oak
Springs Elementary
School Site

Testing prototypical
design Testing the Kit-of-
Design Concept
Application of
Educationa Specs under
Bond Program

Prototypical goas
accomplished Testing the
prototypical concept and
components on specific sites
Fine-tuning concept and
components of future AISD
Elementary Schools

Source: AISD's Prototype Design Manual for Elementary Schools,

January 1998.

Exhibit 5-8 illustrates sample elements of AISD's prototype for middle

schools.

Exhibit 5-8

Sample Elements of A1SD's Middle School Prototypes

System Configuration
Examples

Description

Pinwheel

Single story

Conducive to long sites

Adaptable to moderately sloping sites
Gymnasium and Cafeteria grouped together for
community functions

Library/Media Center becomes focal point at
intersection of Classroom Clusters
Administration centrally located

Partial Two Leve
Linear

Higher degree of two-level stacking cratesa
more compact footprint
Conducive to long sites

Linear Student "Street" connecting all functions
Library/Media Center has an exterior exposure
Administration centrally located

Source: AISD's 1996 Middle School Prototypes.

AISD plans on updating prototypes before the beginning of every new
bond program. The use of prototypes already has generated some savings




for the digtrict in design fees. In addition, the practice should result in
significant savings in design fees and maintenance costs in the future.

COMMENDATION

Al SD uses building prototypes to ensure quality and control school
construction costs.

FINDING

The facilities at three AISD high schools, Reagan, Travisand L.B.J.,, are
significantly underused. Exhibit 5-9 shows AISD's high school facility
use rates as of October 1999. Tota facility use rates, including both
permanent and portable space, of Reagan, Travis and L.B.J. High Schools
are 59 percent, 73 percent and 73 percent respectively. Only two high
schools, Bowie and Crockett, exceed the permanent classroom use rate of

100 percent.
Exhibit 5-9
A1SD High School Facility Use
October 1999

Number of | Permanent | Portable | Total Current |Permanent| Total

permanent | classroom | classroom | classroom | student | classroom | classroom

classsooms | capacity | capacity | capacity |enrollment| userate | userate
Anderson 92 2,208 0 2,208 1,804 82% 82% |
Austin 92 2,208 240 2,448 2,167 98% 89%
Bowie 119 2,856 192 3,048 3,045 107% 100%
Crockett 103 2,472 312 2,784 2,529 102% 91% |
Johnston 87 2,088 312 2,400 1,826 88% 76%
L.B.J. 89 2,136 72 2,208 1,619 76% 73% |
Lanier 81 1,944 336 2,280 1,855 95% 81%
McCallum 71 1,704 48 1,752 1,666 98% 95%
Reagan 97 2,328 72 2,400 1,405 60% 59%
Travis 91 2,184 168 2,352 1,709 78% 73%
Total 922 22,128 1,752 23,880 19,625 89% 82%
Akins 109 2,616 0 2,616 -- -- --
SI_P(;t(;chted 1,031 24,744 1,752 26,496 19,841 80% 75%




Source: AISD Planning Services Department and TSPR.

Total AISD high school facility use is 82 percent. Akins High School will
be completed in July 2000 and will significantly lower the facility use rate.
The high school student population is projected to be 19,841 in 2000-01
and permanent classroom capacity will be 24,744. Adding in the portable
capacity of 1,752 resultsin atotal facility use rate of 75 percent.

Exhibit 5-10 shows AISD middle and junior high school facility use as of
October 1999. Total AISD middle and junior high school facility use,
including both permanent and portable space, is 62 percent. Three middle
and junior high schools, Bailey, Bedichek and Murchison, have permanent
classroom use rates that approximate or exceed 100 percent.

Exhibit 5-10
AlISD Middle School Facility Use
October 1999

Number of | Permanent | Portable Total Current |Permanent | Total

permanent | classroom | classroom |classroom | student | classroom | classroom

classsooms | capacity | capacity | capacity |enrollment| userate | userate
Bailey 55 1,320 720 2,040 1,529 116% 75%
Bedichek 49 1,176 432 1,608 1,136 97% 71%
Burnet 52 1,248 672 1,920 1,126 90% 59%
Covington 58 1,392 144 1,536 752 54% 49%
Dobie 40 960 432 1,392 874 91% 63% |
Fulmore 45 1,080 168 1,248 764 71% 61%
Kealing 49 1,176 0 1,176 958 82% 82% |
Lamar 43 1,032 720 1,752 915 89% 52%
Martin 41 984 120 1,104 495 50% 45%
Mendez 58 1,392 336 1,728 1,313 94% 76%|
Murchison 52 1,248 456 1,704 1,236 99% 73%
O. Henry 43 1,032 672 1,704 681 66% 40%|
Pearce 48 1,152 624 1,776 958 83% 54%
Porter 43 1,032 552 1,584 829 80% 52%|
Small 61 1,464 0 1,464 929 64% 64%
Webb 35 840 192 1,032 805 96% 78%




Total 772 18,528 6,240 24,768 15,300 83% 62%
Paredes 61 1,464 0 1,464 0 -- --
(Projected 833|  19992| 6240 26232 15468 7% 59%
Total)
Source: AISD Planning Services Department.
By 2000-01, the middie and junior high school student population is
projected to be 15,468 and permanent classroom capacity will be 19,992.
Adding the portable capacity of 6,240 will result in atotal facility use rate
of 59 percent.
Exhibit 5-11 shows AISD's elementary school facility use rate as of
October 1999. Total elementary facility use rate, including both portable
and permanent space, is 80 percent. Many elementary campuses need
portables to sustain their current student enrollment.
Exhibit 5-11
Al SD Elementary School Facility Use
October 1999
Number of | Permanent | Portable Total Current |Permanent | Total
permanent | classroom | classroom | classroom | student | classroom | classroom
classsrooms | capacity | capacity | capacity | enrollment| userate | userate
Allan 37 814 0 814 464 57% 57%’
Allison 27 594 132 726 480 81% 66%
Andrews 28 616 242 858 654 106% 76% ’
Baranoff 32 704 0 704 647 92% 92%
Barrington 30 660 264 924 660 100% 71%
Barton Hills 10 220 154 374 402 183% 108%
Becker 26 572 22 594 307 54% 52%
Blackshear 29 638 154 792 449 70% 57%
Blanton 36 792 264 1056 824 104% 78%
Boone 35 770 110 880 728 95% 83%
Brentwood 30 660 66 726 503 76% 69%
Brooke 23 506 132 638 412 81% 65%
Brown 23 506 154 660 606 120% 92%




Bryker

Woods 10 220 110 330 394 179% 119%
Campbell 28 616 88 704 655 106% 93%
Casey 40 880 0 880 565 64% 64%
Casis 34 748 198 946 725 97% 771%
Cook 31 682 264 946 1,022 150% 108%
Cunningham 30 660 154 814 638 97% 78%
Davis 36 792 132 924 638 81% 69%
Dawson 29 638 176 814 464 73% 5%
Doss 25 550 110 660 666 121% 101%
Galindo 30 660 44 704 749 113% 106%
Govadlle 31 682 88 770 630 92% 82%
Graham 26 572 154 726 619 108% 85%
Gullett 21 462 110 572 455 98% 79%
Harris 31 682 330 1012 970 142% 96%
Hart 32 704 22 726 652 93% 90%
I;;?I? land 30 660 88 748 660 100% 88%
Hill 32 704 88 792 772 110% 98%
Houston 30 660 308 968 915 139% 95%
Jordan 28 616 88 704 725 118% 103%
Joslin 21 462 154 616 401 87% 65%
Kiker 28 616 418 1034 1,058 172% 102%
Kocurek 35 770 132 902 741 96% 82%
Langford 32 704 264 968 819 116% 85%
Lee 21 462 22 484 371 80% 7%
Linder 28 616 154 770 621 101% 81%
Maplewood 17 374 110 484 370 99% 76%
Mathews 20 440 44 484 372 84% 771%
Menchaca 30 660 66 726 426 64% 59%
Metz 28 616 88 704 662 108% 94%




Mills 40 880 0 880 697 79% 79%
Norman 18 39 176 572 512 129% 90%
Oak Hill 39 858 198| 1056 812 95% 7%
Oak Springs 20 440 66 506 409 93% 81%
Odom 30 660 176 836 751 114% 90%
Ortega 21 462 110 572 365 79% 64%
Pam 28 616 154 770 628 102% 82%6
Patton 36 792 154 946 832 105% 88%
Pesse 15 330 0 330 238 72% 72%
gg‘;?“ngs 28 616 132 748 560 91% 75%
Pillow 25 550 88 638 481 88% 75%
Pleasant Hill 28 616 110 726 561 91% 7%
Reilly 17 374 88 462 309 83% 67%
Ridgetop 11 242 110 352 259 107% 74%
Rodriguez 2 704 110 814 691 98% 85%
. Elmo 24 528 132 660 431 82% 65%
Sanchez 32 704 66 770 503 71% 65%
Sims 20 440 22 462 209 68% 65%
Summitt 35 770 0 770 631 82% 82%6
\S/“arl‘lsg 34 748 66 814 584 78% 72%
L?Sr?ts 31 682 66 748 568 83% 76%
gi‘k“t a1 902 64| 1166 969 107% 83%
Widen 35 770 198 968 733 95% 76%
Williams 31 682 264 946 709 104% 75%
winn 30 660 110 770 586 89% 76%
Woolridge 30 660 308 968 1,062 161%  110%
Wooten 23 506 176 682 632 125% 93%




Zavaa 31 682 176 858 419 61% 49%‘
Zilker 21 462 132 594 421 91% 71%
Total 1,986 43,692 9,350 53,042 42,543 97% 80% ‘
NC McBee 32 704 0 704 0 -- --
NE Pickle 32 704 0 704 0 -- -
S Cowan 32 704 0 704 0 - -- ‘
%F:gjg:ted 2,082 45,804 9,350 55,154 43,011 94% 78%

Source: AISD Planning Services Department.

McBee and Cowan Elementary Schools will be completed in July 2000;
Pickle Elementary School will be completed July 2001. By 2000-01, the
elementary school student population is projected to be 43,011 and
permanent classroom capacity is projected to be 45,804. Adding the
portable capacity of 9,350 results in atotal facility use rate of 78 percent.

After the 1996 bond program is complete, the district's program
management company will turn over al the data related to the program to
AISD Construction Management. This means that the district will inherit
volumes of valuable information about its facilities that can be used to
quickly move future construction projects forward. This information
would be even more vauable to AISD if the district knew what needs
were satisfied by the 1996 program and what needs remain to be satisfied
by future bond issues. This type of information typically is gathered
through a post- program needs assessment. While the district is planning
the transfer of unfinished projects, project documentation and other
records from the program management company to AISD, it has not
initiated a post-bond program needs assessment.



Chapter 5

A. FACILITIESPLANNING AND DESIGN (PART 2)
Recommendation 71;

Reassess current and future building plans and reallocate dollarsto
areas wher e facilities are needed to address enr olilment and capacity
needs.

AISD should adopt a planned approach that includes a balanced
combination of facility closings, shifts of grade levels to underused
facilities and attendance zone changes to maximize district resources.

Exhibits 5-12 shows some of AISD's schools that are significantly
underused.

Exhibit 5-12
Facility Use Rates for Selected Campuses
October 1999
Permanent Total
Rate with Portables
Reagan High School 60% 59%|
O. Henry Middle School 66% 40%
Covington Middle School 54% 49%|
Lamar Middle School 89% 52%
Martin Middle School 50% 45%|
Pearce Middle School 83% 54%
Porter Middle School 80% 52%
Allan Elementary School 57% 57%|
Becker Elementary School 54% 52%
Blackshear Elementary School 70% 57%|
Dawson Elementary School 73% 57%
Zavala Elementary School 61% 49%




Source: AISD Planning Services Department.

AISD should thoroughly evaluate its current facility capacity and future
space needs. If portable facilities continue to be used, they should also be
considered when determining the district's total facility capacity available
for instruction.

A construction management firm should conduct this assessment,
summarizing what needs have been satisfied by the program and what
needs remain to be satisfied by future programs. This assessment would
allow Construction Management personnel to become familiar with
methodol ogies and documents inherited from the program management
company. In conjunction with the needs assessment, the vendor should
conduct a study of the district's current facility capacity and future space
needs.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | Thedirector of Construction Management and deputy August 2000
superintendent for Finance and Support Services obtain
approva from the superintendent to issue requests for
proposals (RFPs) to identify the cost of conducting a study for
determining the district's current facility capacity and future
space needs and to conduct a post-bond needs assessment.

2. | Thedirector of Construction Management presents the analysis | October 2000
of the proposals to the superintendent and the board.

3. | The superintendent approves the proposal. October 2000
4. | The board approves the proposed vendor. October 2000
5. | The vendor conducts the current facility capacity and future November
space needs study and post-bond needs assessments. 2000-
August 2001

FISCAL IMPACT

A study by an outside vendor to evaluate the district's current facility
capacity and future space needs and conduct a post-bond needs assessment
would cost AISD between $500,000 and $750,000, according to one
program management company. Significant savings in personnel and
facility-related expenses could be achieved through mothballing under-
used facilities until they are needed, but the final savings will depend on
the district's approach.




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

Reassess current and future
building plans and reallocate
dollarsto areas where
facilities are needed to
address enrollment ard
capacity needs.

($750,000) $0 $0 $0

FINDING

At the secondary level, most AISD classrooms are typically unused one
out of seven hours allotted for classroom instruction each day. Although
the district has enough classroom space at most schools (an average 72
percent total facility use rate at the secondary levels indicates that
approximately 28 percent of district's total facilities are underused), school
principals continue to request additional portable classrooms. AISD's
practice is to minimize the number of "floating" teachers, secondary
school teachers who are required to move from one classroom to another
each period in the school day. In other words, most secondary teachersin
AISD are assigned a permanent classroom and that classroom stands
vacant during their lunch and planning periods each day.

As aresult, only about 5 percent of AISD secondary-level teachers are
"floating." The district believes that this approach helps teachers create a
more successful learning environment and allows them to keep all their
supplies and reference materials in one room. Nonetheless, this approach
is costly, because every permanently assigned classroom remains vacant
for at least one out of seven hours each day and because AISD continues
to purchase new portables to support this practice.

Recommendation 72;

I mprove management of per manent classroom space by formalizing
and implementing a strategy for more efficient use.

AISD should reexamine the benefits and costs of providing secondary
school teachers with a permanently assigned classroom.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | Thedirector of Construction Management, the deputy August 2000

a inerintendent for Finance/CFO and the deni itv « inerintendent




of Curriculum, Instruction and Professional Devel opment form
atask force to evauate the district's philosophy for facility use.

2. | Thetask force evaluates all costs and benefits of providing August -
secondary teachers with a permanent classroom. October 2000
3. | The task force documents its findings, recommendationsand | October 2000
implementation strategies and presents them to the board.
4. | The board approves the task force's decision. November
2000
5. | The task force implements the recommendations. November -
December
2000

FISCAL IMPACT

This recommendation could be implemented with existing resources.

FINDING

AISD has the highest number of portables per student in its peer group. In
1998-99, the district had 617 portable units, each of which has a capacity
for two classrooms, or 44 to 48 students. Some of these portables are
designated for non-instructional district activities. AISD portables provide
instructional space to about a third of the student population, given its
1999-2000 student enrollment of more than 77,000. In its facility use

calculations, AISD does not include the space provided by its 600
portables (with capacity for some 27,100 students).

Exhibit 5-13 compares AISD to its peer districts on the basis of number of

students per portable.

Exhibit 5-13
Portable Classroomsin AISD and Peer Districts
1999-2000

Number | Number | Portable-to

District of of -Student
Students | Portables| Ratio
Austin 77,468 600 1:129 ‘
Fort Worth 77,997 458 1:170 ‘
Corpus Christi 40,293 234 1:.172 ‘

Northside (Bexar County) | 61,458 271 1:227‘




Pasadena 41,298 174 1:237
Alief 41,116 42 1:979
Peer Average 52,432 236 1:222

Source: AEIS, AISD and peer district survey.

AISD has the highest number of portables per student, exceeding the peer
average by 42 percent.

Between 1996 and 1999, AISD acquired additional portables to support
the 1996 bond program as well as for a variety of other classroom needs.
While AISD says that many of its portables house students displaced by
the bond program, in 1995-96-before the program started-the district
already had 528 portables. Moreover, the cost of maintaining portablesis
high. According to the director of the Service Center, maintenance costs of
a portable unit are about 15 percent higher and custodial costs are 26
percent higher per square foot than those of a permanent school building.

Every year, AlISD relocates a number of portables to accommodate
changes in enrollment across the district's campuses. Exhibit 5-14 shows
the district's portable acquisitions and rel ocations from 1995-96 to 1998-

99.

Exhibit 5-14
Acquisition of New Portables and Relocation of Existing Portables
1995-96 to 1998-99

Number Total Number
of Per cent annual cost of
portables| Number Number of of portable | portables
in the of Cost of of existing acquisitions| inthe
beg. of | acquired new relocated | portables| Cost of and end of
Year | theyear |portables| portables |portables|relocated | relocation | relocations | theyear
1995-96 528 15| $712,643 8 15%| $180,436| $893,079 543
1996-97 543 22| 1,294,292 32 59%| 567,009, 1,861,301 565
1997-98 565 22| 950,765 85 15.0%| 1,100,698| 2,051,463 587 |
1998-99 587 30| 1,864,307 37 6.3%| 554,932| 2,419,239 617 |
Total 89 | $4,822,007 162 $2,403,075| $7,225,082
Average cost of a new portable $54,180
Average cost of arelocation $14,834




Average percent of portables rel ocated

7.3%

Source: AISD Construction Management Department.

After AISD completes the bond program in 2000-01, the district will have
permanent classroom capacity for about 90,540 students (Exhibit 5-6).
When the portables are accounted for that currently have capacity for
17,342 students, the district's space in 2002 should accommodate
approximately 107,882 students.

Exhibit 5-15
Student Enrollment Projections Based on the Five-Year Historical
Growth Rate

2000-01 to 2006-07
Y ear Student Y ear Student

Enrollment Enrollment
Current 77,468 | 2003-04 80,933|
2000-01 78,320 | 2004-05 81,824
2001-02 79,182 | 2005-06 82,724|
2002-03 80,053 | 2006-07 83,634|
Historical 5-year growth rate 1.1% |

Source: TSPR.

Exhibit 5-15 shows AISD's student enrollment projections for 2000-01 to
2006-07, based on the five-year historical student enrollment growth rate.

Assuming AISD's student population continues to grow at the historical
rate of 1.1 percent, the district's enrollment in 2006-07 will be
approximately 83,634. In theory, assuming an even and well-distributed
annual enrollment growth of 1.1 percent and no change in the number of
portable units, AISD's permanent and portable facilities would not be fully
used until the 2028-29 school year.

The use of some portables can be explained where schools lack the
infrastructure for such elective programs as music or art. But in the
absence of clearly defined policies, AISD isincurring an extraordinary
expense.

AISD has no formal strategy for the use of its portables. The district has
outlined a process for portable management, but this process has not been



approved by the board and has not led to the most efficient use of portable
space. Planning Services manages the portable units and determines the
district's need for portable relocations and additional portables. However,
Planning Services does not have the authority to move portables from one
campus to another. This decision must be made jointly by a representative
of Planning Services, the school principal and the area superintendent. As
aresult, after permanent classrooms are added to a campus and its need for
portable classrooms ends, the school principal frequently finds another use
for the units.

Recommendation 73;

Improvethe district's management of portable space by formalizing
and implementing a strategy for itsuse, and sell surplus portable
units.

The board should establish a portable use policy, and the director of
Planning Services should control all portable purchases and relocationsin
accordance with that policy. In addition, AISD should set up a decision
making body to consider requests for exceptions to district policy. This
body should consist of AISD specidists in both instruction and facilities.
Thiswould allow AISD to manage its portable space more effectively and
would reduce the number of portablesin use by the district. Surplus
portable buildings can then be sold.

If AISD were to adjust its portable-to-student ratio to the peer average, the
district would need only 349 portable buildings (77,468 students divided
by 222 peer average portables = 349). Thiswould alow the district to sell
251 of its 600 portable units and would save the district significant
maintenance and custodial costs while generating one-time revenues from
the sale of excess buildings.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The director of Construction Management, together with the August -
deputy superintendent for Finance/CFO and the director of September
Planning Services, develops a strategy for portable 2000
management, identifies portables to be sold, and designs an
implementation plan for the sale.

2. | The superintendent approves the portable management September
strategy and the implementation plan. 2000

3. | Thedirector of Construction Management implements the October -
strategy and the plan, and begins selling its excess portables. | December 2000

and Ongoing




FISCAL IMPACT

Each year, AISD spends in excess of $1 million on new portable buildings
and more than $600,000 on existing portable relocations (Exhibit 5-14). If
the district can make better use of existing portables, new purchases can
be eliminated. This recommendation would reduce the number of portable
relocations needed by 25 percent and freeze purchases of new portables,
saving the district $1,355,694 annually ($150,192 annually from a 25
percent reduction in the district's average annual portable relocation cost
of $600,769, plus $1,205,502 annually from freezing purchases of new
portables.

Further, this recommendation would result in the sale of 251 portable units
over atwo-year period beginning in 2001-02. Assuming that AISD can

sall 125 portables in 2001-02 and 126 portables in 2002-03, the district
would raise $6,275,000 annually ($25,000 average unit value of AISD
existing portables x 251 portables).

The cost of maintaining a square foot of AISD space is $1.98, based on an
annual maintenance and custodial cost of $22.8 million shown in Exhibits
5-22 and 5-34. In 2001-02, the district would have 125 fewer portables to
maintain as the result of selling excess portables with approximately 1,949
sguare feet per portable, representing 243,625 square feet of space to
maintain and clean. In 2002-03, the district would have 126 fewer
portables to maintain and clean, or 245,574 fewer square feet. Savingsin
maintenance and custodia costs in 2001-02 could reach $482,377
(243,625 x $1.98 = $482,377); savings could reach $968,614 annually
thereafter (489,199 x $1.98 = $968,614).

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

Reduce relocation
costs by 25

percent and freeze | $1,355,694 | $1,355,694 | $1,355,694 | $1,355,694 | $1,355,694
new portable

purchases.

Sell portables $0 | $3,125,000 | $3,150,000 $0 $0|
Reduce

mai ntenance and $O| $482,377| $968,614| $968,614| $968,614
custodial costs.

Net Savings $1,355,694 | $4,963,071 | $5,474,308 | $2,324,308 | $2,324,308

FINDING



Although AISD is implementing a $424 million bond program, the district
lacks a comprehensive facilities master plan. Some essential components
of such a plan include:

Identification of the current and future needs of district facilities
and educational programs;

Analysis of the condition of existing schools;

Student growth projections and community expansion plans,
Cost and capital requirements analysis, and

Facilities program management and design guidelines.

Most school districts maintain and regularly update educational
specifications that define space and other requirements for various types of
digtrict facilities, such as libraries, computer labs and gyms. The best
practice for a school district bond program is to update educational
specifications between six to 12 months before the program'’s planning
stage begins.

Furthermore, the outcome of the planning stage is issuance of the
"Redbook," a document describing the scope and costs of the bond
program in general and those of each project specifically. The Redbook
effectively is a contract between the school district and its taxpayers and is
intended to hold the district accountable for completing the projects it lists.
Since educational specifications directly affect construction costs, a school
district undergoing a bond program must update its educational
specifications before issuing a Redbook; otherwise, the costs specified in
the Redbook will change, and the district may not be able to build at the
costs listed in the document. The lack of a facilities master plan has led
AISD into severa costly mistakes during the implementation of the 1996
bond program.

In April 1996, AISD issued a Redbook describing the scope and cost of
every project to be acconplished during the 1996 bond program. In
January 1997, however, the district made changes to its educational
specifications that raised the costs of some construction projects. Since the
Redbook was created using the old educational specifications, its costs
differed from the true construction costs. As a result, members of the
public who are using the Redbook to track the program's progress may
come to believe that AISD spends more than necessary.

A facilities master plan should be used to set the district's strategy for
future land acquisitions. Strategic planning for these acquisitions has
resulted in significant savings for other districts. For example, AISD
wishes to build a new North Activity Center aswell as Field Sports
Facilities. Due to the rapidly growing real estate market, however, AISD
has not been able to acquire tracts for these facilities. This inability to



acquire land in atimely manner greatly increases the risk of project
delays. By planning ahead and purchasing land at today's prices, the
district might realize some savings in the future.

Exhibit 5-16 shows the facilities planning process recommended by the
Texas Education Agency (TEA) and AISD's status on each component of

the process.
Exhibit 5-16
Facilities Planning Process Recommended by TEA
1998
Férlogram Mission | Responsibilities | Deliverables | AISD's Status
ement
Planning | Needs Identify current | Demographics, Partidly
Assessment | and future needs | facilities survey, | completed
boundary, (need to
funding, complete
education market, staff
program, market, | capability, and
staff capability, transportation
transportation anaysis)
analysis
Scope Outlinerequired | Programming, Completed
building areas, cost estimating,
develop scheduling, cost
schedules and anaysis
costs
Strategy Identify structure | Facilities project | Completed
list, master
schedule, budget
plan,
organizational
plan, marketing
plan
Public Implement public | Public and media | Incomplete
Approval relations relations
campaign
Approach | Management | Detail roles, Program Completed
plan responsibilities | management plan
and procedures | and systems
Program Review and Detailed delivery | Completed
Strategy refine details strategy




Program Educational Completed
Guidelines specifications,
design guidelines,
computer-aided
design standards.

Source: Texas Education Agency.
Recommendation 74:

Create a comprehensive facilitiesmaster plan, and annually monitor
thedistrict's progresstoward implementation.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The director of Construction Management uses the TEA model August -

to assess AISD's status in facility planning. September
2000

2. | The director of Construction Management meets with the September
director of Planning Services, director of New Construction, 2000

director of Plant Improvements and director of the Services
Center in order to assign responsibilities for completing the
district's facilities planning.

3. | The director of Construction Management, together with the September
director of Planning Services, the deputy superintendent of 2000
Finance and Support Services, and the deputy superintendent
for Curriculum, Instruction and Professional Development,
designs a method for obtaining community involvement in the
facilities planning process.

4. | The director of Construction Management compiles September -
components of the facilities master plan and developsaforma | October 2000
facilities master plan document.

5. | The director of Construction Management presents the October 2000
facilities master plan to the board for review.
6. | The board approves the facilities master plan. November
2000
7. | Thedirector of Construction Management annually monitors November
progress of implementing the facilities master plan. 2000 and
Ongoing

FISCAL IMPACT




This recommendation could be implemented with existing resources.



FINDING

The review team examined the 1999 Travis County Appraisa District's
Exempt Property Report to identify AISD's properties and their appraised
values. AISD holds at least 10 miscellaneous properties that are not
intended for school district use and have an appraised value of more than
$6.3 million (Exhibit 5-17).

Exhibit 5-17
Al SD Miscellaneous Property
January 2000
Size 1999 TCAD
L ocation Valuation Remarks
(Acres) )
, Building and land are leased to

;(1)80%0';“1’3;‘7& 0.212| $1,507,603 | the Austin Club; lease expires

9/31/2029.
Bluff Springs (Old The Old Black School site
Lockhart Hwy.) 2.04 32,772 | acquired with the Pleasant Hill
#0448080126 annexation.
Burnet Middle School Property separated from the
Tract (Doris Drive) 1.23 134,000 | schoal site after the construction
#0241070628 of Hathaway Street
Decker Lake (Loyola 125 43.495 Originally purchased for future
Lane) #0218310503 ' ’ elementary school site.

Originaly purchased as asite
LoyolaLane for future/replacement middle
#0218270201 30676 668,124 school; located too close to the

existing schooal.

Residential lot conveyed in
6313 Waynesburg 0.9246 4.800 1972 to AISD by developer to
Cove #0219260229 ' ' provide western access to 33

Loyola tract.
Norman Elementary In 1994, the Ropes/Challenge
School Tract 8.922 133,830 | Course was constructed on this
#0209230468 Ste.
Webb Elementary
School Tract (Roland 0.75 45,000 Currently leased to St. Francis

Johnson Drive)
#0230130518

school for playground.




The main building, including the
Old Austin High Annex, leased to the Austin
School #0210001001 | 47| 3629952 ooty College through
August 31, 2020.
Old Austin High The gymnasium is located on
School Gymnasium 0.73 116,000 | West Avenue and 131/2th
#0210000308 Street.
Total 60.7| $6,315,506

Source: Travis County Appraisal District 1999 Certified Values, January
2000; AISD Planning Services.

In 1993, TSPR recommended that the district sell al miscellaneous
properties not designated for future district use. Since 1993, AISD has
sold six properties with atotal value of more than $2.8 million. However,
the district has no formal or board approved documented strategy for
selling its miscellaneous properties, and although the district says it has
two properties that may be designated for future district use, it does not
say what the intended use is.

The Austin Community College (ACC), the lessee of the old Austin High
School campus at 12th and Rio Grande Streets, has asked AISD to transfer
ownership of the property to ACC and has proposed to buy the
gymnasium on West Avenue at its appraisal value.

Recommendation 75;

| dentify propertiesthat AISD has no plansfor, develop a formal
strategy to sell these properties and sell miscellaneous properties.

AISD should develop aformal strategy and a plan for selling its properties
not intended for district use. For those prope