TRANSMITTAL LETTER

April 29, 2002

The Honorable Rick Perry

The Honorable William R. Ratliff
The Honorable James E. "Pete" Laney
Members of the 77th Legidature
Commissioner Felipe T. Alanis, Ph.D.

Fellow Texans:

| am pleased to present my performance review of the Laredo Independent
School District (LI1SD).

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

| have made a number of recommendations to improve LISD's efficiency.

| have aso highlighted a number of "best practices' in district operations -
model programs and services provided by the district's administrators,
teachers, and staff. This report outlines 101 detailed recommendations that
could save LISD more than $17.1 million over the next five years, while
reinvesting more than $4 million to improve educationa services and
other operations. Net savings are estimated to reach more than $13 million
over the next five years-savings that the district can redirect into the
classroom.

| am grateful for the cooperation of LISD's board, staff, parerts, and
community members. | commend them for their dedication to improving
the educational opportunities for our most precious resource in LI1SD - our
children.

| am also pleased to announce that the report is available on my Window
on State Government Web site at
http://www.window.state.tx.us/tspr/laredo/.

Sincerely,



Canilte Tt Bylarollin

Carole Keeton Rylander
Texas Comptroller



What I1s 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.

Sinceits creation in 1991, TSPR has conducted in-depth, on-site
management reviews of more than 60 Texas school districts serving more
than 1.4 million students, or 35 percent of the state’'s 4 million public
school students. Including Laredo, more than $650 million in five-year net
savings have been identified in the 71 reviews released 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 financia 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 areview. A
cross-section of Texas school districts—large and small, wealthy and
poor, urban and rura—are selected so that awide variety of other districts
can apply TSPR’s recommendations to their own circumstances. Priority
is given to districts with poor academic or financial performance, and/or
where the greatest number of students will benefit from an audit.

More than 90 percent of all recommendations are being voluntarily
implemented to date in the 45 districts that have had more than one year to
implement TSPR recommendations.



Key Findings and Recommendations

TSPR examined Laredo |SD operations and heard from employees, school
board members, teachers, students, parents, and community and business
leaders. Following are the major proposals TSPR has developed to help
the district address various issues:

Major Proposals

Accelerate Improvements in Student
Performance

Create curriculum guidesfor all LISD courses and subjects.
LISD does not have curriculum guides to support most of the
courses offered in grades 9-12. The district does have academic
standards that provide a broad overview of minimum standardsin
the core areas of language arts, math, science, socia studies and
technology. Creating curriculum guides for al high school subjects
that are linked to the academic standards would help the district
standardize course offerings and improve student performance.

I ncrease student preparation, participation and scores for the
College Board’s Scholastic Aptitude Test (SAT I) and the
American College Testing Program Assessment (ACT). The
percent of students taking the SAT or ACT islower than Region 1
and the state. Further, only 5 percent of students scored at or above
TEA’s criterion as compared to 10.8 percent for the region and
27.3 percent for the state. LISD’s average SAT score is 860 as
compared to 990 for the state and LISD’s average ACT scoreis
17.6 as compared to 20.3 for the state. Increasing district efforts to
encourage participation, preparation and subsequent pass rates for
students taking the SAT and ACT tests would foster improvements
in the academic skills deemed important to a student’s successin
college.

Develop and adopt a board policy for management of
curriculum. L1SD does not have a specific board approved policy
providing districtwide direction for curriculum management. The
district has six policies related to curriculum design, but lacks a
central policy that would ensure consistency and provide staff
direction for improved management and delivery of curriculum.
Development of a central curriculum policy will enable the district
to better direct and manage its curriculum.



Ensure that board members understand their
policy-making role

Develop operating procedures and a self-monitoring system for
the board. LI1SD board members have become increasingly
involved in the district’ s daily operations. Examples of board
member involvement includes creating a new Quality Assurance
committee that is directed and chaired by a board member to
routinely monitor detailed activities of departments, control staff
appointments and raises and question and give advice on interna
operational decisions. By creating board operating procedures that
each board member agrees to, board members will more fully
understand their roles and responsibilities.

Replace standing committees with a Committee of the Whole.
The LISD board is not using its four standing committees
effectively and often reviews some of the same information in both
its standing committees and regular board meetings, resulting in
duplicative efforts. By replacing standing committees with a
Committee of the Whole, the superintendent and his executive
leadership team can conduct district business more efficiently and
reduce duplicate information requests among committees.

Reorganize the District’s Management
Structure

Restructure L1 SD’s organization. LISD’s organizational
structure suffers from unclear lines of authority and accountability.
Many aspects of the district’ s operations are not assigned to report
to a specific position, creating gaps and overlapping
responsibilities. The superintendent’s span of control is too large
with direct supervision of 13 professional staff and three secretarial
staff. By logically grouping functions and ensuring all districtwide
programs are appropriately coordinated, LISD can increase the
effectiveness and accountability of central administration.

Centralizethedistrict’s grant -writing operations. The district’s
grant writing is not coordinated. While some departments have
been very successful in securing grants, there is no measure of how
successful the district as a whole has been in meeting its funding
needs. Centralizing this function would help the district more
effectively secure and manage grants.

Reor ganize the Information Technology (I T) Department and
create a new chief information officer position for the district.
The district has invested heavily in its technology infrastructure



but does not have a management structure that provides for proper
oversight and support for the overall system. Implementing a
number of specific technol ogy-related recommendations will

bal ance personnel resources, remove overlapping responsibilities
and help the IT Department position itself to support the district’s
present and future technology needs.

Designate a cafeteria manager at each campus. The Child
Nutrition Program’s supervisory structure for satellite operations
does not provide effective management of cashiers and servers.
With the exception of the Cigarroa Middle/High School and
Martin High School campuses, cafeterias are not supervised by
cafeteria managers. A cafeteria manager at each campus would
provide the district more effective oversight of its food services
operation.

Clarify responsibilities and ensure accountability for all
personnel in charge of safety or security-related functions. The
administrative units responsible for safety and security arein a
state of flux organizationally, and responsibilities have not been
clarified. A reorganization, the second in less than five years, has
separated some of the primary safety responsibilities from those of
security placing them in different administrative units altogether. It
iscritical to clarify roles and responsibilities quickly and ensure
that the entire organization is informed of the changes.

Improve Operating Efficiencies

Revise campuslevel staffing guidelines. LISD uses staffing
allocation models as a baseline for assigning administrative and
teaching personnel, but added positions between 2000-01 and
2001-02 when enrollment increased by only nine students. By
applying industry standard staffing guidelines, the district can not
only save nearly $7.8 million over the next five years, but also can
equitably and efficiently distribute staff to each schooal.

Adjust custodial staffing. The district’s custodial staffing formula
of 13,000 square feet per custodian is considerably less than the
20,000 square feet per custodian standard recommended by the
Association of School Board Officias, but custodians perform
other duties such as daytime monitoring, grounds keeping and
guarding school crossings. By adhering to the district’s own
custodial staffing formula, the district could reduce custodial
positions by 41 and save more than $600,000 annually.

Establish a meals per labor hour standard. The district does not
use a Meals Per Labor Hour (MPLH) standard to measure the



productivity of its food service operations. By implementing a
MPLH standard that meets industry guidelines, LISD could reduce
labor costs and potentially save more than $191,000 each year.

Purchase custodial and instructional supplieson a just-in-time
basis. Custodial and instructional supplies are purchased in bulk
and warehoused for up to six months. By using a just-in-time
system, the district can consolidate warehouses and efficiently
provide supplies to campuses, saving an estimated $137,000
annually.

Purchase buses based on student transportation needs. The
Transportation Department’s policy is to purchase buses with
capacity in excess of the transportation needs of the district; the
bus fleet is operating at 43.9 percent capacity. By implementing a
policy to purchase smaller buses that can be used on routes with a
lower ridership, the district could realize savings of $226,000 over
the next five years.

I mplement staggered bell times at district campuses. LISD’s
Transportation Department has the highest operating costs per mile
of its peer group. By implementing a staggered bell schedule at its
elementary, middle and high schools, buses could run multiple
routes and save over $66,000 each year.



Exemplary Programs and Practices in
the
Laredo Independent School District

TSPR identified numerous best practicesin the Laredo I1SD . Through
commendations in each chapter, the report highlights model programs,
operations and services provided by the district’s administrators, teachers
and staff. Other school districts throughout Texas are encouraged to
examine these exemplary programs and services to seeif they could be
adapted to meet local needs.

L1SD provides opportunitiesfor studentsto exploretheir interestsin
communications, fine arts, health and science. With help from a
committee of parents, gifted and talented teachers and regular teachers,
principas and central administrators, LISD maintains two magnet schools
offering varied curriculain science and fine arts and provides Advanced
Placement courses for students, which increases their chances of going to
college.

L1SD’sefforts have increased scholar ship funding for students.
To encourage students to enroll in college, LISD has devel oped
strong partnerships with higher education and local businesses to
increase the amount of money available for student scholarships
from $1.2 million in 1996 to $3.3 million in 2001.

Energy management and conservation program has produced
significant savings during thefirst year of operation. LISD
began a comprehensive energy conservation program in September
1998 including a comprehensive lighting retrofit, the addition or
replacement of approximately 162 heating, ventilation and air
conditioning units, the installation of a building automation system
for districtwide control of mechanical and electrical equipment and
apilot water conservation project. First year energy savings totaled
$669,859.

Improved financial reporting has provided L1SD with multiple
awards. LISD’ s Finance Department has emphasized and
improved its reporting processes, and as a consequence, has
received national recognition including the Distinguished Budget
Presentation Award from the Government Finance Officers
Association for 1997-98, 1998-99 and 1999-2000 and the
Certificate of Achievement for Excellence in Financial Reporting
for its Comprehensive Annual Financial Reports for the fiscal
years ending August 31, 1997, August 31, 1998 and August 31,
1999.



L1SD’sprocessfor identifying, selecting and writing
technology grants hasincreased funding for technology
improvements. As aresult of technology grants, all of LISD’s
schools are fiber optically wired, and an extensive server network
has been installed.

Awarding prizesto students has improved participation in the
district’s breakfast program. The Child Nutrition Program
increased student participation in the district’ s breakfast program
by periodically awarding prizes to students who eat breakfast at
school. The prizes, such as stuffed animals, are distributed to
students by attaching a winning number or color to the bottom of a
breakfast tray.

Useof the LISD’sWeb site hasimproved the purchasing
process. The Purchasing Department efficiently usesthe district’s
Web site in the bid process. In 2001-02, L1SD began placing bid
invitations and requests for proposals (RFPs) on its Web site,
instead of mailing out the RFPs to the 8,000 potential vendors. The
district expects its use of the Web site to reduce the costs of
printing and postage.



EXECUTIVE SUMMARY

Executive Summary Overview
Summary of Costs and Savings by Recommendation (Exhibit 4)

In October 2001, Texas Comptroller Carole Keeton Rylander began a
review of three Webb County school districts including the Laredo
Independent School District (L1SD), Webb Consolidated 1SD and
Mirando City 1SD. Based upon more than six months of work, this report
identifies LISD's exemplary programs and suggests concrete ways to
improve district operations. If fully implemented, the Comptroller's 101
recommendations could result in net savings of more than $13 million
over the next five years.

Improving The Texas School Performance Review

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

Recognizing that only 52 cents of every education dollar is spent on
instruction, Comptroller Rylander's goa is to drive more of every
education dollar directly into the classroom. Comptroller Rylander also
has ordered TSPR staff to share best practices and exemplary programs
quickly and systematically with all the state's school districts and with
anyone else who requests such information. Comptroller Rylander has
directed TSPR to serve as a clearinghouse of the best ideas in Texas public
education.

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

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

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

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

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

Challenge any process, procedure, program or policy that impedes
instruction and recommend ways to reduce or eliminate obstacles;
and



Put goods and services to the "Y ellow Pages Test": government
should do no job if abusinessin the Y ellow Pages can do that job
better and at a lower cost.

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

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

TSPR In Laredo ISD

In 1995 and 1996 the Comptroller's office received requests for a Texas
School Performance Review (TSPR) of the Laredo Independent School
District (LISD) from then representative and former Secretary of State
Henry Cuellar and the district's superintendent following a TSPR review
of the United I1SD in Laredo.

Comptroller Rylander selected Laredo for areview in July 2001 and began
onsite work in October 2001. The Comptroller's office selected Resource
Consultants, Inc. (RCI, Inc.), a Delaware, Maryland-based consulting firm
with an office in Austin, to assist the agency with the review at a cost of
$190,000. The review team interviewed district employees, school board
members, parents, business leaders and community members and held
three public forums at each of the three high schools on November 5, 6
and 7, 2001 from 5:00 p.m. to 8:00 p.m.

To obtain additional comments, the review team conducted three focus
group sessions with teachers, principals, parents and community members.
To ensure that al stakeholder groups had input, TSPR sent surveys to
students, parents, teachers, campus and central administrators and support
staff.

A total of 304 respondents answered surveys. Forty-five administrative
and support staff;27 principals and assistant principals; 48 teachers; 50
parents and 134 students completed written surveys as part of the review.
Details from the surveys and public forums appear in Appendices A
through F.

The review team also consulted two databases of comparative educational
information maintained by the Texas Education Agency (TEA)-the



Academic Excellence Indicator System (AEIS) and the Public Education
Information Management System (PEIMYS).

LISD selected peer districts for comparisons based on similaritiesin
student enrollment, student performance and community and student
demographics. The selected peer districts were Eagle Pass, Edgewood,
Edinburg, Harlandale and United 1SD. TSPR aso compared LISD to
district averagesin TEA's Regiona Education Service Center | (Region
1), to which Laredo ISD belongs, and to the state as a whole.

During its six- month review, TSPR developed 101 recommendations to
improve operations and save taxpayers more than $17.1million by 2006-
07. Cumulative net savings from all recommendations (savings minus
recommended investments or expenditures) would reach more than $13
million by 2006-07.

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

Laredo I1SD

LISD isamong the 40 largest school districtsin the state, serving a
population of more than 22,500 studentsin 30 schools: 21 elementary
schools, four middle schools, three high schools and two magnet schools.
LISD's students are 98.9 percent Hispanic, 0.9 percent Anglo, 0.1 percent
African American and 0.1 percent Other. More than 91 percent of the
district's students are economically disadvantaged. The ethnicity of
teachers includes 92.5 percent Hispanic, 7.0 percent Anglo, 0.4 percent
African American and 0.2 percent Other.

LISD's Texas Assessment of Academic Skills (TAAS) passing rate has
improved by more than 30 percent during the last five years, however,
LISD'soverall 2000-01 TAAS passing rate of 71.3 percent is still 10.8
percentage points lower than the statewide average of 82.1 percent. In
2000-01, the TEA rated the district as Academically Acceptable, with four
exemplary and no low-performing schools.

Exhibit 1 details the demographic characteristics of LI1SD and its peer
school districts.

Exhibit 1
Demographic Characteristics of LI1SD
and Peer School Districts
2000-01



Racial/Ethnic Percentage

Per cent Percent
Student | African | Percent |Percent |Percent | Economically

District |Enrollment | American | Hispanic| Anglo | Other |Disadvantaged
Eagle Pass 12,515 0.1% 97.0% 1.5% 1.5% 89.8%
Edgewood 12,983 1.6% 97.0% 1.1% 0.3% 92.6%
Harlardde 14,468 0.4% 94.0% 5.4% 0.2% 90.6%
Edinburg 22,005 0.2% 96.3% 3.1% 0.4% 84.2%
Laredo 22,556 0.1% 98.9% 0.9% 0.1% 91.1%
United 27,558 0.2% 96.2% 3.0% 0.5% 73.2%
Region 1 302,528 0.2% 95.6% 3.8% 0.3% 82.7%
State 4,059,619 14.4% 40.6% | 42.0% 3.0% 49.3%

Source: Texas Education Agency (TEA), Academic Excellence Indicator
System (AEIS), 2000-01.

LISD served 22,547 students during 2000-01, a decrease of 1.9 percent
over the last five years (Exhibit 2). District officials expect enrollment to
remain stable.

Exhibit 2

SAISD Student Enrollment History

Actual Per cent
Schooal Student | Changefrom

Y ear Enrollment 1996-97
1996-97 22,987 NA
1997-98 22,651 (1.5%)
1998-99 22,601 (1.7%)
1999-2000 22,524 (2.0%)
2000-01 22,547 (1.9%)

Source: TEA Multi-year AEIS 1996-97 through 2000-01.

In addition, the district has more than 3,000 full-time employees; slightly
more than 41 percent are teachers. The district's 2001-02 budget is



approximately $143.7million, an increase of 4.9 percent over the 2000-01
annual budget of $136.9 million. LI1SD spent 54 cents of every dollar on
instruction in 2000-01, which is higher than the 52-cent state average.

LISD is a property-poor district, ranking within the lowest 5 percent of
school districts in the state. LISD's 2001 tax rate is $1.426 per $100 value;
$1.323 for Maintenance and Operations and $0.103 for debt service. In
2000-2001, LISD's property value was $57,520 per student, compared to
the state average of $215,232 per student.

While TSPR found many exemplary programs and practices being carried
out by dedicated and hardworking employees of the district, the district is
facing a number of challenges including:

accelerating improvements in student performance;

ensuring that board members understand their policy-making role;
reorganizing the district's management structure; and

improving operating efficiencies.

Key Findings and Recommendations
Accelerate | mprovementsin Student Performance

Create curriculum guidesfor all LISD courses and subjects. LI1SD does
not have curriculum guides to support most of the courses offered in
grades 9-12. The district does have academic standards that provide a
broad overview of minimum standards in the core areas of language arts,
math, science, social studies and technology. Creating curriculum guides
for al high school subjects that are linked to the academic standards
would help the district standardize course offerings and improve student
performance.

I ncrease student preparation, participation and scores for the College
Board's Scholastic Aptitude Test (SAT I) and the American College
Testing Program Assessment (ACT). The percent of students taking the
SAT or ACT islower than Region 1 and the state. Further, only 5 percent
of students scored at or above TEA's criterion as compared to 10.8 percent
for the region and 27.3 percent for the state. LISD's average SAT scoreis
860 as compared to 990 for the state and LISD's average ACT scoreis
17.6 as compared to 20.3 for the state. Increasing district effortsto
encourage participation, preparation and subsequent pass rates of students
on the SAT and ACT tests would foster improvements in the academic
skills deemed important to a student's success in college.

Monitor and evaluate programs to improve TAAS scores of special
education students LISD does not evaluate specia education programs



designed to improve TAAS scores for effectiveness. Staff is aware of the
discrepancies between the performance of special education students and
other students and has launched several programs directed at improving
performance but does not have a process for continually evaluating these
programs. A monitoring and evaluation program will enable the district to
identify programs that are not working and redirect funds from
unsuccessful programs to other programs which are succeeding to improve
academic achievement.

Develop and adopt a board policy for management of curriculum. LISD
does not have a specific board approved policy providing districtwide
direction for curriculum management. The district has six policies related
to curriculum design, but lacks a central policy that would ensure
consistency and provide staff direction for improved management and
delivery of curriculum. Development of a central curriculum policy will
enable the district to better direct and manage its curriculum.

Ensure that board members understand their policy-making role

Develop operating procedures and a self-monitoring system for the
board. LISD board members have become increasingly involved in the
district's daily operations. Examples of board member involvement
includes creating a new Quality Assurance committee that is directed and
chaired by a board member to routinely monitor detailed activities of
departments, control staff appointments and raises, and question and give
advice on internal operational decisions. By creating board operating
procedures that each board member agrees to, board members will more
fully understand their roles and responsibilities.

Replace standing committees with a Committee of the Whole. The LISD
board is not using its four standing committees effectively and often
reviews some of the same information in both its standing committees and
regular board meetings, resulting in duplicative efforts. In addition, the
board also considers agenda items like organizational issues without first
referring them to the appropriate standing committee. By replacing
standing committees with a Committee of the Whole, the superintendent
and his executive leadership team can conduct district business more
efficiently and reduce duplicate information requests among committees.

Reorganize the District's Management Structure

Restructure L1SD's organization.L1SD's organizationa structure suffers
from unclear lines of authority and accountability. Many aspects of the
district's operations are not assigned to report to a specific position,
creating gaps and overlapping responsibilities. The superintendent's span
of control istoo large with direct supervision of 13 professional staff and



three classified staff. By logically grouping functions and ensuring all
districtwide programs are appropriately coordinated, LISD can increase
the effectiveness and accountability of central administration.

Centralize the district's grant-writing operations. The district's grant
writing is not coordinated. While some departments have been very
successful in securing grants, there is no measure of how successful the
district as awhole has been in meeting its funding needs. Centralizing this
function would help the district more effectively secure and manage
grants.

Reorganize the Information Technology (I T) Department and create a
new chief information officer position for the district. The district has
invested heavily in its technology infrastructure but does not have a
management structure that provides for proper oversight and support for
the overall system. Implementing a number of specific recommendations
will balance personnel resources, remove overlapping responsibilities and
help the IT Department position itself to support the district's present and
future technology needs.

Consolidate management of the custodial staff. There is no centra
oversight of the custodial operations, which are spread among 59 separate
facilities. While principals manage custodial operations on each campus,
there is no consistent performance evaluation system in place for
custodians. By centralizing the management of the custodial operations
under a single management position, the district can more closely monitor
performance of the custodial staff and establish better accountability for
supplies and related resources.

Designate a cafeteria manager at each campus. LISD operates a central
kitchen that prepares food for all campuses except for Cigarroa
Middle/High School and Martin High School campuses. The Child
Nutrition Program'’s supervisory structure for satellite operations does not
provide effective management of cashiers and servers. With the exception
of the Cigarroa Middle/High School and Martin High School campuses,
cafeterias are not supervised by cafeteria managers. Instead, cashiers at all
campuses report to the Child Nutrition Program’s Reporting Department
manager and cafeteria servers report to the program's Quantity and Quality
Department manager. A cafeteria manager at each campus would provide
the district more effective oversight of its food services operation.

Clarify responsibilities and ensure accountability for all personnel in
charge of safety or security-related functions. The administrative units
responsible for safety ard security are in a state of flux organizationally,
and responsibilities have not been clarified. A reorganization, the second
in less than five years, has separated some of the primary safety



responsibilities from those of security placing them in different
administrative units atogether. It is critical to clarify roles and
responsibilities quickly and ensure that the entire organization is informed
of the changes.

I mprove Operating Efficiencies

Revise campus level staffing guidelines. The level of administrative
staffing in L1SD schools exceeds established standards. LI1SD uses staffing
allocation models as a baseline for assigning administrative and teaching
personnel, but when applying industry standard staffing guidelines, the
district could save more than $7.8 million over the next five years. Also
the district can also equitably and efficiently distribute staff to each
school.

Adjust custodial staffing. The district's custodial staffing formula of
13,000 square feet per custodian is considerably |ess than the 20,000
square feet per custodian standard recommended by the Association of
School Board Officias but custodians perform other duties such as
daytime monitoring, grounds keeping and guarding school crossings. Y et
the district is not adhering to its own lower guidelines. By adhering to the
district's custodial staffing formula, the district could reduce custodial
positions by 41 and save more than $600,000 annually.

Establish a meals per labor hour standard. The district does not use a
Meals Per Labor Hour (MPLH) standard to measure the productivity of its
food service operations. By implementing a MPLH standard that meets
industry guidelines, LISD could reduce labor costs and potentially save
more than $191,000 each year.

Purchase custodial and instructional supplieson a just-in-time basis.
Custodia and instructional supplies are purchased in bulk and warehoused
for up to six months before inventories are depleted and reordered.By
using a just-in-time system, the district can consolidate warehouses and
efficiently provide supplies to campuses. By eliminating leased warehouse
space and the corresponding warehouse staff, LISD could save an
estimated $137,000 annually.

Purchase buses based on student transportation needs. The
Transportation Department's policy is to purchase buses with capacity in
excess of the transportation needs of the district; the bus fleet is operating
at 43.9 percent capacity. By implementing a policy to purchase smaller
buses that can be used on routes with alower ridership, the district could
realize savings of $226,000 over the next five years.



I mplement staggered bell times at district campuses. LISD's
Transportation Department has the second highest operating costs per mile
of its peer group for regular education students. By implementing a
staggered bell schedule at its elementary, middie and high schools, buses
could run multiple routes and save over $66,000 each year.

Exemplary Programs and Practices

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

L1SD provides opportunitiesfor studentsto exploretheir interestsin
communications, fine arts, health and science. LISD maintains two
magnet schools offering varied curriculain science and fine arts.
Advanced Placement courses are available for both gifted and talented
students and regular students, which increases their chances of going to
college. A committee of parents, gifted and talented teachers and regular
teachers, principals and central administrators evaluate and suggest
modifications to program offerings at the magnet schools, ultimately
improving the quality of the education offered to enrolled students.

L1SD's efforts have increased scholar ship funding for students. To
encourage students to enroll in college, LISD has developed strong
partnerships with higher education and local businesses and is
dramatically increasing the amount of money available for student
scholarships. In addition, the Scholarships and Specia Projects
Department has succeeded in increasing the amount of scholarship money
available to students from $1.3 million in 1996 to $3.3 million in 2001.

Energy management and conservation program has produced
significant savings during thefirst year of operation. The Energy
Management Department began a comprehensive energy conservation
program in September 1998 with the final retrofit completed in June 2000.
The program included a comprehensive lighting retrofit, the addition or
replacement of approximately 162 heating, ventilation and air
conditioning (HVAC) units, the installation of a building automation
system for districtwide control of mechanical and electrical equipment and
apilot water conservation project. First year energy savings totaled
$669,859.



Sale of Weighted Average Daily Attendance (WADA) credits have
increased revenueto thedistrict. LISD has aggressively searched for
other school districts as potential partners under the state's current school
finance system. One option under this system allows school districts with
property wealth exceeding the equalized wealth level of $300,000 per
student to purchase weighted average daily attendance (WADA) credits
from property poor school districts like LISD. Under this option, the
property poor school district receives payments for WADA credits sold to
property wealthy school districts to reduce the wealthy district's property
wealth per student. Laredo ISD partnered with Deer Park 1SD in 2000-01,
resulting in an additional $2.6 million in revenues. For 2001-02, LISD has
contracts with four districts for an estimated $4 million in additional
revenues.

Improved financial reporting has provided L1SD with multiple

awar ds. LISD's Finance Department has emphasized and improved its
reporting processes, and as a consequence, has repeatedly received
national recognition. L1SD received the Distinguished Budget Presentation
Award from the Government Finance Officers Association for 1997-98,
1998-99 and 1999-2000

and also received the Certificate of Achievement for Excellencein
Financial Reporting for its Comprehensive Annual Financial Reports for
the fiscal years ending August 31, 1997, August 31, 1998 and August 31,
1999.

LISD's process for identifying, selecting and writing grants has
increased funding for technology improvements. As aresult of
technology grants, al of LISD's schools are fiber optically wired, and an
extensive server network has been installed. While the district has no full
time grant writer, the chief financial officer, the administrative assistant
for Instructional Technology and the director of Information Technology
have worked well together to identify and obtain the funding required to
continuously improve L1SD's information technology infrastructure.

Long-range planning has helped to improve the district's
transportation facility needs. The Transportation Department has had
severely limited available space for parking and maintaining buses,
housing parts and administrative offices. A new facility funded by a 1999
bond issue will be built on land aready owned by the district and be used
in conjunction with the Transportation Department's existing facility. This
facility will help increase the space necessary to meet the Transportation
Department's needs.

Awarding prizesto students has improved participation in the
district's breakfast program. The Child Nutrition Program increased
student participation in the district's breakfast program by periodically



awarding prizes to students who eat breakfast at school. The staff
purchases stuffed animals and other items and raffles these prizes off to
the students who participate in the breakfast meal program. The prizes are
distributed to students by attaching a winning number or color to the
bottom of one breakfast tray. The cafeteria servers or cashiers then
announce the winning tray and the student claims their prize.

Useof the L1SD's Web site hasimproved the purchasing process. The
purchasing Department efficiently uses the district's Web site in the bid
process. In 2001-02, L1SD began placing bid invitations and requests for
proposals (RFPs) on its Web site. The department submits the information
to the district's Web site administrator, and bidders may download the
RFP. The department continues to mail RFPs to vendors upon request, but
expects its use of the Web site to reduce the costs of printing and postage
for mailings to 8,000 potential vendors.

Thedistrict's safety program and accident prevention plan have
reduced L1SD workers compensation claims. LISD has designated a
safety representative for each campus and department and holds monthly
meetings of safety representatives. Monthly safety training, monthly
facility audits/inspections, detailed quarterly analyses and completion of
monthly safety checklists have aso reduced claims. In 1998, the Texas
Workers Compensation Commission designated LI1SD as an extra-
hazardous employer because the district's record of injuries was higher
than the expected claims rate. By June 2000, LISD completed six months
of monitor status for the Hazardous Employer Program and was removed
from the program due to its improved performance.

Savings and Investment Requirements

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

TSPR recommended 101 ways to save LISD more than $17.1 million in
gross savings over afive-year period. Reinvestment opportunities will cost
the district more than $4 million during the same period. Full
implementation of all recommendations in this report could produce net
savings of more than $13 million by 2006-07.

Exhibit 3
Summary of Net Savings
TSPR Review of Laredo Independent School District



Y ear Total ‘
2002-03 Initial Annual Net Savings $1,533,365
2003-04 Additional Annual Net Savings $2,858,038
2004-05 Additional Annual Net Savings $2,935,789
2005-06 Additional Annual Net Savings $2,935,789
2006-07 Additional Annual Net Savings $2,935,789
One Time Net (Costs) Savings ($123,744)
TOTAL SAVINGS PROJECTED FOR 2001-2006 $13,075,026‘

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

TSPR recommends the L1SD board ask district administrators to review
the recommendations, develop an implementation plan and monitor its
progress. As always, TSPR staff is available to help implement proposals.



EXECUTIVE SUMMARY

Exhibit 4

Summary of Costs and Savings by Recommendation

Recommendation

2002-03

2003-04

2004-05

2005-06

2006-07

Total
5-Year
(Costs) or
Savings

One-Time
(Costs) or
Savings

Chapter 1 District Organization and Management

1

Ensure each board
member
completesthe
required hours of
overall training
and provide the
board with
specific and
targeted
continuing
education
opportunities. p.
32

Replace standing
committees with a
Committee of the
Wholeand train
board members on
using the
Committee of the
Whole effectively.
p. 36

($9,500)

Require the board
president to
review and
approve each
proposed agenda
item. p. 37

Develop operating
procedures for the
hoard and a sAlf-




monitoring system
to ensure all board
members fulfill
their roles and
responsibilities. p.
38

Provide
comprehensive
materiasto the
board to enable
board members to
prepare
adequately for
board mestings. p.
41

Apply
administrative
staffing guidelines
for elementary,
middle and high
schools to reflect
differencesin
enrollment. p. 52

$867,006

$1,734,012

$1,734,012

$1,734,012

$1,734,012

$7,803,054

Restructure
LISD's
organization to
functionally align
responsibilities of
staff, reduce the
number of staff
directly reporting
to the
superintendent
and clearly assign
accountability and
specific lines of
authority. p. 57

Develop aplan
and timeline for
producing the
district annual
report and monitor
progress towards
its preparation. o.




59

Chapter 1 Total

$867,006

$1,734,012

$1,734,012

$1,734,012

$1,734,012

$7,803,054

($9,500)

Chapter 2 Educational

Service Ddli

very and Performance Measures

9

Develop and
adopt a board
policy to provide
direction for the
management of
curriculum. p. 79

10

Create and
implement a
schedule for
curriculum guide
development and
update for al high
school courses. p.
80

($46,500)

($49,500)

($49,500)

($49,500)

($195,000)

11

Implement
strategies to
improve student
scoreson
Advanced
Placement
examinations. p.
83

12

Include and
implement
specific strategies
to improve student
pass rates for high
school end-of-
course
examinations in
campus and
district
improvement
plans. p. 85

13

Increase student
participation and
pass rates for
college entrance
examinations. p.




87

14

Increase the
number of
students tested on
TAAS. p. 89

15

Ensure that all
LISD Gifted and
Taented
professional staff
members have the
required training.
p. 93

($20,250)

($20,250)

($20,250)

($20,250)

($20,250)

($101,250)

16

Create an
assessment system
for the district's
magnet school
program to
measure the
academic success
of attending
students. p. 96

17

Improve tracking
and oversight
activitiesand set a
goal of increasing
Medicaid
reimbursements
by 5 percent
annually. p. 100

$20,418

$20,418

$20,418

$20,418

$20,418

$102,090

18

Monitor and
evaluate programs
designed to
improve TAAS
scores of specia
education
students. p. 102

19

Create a
comprehensive
program to
address ESL
students needs
and focus
ingtruction to




improve student
performance. p.
106

20

Reduce the
number of LEP
students exempted
from TAAS. p.
107

21

Coordinate
supplemental
program
administration
efforts to improve
funding and
student services
for at-risk
students. p. 113

22

Create along-
range plan for
future CATE
programs
including a broad-
based task force
of business and
community
members. p. 120

23

Improve
awareness and
effectiveness of
the Early College
Start program. p.
123

24

Createan
assessment and
improvement plan
using state
standards for the
digtrict's library
program. p. 126

25

Ensure that
technical support
staff istrained to
support the librarv




software and
hardware. p. 127

Chapter 2 Total

$168

($46,332)

($49,332)

($49,332)

($49,332)

($194,160)

Chapter 3--Community I nvolvement

26

Centraize the
grant writing
process. p. 133

$0

27

Eliminate the
position of
photographer. p.
135

$39,511

$39,511

$39,511

$39,511

$39,511

$197,555

28

Eliminate one
graphic designer
position and
transfer the
remaining graphic
designer to the
print shop. p. 136

$23,095

$23,095

$23,095

$23,095

$23,095

$115,475

29

Evaluate the cost-
effectiveness,
efficiency and
staffing of
mailroom
operations and
determine whether
the district should
continue its
operation. p. 137

30

Evaluate the cost-
effectiveness of
the Printing
Department. p.
139

31

Produce a
newdetter for the
community in
English and
Spanish. p. 141

($35,000)

($35,000)

($35,000)

($35,000)

($35,000)

($175,000)

32

Form parental

involvement
teams and share

$0

$0

$0

$0

$0




model techniques
and practices used
in successful
schools across the
digtrict. p. 146

Chapter 3 Total

$27,606

$27,606

$27,606

$27,606

$27,606

$138,030

Chapter 4--Personnel Management

33

Reclassify the
vacant clerk
position to that of
acompliance
officer and
immediately
comply with
federal
employment
regulations. p. 154

($10,933)

($10,933)

($10,933)

($10,933)

($10,933)

($54,665)

Ensure that active
personnel files are
maintained in
compliance with
state and federal
lawsin a secure
location and that
all required
documentation is
contained in every
file. p. 156

35

Develop a system
for tracking
grievances filed
by employees or
parents according
to class, category
and resolution. p.
157

36

Develop a
comprehensive
procedures
manual for
Human Resources
operations. p. 158




37

Provide training
opportunities for
all Human
Resources staff
and encourage
membership in the
local chapter of
the Society for
Human Resources
Management. p.
159

($2,461)

($2,461)

($2,461)

($2,461)

($2,461)

($12,305)

38

Acquire a Spanish
version of the
attendance
system, distribute
written, user-
friendly
instructionsin
English and
Spanish to all staff
and enforce the
use of the
automated system.
p. 160

($2,500)

39

Develop areport
that reflects each
recruiting activity,
its cost and the
number of
resulting hires
from each
activity. p. 163

40

Develop an exit
interview process
for al employees
to identify
potential sources
of job
dissatisfaction. p.
165

41

Develop a process
to ensure that the
list of available
substitutes is




current and re-
evauate the
substitute
recruitment needs
of each schooal. p.
165

42

Revisethe
employment
process to
accommodate the
needs of the
applicant and use
technology to
make application
materials more
accessible. p. 166

43

Conduct an
intensive
campaign to assist
and encourage al
teaching staff to
atain
certification. p.
169

Develop job
descriptions that
clearly identify
the job
requirements for
every position in
the district. p. 170

45

Require al
performance-
related documents
to be properly
filed in employee
personnel files,
and develop a
tracking system to
ensure
performance
appraisals are
conducted. p. 171




46

Develop an
improved and
uniform employee
appraisal tool for
performance
evaluation of all
employees, based
on the PDAS
appraisal system
and the
employee's job
description. p. 172

Chapter 4 Total

($13,394)

($13,394)

($13,394)

($13,394)

($13,394)

($66,970)

($2,500)

Chapter 5--Facilities Use and Management

47

Prepare a
comprehensive set
of specification
standards for use
in LISD's Capita
Improvement Plan
bond program. p.
184

48

Establish firm
schedules for each
project and
prepare reports
that clearly
indicate the status
of each
construction
project. P. 187

49

Establish a
facilities planning
committee to
create a long-
range facilities
master plan and
update it annually.
p. 190

50

Prepare monthly
status reports to
track interest
earninas and




adjust projections
based on current
interest rate
trends. p. 191

51

Prepare a
maintenance
improvement plan
to increase
satisfaction with
facilities
maintenance. p.
196

52

Implement an
automated method
to transmit work
order requests to
the Maintenance
and Operations
Department's
service center. p.
198

53

Develop a
comprehensive
procedures
manual for the
Maintenance and
Operations
Department. p.
199

($2,000)

(3500)

($500)

($500)

(3500)

($4,000)

Centralize
custodia
operations,
including staff,
under the
administrative
assistant for
Custodians and
Textbooks. p. 202

55

Apply district
staffing formulas
for custodia
positions. p. 205

$325,374

$635,254

$635,254

$635,254

$635,254

$2,866,390

Chapter 5 Total

$323,374

$634,754

$634,754

$634,754

$634,754

$2,862,390

8 8




Chapter 6--Asset and Risk Management

56

Consolidate
campus, student
activity and
homemaking
accounts. p. 217

$6,000

$6,000

$6,000

$6,000

$6,000

$30,000

57

Expand direct
deposit marketing
efforts and
encourage all
employees to use
direct deposit. p.
218

58

Prepare updated
quarterly cash
forecastsin
addition to the
annual cash
forecast prepared
during the budget
process. p. 218

59

Conduct periodic
unannounced
inventory audits
and perform
quarterly
reconciliations of
the fixed asset
subsidiary ledger
to the genera
ledger. p. 227

$0

Chapter 6 Total

$6,000

$6,000

$6,000

$6,000

$6,000

$30,000

8 8

Chapter 7--Financial M

anagement

60

Designate an
employee outside
of internal audit as
the district's
records
management
officer. p. 243

61

Adont aformal

8| 8

8|8

8|8

8| 8

8| 8

8| 8

8 8




policy for tracking
and periodically
reporting on the
status of audit
recommendations
made to LISD. p.
244

62

Review the
internal audit
charter and revise
if necessary. p.
245

63

Ensure that the
new management
information
system provides
for electronic
interfacing of
human resources
and payroll
information. p.
250

$0

$0

Chapter 7 Total

$0

$0

3|8

8|8

8|8

8|8

8|8

Chapter 8--Purchasing

and War ehouse Services

64

Develop an
implementation
plan to use the
accounting
systenis improved
online
requisitioning
capabilities. p.
257

$36,559

$36,559

$36,559

$36,559

$36,559

$182,795

65

Increase the use of
purchasing
cooperatives when
purchasing
custodia and
instructional
supplies. p. 259

66

Create procedures
for textbook




accountability
including
conducting
periodic textbook
verifications. p.
261

67

Develop
procedures to
phase-in the
purchase of
custodial and
instructional
supplies on a just-
intime basis. p.
264

$0

$137,251

$137,251

$137,251

$411,753

Chapter 8 Total

$36,559

$36,559

$173,810

$173,810

$173,810

$594,548

8| 8

Chapter 9--Food Service

68

Designate a
cafeteria manager
at each campusto
provide a more
effective
supervisory
structure for Child
Nutrition Program
staff located at
campus cafeterias.
p. 275

($39,771)

($39,771)

($39,771)

($39,771)

($39,771)

($198,855)

69

Obtain additional
feedback from
students, teachers
and administrators
about the quality,
taste, variety and
quantity of menu
items served. p.
276

70

Monitor kitchens
absentee rates and
implement
corrective action
plansincluding
discinlinarv action

($7,040)

($7,040)

($7,040)

($7,040)

($7,040)

($35,200)




for those with
excessive
absences and an
incentive program
to encourage
attendance. p. 277

71

Establish meals-
per-labor-hour
standards to
evaluate
productivity and
guide staffing
levelsat each
campus. p. 279

$191,412

$191,412

$191,412

$191,412

$191,412

$957,060

72

Immediately
implement a
point-of-sale
system at dl
campuses. p. 281

($63,000)

73

Monitor the Child
Nutrition
Program's energy
management
practices. p. 282

74

Expand menu
items and the
nutrition,
education and
promotion plan. p.
284

75

Develop a process
to ensure that the
Child Nutrition
Program fund
balance does not
exceed three
months of
operating
expenditures after
the central kitchen
is completed. p.
286

$0

$0

$0

$0

$0

$0

$0

Chapter 9 Total

$144,601

$144,601

$144,601

$144,601

$144,601

$723,005

($63,000)




Chapter 10--Transportation

76

Eliminate the
Transportation
Department
security guard
position. p. 292

$22,878

$22,878

$22,878

$22,878

$22,878

$114,390

7

Hire permanent,
part-time drivers
to drive the routes
of absent full-time
drivers. p. 293

($15,139)

($15,139)

($15,139)

($15,139)

($15,139)

($75,695)

78

Implement
staggered bell
times at district
campuses. p. 297

$66,655

$66,655

$66,655

$66,655

$66,655

$333,275

79

Charge user
departments a rate
that reflects actual
transportation
costs. p. 300

80

Implement a
policy of
purchasing buses
based on student
transportation
needs. p. 301

$79,100

$79,100

$22,600

$22,600

$22,600

$226,000

81

Purchase and
implement an
automated vehicle
maintenance
information
system. p. 303

($510)

($510)

($510)

($510)

($510)

($2,550)

($5,600)

82

Consolidate dll
district vehicle
maintenance into
the Transportation
Department. p.
304

83

Provide ASE
certification
frainina to all

($225)

($225)

($225)

($225)

($225)

($1,125)




LI1SD mechanics.
p. 305

Chapter 10 Total

$152,759

$152,759

$96,259

$96,259

$96,259

$594,295

($5,600)

Chapter 11--Computers and Technology

84

Reorganize the
Network
Administrator
Section into four
areas and hire 10
more specialists.
p. 314

($482,334)

($482,334)

($482,334)

($482,334)

($482,334)

($2,411,670)

85

Assign campus
trainersto the
administrative
assistant for
Academics
Technology and
reduce the number
of trainers from
31 to 20,
organized in four
geographic areas.
p. 316

$431,508

$431,508

$431,508

$431,508

$431,508

$2,157,540

86

Create achief
information
officer position
that reports
directly to the
superintendent
and servesas a
member of his
cabinet. p. 319

($78,806)

($94,567)

($94,567)

($94,567)

($94,567)

($457,074)

87

Create a Software
Systems Section,
eliminate three
positions and
reguire users to
use online menus
to select reports.
p. 320

$55,378

$166,133

$166,133

$166,133

$166,133

$719,910

88

Eliminate the
onerations

$97,793

$97,793

$97,793

$97,793

$391,172




manager position
and four operator
positions; create a
video
teleconferencing
technical manager
position; and
consolidate all
responsibilities
under the network
administrator. p.
323

89

Delay
implementation of
SAGE
Millennium, and
any other major
software packages
until detailed
implementation
and test plans are
developed and
resourced. p. 327

90

Write detailed
procedures for key
undocumented IT
processes. p. 328

($16,944)

91

Develop a
technology
architecture plan
that provides for
server
replacement and
consolidation. p.
334

92

Revise computer
standards and
implement a
strategy of leasing
and purchasing
computersto
make additional
computers
availableto

$99,300

$99,300

$99,300

$99,300

$99,300

$496,500




students. p. 336

93

Create asingle
technology help
desk jointly
staffed and
supported by
commercial help
desk software. p.
339

($32,789)

($32,789)

($32,789)

($32,789)

($32,789)

($163,945)

94

Acquire adequate
tools, hand- held
test equipment,
workbenches,
cabinets and
computersto aid
thelT
Department's
technicians. p. 340

($26,200)

95

Establish a
network response
time monitoring
program that
records response
times at peak and
non-peak hours
for both Internet
and L1SD network
trarsactions. p.
342

$0

$0

$0

Chapter 11 Total

($7,743)

$185,044

$185,044

$185,044

$185,044

$732,433

($43,144)

Chapter 12--Safety and

Security

96

Publish a
combined student
code of conduct
and parent/student
handbook
annually. p. 353

($3,571)

($3,571)

($3,571)

($3,571)

($3,571)

($17,855)

97

Clarify
responsibilities
and ensure
accountability for
all personngl




responsible for
safety and
security. p. 358

98

Create an on
going,
community-wide
safety committee
to tap resources,
review safety and
crisis management
procedures
regularly and
share input about
related
community
concerns. p. 359

99

Carry out and
evaluate several
relevant disaster
simulations with
rolesand
responsibilities
outlined for key
school and
community
participants. p.
360

100

Analyze security
staffing patterns
and re-deploy
guardsto provide
24-hour security
in high-risk
schools. p. 361

101

Establish a
districtwide policy
for controlling
building keys and
alarm codes. p.
361

$0

$0

$0

$0

$0

$0

Chapter 12 Total

($3,571)

($3,571)

($3,571)

($3,571)

($3,571)

($17,855)

TOTAL
SAVINGS

$2,264,194

$3,649,628

$3,730,379

$3,730,379

$3,730,379

$17,104,959

8 8 8




TOTAL COSTS

($730,829)

($791,590)

($794,590) | ($794,590)

($794,590)

($3,906,189)

($123,744) |

NET SAVINGS
(COSTYS)

$1,533,365

$2,858,038

$2,935,789 | $2,935,789

$2,935,789

$13,198,770

($123,744)

5 Year Savings | $17,104,959

5Year Costs | ($4,029,933)

Grand Total $13,075,026|




Chapter 1
DISTRICT ORGANIZATION AND MANAGEMENT

This chapter of the report reviews the organization and management of the
Laredo Independent School District (LI1SD) in four sections.

A. Governance

B. District Management

C. Planning, School Management and Site-Based Decision-Making
D. Policies and Procedures

A. GOVERNANCE

Section 11.151 of the Texas Education Code (TEC) provides for an
elected board of trustees to administer the district. District residents elect
school board members either at large or from single-member districts.

As alega agent of the state of Texas, the board derivesits lega status
from the Texas Constitution and state laws. School boards must operate in
accordance with applicable state and federal statutes, regulations
interpreting statutes and controlling court decisions. Under Section 11.151
of the TEC, each board must:

Govern and oversee the management of the public schools of the
district;

Adopt such rules, regulations and bylaws as the board may deem
proper;

Approve a district-developed plan for site-based decision making
and provide for its needs;

Select tax officials, as appropriate to the district's need;

Prepare and adopt a budget for the next succeeding fiscal year and
file areport of disbursements and receipts for the preceding fiscal
yéedr,

Have district fiscal accounts audited at district expense by a Texas
certified or public accountant holding a permit from the Texas
State of Board of Public Accountancy following the close of each
fiscal year;

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

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

Select depository for district funds;

Order elections, canvass the returns, declare results and issue
certificates of election as required by law;



Dispose of property no longer necessary for the operation of the
school district;
Acquire and hold real and persona property in the name of the
district; and
Hold al powers and duties not specifically delegated by statute to
the Texas Education Agency or the State Board of Education.

LISD's Board of Trustees consists of seven members. Trustees are elected
to three-year terms on arotating basis. In 1999, LISD citizens voted to
elect their school board members in single member districts. Members
from districts one and four have terms that expire in 2002; members from
districts three, five and six have terms that expire in 2003 and members
from districts two and seven have terms that expire in 2004. The current

board islisted in Exhibit 1-1.

Exhibit 1-1
LISD Board of Trustees
2001-02
Laredo Full Years
School Board Term | of Service
Members Title Expires| as of 52001 Occupation

Carmen Trevino | President 2002 2 Years Attorney ‘
John Montalvo | Vice President | 2003 2Years Recruiter/Home Visitor ‘
Jorge Rodriguez | Secretary 2004 1Year Sales
DennisCantu | Member 2003 |11Years |Physician ‘
Jesus Guerra Member 2004 First Year Retired
ViolaMoore Member 2003 |3Yeas Retired ‘
Jose Valdez Member 2002 4Years Builder

Source: LISD Superintendent's Office, October 2001.

Board meetings are held monthly on the first Thursday following the tenth
of each month. Regular meetings are held at 6:30 p.m. in the LISD
boardroom, located at 1620 Houston Street. The public is welcome to
attend allmeetings, and citizens wishing to address the board must
complete an audience participation request form, stating briefly the subject
they wish to address. Each citizen's comments are limited to three minutes,
and citizens cannot combine minutes with other individuals who wish to
speak on the same subject. Citizens cannot comment on individual
personnel or individual students in public sessions. The board will not



deliberate, discuss or make decisions on public comments unrelated to
items on the meeting agenda.

The board secretary keeps the board minutes. The board secretary, along
with other board members, reviews the official minutes of all meetings for
accuracy and completeness prior to approval. LISD makes both audio and
videotapes of open meetings.

The board secretary prepares a certified agenda, listing topics discussed in
closed session and keeps this information on file in the superintendent’s
office. Neither audio nor videotapes are made during closed sessions.

FINDING

To improve communication, each board member is provided afax
machine and notebook computer with individual e-mail addresses to use at
their respective homes. The notebook computer provides access to the
Texas Association of School Board's (TASB) online policy service and the
LISD Web site and allows the superintendent, administrators and
constituents to electronically communicate with board members when
necessary. Board members report that these new electronic tools have
significantly improved their communications.

COMMENDATION

Installing fax machinesin the homes of board members and providing
notebook computers with e-mail and online access contributesto open
communications among the board, superintendent and his cabinet

and the community.

FINDING

Some L1SD board members are not meeting continuing education
requirements and are not taking advantage of continuing education
opportunities. Exhibit 1-2 presents an overview of the minimum annual
continuing education requirements prescribed by the Texas Administrative
Code and required by Board Policy BBD (LEGAL), for new, as well as
experienced board members.

Exhibit 1-2
Overview of Continuing Education Requirements
For School Board Members

Type of First Year Experienced
Continuing Board Board
Education Member Member




Local district orientation Required within 60 | Not required
days of election or
appointment
Orientation to the Texas 3 hours Not required
Education Code
Update to the Texas Education Incorporated into After legidative
Code orientation to the session: of sufficient
Texas Education length to address major
Code changes
Team-building At least 3 hours At least 3 hours
session/Assessment of continuing
education needs of the board-
superintendent team
Additional continuing education, | At least 10 hours At least 5 hours

based on assessed need and
framework for school board
development

Total Minimum Number of
Hours

16 hours, pluslocal
district orientation

8 hours, plus update

Source: Texas Administrative Code, Title 19, Part 2, Chapter 61, Rule

61.1.

Several members of the board attended teamtbuilding sessions conducted
in the district during September 2000, and a number of board members
attended TASB training in 2000 and 2001. A sample of specific training
by board member is shown in Exhibit 1-3.

Exhibit 1-3

Sample of Training Attended by L1SD Board Members
September 1999 through August 2001

Training Session A B CDHE|IF|G
TEC Update XXX
Team Building X XX X
Intro to Parliamentary Procedures X
Developing a Shared Vision for Governance | X X
Conflict Management X




Approaches to Districtwide Planning

Board's Role in Hiring and Firing Personnel

Achieving Excellence

School Trustees Ethics

Effective SB Meetings

X | X | X| X|X

Special Education For the Uninitiated

Effective Meeting Management

Building Champions

The Leadership Invitation

The Competitive Edge

X | XX X| X
X

Renovations vs. Building New

X | X | X| X| X|X

Fall Lega Seminar

X

Source: Region 1 and LISD Superintendent's Office, November 2001.

Exhibit 1-4 presents the total continuing education hours accrued by each

board member by reporting period.

Exhibit 1-4
Continuing Education Hours Attended by Board M embers
Entry Date Reporting Reporting
L aredo School as Period Period
Board Members | Board Member | 9/1/99 - 8/31/00 | 9/1/00 - 8/31/01 | Total
A May 1999 31 18.25|49.25
B May 2000 13.75|13.75
C May 2000 15.0| 15.0
D June 1999 0 0 0
E May 2001 N/A 0 0
F May 1998 85| 115
G January 1997 80/ 80
Total Hours 34 63.5| 975

Source: Superintendent's Office, December 2001.



Asshown in Exhibit 1-5, three board members did not meet the minimum
number of continuing education hours recommended by TASB and
required by district policy for each of the two reporting periods,

September 1999 through August 2000 and September 2000 to August

2001.
Exhibit 1-5
Continuing Education Hours Required and Met/Not Met by Board
Members
Number Number
of Number of Number
Laredo Hours | Reported Hours | Reported
Schoal Required | Hours Required | Hours
Board 9/1/99 - 9/1/99- |Met/Not| 9/1/00 - 9/1/00- |Met/Not
Members | 8/31/00 8/31/00 M et 8/31/01 8/31/01 M et
16, plus 8, plus
A local 31 Met local 49.25| Met
update update
16, plus
B N/A N/A | N/A local 13.75| Not Met
update
16, plus
C N/A N/A | N/A local 15.0/ Not Met
update
8, plus 8, plus
D locd 0/ Not Met |loca 0| Not Met
update update
E N/A N/A | N/A N/A N/A | N/A
8, plus 8, plus
F locd 3| Not Met |local 11.5| Met
update update
8, plus 8, plus
G locd 0/ Not Met |loca 8.0 Met
update update

Source: Superintendent's Office and Texas Association of School Boards
Board Member Continuing Education Reports, December 2001.




Note: Board member E was not a board member during this reporting

period.

One of the seven board members accrued almost half of the board's
accumulated continuing education hours. One tenured board member did
not report any training during the reporting periods September 1999

through August 2000 and September 2000 through August 2001.

During interviews conducted by TSPR, severa board members suggested

that specific training on developing board policy, procurement and

financial analysisis needed.

Recommendation 1;

Ensure each board member completesthe required hours of overall
training and provide the board with specific and targeted continuing

education opportunities.

Each year, the superintendent and board president should survey

individual board members to obtain input about the types of continuing
education training they would like to attend to improve their effectiveness
as board members. The administration should search out training tailored

to address specific training requests.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The board president requests input from individual board May 2002
members about specific continuing education training they
wish to attend.

2. | The board president directs the superintendent to summarize | June - July
board members training requests and collect information on | 2002
specific workshops or seminars from a variety of sources.

3. | Each quarter, the superintendent informs the board president | August 2002
of specific training opportunities relevant to board members | and quarterly
requests as they become available. thereafter

4. | The board president sends quarterly e-mail correspondenceto | August 2002
each board member listing relevant training opportunities, and quarterly
and provides each member an update of their continuing thereafter
education hours to ensure that minimum hours are being met.

5. | Board members attend training sessions of interest to them August 2002
and to meet training requirements. and quarterly

thereafter

FISCAL IMPACT




L1SD budgeted $5,419 for board training and travel during 2001-02. This
recommendation can be implemented with existing resources in 2002-03.

FINDING

The LISD board is not using its four standing committees effectively. The
standing committees are Finance and Audit; Curriculum, Technology and
Higher Education; Safety and Athletics, and Construction. Each standing
committee has three to five board members. Standing committees have
separate meetings as often as once a month. In addition to the regular
monthly board meetings, the district frequently holds special called
meetings.

The board reviews in detail some of the same information in both its
standing committees and in regular board meetings, resulting in redundant
and inefficient use of board and staff members time. The board also
considers some important agenda items such as organizational issues
without first referring them to the appropriate standing committee. The
types and number of board and committee meetings held from June 2000
through May 2001 are shown in Exhibit 1-6.

Exhibit 1-6
L1SD Board and Committee M eetings
June 2000 through May 2001

Committeeor

Date of Meeting Board Meeting Type
June 28, 2000 Special called meeting ‘
June 28, 20001 Board workshop
July 11, 2000 Budget workshop ‘
July 13, 2000 Public hearing
July 13, 2000 Regular board meeting ‘
July 27, 2000 Specia called meeting
August 9, 2000 Curriculum and Technology Committee meeting
August 15, 2000 Finance Committee meeting
August 16, 2000 Special called meeting

August 17,2000 | Regular board meeting ‘
August 23,2000 | Specia called meeting ‘
August 30, 2000 Specid called meeting ‘




September 6, 2000

Curriculum and Technology Committee meeting

September 12, 2000

Finance Committee meeting

September 14, 2000

Regular board meeting

September 26, 2000

Facilities/Construction Committee meeting

October 3, 2000

Board workshop

October 4, 2000

Curriculum and Technology Committee meeting

October 10, 2000

Finance Committee meeting

October 12, 2000

Regular board meeting

October 24, 2000

Specia called meeting

November 8, 2000

Curriculum and Technology Committee meeting

November 14, 2000

Finance Committee meeting

November 14, 2000

Board workshop

November 16, 2000

Regular board meeting

November 29. 2000

Board workshop

December 5, 2000

Special called meeting

December 12, 2000

Finance Committee meeting

December 13, 2000

Board workshop

December 14, 2000

Regular board meeting

December 14, 2000

Public Hearing

December 19, 2000

Regular board meeting (reposted)

January 9, 2001

Finance Committee meeting

January 18, 2001

Regular Board meeting

February 1, 2001

Specia called meeting

February 1, 2001

Board workshop

February 13 2001

Specia called meeting

February 20, 2001

Finance Committee meeting

February 21, 2001

Curriculum and Technology Committee meeting

February 22, 2001

Regular board meeting

February 26, 2001

Board workshop

February 28, 2001

Special called meeting




March 6, 2001

Specia called meeting

March 20, 2001

Finance Committee meeting

March 22, 2001

Regular Board meeting

March 29, 2001

Special Call meeting

April 4, 2001 Curriculum and Technology Committee meeting
April 10, 2001 Finance Committee meeting ‘
April 12, 2001 Regular board meeting

April 23, 2001 Specia called meeting \
May 8, 2001 Specia called meeting

May 9, 2001 Curriculum and Technology Committee meeting ‘
May 9, 2001 Specid called meeting ‘
May 15, 2001 Finance Committee meeting

May 15, 2001 Curriculum and Technology Committee meeting ‘
May 17, 2001 Regular Board meeting

May 24, 2001 Board workshop - construction and facilities ‘
May 24, 2001 Specia called meeting

May 30, 2001 Special called meeting

Source: LISD Superintendent's Office, November 2001.

Regular board meetings routinely average three to five hours in length.
Board members review each item on the agenda, even if a standing
committee has previoudly reviewed and made a recommendation on an
agendaitem. Because of the length of regular board meetings, a number of
additional special called meetings have been required to conduct district
business. As shown in Exhibit 1-7, the board averaged almost five board
and committee meetings each month from June 2000 to May 2001.

Exhibit 1-7

Type and Number of L1SD Board and Committee Meetings Held

June 2000-M ay 2001

Type of Board
or Committee Meeting

Number of
MeetingsHeld

Regular board meeting 11




Specia called meeting 18‘
Board/Budget workshop 9
Finance Committee 10 ‘
Curriculum and Technology Committee 8
Facilities/Construction 1
Public hearing 2‘
Total 59

Source: LISD Superintendent's Office, November 2001.

Texas Education Code 11.061 authorizes school boards to create
committees to facilitate their operations; the creation of committeesis
detailed in the district's Board Policy BDB (LEGAL) and BDB (Local).
Such board committees must comply with the state's Open Meetings Act.
LISD board policy stipulates that board committees must be advisory in
nature, serving as fact-finding groups to make recommendations to the
board as awhole.

Standing committees and briefing committees should serve as work
sessions for board members and the superintendent's cabinet.
Appropriately configured committees allow the board to interact openly
with the superintendent and administrative team. Accordingly, questions
about administrative and operational issues and their effect on school
district policy can be discussed in considerable detail and resolved by
standing committees without prolonging regular board meetings. The
superintendent and cabinet should also use the committees to help train
board members in the details of district finance, budgeting, curriculum
development and other critical district functions.

Some districts are effectively using other methods to meet their
governance structure. For example, Dallas Independent School District
(DISD) dismantled its standing committee structure during 1999-2000 and
replaced it with five basic committees recommended by the Carver Policy
Governance Model®: the Audit Committee, Governance and Policy
Committee, Public Input Committee, Education Committee, and the
Committee of the Whole. All but the Committee of the Whole serve as
briefing committees to the board. The Audit Committee monitors all
operations and administrative functions; the Governance and Policy
Committee continuously updates and revises board policy and related
governance issues. The Public Input Committee develops creative
strategies to obtain representative input on issues from the general public;
the Education Committee reviews and discusses curriculum and



instructional issues, and the Committee of the Whole reviews and
approves all action items recommended by the working committees.

The Houston Independent School District (HISD) uses a Committee of the
Whole rather than permanent board committees or standing committees.
HISD's board determined that one Committee of the Whole was an
efficient way for all board members to become knowledgeable about
district operations and administration and to interact with the district's
executive leadership team. Board members review al agenda action items
with the executive leadership team in the Committee of the Whole
meeting, where each board member has the opportunity to ask questions
before the regular board meeting. The superintendent and executive team
provide supporting documentation and information as required, and the
board issues no directives through the Committee of the Whole. HISD
forms ad hoc committees to address specific issues as necessary.

Because it is not effectively using existing standing committees, the LISD
board routinely questions information and materials provided by the
cabinet during regular board meetings, thereby prolonging them. In the
September 12, 2001 board meeting, for example, the board voted to
review each item on the consent agenda, including those items previously
reviewed by a standing committee.

Recommendation 2;

Replace standing committees with a Committee of the Whole and
train board members on using the Committee of the Whole
effectively.

Replacing standing committees with a Committee of the Whole will alow
the superintendent and his executive |eadership team to conduct the
business of the district more efficiently by reducing duplicate information
requests among committees. Board membersshould use the Committee of
the Whole to resolve administrative and operative issues and clarify policy
issues in advance of regular board meetings. The board can establish
additional briefing committees or ad hoc committees as needed to address
specific issues, such as facility construction. Elimination of standing
committees will not require that the board to revise its Board Policy DBD
(LEGAL).

The board should be trained on the Carver Policy Governance Model®
and how to manage the Committee of the Whole effectively. The
Committee of the Whole will be the place for al board membersto
interact with the superintendent and his cabinet about items that will
appear on the regular meeting agenda.



IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The president of the board directs the superintendent to May 2002
prepare a board action item to eliminate all committees and
replace them with a Committee of the Whole.

2. | The superintendent revises the policy and presentsit tothe | June 2002
board for approval.

3. | The superintendent schedules board training on using the July 2002
Committee of the Whole.

4. | Board members and cabinet members attend training on August -
standing committees. September

2002

5. | The board begins to use its Committee of the Whole to October 2002

enhance the board meeting process. and ongoing

FISCAL IMPACT

Cost to provide training to the board on how to manage the Committee of
the Whole effectively is estimated to cost $9,500. Thisis based on the
vendor coming to the district for a one-day training session for all board
members. The cost includes the vendor fee of $8,500 and estimated

expenses of $1,000.

Recommendation 2002-03 | 2003-04 | 2004-05

2005-06 | 2006-07

Replace standing committees
with a Committee of the Whole
and train board members on ($9,500) $0 $0
using the Committee of the
Whole effectively.

FINDING

The process used to place items on the board agenda is not effective.
Agenda items come from a variety of sources including suggestions from
board members, the superintendent or members of the superintendent's

cabinet.

Individual board members submit to the superintendent's office or board
president in advance of a board meeting any item they want on the agenda,
sometimes without discussing the item with the superintendent or board
president. Board members may submit items up until the day the agendais
prepared, which is on the Friday before the Thursday board meeting.




Sometimes members place items on the agenda, however, even after the
Friday deadline.

Without previous review by the board president and superintendent, board
items can be duplicative. In reviewing board tapes and minutes, the review
team found that items are frequently tabled because the board does not
have the information it needs from district staff. Board members can place
items on the agenda that are inappropriate. For example, the November 15,
2001 L1SD board agenda included a resolution supporting the city of
Laredo on the construction of afifth bridge between Laredo, Texas and
Nuevo Laredo, Mexico. A review by the superintendent and president
could eliminate agenda items that have nothing to do with educating
students.

LISD Board Policy BE (LOCAL) states that the superintendent, in
consultation with the board president, is responsible for preparing the
agenda for board meetings. Before finalizing the agenda, the
superintendent is to consult with the board president to ensure that the
agenda and topics meet with the president's approval.

In Kingsville 1SD, the superintendent sends out a weekly message every
Friday afternoon to all board members. A board packet and financial
information are included with the message before any board meeting.
Board members have the opportunity to read their packets and may call
the superintendent before the Tuesday night meeting if they have
guestions about specific agenda items. The superintendent and board
president must approve all items before the items are put on the agenda.

Recommendation 3:

Requirethe board president to review and approve each proposed
agendaitem.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent and board president clarify the board May 2002
agenda process with the board.

2. | The superintendent and board president review each June 2002 and
proposed agenda item before finalizing the board agenda. ongoing

FISCAL IMPACT
This recommendation can be implemented with existing resources.

FINDING




LISD board members have become increasingly involved in the daily
operations of the district, which could potentially violate their statutory
authority as board members. Individual LISD board members interact
directly with L1SD staff, question administrative decisions
andmicromanage district affairs. Interviews corducted with L1SD
employees and community leaders alike highlighted thisissue. The review
team learned of examples of board members directing the organization of
the safety office, creating a new district Quality Assurance committee,
controlling staff appointments and salary increases and giving individuals
advice on internal operationa decisions.

In reviewing board minutes and taped board meetings and attending a full
board meeting, the review team observed that individual board members
were delving into district operations and management in inappropriate
ways. Exhibit 1-8 presents specific examples of LI1SD board members
micromanagement.

Exhibit 1-8
Specific Examples of L1SD Board Micromanagement

Area Type of Activity

Personnel - Recommending a specific individual for promotion to the

position of adirector

Recommending a certain salary level and job
classification for a director

Changing the recommendation of adivision hiring
committee

Creating a new department of Safety and Occupational
Hedlth

Requiring the Safety director to report directly to the
superintendent

Administration - Creating a district committee for Quality Assurance,

directed and chaired by a board member

Anindividual board member questioning activities of the
board and superintendent, while the member was
speaking in a public forum

Source: TSPR interviews, focus groups and review of collected data,
November 2001.

Several boards around the country have used an externa facilitator to help
them focus on school district goals and objectives. This process can begin



with a steering committee of the superintendent, board president, another
board member and perhaps another senior staff member. Typically, this
committee selects and meets with one or more facilitators who lead a
series of workshops for the board and senior staffers focused on building
trust and eliminating excessive micromanagement.

Recommendation 4:

Develop operating proceduresfor the board and a self-monitoring
system to ensure all board member s fulfill their roles and
responsibilities.

To ensure board members are committed to their roles and responsibilities,
operating procedures should be established and each board member should
agree to them. In addition, the board should create a monitoring system to
ensure that board actions are consistent with agreed- upon operating
procedures. When they are not, the board attorney should notify the board,
and the minutes should reflect such notification.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The board president creates an ad hoc committee of board June 2002
members who will draft board operating procedures.

2. | The ad hoc committee submits the operating procedures, July 2002
including a monitoring plan, to the full board for input and
adoption.

3. | The board adopts the proposed procedures with modification as | September
appropriate. 2002

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

In its analysis of a sample of board packets, the review team learned that
board members are not provided sufficient information. Exhibit 1-9
summarizes typical executive-level reports included in each of the board's
agenda packets reviewed.

Exhibit 1-9
Executive-Level ReportsIncluded in Board Agenda Packets

Tatal Manthlv Cach Dichiireements far the Maonth of Octaher 2001 -




Report includes amount of payments to vendors, payments to payroll
liabilities, bank transfers between accounts, and total cash disbursements.
Accounts Payable Report - Report includes the date, number of checks,
and amount of computer checks disbursements.

Gifts and Bequests for the Period Ending October 31, 2001 - Report
provides a year-to-date summary of monetary and fixed asset donations,
and the gifts donated for the month by donor, campus, gift description, and
amount.

Investment Report as of October 31, 2001 (Unaudited) - Report includes
investment portfolio totals by fund, with grand totals listed at book value
and market value, as well as the percentage of the portfolio in cash, Lone
Star, LOGIC, and MBIA.

Tax Office October 2001 Collection Report- Report presents current tax
collections, delinquent tax collections and adjustments for the current
month and year-to-date.

Budgeted Tax Revenues vs. Actual Tax Revenues -Report shows budgeted
and actual tax revenues for year-to-date and current month, as well as
percentage of collections.

Local Current Year Property Tax Revenues - Report consists of a bar
graph depicting the percentage of taxes collected for 1999, 2000 and 2001,
aswell as historical datafrom 1997 through 2001.

Tax Levy and Collections Table - Report shows a historical trend line of
tax levies and collections from 1966 through 2000.

Summary of Delinquent Property Tax Revenues - Report shows a bar
graph and historical trend in delinquent tax collections.

LISD Successor-in Interest for Delinquent Taxes Monthly and Year to
Date- Reports show monthly and year-to-date collections and
distributions for the district.

Source: LISD Board of Trustees, Regular Meeting Board Packet Agenda,
November 15, 2001.

Exhibit 1-9 also shows that financial information is routinely provided to
the board in the form of interim financial reports, tax collection reports
and investment portfolio reports. Although the majority of board members
are satisfied with the executive- level reports highlighted above, the review
team learned that agenda materials prepared for the board do not contain
enough information about the management and operations of LI1SD to
allow board members to make informed decisions.

LISD uses a summary form for each agenda item (Exhibit 1-10). The
summary form enables staff members preparing agenda items to brief
board members on the highlights of the informational materials that are
distributed to the board.




Exhibit 1-10
L1SD Board Agenda Summary Form

AGENDAITEM
Purpose:  Action  Discussion
Commitier Meeting Date:
Board Meeting Date:
Subject: Finance
Resource Personmel:
Goal and Ohjective:
Recommendation:
Rationale:
Evaluation Method and Time Line:

Fiscal Impact and Cost/Funding Source:

Compliance with Board Policy:
Prepared hy:

Approved hy:
Paul Cruz, Ph.D., Superiniendent

Source: LISD Board of Trustees, Regular Meeting Board Packet Agenda,
November 15, 2001.

An analysis of the supporting materials given to the board for regular
board meetings found that these supporting materials were not always
comprehensive. In some instances, board members did not receive
supporting materials. In such cases, the board must ask for additional
information to adequately prepare for its meetings or make decisions
without the appropriate information.

An agenda item in the November 15, 2001 board meeting was the
consideration for approval of the school resource officers (SRO) grants
program with Webb County and the city of Laredo. A related item was the
consideration for approval of the expansion of the SRO program and the
development of the grant for more personnel. Board members did not
receive summary forms or any information in their packets on these two
items, and no information was provided that estimated the program's



financial impact. During the board meeting, additional information was
handed out to board members on the agenda items being considered. The
board was forced to take action because of the grant's deadline, but the
fiscal impact on the district was unclear to board members.

Board agenda packets do not contain monthly summaries of education
related program performance data such as the number of students
participating in specific educational programs, comparisons of funding of
specific progr ams between years, anticipated funding in subsequent years
and actual- versus-planned program performance. Some board members
said they want to see more performance reporting data and information on
student discipline.

Recommendation 5:

Provide comprehensive materialsto the board to enable board
member s to prepare adequately for board meetings.

The superintendent should ensure that each summary form for each
agenda item is completed before it is inserted in the board member
meeting packets. Additional sypporting materials should be included to
help board members make informed decisions.

The board must work with the superintendent and his cabinet to improve
reports so board members have pertinent data. The format should take into
account the information needs of specific board members and include
comparative summary-level reports prepared by the superintendent's
cabinet. Exhibit 1-11 presents examples of summary-level executive
management reports that will be helpful to the board.

Exhibit 1-11
Examples of Summary-L evel Executive M anagement Reports

Report Title Sample Contents

Budget Control - Summary of departmental budgets by function,
with columns for prior-year actual amounts,
adopted budget, revised budget, projected
balance at year-end and related variances.
Departmental performance measures,
including the status of performance measures
for the month.

Summary section highlighting operational or
administrative issues affecting performance
goals.




Financial Management

Revenue and expenditure data showing
columns for current and prior-year actua
amounts for similar periods.

Notes explaining significant variances.

Bar graphs and pie charts depicting
comparative revenue and expenditure
information.

Administrative cost ratios, cost per student,
transportation costs per mile, food and labor
cost per meal, and other data, compared to
prior years.

Monthly reconciliation of fund balance,
including specific items increasing or
decreasing fund balance.

Summary of monthly grant activity, including
number and dollar value of grants submitted,
number and dollar value of grants awarded and
the ratio of grants awarded to grants
submitted-all compared to prior years.

Notes explaining significant variances.

Education Program
Performance/Student
Discipline

Comparative data related to performance such
as annual graduation rates, dropout rates and
TAAS scores by school.

Comparative funding of specific education
programs between fiscal years (Compensatory
Education, Gifted and Talented and V ocationa
Education).

Actua vs. planned performance, with
accompanying notes explaining significant
variances between planned and actual
performance.

Monthly incidents by school, by ethnicity and
gender compared to the same month the
previous year.

Monthly hearings and related disposition by
school, by ethnicity and gender compared to
the same month in the previous year.

Monthly referrals to alternative education
settings by school, by ethnicity and gender
compared to the same month in the previous
year.

Source: TSPR.




IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The board identifies critical management information June 2002
desired by board members and designates the type, format
and content of executive management reports.

2. | The superintendent, in conjunction with the cabinet, July - August 2002
develops draft executive-level reports for the board's
review and comment.

3. | The board suggests appropriate revisions, and the cabinet | September 2002 -

finalizes the reporting formats. November 2002
4. | The superintendent submits monthly executive-level December 2002
management reports to the board. and monthly
thereafter

FISCAL IMPACT

This recommendation can be implemented with existing resources.




Chapter 1
DISTRICT ORGANIZATION AND MANAGEMENT

B. DISTRICT MANAGEMENT (PART 1)

A superintendent and senior administrators or cabinet members typically
manage Texas school districts. As specified by Section 11.201 of the
Texas Education Code (TEC), the superintendent is responsible for:

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

Assigning and evaluating al district personnel;

Terminating or suspending staff members or the nonrenewal of
staff members term contracts;

Day-to-day management of district operations,

Preparing district budgets;

Preparing policy recommendations for the board and implementing
adopted policies,

Developing appropriate administrative regulations to implement
board policies;

Providing leadership in improving student performance; and
Organizing the district's central administration.

The LISD superintendent has been with the district for the past three years
and is the chief executive officer of the district.

The digtrict is divided geographically into four quadrants that align the
district into "feeder" groups. Students within a feeder group attend a
certain group of elementary schools, based on the attendance zone
boundaries. Students are then promoted to one of four middle schools and
subsequently to one of three high schools. The district believes this
vertical team arrangement has strengthened the district's ability to prepare
students for middle and high schools, because each team of elementary,
middle and high school principals meets and participates in planning and
Ste-based decisionmaking.

The superintendent's cabinet is the district's executive |eadership team,
whichis responsible for day-to-day operations and administration. The
cabinet consists of the chief financial officer, the director of
Communications, the executive director for Human Resources, the
administrative assistant for Academics-Problem Solving, the
administrative assistant for Academics- Communication, the administrative
assistant for Academics-Wellness and the administrative assistant for
Academics-Technology.



Exhibit 1-12 presents L1SD's organi zation.

Exhibit 1-12
L1SD Organization
2001-02
Ldministrative
Agzistant for )
Operations
Administrative] | Adwiristrative Directorof Administrative Director of
hssistantfor | | Assistant for Governmental and | || Assistantfor | | Safetyand
Licadernics - Leadernics - Cl:lrmnpmtj,r Custodians and Oeeupational
Texhooks Wellnesa Relations Texhooks Health
Ldriristrative Ldmiristratrve . _ Diirector Executre
Lssistant for ||| Assistant for Chief Financial of M Director of
Aeadernics - Aradernics - Officer Corarurnications Human
Problem Solving Technology Resources
Executive besistant S uperintendent Executrve Secretary (2)
{wacant) Clexk (17
Intemnal Auditor Board of Trastees

Source: LISD Superintendent's Office, January 2002.

The superintendent meets with the cabinet every Monday. In addition,
principals are invited to the cabinet meeting on arotating basis, each
principal will attend a cabinet meeting three or four times ayear. Other
district staff attend cabinet meetings at the superintendent's invitation
when particular agenda items require their presence. Cabinet meetings
typically last two to three hours and include extensive discussions of the
district's administration and operations, the superintendent's directives,
status reports and planning for monthly board meetings.

The superintendent reviews district goals and objectives with each of his
staff regularly and requires feedback on their progress in accomplishing

each task assigned.

FINDING



LISD uses an outside law firm to advise administrators and campus
personnel on contractual matters, employee grievances, student discipline
hearings, board policy, employment matters, workers compensation, open
records and open meetings issues and specia education.

The law firm's designated representative also attends all regular and
specia meetings of the board and committee meetings when requested to
do so by the board president, committee chairman or superintendent. In
addition, the law firm also collects delinquent taxes for the district.

Exhibit 1-13 summarizes the legal fees that LISD paid to outside counsel
for 2000-01. The rate for the hourly fee is $90 per hour for attorneys and
$60 per hour for paralegals, which is less than the customary rate for legal
counsel.

Exhibit 1-13
L egal Fees Paid to Outside Counsel

Date |Amount |
10/19/00 | $5,891 |
11/20/00 | $4,681|
12/11/00 | $6,237
2/01/01 | $3,164
2/23/01 | $2,484
3/22/01 | $3,253 |
4/19/01 | $4,212
5/25/01 | $4,914
6/18/01 | $11,205 \
7/23/01 | $10,971
9/04/01 | $3,807
9/20/01 $5,454|
Total $66,273 |

Source: LISD Finance Department, November 2001.

LISD's lega fees were $66,273 for 2000-01, the lowest among peer
digtricts (Exhibit 1-14).



Exhibit 1-14
Comparison of Legal Fees Paid to Outside Counsel
2000-01

Date Amount
Laredo $66,273
Eagle Pass | $99,175
Edinburg |$211,964 ‘
United $267,660
Edgewood $338,692‘
Harlandale | $366,000

Source: TSPR survey, December 2001.

The district's contract for legal services allows billing only for actual time
spent, with no monthly fixed retainer for legal counsel. No incidentals
other than the court reporter are allowed under the terms of the contract.
Only board members, the superintendent or his designee can call the
attorney, and all legal requests must be coordinated first through the
superintendent's office. The attorney under contract also provides two
annual seminars to the school district on education law, which helps
eliminate unnecessary legal expenses. The district efficiently usesits legal
counsal'stime.

COMMENDATION

L1SD contractsfor outside legal counsel and effectively controlsthe
costs of legal fees and expenses.

FINDING

LISD is overstaffed. The level of administrative staffing for the positions
of assistant principal/curriculum specialists, counselors and
secretary/clerks exceeds the standards established by the Southern
Association of Colleges and Schools (SACS).

SACS accredits more than 12,000 public and private institutions, from
pre-kindergarten through the university level, in 11 states in the
Southeastern United States (including Texas) and in Latin America. SACS
isone of only six such regional accrediting organizationsin the United
States recognized by the U. S. Department of Education. Member
institutions are accredited through one of SACS' three commissions, the



Commission on Colleges, the Commission on Secondary and Middle
Schools and the Commission on Elementary and Middle Schools.

Based on research and best practices in effective schools, the SACS
standards were developed by ateam of professionals that obtained input
from representatives throughout the southern states. The standards present
acommon core of expectations that help to develop and maintain quality

schools.

LISD uses staffing alocation models as a basdline for assigning school
administrative and teaching personnel but has some positions that are
filled regardless of student enrollment at the school.

The district provides for aminimum of one principal and 0.5 curriculum
specialists for each school; a minimum of one librarian and at least 0.5
library aide/clerks; and a minimum of one principal’s secretary and one
attendance clerk at each school in the district. Exhibit 1-15 shows selected
LISD staffing formulas for 2001-02. The LISD standards were
implemented in 1998-99 and have been revised annually based upon the

needs of the schools.

Exhibit 1-15

Selected L1SD Staffing For mulas 2001-02

Position Ratio District Comments
Leadership Team 400:1 Minimum 1 principal and .5
curriculum specialist (schools
Principal with less than 300 students
Curriculum Specialist would have afull time
Assistant Principal principal and share a
curriculum specialist).
Counselor 500:1 Minimum .5 (schools with less
Elementary and | than 300 students would share
high school acounselor). Minimum 1 per
400:1 Middle grade level at high school.
school
Librarian 750:1 Minimum 1 librarian and 1
library aide/clerk (1.5 FTE).
Elementary Secretary/Clerk | 300:1 Minimum 1 principal's
secretary and 1 attendance
clerk.
Middle School 185:1 Minimum 1 principa’s

Secretary/Clerk

secretarv and 1 attendance




clerk.

High School 170:1 Minimum 1 principal's
Secretary/Clerk/Receptionist secretary and 1 attendance
clerk.

Source: LISD Board Meeting Book, December 13, 2001.

Exhibit 1-16 through 1-18 show the existing administrative staffing for
LISD elementary, middle and high schools. Registrars, bookkeepers and
telephone operators are not included in the staffing count for secretaries or
clerks.

Exhibit 1-16
L1SD School Staffing
Selected Administrative Positions for Elementary Schools 2001-02

Assistant
Principal Library
Curriculum Aideor |Secretary
School Enrollment | Principal | Specialist |Counselor |Librarian| Clerk | or Clerk
Bruni 503 1 1 1 1 1 2
Buenos Aires 643 1 1 1 1 1 2
Daiches 637 1 1 1 1 1 2
Dovalina 602 1 1 1 1 1 2
Farias 1,000 1 2 2 1 1 4
Hachar 474 1 1 1 1 1 2
Heights 316 1 1 0 1 1 2
Kawas 584 1 1 1 1 1 2
Leyendecker 719 1 1 2 1 1 3
Ligarde 616 1 1 1 1 1 2
MacDonnell 465 1 1 1 1 1 2
Martin 688 1 1 2 1 1 2
Milton 931 1 2 2 1 1 3|
Sanchez/Ochoa 688 1 1 2 1 1 5
Pierce 1,005 1 2 2 1 1 3|
Ryan 967 1 2 2 1 1 3




SantaMaria 409 1 0 1 1 1 2
Santo Nino 915 1 2 2 1 1 3
Tarver 558 1 1 1 1 1 2
Zachry 707 1 1 1 1 1 2
Source: LISD Human Resources and Finance Departments, December
2001.
Exhibit 1-17
LISD School Staffing
Selected Administrative Positionsfor Middle Schools
2001-02
Assistant
Principal Library
Curriculum Aideor | Secretary
School |Enrollment | Principal | Specialist |Counselor |Librarian| Clerk | or Clerk
Christen 1,585 1 3 3 1 2 8
Cigarroa 1,403 1 3 4 1 2 7
Lamar 1,313 1 3 4 1 2 8
Memorial 638 1 2 2 1 1 4
Source: LISD Human Resources and Finance Departments, December
2001.
Exhibit 1-18
LISD School Staffing
Selected Administrative Positions for High Schools
2001-02
Assistant
Principal Library
Curriculum Aideor |Secretary
School |Enrollment |Principal | Specialist |Counselor |Librarian| Clerk | or Clerk
Cigarroa 1,457 1 4 5 1 2 7
Martin 1,929 1 5 2 3 13
Nixon 2,312 1 5 2 11




Source: LISD Human Resources and Finance Departments, December
2001.

SACS recommends personnel requirements for el ementary schools, based
on enrollment, in its Checklist of Sandards for the Accreditation of
Elementary Schools 2001-02. The standards for elementary schools are
presented in Exhibit 1-19.

Exhibit 1-19
SACS Personnel Requirements for Elementary Schools
Professional Library Library
Principal, Admin. or Aide | Secretary
Headmaster, Supv. Media or or

Enrollment | President Assistant Specialist Clerk Clerk
1-263 0.5 0 0.5 0 0.5
264 - 439 1.0 0 1.0 0 1.0‘
440 - 659 1.0 0 1.0 05 1.0
660 - 879 1.0 0.5 1.0 1.0 1.5\
880 - 1,099 1.0 1.0 1.0 1.0 15
1,100 -
1319 1.0 15 1.0 1.0 2.0
1,320+ 1.0 2.0 1.0 1.0 2.0

Source: SACS Checklist of Sandards for the Accreditation of Elementary
Schools, 2001-2002 School Year.

Although SACS recommends staffing guidelines for counselors or other

personnel providing guidance services for elementary schools as shown in
Exhibit 1-20, the TEC Section 33.002 requires school districts with 500 or
more enrolled elementary students to employ a certified counselor for each
500 students. The TEC provision requires L1SD to have 27 counselors,
which matches the number of the district employees.

Exhibit 1-20
SACS Counselor Requirements
For Elementary Schools

Enrollment | Counsaor




1-499 0.5
500 - 749 1.0
750 - 999 1.5
1,000 - 1,249 2.0
1,250 - 1,499 25
1,500+ 3.0

Source: SACS Checklist of Sandards for the Accreditation of Elementary
Schools, 2001-2002 School Year.

SACS aso recommends personnel requirements for middle schools, based
on enrollment, in its Checklist of Sandards for the Accreditation of
Middle Schools, 2001-2002 School Year. The standards for middle schools
are presented in Exhibit 1-21.

Exhibit 1-21
SACS Personnel Requirementsfor Middle Schools

Library
Aide
Library or

Admin. | Guidance | or Media| Media |Secretary
Membership | Principal | Assistant | Counselor | Specialist | Assistant | or Clerk
1-249 1.0 0 05 0.5 0 05
250 - 499 1.0 0.5 1.0 1.0 0.5 1.0
500 - 749 1.0 1.0 1.0 1.0 1.0 15
750 - 999 1.0 1.0 2.0 1.0 1.0 15
1,000 - 1,249 1.0 15 2.5 1.0 1.0 2.0
1,250 - 1,499 1.0 2.0 3.0 1.0 1.0 2.0
1,500+ 1.0 (A) (A) (A) 1.0 2.0

Source: SACS Checklist of Sandards for the Accreditation of Middle
Schools, 2001-2002 School Year.

(A) SACSrecommends adding one position for each additional 250
students over 1,500.




SACS further recommends personnel requirements for high schools, based

on enrollment, in its Sandards Checklist for Member Schools and Peer

Review Teams, Accreditation Standards 2000. The standards for high
schools are presented in Exhibit 1-22.

Exhibit 1-22
SACS Personnel Requirementsfor High Schools
Admin, Librarian |Library
or or or Secretary
Principal or | Supv. Guidance Media | Media or

Membership | Headmaster | Assistant | Professional | Specialist |  Aide Clerk
1-249 1.0 0 1.0 1.0 0 1.0
250 - 499 1.0 0.5 1.0 1.0 0.5 2.0’
500 - 749 1.0 1.0 15 1.0 1.0 3.0
750 - 999 1.0 15 2.0 1.0 1.0 3.5|
1,000 - 1,249 1.0 2.0 2.5 2.0 1.0 4.0|
1,250 - 1,499 1.0 25 3.0 2.0 1.0 4.5
1,500 - Up 1.0 (A) (A) (A) 1.0 4.5

Source; SACS Checklist for Member Schools and Peer Review Teams,
Accreditation Sandards 2000.

(A) SACSrecommends adding one position for each additional 250
students over 1,500.

In 1997, LISD commissioned a private consulting firm, Empirical
Management Services of Houston, Texas, to conduct a management and
performance review of the district. The review team recommended in a
December 1997 report that the district establish standard staffing patterns
based on SACS standards for its elementary, middle and high schools to
serve as the basis for allocating personnel resources. The district chose not
to use SACS standards but did develop its own standards, allocating a core
number of administrative personnel to each campus as well as using
student-to-staff ratios to determine administrative staffing.

Exhibit 1-23 compares a comparison of the district's actual staffing to
SACS standards for high schools shows that L1SD's high schools have 2.5
more full-time equivalent (FTE) employees working as assistant principals
and curriculum specialists and two more FTEs working as counselorsin
the three high schools.



Exhibit 1-23
L1SD High Schools
Comparison of SACS Standardsto Actual Staffing
Assistant Principals/Curriculum Specialists and Counselors

School | Enrollment éﬁﬁs;ltuzlgggﬂl?; counsae

sacs Adual | e e | anas Adual | oy iTer
Cigarroa 1,457 25 4 15 3 5 2
Martin 1,929 35 15 4 5 1
Nixon 2,312 55 5 (0.5 6 5 (D)
Totals 5698| 115 14 2.5 13 15 2

Source: Compiled from SACS Standards and Campus Organization
Charts.

Exhibit 1-24 compares actual staffing to SACS standards for high schools
and shows that L1SD's high schools also have 17.5 more FTEs working as

secretaries or clerks than the SACS standards.

Source:

Exhibit 1-24

L1SD High Schools
Comparison of SACS Standardsto Actual Staffing
Secretariesor Clerks

Secretariesor Clerks
School | Enrollment :
Per SACS | Actual | DIt noe.
Cigarroa 1,457 4.5 7 25
Martin 1,929 4.5 13 85
Nixon 2,312 4.5 11 6.5
Totals 5,698 135 31 175

Charts.

Compiled from SACS Sandards and Campus Organization




Exhibit 1-25 compares actual staffing to SACS standards for middle
schools and shows that LISD's four middle schools have three more FTEs
working as assistant principals or curriculum specialists and two more
FTEs working as counsel ors than the recommended standards.

Exhibit 1-25
LISD Middle Schools

Comparison of SACS Standardsto Actual Staffing
Assistant Principals/Curriculum Specialistsand Counselors

Assis_tant Principgl or Counsdlor

Sehool | Enroliment Curriculum Specialist

s:gs Adudl o?jfete/ruer?gir szgs Actudl o?/ifeﬁruer?gir
Christen 1,585 3 3 0 4 3 1)
Cigarroa 1,403 2 3 1 3 4 1
Lamar 1,313 2 3 1 3 4 1
Memorial 638 1 2 1 1 2 1
Total 4,939 8 11 3 11 13 2

Source: Compiled from SACS Sandards and Campus Organization
Charts.

Exhibit 1-26 compares actua staffing to SACS standards for middle
schools and shows that LISD's middle schools aso have 19.5 more
secretaries or clerks than the standards recommend.

Exhibit 1-26
L1SD Middle Schools
Comparison of SACS Standardsto Actual Staffing
Secretariesor Clerks

Secretariesor Clerks
School | Enrollment .
Difference
Per SACS | Actual Over/Under
Christen 1,585 2 8 6
Cigarroa 1,403 2 7 5
Lamar 1,313 2 8 6




Memoria

638

15

2.5|

Total

4,939

7.5

27

19.5|

Source: Compiled from SACS Standards and Campus Organization

Charts.



Chapter 1
DISTRICT ORGANIZATION AND MANAGEMENT

B. DISTRICT MANAGEMENT (PART 2)

Exhibit 1-27 compares actua staffing to SACS standards for elementary
schools and shows that L1SD's elementary schools have 17 more FTES
working as assistant principals and curriculum specialists than the
standards recommend.

Exhibit 1-27
L1SD Elementary Schools
Comparison of SACS Standardsto Actual Staffing
Assistant Principals/Curriculum Specialists and Counselors

Schoal Enrollment é‘fﬁ?gltui: igggﬁ;ﬁ;

Per SACS | Actual O[zl'gr%e'r?gir
Bruni 503 0 1 1
Buenos Aires 643 0 1 1
Daiches 637 0 1 1
Dovalina 602 0 1 1
Farias 1,000 1 2 1
Hachar 474 0 1 1
Heights 316 0 1 1
Kawas 584 0 1 1 ‘
L eyendecker 719 0.5 1 0.5
Ligarde 616 0 1 1\
Macdonnell 465 0 1 1
Martin 688 0.5 1 0.5
Milton 931 1 2 1‘
Sanchez/Ochoa 688 0.5 1 0.5
Pierce 1,005 1 2 1 ‘
Ryan 967 1 2 1




SantaMaria 409 0 0 0
Santo Nino 915 2 1
Tarver 558 0 1 1
Zachry 707 0.5 1 0.5
Totals 13,427 7 24 17

Exhibit 1-28
L1SD Elementary Schools
Comparison of SACS Standardsto Actual Staffing
Secretaries and Clerks

Source: Compiled from SACS Standards and Campus Organization
Charts.

Exhibit 1-28 compares actual staffing to SACS standards for elementary
schools and shows LISD's elementary schools also have 25.5 more FTEs
working as secretaries and clerks than the SACS recommended standard.

Secretary or Clerk

Schoal Enrollment :

Per SACS | Actual | DTerence
Bruni 503 1 2 1
Buenos Aires 643 1 2 1
Daiches 637 1 2 1‘
Dovalina 602 1 2 1
Farias 1,000 1.5 4 2.5
Hachar 474 1 2 1
Heights 316 1 2 1
Kawas 584 1 2 1 ‘
Leyendecker 719 15 3 15
Ligarde 616 1 2 1 ‘
McDonnell 465 1 2 1
Martin 688 15 2 0.5
Milton 931 15 3 15




Sanchez/Ochoa 688 1.5 5 35
Pierce 1,005 15 3 15
Ryan 967 15 3 15
SantaMaria 409 1 2 1
Santo Nino 915 15 3 15
Tarver 558 1 2 1
Zachry 707 15 2 0.5
Totals 13,427 24.5 50 25.5

Source: Compiled from SACS Standards and Campus Organization

Charts.

Based upon SACS standards, the district is overstaffed by 22.5 assistant
principal/curriculum specidists, four counselors and 62.5 secretary/clerk

positions in its schools. Exhibits 1-29 through

1-31 present calculations of the salaries and benefits for assistant
principal/curriculum specialist, counselor and secretary/clerk positions.

Exhibit 1-29

Calculation of Salary and Benefitsfor High School and Middle School
Assistant Principal/Curriculum Specialist and Counselor Positions

Middle
High School School
Assistant Assistant
Principal or Principal or
Curriculum | High School | Curriculum | Middle School
Specialist Counselor Specialist Counselor
Admin./Sp. Prof. Employee | Admin./Sp. Prof. Employee
Assgnment | minimumplus |Assignment | minimum plus
Pay Grade6 | $5,000 stipend |Pay Grade6 | $4,500 stipend
220 days 220 days
Salary $51,161 $36,000 $51,161 $35,500
Exed Benefit $2,280 $2,280 $2,280 $2,280
ate
Variable
Benefit Rate $4,288 $3,018 $4,288 $2,976

.083822




Total
Minimum
Salary, Plus
Ben€fits

$57,729

$41,298

$57,729 $40,756

Source: LISD Administrator/Special Assignment Employee Pay Plan
2001-02; Professional Employee Pay Plan 2001-02;
LISD Annual Budget 2001-02.

Exhibit 1-30

Calculation of Salary and Benefitsfor Elementary School
Assistant Principal/Curriculum Specialist and Counselor Positions

Elementary School
Assistant Principal
or Curriculum Elementary School
Specialist Counselor
Admin./Sp.
Assignment | Prof. Employee minimum plus
Pay Grade 5 212 $4,000 stipend
days
Salary $45,754 $35,000
Fixed Benefit Rate $2,280 $2,280
Variable Benefit Rate
083822 $3,835 $2,934
Total Minimum Salary,
Plus Benefits $51,869 $40,214

Source: LISD Administrator/Special Assignment Employee Pay Plan

2001-02;

Professional Employee Pay Plan 2001-02; LISD Annual Budget 2001-02.

Exhibit 1-31

Calculation of Salary and Benefitsfor Secretary and Clerk Positions

Minimum Leve

Pay Grade 3

187 Days

Pay Grade 4
Minimum Level
220 Days

Pay Grade 5
Minimum Level
220 Days




Sdlary $11,751 $15,206 $16,727
Fixed Benefit Rate $2,442 $2.442 $2,442
Variable Benefit Rate

.083822 $985 $1,275 $1,402
Total Minimum

Salary, Plus Benefits $15,178 $18,923 $20,571

Source: LISD Para-professional Employee and Substitute Pay Plan 2001-
02,

LISD Annual Budget 2001-02; Finance Department Budget Report HRR
6430A, December 2001.

Recommendation 6:

Apply administrative staffing guidelinesfor elementary, middle and
high schoolsto reflect differencesin enrollment.

This recommendation assumes that LISD will use SACS guidelines to
devel op baseline campus staffing to realign its current staffing for assistant
principals, curriculum specialists, counselors, secretaries and clerks for
elementary, middle and high schools. LISD must determine how the
administrative staff reductions will be distributed across elementary,
middle and high schools. Because of the large number of staff that should
be eliminated, approximately half of the estimated reductions can be
achieved in 2002-03, but the remaining reductions could not occur until
2003-04.

IMPLEMENTATION STRATEGIES AND TIMELINE

1. | The executive director of Human Resources reviews existing June 2002

campus administrative staffing for elementary, middle and high
schools and compares it to SACS standards to determine
baseline needs for individual schools.

2. | The executive director of Human Resources revises minimum July 2002

campus staffing allocations for elementary, middle and high
schools that consider enrollment and the unique needs of each
school.

3. | The superintendent approves the new staffing allocation August
guidelines for elementary, middle and high schools. 2002




4. | The board approves the staffing allocations and freezes hiring for | September

any overstaffed positions and transfers personnel appropriately | 2002
pending full implementations in 2003-04.

5. | The superintendent implements staffing guidelines for February

elementary, middle and high schools in 2003-04 budget process. | 2003

FISCAL IMPACT

The calculation of the fiscal impact of this recommendation assumes that
secretaries and clerks will be classified as pay group 3, using the minimum
salary rate and 187 days to determine the base salary before benefits.

The minimum rate at pay grade 6 for 220 days is used to determine the
base salaries before benefits for high school and middle school assistant
principals and curriculum specialists. The minimum rate at pay grade 5 for
212 daysis used to determine the base salary before benefits for
elementary school assistant principals and curriculum specialists. The
professional employee minimum of $31,000 plus the $5,000 counsel or
stipend is used to determine the base salary before benefits for high school
counselors.

The professional employee minimum of $31,000 plus the $4,500
counselor stipend is used to determine the base salary before benefits for
middle school counselors.

The professional employee minimum of $31,000 plus the $4,000
counselor stipend is used to determine the base salary before benefits for
elementary school counselors.

Recognizing that LISD has a large at-risk student population estimated
savings have been reduced by 25 percent in the below calculations. With
the 25 percent allowance the district should be able to conservatively
achieve the savings while not adversely impacting the district's at-risk
students.

Staff reductions are anticipated to begin taking effect with attrition during
2002-03 with full implementation for 2003-04. Savings for 2002-03 are
estimated to be one-half of annual savings.

Potential Fiscal Impact of Eliminating Assistant Principals and Curriculum

Spedalists

Fxistina asst. nrincinals and 24.0 11.0 14.0

Elementary | Middle High Total




curriculum spec. positions

SACS standard 7 8.0 115 26.5
Differerice over SACS 17.0 30 25 225
Minimum salary plus benefits $51,869| $57,729| $57,729 -
Annual savings $881,773| $173,817| $144,323|%$1,199,283
Potential Fiscal Impact of Eliminating Counselors
Elementary | Middle High Total
Existing counselors - 13 15 28
SACS standard - 11 13 24
gt);frfsra?gce over SACS i 5 5 4
Minimum salary plus benefits -1 $40,756| $41,298 -
Annual savings -1 $81512] $82,596| $164,108

Potential Fiscal Impact of Eliminating Secretaries and Clerks

Elementary | Middle High Total

Existing secretary and clerk 50.0 270 310 108
positions ' ' '

SACS standard 24.5 7.5 135 45.5
Difference over SACS 255 195 175 62.5
standard ' ' ' '
Minimum salary plus benefits $15,178| $15,178| $15,178 -
Annual savings $387,039| $295,971| $265,615| $948,625
Total Annual Savings per

SACS sandar ds $1,268,812| $550,670| $492,534|%$2,312,016
Allowancefor L1SD high at-

risk student population (25 | ($317,203) | ($137,668) | ($123,133) | ($578,004)
per cent)

Grand Total Annual $051,600 $413,002| $369,401|$1,734,012
Savings

Recommendation | 2002-03 | 2003-04 | 2004-05 | 2005-06 | 2006-07
Apply $867,006 | $1,734,012 | $1,734,012 | $1,734,012 | $1,734,012
administrative




staffing guidelines
for elementary,
middle and high
schools to reflect
differencesin
enrollment.

FINDING

The district has reorganized its staff frequently, and district staff report
that organizational changes are instituted without a general defined goal.
The organizational changes have increased the number and level of staff
directly reporting to the superintendent, who supervises 13 professional
staff and three classified staff. Normally for any organizational change, a
specific benefit should be delineated. District officials, however, did not
specify the purpose of the 2000-01 organizational changes, nor specify
how the changes would help the district reach any specific district goal.

The organizational changes in 2000-01 moved certain functions from
under the chief financial officer; assigned the position of Safety and
Occupational Health director to report to the superintendentand created a
new office of Safety and Occupational Health. The result of these changes
remains unclear to district staff, who were unable to explain reporting
relationships and clear job assignments during TSPR interviews.

LISD's organization charts are unconventional, and show citizens, the
board and the superintendent at the base of the chart, and the
Interdisciplinary Task Teams for Communications, Problem Solving,
Wellness, Technology, Campus Principals, Operations, Finance,
Community and Partnerships, Custodians and Text Books, and Human
Resources at the top of the chart (Exhibit 1-32). The purpose of depicting
the district in this manner is to show that the board and staff are responsive
and driven by the needs of the schools and that the district administration
and staff work together in teams to accomplish district goals and
objectives.

Exhibit 1-32
LISD
Interdisciplinary Task Teams




2001-02

Froblm

Commuicatinns Solying

Campus . . Commmity & Custodians &
Welkuss | | Tedmology Principels (perations Firtance Partnrships Text Bocks

Resoumees

Soperintendent

Internal Anditor  — Board of Tmstees

Citizens

Source: LISD Superintendent's Office, November 2001.

Exhibit 1-33 describes LISD's central administrative positions and their
major responsibilities.

Exhibit 1-33

LISD Central Administrative Positions

2001-02

Position

Major Responsibilities

Superintendent of
Schools

Education leader and chief executive officer.

Internal Auditor

Provides independent audit with direct reporting
responsibilities to the board.

Chief Financid
Officer

Directs and manages the operation of al financial and
business affairs of the district including accounting,
payroll, purchasing and procurement, and tax collection.
Provides management of the district's Web site. Serves as
the chief financial advisor to the superintendent and Board
of Trustees.

Executive Assistant

Provides overall support to the superintendent. Position is
vacant.

Executive Director
for Human Resources

L eads and manages district human resource activities.
Responsible for the development and implementation of
human resource programs. Interprets and recommends
personnel policies and regulations for the district.

Director for
Governmental ard

Directs governmental and community relations programs.
Position is vacant.




Community Relations

Director of
Communications

Promotes positive relations between the school district and
itsinternal and external constituencies. Prepares and
provides information on the district's goals and objectives.
Manages the district graphics and printing services.

AA for Academics- | Plans, coordinates, implements and evaluates the

Technology instructional technology program of the district through
Interdisciplinary Task Teams (ITTs).

AA for Academics- | Plans, coordinates, implements and eval uates academic

Communication

programs through ITTs including language arts, bilingual
education, elementary music, reading and writing trainers.
Provides evaluation of principalsin conjunction with the
superintendent.

AA for Academics -
Problem Solving

Plans, coordinates, implements and eval uates academic
programs through ITTs including project TEAMS, GT
and AP, assessment and evaluation, math, and science.
Provides sustained professional development in support of
TEKS, instructional model, standards based material and
performance assessment. Responsible for coordination of
professional staff development. Responsible for
facilitation of the strategic planning process and site-based
decision making throughout the district. Provides
evauation of principals in conjunction with the
superintendent.

AA for Academics -
Wellness

Plans, coordinates, implements and eval uates academic
programs through ITTs including guidance and
counseling, scholarships, career and applied technology,
athletics, safe and drug free programs, attendance,
abstinence, discipline, Section 504, dropout, safety, health
services, special education and PEP program. Provides
evaluation of principals in conjunction with the
superintendent.

AA for Operations

Oversees food services, operations, construction,
transportation, and fixed assets. Position is vacant.

AA for Custodians
and Textbooks

Oversees custodian and textbook services.

Director of Safety
and Occupationa
Health

Monitors, conducts, coordinates and directs the district's
safety emergency preparedness, 10ss prevention,
occupational health and environmental programsin

compliance with federal, state and local safety and
ocalnational health renulations aswell asindustrv




standards.

Executive Secretary | Provides secretarial support to the superintendent and the
board (two positions, one vacant).

Service Clerk Provides clerical support to the superintendent.

Source: LISD Superintendent's Office and Staff interviews, November
2001.

The three administrative assistants for Academics - Wellness,
Communication and Problem Solving - have individua responsibilities for
programs and also have supervisory responsibility for principals within the
four quadrants of the district. These three administrative assistants will be
responsible for goa setting and the formative evaluation parts of the
principals evaluations during 2001-02, but the superintendent will
complete the summative evaluation himself. The three Academic
administrative assistants maintain heavy workloads and are challenged to
keep up with their responsibilities.

Other organizational concerns include the following:

In addition to their curricular and instructional responsibilities, the
administrative assistants for Academicsin the areas of
Communications, Problem Solving and Wellness have other
responsibilities that serve no curricular or instructional purpose.
Along with many other duties related directly to academics, the
administrative assistant for Academics - Wellness supervises a
coordinator for Scholarships and Specia programs, the hearings
officer and the supervisor for elementary physical education. All
three administrative assistants for Academics also respond to
parent and community concerns from their respective quadrants,
which is a time-consuming assignment.

The level of responsibility and accountability assigned to positions
classified as administrative assistants varies significantly. The
three administrative assistants for Academics have much greater
responsibilities and accountability than the other administrative
assistants for Custodians and Textbooks, Technology and
Operations.

The titles used for administrative assistants do not indicate the
level of their responsibilities and functions. Usually,
"administrative assistant” refers to a clerical support position. The
administrative assistants for Academics function as associate
superintendents and are often referred to as such by district staff
and community leaders.




There are inefficiencies in some reporting responsibilities and lines
of authority within the administrative assistant for Academics
divisions. For example, the administrative assistant for Academics
- Wellness, supervises both a director for Athleticsand a
supervisor for elementary physical education. The director for
Athletics aso supervises an assistant director for Athletics. The
supervisor of Elementary Music serves as the full-time director of
the VM Trevino Magnet School but also is responsible for this
assignment. The assistant director for Federal Programs supervises
socia studies for the district.

There is no overall director for staff development for the district.
Trainers report to the administrative assistants for Academics -
Communication and Problem Solving. The administrative assistant
for Academics - Communication has professional district staff
development as one of her many job assignments.

The span of control for the superintendent is very large, and
several board members expressed concern that the superintendent
was nhot as effective as he might be if he delegated some of his
responsibilities. It is difficult to effectively manage and provide
oversight and assistance to seven cabinet members and nine other
staff simultaneously.

The Finance, Operations, Technology, Custodians and Textbooks, and
Safety and Occupational Health areas for LISD represent business and
administrative functions that many districts consolidate within one
function. For example, Corpus Christi ISD, with more than 39,000
students, consolidates its finance, business, technology and human
resources functions in a single business and administrative area.

LI1SD's organizational structure emphasizes team rather than the traditional
chain-of-command, but functionaly it is hampered by unclear lines of
authority and accountability. Other districts have successfully realigned
their organizational structure to emphasize teamwork. Socorro 1SD, a
district with more than 26,000 students, has arelatively flat and effective
organizational structure and successfully fosters ateam environment
among its staff. Six assistant superintendents and two support personnel
report directly to the superintendent. Socorro 1SD also ranks low in central
administrative costs per students compared to its peers.

Recommendation 7:

Restructure L1SD's organization to functionally align responsibilities
of staff, reduce the number of staff directly reporting to the
superintendent and clearly assign accountability and specific lines of
authority.



The district should review the functional areas of each department, group
similar functions and reflect direct reporting relationships with clear lines
of authority to improve accountability. The district also should consider
transferring some of the workload from the administrative assistants for
Academics that is not directly related to academics. Given the nature of
the work of these administrative assistants, specificaly their frontline roles
in representing the superintendent in any and all assignments related to
curriculum and instruction, it is essentia to assign the responsibility for
non-academic tasks to other positions.

After reviewing and realigning the functional areas under each
administrative assistant, the district should change the titles of each
position to reflect the level of assigned responsibilities. A review of the
duties of the three administrative assistants for Academics indicates that
their responsibilities and duties match those of an assistant superintendent.

The job duties of the administrative assistant for Operations are more
appropriate for adirector or an executive director of Operations. The
position responsible for custodians and textbooks should report to this
person.

The district should consider appointing a chief information officer that
reports directly to the superintendent. This organizational change is
discussed in detail in chapter 11, Computers and Technology.

Organizational recommendations for safety and security are discussed in
chapter 12, Safety and Security.

Other recommended organizational changes that the district should
consider include:

[imiting the superintendent's direct reports to his cabinet;
transferring responsibilities for al finance and business service
functions including food service, purchasing and trarsportation to
the chief financial officer/and change the position to associate
superintendent for Finance and Business;

transferring the position of director of Safety and Occupational
Health to the management of the executive director for Operations,
and

creating an "extended cabinet” to provide direct access to the
superintendent for managers and directors of critical functions
below the executive level.

The proposed organizational chart for LISD is shown as Exhibit 1-34.
Under the new structure, the superintendent has eight administrator
positions reporting directly to him.



Exhibit 1-34
Proposed L1SD Organization

Exemtive
. Assistant Superintendent %ﬁECt? for
Supeits‘lst]::iz:ﬂ for for Wellness e
Comnmrications
Associate Exemtive
Assistant Supermtendant Director of Darector of
Superintendent for Chuef Information for Finance and Comnoucations Human
Problem Saolving Officer Business Faesources
Exemtive
Supenntendent Secretaries
Internal Luditor Board of Trustees

Source: TSPR.

IMPLEMENTATION STRATEGIES AND TIMELINE

1. | The superintendent announces a reorgani zation of LISD for June 2002
the end of the 2001-02 school year.

2. | The superintendent presents the proposed organizational July 2002
changes to the board for approval.

3. | The executive director of Human Resources and the July - August
administrative team revise al job descriptions to reflect new 2002
responsibilities.

4. | Staff assume new responsibilities and reporting relationships. | August 2002

5. | The superintendent implements the reorganization and forms | September
the "extended" cabinet. 2002

FISCAL IMPACT
This recommendation can be implemented with existing resources.

FINDING

The digtrict failed to prepare an annual district report for 1999-2000 as
required by law. Texas Education Code Chapter 39.053 requires each




district to publish an annual report describing the educational performance
of the district and of each campus in the district. The report must cover
student performance, descriptive district information, campus performance
objectives and related progress and the district's performance ratings along
with those of the individual campuses.

In addition, the annual report must include a statement of the number, rate
and type of violent or criminal incidents that occurred on each campus,
information concerning school violence prevention and intervention
policies and procedures and the findings that result from evaluations
conducted under the Safe and Drug-Free Schools and Communities Act of
1994 and its subsequent amendments. Supplemental information to be
provided in the report is to be determined by the board. The board is also
required to hold a public hearing and to widely disseminate the report
within the district.

The responsibility for preparing the annual report lies with the director of
Communications. The director of Communication's position was vacant
from July 25, 2000 until February 5, 2001, during which time the report
should have been prepared and published. The Office of Communications
goals and objectives state that the department was to:

"Write, edit and coordinate the distribution of the 1999-00 Annual Report
to the community regarding important highlights. This publication will
also be written in Spanish to provide greater access to the community."

The target publication date was December 2000. During 2000-01, the
district provided information during board meetings on district educational
performance, including TAAS results and district and campus ratings,
district safety and an update on the district safety plan However, the full
requirements for the annual report were not met, including holding a
public hearing on the report.

Recommendation 8:

Develop a plan and timeline for producing the district annual report
and monitor progresstowardsits preparation.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The director of Communications develops aplan and timeline | May 2002
for producing the district annual report.

2. | The director of Communications monitors progress of the June 2002
annual report preparation and reports mont hly to the and ongoing

superintendent.




3. | The board and superintendent publish the district annual report, | January 2003
hold a public hearing on it and distribute the approved report to
the community.

FISCAL IMPACT

This recommendation can be implemented with existing resources.



Chapter 1
DISTRICT ORGANIZATION AND MANAGEMENT

C. PLANNING, SCHOOL MANAGEMENT AND SITE-BASED
DECISION-MAKING

Planning is essential to effective school district management. Proper
planning establishes a mission and identifies goals and objectives, sets
priorities, identifies ways to complete the mission and determines
performance measures and benchmarks to achieve goals and objectives. In
its purest sense, planning anticipates the effect of decisions, indicates
possible financial consequences of aternatives, focuses on educational
programs and methods of support and links student achievement to the
cost of education.

The superintendent is primarily responsible for LISD's planning effort.
The superintendent and cabinet members establish district goals and
review them with the board. The superintendent brings LISD stakeholders
together on an ongoing basis to review the goals and objectives, provide
constructive input and review the district's progress toward achieving the
goasof the strategic plan. Through its strategic planning process, LISD
solicits community input, refines its district vision and mission, establishes
new goals and objectives as necessary and regularly reports progress
toward achieving the goals and objectives to the board and community.

Effective schools meet the needs of the communities they serve.
Population diversity, economic and ethnic backgrounds of the students,
specia service requirements, adequacy of facilities, staffing resources and
instructional priorities of the community, all contribute to shaping the
unique organization of each school.

To ensure that schools meet the needs of the communities they serve, state
law requires asite-based model for decision making (SBDM) in Texas
school districts. The Texas Education Code (TEC) specifies many
requirements for site-based decision-making including those listed below.

The district improvement plan and campus improvement plans
must be developed, reviewed and revised annually.

District and campus performance objectives that, at minimum,
support state goals and objectives must be approved annualy.
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 on the recommendations of
the district-level committee.

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

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

FINDING

LISD has developed a comprehensive strategic planning process, based on
the belief that the district can provide the best education for its youth by
involving the community in the planning process.

In 1996, a planning team of individuals from both schools and community
participated in four days of discussion to outline the strategic plan. Action
teams of community and school volunteers then researched and studied the
district's goals, developed ways to accomplish those goals and presented
the draft plan to the board in September 1997. Implementation teams then
refined the plan, which was finally presented and approved by the board in
the spring of 1998.

The district completed annual reviews in June and July 2000 and
published its revised strategic plan in September 2000. Since that time, the
district has provided three updates to the board and district stakeholders
detailing LISD's progress implementing the plan.

The LISD strategic plan is comprehensive, containing a mission statement
and a vision statement, goals and objectives, detailed action plans with
assigned tasks, timelines, responsibilities, resources, measurements and
evauation criteria. The plan is linked to the budget. The district developed
the 2001-2002 budget based on priorities established in the LISD Strategic
I mprovement Plan 2000-2005.

The digtrict involves the original planning team and members of the
District Educational |mprovement Council in an annual review process to
continuously improve and update to the plan.



COMMENDATION

L1SD usesa model strategic planning process that includes extensive
community participation in goal setting, an in-depth analysis of
community input and the allocation of budget resour ces to specific
goals and obj ectives.

FINDING

LISD's site-based decision making model (SBDM) includes the Campus
Educational Improvement Council (CEIC), District Educational
Improvement Council (DEIC) and site-based decision making committees,
consisting of councils, standing committees and ad hoc committees. The
superintendent's cabinet, in cooperation with the DEIC is responsible for
developing LISD's Strategic Improvement Plan (SIP), while each CEIC is
responsible for developing individual campus improvement plans. The
DEIC includes 36 members representing the four district quadrants and six
ex-officio members who are district staff.

LISD's most recent district improvement plan, LISD Strategic
Improvement Plan 2000-2005, contained the district's strategy for helping
students become successful. CEICs complete LI1SD's campus
improvement plans annually, and each plan istied to the strategic goals
and related objectives included in the district plan.

Site-based decisionmaking within LI1SD is working well with respect to
the campus-based |eadership teams. The district involves the original
planning team and members of the DEIC in an annual review, to provide
continuous improvement and to update to the plan. A flow chart of the
district's SBDM process is shown in Exhibit 1-35.

Exhibit 1-35
LISD Site-Based Decision Making



Flow Chart

CANMPUS STANDING COMBMITTEES
Flanning, Budget, School Orgamzation, Staffing Patterns, Curniculum, Staff Development

Committees Chatred by Members of the CEIC

Metmbers appointed by Prncipal

CANMPUS EDUCATIONAL IMPROVEMENT COUNCIL

2/3 Elected teachers
1/3 elected from other professional campus and district staff

Appomted parents, communtty members, business and higher education representatives required as
well as representatives from feeder campuses

Exhibit 1-35 (continued)
LI1SD Site-Based Decision Making



Flow Chart

Establishes acadetic plans, goals, performance objectives and major campus classroom structional
programs to specifically address AEIS and special populations

Approves portion of the campus plan addressing staff development needs

Serves i adwisory role to principal

Cegnpiis Perfarmance Obfectives ga fo School Bocrd for approwd

DISTRICT EDUCATIONAL IMPROVEMENT COUNCIL
2% Elected teachers
1/3 Elected from other professional campus and district staff
Elected parents, comunity metmnbers, business representatives required
Eepresentation by metnber of higher education institution requested
Establishes and rewews district plans, goals, performance objectives and major district mstructional
Ilj:‘rr?aiftrslsaimual district performance report to the board and commmnity
Ewaluates the distnct/campus SBEDM process

Serves i an adwvisory role to the board or its designes {supenntendent)

District Performance Objectives go to School Board for approvel

Source: LISD Ste Based Decision Making in LISD: An Inventory of
Essential Practices, September 2001.

The administrative assistant for Academics - Problem Solving published a
report in September 2001, LISD, Ste Based Decision Making in Laredo
Independent School District: An Inventory of Essential Practices, that
includes:

the legal requirements for SBDM;

adescription of the local process,

information on SBDM committees,

achecklist of essential practices, a monitoring and evaluation
instrument;

a description of the role of the instructional team member as
SBDM/academic coach;

standards-based reform initiatives,



LISD driversfor systemic reform,;
district goals and objectives,

aprincipal evaluation instrument based on policy reform issues;

and

aflow chart of the SBDM model in LISD.

The modd is easy to read and understand, and makes lines of authority
and decision-making clear at all levels. Asaresult of the district's SBDM
model, principals report that CEICs understand their respective roles and

provide valuable advice to principals throughout the SBDM process.

Eighty-five percent of the respondents to the principal and assistant

principal survey distributed by TSPR and 54 percent of the respondents to
the teacher survey either agree or strongly agree that site-based budgeting
is used effectively to increase the involvement of principals and teachers
in the SBDM process. Survey results show that members of the CEICs
generally feel that they are involved in the SBDM process.

COMMENDATION

L1SD's effective implementation of site-based decision-making
processes has increased the involvement of parents, teachersand
community members by providing resour ce guides and annual
training for members of each campus-based leader ship team.

FINDING

The superintendent initiated "Neighborhood Chats" in 1999-2000 to

provide an opportunity for area residents to give their input on initiatives

that ultimately affect their respective schools. Theses informal
presentations give area residents a chance to speak about educational
issues and to hear first hand about the district's academic standards,

facilities construction plan and the tax rate cap, as well as other pertinent

issues.

Refreshments are provided. Notices of the neighborhood chats are printed
in both English and Spanish. Neighborhood chats are held four times a
year at schools and community sites in the "feeder" high school quadrants.

A sample of attendance at scheduled neighborhood chats is shown in

Exhibit 1-36.

Exhibit 1-36

Superintendent Neighbor hood Chats

2001-02

Place

Dateand Time

Niimher




Attending
Colonia Guadalupe Housing Community April 9, 2001 6:30 pm 29
Center
Russell Terrace Housing Community April 11, 2001 6:30 pm 49
Center
Carlos Richter Housing Community April 23, 2001 6:30 pm 29
Center
South Laredo Housing Community Center | April 24, 2001 6:30 pm 20
Nixon High School ;o;ptember 17,2001 5:00 55
Cigarroa High School ;e;]ptember 18, 2001 5:00 48
Colonia Guadalupe Community Center October 8, 2001 39

Source: LISD Superintendent's Office, November 2001.
COMMENDATION

The superintendent's Neighborhood Chats improve communication with
the community and contribute to effective site-based decision making.




Chapter 1
DISTRICT ORGANIZATION AND MANAGEMENT

D. POLICIES AND PROCEDURES

LISD contracts for policy development with the Texas Association of
School Boards (TASB).Any policy designated in the policy manual as
"LEGAL" has been developed by TASB to comply with various legal
sources of authority defining local district governance. Local policies
developed by or for the district to reflect decisions of the local board of
trustees are designated as "LOCAL."policy updates regularly for local
review to help ensure that the district's policies remain current.

The district's administrative procedures and regulations are accessible
online through L1SD's Web site. Each department manager is responsible
for updating administrative and operational procedures. The director of
Communication serves as the "content author” that coordinates updates
from the various department managers to ensure that LISD's Web site is
continuously updated.

FINDING

L1SD subscribesto TASB's "Policy On Line" service, which enables the
district to publish its policy manual on the Internet with "read only”
access. The electronic document is secure, and only TASB's Policy
Service, as directed by LI1SD, can make changes to the manual. Users
navigate the district's policy manual by accessing a district-specific table
of contents that lists every policy the district isusing. Thislistisin
alphabetical order, and to see a specific policy, the user merely "clicks' on
the list. There also is a search engine available that alows users to look for
aword or phrase, with search results showing alist of policies and titles
containing the word or phrase, which can be selected with a"click" as
well.

Local policies approved by the board are submitted to TASB's Policy On
Line service where they are electronically posted on TASB's policy Web
site under LI1SD's district number. The Web address for accessing LISD's
Board Policy Manual is www.tash.org/policy/pol/private/240901. The
word "private" appears in the Web address only to indicate that the policy
manual is for a specific school district and does not restrict the public's
access to the Web site.

LISD has a comprehensive policy manual that has been updated for al
legal and local policies through Update 66, dated September 4, 2001.



COMMENDATION

LISD uses the Internet to maintain an up-to-date policy manual and
expand access to administrators, teachers, parents, students and the

community.



Chapter 2

EDUCATIONAL SERVICE DELIVERY

This chapter reviews the Laredo Independent School District's (LISD's)
educational service delivery in seven sections:

A. Student Performance and Instructional Delivery
B. Gifted and Taented Education

C. Specia Education

D. Bilingual Education/English as a Second Language

E. Title I/State Compensatory Education
F. Career and Technology Education

G. Library Services

If aschool district is to meet the needs of its students, it must have a well-
designed and well- managed process for directing instruction, maintaining
its curriculum, evaluating and monitoring the success of its educational

programs and providing the resources needed to support them.

BACKGROUND

The Texas Education Agency (TEA) provides information on Texas

Assessment of Academic Skills (TAAS) results as well as other

demographic, staffing and financial data to school districts and the public
annually through its Academic Excellence Indicator System (AEIS). This
chapter uses the latest AEIS data available for 2000-01.

LISD selected five Texas school districts to serve as "peer districts’ for
comparative purposes. Eagle Pass, Edgewood, Edinburg, Harlandale and
United. Compared to the state average, all six districts have alower
percent of African American, Anglo and Other (Asian/Pacific Islanders
and Native American) students and a higher share of Hispanic students.
The six districts share of economically disadvantaged students is much
higher than the statewide average (Exhibit 2-1).

Exhibit 2-1

Demographic Characteristics of Students
LISD and Peer Districts

2000-01

Racial/Ethnic Percent

Student

Enrollment Per cent

African
American

District

Per cent
Hispanic

Per cent
Anglo

Per cent
Other

Per cent
Economically
Disadvantaged




Eagle Pass 12,515 01%| 97.0%| 1.5% 1.5% 89.8%
Edgewood 12,983 16%| 97.0%| 1.1% 0.3% 92.6%
Harlandale 14,468 04%| 94.0%| 54% 0.2% 90.6%
Edinburg 22,005 02%| 96.3% 3.1% 0.4% 84.2%
Laredo 22,547 01%| 989% | 09% | 0.1% 91.1%
United 27,558 02%| 96.2% 3.0% 0.5% 73.2%
Region 1 302,528 02% | 956% | 38% | 0.3% 82.7%
State 4,059,619 144% | 40.6% | 42.0% @ 3.0% 49.3%

Source: TEA, AEIS 2000-01.

During 2000-01, L1SD employed 3,108 total personnel, including 1,283
teachers, 74 campus and central office administrators, 238 professional
support employees, 387 educational aides and 1,126 auxiliary personnelor
full-time non-educational staff such as maintenance or food service
employees. LISD's percentage of total staffing represented by teachers,
professiona support personnel and campus administrators is lower than in
the state as awhole. LI1SD's share of total staffing represented by
educational aides and auxiliary staff is higher than the state average

(Exhibit 2-2).
Exhibit 2-2
Staff Information
L1SD and State Totals
1996-97 and 2000-01
LISD State
Cat Percent Per cent
egory 1996- | 2000- | Change | 1996- | 2000- | Change
97 01 1997- 97 01 1997-
2001 2001
Staff
Teachers 39.4%/| 41.3% 19%| 51.9%| 508%| (11%)|
Professional Support | 7.2%| 7.7% 05%| 6.7%| 7.8% 1.1%
Canpus 0, 0, 0, 0, 0, 0,
Aominisration 17%| 2.1% 04%| 25%| 2.6% 0.1%
Central 06%| 03%| (03%)| 09%| 08%| (0.1%)

Administration




Educational Aides 17.5%| 12.4% (5.1%)| 9.0%, 10.2% 1.2%‘
Auxiliary Staff 33.6% | 36.2% 26% | 29.1%| 27.8% (1.3%)

Race/Ethnicity (Teachers)

African American 04%| 0.4% 0.0%| 82%| 88% 0.6%

Hispanic 91.2% | 92.5% 13%| 155%| 17.1% 1.6%

Anglo 80%| 7.0%| (L0%)| 75.6%| 732%| (24%)
Other 05%, 02% (0.3%)| 0.8%, 0.9% 0.1%

Source: TEA, AEIS, 1996-97 and 2000-01.
Note: Totals may not add to 100 percent due to rounding.

LISD's share of the teaching staff represented by beginning teachers (4.2
percent) is the lowest among the peer districts and lower than the Regional

Education Service Center | (Region 1) and state averages. Fifty-five
percent of LISD's teachers have more than 10 years of experience, a

higher share than in the peer digtricts, Region 1 and the state as awhole
(Exhibit 2-3).

Exhibit 2-3

Per cent of Teachersby Years of Experience

L1SD Peer Districts, Region 1 and State

2000-01
District | Beginning 1-5 6-10 11-20 20+ 11+
Years Years Years Years Years
Eagle Pass 8.2%| 28.6%| 19.8% 204% | 23.0%| 43.4%
Edgewood 10.7%| 28.4% 16.8% 239% | 20.1%| 44.4% ‘
Edinburg 51%| 30.1%|  20.7% 245% | 19.5%|  44.0%
Harlandale 15.1%| 27.2% 13.0% 253% | 19.4%| 44.7% \
Laredo 42% | 234% | 17.1% 26.3% | 29.0%| 55.3%
United 8.4%| 395%| 21.7% 20.1% | 103% 30.4%|
Region 1 80%  26.9% | 19.8% 26.1% | 19.1% | 45.2%
State 78% | 27.4% | 18.1% 25.3% | 21.4% | 46.7%

Source: TEA, AEIS 2000-01.



LISD's share of teachers with no degree istied for the lowest among the
peer districts and is lower than Region 1 and the state. The share of LISD
teachers with a masters or doctorate degree ranks fourth among the peer
digtricts; is higher than Region 1 and lower than the statewide average
(Exhibit 2-4).

Exhibit 2-4
Degree Status of Teachers
L1SD, Peer Districts, Region 1 and State

2000-01
Per cent with Degree
P Del\glg?ee Bachelors | Masters | Doctorate MDaite(;f’;gd

Eagle Pass 0.5% 79.6%| 19.5% 0.4% 19.9%
Edgewood 1.0% 77.2%| 21.7% 0.1% 21.8%
Edinburg 2.5% 85.0%| 12.3% 0.2% 12.5%\
Harlandae 1.0% 71.6%| 27.3% 0.1% 27.4%
Laredo 0.5% 81.3% | 18.1% 0.1% 19.2% ‘
United 3.2% 84.6%, 12.2% 0.0% 12.2%
Region 1 2.4% 83.2% | 14.2% 0.1% 14.3%
State 1.3% 74.7% | 23.4% 0.5% 23.9% ‘

Source: TEA, AEIS, 2000-01.

Exhibit 2-5 compares student performance on TAAS and property values
for LISD, the peer districts and the state. LISD's property value per
student is lower than those of al but two of the peer districts and is lower
than the Region 1 and state averages. LI1SD's percent of students passing
all TAAStestsisthe lowest among the peer districts and lower than the
Region 1 and state averages.

Exhibit 2-5
Property Value Per Pupil and Percent of Students Passing the TAAS
L1SD, Peer Districts, Region 1 and State
2000-01

2000-01 Rank Per cent of
District 2000-01 Property by Students Rank by
Name |Enrollment VValue Value Pasdinn Performance




per Pupil All TAAS
Tests
2000-01
Eagle Pass 12,515 $63,403 3 78.6% 2
Edgewood 12,983 $37,928 6 76.3% 4
Harlandale 14,468 $50,892 5 80.2% 1
Edinburg 22,005 $92,331 2 77.6% 3
United 27,558 $137,182 1 75.2% 5
Laredo 22,547 $57,520 4 71.3% 6
Region 1 302,528 $85,677 N/A 77.9% N/A
State 4,059,619 $215,232 N/A 82.1% N/A

Source: TEA, AEIS 2000-01.

AEIS provides information regarding the percent of students enrolled in
various programs including regular education, bilingual education and
English as a Second Language (ESL), career and technology education

(CATE), gifted and talented education (G/T) and special education.
Among the peer districts, LISD has the highest percent of students

enrolled in bilingual/ESL programs and the next-to-lowest percent of
students enrolled in CATE programs. The percent of students enrolled in
bilingual/ESL and special education programsis higher in LISD than in

Region 1 and statewide and lower for CATE and G/T (Exhibit 2-6).

Exhibit 2-6

Student Enrollment by Program
LISD, Peer Districts, Region 1 and State

2000-01

Special | Gifted and | Bilingual | Career and

District |Education| Talented ESL | Technology
Eagle Pass 7.1% 12.0% 35.1% 16.3%
Edgewood 14.2% 7.7%| 19.9% 12.1% |
Edinburg 8.3% 7.9% 30.4% 15.5%
Harlandale 14.9% 56% 14.3% 19.2% |

Laredo 13.1% 8.3% 57.8% 14.7%
United 12.1% 5.8% 45.0% 23.7%




35.4%
12.6%

8.8%
8.4%

10.3%
11.9%

18.3% \
18.9% ‘

Region 1
State

Source: TEA, AEIS, 2000-01.

The percent of LISD teachers assigned to regular education is second
highest among the peer districts and higher than the Region 1 and state
percentages. Its share of teachers assigned to compensatory and
bilingual/ESL education is second lowest among peer districts and lower
than the Region 1 and state shares. The percent of LISD teachers assigned
to G/T education programs is higher than the peer districts, Region 1 and
the state as a whole (Exhibit 2-7).

Exhibit 2-7

Per cent of Teachersby Program
L1SD Peer Districts, Region 1 and State

2000-01
Gifted Career
Regular | Comp. | Special and Bilingual and

District | Educ. | Educ. | Educ. | Talented ESL Tech. |Other
EaglePass| 39.5%| 25%| 7.1% 3.8%| 42.0% 4.3%| 0.7%
Edgewood | 78.4% | 6.7%| 9.2% 1.5% 0.3% 3.7% | 0.3% ‘
Edinburg 49.1% | 2.7%  7.3% 6.5%| 27.5% 4.8% | 2.2%
Harlandde | 69.6%| 0.2% | 12.8% 0.9% 10.7% 4.2% | 1.5% ‘
Laredo 776% | 03% | 7.5% 6.6% 2.9% 4.2% | 1.0% ‘
United 54.4% 0.4%| 9.0% 2.8%| 27.9% 51%| 0.5%
Region 1 585% | 1.7% | 8.3% 4.2% 21.5% 4.4% | 1.5% ‘
State 704% | 3.3% | 9.9% 2.2% 7.5% 4.3% | 2.4%

Source: TEA, AEIS 2000-01.
Totals may not add to 100 percent due to rounding.

According to the 2000-01 AEIS report, LISD's budgeted instructional
operating expenditures per student ranked fourth among the peer districts
and lower than the averages for Region 1 and the state. Among the six

peer districts, the percent of LISD's budgeted instructional expenditures

was the highest for compensatory education and lowest for gifted and
talented education (Exhibit 2-8).



Exhibit 2-8
Budgeted Instructional Operating Expenditures
L1SD Peer Districts, Region 1 and the State

2000-01
Total Per cent of Budgeted I nstructional Operating
o Instructi_onal Expenditures**

D Ex?)gre]:j?:g;%s* Regular G;;tgd Special C:;ger Bilingual | Comp.

Per Student | Educ. Talented Educ. Tech. ESL Educ.
Harlandae $3,612| 62.6% 0.9% | 149% 3.5% 10.7% | 7.4%
Edgewood $3,548| 71.4% 0.9% 13.0% 4.0% 1.0%, 9.8%
Edinburg $3,538| 56.1% 13%| 8.0%| 4.8% 21.1%| 8.8% ‘
Laredo $3,374| 68.0% 0.3% | 125% | 4.3% 3.0% | 11.9%
Eagle Pass $3,262| 76.7% 15%| 89% 3.6% 21%| 7.2% ‘
United $2,918| 71.3% 0.9%, 92% 4.9% 1.8% 11.8%
Region 1 $3,437 | 69.2% 1.7% | 10.4% | 4.5% 5.4% 8.8%‘
State $3,500| 70.7% 18% | 126% | 4.1% 43% | 6.6%

Source: TEA, AEIS, 2000-01.
*nstruction (Functions 11, 95) and Instructional Leadership (Function 21)
**Functions 11 and 95 only.



Chapter 2
EDUCATIONAL SERVICE DELIVERY

A. STUDENT PERFORMANCE AND INSTRUCTIONAL
DELIVERY (PART 1)

School districts need sound systems for managing the instructional
process. Administrators must ensure that the resources allocated to
instructional programs produce continual improvements in student
performance. This effort should include monitoring and evaluating
personnel and programs as well as maintaining a comprehensive program
for student assessment that accurately evaluates achievement across all
content areas and grades.

The TAAS is a series of tests used to measure student performance. TAAS
tests are administered in reading and mathematics in grades 3 through 8
and grade 10; in reading and mathematics in Spanish in grades 3 and 4; in
writing in grades 4, 8 and 10; and in science and socia studiesin grade 8.
End-of-course (EOC) examinations are administered in Algebral,

Biology, English Il and U.S. History. To graduate from a high school in
Texas, a student must pass the TAAS exit-level examination, which is
given for the first time in grade 10.

Passing rates for LI1SD students rose over the six-year period 1995-96
through 2000-01. The percent of students passing the TAAS reading test
rose by more than 13 percentage points, from 67 percent to 80.2 percent.
The increase was even greater in mathematics, from 64.6 percent in 1995-
96 to 84.9 percent in 2000-01. The passing rate on the TAAS writing test
rose by about three percentage points from 1995-96 through 2000-01,
while the passing rate for LISD students on all tests rose by more than 17
points, from 53.9 percent to 71.3 percent. Even so, LISD's passing ratesin
2000-01 were lower than those statewide in al areas. LISD and state pass
rates on TAAS reading, mathematics, writing and all tests for 1995-96
through 2000-01 are provided in Exhibit 2-9.

Exhibit 2-9
L1SD Passing Rates: Texas Assessment of Academic Skills
Reading, Mathematics, Writing and All Tests
1995-96 through 2000-01

Reading Mathematics Writing All Tests
Y ear

District | State |District | State |District | State | District | State
1995-96 67.0%/80.4% | 64.6% 74.2% | 77.0%|82.9% | 53.9%|67.1%




1996-97 72.4%|84.0% | 73.2%/80.1% | 79.7%|85.3% | 61.4%| 73.2%
1997-98 71.7%|87.0% | 71.3%|84.2% | 79.2% 87.4%  59.6% 77.7%
1998-99 74.2%|86.5% | 77.7%|85.7% | 81.5%|88.2% | 64.4%| 78.3%
1999-2000| 76.8%|87.4% | 80.7%87.4% | 80.4% 88.2%  67.9% 79.9%
2000-01 80.2%(88.9% | 84.9%/90.2% | 80.1%|87.9% | 71.3%|82.1%

Source: TEA, AEIS 1995-96 through 2000-01.

LISD's share of students passing the three TAAS sibtests and all tests
combined was the lowest or next-to-lowest among the six peer districts.
LISD's pass rates were also lower than the Region 1 and state averages

(Exhibit 2-10).

Exhibit 2-10
2000-01 TAAS Pass Rates
Reading, Mathematics, Writing and All Tests

L1SD, Peer Districts, Region 1 and State

District |Reading | Mathematics | Writing | All Tests
EaglePass | 84.8% 89.2% | 88.2% 78.6%
Edgewood 86.0% 86.9%| 79.5% 76.3%
Edinburg 84.6% 88.3%| 84.4% 77.6%
Harlandde | 87.5% 90.1%| 88.1% 80.2%
Laredo 80.2% 84.9% | 80.1% | 71.3%
United 82.5% 84.9%| 86.8% 75.2%
Region 1 84.5% 88.7% | 85.7% 77.9%
State 88.9% 90.2% | 87.9% 82.1%

Source:

TEA, AEIS 2000-01.

By 2003, TAAS will be replaced by the Texas Assessment of Knowledge
and Skills (TAKS) and administered in grades 9, 10 and 11. Reading and
mathematics tests will be added in grade 9 and the exit-level exam,
including science, socia studies, English language arts and mathematics,

will be moved to grade 11. A science test also will be added in grade 5.

Student performance on the TAAS is the primary factor in determining
district and school accountability ratings. Accountability standards for

2000-01 include four ratings for districts (exemplary, recognized,




academically acceptable and academically unacceptable) and four ratings
for schools (exemplary, recognized, acceptable and low performing). For a
school to receive an exemplary rating, at least 90 percent of all students
combined as well as 90 percent of each student group (African American,
Hispanic, Anglo and economically disadvantaged) must pass al TAAS
subtests (reading, writing and mathematics). In addition, the annual
dropout rate in grades 7-12 for al students and each student group cannot
exceed 1 percent. To recelve arating of recognized or acceptable, the
passing rates must be at least 80 percent and 50 percent, respectively. The
annual dropout rate cannot be greater than 3 percent to receive the
recognized rating or greater than 5.5 percent to be rated as acceptable. A
school is rated as low performing if less than 50 percent of all students or
any of the four student groups pass any of the subject areatests or if the
dropout rate exceeds 5.5 percent.

Schools are not rated if they do not serve students within the grade 1-12
gpan, such as pre-kindergarten centers, or if a school has no official
enrollment, such as certain magnet schools where students are reported
through their sending or "parent” school. Additionally, campuses that have
applied to TEA and are identified as alternative education programs (A EP)
are evauated under alternative education procedures resulting in one of
three ratings including alternative education (AE): acceptable, AE: needs
peer review or AE: not rated.

Since 1997-98, LISD's accountability ratings have changed significantly.
Its number of exemplary schools has doubled, from two to four, and its
number of recognized schools has quadrupled, from two to eight (Exhibit
2-11).

Exhibit 2-11
L1SD Schools by Grades Served with Accountability Ratings
1997-98 thr ough 2000-01

Name of Grades Accountability Rating

School | Served | 1997.98 | 1098-99 | 1999-2000 | 2000-2001
g:%gr(;?a High 9-12 | Acceptable | Acceptable | Acceptable | Acceptable
'\S/Icir(t)l(?l High 9-12 | Acceptable | Acceptable | Acceptable | Acceptable
Nixon High bl bl bl bl
School 9-12 | Acceptable | Acceptable | Acceptable | Acceptable
F.S Lara 6-12 AE: AE: AE: AE:
Academy Acceptable | Acceptable | Acceptable | Acceptable




Christen

Middle School

Acceptable

Acceptable

Acceptable

Recognized

Cigarroa

Middle School

Acceptable

Acceptable

Acceptable

Acceptable

Lamar Middle

School

Acceptable

Acceptable

Acceptable

Acceptable

Memorial

Middle School

Acceptable

Acceptable

Acceptable

Acceptable

Bruni
Elementary
School

PK-5

Acceptable

Acceptable

Acceptable

Acceptable

Buenos Aires

Elementary
School

PK-5

Recognized

Recognized

Recognized

Recognized

Daiches
Elementary
School

PK-5

Acceptable

Acceptable

Acceptable

Recognized

Dovdina
Elementary
School

PK-5

Acceptable

Acceptable

Acceptable

Acceptable

Farias
Elementary
School

PK-5

Acceptable

Acceptable

Acceptable

Acceptable

Hachar
Elementary
School

PK-5

Acceptable

Acceptable

Acceptable

Acceptable

Kawas
Elementary
School

PK-5

Acceptable

Acceptable

Recognized

Recognized

Heights
Elementary
School

PK-5

Acceptable

Recognized

Recognized

Acceptable

L eyendecker
Elementary
School

PK-5

Acceptable

Recognized

Acceptable

Acceptable

Ligarde
Elementary
School

PK-5

Acceptable

Acceptable

Recognized

Recognized




Macdondl|
Elementary
School

PK-5

Exemplary

Exemplary

Exemplary

Exemplary

Martin
Elementary
School

PK-5

Acceptable

Recognized

Exemplary

Exemplary

Milton

Elementary
School

PK-5

Exemplary

Exemplary

Exemplary

Exemplary

Ochoa
Elementary
School

PK-5

Acceptable

Acceptable

Acceptable

Recognized

Pierce
Elementary
School

PK-5

Acceptable

Acceptable

Acceptable

Recognized

Ryan
Elementary
School

PK-5

Acceptable

Recognized

Exemplary

Exemplary

Sanchez
Elementary
School

PK-5

Acceptable

Acceptable

Acceptable

Acceptable

Santa Maria
Elementary
School

PK-5

Recognized

Recognized

Recognized

Recognized

Santo Nino
Elementary
School

PK-5

Acceptable

Acceptable

Acceptable

Acceptable

Tarver
Elementary
School

PK-5

Acceptable

Acceptable

Recognized

Acceptable

Zachry
Elementary
School

PK-5

Acceptable

Acceptable

Recognized

Acceptable

Exemplary
Recognized
Acceptable

AE: Acceptable
L ow-Performing

No Rating

corRRrwn

corNonwn

corRg~N»s

cor i




Source: TEA, AEIS, 1998-99 through 2000-01.

The percent of schools falling under each accountability rating for 1997-
98 through 2000-01 for LISD and the state is provided in Exhibit 2-12.

Exhibit 2-12
Accountability Ratings by Percent of Schools
L1SD and State
1997-98 thr ough 2000-01

Per cent of Schools

Accountability
Rating 1997-98 1998-99 1999-2000 2000-01
LISD | State | LISD | state | LisD | state | LisD | state

Exemplary 6.9%| 1579  6.9%| 165% 138%| 188%  138%| 225%|
Recognized 6.9%| 250%| 20.7%| 27.1%|24.1% | 20.1%  27.6% 33.3%
Acceptable 82.8% | 50.5%| 69.0%| 46.3% 58.6%| 422%| 55.29% 35.5%|
Low 00%| 09%| 00%| 14%| 00w 21% o00% 14%
Performing

ﬁféept e 34%| 61%| 34%| 58%| 34% 47%| 34% 49%
Other** 00%| 18%| 00%| 29%| 00w 31% 00w 23%
Total 100.0% | 100.0% | 100.0% | 100.0% | 99.9% | 100.0% | 100.0% | 100.0%

Source: TEA, AEIS, 1997-98 through 2000-01.

Totals may not equal 100 percent due to rounding.

*Includes ratings of Acceptable: Data Issues' and "No Rating" based on
data quality, PK-K campuses and issues related to charter schools.

In addition to TAAS-related information, AEIS provides data on other
performance indicators including dropout and graduation rates. Between
1998-99 and 1999-2000, the annual dropout rate for LI1SD students in
grades 9-12 decreased dlightly for all students and specia education
students and increased slightly for economically disadvantaged students.
LISD's dropout rate in 1999-2000 was third highest among the peer
districts but lower than the rates for Region 1 and the state for all three
student groups (Exhibit 2-13).



Exhibit 2-13

Annual Dropout Rate Grades 9-12
L1SD, Peer Districts, Region 1 and State
1998-99 and 1999-2000

Per cent of Students Dropping Out Annually
District | All Students Diadl\zlgg?gg;neicjca&“zdents SpeCiStalulc:_jggtcsaﬂon
1%%8' 12%%%' 1098-99 | 19992000 | 1998-99 12%%%'
EaglePass| 11% 0.3% 0.9% 02%| 11%|  06%
Edgewood | 35% | 2.6% 2.9% 15%| 30%  26%
Edinburg | 18%  2.4% 1.4% L% 21%|  3.2%|
Halandde | 17% | 0.6% 1.2% 05%  15%  08%
Laredo | 11% | 1.0% 0.8% 09% | 17%|  13%
United 06%| 0.4% 0.6% 04%| 05%  0.7%
Region1 | 17% | 1.7% 13% 13% | 18%|  19%
State 16% | 1.3% 1.5% 1.3% 1.8% 1.6% ‘

Source: TEA, AEIS 1998-99 and 1999-2000.

For the four-year period ending in 1999-2000, LI1SD's dropout rate was
dightly higher than for the previous four years for all students, but lower
for economically disadvantaged and specia education students. Among
the peer districts, LISD's four-year dropout rate ending in 1999-2000 was
third highest for al students and fourth highest for economically
disadvantaged and special education students. The rate was lower than the
Region 1 and state rates for economically disadvantaged and special
education students. (Exhibit 2-14).

4-Year Dropout Rate Grades 9-12
L1SD Peer Districts, Region 1 and State

Exhibit 2-14

1998-99 and 1999-2000

District

Per cent of Students Dropping Out Over a Four-Year Period

All Students

Economically
Disadvantaged
Students

Special Education
Students




Classof | Classof | Classof Classof | Classof | Classof

1999 2000 1999 2000 1999 2000
EaglePass| 12.1% 9.2% 11.3% 9.8%| 16.7% 8.3% \
Edgewood | 21.6%| 19.5% 18.6% 175% | 21.1%| 23.4%
Edinburg 8.0% 10.2% 8.4% 11.7% | 10.1% 15.7%\
Harlandale 5.0% 5.8% 3.9% 5.7% 4.3% 4.0%\
Laredo 95% | 10.1% 8.7% 7.3% | 13.3% 8.5%
United 4.8% 3.3% 6.4% 4.0% 4.5% 8.7%‘
Region 1 9.3% 8.5% 9.8% 86% | 131%  13.1%
State 8.5% 7.2% 13.1% 11.6% @ 12.1%| 11.0% ‘

Source: TEA, AEIS 1998-99 and 1999-2000.

Students graduating from all Texas schools must complete one of three
graduation plans: the Distinguished High School Program (DAP), the
Recommended High School Program or the Minimum Graduation Plan.
The plans differ in the type and number of courses to be taken for high
school credit. The DAP and Recommended programs each require 24 high
school credits. DAP requires that a student achieve certain levels on at
least four "advanced measures' including an original research or research
project; specified scores on advanced placement (AP), International
Baccalaureate or Preliminary Scholastic Assessment Test (PSAT)
examinations, and a minimum grade on any courses taken for college
credit. AEIS combines the number of students graduating under the DAP
and Recommended programs and also reports special education students
who graduate as a result of completing an individualized education plan

(IEP).

For the class of 2000, L1SD's share of students completing the DAP or
Recommended High School Program was highest among the six peer
districts and higher than the Region 1 and state averages. Its percent of
students graduating upon completion of an |EP was second lowest among
peer districts and lower than the shares in Region 1 and the state (Exhibit
2-15).

Exhibit 2-15
Graduates by Graduation Program
L1SD, Peer Districts, Region 1 and State
Class of 2000

Total Graduates Per cent of Total Graduates

District




Recommended Specigl Other

or DAP Program | Education
Eagle Pass 501 44.7% 5.4% 49.9%|
Edgewood 511 11.2% 17.2%| 71.6%
Edinburg 975 53.7% 7.3% 39.0%|
Harlandale 806 36.7% 24.4% 38.9%|
Laredo 1,076 90.1% 6.8% | 3.1%
United 1,214 70.2% 8.2% 21.6%|
Region 1 14,930 55.7% 7.0% | 37.3%
State 212,925 38.6% 9.4% 52.0%|

Source: TEA, AEIS 2000-01.
FINDING

LISD has developed academic standards in technology and the core areas
of language arts, mathematics, science and socia studies as aresult of its
participation in the Comprehensive Partnerships for Mathematics and
Science Achievement, a grant program funded by the National Science
Foundation. One of the goals of the project, recently renamed the Urban
Systemic Program, is to encourage districts to devel op standards-based
curricula.

L1SD has developed these standards for grades PreK -12 that define what
every student should know and be able to achieve in language arts,
mathematics, science, socia studies and technology. The standards
provide information on the specific content to be learned, the performance
expected and the assessment criteria needed to measure student
achievement. Curricular resources, such as textbooks and library
resources, are provided. The achievement criteria are tied to the Texas
Essential Knowledge and Skills (TEKS), which outline the knowledge and
skills that should comprise the basic content of Texas public schools
instructional programs and are assessed by TAAS. The standards are
designed to provide a framework by which the district will ensure
alignment of the curriculum as students progress from grade to grade.

The academic standards devel oped include five components for each core
subject at each grade level: statements of understanding, essential
formative questions, content standards, performance standards and
achievement criteria. TEKS skills, TAAS objectives or other tests and



curricular resources are provided where appropriate. An example of the
components in sixth-grade mathematics is provided in Exhibit 2-16.

Exhibit 2-16
Academic Standards
Grade 6 Mathematics

TEKS Tests Mathematics Sixth Grade Curricular
Resour ces
Enduring Under standing: Connected
TAAS | By discovering patternsin our M athematics Pr oj ect
world, we can analyze Prime Time
relationships, processes and (Factorsand
Teacher |systems. Multiples)
Made |Essential Questions: Data About Us
Tests How do patterns affect usin our (Statistics)
world? Shapes and Designs
How do we analyze relationships, (Two-Dimensional
processes and systems? Geometry)
Content Standard 1: Bits and Pieces |
Solve problems involving (Understanding
proportional relationships. Rational Numbers)
Performance Standar ds: Covering and
TEK . ) .
6.3 1. Use retios to d@crlbe Surr_oundlng
proportional situations. (Two Dimensional
2. Represent ratios and percents by M easur ement)
6.3a . . )
6.3b using concret_e _ Blts_and Ple_:ces [
models, fractions and decimals. (Using Rational
6.3 3. Useratios to make predictions Numbers)
' involving Ruins of Montar ek
proportional situations. (Spatial
Achievement Criteria: Visualization)

1. Effectively use ratios to describe
proportional situations.

2. Accurately use concrete models,
fractions and decimals to represent
ratios and percents.

3. Make predictions involving
proportional situations.

Source: LISD, Elementary Academic Standards, August 2001.

L1SD's development of these academic standards involved alarge number
of teachers and administrators over an extended period of time.
Mathematics, science, socia studies, language arts/reading and technology




teachers, with the support of curriculum specialists, developed a
standards-based framework correlated with TEKS and other standards
developed by national professional organizations. These materials were
preceded by district curricula in mathematics and science that had been
reviewed and critiqued by The McKenzie Group, a company based in
Washington, D.C. that specializes in conducting research and policy
studies on national, state and local education issues. The district conducted
staff training related to the devel opment of standards-based curriculaand
specific content-related programs such as Connected Mathematics, FOSS,
TEKSfor Leaders, Understanding by Design, Performance Assessments
and the A+ Reading Program. Teachers recommended textbooks from the
state-approved list and participated in training related to instructional
programs and materials and attended ongoing training on instructional
programs.

Committees composed of content area teachers, elementary teacher
trainers and secondary master teachers developed instructional timelines
for reading, writing, mathematics, science and social studies for grades K-
12. Led by cortent-area coordinators, the committees used the TEKS as a
foundation to ensure coordination of the timelines with the district-

devel oped academic standards and with available resources. The
committees also developed district assessments to monitor and test
specific objectives covered in each six-week grading period.

COMMENDATION

L1SD hasdeveloped curricula based on objective standards for
language arts, mathematics, science, social studies and technology.

FINDING

LISD isin the process of developing written standards to evaluate the
effectiveness of non-core curricular and non-academic programs. As of
August 2001, the district has approved standards for evaluating the
effectiveness of various district programs for high school and middle
school athletics and for the safety and security and behavior management
programs in schools. The format for LISD's standards is based on the state
accreditation model of unacceptable, acceptable, recognized and
exemplary. The specific conditions that must be met for the standard at the
various levels are identified in each area. For example, under the standard
"condition of dressing, practice and playing areas," an athletic program
could be determined as "acceptable” if no safety hazards are present. To be
rated as "recognized,” no safety hazards could be present and all areas
must be clean and properly maintained. To be "exemplary," the facilities
must meet the standards for a "recognized” facility and "all dressing



facilities must be exceptionally clean." The standards for each of the three
areas approved to date are listed in Exhibit 2-17.

Exhibit 2-17

Programs Standards
High School and Middle School Athletics and Orderly Schools

Program Standards

High School | Middle School Standardsfor an
Athletics Athletics Orderly School

Number of Number of Standards for student conduct

teams teams Procedures developed and enforced on
visitors to school, student dress code,
attendance and tardies, deterring
fighting and bullying, hall passes,
substance abuse, after-school detertion
and In-School Suspension

'\'U”.“b.ef of Numbef of Written vision for a safe school

participants participants

Results of Results of .

competition competition Cheracter education program

Lack of UIL Lack of UIL :

violations violations Crimestoppers' Program

Lack of Lack of

documented documented Staff training /Code of Conduct

complaints complaints

Parent Parent -

organizations | organizations Staff training/classroom management

Condition of Condition of Staff training/conflict resolution and peer

facilities facilities mediation

Inventory and | Inventory and

care of care of Code of Conduct distributed to parents

equipment equipment

Student Student :

discipline discipline Advisor program devel oped

Attendance Attendance Extra-/co-curricular programs monitored

Graduates, End-of- year Use of surveillance cameras studied

number and promotions




program . Use of metal detectors studied

Source: LISD, Programs Standards, August 2001.

Standards related to Section 5040f the federal Rehabilitation Act of 1973;
guidance, healthand library services,; health and physical education for
grades K-8; specified high school physical education courses; and high
school health have been prepared and are in draft form. All are under final
review for anticipated districtwide adoption before the start of the 2002-03
school year.

COMMENDATION

L1SD isdeveloping written standards for non-corecurricular and
non-academic program evaluation.

FINDING

L1SD does not have a specific board-approved policy providing
districtwide direction for curriculum management to supplement the
existing six policies that refer to curriculum design and required
instruction as developed by the Texas Association of School Boards
(TASB).

The district contracts with TASB to develop its basic policies.Any policy
TASB designates in the policy manual as (LEGAL) or (Exhibit) is
designed to comply with various legal requirements. Local policies
developed by or for the district to reflect decisions of its board are
designated as (LOCAL). TASB issues policy updates to help the district
keep its basic policies current. All of the district's policies are available
online through the TASB Web site.

LISD has six basic policies designated as LEGAL related to curriculum or
curriculum design although they have placed particular emphasis upon the
development of academic standards for both core and norcore curricular
programs. There are no policies designated as LOCAL. The current board
approved policies include:

Policy EHA (LEGAL) Curriculum Design: Basic Instructional
Programs

Policy EHAA (LEGAL) Basic Instructional Program: Required
Instruction (All Levels)

Policy EHAB (LEGAL) Basic Instructional Program: Required
Instruction (Elementary)



Policy EHAC (LEGAL) Basic Instructional Program: Required
Instruction (Secondary)

Policy EHAD (LEGAL) Basic Instructional Program: Elective
Instruction

Policy EHB (LEGAL) Curriculum Design: Special Programs

Well-written board policies provide commonly understood curriculum
standards and a framework for districtwide consistency in decision
making across al instructional settings. The district's existing policies
provide a framework for LISD's curricula. Strong curriculum management
policies provide clear direction for staff members and set a direction for
the use of available district resources. They also establish the processes by
which decisions relative to the delivery of curriculum are to be made.
Strong curriculum policies include statements that:

define the curriculum,

outline the curriculum development process,

require written documents in all subject areas and courses,
establish expectations that the curriculum, instructional materials
and assessment program will be coordinated,

provide for staff training and

connect the budgeting process with the district's curricular
priorities.

LISD is missing these elements in its curriculum policies although they
have placed a significant emphasis upon the improvement and use of
objective standards as a basis for their current curriculum development. A
number of districts, such as San Angelo ISD and Fort Bend ISD, have
developed and adopted in-depth local policies to specifically direct and
manage their curricula as efforts to standardize curriculum and create
curriculum guides are implemented.

Recommendation 9:

Develop and adopt a board policy to provide direction for the
management of curriculum.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The director of Communications contacts TASB for July 2002
information on districts with locally developed and adopted
policies related to curriculum management.

2. | The superintendent appoints a committee including the director | August -
of Communication, administrative assistant for Academics - September
Wellness and anprooriate campus administrative staff to review | 2002




the curriculum management policies and propose additions ard
modifications for consideration and adoption by the board.

.| The administrative assistant for Academics - Wellness submits
the committee's proposed policy to the superintendent’s cabinet
for review and approval.

October -
November
2002

. | The superintendent submits the policy to the board for approval
and inclusion in the LISD policy manual.

November
2002

. | The superintendent submits the policy to TASB's Policy
Services for formatting and inclusion in the Internet accessible
version of LISD's policy manual.

November
2002

.| The superintendent and principals ensure that teachers, support
personnel and administrators are informed of the curriculum

management policy updates and additions.

December
2002 and
Ongoing

FISCAL IMPACT This recommendation can be implemented with
existing resources.

FINDING

Exhibit 2-18
LISD Coursesin Grades 9-12
2000-01 and 2001-02

Subject Area Cour ses Offered*
2000-01 | 2001-02
Language Arts 98 98 ‘
Mathematics 30 31
Science 27 27 ‘
Socia Studies 32 32
Other Languages 20 19 ‘
Fine Arts 51 56 ‘
Technology Applications 10 10‘

LISD does not have curriculum guides to support 96 percent, or 465 of the
482 courses it offersin grades 9-12 for 2001-02 or a scheduled plan for the
development of these guides. TSPR reviewed courses offered at the high
school level listed in the LISD Curriculum Guides for 2000-01 and 2001-
02. The guides list 470 and 482 courses available in grades 9-12 during
2000-01 and 2001-02, respectively (Exhibit 2-18).




Self-Contained/Restricted 51 51
Health and Physical Education 40 42
Career and Applied Technology 111 116
Total 470 482

Source: LISD Curriculum Guides, 2000-01 and 2001-02.
*Courses assigned either alocal or TEA code number.




Chapter 2
EDUCATIONAL SERVICE DELIVERY

A. STUDENT PERFORMANCE AND INSTRUCTIONAL
DELIVERY (PART 2)

The district's academic standards provide excellent overall direction
regarding "what students need to know" in the core areas of language arts,
mathematics, science, social studies and technology. The performance
standards, however, are tied specifically to only 17 coursesin four
subjects in grades 9-12: English I-1V in English/language arts; Algebrall
and |1, Geometry and Pre-calculus in mathematics; Integrated Physics and
Chemistry, Chemistry |, Biology | and Physics| in science; and World
History, World Geography, United States History, United States
Government and Economics in socia studies. The district has no
guidelines to connect its performance standards to the remaining 465
courses offered in grades 9-12.

Well-written curriculum guides serve as functional work plans for
teachers. They provide direction to teachers on student objectives,
assessment methods, prerequisite skills, instructional materials and
resources, as well as classroom strategies. Many districts like Fort Bend
ISD create a master schedule to use when planning and assembling teams
of teachers for curriculum guide development and subsequent update. By
ensuring that all courses have an updated curriculum guide and by
coordinating curriculum efforts, these districts ensure that all students are
taught the same concepts for the same course. Additionally, once student
test results are available, many campus and district administrators use
these test results to target curriculum areas needing improvement or
revision. Many districts also use areview of student test results as an
opportunity to revise the district curriculum plan ensuring that all students
in the district are receiving adequate instruction in all subject areas.

Recommendation 10:

Create and implement a schedule for curriculum guide development
and update for all high school cour ses.

Curriculum guides identify basic instructional resources and describe
suggested approaches for delivering content in the classroom. Curriculum
guides should identify essential district priorities; suggest effective
teaching strategies based on feedback from assessment data; and connect
what is taught between grades and schools. The most effective curriculum
guides are "user friendly" and easy to trandate into day-to-day lessons.



A guide for each of the high school coursesin LISD should be scheduled
for initial development or review and revision over the next five-year
period that is coordinated with state graduation requirements and the state
textbook adoption cycle. Assuming that no new courses are either added
or deleted, approximately 465 guides will need to be developed over the
next five years. LISD currently has 17 course guides available, of which
one-third or six will need revision during the initial five-year period.
Using teachers familiar with the academic standards development may
enhance the district's curriculum guide development process.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The administrative assistant for Academics - Wellness convenes | July 2002
a committee of teachers, administrators and support staff to
develop and recommend a schedule for the development of
curriculum guides in all high school subject areas.

2. | The committee recommends curriculum development schedules | January
after reviewing documents currently available, state textbook 2003
adoption schedules, current and projected course offerings,
procedures/schedules of other districts, etc.

3. | The administrative assistant for Academics - Wellness submits | February
the committee's recommendations to the superintendent's cabinet | 2003
for review and approval.

4. | The superintendent submits the schedule and projected coststo | March
the board for approval and inclusion in the proposed 2003-04 2003
budget.

5. | The administrative assistant for Academics - Wellnessinitiates | September
and oversees the curriculum guide project. 2003

FISCAL IMPACT

Thirty-one teams of three teachers per team will be needed to provide
input into the curriculum guide writing process with each team writing
three guides each year. The teams will write 93 guides per year for atota
of 465 guides in afive-year cycle and revise outdated guides as needed
thereafter. Additionally, two teams of three teachers per team will be
responsible for updating six of the current 17 available course guidesin
years 2004-05 and 2005-06 and five guides in 2006-07. (Three teachers
per team for 5 days at $100 a day or 3 teachers x 5 days = 15 x $100 =
$1,500 x 2 teams = $3,000 a year for initial updating.) The estimate
assumes that each teacher will be paid approximately $100 per day for five
days during the summer months. (Three teachers per team for 5 days at
$100 aday or 3 teachers x 5 days = 15 x $100 = $1,500 x 31 teams =




$46,500 per year). In years 2004-05 through 2006-07 the cost totals
$46,500 + $3,000 = $49,500.

Recommendation 2002-03 | 2003-04 | 2004-05 | 2005-06 | 2006-07
Create and implement a
schedule for curriculum
guide developmert and $0 ($46,500) | ($49,500) | ($49,500) | ($49,500)

update for al high school

courses.

FINDING

LISD students Advanced Placement (AP) examination scores accepted by
universities for advanced standing credit are relatively low on most

courses tested. AP is a nationally recognized program that introduces
students to university-level work while they are still in high school. More
than 1,400 upper-level institutions around the world, including 58 in

Texas, grant college credit to students who make satisfactory gradeson

AP exams. During 1999-2000, more than 1.2 million AP examinations
were given across the nation in 33 courses.

The percent of LISD students taking an AP examination was higher than

the percent in any of the peer districts as well as Region 1 and the state for
each of the years from 1998-99 through 2000-01 (Exhibit 2-19).

Exhibit 2-19
Per cent of Students Tested
Advanced Placement Examinations
L1SD Peer Districts, Region 1 and State
1998-99 through 2000-01

Per cent of Students Tested

District

1998-99 | 1999-2000 | 2000-01
EaglePass | 13.0% 17.2% | 17.4%
Edgewood 3.4% 3.6% | 15.9%
Edinburg | 19.6% 18.5% 21.5%|
Harlandde | 6.8% 14.1% 14.4%|
L aredo 15.6% 18.8% | 26.0%
United 11.0% 11.7% 15.3%|
Region1l | 12.7% 15.2% | 17.2%




State 11.0% 12.7% | 14.3%

Source: TEA, AEIS, 1998-99 through 2000-01.

Colleges and universities generally require an AP examination score of
three (qualified), four (well-qualified) or five (extremely well-qualified) to
award credit or advanced standing for AP courses. LI1SD's share of
students with scores of three, four or five ranked in the middle of the peer
digtricts for each of the three years 1998-99 through 2000-01, but was
lower than the Region 1 and state shares (Exhibit 2-20).

Exhibit 2-20
Percent of AP Examination Scores
With aScoreof 3,4 or 5
L1SD Peer Districts, Region 1 and State
1998-99 through 2000-01

Percent of Scoresof 3,40r 5 |
1998-99 | 1999-2000 | 2000-01
EaglePass | 50.9% 31.5%| 37.8% |
Edgewood | 50.0% 41.0% 5.6%
Edinburg 49.1% 41.6% | 32.6%
Harlandde | 18.3% 16.3% | 16.8% ’
Laredo 38.4% 33.1% | 33.8%

District

United 30.4% 34.7% 44.1%|
Region 1 | 47.3% 36.2% | 35.1% |
State 55.7% 53.9% | 50.1% ’

Source: TEA, AEIS, 1998-99 through 2000-01.

According to reports prepared for the district by the College Board's AP
Program, LI1SD students received 1,033 examination grades covering 12
AP courses during 2000-01. The district had 415 scores (40.2 percent) of
three or higher on the 12 AP course examinations taken by its studentsin
that year. Of that number, 355 were received in one of two Spanish
language courses. In the other 10 courses, only 60 grades (5.8 percent)
were for three, four or five (Exhibit 2-21).



Exhibit 2-21

L1SD Advanced Placement Examination Grades

2000-01
Gradeof 5
wcors | Geds | Craged el | (inay
Well-Qualified)
Per cent Per cent Per cent
Number of Number of Number of
of Course of Course of Course
Grades Total Grades Total Grades Total

Biology 2.6% 0 0
Calculus AB 6.7% 4.4%
Chemistry 0 0 0
English
Language and 10 5.1% 2 1.0% 0 0
Composition
English
Literature and 8 8.6% 0 0 0 0
Composition
Government
and Politics, 0 0 1 1.7% 0 0
u.s.
Human
Geography 0 0 0 0 0 0
Physics C, 1 125% 0 0 0 0
Mechanics
Spanish 0 0
Language 89 2.0% 130 32.1% 132 32.6%
Spanish
Language,
Standard 0 0 4 33.3% 0 0
Group
Spanlsh 24 42.9% 6 10.7% 2 3.6%
Literature
United States
History 0 0 0 0 0 0
Total 136 NA 145 NA 134 NA




Per cent of
Grade 3, 4
and 5

32.8%

NA

34.9%

NA

32.3%

NA

Per cent of All

Grades

13.2%

NA

14.0%

NA

13.0%

NA

Source: College Board, LISD 2001 Report to AP Teachers.

Killeen 1SD conducted seminars and preparation courses designed to assist
students with the information generally included on Advanced Placement
and SAT tests. The district provided students with study materials, sample
tests and tutorials as well. Strategies were included in the campus
improvement plans that concentrated on specific curricular areas such as
vocabulary and analogies.

Recommendation 11:

I mplement strategiesto improve student scoreson Advanced
Placement examinations.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The administrative assistant for Academics - Problem Solving
contacts the College Board to learn what programs and resources
are available to assist students in preparing for AP exams.

June 2002

2. | The administrative assistant for Academics - Problem Solving September
meets with AP teachers, students enrolled in AP classes, 2002
counselors and administrators to decide on ways to improve
enrollment in AP classes.

3. | The adminigtrative assistant for Academics - Problem Solving February
and a selected group of faculty, staff and students develop 2003
recommendations and related cost estimates for assisting
students in preparation for AP exams.

4. | The administrative assistant for Academics - Problem Solving March
submits the proposed plan to the superintendent for review and | 2003
approval.

5. | The superintendent submits the plan and related cost estimatesto | April 2003
the board for approval and inclusion in the 2003-04 proposed
budget.

6. | The administrative assistant for Academics - Problem Solving September
initiates the program. 2003




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

Between 1998-99 and 2000-01, the percent of LISD students passing end-
of-course (EOC) examinations did not improve on three of the four
examinations offered, were significantly lower than the percent of students
actually taking the exams and lower than the percent of students passing
these exams in both the state and Region 1. Neither the campus nor district
improvement plans identify specific strategies to focus improvement on
EOC examination.

All students completing Algebra |, Biology, English Il and U.S. History
must take an EOC examination. Senate Bill 103 passed by the 76th
Session of the Texas Legidature mandated a number of changesto TAAS.
Renamed the Texas Assessment of Knowledge and Skills (TAKYS), the
exit-level portion of the test will be moved to grade 11 and administered
for the first time in 2003-04. The new test will assess English language
arts, mathematics, science and socia studies. Students in the ninth grade in
2001-02 will be the first class required to pass the EOC tests to graduate.
TEA indicates that 2001 pass rates on the EOC examinations are the best
predictor of performance on the new exit-level tests.

In 2001, L1SD's share of students taking EOC examinations was highest or
next to the highest among the peer districts and higher than Region 1 and
state averages. The percent of LI1SD students passing the EOC
examinations, however, was next to lowest among the peer districts for
Algebral and the lowest for Biology, English Il and U.S. History. LISD's
results also were lower than Region 1 and state averages on al four
examinations (Exhibit 2-22).

Exhibit 2-22
Per cent of Students Taking and Passing EOC Examinations
L1SD Peer Districts, Region 1 and State
2000-2001

o End-of-Cour se Examination ‘
District

Algebral | Biology | English Il |U.S. History

Per cent Taking Examination ‘
Eagle Pass 21.1%| 21.6% 24.4% 4.8%
Edgewood 17.3%| 15.8% 22.5% 2.2% ‘




Edinburg 17.2% | 26.2% 22.9% 15.5%
Harlandale 11.7% | 24.9% 20.8% 18.5%
Laredo 18.8% | 28.5% 23.9% 19.2%
United 17.5% | 27.3% 22.4% 17.3%
Region 1 17.9% | 25.5% 21.6% 17.9%
State 17.2% | 23.8% 22.0% 18.5% |
Per cent Passing Examination
Eagle Pass 40.6% | 64.5% 68.7% 66.7% |
Edgewood 36.2% | 72.5% 60.7% 58.1%
Edinburg 31.3%| 61.2% 70.5% 62.1%|
Harlandde | 30.0% | 66.7% 63.0% 69.4%
Laredo 31.0% | 52.9% 51.0% 47.3%
United 35.0%| 62.0% 64.7% 61.1%‘
Region 1 42.4% | 67.8% 70.6% 64.5%
State 49.2% | 79.9% 75.1% 74.3% |

Source: TEA, AEIS 2000-01.

LISD's EOC pass rates remained relatively constant from 1998-99 through
2000-01 on two of the four tests. In Algebral, 30.1 percent of LISD
students passed the exam in 1998-99, compared with 31.0 percent in 2000-
01. In English 11, 49.2 percent passed in 1998-99 compared with 51.0
percent in 2000-01. A dight decline has occurred in Biology, from 55.7
percent in 1998-99 to 52.9 percent in 2000-01. An increase occurred in
U.S. History, from 38.9 percent to 47.3 percent (Exhibit 2-23).

Exhibit 2-23
Percent of L1SD Students Passing
End-of-Cour se Examinations
1998-99 through 2000-01

End-of-Cour se Examination
Algebral | Biology | English Il |U.S. History
2000-01 31.0%| 52.9% 51.0% 47.3%
1999-2000 29.0%| 60.9% 54.7% 48.4%

Y ear




1998-99 30.1% | 55.7% 49.2% 38.9%

Source: TEA, AEIS, 1998-99 through 2000-01.

Many Texas school districts attempt to increase student performance on
EOC examinations through strategies specifically identified in campus and

district improvement plans including curricular reviews, tutoring and

passing incentives.

Recommendation 12;

Include and implement specific strategies to improve student pass

ratesfor high school end-of-cour se examinationsin campus and
district improvement plans.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The administrative assistant for Academics - Problem Solving June 2002
gathers information regarding the assistance with curriculum
studies available from regional education service centers or
other school districts.

2. | The administrative assistant for Academics - Problem Solving September
convenes a committee of teachers, administrators and central 2002
office personnel to review the information and formulate
recommendations regarding the alignment of the district's
Algebral, Biology, English Il and U.S. History curriculawith
EOC examinations in campus and district improvement plans.

3. | The committee submits its recommendations with timelinesand | February
any cost estimates to the superintendent for review. 2003

4. | The superintendent submits the recommendations with timelines | March 2003
and cost estimates to the board for approval.

5. | The administrative assistant for Academics - Problem Solving April 2003 -
initiates the approved plan for ensuring alignment of the Ongoing

district's curricula with EOC examinations and ensures inclusion
of recommendations in the campus and district improvement
plans on an annual basis.

FISCAL IMPACT
This recommendation can be implemented with existing resources.

FINDING




The percent of LISD students taking a college entrance examination and
the percent receiving a score at or above the criterion score are low. The
College Board's Scholastic Aptitude Test (SAT 1) is designed to assess the
academic skills deemed important to a student's success in college. The
American College Testing Program Assessment (ACT) is designed to
evauate the general educational development of high school students and
their ability to complete college-level work. Most colleges and universities
use either the SAT | or ACT as arequirement for entry.

The percent of LISD students with scores at or the above the criterion used
by TEA for reporting SAT and ACT information in AEIS-1110 on the
SAT | or 24.0 on the ACT-is third-lowest (5.0 percent) among the peer
districts and is lower than Region 1 (10.8 percent) and state (27.3 percent)
averages for the class of 2000 as reported in 2000-01 datato TEA. The
percent of students taking the SAT | or ACT islowest among peer districts
and lower than Region 1 and state averages.LISD's average SAT | score
was fourth (860) among peer districts. Its average ACT score was second
(17.6) among the peers, about the same as the Region 1 average and lower

than the state average (Exhibit 2-24).

Exhibit 2-24
AT | and ACT Scores, Students Tested and Average SAT | and ACT
Scores
L1SD Peer Districts, Region 1 and State
Class of 2000
Per cent of
Students
With SAT/ACT Per cent of Average Average
Scores At or Students SAT | ACT
District Above 1110/24.0 Tested Score Score
Eagle Pass 7.0% 53.3% 872 18.6
Edgewood 2.6% 53.7% 780 16.2
Edinburg 8.3% 72.3% 935 17.1 \
Harlandale 4.4% 48.6% 815 16.8
Laredo 5.0% 29.8% 860 17.6 \
United 9.6% 55.1% 898 17.2
Region 1 10.8% 51.9% 915 17.7‘
State 27.3% 62.2% 990 20.3 ‘




Source: TEA, AEIS, 2000-01.
*Note: SAT/ACT scoresreported are for the prior year.

The percent of LISD students with SAT | or ACT scores at or above the
criterion remained about the same for the classes of 1998, 1999 and 2000,

as did the state and region averages. LI1SD's share of students tested fell
between 1998 and 2000, from 39.9 percent to 29.8 percent. During the
same period, the percent of students tested in Region 1 rose from 48.7

percent to 51.9 percent while the percent statewide increased from 61.7

percent to 62.2 percent. These data are provided in Exhibit 2-25.

Exhibit 2-25
Percent SAT I/ACT Scores and Students Tested

L1SD Region 1 and State
Classes of 1998, 1999 and 2000

Per cent of Studentswith SAT | or Percent of Students
ACT Tested
o Scores At or AboveCriterion

District

Class of Class of Class of C|§$ C|§$ CIO?SS

1998 1999 2000 1098 1999 2000

Laredo 4.8% 6.2% 50% | 39.9% | 31.9% | 29.8%
?69'0“ 10.9% 10.8% 10.8% | 48.7% | 49.7% | 51.9%
State 27.2% 27.2% 27.3% | 61.7% | 61.8% | 62.2%

Source: TEA, AEIS, 1998-99 through 2000-01.

The SAT | is composed of two parts, verbal and math. The verbal test

focuses on critical reading. Students are required to read passages from the
sciences, socia sciences, and humanities and to discuss the aLthors' points

of view, techniques and logic. The math test requires students to apply
problem solving techniques and use math in thinking about solutions to

new and different problems. The ACT examination includes 200+

multiple-choice questions covering English, mathematics, reading and
science reasoning based on high school curriculum. It also includes an
interest inventory that provides information for career and educational

planning.

The College Board and American College Testing Program both offer

various strategies for assisting students with test preparation. The College

Board encourages students to take the Preliminary Scholastic Aptitude




Test (PSAT) to prepare for the SAT. It also offers free analysis regarding

areas needing strengthening and methods for making improvements to

requesting parties. Both the College Board and American College Testing

Program can provide schools with test preparation software.

Recommendation 13;

I ncrease student participation and passratesfor college entrance

examinations.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The director of Evaluation and Assessment recommends to the June 2002
administrative assistant for Academics - Problem Solving a
committee of teachers, administrators and support staff to review
information and programs available to assist students with test
preparation.

2. | The committee contacts the College Board, the American August
College Testing Program, regional education service centers, 2002
TEA and school districts with a high percent of students scoring
at or above the criterion score and taking the SAT or ACT to
identify successful programs available to assist LISD students.

3. | The committee provides the superintendent with November
recommendations for encouraging students to take the SAT or 2002
ACT and assisting them with test preparation.

4. | The superintendent submits a plan to the board for approval and | January
assigns implementation to the administrative assistant for 2003
Academics - Problem Solving.

5. | The administrative assistant for Academics - Problem Solving March
begins implementation of plan components not requiring new 2003
expenditures.

6. | The superintendent includes any new estimated program costsin | March
the proposed 2003-04 budget and submits it to the board for 2003
approval.

7. | The administrative assistant for Academics - Problem Solving September
begins implementing any plan components requiring new 2003

expenditures.

FISCAL IMPACT

This recommendation can be implemented with existing resources.




FINDING

The number of LISD students tested on TAAS istoo low. The percent of
LISD students whose TAAS performance is used to determine the school
and district's accountability ratings-its "accountability subset™is lower
than those of the peer districts and the Region 1 and state averages.

While the state intends that every Texas public school student enrolled in
grades 3-8 and 10 take the TAAS, not every student's performance is used
to determine school and district accountability ratings. Under certain
circumstances, a student may not be tested or his or her test performance
may not be included in the accountability ratings. The number of students
participating in TAAS and the reasons for any non participation are
reported in AEIS as the district's "participation profile." Reasons for non
participation include:

The student takes the test but was not enrolled in the district by the
last Friday in the previous October (the "mobile subset").

The student is being served in specia education in grades 3-8 and
is tested using the state-devel oped aternative assessment (SDAA)
implemented for the first time in 2000-01.

The student receives a special education Admission, Review and
Dismissal (ARD) exemption for every test.

The student is absent during test administration.

The student receives a bilingual education Limited English
Proficiency (LEP) exemption as an immigrant receiving servicesin
grades 3-8 and in his or her first three years of enrollment in
America.

During 2000-01, 93.8 percent of al LISD students were tested on TAAS.
The performance of 3 percent of those students did not contribute to the
digtrict's rating, however, as they were not enrolled in the district by the
last Friday of the previous October. Similarly, 15.6 percent of those tested
made no contributionto the district's accountability rating because they
were tested using the SDAA. And, 6.2 percent of students were not tested
for various other reasons, a percent that is higher than any of its peers, the
state or the region. Thus only 75.1 percent of LISD students contributed to
the district's accountability rating, a result lower than those in any the peer
districts as well as the Region 1 and state averages. (Exhibit 2-26)

Exhibit 2-26
Student Tested/Not Tested on TAAS
L1SD Peer Districts, Region 1 and State
2000-01

District Per cent of Students Tested or Not Tested on TAAS




Students Tested Students Not Tested
Performance Not | performance
Counted Counted Total

M obile (Accountability | Not LEP ARD

Subset SDAA Subset) Tested| Exempt | Exempt
Eagle Pass 5.0%, 5.8% 87.2%| 2.0% 0.3% 1.0%
Edgewood 5.6%| 11.0% 78.0% | 5.3% 1.4% 1.9%
Edinburg 54%, 5.6% 84.5%| 4.5% 2.3% 1.0%
Harlandale 5.4%/| 10.4% 79.6% | 4.6% 0.7% 2.3%
Laredo 3.0% | 15.6% 75.1% | 6.2% 3.7% 1.3%
United 2.9%  10.3% 81.7%| 5.1% 2.5% 1.5%
Region 1 46% | 7.8% 82.6% | 5.0% 2.5% 1.1%
State 4.8% | 6.4% 85.0% | 3.8% 1.4% 1.1%

Source: TEA, AEIS 2000-01.
Note: * Totals may not equal 100 percent due to rounding.

Recommendation 14:

I ncrease the number of studentstested on TAAS.

LISD should develop methods to increase the numbers of students tested.
TAAS and aternative test data provide important information to support

the development of appropriate instruction for students.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The director of Evaluation and Assessment meets with a May 2002
committee of teachers, principals, specia education personnel
and staff working with PEIM S data collection to develop
processes and procedures to ensure that al students eligible for
TAAS participation are tested.

2. | Thedirector of Evaluation and Assessment submits the November
recommended processes and procedures to the superintendent's | 2002
cabinet for review.

3. | The superintendent submits the processes and proceduresto the | January
board for approval. 2003




4. | The administrative assistant for Academics - Problem Solving February
meets with the appropriate building and central office staff to 2003
discuss the implementation of the approved procedures.

5. | The superintendent assigns staff to implement the processes, Ongoing

monitor their results and counsel schools or programs found to
have unacceptable participation rates.

FISCAL IMPACT

This recommendation can be implemented with existing resources.




Chapter 2
EDUCATIONAL SERVICE DELIVERY

B. GIFTED AND TALENTED EDUCATION

Section 29.122 of the Texas Education Code (TEC) states that school
districts "shall adopt a process for identifying and serving gifted and
talented students in the district and shall establish a program for those
students in each grade level." Section 29.123 requires the State Board of
Education (SBOE) to "develop and periodically update a state plan for the
education of gifted and talented students" to be used for accountability
purposes "to measure the performance of districts in providing services to
students identified as gifted and talented.” The SBOE plan, adopted in
1996 and revised in 2000, provides direction for the refinement of existing
services and the creation of additional curricular options for gifted and
talented (G/T) students.

The Texas Sate Plan for the Education of Gifted/Talented Students
establishes three levels of performance measures-acceptable, recognized
and exemplary-for five program areas. student assessment, program
design, curriculum and instruction, professional development and family-
community involvement. "Acceptable’ performance measures are those
required by state law or rule. The "recognized” and "exemplary" measures
are provided as "viable targets that local district educators seeking
excellence, both for their district and for its students, may strive to attain.”

According to LISD G/T staff, the purpose of the district's G/T education
program is to address the intellectual, social and emotional needs of G/T
students through the collaboration and support of educators, parents and
community members.

TEA's Division of Accountability Evaluations is responsible for
conducting District Effectiveness and Compliance (DEC) visits, one
purpose of which isto monitor compliance with state and federal
requirements for special programs. The indicators used by onsite
monitoring teams are the acceptable performance measures for educating
GIT students.

TEA conducted a DEC visit in LISD from November 27 through
December 1, 2000. Of 20 compliance indicators for gifted and talented
programs, the DEC team selected 11 for onsite review.

The team found the district to be in compliance with state requirementsin
10 of these areas; one indicator was determined to be non-applicable.



TSPR's review of the indicators not included in the DEC visit indicated
that the district complies with al of them.

In 2000-01, L1SD's share of total student enrollment served in its G/T
program was second highest among the peers, dightly lower than the
Region 1 average and about the same as the state average. The percent of
teaching staff allocated to G/T programs was highest among the peer
districts and higher than both the Region 1 and state averages. LISD's
share of instructional expenditures allocated to G/T was lowest among the
peers and lower than Region 1 and the state (Exhibit 2-27).

Exhibit 2-27
Percent of Students, Teachers
And Budgeted I nstructional Operating Expenditures
Gifted/Talented Programsin L1SD, Peer Districts and State

2000-01
Percent G/T
Percent G/T Budgeted

Student | Percent G/T | Instructional

District | Enrollment | Teachers |Expenditures
Eagle Pass 12.0% 3.8% 1.5%
Edgewood 1.7% 1.5% 0.9%
Edinburg 7.9% 6.5% 1.3%|
Harlandale 5.6% 0.9% 0.9%
Laredo 8.3% 6.6% 0.3% |
United 5.8% 2.8% 0.9%
Region 1 8.8% 4.2% 1.7% |
State 8.4% 2.2% 1.8% |

Source: TEA, AEIS, 2000-01.

Between 1997-98 and 2000-01, LI1SD's budgeted operating expenditures
for al programs and expenditures per student enrolled rose by 8.8 percent
and 9.3 percent respectively. During the same period, however, its
expenditures for G/T programs fell by 77.7 percent, from $993,392 to
$221,252, while enrollment in the program rose by 44.3 percent. The
result was a decrease in expenditures per student enrolled in gifted and
talented programs of 84.6 percent, from $765 to $118. These data are
provided in Exhibit 2-28.



Exhibit 2-28

L1SD Budgeted Instructional Operating Expenditures

All Programs and Gifted and Talented Program
1997-98 and 2000-01

Per cent
Increase
Expenditure Category 1997-98 2000-01 | (Decrease)
Expenditures, All Programs $115,527,467 | $125,638,883 8.8%
Student Enrollment 22,651 22,556 (0.4%)
Expenditures per Student Enrolled $5,100 $5,572 9.3%
Expenditures, G/T Program $993,392 $221,252 (77.7%)
G/T Enrollment 1,298 1,873 44.3% |
Expenditure per G/T Student Enrolled $765 $118 (84.6%)

Source: TEA, AEIS 1997-98 and 2000-01.
FINDING

LISD provides avariety of options for its gifted students. LISD'sfirst G/T
program began in 1988. According to a February 2001 district self-
evaluation instrument for the G/T department, LISD provides stimulating,
challenging curricula differentiated in depth, complexity and pacing in
order for G/T students to reach their potential. In addition, the gifted
programs promote mastery of high-level concepts and skillsin efforts to
support sophisticated products and performances from LI1SD students.

During 2000-01, the program served students in grades K-5 in regular
classrooms as well as special G/T classes. Parents can transfer their
children, on a space-available basis, between schools offering either of the
two programs. Credit by exam is also available to students in grades K-11.
Those students in grades 1-8 who earn credit for classes through this
examination option may be advanced to the next grade if specific
predetermined requirements are met. High school G/T students exercising
the credit by exam option must receive a score equal to or higher than a
specific mark on the examination to receive credit for that course.

In grades 6-12, G/T students are served through Pre-Advanced Placement
(Pre-AP) and Advanced Placement (AP) classes. Students in grades 9-12
may enroll concurrently in courses at Texas A&M International University
(TAMIU) and Laredo Community College (LCC) to earn college credit in
high school. This dual credit program allows high school G/T students to



receive college credit for university coursesif they earn a grade equal to or
higher than a specific grade in the course. Students may also apply for
admittance to either of the district's magnet schools. LISD offers the dual
credit program, Pre-AP and AP classes to all students whether or not they
are in the designated G/T program.

COMMENDATION
L1SD offersitsgifted students a variety of academic program options.
FINDING

LISD operates two magnet schools for the unique instructional needs of
gifted high school students, the Vidal M. Trevino (VMT) School of
Communications and the Health Science Magnet School.

Opened in 1993, the VMT Magnet School islocated in aresidential area
in downtown Laredo, offering classes in 10 renovated houses. The VMT
program provides artistic training in communications, dance, music,
theatre arts and visual arts, with an emphasis on creative development and
college preparation. Students apply for the program and are interviewed
by members of the VMT fine arts faculty. All courses offered use the AP
curriculum and all academic faculty have received the training required to
teach AP courses as well as 30 hours of state-required special training to
teach gifted and talented students. Students do not have to be identified as
G/T to attend VMT Magnet School.

Most students attend VMT on a half-day basis, with a 90- minute period of
fine arts and a 90- minute period for language arts, math or socia studies;
they attend their "parent” campuses for the other half-day. Although VMT
maintains all grades and attendance records, the students' parent schools
remain their "schools of record,” and all student records are returned to the
parent schools at the end of each grading period. While most VMT
students are from LISD, the program accepts a maximum of 30 students
from United ISD high schools each time a course is offered. The district
supplies transportation to and from students' parent schools. At present,
VMT has an enrollment of about 800 students.

VMT students and programs have received numerous state and national
awards, including first place at the all-state orchestra and band
competition for six consecutive years; national recognition in writing
competitions; and National Hispanic Merit Scholarships. Interviews with
students and faculty found a high level of commitment to the program.

The Health and Science Magnet School, |ocated on the Martin High
School campus, opened in 1999-2000 and now has about 150 students.



Students interested in careers in health and science are offered advanced
courses in mathematics, science and health. The school has a number of
fully equipped laboratories, including three computer labs, four science
labs, one distance-learning lab and 94 computer workstations with Internet

access,

COMMENDATION

L1SD provides opportunitiesfor its studentsto explore
communications, fine arts, health and science through innovative

programs and advanced curricular offerings.

FINDING

Some LISD staff members who deliver services to gifted students lack the
required professional development training. The Texas Sate Plan for the
Education of Gifted/Talented Students requires teachers who provide
instruction as a part of a G/T program to have 30 clock hours of staff
development training specifically related to the instruction of gifted
students. Administrators and counselors who make decisions about G/T
instruction are required to have six hours of related staff development

training.

According to the district, 482 of its teachers, counselors and administrators
should have G/T training. Of that number, 436 (90.5 percent) have
completed the training (Exhibit 2-29) including 346 of 355 teachers and
90 of 127 administrators and counselors.

Exhibit 2-29

L1SD Professional Staff by Campus
Training Required for the Instruction of Gifted Students

Total Staff Per cent of
Professional M eseting Staff
Staff Required Training M eeting
School to Have Training | Requirement | Requirement
Cigarroa High School 33 29 87.9%
Martin High School 53 42 79.2%\
Nixon High School 43 36 83.7%
VTM Magnet School 11 9 81.8%
F. S. Lara Academy 0 0 N/A‘
Christen Middle School 23 22 95.7%




Cigarroa Middle School 24 24 100.0%
Lamar Middle School 31 31 100.0%
Memorial Middle School 35 35 100.0%
Bruni Elementary School 11 11 100.0%
Buenos Aires Elementary 9 7 77 8%
School
Daiches Elementary School 17 15 88.2%
Dovalina Elementary School 17 16 94.1% ‘
Farias Elementary School 11 10 90.9%
Hachar Elementary School 7 7 100.0%‘
Kawas Elementary School 15 14 93.3%
Heights Elementary School 5 3 60.0%
L eyendecker Elementary
School 14 14 100.0%
Ligarde Elementary School 10 9 90.0%
Macdonell Elementary School 15 12 80.0%‘
Martin Elementary School 14 14 100.0%
Milton Elementary School 10 10 100.0%‘
Pierce Elementary School 10 10 100.0%
Ryan Elementary School 11 9 81.8%
Exhibit 2-29
L1SD Professional Staff by Campus
Training Required for the Instruction of Gifted Students
Total
Professional Staff Per cent of
Staff Required Meeting Staff
to Have Training M eeting

School Training Requirement | Requirement
Sanchez/Ochoa Elementary 12 10 83.3%
School
Santa Maria Flementarv 9 9 100.0%




School

%fowino Elementary 16 16 100.0%
Tarver Elementary School 8 6 75.0%
Zachry Elementary School 8 6 75.0%‘
District 482 436 90.5% ‘

Source: LISD, Office of Gifted and Talented/Advanced Placement,
January 2002.

In addition to summarizing these requirements, the district's Gifted and
Talented Program Handbook: Project Quest outlines the means by which
staff can satisfy these requirements and the responsibilities for maintaining
staff training records.

Many districts receive G/T training through regional education service
centers, local colleges or universities and various conferences and
workshops held across the state. Secondary teachers of Pre AP/GT and
AP/GT classes may also attend an institute provided by the College
Board's Advanced Placement Program in lieu of a portion of their required
training. The district's coordinator of Gifted and Talented is also trained to
provide some staff development training in G/T education. LISD contracts
with the Region 1 Gifted and Talented Cooperative to provide some
required training for district personnel that the G/T coordinator cannot
provide. During September 2001, LI1SD contracted with the cooperative to
provide the 30- hour certification training for 29 teachers and the six- hour
training for 14 administrators and counselors during the fall of 2001 and
spring of 2002. The G/T coordinator provided six- hour update training for
165 teachers who preregistered with the G/T office during the fall of 2001.
Each school maintains its own training records and forwards copies
annually to the district's G/T coordinator.

Recommendation 15:

Ensurethat all LISD Gifted and Talented professional staff members
havetherequired training.

Due to staff turnover and new job assignments, TSPR estimates that 150
L1SD teachers will require G/T update training, 50 teachers will require
the 30-hour certification training and 20 administrators and counselors
will require the administrator/counselor six- hour training each year.

IMPLEMENTATION STRATEGIESAND TIMELINE



1. | The coordinator of Gifted and Talented develops aform August 2002
denoting required and other G/T training offered to district
staff to record the training status of teachers, counselors,
administrators and other professional support staff who deliver
services to gifted and talented students.

2. | Principals complete G/T training forms for appropriate campus | September -
staff and return to the coordinator of Gifted and Talented. October 2002

3. | The coordinator of Gifted and Talented contacts Region 1 to November
coordinate G/T training and scheduling for L1SD teachers. 2002

4. | The coordinator of Gifted and Talented develops a district December
schedule for required G/T training courses including those 2002
provided by the district and Region 1.

5. | The coordinator of Gifted and Talented ensures all appropriate | February
staff attends training necessary to satisfy requirements 2003 and
identified on their G/T training forms. Ongoing

6. | The coordinator of Gifted and Taented receivesthe G/T staff | June 2003
development form from principals on an annual basis and
monitors the status of staff training.

7. | The coordinator of Gifted and Taented provides regular status | July 2003
reports to the administrative assistant for Academics - Problem | and Ongoing

Solving and the superintendent.

FISCAL IMPACT

Using Region 1's 2001-02 fee of $200 per registrant for the 30-hour

training and $100 fee for the six- hour administrator/counselor training, the
cost to LISD is estimated at $12,000 ([50 x $200] + [20 x $100]). Based
on a $55 daily rate for substitutes for 150 teachers, the cost for in-district
training is estimated at $8,250 ($55 x 150). The tota cost for providing the

required training related to G/T education is estimated at $20,250.

Recommendation 2002-03 | 2003-04 | 2004-05 | 2005-06 | 2006-07

Ensure that all LISD
Gifted and Tdented

professional staff ($20,250) | ($20,250) | ($20,250) | ($20,250) | ($20,250)

members have the
required training.

FINDING




LISD does not have a comprehensive assessment program for its magnet
schools that provides feedback on student achievement and program
effectiveness. An effective assessment plan provides information on
programs producing the desired learning outcomes. Without compiling
and analyzing student achievement data, the district cannot make informed
decisions concerning modifications to existing curriculum and program
offerings.

As noted above, students attending the district's two magnet programs, the
VMT School of Communications and Fine Arts and the Science and
Health Magnet, are considered to be "students of record” at their home or
parent schools. Grades, attendance records and other student information
compiled at the magnet schools are forwarded to the parent schools at the
end of each grading period. Information such as SAT, ACT and AP
examination results, numbers of graduates and postsecondary institutions
attended are maintained by the parent school; neither magnet location
makes any attempt to record and compile such data.

Both magnet schools have written goals and objectives, but no procedures
for evaluating the extent to which they are being met. Examples of the
schools' goals and objectives are provided in

Exhibit 2-30.
Exhibit 2-30
Goals and Objectives
LISD Magnet School Programs
Program Goals Objectives

Vidal M. Trevino - To understand - Will use relevant, varied

School of and operate and creative forms of

Communications industry- technology to support
standard student productions.
hardware and - Will identify, recognize
software and formulate the
pertaining to contemporary role of mass
television, media.
radio, print - Will become acquainted
publication, with and define the laws
and and ethical considerations
photography. affecting print and
To create and broadcast media.
produce - Will develop, write, edit
television, and apply print and
radio, broadcast production skills.
newsnaner. - Will demonstrate the




photographic intellectual, emotional and
and creative aesthetic relationships and
writing impact on bicultural
productions. audiences.
To broadcast
and publish
student
productionsin
the various
mediumes.
To enhance the
multicultural,
bilingual
community
through student
productions.
To understand
the history,
ethics and legd
standards of
print and
broadcast
journalism.

Health Science Health Science Will use the skillsand

M agnet Magnet School knowledge to pursue
students will communications through
attend school higher education.
everyday and The average daily
be ready to attendance at the Health
learn. Science will be at or above
Health Science 99 percent.
Magnet School One hundred percent of the
students will Health Science Magnet
atain high School students will
academic graduate with the
success. Distinguished Achievement

Program Sedl.

Fifty percent of the Health
Science Magnet School
students will receive
academic recognition in
one or more areas of the
Texas Assessment of
Academic Skills(TAAS)




test.

Seventy-five percent of the
Health Science Magnet
School students will be
exempted from the Texas
Academic Skill Program
test by scoring at or above
the required criteria on the
Texas Assessment of
Academic Skills Test: 1780
Writing, 89 Reading, and
86 Mathematics.

Source: LISD, Division of Academics/Problem Solving, Undated.

A formal approach to assessing student achievement and program
effectiveness is essential to improving district quality and productivity.
Effective decisions regarding programming require the collection and use
of data measuring the academic success of students to provide feedback to
the board, parents and the community. Assessments also help teachers,
principals and central administrators make decisions regarding
instructional programs, teaching arrangements and the quality of student
learning.

Data currently available in the district for use as indicators of program
effectivenessinclude:

Percent of daily student attendance;

Incidence of discipline referrals and expulsions,

Annual and four-year dropout rates,

SAT, ACT and AP scores,

Number of advanced academic courses taken;

Number of graduates on the Recommended and DAP graduation
plans and

Rate of enrollment and completion in postsecondary institutions.

Recommendation 16:

Create an assessment system for the district's magnet school program
to measur e the academic success of attending students.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The adminigrative acsictant for A cademics - Prohlem Snlvina Aninnst




and appropriate central office and campus personnel review all | 2002
indicators that might be used to evaluate the district's magnet

school programs and recommend a plan, including

implementation timelines for evaluating program effectiveness.

2. | The administrative assistant for Academics - Problem Solving November
submits the proposed plan to the superintendent for 2002
consideration and approval.

3. | The superintendent approves the plan and submitsto the board | December
for approval. 2002

4. | The director of Evaluation and Assessment meets with January
administrators, counselors and other appropriate staff to discuss | 2003
implementation.

5. | The director of Evaluation and Assessment coordinates the January -
collection and dissemination of data, meets with magnet school | May 2003
and appropriate central office staff to decide how it will be used
and recommends modifications as needed.

6. | The administrative assistant for Academics - Problem Solving June 2003 -
makes periodic reports to the superintendert and the board Ongoing

regarding the effectiveness of the district's magnet programs,
based on the data collected.

FISCAL IMPACT

This recommendation can be implemented with existing resources.




Chapter 2
EDUCATIONAL SERVICE DELIVERY

C. SPECIAL EDUCATION

The federa Individuals with Disabilities Education Act (IDEA) requires
free, appropriate public education for all children with disabilities,
regardless of the severity of their handicaps. This law, which alsois
designed to protect children and parents in educational decision making,
requires the district to develop an individualized education plan (IEP) for
each child with a disability.

The law aso requires the district to educate students with disabilitiesin
the "least restrictive environment.” In 1997, the federal government re-
authorized IDEA. The law as revised states that the IEP must be clearly
aligned with the education received by children in general classrooms and
that the |EP preparation process must include regular education teachers.
The law also requires students with disabilities to be included in state and
district assessment programs and performance goals.

To serve the multiple needs of all students with disabilities and 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 Individual with Disabilities Education Act):

Pre-referral intervention in regular education. When a student
experiences an academic problem in regular education, an
intervention can and should occur to solve the problem. If steps
taken do not produce results, the problem should be referred to
special education.

Referral to special education for evaluation. Referring a student
to specia education requires an official, written request supported
by documentation. Referral information must include an
explanation of steps that have been taken in regular education to
solve the student's problem before the referral.

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

Initial placement through an Admission, Review and Dismissal
(ARD) committee meeting. After the evaluation is complete, an
Admission, Review and Dismissal committee, meets to discuss the
results of the evaluation; decide if the student qualifies for speciad
education servicesin one of 12 federal special education
categories, and, if so, develop an educational plan for the student.



Provision of educational services and supportsaccordingto a
written individualized education plan (1EP). The IEP devel oped
by the ARD committee includes information about the classes the
student will take, the amount of time the student will spend in
regular education and related needs such as speech therapy or
counseling.

Annual program review. Each year after a student'sinitial
gualification and placement, an ARD committee conducts areview
to ensure that the student's program is appropriate.

Three-year reevaluation. Every three years, the student
undergoes a comprehensive individual assessment. The ARD
committee meets to discuss the results of the reevaluation and
decides whether the student still qualifies for special education in
the same category.

Dismissal from the special education program. If and when the
ARD committee decides that a student no longer meets education
eligibility criteria, he or sheis dismissed from special education.

Students with disabilities who spend all of their classroom hoursin a
regular classroom are considered "mainstreamed.” Additional instructional
and related services are provided depending on students' needs, up to full-
day servicein specia 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.

LI1SD has a well-defined prereferral process for determining whether
students require special education assessment. Specia education staff
from both the central office and the school provide support to regular
education teachers and professional staff who need assistance with student
prereferrals. Region 1 offers LISD training and support for teachers
working with mainstreamed special education students. This training
includes lesson modifications and classroom management techniques.

L1SD has good procedures for identifying students for special education,
and the district provides afull range of services for students with
disabilities. To ensure the |east restrictive environment appropriate for
each student, district personnel always begin by considering
supplementary aids that can be offered in regular education. All students
receive appropriate curricular modifications and services. ARD
committees composed of parents and professional staff determine program
eligibility and participation, educational plans and placement in and
dismissal from specia education. |EPs are developed for every student
with a disability.

LISD provides special education services to 2,962 students (13.1 percent)
with disabilities. This number includes students with auditory impairments



from United I|SD who are served at the Regional Day School Program for
the Deaf (RDSPD) located in Laredo. The district offers a continuum of
specia education services including general education, mainstream,
resource, self-contained, homebound and vocational adjustment classes.
Additional instructional help is provided through content mastery, co-
teaching and in-class tutoring.

LISD offers special education services at al campuses, including its
alternative education and residential care facilities. Related services being
provided to students with disabilities include counseling, occupational and
physical therapies, school health and social work services, assistive
technology services (recordings, reading machines, tape recordings,
computers and other devices that help disabled students learn), orientation
and mobility training and transportation.

LISD employs 95.8 full-time equivalent specia education teachers making
up about 7.5 percent of its total faculty and 40 other specia education staff
members, such as diagnosticians and homebound teachers, for atotal staff
of 135. The district's special education teacher/student ratio is 1:22,
dightly above the state (1:18) and regional (1:19) averages, and
comparable to the peers, which range from 1:15 (Eagle Pass) to 1.22
(Edgewood and Laredo).

LISD's special education staff members have appropriate credentials, and
certifications, including the paraprofessional support staff. LISD pays
annualstipends for certain high-demand positions including a $400 stipend
for resource teachers, a $1,000 stipend for homebound teachers and a
$3,500 stipend for teachers in self-contained classrooms who teach the
most severely disabled students.

All LISD schools have a Specia Education supervisor and a diagnostician.
One person may hold both positionsif the school has relatively few
students. School-based specia education staff members provide teacher
training, assist teachers with lesson plan modifications and obtain assistive
devices as needed. They also monitor teachers to ensure that modifications
are actually used in the classroom.

In 2000-01, 13.1 percent of L1SD's students were enrolled in some form of
specia education; in that year, the district spent $3,128 per student on
special education. LISD's share of enrollment in specia education was
higher than the region and state averages and third highest among the
peers. LISD alots 12.5 percent of its budget to Special Education, a share
only dightly lower than the state average. Its per-student spending was
lower than the state and regiona averages and all but one of the peers
(Exhibit 2-31).



Exhibit 2-31
Special Education Expenditures
L1SD, Peers, Region 1 and the State

2000-01
Per cent of Budgeted
Number | Total Special Per cent of
Students | Students Education Total
District |Enrolled| Enrolled | Expenditures | Expenditures

Eagle Pass 888 7.1% $3,563,185 8.9% ‘
Harlandale 2,160 14.9% $7,598,444 14.9%
Edinburg 1,819 8.3% $6,000,458 8.0% ‘
Edgewood 1,840 14.2% $5,798,713 13.0% \
Laredo 2,962 13.1% $9,265,320 12.5%
United 3,323 12.1% $7,291,285 9.2%)
Region 1 31,086 10.3% | $104,906,894 10.4%
State 483,442 11.9% | $1,739,689,310 12.6% ‘

Source: TEA, AEIS 2000-01.
FINDING

LISD offersits special education staff extensive training opportunities
through its own personnel, Region 1 and other individuals, agencies and
providers. Topics offered include behavior management and intervention
plans; specia education law; ARD meetings; inclusion; technology;
educating and understanding individuals with learning disabilities; the
needs of diverse learners; parents as teachers; and student support system
(SSS) core team training.

Faculty members attend statewide conferences and meetings, such as the
state conference on autism and meetings of the Bilingual/Specia
Education Assessment Institute Task Force. The district also pays
registration and travel expenses for parents of special education students
who attend conferences concerning their children's disabilities. The district
also provides annual training and written materials to parents and regular
teachers on the Student Support System Procedural Manual. The manual
addresses the characteristics of specific types of disabilities and the
accompanying learning styles, so that teachers and parents can recognize
symptoms of a disability and seek areferral through the special education
department to determine whether or not their child is eligible for services.



For each kind of disability, the manual identifies common learner
organizational skills or the ways that a child in that category tends to learn
and process information and suggests assistive devices, modifications to
classrooms and techniques in classroom management to enhance learning.

COMMENDATION

L1SD providesits special education personnel with extensivetraining
opportunities.

FINDING

LISD has made significant improvements in its testing of specia
education students. As indicated in Exhibit 2-32, LISD has greatly
reduced its percentage of students receiving an ARD-committee
exemption from TAAS (Exhibit 2-32).

Exhibit 2-32
Per cent of Special Education Students Exempted from TAAS
L1SD Compared to Peers, Region and State
1999-2000 and 2000-01

District | 1999-2000 | 2000-01
Eagle Pass 7.0%| 1.0%
Edinburg 6.1% 1.0%
Edgewood 12.2%| 1.9% ’
Harlandale 10.1% 2.3%|

Laredo 16.0% | 1.3%
United 11.8% 1.5%|
Region 1 8.3% 1.1%
State 71% | 1.1%

Source: TEA, AEIS, 1999-2000 and 2000-01.

LISD moved from 16.0 percent exempted in 19999-2000-01 to 1.3 percent
exempted in 2000-01, an improvement of 14.7 percent. According to the
district, the impressive decrease in exemptions occurred because LI1SD
started using the State Developed Alternative Assessment in 2001.

COMMENDATION



L1SD has significantly reduced its number of special education
students exempted from TAAS.

FINDING

LISD is not receiving all of the Medicaid reimbursements for which it is
eligible. In September 1992, Texas Medicaid program was amended to
allow school districts to enroll as Medicaid providers and apply for
Medicaid reimbursement for services they provide to children with
disabilities. The reimbursement program is known as the School Health
and Related Services (SHARS) program. School districts need not spend
new money, but instead can simply apply for reimbursement for specific
services provided to Medicad-certified students. Because SHARS
provides reimbursement for funds already spent, it is returned to the
district and made available to offset future expenses without restrictions. If
a student's | EP requires occupational therapy, physical therapy or speech
therapy and that student is Medicaid-€eligible, the district can receive
Medicaid reimbursement for providing those services.

Another reimbursement program available to Texas school districtsis the
Medicaid Administrative Claims (MAC) program. MAC reimburses
districts for heath-related administrative services that cannot be billed
through SHARS. Because public schools play acritical rolein helping
children and their families obtain physical and mental health services, they
can be reimbursed for referral, outreach, coordination and other related
administrative activities. Exhibit 2-33 below shows LISD's SHARS and
MAC reimbursements for 1997-98 through 1999-2000.

Exhibit 2-33
LISD SHARS and M AC Reimbursement Revenue
1997-98 through 1999-2000

Year | 1997-98 | 1998-99 |1999-2000|  Total \
SHARS | $229,961 | $128,630| $106,883| $465,474
MAC |$460,309 | $319,790  $301,471 $1,081,570‘
Total |$690,270 | $448,420| $408,354 | $1,547,044

Source: LISD Student Services Department, 1997-98 through 1999-2000.

Until 2000, three workers in the Specia Education central office tracked
reimbursement-eligible costs and applied for reimbursements; in 2001,
they added a fourth staff person to the team so that each of the LISD
guadrants or divisions of the district would have its own staff member. To
date, LISD does not obtain reimbursement for services provided by nurses,



counselors or eigible transportation services provided for studentsin
specia education.

Ddllas ISD has identified nurses services, counselors services and
transportation as areas to increase reimbursements. Other districts have
negotiated a lower fee for claim filing services, for example, some new
vendors, including TASB and Houston ISD, have begun to offer these
services at a more competitive rate than private companies and regional
collaboratives.

Recommendation 17:

I mprovetracking and oversight activitiesand set a goal of increasing
Medicaid reimbursements by 5 percent annually.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent directs the administrative assistant for September
Academics - Wellness to assume all responsibility for 2002
Medicaid reimbursement.

2. | The administrative assistant for Academics - Wellness and the | September -
director for Special Education contact the Texas Department of | October 2002
Health and TEA about SHARS and MAC reimbursement
procedures to obtain additional information regarding all
eligible areas of reimbursement.

3. | The administrative assistant for Academics - Wellness and the | October -
chief financial officer review current costs for district November
Medicaid submissions and obtain information and cost 2002
estimates from outside vendors who provide Medicaid
submission services for comparative purposes.

4. | The administrative assistant for Academics - Wellnessand the | November
chief financial officer submit a recommendation for approval | 2002
to the superintendent and board recommending current or
outsourced services for future Medicaid submissions.

5. | The director for Special Education ensures that all appropriate | November -
personnel receive training on the identification of services December
eligible for reimbursement. 2002

.| Central office Special Education staff streamlines and monitors | January 2003
its tracking and reporting procedures in each quadrant. - Ongoing

FISCAL IMPACT




It is conservatively estimated that LISD could increase its Medicaid
reimbursements by 5 percent annually ($20,418) based on its 1999-2000
reimbursement of $408,354 ($408,354 x .05 = $20,418). A full year's
savings are anticipated for the first year because Medicaid allows
retroactive billings for up to 12 months.

Recommendation 2002-03 | 2003-04 | 2004-05 | 2005-06 2006-07‘

Improve tracking and oversight
activities and set agoal of
increasing Medicaid $20,418 | $20,418 | $20,418 | $20,418 | $20,418
reimbursements by 5 percent
annually.

FINDING

LISD does not evaluate special education programs designed to improve
TAAS scores for effectiveness. From 1999 to 2001, LI1SD's TAAS scores
for specia education students fell in four of the seven grades being tested
from 1999 to 2001. As shown in Exhibit 2-34, the gap has widened at five
of seven levels between 2000 and 2001 and is especially wide for grade
10, where 64.7 percent of all students passed TAAS in 2001, compared to
only 21.0 percent of special education students.

Exhibit 2-34
Per centage Differencein TAAS Pass Rates
Between All Students and Special Education Students
1999-2000 through 2000-01

1999-2000 Per cent Passed 2000-01 Percent Passed
Grade . :

Stuggnts Egﬁsgt?lon Difference Stuggnts Edsﬁggt?Jon Difference
3 72.3% 72.9% 0.6%| 72.3% 64.3% (0.8%) \
4 76.0% 72.2% (38%)| 76.5% 64.7%| (11.8%)
5 81.6% 85.7% 4.1% 84.5% 81.3% (3.2%)
6 57.5% 22.2%| (35.3%) 63.9% 53.3%| (10.6%)
7 61.3% 61.0% (0.3%) 71.5% 61.0% (2.9%)
8 40.4% 18.8%  (21.6%)| 54.5% 38.8% | (15.7%) \
10 66.6% 32.0%| (34.6%) 64.7% 21.0%|  (43.7%)

Source: TEA, AEIS 1999-2000 and 2000-01.



Because LISD continuously monitors and analyzes TAAS data, the
Special Education administrative staff is aware of the discrepancies
between the performance of special education students and other students.
To address the greater discrepancies at the secondary level, the department
has launched several programs, including after-school tutorials, Super
Saturday tutorials and home visits to enlist parental support for
improvements in student performance and train parents in strategies for
helping students at home. LISD does not, however, have a process for
continuously evaluating these programs so that they can make changes to
them if they are not working.

Killeen ISD has an excellent method called Results Based Monitoring, for
evaluating special programs. Peer committees make school visits twice a
year, during which they review the school improvement plan, interview
school personnel using a standard set of questions, assess a self-evaluation
by school administrators and teachers and analyze assessment data. If
students are not improving, the school takes responsibility for redirecting
compensatory funds immediately to improve academic achievement.

Robstown ISD uses practice exams to familiarize students with the TAAS
format and with historical data and questions used on prior years tests.
Software is also available to help students practice TAAS test taking
skills.

Recommendation 18:

Monitor and evaluate programs designed to improve TAAS scor es of
special education students.

LISD must identify the specific academic needs of specia education
students, particularly in grades 4, 6, 8 and 10 who fall TAAS. District
personnel should determine which programs help special education
students and find the resources needed to implement or support these
programs. Care should be taken to maintain sufficient support for special
education students in grades 3, 5 and 7 so that they maintain their progress
aswell.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The administrative assistant for Academics - Problem Solving | September
and the administrative assistant for Academics - Wellness 2002
coordinate with school principals to provide school TAAS
reports identifying special education students' specific areas of
academic strength and weakness.

2. | The director of Snecial Education works with snecial October 2002




education teachers and staff members to identify program
evauation strategies (such as quarterly TAAS practice tests)
and adjust programs or redirect resources as needed.

.| The principals and their special education specialists identify | September
and provide staff training for TAAS Line Item (TLI) 2002 - June
mentoring and tutoring. 2003

.| School intervention teams identify successful programs that September
address specific areas of TAAS deficiency, giving 2002 -
consideration to traditional and technology-based programs January 2003
that develop both thinking and content-based skills and design
an ongoing monitoring system to modify, improve expand or
eliminate programs.

.| The director of Specia Education implements the monitoring | January 2003
program. - Ongoing

.| The director of Special Education reassigns personnel and September
resources as needed to support the suggested programs. 2002 - June

2003

.| The director of Special Education and the principals evaluate | September
annual TAAS scores and programs for effectiveness and 2002 - June
accordingly make budget suggestions to the superintendent and | 2003

board for approval.

FISCAL IMPACT

This recommendation can be implemented with existing resources.




Chapter 2
EDUCATIONAL SERVICE DELIVERY

D. BILINGUAL EDUCATION/ENGLISH ASA SECOND
LANGUAGE

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 aBilingual English/English as a Second Language
(BE/ESL) class or an alternative language program. A LEP student is
defined as one whose primary language is other than English and whose
English language proficiency limits participation in an English language
academic environment.

Parents may waive Bilingual/ESL instruction. Students on waived status
receive no modifications and must take the TAAS the year they enroll.
The number of parent denials for servicesin the district is as follows: 23 at
the elementary level, 26 at the middle school level and 16 at the high
school level.

LISD serves 13,040 LEP students. The primary languages are English and
Spanish. State 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 be provided in post-elementary grades through grade 8.
For students in grades 9-12, only instruction in ESL is required.

BE instruction uses two languages for instructional purposes: the student's
native language and English. The amount of instruction in each language
is commensurate with the students' level of proficiency in both languages
and their level of academic achievement. Studentsin K-2 receive most of
thelr instruction in their native language, with a designated time for ESL
instruction. As a general rule, transition into English instruction takes
place in the third grade. Content-area instruction like math, science and
socid studies is provided in both languages.

ESL instruction is designed to develop proficiency in the comprehension,
speaking, reading and composition of both oral and written English.
Depending on each student's language ability, the amount of time
accorded to English may vary from total immersion to partial instruction
in the regular classroom in the elementary grades and from one to two
periods in grades 6-12.

Dual- language classes are made up of 50 percent of students whose first
language is English and 50 percent of students whose first language is



Spanish. Instruction in each language is provided equally. Dua language
classes are intended to encourage bilingua fluency. LISD middle schools
(grades 6 through 8) have ESL. Lamar middle school has both ESL and
BE. All four high schools have ESL programs.

L1SD uses a Transitional Bilingual Program Model that follows TEKS,
The BE/ESL department coordinates with the district's Early Childhood,
A+ Reading, special education and G/T programs. Students served in BE
benefit from materials purchased through these programs as well as
through Title | and Emergency Immigrant Education Program funds.

Texasrequiresthat all LEP students be tested with the state TAAS or with
an dternative test if the student is not academically prepared in English. A
school Language Proficiency Assessment Committee (LPAC) decides the
identification, instructional placement and reclassification of LEP students
at each school. The LPAC also exempts students from TAAS. Beginning
in spring 2001, LPAC may grant immigrants in grades 3-8 an exemption
on the basis of limited English proficiency during their first three years of
enrollment in U.S. schools; Spanishspeaking L EP students may not be
administered TAAS in Spanish for longer than three years.

LISD uses Spanish and English TAAS data to evauate the impact of
bilingual education on student performance. The district uses the Reading
Proficiency Test in English (RPTE) to evaluate students' English reading
skills. Other evaluation measures include the Texas Primary Reading
Inventory (TPRI) and Tejas Lee for students in grades PK-2 and the
Language Assessment Scales (LAS) to evaluate oral English language
skillsin grades PK-5. Local assessments in mathematics and reading in
English and Spanish are administered to all studentsin grades 1-10.

All BE and ESL teachers have the appropriate certification or are in the
process of obtaining certification. In recent years, the district has had no
problem in hiring LEP teachers and has discontinued specia stipends
formerly offered, with the exception of an $800 stipend paid to ESL
teachers who work in the required program for recent immigrants. The
district has 21 elementary staff and eight secondary staff in BE/ESL.

FINDING

LISD has been successful in pursuing additional funds to improve its LEP
program offerings. In 2000, the director of the LEP program sought grants
from the U.S. Department of Education for dual-language pilot projects at
Macdonell Elementary and Bruni Elementary. In early 2001, the district
learned that it would receive two grants, one for $1.3 million and another
for $1.9 million, for this purpose. The 2000-01 school year was designated



as the planning year, with implementation of the grants beginning in 2001-
02.

The Title VII Bilingua Two-Way/Dua Language Program, which is the
program the district set up with the federal grants, proposes to reform,
restructure and upgrade all relevant LEP programs and operations within
each of the schoals. It will provide instructional support for LEP students
in a dual- language environment. It will also include funds for additional
staff training and parental involvement.

So far, the digtrict has identified personnel for the programsin each
school. The first of five training days on the design or model that will be
used in each school has been held. The financial procedures have been
established with the L1SD Budget Finance Office with the directives and
approval of the DOE Program Speciaist. Region 1 and a professor at the
University of Texas Pan American in Edinburg have provided training
sessions on incorporating best approaches and practices in a two-way/dual
language program. The LEP faculty will integrate curriculum, lesson
models and teaching strategies developed in the pilot projects into the
entire LEP program.

COMMENDATION

LEP administrative staff successfully secured grant funding for a dual
language program for students.

FINDING

LISD's BE/ESL students do not perform aswell on TAAS as all students
in the general population. Some evidence suggests that the resources LISD
dedicates to the LEP program may be inadequate. Exhibit 2-35 shows per-
student expenditures for students enrolled in LISD's BE and ESL services.
In 2000-01, L1SD spent $169 per student on these services, less than the
state and regional averages and all but one of the peers. Although BE/ESL
students make up 57.8 percent of the district's total enrollment, LISD
spends only 3 percent of its budget on BE/ESL.

Exhibit 2-35
Bilingual/ESL Per Student Expenditure
L1SD vs. Peer Digtricts, Region and State

2000-01
Students Per cent Per cent Per
Enrolledin of Total Budgeted of Budgeted Student
District |Bilingual/ESL | Enrollment | Expenditures| Expenditures| Expenditures




Eagle Pass 4,391 35.1% $852,246 22.1% $194|
Edinburg 6,684 30.4% | $15,812,717 21.1% $2,365
Edgewood 2,588 19.9% $465,744 1.0% $180
Harlandale 2,075 14.3% |  $5,424,623 10.7% $698
Laredo 13,040 57.8% $2,207,938 3.0% $169
United 12,401 45.0% 1,448,695 1.8% $117
Region 1 107,073 35.4% | $54,022,901 5.4% $505
State 509,885 12.6% | $590,748,041 4.3% $1,159

Source: TEA, AEIS 2000-01.

Programs and services are directly related to resources. Another way that
the LEP program is negatively affected is the teacher-to-student ratio.
Exhibit 2-36 shows that LISD has a much higher teacher-to-student ratio
(1:348) in BE/ESL than Region 1 (1:17) and state (1:25) averages.

Exhibit 2-36
Bilingual/ESL Teacher/Student Ratio
L1SD vs. Peer Districts, Region and State

2000-01

Students Percent of | Teacher/

Enrolledin | BE/ESL | BE/ESL | Student
District BE/ESL | Faculty Staff Ratio
Eagle Pass 4391 316.6 42.0% 114
Edinburg 6,684| 405.2 27.0% 1:16
United 12,401| 4845 27.9% 1.26
Harlandale 2,075 1049 10.7% 1:194
Laredo 13,040 374 2.9% 1:348
Edgewood 2,588 29 0.3% 1:892
Region 1 107,073 | 4250.8 21.5% 1:.17
State 509,885 | 20,515.7 7.5% 1.25

Source: TEA, AEIS 2000-01.

Exhibit 2-37 reflects Slow progress for BE and ESL students since 1997-
98. In 2000-01, ESL students scored below the acceptable standard in



math, reading, writing and all tests. BE students scored above the

acceptable standard (70 percent) in math, reading and writing, but below

the acceptable standard in all tests (69.1 percent).

Exhibit 2-37
LISD TAAS Passing Rates for LEP Students
1997-98 thr ough 2000-01

1997-98 1998-99 1999-2000 2000-01 ‘
Test Category

BE | ESL BE ESL BE ESL BE | ESL ‘
All Tests 51.0% | 15.9% | 59.0% | 25.2% | 68.7% | 29.4% | 69.1% 26.3%‘
Math 62.7% | 38.6% | 73.7% | 48.2% | 80.0% | 57.5% | 84.1% 65.4%‘
Reading 67.4% | 26.0% | 70.8% | 36.4% | 77.1% | 47.9% | 79.8% | 44.9%
Writing 73.9% | 43.6% | 77.0% | 47.9% | 73.9% | 46.7% | 81.8% | 43.5%

Source: TEA, AEIS 1997-98 through 2000-01.

The test scores of BE students were significantly different from those of
ESL students, with ESL students scoring lower on al tests. Students in the
ESL program are not served all day as are those in the BE program,

because ESL students are making a transition to English.

Fort Worth 1SD has a comprehensive BE/ESL program that addresses LEP
students' varied needs. The McKenzie Group recognized the program in a
review in September 2000 as a national trendsetter. Students' language
development is monitored through explicitly defined procedures and
benchmarks. Fort Worth 1SD's percentage of LEP students passing the

TAASrose a al grade levels between 1996 and 2000.

Recommendation 19:;

Create a comprehensive program to address ESL students needsand

focusinstruction to improve student performance.

IMPLEMENTATION STRATEGIESAND TIMELINE

students and identify areas of weakness of individual
students and groups of students.

1. | The superintendent provides schools and teachers with May 2002
printouts of TAAS data analyzed by teacher and by student.
2. | Teachersreview the TAAS data for their classes and May 2002




3. | The director of Bilingual Education/English as a Second June - August
Language devel ops remediation strategies for each subject | 2002

area

4. | The director of BE/ESL disseminates information on these | August -

remediation strategies. September 2002
5. | Teachers and other staff make remedial efforts based on September 2002
identified needs. - May 2003

6. | Principals evaluate the effectiveness of these remediation April 2003 -
efforts through an analysis of student performance on the May 2003
subsequent TAAS.

FISCAL IMPACT
This recommendation can be implemented with existing resources.

FINDING

While LEP exemption rates have falen in the state, Region 1 and al of the
peer districts since 1998, L1SD's have increased. The 2001 LEP exemption
rates for the state, region and peer districts ranged from 0.3 percent to 3.7
percent. LISD's exemption rate was highest of all, at more than twice the
state average (Exhibit 2-38).

Exhibit 2-38
Per centage of Bilingual/ESL Students Exempted from TAAS
L1SD, Peers, Region and State
1997-98 through 2000-01

District | 1997-98 | 1998-99 | 1999-2000 | 2000-01 |
EaglePass| 1.2%| 0.8% 1.1%| 0.3% |
Harlandde | 1.1%| 1.0% 0.7% 0.7%|
Edgewood | 0.4% | 0.7% 0.9% | 1.4% |
Edinburg 21%| 27% 2.0% 2.3%
United 11.8%| 10.3% 25%| 25% ’
Laredo 0.7% | 1.7% 2.8% | 3.7%
Region 1 42% | 4.8% 24% | 2.5% |
State 23% | 2.2% 1.3% | 1.4%

Source: TEA, AEIS 1997-98 through 2000-01.




According to district administrators, exemption rates went up when
changes in state law specified that recent unschooled immigrant LEP
students could be exempted for three years. When TEA redefined
exemptions (SB 676) the district returned to using exemptions. In 2001-
02, however, both the Department of Assessment and Evaluation and the
Department of Bilingual Education are being very specific about
exemptions. Students will be classified as Category | or Category |1 based
on specific exemption criteria.

Recommendation 20:
Reduce the number of L EP students exempted from TAAS.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The director of LEP programs prepares training material on | May 2002
the Category | and Il exemption criteria.

2. | Thedirector of LEP provides training to all staff members | August 2002
serving on LPAC committees.

3. | The director of LEPprovides training to parents who will August 2002
serve on LPAC committees.

4. | The director of LEPmonitors LPAC committeesto ensure | September 2002

that the exemption criteria are being applied correctly. - Ongoing
5. | The director of LEP provides staff and LPAC committee September 2002
training as needed and provides annual progress to the - Ongoing

superintendent.

FISCAL IMPACT

This recommendation can be implemented with existing resources.



Chapter 2
EDUCATIONAL SERVICE DELIVERY

E.TITLEI/STATE COMPENSATORY EDUCATION

In addition to regular classroom instruction, other instructiona programs
provide special support for students at risk of dropping out and students
who are not performing on grade level. The Federal Elementary and
Secondary Education Act (Title I) originally enacted in 1965, and the
Improving America's Schools Act of 1994, provide funds for students not
meeting performance standards. Title | funds are sent to campuses via
TEA, based on the number of economically disadvantaged students
(typically, students eligible for free/reduced-price lunch or breakfast). The
students served, however, are selected on educational need, not economic
status. Funds are intended to be supplemental in nature; in other words,
these funds must be added to the regular program and not take the place of
or supplant regular funds.

LISD uses Title I, Part A funds to provide supplemental opportunities for
low-income and at-riskstudents to master the TEKS and meet state TAAS
performance standards. The amended law allows a school to be designated
as aschoolwide Title I, Part A program if 50 percent or more of students
in the school or the attendance zone are low income. In LISD, all
campuses are designated as schoolwide programs.

In Texas, state-funded compensatory programs began in 1975 with the
passage of H.B. 1126. In 1997, Section 42.152 of the Texas Education
Code was amended to include the reporting and auditing of compensatory
education funds. The Texas Education Code requires that state
compensatory education (SCE) funds, like federal Title | funds, must be
supplemental in nature. SCE rules allow a great deal of flexibility of
student identification and programmeatic approaches. As with the federa
program, the state funds flow on the basis of the number of economically
disadvantaged students, but students served need not be economically
disadvantaged. These federal and state special programs provide funds to
targeted specia populations, which often have crossoversin eligibility.

School needs are identified through a comprehensive needs assessment
process, using multiple sources of information and documentation,
including the AEIS report, TPRI, TLI, student progress reports, retention
rates, failure rates, graduation rates and surveys from teachers and parents.
Each school recelvesaTitle |, Part A schoolwide program packet. These
packets include the program requirements, intended beneficiaries,
instructions addressing the development of parent involvement and



directions for incorporating the eight components of a schoolwide
program.

LISD has used Title I, Part A funds to initiate several districtwide reform
efforts (Exhibit 2-39).

Exhibit 2-39
LI1SD Titlel, Part A Reform Strategies
2000-01
Elementary Middle School High School
Didtrictwide - Writing - Stanford Achievement
reading initiative Test (SAT) and
performance requiring that all American College Test
objective students submit (ACT) offered to
Full-day pre- two written students at no cogt, in
kindergarten compositions an effort to increase the
program every six weeks number of students
Reading participating
facilitators

Source: LISD LEP Department, 2000-01.

LISD aso has made a strong commitment to using federa funds for steff
training provided by district administrators, Region 1 staff and private
consultants. Teachers select training from a staff devel opment booklet that
lists the training sessions and topics available.

Federd Title I, Part C funds are used to assist districts in supporting
educational programs for migrant children. These services are designed to
help reduce the educational disruptions resulting from repeated moves and
to ensure that migrant students can meet the same state content and student
performance standards all students are expected to meet. LISD's 2001
migrant allocation was $218,325 and served 264 students. Migrant
program staff participates in district training as well as training conducted
by Region 1. This training has addressed instructional techniques, student
identification and strategies for working with at-risk students.

Migrant students are served academically through the district's
instructional program. The Summer Access Resource through Technology
(SMART) program is integrated into the summer migrant program. Other
programs, such as Even Start Home Based Instruction, Reading is
Fundamental (RIF) and Early Childhood Home Instruction, are provided
to migrant students and parents to ensure appropriate educational services.




The district uses an array of measurement instruments to monitor Title |
student progress and relies primarily on TAAS results to measure program
effectiveness. Exhibit 2-40 shows TAAS passing rates and the dropout

rate for students receiving services under Title I, Part A and Part C:

Exhibit 2-40
TAAS Passing Rates and Dropout Rates

for L1SD Students Receiving Title | Services
1998 through 2000

Percent | Percent | Percent | Percent
Passing | Passng | Passing | Passing | Dropout
Year |All Tests| Math |Reading |Writing | Rate
Students Receiving Title I, Part A Services
2000 69.0% | 815% | 77.7%| 8L7% 0.7%
1999 66.5%  78.9% | 76.3%| 8L7% 1.9%
1998 59.6%| 71.3% | 71.7%| 70.2% 2.1%|
Students Receiving Title I, Part C Services
2000 59.5% | 81.4% | 70.3%| 71.0% NA |
1999 56.3%| 75.3%| 72.8%| 68.1% 2.4%
1998 51.9%  66.3%| 61.7%| 78.4% 2.2%
Source: LISD Department of Federal Program, 1998 through 2000.

Parental involvement plays a mgjor role in the Title | program. Parent
involvement is the first goal addressed in the district improvement plan.
Parent liaisons and parent volunteers assist teachers on campuses. The
Parent Connection program works to effectively involve parents in their
children's education. Campuses are required to organize at least six parent
workshops or information sessions to conduct conferences with parents,
increase parent participation and conduct family needs assessments.

In the 2000-01 school year, 91.1 percent of LISD students were
economically disadvantaged, compared with a state average of 49.3
percent. LISD had a higher percent of economically disadvantaged
students than the state, the region and all but one of the peers (Exhibit 2-
41).

Exhibit 2-41
Economically Disadvantaged Enrollment



LISD and Peers
2000-01

District | Number | Percent
Edgewood 12,017 | 92.6%
Laredo 20,532| 91.1%
Harlandale 13,601| 90.6%
Eagle Pass 11,233 | 89.8%
Edinburg 18,532| 84.2%

United 20,161| 73.2%
Region 1 250,298 | 82.7%
State 2,001,697 | 49.3%

Source: TEA, AEIS, 2000-01.

Exhibit 2-42 shows that about 3.4 percent of LISD's faculty members are
compensatory education teachers and about 11.9 percent of district
expenditures are allocated for compensatory educationa higher percent
than the state, the region and all of the peers.

Exhibit 2-42
Compensatory Education Expenditures
LISD, Peers, Region 1 and State

2000-01

Compensatory | Percent Per cent

Education of Total Budget of Total

District |Teachers(FTEs)| FTEs |Expenditures| Budget
Laredo 34| 03% | $8,784,977 11.9%
United 69 04%| $9,894,449 11.8%|
Edgewood 60.2 6.7%| $4,351,638 9.8%
Edinburg 404 2.7%, $6,612,135| 8.8% |
Harlandale 2.4 0.2%  $3,780,486 7.4%
Eagle Pass 18.8 25%, $2,867,429 7.2%
Region 3338 1.7% | $89,061,561, 8.8% |
State 8,947.2| 33% | $911,525,819| 6.6%




Source: TEA, AEIS 2000-01.

LISD's state compensatory education program provides Pregnancy
Education and Parenting (PEP) services, pregnancy-related services and
school and districtwide at-risk services. The SCE program supplements
the regular program by providing program staff at all schools, including
the discipline alterrative education facilities; supplies and materials,
tutoring; attendance monitoring; focused child care; counseling; and
professiona training in speciaized areas, including ESL strategies and
sheltered English in content areas, cognitive academic language learning
approach, TAAS strategies, dropout prevention methods and specific
training for the F. S. Lara Academy alternative education program (AEP).

LISD's counselors work with administrators and teachers to identify
students at-risk of dropping out of school each fall. The district uses state
identification criteriain Section 29.081 of the Texas Education Code and
does not add any requirements of its own. The criteriafor secondary
students include failing a grade level for two or more years; math or
reading skills two or more years below grade level; failing two or more
courses during a semester and/or not being expected to graduate from high
school within four years; unsatisfactory performance on TAAS or other
testing; or pregnancy or parenthood. Elementary student criteriainclude
unsatisfactory performance on areadiness or other assessment test given at
the beginning of the year; unsatisfactory performance on TAAS or other
testing; limited English proficiency; or physical, sexua or emotional
abuse.

LISD counselors monitor students throughout the school year, so that
identification and exiting are ongoing processes. Often student needs are
met with one of several programs provided in school, but other students
may require special accommodation plans to meet their needs. Both
approaches to assist "at-risk" students are used in L1SD's schools.

Exhibit 2-43 shows LISD, peer district, state and regional TAAS passing
rates for economically disadvantaged students. L1SD appears to do better
at preparing disadvantaged students to pass the test compared to the state,
but not as well as Region 1 or al of the peers except United.

Exhibit 2-43
Per cent of All Students and Economically Disadvantaged
Students Passing All TAAS
LISD and Peers
2000-01

2000-01




District All Disadvantaged Per cent Peer
Students Students Difference Rank

Eagle Pass 78.6% 77.8% (0.8%) 3 \
Edinburg 77.6% 75.0% (2.6%) 4
Edgewood 76.3% 76.4% 0.1% 1 \
Harlandale 80.2% 80.0% (0.2%) 2 \
Laredo 71.3% 70.2% (4.4%) 5
United 75.2% 70.8% (4.4%) 5 ‘
Region 1 77.9% 75.7% (2.2%)
State 82.1% 73.6% (8.5%) \

Source: TEA, AEIS 2000-01.

FINDING

LISD provides speciaized help and after school tutoring for students at-
risk of failing, in ill health, with frequent absences or in need of personal
support and assistance. LI1SD uses SCE-funded counselors and specialized
programs such as AEP, after-school tutoring and the PEP program to
improve attendance, reduce the dropout rate and increase the achievement
of at-risk students. LI1SD alsouses students TAAS scores, local
individualized assessment and other data such as attendance and dropout
rates to evaluate the success of SCE programs. Regular school at-risk
services have been successful by these measures, as have AEP students
after transition into a regular program. Exhibit 2-44 provides evidence of
steady improvement in TAAS passing rates and declining dropout rates
since 1998.

Exhibit 2-44
TAAS Passing Rates and Dropout Rate for
Studentsin SCE programs
1998 through 2000

Per cent Per cent Per cent Per cent

Passing Passing Passing Passing Dropout
Year| All Tests Math Reading Writing Rate
2000 56.0% 73.1% 67.2% 73.5% 1.0%
1999 52.8% 69.2% 65.8% 74.8% 2.2%
1998 45.1% 60.2% 61.2% 71.4% 4.2%




Source: TEA, AEIS, 1998 through 2000.

Pregnant and/or parenting students have benefited from multiple services
provided by the PEP program. The district's number of births to teenaged
mothers fell from 1997 to 2000. Since studentsin LI1SD's Discipline
Alternative Education Program (DAEP) at F.S. Lara Academy have been
more successful after returning to regular school (as evidenced by fewer
students being repeaters), LISD also uses SCE funds to extend the DAEP
program to the middle and elementary school levels.

COMMENDATION

L1SD uses measurable indicatorsto support its use of State
Compensatory Education aid to reduce its dropout rate and increase
the academic achievement of at-risk students.

FINDING

LISD does not integrate its Title | funds or coordinate program
management for students at-risk of dropping out of school. One reason the
funds are not well integrated is that program directors report to two
Separate administrative assistants for Academics (Exhibit 2-45). Three
programs report to the administrative assistant for Academics - Wellness,
and four prograns report to the administrative assistant for Academics -
Communications.

Exhibit 2-45
Administrative Organization
Federal and State Supplementary Programs

Superirtendent
I
[ |
Admdr strative Assistant | | Admindstrative Assistant
for Academics- for Acadetmics -
Wiellness C omuaiic ati ons
Apecial Education BE/ESL
Section 504 Titlel
FEF C oordinator i gract.
Atate C orgp Educati on

Source: LISD, Administrative Organizational Chart, 2001.

LISD's organization and administration of its supplemental programsis
inconsistent. The directors of these programs do not meet regularly to
discuss their programs and look for overlaps or gaps among them. Many



school districts have found that regular meetings among the directors of

supplemental funds help them to integrate their programs and use targeted
funds more efficiently. Furthermore, such communication can help ensure
that a district draws down the maximum amount of federal and state funds.

There is evidence that LISD coordinators and directors operate in different
ways. For example, the director of Title | isinvolved in planning the
alocation of Title I funds, working with school principals to identify and
address specia school needs and reserving adequate funds for the central
office to ensure that training is not needlessly replicated or that gapsin
training occur. The coordinator of SCE serves primarily as atrainer, with
no role in budget planning or needs assessment. Decisions about spending
SCE money are made at the school level and sent to the budget office; the
coordinator often does not know how the campuses are spending the
money or if they have spent it. The central budget office informs the SCE
coordinator of the state appropriation and how SCE funds will be allotted
and spent in the district. Sometimes, the SCE coordinator does not get the
information in atimely manner.

Without regular meetings, directors cannot share and compare best
practices. Inadequate districtwide oversight over SCE expenditures has led
the district to duplicate expenditures. For example, several schools may
plan the same training in a year when they could have pooled their funds
and provided a single training session resulting in a savings of funds.
Schools sometimes spend dollars on items that are not allowable according
to state and/or federal parameters or purchase the same items every year
when they have other needs. Some schools may fail to expend all of their
funds, forcing their districts to return unexpended funds to the funding

agency.
Recommendation 21:

Coordinate supplemental program administration effortsto improve
funding and student servicesfor at-risk students.

Regular meetings should improve overall understanding of all special
programs. Program directors could rotate annually as chair of the group so
that al have a chance to lead the meetings. Program directors should
prepare and follow agendas for each meeting. This should help directors
become fully knowledgeable about all programs, not smply their own, so
that they can learn how to integrate their programs and use best practices.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent charges a task force of administrators, June 2002
nrincinal] teachers anAd nronaram mananers to ravien the




current administrative organization and management of
supplemental programs and make recommendations for

improvement.
2. | The Supplemental Program Task Force studies current July - August
practices; interviews parents, teachers and other interested 2002

parties; and requests exemplary practices from TEA and the
U.S. Department of Education.

3. | The directors of supplemental programs meet to schedule September
meeting dates and plan agendas for the 2002-03 school year. | 2002

4. | The directors of supplemental programs meet a minimum of September
four times to discuss ways to better integrate and manage 2002 - May
federal and state programs for targeted populations. 2003

FISCAL IMPACT

This recommendation can be implemented with existing resources.



Chapter 2
EDUCATIONAL SERVICE DELIVERY

F. CAREER AND TECHNOLOGY EDUCATION

All students, whether or not they continue their education after high
school, eventually enter the workplace. A major source of employees for
the general workforce is the K-12 educational system. Section 29.181 of
the Texas Education Code requires school districtsto provide a curriculum
that affords each student the opportunity to "master the basic skills and
knowledge necessary for managing the dual roles of family member and
wage earner; and gaining entry-level employment in a high-skill, high-
wage job or continuing the student's education at the post-secondary
level."

LISD currently offers a career and technology education (CATE) program
in grades K-12. The overall purpose of this program isto develop a highly
skilled and educated workforce to compete successfully in the 21st century
global economy. As shown in Exhibit 2-46,the CATE program had an
enrollment of 3,323 students in 2000-01. The district received atotal of
$3,158,367 in CATE funding in 2001.

Exhibit 2-46
L1SD Percentage of Student Enrollment,
Budgeted Expenditures and Staffingin CATE
1996-97 thr ough 2000-01

1996-97 | 1997-98 | 1998-99 |1999-2000 | 2000-01 |
Students 1.920 2422 3112 3,394 3,323
Percent of dl 8.4% 10.7% 13.8% 15.1% 14.7%
students
Funding $2,196,572 | $2,120,203 | $2,214,034 | $2,361,434 | $3,158,367
Percent of budget 3.4% 3.2% 3.1% 3.5% 4.3%|
CATE teachers 50.7 472 44.1 55.5 53.6|
Percent of 3.6% 3.3% 3.1% 4.0% 4.2%
teachers

Source: TEA, AEIS1996-97 through 2000-01.

In 2000-01, 14.7 percent of LISD's students were enrolled in CATE

classes. Thiswas alower share than the regional and state averages and all



but one of the peers (Exhibit 2-47). LISD's CATE spending per student
exceeded the regional and state averages but fell in the middle of the peer
districts.

Exhibit 2-47

Per cent of Student Enrollment and Budgeted Expendituresin CATE
LISD and Peer Districts

2000-01
Per cent
Number | of Total Budgeted Per cent of
District CATE |Students| Career and Total Per Student Rank
Students | Enrolled | Technology Budgeted | Expenditure
Enrolled in Expenditures| Expenditures
CATE
United 6,531 23.7% $3,892,642 4.9% $596 6 ‘
Harlandale 2,785 19.2% $1,804,727 3.5% $950 3
Eagle Pass 2,039 16.3% $1,451,356 3.6% $712 5
Edinburg 3,410 15.5% $3,572,591 4.8% $1,048 2 ‘
Laredo 3,323| 14.7% $3,158,367 4.3% $950 4
Edgewood 1576 12.1%| $1,766,686 4.0% $1,121 1 ‘
Region 1 55,464 18.3% | $45,330,978 4.1% $817 ‘
State 768,200 18.9% | $566,681,113 4.1% $738 ‘

Source: TEA, AEIS 2000-01.

LISD offers CATE at al secondary schools. Transportation is provided for
students who wish to attend a class taught at only one school. The district
has cooperative partnerships with more than 50 businesses that contribute
to the CATE program through mentors, job fairs, worksite observations,
guest speakers and co-op programs.

CATE ingtruction is delivered in primarily cooperative-work study
programs in business, marketing and industrial settings. Students can earn
credits toward industry-recognized credentials in several programs. The
health science technology curriculum is atwo-year training program that
gives students an actual clinical rotation at Mercy Regional Medical
Center.



LISD follows al CATE graduates for five years. Exhibit 2-48 indicates
the most recent information available on the number of former CATE
students currently employed or attending an institution of higher learning.

Exhibit 2-48
Number and Percent of CATE Graduates
Currently Employed or Attending an Institution of Higher Education
1995-96 through 1997-98

Number of Per centage of
Graduates Employed | Graduates Employed
or Enrolled in or Enrolled in
Y ear Higher Learning Higher Learning
1995-96 366 79.8 %
1996-97 104 80.5%
1997-98 739 84.7 %

Source: LISD Career and Technology DEC/Office of Civil Rights Report,
2000.

FINDING

TAAS scores for CATE students have significantly improved since 1997,
with the percent passing all tests rising from 56.5 percent in 1997 to 68.9
percent in 2000(Exhibit 2-49). TAAS scores improved in each subject
area. In addition, CATE attendance has remained around 95 percent. The
dropout fell dightly over the same period.

Exhibit 2-49
TAAS Passing, Attendance and Dropout Rates
For Studentsin CATE Programs
1997 through 2000

Percent | Percent |Percent | Percent | Percent | Percent

Passing | Passing | Passing | Passing | Attendance | Dropout
Year All Tests|Reading | Math |Writing Rate Rate
2000 68.9%  81.9% 83.1%| 80.5% 95.0% 0.7% |
1999 64.6%  77.0% 77.5%| 82.6% 94.8% 2.0%
1998 65.8% | 82.6%  73.2%| 84.0% 94.6% 3.0% |

1997 56.5%| 72.9% | 69.8%| 79.4% 94.6% 1.1% |




Source: LISD Career and Technology DEC/Office of Civil Rights Report,

2000.

At the secondary level, LI1SD offers awide range of occupational

programs in the areas of agriculture science; business; health; home

economics; marketing; building trades and industrial education, including
welding, auto technology, building trades and automotive collision repair
and refinishing; cosmetology; and industrial cooperative training (Exhibit

2-50).

Exhibit 2-50

Career and Technology Education
L1SD Program Offerings 2001-02

Course I_Gc;v;/d&:t Credit | Location

Agriculture Science

Agribusiness Management and Marketing 9 1/2 C
Agriculture Metal Fabrication Technology 9 12 ALL
Animal Science 9 12 N, C
?ggl]lneodl (%?/riculture Science and 9 12 ALL
Equine Science 9 12 N, C
Fruit, Nut and Vegetable Production 9 12 ALL
Fruit, Nut and V egetable Production 9 1 ALL ‘
Home Maintenance and Improvement 9 12 M, C
Horticultural Plant Production 9 1/2 ALL ‘
Intro to Agricultural Mechanics 9 12 ALL
Personal Skill Development in Agriculture 9 1/2 ALL ‘
Intro to World Agriculture & Technology 9 1/2 ALL
Landscape Design 9 1/2 ALL
Pant and Animal Production 9 12 ALL
Range Management and Ecology 9 1/2 ALL
Wildlife and Recreation Management 9 12 N, C
Agricultural Mechanics| 11 2 ALL




Meat Processing | 11 2 N
Agricultural Mechanics| 12 2 ALL
Meat Processing Il 12 2 N
Business/Office Technology

Business Support Systems 9 1 ALL
Business Support Systems (CTED) 9 1 ALL
Intro to Business 9 12 ALL
Intro to Business 9 1 ALL
Keyboarding 9 1/2 ALL
Keyboarding 9 1 ALL
Keyboarding (CTED) 9 1 ALL
Record keeping 9 1 ALL
Accounting | 10 1 AL
Accounting |1 10 1 ALL
Business Communications 10 12 ALL
Business Communications 10 1 ALL
Business Computer Information Systems | 10 1 ALL
Business Ownership 10 1/2 ALL
Administrative Procedures (COOP) 11 3 N, M
Administrative Procedures | 11 1 ALL
Administrative Procedures | 11 1 ALL
Banking and Financial Systems 11 12 C
Banking and Financial Systems 11 1 M, C
Business Law 11 12 ALL
Business Law 11 12 ALL
Business Computer Information Systems |1 11 1 ALL
Business Computer Programming | 11 1 ALL
Business Computer Programming |1 11 1 ALL
Diversified Career Preparation | 11 2 L
Diversified Career Preparation |1 12 2 ALL




Business Image Mgmt and Multimedia 10 1/2 ALL
Business Image Mgmt and Multimedia 10 1 ALL
Telecommunications and Networking 10 12 ALL
Telecommunications and Networking 10 1 ALL
International Business 11 1 ALL
Health Careers

Health Science Technology Education | 9 1 HSM, C
Intro to Health Science Technology 9 1/2 HSM
Intro to Health Science Technology 9 1 HSM
Medical Terminology 9 1/2 HSM
Gerontology 10 12 HSM
Anatomy and Physiology 11 1 ALL
Clinical Nutrition 11 12 HSM
Health Science Technology 11 11 2 HSM, C
Health Science Technology I11 11 2 HSM
Mental Health 11 12 HSM
Pharmacol ogy 11 12 HSM
gti?jl;h Science Terminology Independent 12 1 HSM
Home Economics

Persona & Family Development 9 1 ALL
Career Studies 10 1 ALL
Child Development 10 1/2 ALL
Consumer and Family Economics 10 1/2 ALL
Family and Career Management 11 1/2 ALL
Family Health Needs 10 12 ALL
Food Science and Technology 10 1/2 ALL
Housing 10 12 ALL
Individual and Family Life 10 12 ALL
Interior Design 10 1/2 M, N




Management 10 1/2 N
Nutrition and Food Science 10 12 ALL
Preparation for Parenting 10 12 ALL
BESTT (Teaching Profession) 11 1 ALL
CS:er\I/(Ij C(.gsare and Guidance Mgmt and 11 5 ALL
Food Production Mgt. and Services | 11 2 C
Food Production Mgt. and Services | 11 2 C
Marketing

Entrepreneurship 9 12 ALL
Entrepreneurship 9 1 ALL
Marketing Y ourself 9 12 ALL
Principles of Marketing 9 12 ALL
Principles of Marketing 9 1 ALL
Retailing 9 12 ALL
Retailing 9 1 ALL
Hotel Management 10 2 ALL
Travel & Tourism 10 2 ALL
Marketing Management | (COOP) 11 3 ALL
Marketing Dynamics |1 (COOP 11 3 ALL
Tradeand Industrial

Intro Construction Careers 9 1 C
Intro Electrical Electronic Career 9 1 C
Ig;ger P;ecision Metal Manufacturing 9 1 M. C
Intro to Transportation Service Careers 10 1 ALL
Advertising Design | 11 2 ':A/MNT
Automotive Technician | 11 2 ALL
Auto Collision Repair and Refinishing Tech 11 5 N




Building Trades | 10 2 C
Building Trades | 11 2 C
Cosmetology | 11 3 N
Metal Trades | 11 2 C
T & | Education Career Preparation | 11 3 ALL
Welding | 11 2 M
Advertising Design |1 2 2 Ve
Automotive Technician Il 12 2 ALL
Auto Collision Repair & Refinishing Tech 1 12 2 N
Cosmetology 1 12 3 N
Metal Trades 1 12 2 C
T & | Education Career Preparation |1 12 3 ALL
Welding 11 12 2 M
Intro to Advertising 9 12 M
Intro to Graphic Communications Careers 9 2| M,VMT
Intro to Graphic Communications Careers 9 1 M,VMT
Career Orientation

Career Connections 9 1 C

Source: LISD, High School Curriculum Guide, 2001-02.
Note: All = All High Schools; M = Martin HS, N = Nixon HS, HMS=
Health Science Magnet; L= Lara Academy HS, VMT = Trevino Magnet

Schooal.

In middle school (grades 6-8), LISD offers the following CATE courses:

Food Production

General Mechanical Repair
Building Trades

Business Office Services
Advertising and Design




During eighth grade, all students take the EXPLORER interest and
aptitude test. These results are used as a basis for the initiation of four- year
high school course plans for each student. L1SD also has developed a
Step-Up to Education/Career Preparation document that assists studentsin
selecting a career path and graduation plans. This document outlines the
sequence of courses available in the district and the recommended courses
and general instructions for developing four-year plans. It also lists
prerequisites, credits, graduation requirements and general electives
available to students.

At the elementary level (PK-5), LISD offers career awareness counseling.
Counselors located at every elementary school assist teachers in planning
activities for a six-week period in each year during which all elementary
students participate in career exploration. The students hear presentations
from workers, interview adults to learn about careers, participate in career
days, see videotapes on careers and hear from CATE teachers about the
LISD CATE program.

LISD dsoisinvolved in a CATE cooperative with Region 1. The
cooperative provides training opportunities for district faculty and staff.

COMMENDATION

LI1SD's CATE program provides diverse career and business
interactionsto enhance student's TAAS scores and attendance rates
and reduce dropout rates.

FINDING

LISD does not have a comprehensive CATE plan to address program
expansion, the elimination of courses, facilities and equipment needs and
program evaluations by business and community members. Trends during
the last five years demonstrate that district leaders have not used the
information available to plan a program to keep up with student demands.

Asshown in Exhibit 2-51,CATE student enrollment rose substantially
between 1997 and 2001. Over the same period, however, the district's
number of CATE teachers rose by only 3.1 FTEs. In 2000-01, the
program's teacher-student ratio was 1:62, much higher than the 1:38 ratio
of 1996-97. In 1996-97, CATE funding accounted for 3.4 percent of the
district budget; in 2000-01, CATE funding had only increased to 4.3
percent of the district budget. While program enrollment increased by 6.3
percent, the budget increased by only 0.9 percent. Per-pupil expenditures
declined from $1,149 in 1996-97 to $950 in 2000-01.



Exhibit 2-51
L1SD Percentage of Student Enrollment,

Budgeted Expenditures and Staffingin CATE
1996-97 through 2000-01

1996-97 | 1997-98 | 1998-99 |1999-2000  2000-01
Students 1.920 2422 3112 3394 3,323
gterugg”ntt:f All 8.4% 10.7% 13.8% 15.1% 14.7%
Funding $2,196,572 | $2,120,203 | $2,214,034 | $2,361,434 | $3,158,367 |
Percent of Budget 3.4% 3.2% 3.1% 3.5% 4.3%
Per Pupil
Expenniture $1,149 $275 $711 $696 $950
CATE Teachers 50.7 47.2 44.1 55.5 53.6
Percent of 3.6% 3.3% 3.1% 4.0% 4.2%
Teachers
Teacher/Student 1:38 1:51 171 1:61 1:62
Ratio

Source: TEA, AEIS 1996-97 through 2000-01.

According to the CATE administrator, secondary CATE course offerings
have changed little since 1998-99. Most courses that have been eliminated
were dropped because a CATE teacher had left the district and was not
replaced. Most decisions about CATE teacher replacements are made by
school principals, with first priority given to school needs rather than any
impact the course elimination might have on the program. At present,
enrollmentsin CATE are unbalanced, with some programs under-enrolled
and others over-enrolled. For example, the cosmetology course could
double its enrollment, while some students cannot get into the business
and marketing classes they want.

In an effort to address the four-county area job demand, the district has
added some programs, notably the health careers magnet program and

BESTT which encourages students to enter the teaching profession.

Nevertheless, the district has never held formal discussions about
eliminating a career program due to alack of student interest or

incompatibility with the local economy. And the district has no written
plan for adding to or upgrading CATE technology.



A 2001 TEA Didtrict Effectiveness and Compliance evaluation found that
the CATE program complied with state standards. Simple compliance,
however, does not mean that the program meets the needs of its students
and the local community.

The Sate Plan for Career and Technology Education 2000-02 strongly
supports local control of Texas public schools by offering strategies
districts can choose to implement based on their own needs and decisions.
It also clearly mandates that all districts provide students with
opportunities to participate in an academically rigorous curriculum that
enables them to achieve their potential and participate fully in the
economic and educational opportunities of Texas and the nation. Its
objectives are based on elements that contribute to CATE effectiveness:
academic excellence, high-quality guidance and counseling, partnerships
that benefit students and schools alike, strong curricula, professional
training for educators and ongoing program evaluation. The state plan has
been revised based on the input of educators and representatives of the
business community.

The plan's curricular strategies suggest some criteriafor the creation or
evaluation of adistrict plan:

Does the plan provide for a curriculum that offers all students
opportunities to participate in career and technology education?
Does the program ensure that the CATE curriculum is provided
through programs of sufficient size, scope and quality to improve
the academic and occupational skills of all students, while
providing strong experience in and understanding of all aspects of
the industries students are preparing to enter?

Does the plan identify, develop and implement curricula using the
SBOE-approved essential knowledge and skills as a framework?
Does the plan provide a dynamic curriculum that is engaging,
rigorous and relevant and that emphasizes technology?

Does the plan provide all students with opportunities for a variety
of learning experiences that address diverse learning styles?
Does the plan offer all students opportunities to participate in
programs including work-based learning components?

Does the plan alow students to acquire and use information about
both current and emerging careers?

Does the plan provide opportunities for all studentsto participate
in student leadership organizations?

Does the plan provide opportunities for all students to understand
employer expectations and citizenship skills?

Does the plan group courses in areas of career concentration to
assist students in achieving academic and career skills that apply to
continued education and employment?



Other exemplary practices for CATE are available from the Southern
Regiona Education Board's (SREB's) High Schools That Work program.
This is the nation's largest and fastest-growing effort to combine academic
courses and modern vocational studies. Dallas |SD has developed a five-
year CATE plan including the following objectives:

Prepare the future Dallas workforce to reach world-class standards;
Provide curricula based on competencies identified by Dallas
business and industry;

Link secondary and postsecondary learning through curricula
across educationa levels,

Promote awareness, knowledge and support of school-to-work
programs,

Promote Career Pathways as established by the Texas State Plan
for Career and Technology Education; and

Increase the percent of high school graduates by identifying
vocationa interests.

Recommendation 22;

Createalong-range plan for future CATE programsincluding a
broad-based task force of business and community members.

The digtrict should include CATE teachers and administrators, parents,
business representatives and workforce devel opment representatives on
the task force. LI1SD should also provide the task force with historical data
including class size, course demand, number of students transported, and
facility and equipment needs. The task force should gather input on CATE
needs through surveys and focus groups. The task force would help the
CATE department analyze the current program using the state-
recommended evaluation criteria.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent directs the director of Career and May 2002
Technology Education to appoint a broad- based task force to
review current CATE offerings.

2. | The task force meets to review documents, interview May - August
stakeholders, research best practices and make 2002
recommendations for changes to the CATE program.

3. | The CATE director leads the department in creating afive- | September -
year improvement plan. November
2002

4. The CATEF director nresents the nlan to the s inerintendent January 2003




and trustees so that its facility and equipment needs may be
considered for funding in the next budget cycle.

5. | The CATE director recommends the elimination of programs | January 2003 -
and redirection of resources as needed to implement the plan. | Ongoing

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

LISD does not provide its high school students and their parents with
adequate information and counseling about Early College Start. Asa
result, while itstotal CATE enrollment is 3,323, LISD hasonly 1,617
students in grades 9-12 enrolled in the Early College Start programs.

Early College Start is a program that allows high school juniors and
seniors to take college courses for credit while still enrolled in high
school. An early college start lowers the cost of higher education because
tuition paid at present is likely to be lower than it will be after graduation
from high school. If the institution waives its tuition and fees for high
school participants, as many Texas community colleges do, the credits are
free and the savings higher. Earned college credit hours are transferable to
any public college in Texas.

Early College Start credits may be earned through three options. Credit in
Escrow, or Tech-Prep, Dua Credit and Co-enrollment.

Credit in Escrow is offered for a Tech-Prep course that combines strong
academic and workforce skillsin a career pathway. An articulation
agreement-a formal written contract between a public school and a
postsecondary institution-coordinates occupational training to eliminate
the unnecessary duplication of course work. After high school graduation,
if the student continues the same program of study at a postsecondary
ingtitution, he or she can receive college credit for credits earned for the
high school courses identified in the articulation agreement.

As Exhibit 2-52 shows, LISD students can participate in 25 approved
Tech Prep degree plans at three postsecondary institutions: 10 at Laredo
Community College, one at Southwest Texas Junior College and 14 at
Texas State Technical College at Harlingen. The district has 24
articulation agreementsin all.

Exhibit 2-52
Approved Tech Prep Degree Plans




Availableto L1SD Students

2000-01
Laredo Community Southwest Texas Texas State
College Junior College Technical College

Air Conditioning Criminal Agricultural Technology
and Refrigeration Justice Air Conditioning and
CIS- Business Refrigeration
Application Technology
CIS - Networking Auto Collision
Technology Technology
(CISCO) Building Construction
Banking and Technology
Finance Business Office
Import/Export Technology
Management Computer Drafting and
Medical Office Design Technology
Assisting
Physical Therapy Computer Maintenance
Assisting Technology
Applied Culinary Arts
Accounting Electrical Mechanical
Office Technology Manufacturing

Technology

Electronics Technology
Health Information
Technology
Instrumentation
Technology

Network Information

M anagement
Technology

Source: South Texas Tech Prep Counselors Guide, 2000-01.

Under the Dual Credit option, a student can earn college credit while
satisfying high school diploma requirements. Participation is free. Under
the co-enrollment option, a high school student earns college credit for a
course not needed to satisfy high school diploma requirements. Such
classes can be offered at the high school or a nearby postsecondary school,
or delivered through interactive technology.




Early College Start courses are fully accredited and faculty members must
meet the same accreditation standards as those required by four-year
colleges and universities. Early College Start courses emphasize real-
world applications of learning. Day, evening and weekend classes often
are available, and credit classes may have flexible time lengths. In-class,
self-paced and electronic instruction is common. Student support services
such as basic skill assessment, career aptitude/interest assessments and
learning labs/tutorial support help guarantee success.

LISD does offer information about Early College Start courses, but it is
not centralized and some is difficult to find. TSPR examined the High
School Curriculum Guide 2000-01, prepared by the Counseling
Department; the Step Up to Education/Career Preparation manual,
prepared by the CATE Department; and the South Texas Tech Prep
Counselors Guide, prepared by the South Texas TechPrep Consortium.
Each contain bits of information about Early College Start, but some
information needed to plan one's educational path, such aswhich
campuses offer which CATE programs, does not appear in any written
document.

The curriculum guide mentions earning advanced college credit for
academic courses but does not explain Tech Prep and the opportunity for
advanced or dual credit for CATE classes. It also omits any discussion of
the opportunity to earn an Advanced Technological Diploma. Articulated
arrangements are listed in the counselor's guide, but students and parents
have to seek this information from counselors. None of the printed
materials gave information about the Distinguished Achievement Program
Option Il for Career and Technology, which requires 2.5 creditsin a
coherent sequence of courses for career and technology preparation.

Many Texas districts with high numbers of economically disadvantaged
studerts encourage CATE students to participate in Early College Start
due to the financial benefits of earning early college credits. Districts such
as Austin 1SD and Leander 1SD have identified best practices for
improving enrollment in Tech Prep. Best practice indicators include:

Outreach/Marketing

Board policy requires high school/post-secondary transition plans,
including Early College Start goals.

School district's course catalog explains Early College Start
options.

Early College Start is publicized to students and parentsin a
variety of ways such as through the use of posters, meetings,
newsletters and orientations.



Early College Start isincluded in faculty/staff orientation and
development activities.

Early College Start isincluded in the annual planning and student
scheduling processes.

Planning/Evaluation

Early College Start goals are included in the district's annual
strategic plan and in school plans (numbers of studentsin dual
credit, co-enrollment and credit in escrow arrangements).

Early College Start is part of the evaluation process for personnel
(high school principal, vocational counselor and others) and for
institutional effectiveness.

Didtrict receives feedback from local higher education ingtitutions
on how students perform in Early College Start courses and
programs.

Curriculum

Didtrict has matched its course inventory with local higher
education course inventories to identify possible "matches' for
dual credit/co-enrollment or credit in escrow.

District encourages co-enrollment by allowing students to leave
school for up to two class periods to take courses at nearby college
campuses and/or offers co-enrollment credit through distance
learning.

Support Services

District encourages students to test early for compliance with
TASP and/or encourages students to do well on grade 10 TAAS so
they can be exempted from testing and eligible to enroll in Early
College Start.

District encourages CATE studentsto test early for SAT, ACT and
other improved alternatives.

Didtrict offers TASP workshops.

Didtrict has established relationships with local higher education
institutions and provides multiple opportunities for higher
education to make its presence felt on campus (through parent
nights, career fairs, student orientations, college days and so forth).
District works with local higher education institutions to ensure
that tuition and fees for Early College Start articulated credits are
waived.

Recommendation 23:



I mprove awar eness and effectiveness of the Early College Start
program.

LISD aready has successfully implemented some of the best practices
discussed above. However, the district could strengthen a program that

provides enormous benefits to students and considerable financial savings
to parents by increasing the awareness of the program and by replicating
best practices used in central Texas by Austin Community College and the
public school districtsin its service area. Austin Community College has
excellent publications and additional informational sources available on

the Web site at http://www3.austin.cc.tx.us’highschl/.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | Thedirector of School to Careers and director of Counseling May 2002
convene a districtwide task force including principals to develop
aplan to implement best practices for an Early College Start
program, including methods of tracking success of the program,
such as the number of credit hours earned, tuition dollars saved
and the like.

2. | The superintendent directs that Early College Start goals be May 2002
included in the district's annual strategic plan and that every high |- Ongoing
school plan include a high school-to-college transition plan
including participation goals for Early College Start.

3. | The superintendent or designee includes Early College Start February
implementation as part of the evaluation process for appropriate | 2003 -
personnel such as high school principals, counselors and others | Ongoing
and for institutional effectiveness.

4. | The director of School to Careers (STC) and director of February
Counseling provide orientation and training on the transition plan | 2003 -
and the approach to STC. Ongoing

5. | The superintendent asks the director of Communication, February
coordinator of Scholarships and Community Partnerships, 2003 -
director for School to Careers and director of Counseling to Ongoing

develop a comprehensive marketing campaign for Early College
Start.

FISCAL IMPACT

This recommendation can be implemented with existing resources.




Chapter 2
EDUCATIONAL SERVICE DELIVERY

G.LIBRARY SERVICES

The district's library program is completely automated and linked to the
Texas Library System (TLS). Connection to TLS gresatly expands the
library's research capabilities because it allows students and faculty to
borrow materias from any Texas library that belongsto TLS. Students
and teachers a so can check out books or materials from any campus in the
district. School libraries have computer stations available to students
before and after school and at lunch. The district has a staffing formula for
librarians and in 2001 achieved its goal of placing a full-time, certified
librarian at each school.

Legidation affecting school libraries reads as follows: "The Texas State
Library and Archives Commission, in consultation with the State Board of
Education, shall adopt standards for school library services. A school
district shall consider the standards in developing, implementing of
expanding library services' (Texas Education Code 33.021). In May 1997,
the Texas State Library and Archives Commission adopted the School
Library Program Sandards. Guidelines and Standards. These guidelines
are intended to ensure that students and staff become effective users of
ideas and information, enabling them to be literate lifelong learners. To
accomplish this task, the library program should provide instruction in
information gathering and the evaluation of resources, individual guidance
and access to materials in multiple formats.

To assist digtricts, the guidelines provide criteria identifying programs as
exemplary, recognized, acceptable or below standard in five areas: library
learning environment, curriculum integration, resources, library program
management and facilities. Exhibit 2-53 provides examples of these rating

criteria
Exhibit 2-53
TEA School Library Standards
2001
Recognized
Standard Acceptable Rating Rating Exemplary Rating
Building staffing - HS: 2 . HS 2 - HS: 3
librariang/2 librariang/3 librariang/ 4
clerks clerks clerks
MS: 1 - MS: 1or 2 . MS 2




librarian/lor
2 clerks

ES. 1
librarian/1
clerk

librariang/1.
5or 2 clerks
ES. 1
libr./1.5
clerks

librariang/2
or 3 clerks
ES. 2
librarians/2
clerks

Didtrict staffing

1 al-levd, certified
director/coordinator
with additiond
district duties

1 al-levd, certified
director/coordinator
with other district
duties; 1 technical
services specialist

1 al-levd, certified
director/coordinator
with no other
district duties; 1
technical services
specialist

Receives not less

Receives not less

Receives not less

;J;?;E?e than 1% of tota than 2% of totd than 3% of totd
instructional budget | instructional budget | instructional budget
Resources 9,000 for fewer 10,000 for fewer 12,000 for fewer than
than 600 students; | than 600 students; | 600 students; 20
15 items per 18 items per items per student if
student if more student if more more than 600
than 600 than 600
Periodicals HS 45-75 HS 45-120 HS 55-125
MS 40-70 MS 45-70 MS 50-125
ES 20 ES 35 ES 45
News sources llocad and 1 state |1loca and 1 state |1 local and 1 state

or internationa
paper and 1 full-
text data base

or internationa
paper and 1 full-
text database

or international
paper and 1 full-
text database

Electronic data
bases

Full text periodical
and news databases

Full-text periodical
and news databases

Full-text periodical
and news databases

Statewide Participation in Participation in Participation in

resources TLC TLC TLC

Scheduling Modified Mostly flex/some | Total flexible
flex/controlled scheduled scheduling

Librarian/teacher | Attends grade level | Plans Collaborates with

planning department collaboratively individual teachers
meetings with with individual at scheduled times
teachers; plans teacherson a to integrate library
some lessons to regular basis. instruction with

correlate with
content areas

content areas




Access to library | Controlled access | Some access to Individual and
to resources and resources and group access to
librarian during the |librarian at point of | resources and
instructional day; | need, some librarian at point of
minimal access controlled; access | need, beyond the
beyond the available beyond instructional day,
instructional day | the school day either on site or
electronically
Teaching Librarian teaches | Librarian offers Librarian teaches
library/media instruction on use | information literacy
lessons, provides | of library resources | models; engages,
individual as needed,; directsand
reference facilitates use of encourages
assistance; technology; teaches | studentsin research
introducesresearch |information and use of
tools resources within technology; totally
curriculum context | integrates library
instruction with
content instruction

Source: LISD Library Department, New Library Standards Comparison
Sheets, November 2001.

FINDING

LISD does ot evaluate its library program using state standards nor
maintain comprehensive information about the strengths or weaknesses of
its program. The district aso does not have a certified librarian to
supervise library operations. According to the district's organizational
chart, the administrative assistant for Academics - Communications
supervises the district's librarians. According to district personnel,
however, central office support and direction for librarians is delegated to
one elementary librarianand one secondary school librarian, both
employees with other responsibilities. Because of conflicts with other
duties, the administrative assistant for Academics - Communications does
not attend state library association meetings or participate in TEA
professional training.

LISD staff said this lack of appropriate central leadership has been
detrimental to the library program. District librarians told TSPR that they
have few opportunities to meet as a group and discuss issues such as a lack
of district attention to library and audio-visua services. Although the
libraries have computers for student use, students entering the library often
have better computer skills than the librarians. As librarians' roles and




responsibilities become more technical, appropriate training becomes
increasingly important.

Furthermore, LISD has little information about its school collections. In
response to TSPR's request, only five school libraries could produce a
document measuring their programs against state library standards. None
had annual reports providing information on collection additions or
deletions or annual checkout and return activity. The district also lacks a
K-12 curriculum for library instruction. Most campus improvement plans
address library goals and needs, but the district does not have a
districtwide assessment/improvement plan.

According to TSPR surveys conducted in November 2001, parents have a
greater belief that the libraries are effective than do the teachers,
administrators and students who use them (Exhibit 2-54).

Exhibit 2-54
Survey Feedback On Library Effectiveness
November 2001

Per cent that
Strongly Agree
or AgreelLibrary
Services
Group are Effective

Teachers 66.7 % ‘
Principals and Assistant Principals 63.0%

Students 59.2% \
Parents 75.0%

Source: TSPR Surveys, November 2001.

Dalas I1SD reviewed both state and national library standards to establish
goals for its own library media services plan. Dalas ISD centralized its
library services and provides monitoring, technical assistance and
personnel observations for all school libraries.

Recommendation 24:

Create an assessment and improvement plan using state standar ds for
thedistrict'slibrary program.

The district cannot improve its library services until it assesses its
collection. Library needs should be prioritized; it may be necessary to



move some libraries from unacceptable status before moving others to
acceptable, or from acceptable to recognized and so on.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The administrative assistant for Academics - Communications May 2002
directs librarians to measure their school library services against
state standards and identify improvements needed to move their
collections to the next-highest rating.

2. | The superintendent directs the administrative assistant for September
Academics - Communications to establish atask forceto review | 2002
individual and district library needs and to develop a districtwide
library services improvement plan, including specific goals and
actions, estimated costs of improvements, atimeline for the
completion of improvements and a person responsible for each
activity.

3. | The task force works with the administrative assistant for October
Academics - Communications and the chief financial officer to 2002
identify and incorporate into the plan all possible sources of
funding.

4. | The administrative assistant for Academics - Communications November
and librarians implement the plan. 2002

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

LISD staff members cannot consistently use the automated library due to a
lack of technical training and technical support. Additional problems with
both software and hardware disrupted students' connection to the library
excessively in 2000-01.

In 2000-01, LISD adopted a new library management program and offered
training in the system to al library staff members. No member of the
district's technical support staff participated in training, however, and their
technical support proved inadequate when librarians subsequently had
software problems. Furthermore, the district's computers became infected
with avirus, resulting in aloss of available hardware. The computers were
not functional within atimely manner.

All libraries have an adequate number of computers and good
management software. However, when the computers are not working,




technical support is not available or the software has a computer virus that
the librarian can't fix, the instructional program comes to a halt.

Many school districts that change their software or hardware require
training for at least one member of the district's technical staff. This
person then can then train other personnel unable to attend the initial
training sessions. Nonessential personnel wishing to learn about the new
software or hardware also may receive training from this staff member.
Also, many districts assign responsibility for maintenance and updates of
pertinent manuals to a member of the technical staff.

Recommendation 25:

Ensurethat technical support staff istrained to support thelibrary
softwar e and hardware.

Technical specialists who are familiar with library hardware and software,
aswell as the kind of reports needed and the language and acronyms used
by library professionals, would be better prepared to provide expedient,
effective and efficient service.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | Thedirector of Instructional Technical Support appointsoneor | May 2002

two speciaists to train on the Alexander software.

2. | Thelibrary technical specialists provide training to those library | May 2002 -

employees who wish to learn about the new software or
hardware.

staff who have not already been trained and to other district Ongoing

3. | Thelibrary technical specialists give priority to requests for May 2002 -

FISCAL IMPACT

This recommendation can be implemented with existing resources.

technical assistance from libraries. Ongoing




Chapter 3
COMMUNITY INVOLVEMENT

This chapter reviews the Laredo Independent School District's (LISD)
community involvement function in the following four sections:

A. Organization and Management

B. Communications and Public Relations
C. Community and Business Involvement
D. Parental Involvement

Community involvement is essential to both a school district's success and
the quality of life within aschool district's community. Community
involvement includes those activities that enable parents, business leaders
and others with a stake in public education to become involved in the
district.

Effective community involvement programs address the unique
characteristics of the school district and the community. A critical
component of community involvement programs includes strategies for
communicating both with the community (external communications) and
within the school district (internal communications). Other essential
program components include methods for recruiting volunteers and
soliciting business support for campus functions and outreach activities
designed to encourage community participation in the district's activities.



Chapter 3
COMMUNITY INVOLVEMENT

A. ORGANIZATION AND MANAGEMENT

A school district must effectively manage and organize two-way
communication between itself and the community. A good system is easy
for al to understand and navigate. It is staffed efficiently, using personnel
and monetary resources wisely.

LISD's community involvement and communications function are
overseen by the administrative assistant for Academics-Communications,
administrative assistant for Academics Wellness and the director of
Community and Partnerships (Communications). The administrative
assistant for Academics-Communications is responsible for the Parental
Involvement Office that supervises the campus-based parent liaisons and
the Home Instruction Program (HIP). The administrative assistant for
Academics-Wellness is responsible for the Scholarships and Special
Programs unit. The director of Communications is responsible for the
Printing, Graphics and Mail Service operations and for Instructiona TV.

Exhibit 3-1 shows the current organizational structure of community
involvement and communications for LISD.

Exhibit 3-1
Community Involvement Organization



Programs and Per sonnel

Superintendent
[
[ | |
Aucdmird stratrive Assistant St strative Assistant Z oturoanity ard
for fot Pattnerships
A rcaderd os-C oo cations Arademics-Wellress (C otrrodc atiogs)
(2]
P arerital Scholarships atud Prirting

Lerwol wetriert Offi ce Specia Progratms Diepattment

(2 (2 (10
C ampus-Based
Parentlisisons Graphics
(27 (£)
Home Instnaction

Program Ifail Serdce

Instraction & des (21
(£4)
Instracti onal TV
(11)
(Inchades 3 Teachers)

Source: LISD Organizational Chart, 2001-02 and interviews.

A coordinator and secretary staff the Parental Involvement Office. This
office oversees 27 campus-based parent liaisons who implement strategies
for building meaningful parental participation at the campus level. The
parent liaison may be a designated counselor, a teacher taking on extra
duty or the campus may have someone who is exclusively paid to perform
the duty. The situation depends on how the school chooses to use its Title
| funding. Title | is federa funding that provides supplemental financial
assistance to local educational agencies to improve the teaching and
learning of children who are at risk of not meeting challenging academic
standards and who live in predominantly low-income areas.

Examples of responsibilities of campus-based parent liaisons include
establishing volunteer opportunities for parents, coordinating parent
activities on campus, coordinating after-school programs and community
education and seeking commitments from community resources for school
needs.



The Home Instruction Program (HIP) is a home-based, voluntary program
for two- and three-year olds of families living within Title | elementary
school zones. HIP is an extension of the Title | Regular Parental
Involvement component designed to prepare children for school. HIP's
goals and objectives focus on identifying and providing support to the
family to forge a positive home/school relationship. As an early
intervention program, HIP's ultimate goal is to reduce school failure and
the percent of school dropouts by laying the foundation for school success.
Title | funds the program's 22 home instruction aides, the Parental
Involvement coordinator and secretary. In 2001-02, the program serves
611 children.

The Scholarship and Special Projects Unit reports to the Guidance and
Counseling Department, which is supervised by the administrative
assistant for Academics - Wellness. This department works with students,
parents, teachers and the community to inform them of scholarships, pre-
collegiate programs and financial aid opportunities. The office also
collaborates with institutions of higher learning, foundations and local
businesses to implement concurrent enrollment between high school and
college, increase financial aid opportunities and prepare students for
education and training beyond high schooal.

The Community and Partnerships (Communications) officeis staffed by
the director of Communications, school board secretary, grant writer,
photographer, secretary and communications officers for student activities
and federal programs. This office handles the district's public relations,
internal and external communications, grants and media relations. The
director of Communications aso oversees Printing, Graphics, Postal
Services and Instructiona TV. The Printing Department has a 10-person
staff, and the graphics and mail operations each have two employees.

Although TV falls under the Community and Partnerships Department, its
main focus is ingtruction. I TV develops and broadcasts televised programs
to reinforce and supplement LI1SD students' instructional needs. The ITV
staff includes the director, studio teachers, secretary, videotape librarian,
cameraperson, graphics artist, production assistants and production chief.
Of these, the director, two teachers, the graphic artist and cameraperson
are TitleI-funded. ITV aso produces programming that focuses on current
events, staff development, local issues and district news.

FINDING

The district's process for securing grants and in-kind donations is
decentralized. A number of people at different levels throughout the
school district, including the administrative assistants for Academics,
principals and teaching staff have written and secured grants. For example,



Instructional Technology secured more than $3 million in a pre-K
expansion grant and more than $1 million in an e-rate grant. The district
also secured a five-year $2.5 million grant from the National Science
Foundation. While the district has had success in obtaining grants, it lacks
a system for integrating the grant-writing process with overall planning for
district improvement.

YdetalSD developed a coherent plan to pursue outside funding from
sources including federal, state and local programs, businesses and private
foundations. The plan identifies potential funding opportunities and builds
teams to apply for funding or services. Examples of the team's tasks
include obtaining support from federal and state programs, foundations
and the business community and conducting research to match the
district's needs with specific funding opportunities.

Recommendation 26:
Centralize the grant writing process.

The director of Communications coordinates all grant-writing efforts to
eliminate duplicationof effort and to maximize the district's ultimate
gains. The district begins by identifying the staff who are writing grants
and the areas being funded. It then develops a process for grant-writing
that ensures that this process is aligned with overall district improvement
planning.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent instructs the director of Communications to May
develop a comprehensive list of al district staff writing grants, and | 2002
alist of al grants won, pending and lost within the past two years.

2. | The superintendent, administrative assistants for Academics - June
Wellness, Communications, Problem Solving and Technology and | 2002
the director of Communications meet to assess to what extent
grant-funding is helping meet the district's goals as outlined in the
Strategic Improvement Plan.

3. | The superintendent, administrative assistants for Academics - July
Wellness, Communications, Problem Solving and Technology and | 2002
the director of Communications develop a process for centralizing
grant-writing.

4. | The process is implemented. August
2002
5. | The superintendent, administrative assistants for Academics - May

We lness. Comminications. Prohler-Solvina and Technoloav and | 2003




the director of Communications review the process and make and
adjustments, as appropriate. Ongoing

FISCAL IMPACT

This recommendation can be implemented with existing resources.
FINDING

L1SD's photographer's services are not needed consistently. The district
employs a full-time photographer who reports to the director of
Communications and takes pictures of specia events, collects cut line
information and processes film. According to the photographers job
description, the photographer:

organizes daily assignments in assignment book;
covers assignments (take pictures);

processes film/pictures

sorts and distributes pictures to writers,

collects and prepares outline information;

takes pictures for special projects,

relays interest stories to writers,

promotes good will throughout the campuses; and
programs and repairs minor glitches on computer.

The district's qualifications for this position indicate the need for a high
school diplomaor GED, avalid Texas drivers license and photojournalism
skills. In addition, the photographer's pay grade

CT 06, listed at a minimum of $17,558 to a maximum of $26,333 for a
230 day contract which is not consistent with the current salary expended
for this position of $34,202 plus benefits. The state appropriations act for
2001 lists the pay grade for a Step 1 photographer as $28,740 with similar
gualifications.

Didtricts of like size to Laredo, such as Edinburg Consolidated
Independent School District and many larger school districts, do not
employ a photographer. Ydeta ISD, for example, contracts with freelance
photographers on an as-needed basis for specia events, therefore
eliminating the need for a permanent full-time position.

Recommendation 27:
Eliminate the position of photographer.

The director of Communications determines how the photographer's
responsibilities will be redistributed within the Communications



Department and if student photographers from LI1SD or local colleges and
universities would be appropriate on certain assignments. The director
should also determine the need for a freelance photographer.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The director of Communications determines how the photographer's | May
responsibilities can be distributed among the Communications staff. | 2002

2. | The director of Communications looks at the possibility of using May
student photographers from LISD or local colleges and universities 2002
and freelance photographers as needed.

3. | The superintendent seeks board approval to eliminate the position and | June

reassign duties. 2002

4. | The director of Communications redistributes the duties of the July
eliminated position across the remaining staff and/or students and 2002
freelance photographers.

FISCAL IMPACT

Eliminating the photographer position would save the district $34,202 in
salary costs plus $5,309 in benefits for atotal of $39,511. Benefits include
variable benefits of $2,867, or 8.3822 percent of the photographer's salary,
and fixed benefits of $2,442.

Recommendation 2002-03 | 2003-04 | 2004-05 | 2005-06 | 2006-07
Eliminate the position of $39511 | $39.511 | $39,511 | $39,511 | $39,511
photographer.

FINDING

The graphics functionof the Community and Partnerships Department is
overstaffed and inefficient.

The Graphics operation consists of two full-time graphic artists who spend
the mgjority of their time making signs and banners by hand for lack of the
proper equipment. The artists seldom use a computer to produce signs or
posters because the computer's printer is limited to 8.5 by 11 inch paper
and most of the graphics produced by the department require the use of a
larger printer. Using manual rather than computer generated graphics
sows the production of graphics. While the graphics department does not
have adequate equipment to function at capacity, the print shop houses
appropriate computers, printers and software that can assist the graphics
artists in producing computer-generated art.



Many large school districts often use computers to generate posters and
banners of all sizes. By doing so, these districts are able to function more
efficiently and trim down on staff. In addition, some districts outsource
banner production as needed to alocal vendor in order to run a more cost
efficient operation.

Recommendation 28:

Eliminate one graphic designer position and transfer the remaining
graphic designer to the print shop.

The transfer of the remaining graphic designer to the print shop would
eliminate the Graphics Division. The remaining graphic designer should
be trained to do his work on the computers available in the print shop.
Training the graphic designer to produce computer- generated art will
increase his productivity.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent seeks board approval to eliminate one graphic May
designer position and transfer the remaining designer to become part | 2002
of the print shop operation.

2. | Thedirector of Communications and the Printing Department June
supervisor develop a computer-training plan for the existing graphic | 2002
designer.

3. | The director of Communications relocates the graphic designer and July
revises the job description, as needed. 2002

FISCAL IMPACT

Eliminating a graphic designer position would save the district $19,056 in
salary cost plus $4,039 in benefits for atotal of $23,095. Benefits include
variable benefits of $1,597, or 8.3822 percent of the graphic designer's
salary, and fixed benefits of $2,442.

Recommendation 2002-03 | 2003-04 | 2004-05 | 2005-06 2006-07‘

Eliminate one graphic designer
position and transfer the
remaining graphic designer to
the print shop.

$23,095 | $23,095 | $23,095 | $23,095 | $23,095

FINDING



The digtrict's Mail Services has had operational and chronic staffing
problems that have resulted in delayed mail delivery.

The mailroom is budgeted to be staffed by two full-time mail clerks, but
the district has had difficulties keeping both positions filled. In August
2001, one of the two clerks unexpectedly retired, leaving only one clerk
and an occasional temporary clerk to handle the district's mail.

According to a October 3, 2001 memoranda from the director of
Communications to the chief financial officer, the mail pickup and
delivery isinconsistent. Important items such as student testing materials
and performance assessments have failed to reach their intended
destination in atimely manner.

Recommendation 29:
Evaluate the cost-effectiveness, efficiency and staffing of mailroom

oper ations and deter mine whether the district should continueits
operation.

The Communications director and the chief financial officer should review
the Mail Service's financial and workload data to assess whether it isin the

district's financial interest to continue to provide this service in-house or
whether it should contract services. The district should not continue to
support in-house mail service if important mail continues to be delivered
late or if operating costs are higher than they would be if an outside
contractor handled the service.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The chief financial officer and the director of Communications May
collect and review staffing and financial data on the district's Mail 2002
Services for 2000-01.

2. | The chief financial officer and the director of Communications June
determine whether Mail Services is adequately staffed, whether it 2002
can overcome its staffing problems and how much it would cost to
run this operation effectively.

3. | The chief financial officer and the director of Communications June
compare the Mail Service's current revenue and expenses and any 2002
projections available to determine whether the district is saving
money and will continue to save money by providing these services
in-house.

4. | 1f the mail serviceisfound to be not cost-effective, the director of August

Communications works with the chief financial officer to identifv

2002




the district's mail requirements and develops a plan to contract for
mail services.

FISCAL IMPACT

This recommendation can be implemented with existing resources.




Chapter 3
COMMUNITY INVOLVEMENT

B. COMMUNICATIONSAND PUBLIC RELATIONS

School district communications and public relations departments
incorporate strategies that inform, educate, involve and engage people. An
effective communications and public relations department gains the
support and confidence of students, parents, staff and community
members through two-way, open communication that both disseminates
and gathers information.

The Community and Partnerships Department of LISD handles all
communications and public and media relations for the district. This
department prepares board agendas, news rel eases, the employee
newsletter and board updates and schedul es the speakers bureau and
neighborhood chats with the superintendent.

FINDING

LISD maintains a comprehensive Web site that provides useful
information for the community on a variety of topics, including online
board reports, board meetings and agendas, strategic plans, district
policies, a downloadable calendar, maps, enployment opportunities,
administrative forms and news releases. Additionally, the Web site
includes names, photographs and biographies of district board members,
board meeting summaries, directories, press releases and policies, such as
the use of school facilities by community groups. The Web site also
includes the district's goals and vision statements.

The Web site provides current and comprehensive information about the
district. Although not all households in the Laredo community have access
to the Internet, maintaining a user-friendly Web site provides another
avenue for district communications.

COMMENDATION

L1SD operates a comprehensive Web site that providesthe
community with useful information about the district.

FINDING
The district uses a speaker's bureau to inform business and civic leaders of

school district issues and events. The speaker's bureau is composed of
three-member teams of district administrators and principals. These teams



are assigned to make presentations to local civic groups and the news
media throughout the year. Every principal in the district is required to
make three presentations per year.

Among many other groups, the teams have made presentations to: the
League of United Latin American Citizens (LULAC), Laredo Chamber of
Commerce, Texas Classroom Teachers Association, Laredo Housing
Authority, Voices in Democratic Action, Laredo Rotary Club, Laredo
Crime Stoppers and the Women's City Club. The district uses these
meetings to inform the community about the use of public funds for
facilities construction.

Participants in focus groups with community and business leaders and
digtrict staff noted that these presentations were an effective way to
communicate key issues to the community. The community and business
leaders said they were well informed of district news and activities.

COMMENDATION

Thedistrict effectively communicates news to community leaders
through its speaker's bureau.

FINDING

LISD sponsors a student-hosted news program that highlights school,
community, national and world events. Campus News, a 30- minute
weekly show, not only teaches students news production skills, but also
provides a community service. The program features stories on preventive
health care, including dental care, nutrition, tuberculosis and
immunizations. The program has also featured interviews with the Laredo
mayor, Webb County commissioners, city and county judges, U.S.
Marshals and state-elected officials.

The program also includes segments on the accomplishments of LISD
students ard teachers. For example, it features Student of the
Week/Month, Kid's Talk, Spelling Bee winners, Science Fair winners,
award winning teachers, Read Across Laredo contest winners and Fact
O'Mania trivia game contest winners.

The Campus News program provides training for students and a service to
the community. The production of the news program aso helps bolster
students' self-confidence and self-esteem. The students' feedback surveys
were al overwhelmingly positive regarding this program.

COMMENDATION



Instructional TV's Campus News providesinformation to the Laredo
community while educating and increasing the self-esteem of LISD
students who participate.

FINDING
The ditrict Printing Department's cost-effectiveness study is out-of-date.

The Printing Department handles 90 percent of the district's printing
needs. Commercia vendors are used only when this department cannot
complete ajob in the time frame requested or when the print shop lacks
the equipment to handle the job. Since local print shops cannot handle
four-color process, the few print jobs that the district cannot handle are
forwarded to commercial vendorsin San Antonio.

Typical print jobs include administrative forms, handbooks, |etterhead and
business cards, instructional materials, note pads, lunch menus, pamphlets,

brochures, calendars, newsletters, report cards, parent and community

flyers and folders.

The most recent study of cost comparisons between commercial printing
and the LISD Printing Department was conducted in 1995-96. The study
revealed that in-house printing costs per job were significantly lower than

the prices for similar jobs handled by commercia printers. Exhibit 3-2

shows the comparison.

Exhibit 3-2

Cost Comparisons

Commercial Printing and the LISD Printing Department

1995-96

Commercial | LISD

Job Cost Cost
Cigarroa Graduation Programs $1,793| $992
Continuous Progress Books, 1st Grade $2,332| $888
Continuous Progress Books, 1st Grade $1,390| $741 ‘
Ezrr?)%nnr:glss Dgggtersnent Attendance and Substitutes $1.302| $902
Window Envelopes and L etterhead $133 $70‘
Standard Envelopes and L etterhead $90, $68
Total $7,040 | $3,661




Source: LISD Printing Department, 1995-96.

The cost comparison included all materials and the number of hours
expected to complete the job multiplied by the cost per hour, which ranged
from $8.14 to $13 per hour. However, LISD did not include al costs
associated with operating the Printing Department, for example,

mai ntenance expenses.

Recommendation 30:
Evaluate the cost-effectiveness of the Printing Department.

The director of Communications and the chief financial officer should
review the Printing Department to assess whether it isin the district's
financia interest to continue to provide this service in-house or whether it
should contract for services outside. The review should take into account
all the costs of operating the department including, maintenance, salaries,
benefits and other costs and determine whether the district could save
money by using commercia vendors. The district should also consider
whether commercial vendors could provide the same quality of servicein
the same turnaround time. The district should not continue to support the
Printing Department if the costs of operating it are more expensive than a
commercial printing service.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The chief financial officer and the director of Communications do a May

comprehensive evaluation of the Printing Department's cost- 2002
effectiveness.

2. | The chief financia officer and the director of Communications June
compare the real costs of operating the Printing Department to the 2002

costs of using a commercia vendor that can meet the district's printing
needs.

3. | If the Printing Department is found not to be cost-effective, the Jduly
director of Communications works with the chief financial officer to | 2002
identify district printing needs and develops a plan to contract for
services.

FISCAL IMPACT
This recommendation can be implemented with existing resources.

FINDING




The district does not have a regular publication disseminated to the
community in both English and Spanish, except for the student code of
conduct. Exhibit 3-3 shows all communication methods that the district

currently uses.

Exhibit 3-3
Communications M ethods
2001-02
Device Description Audience
The LINK This monthly newdl etter District
features district employee employees
activities, accomplishments
and financial news.
Board Update Newsletter on This € ectronic newd etter Didtrict
Web site updates empl oyees about employees
board actions from the latest
school board meeting. It is
posted monthly and/or as
needed.
http://www.laredo.k12.tx.us The Web siteis designed to Laredo

provide current information

community and

about the district. outside
communities
LISD Student Code of Conduct | These publications provide Student and
and the Student/Parent information about the district's | parentsin LISD
Handbook rules and regulations
concerning the conduct of
students.
Campus News This 30- minute show is Laredo and
broadcast weekly. surrounding
communities

Source: LISD Department of Communication, October 2001.

Of the above communication methods, only the Web site and Campus
News provide regular updated information to the community. The Web
siteis published in English, and Campus News has very limited
programming in Spanish. Further, if residents do not have accessto a
computer or cable television, communication from the district is severely

limited.




By publishing and mailing a newsletter printed both in Spanish and
English, Socorro Independent School District (SISD) improved
communication with many households in its district. SISD's bilingual

newsletter is the district's primary means of communication, and survey

results at SISD indicate that the district communicates well with the

community.

Recommendation 31:

Produce a newdetter for the community in English and Spanish.

Spanish is the primary language for most families in the Laredo
community. Having an informational publication in Spanish as well as
English is essential for district information to be available to everyone.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent obtains board approval to publish adistrict | May 2002
newsl etter.

2. | The Communications staff begins devel oping the newsdletter. August 2002 ‘

3. | The Communications staff publishes the newdletter. August 2002

4. | The director of Communications collaborates with the September
Webmaster to include the bilingual newsletter on the Web site. | 2002

5. | The district distributes the newdletter via students and provides | September
copies at libraries, community centers and at special events. 2002

FISCAL IMPACT

Reproduction costs of the bilingual newsletter will vary widely depending
on its size, whether the district will outsource the job or print in-house,

colors, frequency, paper quality and quantity. The director of

Communications has collected bids from outside sources to produce

23,000 copies, four times per year of atwo color, eight-page newsletter.

The cost of that type of newsletter would be $35,000 per year.

Recommendation 2002-03 | 2003-04 | 2004-05 | 2005-06 | 2006-07
Produce a newdletter for
the community in ($35,000) | ($35,000) | ($35,000) | ($35,000) | ($35,000)

English and Spanish.




Chapter 3
COMMUNITY INVOLVEMENT

C. COMMUNITY AND BUSINESSINVOLVEMENT

Positive relations with local community organizations and businesses are
essential to school district success. Districts promote positive community
and business involvement by working with all members of the community
and by being responsive to their needs.

LISD capitalizes on long-standing personal relationships in the community
to promote community and business involvement in the school. LI1SD has
successfully forged many relationships with community organizations,
institutions of higher learning and business leaders. The Laredo Chamber
of Commerce has an education committee that works closely with the
school district. The district has close relations with Laredo Community
College, Texas A&M International University, LULAC and local
foundations who provide money and training to students and teachers.

FINDING

Through the Guidance and Counseling and the Scholarships and Special
Projects offices, the district has forged partnerships with higher education
ingtitutions and 80 businesses for the advanced education and training of
students. Both offices collaborate with local foundations and the business
community to provide educationa opportunities and resources for students
and teachers.

The Scholarships and Specia Projects office has researched local and
national scholarship opportunities for LISD students. It develops
brochures with comprehensive information on local and national
scholarship opportunities, disseminates these to counseling departments at
each school and provides them at career fairs and school open houses.

These offices have partnered with Texas A&M International University to
prepare students to take college entrance exams. In addition, they have
worked with other local school districts and representatives from agencies
such asCommunities in Schools, the Texas Workforce Commission, the
Texas Higher Education Coordinating Board, and foundations, colleges
and universities to provide students and parents the most current financial
aid information available. They have also personally contacted local, state
and national organizations to obtain information on pre-collegiate
programs for students.



One significant result of all these efforts has been the dramatic increase in
scholarship amounts for LI1SD students. Exhibit 3-4 shows how
scholarship amounts have steadily increased.

Exhibit 3-4
Cumulative Report on Scholar ships

Number of | Number of | Scholarship
Year | Graduates | Scholarships|  Amount
1996 1,182 584 | $1,296,050
1997 1,154 621 $1,622,502]
1998 1,140 759 $2,658,734 ‘
1999 1,128 788| $2,707,327
2000 1,071 380| $3,043,672
2001 981 437| $3,300,117

Source: LISD Community and Partnerships, June 21, 2001.
COMMENDATION

By wor king with foundations, local businesses, educational
institutions, L1SD staff, parents and students, the district has
increased the amount of scholar ship money awarded to graduates.

FINDING

The LISD Educational Foundation began in 1992 when LI1SD leaders
convened an organizational meeting to discuss the hardships some
students and members of the L1SD teaching staff had in meeting the Texas
Education Agency's technology mandates. These mandates required
students, as well as teachers, to develop computer literacy skills.

Apart from the mandates and conventional scholarship awards for
deserving graduates, some financial assistance for teacher training,
certification and travel expenses for conferences was needed. Financial
assistance was also required for student transportation to educational
events and concurrent learning programs.

The LISD Educational Foundation is aregistered 501(c) 4 private
foundation. The district was able to start the foundation with $18,000
contributed by local donors and a $308,000 grant from D.D. Hachar
Charitable Trust, a private foundation. The principal in the fund has now



grown to $938,000. The LISD Educational Foundation distributes equal
amounts of scholarship money derived from the interest earned on the
principal to L1SD's three high schools. Exhibit 3-5 shows the categories
and amounts given in 1999-2000.

Exhibit 3-5
L1SD Educational Foundation
Scholar ship Disbursement for 1999-2000

Category Amount
Student Scholarship Award (high achievement) $16,800

Student Scholarship Award (medium achievement) $11,200 |

Student Scholarship for Low Economic Status Students| $2,800

Teacher Enhancement (training and certification) $14,000|
Student Concurrent Programs $5,600
Student Summer Programs $5,600

Source: LISD Educational Foundation, 1999-2000.

In 1996, the teacher enhancement portion of the foundation had
accumulated a surplus, which was used to provide five teachers lounges
with atotal of 18 computers equipped with Internet access and Microsoft
Explorer, Excel, Power Point and Word software programs.

COMMENDATION

The LISD Educational Foundation helps students and teachers attain their
higher education and training goals by providing financial resources.
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COMMUNITY INVOLVEMENT

D. PARENTAL INVOLVEMENT

Research affirms that parental involvement is a key component of student
success. LISD attempts to engage parents in their student's educational
progress through conferences, progress notes, praise reports, phone calls
and home vidgits. Parents are also encouraged to be involved in district
activities through volunteerism, community- mentoring programs, after-
school programs and community education. Recognition programs, open
houses, workshops, celebrations, holiday parties and parent nights are
other ways for parents to participate in school activities. The district
involves parents in school governance activities through Parent Teacher
Associations (PTAS), Parent Teacher Organizations (PTOs), Parent
Teacher Councils (PTCs), Parent Advisory Councils, parent |eadership
conferences and Site-Based Decision-Making Committees (SBDM).

All parental involvement initiatives are monitored through the Parental
Involvement office. Each campus implements its own programs and
reports its progress to the Parental Involvement office. The Parental
Involvement office keeps detailed records on volunteer hours, activities,
parental involvement policies, parent/student/teacher agreements, parent
surveys and parent leadership in committees.

FINDING

The district hosts an annual Parent Conference. The LISD instructional
team devel oped the conference to meet the parental involvement
requirements of individual Title | programs and to fulfill goal 1, objective
A inthe district's strategic plan that reads, " Continue to expand the parent
program where parents are full partnersin the decisions that affect student
learning."

Thefirst conference was held on a Saturday in March 2001. The district
enlisted community organizations to assist in the programming, including
Texas A&M Internationa University, Scott Foresman Company and the
Intercultural Devel opment Research Association. The second conference
was held in November 2001.

The conference is open to al LI1SD parents. Lunch, snacks and daycare are
provided. Each campus pays $10 for each parent it sends to the
conference. Campuses can use Title | funds to cover the fee. At some
campuses, PTO/PTA organizations pay the fee. Community donations
provide additional financial support for the conference.



Sessions for parents include:

Parents: First Teachers and Promoters of Literacy;

Informing Parents on Instructional Strategies, Methods and
Processes Being Used in the Acquisition of English as a Second
Language;

Inquiry-Based Instruction Science Standards;

Integrating Assistive Technology into the Home;

Enhancing Parent-Child Communication Through Social Skills
Modeling;

STEP UP to Educational/Career Preparation;

Stages of Child Development and Concomitant Activitiesin Math
and Science for Parents;

Practical Reading Activities and Ideas for Parents,

Opening Communication Between Parents and Their Children;
Not Everyone is Smart in the Same Way; and

The Roles in a Family/Who's the Boss?

There were 231 registered participants at the March 2001 conference.
From 113 evaluations completed, 94 rated the conference as excellent. The
November 2001 conference drew 232 parents.

COMMENDATION

Thedistrict's Parent Conference is an innovative program that
educates and involves parents.

FINDING

The 2000-01 school year saw a decline in parent volunteersin LISD
following several years of a steady increase. The Parental Involvement
coordinator noted that some schools might not have reported their
volunteer information. For instance, three schools that reported more than
1,000 hours in school year 1999-2000 showed zero hours in 2000-01.

Even if some data are missing, reports for al years reveal that volunteer
hours vary widely from school to school. At some campuses parental
involvement is very high, while at others, it is low. The 2000-01 report of
the Parent Involvement/Parent Volunteers List shows 14 out of 21
elementary schools, two out of three middle schools and two of three high
schools reporting no volunteer activity. Again, these numbers represent
only what schools reported to the Parental Involvement office, and some
may not have reported their volunteer activity. However, even among
those reporting, volunteer hours ranged from alow of 92 hoursto a high
of 1,183 hours in 2000-01.



LISD uses a decentralized system for recruiting volunteers. Volunteers are
recruited at the campus level, and volunteer hours are reported back to the
district's Parent Involvement coordinator. Reports show that parental
involvement steadily increased until 2000-01. Exhibit 3-6 shows the
number of volunteers and volunteer hours for each school in the district.

Exhibit 3-6
Detail of Volunteer Hours
1998-99, 1990-2000 and 2000-01

1999-
1998-99 | 1998-99 2000 1999-2000 | 2000-01 | 2000-01
Hours | Number of | Hours | Number of | Hours | Number of
School Worked | Volunteers | Worked | Volunteers | Worked | Volunteers
Bruni 0 0 0 1 0 0
Elementary
Buenos
Aires 450 2 1,407 22 0 0
Elementary
Daiches 100 1 0 0 0 0
Elementary
Dovaina
Elementary 74 1 643 15 333 7
Rl 0 2 0 ol 149 7
Elementary
D.D. Hachar |4 155 12| 678 s| 245 7
Elementary
Heghts 24 2 0 1 0 0
Elementary
Kawas 2571 41| 2011 18| 1,055 6
Elementary
L eyendecker
Elementary 278 7 2,874 8 0 8
Ligarde
Elementary 0 1 0 1 705 9
Macdonell 531 2 555 3| 1,183 3
Elementary
JC.Martin 4 549 4 43 2 0 0
Elementary




C.L. Milton

Elementary 0 0 208 8 0 0
Ochoa 0 0 60 20 0 0
Elementary

A. Pierce

Elementary 140 9 105 3 0 2
Ryan 212 26| 319 9 92 9
Elementary

T. Sanchez 97 3 0 0 0 0
Elementary

Santa Maria

Elementary 24 1 21 2 0 0
Santo Nino 0 0 0 4 0 1
Elementary

K. Tarver 0 0 0 7 0 0
Elementary

zachry 0 0 0 o 87 3
Elementary

J.C.

Christen 2,049 15 354 8 472 7
Elementary

Cigarroa

Middle 43 8 202 3 406 7
School

Lamar

Middle 0 0 0 0 0 0
School

Memorid

Middle 0 1 0 1 0 0
School

Cigarroa 0 0 0 0 0 0
High School

Martin High

School 0 0 178 9 583 2
Nixon High

School 0 0 1,032 16 0 0
Total 9,106 138| 11,589 169 6,102 78




Source: LISD Parent Volunteers Lists 1998-99, 1999-2000, and 2000-01.

Fort Bend ISD (FBISD) developed a full complement of volunteers at
each of their campuses by supporting volunteer programs through Partners
in Education (PIE) teams. These teams bring together all the volunteer
leaders on a campus, such as the volunteer campus coordinator, the
PTA/PTO president, the school business partner, the Parent Advisory
Council representative, the School-Business Partner liaison and the FBISD
Education Foundation Volunteer Organization. A comprehensive manual
describes members roles, responsibilities and expectations.

With PIE teams each campus has a complete complement of volunteers to
help students succeed in school. Each campus aso has a parent
center/volunteer room that has been set aside for PIE teams where
volunteers can Sit, socialize and assist teachers outside the classroom. In
Title | schools the parent center also provides a place for parents to work
and learn how to help their children succeed in schooal.

Recommendation 32;

Form parental involvement teams and share model techniquesand
practices used in successful schools acrossthe district.

LISD could form teams to nurture a continuing and stable volunteer
program at the campus level. The teams would welcome, involve and
recognize volunteers in schools in a meaningful way ard match volunteer
skills, talents and interests with campus needs as designated in campus
improvement plans. These organizations would also empower campus
volunteers to reach their fullest potential.

These volunteer teams would connect the volunteer community to schools,
enhance campuses via shared community resources, expertise and
experience; provide volunteers for all schools and involve the community
in meeting common goals.

If some campuses till have difficulty finding volunteers, the district could
do further outreach to local college campuses where student organizations
are often looking for community service projects. Although college
students can be a transient population, campuses that need assistance can
benefit from the accessible supply of potential volunteers that colleges and
universities can offer.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The Parental Involvement coordinator and superintendent ask | May 2002
each camniis to form a team of volunteer leaders at each




campus.

. | Each campus team develops a model volunteer program by June 2002
sharing ideas among campuses. The model program should
establish leadership among the volunteers, recruit volunteers,
train and provide orientations, place volunteers, show
appreciation and evaluate volunteer involvement.

.| Team leaders from each school submit the model to the August 2002
Parental Involvement coordinator for review and approval.

. | Volunteer team leaders follow the model on their respective September
campuses and support teams through training and securing 2002
resources.

.| The team leader at each campus and the Parental Involvement | September
coordinator monitor teams and assist them when needed. 2002 and

Ongoing
.| The team leaders and Parental 1nvolvement coordinator June 2003

evaluate the process and prepare an annual report of all
volunteer activities and accomplishments.

FISCAL IMPACT

This recommendation can be implemented with existing resources.




Chapter 4
PERSONNEL MANAGEMENT

This chapter examines Laredo Independent School District's (LISD's)
personnel management and Human Resources functions in three sections:

A. Organization and Management

B. Compensation, Recruitment and Retention

C. Training and Staff Development
Personnel and human resources management are critical functions of a school district.
Successful management of personnel includes efficient recruiting, hiring, classification,
compensation, training and devel opment and performance evaluation of employees.
Compliance with Equal Employment Opportunity Commission statutes, Department of
Labor regulations, state laws and the establishment of fair and workable policies,
procedures and training are important for the recruitment and retention of competent
staff.



Chapter 4

PERSONNEL MANAGEMENT

A. ORGANIZATION AND MANAGEMENT

LISD's Human Resources Department is responsible for carrying out
personnel management policies and procedures for the recruitment,
employment and retention of 3,108 employees. Payroll for all district
employees accounts for 80.6 percent of LISD's 2000-01 budget, as

summarized by Exhibit 4-1.

Exhibit 4-1
L1SD Budgeted Expenditures by Object Group
2000-01
Budgeted

Expenditure Amount | Percent
Category (Millions) | of Total
Payroll Costs $110.28| 80.6 % \
Contracted Services $7.35| 54%
Supplies and Materials $6.48 4.7% ‘
Capital Expenses $1.27 9 %\
Debt Service $9.97 73%
Other Expenses $155 11%

Total $136.90| 100%

Source: Texas Education Agency (TEA), Texas Academic Excellence

Indicator System (AEIS), 2000-01.

Exhibit 4-2 details the Human Resources Department budgets for the past

three fiscal years.
Exhibit 4-2
Budget for Human Resour ces Department
1999-2002
Expenditure Budget | Budget | Budget
Category 1999-2000 | 2000-01 | 2001-02
Salaries $563,768 | $573,883 | $709,465




Contracted Services $18,186 | $28,403 $34,136‘

Supplies & Materials| $18,696 | $30,550| $17,000
Other Expenses $66,141 | $53,760 $59,654‘
Capital Outlay $11,738 | $55,750 $0
Total $678,529 | $742,346 | $820,255

Source: LISD's Expenditure Summary Report by Function & Object,
October 31, 2001.

Exhibit 4-3 shows the organizational structure of the Human Resources
Department.

Exhibit 4-3
Human Resour ces Department Organization
2001-02
Exemtive Divector
of Human
Rescurces
Office Manager! 2 IlH | | |
Administrative Rﬂsm’“e‘f ' 3 1T Hurman 1 111 Hharman ) IV Hman
Secretary Coordinator Resonroes Resomroes Resmrres
I Coordinator Coordinator Coordinator
ADussistant
District PBEX Human ‘ | |
Operator Rescnrees F— Assistant ADissistant
Officer H Human Human
I Rem Rescnrces Rasorees
Eecords SOMECES Officer Officer
Fuman Data Officer
FResources Clerk
Officer . Receptionist
Autormated Applications
Attendance Cletle
b, System
Position Cperator
Control [
Technician Attendance
| Clerk
Human |
Fescrces FMLA4, Cobra
Clerk ILE Clerk
[(Varant) (Famant)

Source: LISD, Human Resources Department, 2001.

The executive director of Human Resources oversees the Human
Resources Department with a staff of 18 administrative and support




personnel. Two of these positions are vacant. The executive director of
Human Resources was hired September 3, 2001 and was preceded by the
QI Human Resources coordinator who served as interim director for two

months. The new executive director has six years recent experience with
the Texas Education Agency (TEA) and 25 years in education, serving
school districts as teacher, diagnostician, counselor, director of bilingual
education, principal and superintendent. The executive director of Human
Resources holds a Ph.D. in Educational Administration and has published
materials related to Human Resources training and educationa planning.

Responsihilities for hiring staff and handling most personnel issues are
delegated to four Human Resources coordinators who are each assigned
one of four geographic quadrants of the district. Each of the coordinators
serves a generalist role, meaning each oneis required to attend to all
Human Resources issues and do not necessarily specialize in one
particular area. The coordinators use a considerable amount of
independent judgment and are cross-trained on the job in all aspects of
personnel management. The schools and departments that the Human
Resources coordinators serve are shown in Exhibit 4-4.

Exhibit 4-4
Quadrant Responsibilities
Human Resour ces Department

2001-02
Major Areas Employees
Staff of Responsibility Served

QI Human Cigarroa HS, Cigarroa M S, Santo Nino, Zachary, 800+
Resources Kawas, Ligarde, Superintendent's Office,
coordinator | Communications/Public Information, Human

Resources Department, substitutes, State

Compensatory/Bilingual, Problem Solving,

Instructional Technology, Communications,

Assessment, Media Services, Instructional

Television, GraphicMail Room, Title 1, Title 1

Migrant, Project Teams
Qll Human | Martin HS, Christen MS, Bruni, Daiches, Farias, 800+
Resources Leyendecker, MacDonell, Santa Maria, Dovalina,
coordinator | Health Services
QI Human | Nixon HS, Memorial MS, Buenos Aires, 900+
Resources Sanchez/Ochoa, JC Martin, Tax Office, Risk
coordinator | Management, Finance, Purchasing, Fixed Assets,

Transportation, MIS, Food Service, Operations, Plant

Operations, Construction




QIV Human |VMT Magnet Program, FS Lara Academy, Lamar 700+
Resources MS, Heights, Tarver, Milton, Alma Pierce, Ryan DD
coordinator | Hachar, Pupil Services, Hearings Officer, PE
Department, CATE, Wellness, Section 504,
Guidance/Counseling, Attendance Officers,
Athletics, Special Education

Source: Interviews conducted by the Texas School Performance Review
(TSPR), November 2001.
Note: "Employees served” includes full-time and part-time employees.

The previous executive director of Human Resources identified several
areas for improvement in the department, implemented the restructuring of
the department by geographical quadrarts and began cross-training staff
members. The executive director determined that services provided by the
department were fragmented, recruitment efforts were lacking and there
were internal conflicts among employees in the department. The Human
Resources Department strengthened its service to district employees by
allowing each campus and department to have one contact person in
Human Resources instead of several points of contact depending on what
kind of assistance was needed.

The remaining support staff do not specialize with the exception of
attendance clerks. Each position supports the entire structure, creating an
atmosphere of teamwork and collective responsibility.

The Human Resources Department does not handle employee benefits or
workers compensation. The Finance Department administers benefits with
assistance from the Risk Management and Human Resources departments.
The Safety Department manages workers' compensation insurance. The
Human Resources Department works closely with the Finance Department
to process payroll. Exhibit 4-5 illustrates that certain Human Resources
tasks are shared with other departments and individuals.

Exhibit 4-5
L1SD Human Resour ces Tasks
2001-02
Task Department Position
Recruiting staff Human Resources | Human Resources coordinators,

assistant Human Resources officers,
receptionist/applications clerk




Hiring staff

School
Administration,
Human Resources

Principals, Human Resources
coordinators

Background checks

Transportation,
Human Resources

Clerks, Human Resources PBX
operator

Certification Human Resources | Human Resources coordinators, asst.
verification Human Resources officers
Reference checks Human Resources | Human Resources coordinators, asst.

Human Resources officers, Human
Resources PBX operator

EEOC complaints

Human Resources

Executive director of Human

and issues Resources, Human Resources
coordinators
Salary Human Resources | Executive director of Human

determinations

Resources, Human Resources
coordinators, position control
technician

Employee contracts
and evaluations

Schools,
Departments,
Human Resources

Principals, department supervisors,
executive director of Human
Resources, Human Resources
coordinators

Salary adjustment
calculations

Human Resources

Executive director of Human
Resources, Human Resources
coordinators, position control
technician

Compensation and

Human Resources

Executive director of Human

classification Resources, Human Resources
coordinators, reclassification
committee (made up of
professionals), Human Resources
officer

Records Human Resources | Human Resources coordinators, asst.

maintenance and Human Resources officers, records

retrieval data clerk

Attendance Schools, Campus attendance clerks,

monitoring Departments, supervisors, automated

(employees) and
substitute teacher
assignment

Human Resources

attendance/substitute system operator,
attendance clerk

Benefits

Finance. Risk

Pavroll sunervisor. risk manaaer.




administration

Management,
Human Resources

Human Resources coordinators

Employee safety

Risk Management

Safety officer, risk manager

Pay management

Finance, Human

Payroll supervisor, executive director

Resources of Human Resources, Human
Resources coordinators
Employee Schooals, Principals, departmert supervisors,
grievances and Departments, executive director of Human
complaints Human Resources, | Resources, administrative
Superintendent secretary/office manager of Human
Resources, superintendent
Electronic Information Director of Information Technology,
information system | Technology, Human Resources coordinators, asst.

for al personnel

Human Resources

Human Resources officers

functions
New teacher Risk Management, | Risk manager, Human Resources
orientation Human Resources | coordinators

Training and staff Problem Solving, | Administrative assistant of Problem

development Human Resources | Solving, Human Resources
coordinators

Termination Human Resources | Executive director of Human

Resources, Human Resources
coordinators

Planning for staffing
levels

Human Resources

Executive director of Human
Resources, Human Resources
coordinators

Policiesand
procedures

Board, Human
Resources

Board committee, executive director
of Human Resources

Source: Interviews conducted by TSPR, November 2001.

The mission of LISD's Human Resources Department is to "support, in a
systemic manner, the mission of L1SD to develop and educate students by
providing arelevant and challenging curriculum through innovative
programs and effective use of resources in a safe and nurturing
environment." The goal of the department is to "maximize fiscal and
Human Resources and utilize sound fiscal planning.”

FINDING




LISD is not adequately managing compliance with the Consolidated
Omnibus Budget Reconciliation Act (COBRA) and Department of Labor
(DOL) agency regulations. A Human Resources coordinator said that
COBRA noatifications are not being sent out to the dependents of
terminated employees in accordance with Internal Revenue Service (IRS)
requirements. Other Human Resources staff could not confirm the posting
of required DOL posters in every workplace location although they do
respond to requests for these materials from the departments and schools.
An approved position for a FMLA/COBRA/SLB clerk remains vacant.
This auxiliary position is responsible for responding to the needs of
employees regarding these state and federally- mandated regulations.

According to the IRS, employers must provide written notice to
employees and their dependents of their option to elect COBRA, a
continuation of group health plan coverage following certain "qualifying
events," such as the employee's termination, layoff or reduction in
working hours, entitlement to Medicare and the death or divorce of the
employee (that would cause dependents to lose coverage under the
employer's plan). According to each of the following governing agercies,
the following posters are required to be posted in English and Spanish in
every Texas employee's work environment in clear view.

Notice to Employees Concerning Workers Compensation (Texas
Workers Compensation Commission)

Notice of No Workers Conmpensation (Texas Workers
Compensation Commission)

Unemployment Insurance (Texas Workforce Commission)
Payday Law (Texas Workforce Commission)

Hazard Communication Act (Texas Department of Health)

Child Labor Law (Texas Workforce Commission)

Equal Employment Opportunity (Texas Commission on Human
Rights)

Minimum Wage (U.S. Department of Labor, Wage and Hour
Division

It's the Law OSHA Notice (U.S. Occupational Safety and Health
Administration)

Equal Employment Opportunity (U.S. Equal Employment
Opportunity Commission)

Notice to Workers with Disabilities (U.S. Department of Labor,
Employment Standards Administration)

Employee Polygraph Protection (U.S. Department of Labor, Wage
and Hour Division)

Family and Medical Leave Act (U.S. Department of Labor, Wage
and Hour Division)

Migrant and Seasonal Agriculture Worker Protection (U.S.
Department of Labor, Wage and Hour Division)



Each governing agency has the authority to inspect an employer's facilities
to ensure postings are present and up to date, and maintains its own
schedule of penalties applicable to employers found to be out of
compliance. Management of compliance issues for employers requires
specialized knowledge of labor laws and continued training in order to
assure policies are kept current with new rulings.

Recommendation 33:

Reclassify the vacant clerk position to that of a compliance officer and
immediately comply with federal employment regulations.

The current position of FMLA/COBRA/SLB clerk should be upgraded to
compliance officer and should require the education and experience
necessary to appropriately address compliance issues and monitor the
changesin rules, regulations and labor laws.

The new compliance officer should be a Human Resources specialist who
will relieve the Human Resources coordinators of al responsibilities for
compliance tasks pertaining to their quadrant population and the
administrative secretary/office manager of responsibility for monitoring
the placement of required postings in al workplace locations.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The executive director of Human Resources seeks board May 2002

approval to upgrade the FMLA/COBRA/SLB clerk position to
compliance officer.

2. | The board approves the request. June 2002

3. | The executive director of Human Resources upgrades the June 2002
position of FMLA/COBRA/SLB clerk to compliance officer.

4. | The executive director of Human Resources posts the job July 2002
opening on the Web site and in local papers.

5. | The executive director of Human Resources hires the September
appropriate candidate to fill the vacant compliance officer 2002

position.

FISCAL IMPACT

The midpoint salary level for the clerk position (grade four) is $19,010.

The midpoint salary level for the compliance officer (grade eight) is
$29,097. The fixed benefits rate is the same for both positions. The
difference between midpoint salaries is $10,087. There would be an



additional cost of variable benefits of $846 for atotal cost of $10,933
(variable benefit rate of .083822 x $10,087 = $846).

Recommendation 2002-03 | 2003-04 | 2004-05 | 2005-06 | 2006-07

Reclassify the vacant
clerk position to that of a
compliance officer and
immediately comply with
federal employment
regulations.

($10,933) | ($10,933) | ($10,933) | ($10,933) | ($10,933)

FINDING

A number of LISD personnel files lack required documentation and are
not organized in compliance with Department of Labor agency
recommendations. LI1SD maintains one file per employee that contains a
variety of documentation, some of which should not be filed in asingle
folder. The review team sampled 15 personnel files and found that some
files were missing immigration documentation (1-9), job descriptions,
employee evaluations and education and training records. Human
Resources employees estimate that a three-year backlog of attendance
documents need to be filed, and closed files have not been purged from
active files. In addition, the department does not frequently sample
personnel files for completeness. Human Resources has purchased an
improved filing system and equipment but has not used it due to
installation difficulties.

According to a Society for Human Resources Management article, the
following records relating to employment should be kept in a basic
personne file:

employment application and resume;

college transcripts;

job description;

records relating to special employment practices (contracts);
records relating to hiring, promotion, demoation, transfer, layoff,
rates of pay, other forms of compensation and education and
training records;

letters of recognition;

disciplinary notices and documents;

performance evaluations;

test documents;

exit interviews; and

termination records.




The following items should be maintained in separate files:

Medical records and insurance applications-The American with
Disabilities Act requires employers to keep all medical records
separate. Many states have privacy laws to protect employees.
Medical records include physical examinations, medical leaves,
workers compensation claims and drug and alcohol testing.

Equa Employment Opportunity-1n order to minimize claims of
discrimination, it isimportant to keep source documents that
identify an individual's race and sex in a separate file.
Additionally, if internal or external charges of discrimination are
investigated, it is recommended that the related documentation also
be maintained separately.

[-9 Documentation The Immigration and Naturalization Law of
1986 requires employersto verify within three business days of
hiring, that all employees hired after Nov. 6, 1986, are citizens or
aliens authorized to work in the United States. Both employer and
employee are required to fill in information to complete an I-9
Form. This documentation is the most likely to be reviewed during
an inspection. Keeping this information in a separate file provides
easy access to the information and reduces the opportunity for an
auditor to pursue and investigate unrelated information.

Invitation to Self-1dentify Disability or Veterans Status-Laws
prohibit employment decisions onthe basis of certain protected
classes, however, managers have the right to access an employee's
file for a number operational issues. Unless thereis a need to know
for accommodation purposes, these files should be maintained
separately to reduce a potertial source of bias.

LISD could be placed at risk for federal agency fines or allegations of
discrimination if strict attention is not given to protecting the
confidentiality of employee records and ensuring the district is acquiring
and retaining al the necessary information.

Recommendation 34:

Ensurethat active personnd files are maintained in compliance with
state and federal lawsin a securelocation and that all required
documentation is contained in every file.

In concert with the installation of the new filing equipment, a complete
review of active files should be initiated to correct any non-compliance
issues. Files also should be separated and placed in one of two groups:
basic personnd information and confidential information. This separation
will make it less likely that the district inadvertently releases confidential
information.



IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The executive director of Human Resources develops a August 2002
checklist of records to be maintained in a basic personnel file
and a checklist of records to be maintained in a separate file.

2. | The executive director of Human Resources or designee August 2002
separates closed employee files from those of active
employees and stores closed files in a separate, secure area.

3. | The executive director of Human Resources or designee September
removes sensitive documentation, including medical records, | 2002
as recommended and files these documents in separate folders.

4. | The executive director of Human Resources or designee October 2002
reviews active files to ensure document checklists are
complete and all recommended documents filed.

5. | The executive director of Human Resources schedules January 2003
periodic file sampling three times per year to evauate the and Annually
completeness of personnel records and to ensure the district
maintains compliance with state and federal laws.

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

LISD does not have a process to track and analyze grievances that are
filed by employees or parents. The district bases grievance procedures on
board policy, but does not track grievances by class, employee category or
resolution.

The review team requested data regarding grievances filed with LISD
since 1998. The data included the grievant's name, the year, the level and
type of grievance and the resolution. Since 1998, LISD reports that
employees filed 18 grievances. Some copies of grievances later collected
by the review team, however, were not identified in the data provided by
Human Resources staff, demonstrating the difficulty staff hasin providing
accurate and complete information about grievances.

Without a tracking system for grievances, LISD management is not aware
of trends that exist districtwide or the frequency of grievances filed against
asingle individual.

Recommendation 35:




Develop a system for tracking grievancesfiled by employees or
parents accor ding to class, category and resolution.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The executive director of Human Resources or designee develops an | June
electronic template for tracking grievances by various criteria. 2002

2. | The executive director of Human Resources or designee logs the July
history of grievances into the template. 2002

3. | The executive director of Human Resources designates a Human August

basis to identify trends that indicate LISD has a need to address
recurring problems.

Resources coordinator to analyze the grievance log on a quarterly 2002

4. | The Human Resources coordinator reports grievance trends and August

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

The Human Resources Department does not have a consolidated
procedures manual to support the efficiency and accuracy of its
operations. A Human Resources staff member said that the ability to learn
and fully understand job duties was hindered by not having a resource to
verify that correct procedures were being followed. Human Resources
staff members frequently refer to board policy when they are faced with a
procedural question, and several staff members have devised procedures
for their own use or rely on verbal instructions and supervision of other
staff to make sure work is accurate.

While policy books and staff feedback are helpful to staff members, the
lack of written procedures prevents them from ensuring consistency and
continuity of their work, especially when there is a change in staff.

Fort Bend | SD's Human Resources Department maintains a detailed
procedures handbook that includes step-by-step descriptions of each
process and procedure used to deliver services, including applications,
posting of positions, recruitment, adding or reassigning staff, evaluations,
transfers, payroll and records retention. Copies of al forms, aswell as
computer screens used in the process, are included in the handbook. Fort
Bend 1SD updates the handbook on a regular schedule, and the director of
Employee Records reviews the procedures with staff so that improvements

status of open grievances to the superintendent on a quarterly basis. | 2002




are made as part of the overall quality control system within the
department.

Recommendation 36:

Develop a comprehensive procedures manual for Human Resour ces
oper ations.

The procedures manual should include detailed step-by-step descriptions
of each process and procedure used to deliver various services, copies of
all forms and computer screens used in the process and guidelines for
periodically updating the manual.

Because human resources practices are under continued scrutiny and
industry regulations are constantly being revised, it is imperative that
districts conduct comprehensive periodic reviews of operational
procedures and delegation of responsibilities and update these procedures
annually.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The executive director of Human Resources delegates the June 2002
various operations of the department to the appropriate staff
members to draft a detailed procedure for each operation.

2. | Staff members develop the procedures for their assigned June 2002
operations.

3. | The executive director of Human Resources reviews the August
completed procedures for consistency with board policies. 2002

4. | The executive director of Human Resources makes the manual | August
available online for department staff members. 2002

5. | The executive director of Human Resources reviews the September

procedures manua annually and requests revisionsto outdated | 2002
procedures from department staff.

FISCAL IMPACT

This recommendation can be implemented with existing resources.
FINDING

The Human Resources Department staff members do not receive adequate

training or have access to human resources industry standards to enable
them to stay current with human resources management topics. While




many staff members have experience in school administration, no staff
member in the department has a Human Resources certification such as
Professional in Human Resources (PHR) or Senior Professional in Human
Resources (SPHR). Consequently, staff members lack knowledge
regarding industry resources, successful recruiting techniques, best
practices for operations and new compliance regulations.

Human Resources certification is a symbol of professiona achievement.
Beyond experience and education, the PHR or SPHR designation signifies
that an individual has mastered the practice and body of knowledge of
human resources management. Select Human Resources Department
employees such as the executive director of Human Resources and the
four Human Resources coordinators, receive training primarily at summer
and winter conferences conducted by the Texas Association of School
Personnel Administrators.

Human Resources Department employees are not members of professional
networks or associations, which are invaluable resources for human
resources professionals. Membership with Human Resources associations
provides even non-certified professionals exposure to current topicsin
human resources management, networking opportunities, access to vita
industry information, products and services, professional development,
access to newsletters and periodicals, community involvement initiatives
and legidative updates.

A well-managed staff is trained and current on new issues, laws and rules.
L1SD's Human Resources staff members do not have enough exposure to
the numerous resources available to keep them on the leading edge of their
profession.

Recommendation 37:

Provide training opportunitiesfor all Human Resour ces staff and
encourage member ship in the local chapter of the Society for Human
Resour cesM anagement.

Membership in the local SHRM chapter provides individuals with changes
to current laws and regulations, new recruitment tools, access to other
human resources professionals, frequent training opportunities and
monthly periodicals that can be shared with non- members.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The executive director of Human Resources performs a June 2002
department-wide training needs analysis.




2. | The executive director of Human Resources subscribesto June 2002 and
three SHRM publications and routes them to all Human Annually
Resources staff for review.

3. | The executive director of Human Resources researchesand | July 2002
builds alist of Human Resources training opportunities
available to department staff.

4. | The executive director of Human Resources requires staff July 2002 and
members to attend the TASPA Summer Conference on a Annually
rotating basis.

5. | The executive director of Human Resources requires two August 2002
Human Resources coordinators to become members of the and Monthly
Laredo Association for Human Resources Management, Thereafter
attend monthly meetings and deliver acquired information to
all department staff at a monthly staff meeting.

6. | The executive director of Human Resources and the four December
Human Resources coordinators attend TASPA's Legal Digest | 2002 and
conference. Annually

FISCAL IMPACT

TASPA's Summer Conference fees are $170 per person, or atotal of
$1,530 per year for nine staff members. TASPA's Legal Digest conference
fees are $130 per person, or atotal of $650 per year for five staff. Laredo
Association for Human Resources Management corporate membership fee
is $150 annually for two members. The Society for Human Resources
Management subscriptions total $131 per year. The conference fees, the
membership fees and subscriptions would cost the district $2,461 annually

($1,530 + $650 + $150 + $131).

Recommendation 2002-03 | 2003-04 | 2004-05 | 2005-06 | 2006-07

Provide training opportunities
for al Human Resources staff
and encourage membership in
the local chapter of the Society
for Human Resources
Management.

($2,461) | ($2,461) | ($2,461) | ($2,461) | ($2,461)

FINDING

LISD's automated phone system for taking employee absence calls is not
used effectively by employees, producing an unnecessary workload for
Human Resources staff. The district uses the MicroSage attendance




system for both teachers and staff to report absences, to automatically
search for replacement staff and to initiate the resulting payroll
adjustments.

In 1999, the executive director of Human Resources distributed a
memorandum to all principals and department heads that outlined the
penalties, which included termination, for not using the attendance and
substitute system. Human Resources staff said, however, that employees
still resist using the automated system because they do not know how it
works or the Spanish-speaking employees do not understand the English
language version.

Every non-system absence call generates paperwork and requires manual
payroll adjustments. Human Resources staff makes approximately 200
manual entries every pay period due to manual absentee calls. When
teachers do not use the system, the attendance clerks must work together
with the school attendance clerks to manually search for and call
substitutes.

Automated attendance systems are used at many school districts. This
technology greatly reduces the amount of workers needed to manage a
large number of operations, such as reporting absences. LI1SD has not
equipped its employees with the instructions and language needed to
manipulate the attendance system at an optimum level.

Recommendation 38:
Acquire a Spanish version of the attendance system, distribute
written, user-friendly instructionsin English and Spanishto all staff

and enfor ce the use of the automated system.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The executive director of Human Resources requisitions an May 2002
upgrade of the automated attendance system that includes a
Spanish language component.

2. | The executive director of Human Resources or designee June 2002
develops a written, user-friendly instruction sheet outlining
the exact steps to take when reporting an absence.

3. | The executive director of Human Resources or designee July through
distributes instruction sheets to every LI1SD employee and September
extra copies to each school and department and holds training | 2002
sessions.

4. | The sinerintendent issiies a directive. comnlete with nenalties | October 2002




for non-compliance, requiring all staff to use the automated
system.

5. | The executive director of Human Resources develops a November
system to track employees who do not comply with the 2002 and
directive and distributes a monthly report to all principals, Ongoing
department heads and the superintendent.

6. | The department heads, principals and the superintendent, December
when applicable, use the monthly report to enforce the 2002 and
directive consistently. Ongoing

FISCAL IMPACT

According to eSchool Solutions, the current systemprovider, a one-time
upgrade of the automated attendance system to enable a Spanish language

module would cost approximately $2,500.

Recommendation 2002-03 | 2003-04 | 2004-05

2005-06 | 2006-07

Acquire a Spanish version of the
attendance system, distribute
written, user-friendly
instructions in English and
Spanish to all staff and enforce
the use of the automated system.

($2,500) $0 $0




Chapter 4

PERSONNEL MANAGEMENT

B. COMPENSATION, RECRUITMENT AND RETENTION

The LISD's Human Resources Department uses information from salary
surveys and published data from TEA to determine how competitive the
compensation levels are at the district. Exhibit 4-6 presents a four-year
trend of average L1SD salaries for central administration, campus
administration, professional support staff and teachers.

Exhibit 4-6

LISD Average Salary Trends
1997-98 Through 2000-01

Staff 1997-98 | 1998-99 | 1999-2000 | 2000-01
Central Administration | $70,720 | $69,613|  $69,961 $74,387|
Campus Administration | $54,136 | $57,614 |  $57,347 | $60,958
Professional Support Staff | $41,420 | $43,468 |  $44,602 $46,946|
Teachers $34,042 | $36,019, $39,081 | $39,756

Source: TEA, AEIS, 1997-98 through 2000-01.

Exhibit 4-7 presents a comparison of LISD's average salaries for 2000-01

to its peer didtricts.

Exhibit 4-7
Laredo I SD and Peer Districts Average Actual Salaries
2000-01
Central Campus Professional
District | Administration| Administration | Support Staff | Teachers
Harlandale $84,107 $64,576 $49,393| $40,523
Edinburg $78,489 $60,706 $46,313| $37,665 ‘
Laredo $74,387 $60,958 $46,946 | $39,756
Eagle Pass $76,253 $54,864 $47,482| $39,151 ‘
Edgewo